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ABSTRACT 

 

 

 Every day, hundreds of college interns join organizations as the race for highly skilled 

talent escalates.  Two-thirds of college graduates now have at least one internship experience, 

with nearly 50% of interns becoming full-time employees in their sponsoring organizations 

(National Association of Colleges and Employers, 2019).  If internships are the nexus for an 

organization’s entry-level jobs, why is there scant empirical evidence on the impact of interns in 

today’s environment of agile work teams?  This dissertation examines how interns impact work 

teams based on newcomer socialization theory and the influence of positive expectations on 

enhancing performance and productivity, building on the Pygmalion and Galatea theories (Eden, 

1992; McNatt, 2000).  A mixed methods approach was used, whereby both qualitative and 

quantitative methodologies were used in two related essays (Onwuegbuzie & Corrigan, 2014). 

 Essay 1 consists of two parts or studies.  Study 1 is an interpretative study that seeks to 

extend the theories of newcomer sensemaking and sensegiving (Weick, Sutcliffe, & Obstfeld, 

2005) to interns as organizational newcomers.  The research evaluated the cues and signals that 

are sent by team leaders and team members to interns and the cyclical process of interpretation 
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and proactive behaviors.  Within the socialization framework, interns adapted and performed, 

which reinforces the commitment of social inclusion—you are one of us.  Study 2 (in Essay 1) 

provides quantifiable evidence that interns have a positive impact on work teams based on team 

leaders’ and team members’ average impact rating.  

 Essay 2 emphasizes newcomer socialization theory and broadens the conceptual 

framework to examine the relationships of interns as newcomers, team leaders, and team 

members during the process of social adjustment.  A three-month field study was conducted 

among diverse work teams, with full responses from 71 interns, 45 team leaders, and 40 team 

members in manufacturing, technology, and professional services firms.  Building on the 

Pygmalion and Galatea theories (Eden, 1992; McNatt, 2000), the model defines the relationship 

of expectations from interns as newcomers, team leaders, and team members on intern 

empowerment and role performance mediated by social exchanges (Chen & Klimoski, 2003; 

Chen, 2005).  Intern performance expectations had a significant, positive influence on social 

exchanges with the team leader and team members and on the intern’s sense of empowerment.  

Furthermore, team leader and team member performance expectations positively influenced their 

ratings of intern role performance. 

 This dissertation seeks to expand the body of knowledge of newcomer socialization and 

to develop a greater understanding of the interdependent process between interns, their social 

context, and their relationships with team leaders and team members.  Furthermore, it answers 

the call from practitioners to quantify the strategic value of internships. 

Keywords: newcomer socialization, sensemaking, Pygmalion and Galatea theory, 

internships   
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Chapter I: How Interns Impact Work Teams: Examining Newcomer Socialization and 

Performance Expectations among Interns, Team Leaders, and Team Members 

Every day, hundreds of college interns join organizations as the race for highly skilled 

talent escalates.  Two-thirds of college graduates now have at least one internship experience, 

with nearly 50% of interns becoming full-time employees in their sponsoring organizations 

(National Association of Colleges and Employers [NACE], 2019).  If internships are the nexus 

for an organization’s entry-level jobs, why is there scant empirical evidence on the impact of 

interns in today’s environment of agile work teams?  

Practitioners have argued that the strategic investment of recruiting and hiring interns is 

one of the more important talent development strategies in their organizations (Rose, Teo, & 

Connell, 2014).  With nearly two-thirds of internships becoming full-time job offers and 

employers having a higher five-year retention rate among employees who were hired through 

internships (NACE, 2015), it is imperative that practitioners have empirical evidence and insight 

on the strategic value of interns in a work team environment. 

Research Motivation 

Internships serve as experiential learning programs for students to integrate knowledge 

and theory with real-world projects and performance expectations (Gault, Leach, & Duey, 2010; 

Rose et al., 2014).  Academic research has primarily focused on the student benefits of 

internships in that interns learn new skills, strengthen social interactions, and develop supervisor 

relationships (D’Abate, Youndt, & Wenzel, 2009; Fernald & Goldstein, 2013; Hogan, Chamorro-

Premuzic, & Kaiser, 2013; Simons et al., 2012).  The seminal research of Narayanan, Olk, and 

Fukami (2010) examined 22 academic studies on internships and found only half of the research 

contained theoretical models; nearly all of the studies had collected data from the viewpoint of 
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the intern.  According to Narayanan et al. (2010, p. 62), “Simply put, the literature on internship 

experiences is largely descriptive and anecdotal.” 

On the other hand, a few researchers have evaluated internships from an organizational 

context.  Coco (2000) expressed the benefits for businesses as try before you buy, and Dailey 

(2016) claimed that internships are a breeding ground for organizational socialization because of 

the protracted time of a 10-week interview where interns and team leaders seek to persuade one 

another about fit and culture.  Additionally, Zhao and Liden (2011) claimed that interns are an 

ideal pool of job candidates because interns are well educated and have acquired a substantial 

amount of organization-specific knowledge through their extensive work experiences in the host 

company.  

In recent years, there has been a shift in strategy on the purpose of internships based on 

the perceived skill shortages and skill mismatches in the workforce (Cappelli, 2015).  Hiring 

managers now believe relevant on-the-job-experience, such as internships, is one of the critical 

factors in a hiring decision (Beenen, 2015).  There is a growing body of empirical research 

documenting the benefits of internships (McHugh, 2016) and what some scholars are now calling 

a new era of the internship (Hora, Parrott, & Her, 2019) for recruiting highly skilled, aspiring 

college talent.  

 The growing demand for interns was the catalyst for this researcher, who collaborates 

with the Northeast Wisconsin Manufacturing Alliance (NEW MA) on an innovative college 

talent development program, known as Internship Draft Day (InternshipDraftDay.com).  Now in 

its sixth year and recognized by the University Economic Development Association (UEDA) in 

2018 with the Award of Excellence – Talent, Internship Draft Day connects college students to 

hundreds of internship opportunities with businesses in northeast Wisconsin.  The tradition-
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steeped home of the Green Bay Packers and Lambeau Field brings the spirit of competition and 

leadership to Internship Draft Day as students compete through interviews and networking for 

internships.  The success of this program is rooted in the keen understanding of organizations 

that interns are an efficient, sustainable talent resource. 

Research Problem 

Despite the acceleration of internships by businesses to grow and develop their 

organization’s talent pipeline, there is a paucity of empirical evidence on the impact of 

internships within host organizations.  Compounding this challenge is there are limited studies 

researching interns and their teams in a work team environment.  Many organizations hiring 

interns are structured as a network of agile, small teams (McDowell, Agarwai, Miller, Okamoto, 

& Page, 2016), and because of this, it is valuable to examine the benefits and challenges of 

interns working in an authentic work team environment.   

Prior research has provided a foundation of the relationship between an intern and 

supervisor (Newman, Rose, & Teo, 2016); however, this researcher is aware of no research to 

date that has included team members.  Team members are essential to the socialization and 

performance dynamics in that interns spend more time with coworkers than supervisors (Liu, Xu, 

& Weitz, 2011).  Interns and team members have a cooperative teaching and coaching 

relationship as they share knowledge and experiences.  In the words of a team member in this 

research study, “We are a tight-knit group, and we all work very well together.  The interns could 

rely upon us to get them through any problems they were having.”  In response to these critical 

research gaps, this dissertation examines internships in the following two essays.  

 Essay 1, an exploratory qualitative study, focuses on sensemaking and sensegiving 

processes as antecedents to intern performance and the perception by team leaders and team 
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members of these behaviors during socialization within a team environment.  Organizational 

socialization research has recognized the importance of qualifying behavioral cues (Weick, 1995) 

and the support of team leaders in facilitating social adjustment.  However, there has been 

limited empirical research on proactive behaviors in the context of internships and the influence 

of team leaders and team members on intern socialization and impact in work teams (Ellis, 

Nifadkar, Bauer, & Erdogan, 2017). 

Essay 2, a quantitative study, emphasizes newcomer socialization theory (Anderson & 

Thomas, 1996; Chen, 2005; Chen & Klimoski, 2003; Kozlowski & Bell, 2003) and broadens the 

conceptual framework to examine the interdependent relationships of newcomers and interns, 

team leaders, and team members during the rapid process of social adjustment in an internship.  

These three-phase processes of anticipation, encounter, and adjustment are based on the work of 

Eden (1992) and of Anderson and Thomas’s (1996) model on social adjustment and adaptation in 

the work team environment.  The model defines the relationship of expectations from newcomers 

and interns, team leaders, and team members on intern empowerment and role performance 

mediated by social exchanges (Chen, 2005; Chen & Klimoski, 2003).  

 The research model utilized a mixed-methods approach defined as an exploratory 

sequential design (Creswell, 2015) that first explores a problem because the participants (interns, 

team leaders, and team members) have not been extensively studied.  After the initial exploration 

study, the qualitative findings build the second quantitative research model to measure variables 

such as the social exchange relationships between interns and their team leaders, and members, 

intern empowerment, and intern role performance.  The qualitative research in Essay 1 and the 

quantitative research in Essay 2 provide greater breadth and depth by combining the what with 

the why in the data (Onwuegbuzie & Corrigan, 2014).  The interpretative research in Essay 1 
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builds a foundation of insight and understanding from the intern, team leader, and team member 

perspectives that generates hypothesized relationships to be tested in Essay 2, thus shifting from 

the voices of the participants in the exploratory study toward a research model that examines the 

influence of expectations on intern empowerment and role performance. 

 In Figure 1.1, the research model illustrates newcomer socialization and the impact of 

interns in a work team environment.  Essay 1 supports the sensemaking and sensegiving 

behaviors among interns, team members, and team leaders.  Essay 2 provides empirical evidence 

of the Pygmalion and Galatea effects (Eden, 1992; McNatt, 2000) of expectations and social 

exchange relationships on newcomer and intern empowerment and role performance.  



INTERNS’ IMPACT ON WORK TEAMS 

 

6 

 

 

Figure 1.1. Research model. Newcomer socialization within a work team environment, a 

theoretical model of sensemaking and sensegiving behaviors among interns, team members, and 

team leaders (Essay 1).  Pygmalion, Galatea, and newcomer socialization theories on the 

influence of expectations and social exchange relationships on newcomer and intern 

empowerment and role performance (Essay 2).  In total, the impact of interns in a work team 

environment.  
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Essay 1: You’re on Our Team: Examining Newcomer Socialization among Interns, Team 

Members, and Team Leaders in Work Teams 

  Intern performance has been described in prior literature as successful experiential 

learning (Simons et al., 2012), mentoring relationships (Liu et al., 2011), and internship 

satisfaction (D’Abate et al., 2009); however, there is limited understanding of what are the 

antecedents that lead to effective intern performance as perceived by team leaders and team 

members.  

 Team leaders who supervise interns have a wealth of knowledge and experience on the 

characteristics of interns and their fit in a work team environment (Newman, Rose, & Teo, 

2016).  As one team leader stated from this research study, “Successful interns are curious, 

inquisitive, and ask why questions to learn more.  These interns are self-starters, ambitious, have 

a sense of what is important to the team, and they get things done for the good of the team.  

Successful interns go above the ask and do what is excellent and unexpected.” 

 Essay 1 consists of two parts or studies.  Study 1 is an interpretative study that seeks to 

extend the theories of newcomer sensemaking and sensegiving (Gioia & Chittipeddi, 1991; 

Weick, Sutcliffe, & Obstfeld, 2005).  The research evaluated the cues and signals that are sent by 

team leaders and team members to interns and the cyclical process of interpretation and proactive 

behaviors.  Study 2 (in Essay 1) seeks to quantify the impact of interns on work teams with 

empirical evidence on the contributions of interns in a work team environment from the 

distinctive vantage point of interns, team leaders, and team members.  The research presented 

clear evidence of proactive behaviors of interns in information seeking, task learning, and social 

relationship building toward improved outcomes of task mastery and social adjustment in their 

work team environments.  Moreover, the inclusion of interns expands the body of knowledge in 
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newcomer socialization and develops a greater understanding of the interdependent process 

between interns as newcomers, their social context, and their relationships with team leaders and 

team members.  

Essay 2: Good for One Another: Examining Expectations by Team Leaders and Members 

on Intern Empowerment and Performance 

The purpose of this study is to examine the effectiveness of college interns in a team-

based structure as it relates to newcomer and intern empowerment and role performance.  The 

empirical model built on seminal research conducted by Chen and Klimoski (2003) that 

delineated and tested newcomer performance in the context of work teams and newcomer 

adaptation in teams.  The three phases of socialization identified by Anderson and Thomas 

(1996)—anticipate, encounter, and adjustment—served as the theoretical framework and 

integrated the Pygmalion and Galatea effects (Eden, 1992; McNatt, 2000) of expectations and 

group socialization. 

The research focused on the impact of expectations by team leaders and team members 

on intern empowerment and performance.  Intern role performance includes six domains of 

activities: job, career, team, organization, innovator, and customer service (Welbourne, Johnson, 

& Erez, 1998).  The multidimensional construct sought to measure task mastery, progress in skill 

development, creativity, and innovation on the job, working well on a team, being responsive to 

customers, and supporting the organization.  To date, research has not examined role 

performance built on role theory (Graen & Scandura, 1987) in a work team environment from 

the perspective of team leaders and team members.  

Thomas and Velthouse (1990) conceptualized empowerment as a multidimensional 

construct including four motivational domains, the first being impact, the degree to which an 
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employee feels he or she affects a work environment.  Second, there is competence, the 

perceived ability to accomplish work-related tasks, followed by meaningfulness, the individual’s 

intrinsic caring about work tasks, and finally, the factor of perceived self-determination or 

autonomy at work.  These four empowerment factors reflect internal traits, such as an intern’s 

self-confidence or the intern’s belief that he or she is making an impact on the project team. 

The mediating variables in the model evaluated the intern’s social exchange relationship 

with the team leader and the intern’s social exchange relationship with team members to measure 

perceptions of high-quality exchanges of mutual respect, trust, and loyalty (Bauer & Green, 

1996).  Notably, the mediating social exchange variables from the intern’s perspective provide 

insight and enrich the context of the research to enable greater theoretical and practical 

applications.  

Research Questions 

The primary purpose of this research is to increase the body of knowledge of newcomer 

socialization theory through interns as organizational newcomers and their adaptation in teams 

and the interdependent relationship between interns, team leaders, and team members.  The two 

research studies examined the antecedents, processes, and outcomes through the lens of 

newcomer socialization models and theories of work motivation and interpersonal leadership to 

gain a greater understanding of intern empowerment and role performance in work teams.   

Further, this research seeks to provide practitioners with a model of high-performance 

intern teams and the factors contributing to that work environment.  The mixed-methods research 

with qualitative and quantitative approaches provides greater breadth and depth by combining 

the what with the why of the data.  Quantifying the data supports generalization of an internship 

model for organizations, while the qualitative narratives tell a story from the voice of the intern, 
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team leader, and member.  Therefore, the research questions this dissertation seeks to address are 

as follows: 

1. What are the sensemaking and sensegiving behaviors of newcomer or intern socialization?  

2. What are the influences of team leaders’ and team members’ expectations on newcomer or 

intern empowerment and role performance?  

3. What is the impact of interns on work teams? 

In summary, this dissertation pragmatically expands the body of knowledge of newcomer 

socialization theory to college interns in a work team environment while providing insightful 

evidence on the relationship between expectations and role performance of interns from the 

perspective of an intern, the team leader, and coworkers.  This research seeks to answer the 

practitioner’s call for action on the strategic value of internships as an investment strategy in the 

organization’s talent pipeline.  Furthermore, this research builds new pathways of exploration for 

evaluating how interns may impact work teams in areas such as technology adaptation, 

knowledge transfer, and innovation.   
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ABSTRACT 

 

 Large numbers of college interns are hired into team-based organizations as the 

momentum for internships builds across America, and yet there is a lack of empirical research on 

the impact of interns within a team environment.  The foundation of this interpretative study is 

newcomer socialization theory and the exploration of sensemaking and sensegiving processes by 

newcomers and interns, team members, and team leaders.  In Study 1, responses are analyzed 

from seven teams (N= 21), each comprised of an intern, team member, and team leader from 

manufacturing, technology, and insurance organizations.  Results demonstrated the strong effect 

of recognizing interns as newcomers in the organization and the interdependent relationship 

between interns, team members, and team leaders challenging the team to think and act 

differently.  The intern’s socialization cycle is anchored in the dynamic, iterative processes of 

sharing sensemaking and sensegiving cues that guide and direct interns as organizational 
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newcomers toward achieving performance expectations and impact in their work teams.  In 

Study 2, a separate study of interns (N = 63), team leaders (N = 37), and team members (N = 34) 

provided empirical evidence of the intern’s impact after two months of performance.  Team 

leaders and team members’ average impact rating was significantly higher than the intern’s 

rating.  Moreover, the rationale for the impact rating provides specific examples of how interns 

create efficiencies, greater knowledge transfer, and improved workflows.  The research 

contribution extends the body of knowledge on newcomer socialization theory to interns as an 

innovative source of emerging talent and enlightens practitioners on the impact of interns in 

work teams.  

Keywords: newcomer socialization, sensemaking, sensegiving, internships, work teams 
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Chapter II: You’re on Our Team: Examining Newcomer Socialization among Interns, Team 

Members, and Team Leaders in Work Teams 

Every day, legions of college interns are hired into team-based organizations as the 

momentum for internships builds across the United States.  Interns bring fresh, innovative ideas 

to their work teams, and they are often fondly referred to as the new kids (Rothman, 2003).  

Internships serve as experiential learning programs for students to integrate knowledge and 

theory with real-world projects and performance expectations (Gault, Leach, & Duey, 2010; 

Rose, Teo, & Connell, 2014).  Academic research has primarily focused on the student benefits 

of internships, namely that interns learn new skills, strengthen social interactions, and develop 

supervisor relationships (D’Abate, Youndt, & Wenzel, 2009; Fernald & Goldstein, 2013; Hogan, 

Chamorro-Premuzic, & Kaiser, 2013).  On the other hand, a few researchers have evaluated 

internships from an organizational context.  Coco (2000) expressed the try before you buy 

benefits, and Zhao and Liden (2011) claimed that interns are ideal job candidates because they 

are well educated and have acquired a substantial amount of organization-specific knowledge.  

In recent years, there has been a shift by organizations on the purpose of internships 

based on the perceived skill shortages and skill mismatches in the workforce (Cappelli, 2015).  

Hiring managers now believe that relevant on-the-job-experience, such as internships, is one of 

the most critical factors in being hired in today’s labor market (Beenen, 2015).  Two-thirds of 

college graduates now have at least one internship experience; moreover, nearly 50% of interns 

become employees of their sponsoring organizations (National Association of Colleges and 

Employers [NACE], 2019).  Internships are the preferred method to recruit highly skilled, 

aspiring college talent (McHugh, 2016).  Thus, it is surprising that extant literature has not yet 

examined the impact of interns in a team environment, given that most organizations hiring 
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interns have a structure of agile, small teams in a network (McDowell, Agarwai, Miller, 

Okamoto, & Page, 2016).  The research challenge was to examine the interdependent 

relationship of interns, team leaders, and team members and the impact of an intern in the work 

team. 

Although intern performance has been viewed through the lens of the intern and 

supervisor (Newman, Rose, & Teo, 2016; Rose et al., 2014), there has been no research to date 

that has also included team members.  Team members are an essential factor in the socialization 

and performance mix in that interns likely spend more time with coworkers than their 

supervisors (Liu, Xu, & Weitz, 2011).  Interns and team members have an integrated working 

relationship through informal coaching, support, and learning (Farh, Lanaj, & Ilies, 2017).  To 

quote from a team member in this study, “When interns join our work team, there is a positive 

change.  To my surprise, an intern taught me something new.”  

The combination of socialization actions, such as mentoring by team leaders and 

information seeking by interns, creates a dynamic environment that accelerates the social 

adjustment of interns to the team (Ellis, Nifadkar, Bauer, & Erdogan, 2017).  Bauer, Bodner, 

Erdogan, Truxillo, and Tucker (2007) posited that onboarding processes of resource sharing and 

relationship building are essential in the development of an intern’s job attitude, job 

performance, and the intent to remain in the organization.  

Beenen, Pichler, and Levy (2017) further argued that the proactive behavior of 

newcomers and interns is an active lever in socialization adjustment and influences the 

perception of the employer as a career destination.  The definition of newcomer proactive 

behaviors is the self-initiated actions taken by newcomers to accelerate their social adjustment in 

the organization (Ashforth & Black, 1996).  Proactive behaviors by newcomers and interns, such 
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as information seeking, feedback-seeking, and social relationship building, create sensemaking 

cues to team leaders and team members (Weick, Sutcliffe, & Obstfeld, 2005).  These 

sensemaking cues enable reciprocal sensegiving signals or helping behaviors to newcomers and 

interns that ultimately influence adaptation to the team (Chen, 2005; Chen & Klimoski, 2003; 

Ellis et al., 2017).  

Sensemaking theory posits that newcomers must first organize cognitive scenarios to 

make sense of inputs and then enact this sense back into the work world to adjust to a new 

context more efficiently (Gioia & Chittipeddi, 1991; Weick, 1995).  The prospective model of 

sensemaking (Gioia, 1986) or future-oriented sensemaking (Stigliani & Ravasi, 2012) describes 

the newcomer or intern team environment as one in which individuals and groups cope with 

ambiguous situations that require them to develop novel understandings and engage forward-

thinking (Gioia & Mehara, 1996, p. 1229).  In their seminal research on the initiation of strategic 

change, Gioia and Chittipeddi (1991) developed a framework of sequential and reciprocal cycles 

of understanding and cognition (sensemaking) and influencing and action (sensegiving).  Nag 

and Gioia (2012) argued that this ambiguity-by-design model creates more in-depth, nuanced 

insight into the phenomenon.  The following questions guided the present research:   

1.  What is the onboarding process for newcomers and interns on your team?  

2.  How would you characterize better-performing interns on your team? 

3.  What are some of the tangible contributions that interns make to your team?  

The contributions of this study are threefold:  first, this research builds a grounded theory 

on the interdependent relationship of the intern, team member, and team leader in a team 

environment through a framework of sensemaking and sensegiving processes.  Second, this 

research extends the body of knowledge on newcomer socialization to interns as an emerging 
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talent source for organizations and aligns proactive intern behaviors with positive influences on 

the work team.  Finally, this research seeks to investigate the extent to which interns provide 

strategic value to a work team and ultimately to their sponsor organizations.  

Literature Review 

In September 2020, Glassdoor, Inc. (n.d.) listed 29,206 internship opportunities from 

organizations around the nation.  Perlin (2011) estimated that between one and two million 

internships are offered annually in the United States.  Furthermore, NACE (2017) stated that 

two-thirds of graduating college students have one or more internship experiences.  

This proliferation of internships in U.S. organizations should give rise to a robust body of 

evidence on the effectiveness of internships for employers, students, and higher education.  

Paradoxically, there is a dearth of empirical evidence on internships (Narayanan, Olk, & Fukami, 

2010) and their impact on an organization, specifically in today’s work team environments.  

Research on the proximal workgroup has demonstrated the critical importance of the socio-

cultural environment in which a newcomer, such as an intern, must learn to accomplish job tasks 

and responsibilities (Anderson & Thomas, 1996, p. 423).  Most organizations are structured as a 

network of small teams with highly interdependent members in specialized roles utilizing 

technology platforms to communicate and integrate their work (McDowell et al., 2016).  Thus, 

interns are frequently entering organizations comprised of small, empowered, integrated work 

teams.  

Early research has indicated that internships provide a rich, experiential learning 

opportunity and ideally should integrate knowledge and theory with practical application in a 

professional work environment (Gault et al., 2010).  Organizations can benefit from interns 

based on the try before you buy approach (Coco, 2000) and the ability to evaluate performance 
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over an extended time in the work environment (Beenen & Rousseau, 2010).  Dailey (2016) 

argued that internships are a breeding ground for organizational socialization because of the 

protracted time (i.e., a 10-week interview) where interns and team leaders seek to persuade one 

another about fit and culture.  McHugh (2016) stated that internships have the potential to 

provide students with insights into their career aspirations, advance student vocational self-

concept, offer skill acquisition, as well as inform and revise student assumptions and beliefs 

about career and work preferences. 

Newcomer and Intern Onboarding 

Social network scholars have described organizational socialization as the process by 

which newcomers make the transition from being outsiders to being insiders (Bauer et al., 2007; 

Chao, O’Leary-Kelly, Wolf, & Klein, 1994; Morrison, 1993).  The practice of newcomer 

socialization is often called onboarding and is defined as “formal and informal practices, 

programs, and policies enacted by an organization to facilitate newcomer adjustment” (Klein, 

Polin, & Sutton, 2012, p. 268).  Onboarding is used by organizations to accelerate the newcomer 

socialization process by acclimating new employees to the social and technical aspects of their 

new work environment (Chao, 2012).  Empirical research has demonstrated the many positive 

outcomes of effective onboarding for the newcomer and the organization: role clarity, self-

efficacy, and early perceived fit of the newcomer and the organization (Bauer et al., 2007).  As an 

example, Beenen (2015) described the rapid onboarding of interns at the Pittsburgh-based PNC 

Bank that places Master of Business Administration interns with new employees in training 

sessions.  There is no distinction between interns and new employees in these fast-track sessions.  

Essentially, the organization is sending a signal that an internship is a valued job and that interns 

have responsibilities and performance expectations.  Coff and Kryscynski (2011) argued for 
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accelerated onboarding, that is, the sooner a newcomer learns about the organization, its culture, 

and the specific knowledge and skills to do the job, the sooner that the newcomer will make 

contributions toward the organization.   

The yin and yang process of newcomer socialization requires that an organization has 

high-quality onboarding practices; similarly, the newcomer must have a mindset for learning and 

being proactive, such as seeking information or building relationships (Ashforth, Sluss, & Saks, 

2007; Bauer et al., 2007; Chao, 2012).  Klein et al. (2012) found that the most beneficial 

onboarding practices were to assign the newcomer a buddy and to have the newcomer observe an 

associate or team member to learn more about the job.  Furthermore, research has shown that 

managers who are willing to devote time and energy to newcomers can positively impact the 

socialization process (Li, Harris, Boswell, & Xie, 2011; Sluss, Ployhart, Cobb, & Ashforth, 

2012). 

Proactive Behavior: Learning and Building Relationships 

The definition of newcomer proactive behavior is the self-initiated actions taken by 

newcomers to accelerate their social adjustment in the organization (Morrison, 1993; Wanberg & 

Kammeyer-Mueller, 2000).  Ashforth and Black’s (1996)  research found that proactive 

behaviors relating to one’s role or work team, such as seeking feedback on one’s performance 

and developing relationships with others, positively relate to higher job satisfaction, job 

performance, and social integration (Wanberg & Kammeyer-Mueller, 2000).  

Newcomer learning is central to the newcomer socialization process in that a learning 

mindset facilitates the development of new skills, the acquisition of knowledge, and the 

capability to master new, ambiguous situations (Dweck, 2006).  Research has evaluated how the 

newcomer actively shapes the socialization process, such as the relationship of proactive 
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behaviors and newcomer engagement (Saks & Ashforth, 2000), the newcomer’s adjustment in 

the organization (Cooper-Thomas & Anderson, 2005), and the content of newcomer learning 

(Wang, Kammeyer-Mueller, Liu, & Li, 2015).  

In examining proactive behavior, Saks and Ashforth (2000) found that proactive 

behaviors relate positively to proactive outcomes and that outcomes are not mutually exclusive.  

For example, information-seeking and building relationships are related in that a newcomer 

needs to make new contacts and communicate with others, which in turn helps develop 

relationships with team members.  Zhao and Liden (2011) claimed that interns acquire a 

substantial amount of organization-specific knowledge, and their interactions with coworkers and 

supervisors make them ideal candidates for the host organization.  Beenen et al. (2017) posited a 

similar viewpoint that the proactive behavior of interns, specifically information seeking, 

feedback-seeking, and building relationships with their supervisor and coworkers, contribute to 

how interns come to view their employers as a career destination. 

A study by Wang et al. (2015) was one of the first to show the combined effects of 

supervisors’ and coworkers’ support and undermining of newcomer socialization.  Additionally, 

this research demonstrated that newcomer proactive behaviors are more likely to occur when a 

supportive, social environment exists with supervisors and coworkers (Wang et al., 2015).  This 

growing body of research suggests that both supervisors and coworkers are critical to the 

socialization process of newcomers (Chiaburu & Harrison, 2008).  

Sensemaking and Sensegiving 

Sensemaking theory posits that newcomers must first organize cognitive scenarios to 

make sense of inputs and then enact this sense back into the work world to adjust to a new 

context more efficiently (Louis, 1980; Weick, 1995; Weick, Sutcliffe, & Obstfeld, 2005).  
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According to Louis (1980), newcomers’ senses receive many unfamiliar cues, and it is often 

unclear to newcomers which cues to respond to or how to interpret them.  Interns, as newcomers, 

enter new, ambiguous work environments in which there are no behavior-guiding scripts; thus, 

interns must engage in conscious sensemaking to reconcile ambiguities and reduce uncertainty 

(Weick et al., 2005). 

Early interactions between a newcomer or intern and a team leader or team member are 

characterized by a mutual evaluation of each other’s behaviors.  Weick (1979, p. 89) stated that 

employee behaviors are “interlocked among two or more people, and not independent;” 

behaviors are contingent upon one another.  Proactive behaviors by newcomers or interns, such 

as information seeking, feedback-seeking, and social relationship building, create sensemaking 

cues to team leaders and team members that enable reciprocal sensegiving signals or helping 

behaviors to the newcomer or intern that ultimately influence adaptation to the team (Chen, 

2005; Chen & Klimoski, 2003).  

Graen and Scandura (1987, p. 184) defined the “reciprocal response pattern” as a series 

of interactions between two people, where each person gathers information and insight on the 

characteristics of the other and then behaves according to those perceptions.  Interestingly, Graen 

and Scandura (1987) claimed that either party can initiate a sequence; thus, team leaders, team 

members, or interns can engage in both sensemaking and sensegiving patterns.  Ellis et al. (2017) 

argued that this pattern of joint sensemaking and sensegiving by managers and newcomers leads 

to an acceleration of newcomers’ task mastery, task performance, and social adjustment.  Overall, 

the results of this research showed that newcomer proactive efforts are associated with 

supportive manager behaviors, and this is due to managers’ evaluations (sensemaking) of the 

newcomers’ commitment to socialization (sensegiving). 
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Work Team Social Environment 

 Recent research has suggested that forming relationships with team leaders and team 

members is an essential determinant of newcomer behavior (Kammeyer-Mueller, Wanberg, 

Rubenstein, & Song, 2013; Tan, Au, Cooper-Thomas, & Aw, 2016).  The workplace is a social 

environment for developing new skills and interacting with others.  Thus, it is expected that the 

fresh faces of interns as organizational newcomers would be motivated to accumulate social 

capital to establish relationships and build social networks.  On the other hand, interns may 

display different patterns of proactive behaviors rooted in fear of rejection from one’s coworkers 

(Elliot & Church, 1997).  According to Harris, Cooper-Thomas, Smith, and Smollan (2020), 

newcomers become socialized through participating in workplace practices that involve 

“encountering and coexisting with others, and sharing norms and understandings that lead to 

situated knowing, which is inextricably linked to the people and context in which the learning 

occurred” (p. 4). 

 The social motives of interns in a work team context is a fascinating area that deserves 

more interpretative, exploratory research.  The present study aims to fill this research gap in 

newcomer socialization theory by exploring sensemaking and sensegiving processes by interns, 

team leaders, and team members in work team environments. 

Conceptual Framework of Newcomer Socialization in Work Teams  

 This study adopted a framework based on several sources, namely, the concepts of 

sensemaking and sensegiving from Gioia and Chittipeddi’s (1991) research on initiating strategic 

change in an organization, Stigliani and Ravasi’s (2012) research on the transition from 

individual to group-level prospective sensemaking, and Whiteman and Cooper’s (2011) research 

on ecological sensemaking.  Nag and Gioia (2012) posited that in interpretative research, the 
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concepts and framework are grounded in and emerge from the data rather than deriving from the 

prior theory.  In this study, the development of concepts and linkages among these concepts 

describe and explain the dimensions of newcomer and intern socialization in the work team’s 

social environment.  

 Newcomer socialization theory is based on how a newcomer and a team mutually 

progress through three socialization phases (Anderson & Thomas, 1996).  In the first phase, 

anticipation, the intern as a newcomer and the team members and team leader form initial 

expectations of one another; in the second phase, encounter, the intern, team member, and team 

leader expectations lead to mutual social exchanges and work characteristics.  Finally, in the 

third phase, adjustment, the team and the intern as a newcomer adjust to each other, and 

empowerment and performance levels reflect this adjustment. 

Scholars have described newcomer socialization as a process “by which an individual 

achieves some degree of fit between his/her behaviors and the new work demands created by 

changing and uncertain work situations” (Chan & Schmitt, 2000, p. 4).  Therefore, interns, as 

organizational newcomers, must learn early in their socialization how to match their behavior in 

learning and performance to the expectations and demands of their new work team environment. 

 Figure 2.1 illustrates the intern socialization framework in the three phases: anticipation, 

encounter, adjustment.  The ebb and flow of sensegiving by team leaders and team members and 

the sensemaking by interns in the first two phases lead to the final adjustment phase, where 

sensemaking is a behavior shared by all regarding the impact of interns on the work team.   
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Figure 2.1.  Sensemaking and sensegiving process model. Newcomer socialization framework 

through sensemaking and sensegiving processes in a work team environment among the intern, 

team leader, and team member.    
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Sensemaking Theory 

Sensemaking starts with chaos (Weick et al., 2005) or disruptive ambiguity, where an 

individual cannot readily interpret the ambiguous cues.  Newcomers’ senses receive many 

unfamiliar cues, and it may not be clear what is a cue, let alone which cue to respond to, or how 

to interpret and select responses to them (Louis, 1980).  Weick et al. (2005) argued that the first 

question of sensemaking is “what’s the story here?” (p. 410) and the second question is “now 

what should I do?” (p. 410) as the sensemaking process initiates a form of noticing and 

bracketing to reduce ambiguity for the newcomer.  

Collective sensemaking occurs as individuals exchange their interpretations of the 

cognitive experience but seek to reach a consensus with others (Weick et al., 2005).  In general, 

scholars have agreed that individual and collective or group-level sensemaking processes are 

related, in that individual interpretations build to collective interpretations (Balogun & Johnson, 

2004). 

 The origin of the sensemaking theory as “an issue of language, talk, and communication” 

(Weick et al., 2005, p. 409) has focused on conversational interpretation (Weick, 1995), narrative 

exchanges (Sonenshein, 2010), and vivid interpretations of unexpected events or crises, such as 

Weick’s (1993) analysis of the Mann Gulch firefighter disaster.  However, another stream of 

sensemaking research has emerged and is known as prospective sensemaking theory and applies 

to entrepreneurship and innovation (Rafaeli, Ravid, & Cheshin, 2009) and knowledge 

management (Nag & Gioia, 2012).  

In contrast to retrospective sensemaking, prospective sensemaking research is a process 

of emerging interpretations resulting from the cycles of sensemaking and sensegiving as group 

members attempt to influence each other (Gioia & Chittipeddi, 1991).  Stigliani and Ravasi 



INTERNS’ IMPACT ON WORK TEAMS 

 

30 

 

(2012) posited that prospective sensemaking is both under-researched and under-theorized, in 

that little is known of the social interaction between individual sensemaking and the collective 

engagement of group sensemaking.  

Team members and team leaders engage in sensegiving behaviors when they respond to 

the ambiguity that interns experience and provide renewed clarity for further action (Corley & 

Gioia, 2004).  On the other hand, proactive behaviors by newcomers and interns, such as 

information seeking, feedback-seeking, and social relationship building, create sensemaking cues 

to team leaders and team members that enable reciprocal sensegiving cues to further the 

newcomer’s or intern’s social adjustment (Chen, 2005; Chen & Klimoski, 2003).  

Scholars agree that sensemaking theory is well-suited to investigate newcomer 

socialization as the conceptual framework, where newcomers and interns are faced with a new 

role and organizational environment and must interpret and perform in their new work teams 

(Harris et al., 2020; Louis, 1980; Weick et al., 2005).              

   

Study 1 Methodology 

 The methodology for this study builds on the recursive research process flow and 

evaluation criteria set out by Rocco (2010), which reinforces the value, credibility, and 

trustworthiness of qualitative research endeavors.  By conducting semi-structured interviews 

with interns, team leaders, and members, this research helps build an understanding of the 

sensemaking processes involved in an internship and examines intern socialization.   

 Furthermore, this research seeks to investigate how specific interactions among the 

intern, team leader, and team member in the work team environment provide the sensegiving 
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cues and sensemaking meaning in intern socialization and therefore contributes to newcomer 

socialization theory. 

Sampling and Data Collection 

 The sampling method to access interns, team leaders, and team members was purposeful 

(Nag & Gioia, 2012) to identify persons and firms that represent the general trends of internships 

but, more importantly, to include contrasting cases of emerging firms that are just beginning their 

internship programs, as well.  The sampling method was a convenience sample among firms in 

northeast Wisconsin participating in Internship Draft Day in 2018, or with a history of 

sponsoring interns.  I made an e-mail request to human resource professionals and team leaders 

from the 10 firms.  The request provided a brief description of the study—to explore and 

understand the effectiveness of internships in a work team environment—and the desired 

interview format of three types of informants: intern, team leader, and team member.  From that 

request, five organizations were selected to represent a broader spectrum of internship 

experiences and included two manufacturers, a technology company, a professional services 

company, and an insurance company.  The trust and credibility perception between the researcher 

and the participating firms was high because the firms had participated in Internship Draft Day 

or had a prior history of sponsoring internships in science, technology, engineering, and business.  

 Twenty-one interviews were conducted from October 3, 2018 through November 16, 

2018 at field locations of the participating organizations or via a phone interview for remotely 

located respondents.  Each participant was given a pseudonym to protect confidentiality and 

ensure anonymity. 
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Interview Guide 

 The interview guide was structured based on the three research questions with two 

additional questions, one that probes team member relationships to understand the nuances of 

this relationship as it differs from the relationship with the intern’s supervisor.  Additionally, a 

broader question on the strategic value of internships beyond the impact on the work team was 

included to explore conceptual themes from the perspective of an intern, team leader, and team 

member.  The following are the questions asked in the interview:  

1. How does your team onboard newcomers and interns (intern, team member, team leader)? 

This question probes the onboarding process, which influences an intern’s role clarity, self-

efficacy, and early perceived fit in the organization (Bauer et al., 2007).  

2. What are some of the factors that characterize better performing interns on your team (team 

member, team leader)?  This question seeks insight into the sensegiving cues that team 

leaders and team members send to interns on performance expectations. 

3. What are some of the ways that team members have helped interns (you) be successful? 

(intern, team member, team leader).  This question focuses on the behaviors and experiences 

that enable interns to be successful and the role of a team member and team leader in the 

intern’s socialization process. 

4.  What are some of the tangible contributions that interns (you) make to your team (intern, team 

member, team leader)?  This question inquires on the experiences of the intern, the proactive 

behaviors of an intern, and the perceptions and experiences of the team member and team 

leader on the contributions of the intern.  

5.  How would you describe the strategic value of interns (you) to your team and            

organization (intern, team member, team leader)?  This question seeks an understanding of the 
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strategic value, beyond the organization’s view of hiring college talent as a resource.  

Moreover, what other valued contributions do interns provide, such as knowledge transfer to 

team members, innovative or cost-savings ideas, and technology solutions from college 

courses or entrepreneurial investigations. 

Interview Protocol 

 The 21 respondents in the study each participated in 30- to 40-minute semi-structured 

open-ended interviews from the five-question framework.  The interview was held at the 

participant’s work location or, in the case of remote technology interns, at their convenience.  

Each participant and the human resource professionals arranging the interviews received a $10 

Amazon gift card in appreciation for their time. 

The preferred research design was structured interviews based on extant literature (Cho et 

al., 2016; Kirchner, 2018; Nag & Gioia, 2012; Stigliani & Ravasi, 2012).  Furthermore, Siedman 

(2013) claimed that one of the more insightful ways to understand how people make sense of 

their lives is by listening to their stories in an interview.  When participants tell a story, it is a 

“meaning-making process of selecting constitutive details of the experience, reflecting on them, 

ordering them, and thereby making sense of them” (Siedman, 2013, p. 7).  

 Participants were asked identical questions, but the questions were worded so that 

responses were open-ended (Gall, Gall, & Borg, 2003).  This interview structure allowed 

informants to fully express their experiences and contributed detailed information while allowing 

the researcher to ask probing questions as a means of follow-up.  The weakness of the open-

ended interviewing is the subsequent step in coding the data (Creswell, 2007); however, the data 

is rich and detailed, and the essence of an exploratory study such as this one is to systematically 

sift through the narratives and accurately identify the salient dimensions. 
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Saturation 

 The sample size of seven intern teams, with three respondents from each team (N = 21), 

was deemed appropriate for this exploratory study to capture reoccurring themes and concepts 

from interns, team leaders, and team members.  However, this sample size had resource and 

timing constraints and likely did not achieve saturation.  Saturation was defined by Glaser and 

Strauss (1967) as a judgment that no additional data will contribute to the understanding of the 

phenomena.  As an exploratory study before future research, I coded and analyzed the data from 

the 21 participants and determined that due to resources and timing, it was not feasible to add 

participants to explore further the dimensions of effective internships in a team environment.  

Appendix I, Table A1 presents the seven teams with the participant pseudonym, role, and the 

industry description. 

Analysis and Results 

 Qualitative research approaches are diverse and complex (Holloway & Todres, 2003), 

and thematic analysis is viewed as a foundational method for qualitative analysis.  Thematic 

analysis is a method for identifying, analyzing, and reporting themes within data (Braun & 

Clarke, 2006).  A theme is defined as “capturing something important about the data concerning 

the research question and represents some level of patterned response or meaning within the data 

set” (Braun & Clarke, 2006, p.82).  

 Thematic analysis can be a realist method that reports experiences, meanings, and reality 

of the participants or a social constructionist method, which examines how experiences, 

purposes, and events are the discourses operating within society.  This researcher’s approach was 

that of a critical realist (Van de Ven, 2007), acknowledging the way individuals (interns, team 

leaders, team members) make meaning of their experiences, and in turn, the ways the broader 
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social context influences those meanings in a work team environment.  Utilizing thematic 

analysis attempts to reflect reality and, at the same time, unpack or remove the varnish on the 

surface of reality.  Van de Ven (2007, p. 14) stated that “any given theoretical model is a partial 

representation of a complex phenomenon that reflects the perspective of the model builder and 

that no form of inquiry is value-free and impartial; instead, each model and perspective is value-

full.” 

 The six phases to conducting thematic analysis (Braun & Clarke, 2006) are familiarizing 

yourself with your data, generating initial codes, searching for themes, reviewing themes, 

defining and naming themes, and producing vivid, compelling examples.  The visualization of 

the themes as a map is an essential element of the analysis and reinforces the value, credibility, 

and trustworthiness of the qualitative research method (Anderson, 2017).  Quantifying the data 

was recommended by Miles and Huberman (1994) to reduce bias and support the robustness of 

the insights gained: 

As qualitative researchers, we work to some extent by insight and intuition.  We have 

moments of illumination.  Things “come together.”  The problem is that we could be 

wrong.  Doing the qualitative analysis of all data with the aid of numbers is a good way 

of testing for possible bias and seeing how robust our insights are. (pp.253–254)  

 

Thematic Process 

 The first step in the thematic process is to identify first-order codes and cluster similar 

concepts from the voice of the participants.  The first code to emerge was the overarching theme 

that interns are organizational newcomers and must learn new skills through the team leaders and 

members to acclimate to the organization.  Interns discussed training and coaching from their 
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supervisors, while team leaders emphasized that interns are part of the team from day one.  Team 

members create a learning environment that encourages sensemaking and sensegiving between 

interns and members.  These processes of sensegiving and sensemaking are interdependent.  

Each process is potentially incomplete without the other to shape the intern’s interpretation of his 

or her novel situation in the work team environment (Harris et al., 2020). 

 The second code to emerge from the qualitative interviews was the strategic value and 

impact that interns bring to their work teams.  Team leaders highlighted that interns bring fresh 

ideas, new ways of thinking, and the curiosity to explore new solutions; interns challenge and 

build the tribal knowledge of the team to make the group more productive, efficient, and 

innovative.  One factor that can go either way is organizational fit; if interns are not cohesively 

bonding with their teams, it is difficult for all, and the team leaders often are called in to get the 

intern back on track.  Figure 2.2 maps the relationships of the first-order codes. 
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Figure 2.2.  First-order codes and themes. First-order codes on the themes of interns as 

organizational newcomers and the strategic value of interns on work teams. 
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 The next step in the thematic analysis is to seek, review, and name the themes.  This 

iterative process evaluates not only what was said but how it was said from the vantage point of 

the participants.  For example, when a team leader stated that “spending time with an intern to 

shorten the learning curve and bring him or her up to speed [sic] is the difference between sink or 

swim for the intern,” it creates a vivid description of treating interns as organizational 

newcomers.  

  The process used to identify themes was to evaluate the meaning and intent of the 

participants’ answers to the research questions and then interpret their meaning into the themes.  

The process is illustrated in Appendix I, Table A2, moving from the voice of the participant to 

first-order codes and then themes. 

Theme 1: Interns are Newcomers with Responsibilities  

The first theme that emerged was related to the context of an internship in the 

organization.  Team leaders stated that interns are new employees or newcomers in their 

organization, and interns are hired to fulfill specific tasks, projects, or programs that the 

organization deems necessary.  The days of interns doing busy work for companies are, for the 

most part, over; now they are tasked with specific assignments with accountabilities, supported 

by team members, as the new norm.  Fortunately, interns are rising to those expectations.  Team 

leaders and team members shared a common voice on the importance of recognizing interns as 

new employees: 

Interns have been slinging code, creating code, not at the same volume as experienced 

team members, but the interns are doing more or less similar work that everyone else is, 

which has been helpful.  The interns are first-class citizens on our team.  Their feet are 

not held to the same fire as the rest of the team, but everyone is accountable for the tasks 
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he or she may pick in our month-long sprint.  When the task is complete, the team 

member or intern demonstrates their work in front of the rest of the technology team.  

(James, Team Leader, Technology) 

 The companies that recognize and support interns as newcomers can build confidence in 

the intern as well as send a clear message to the team that an intern’s success is critical to team 

success.  Moreover, team leaders indicated that the expectations placed on interns are higher, and 

interns need to rise to those expectations.  

One of the big things here is that the company is giving me responsibility where I have a 

task, we need this done by Friday or next Tuesday.  I am allowed to make certain 

decisions, and that is important to me.  It builds confidence, and that carries over to how I 

communicate with people.  My work effort goes up, everything goes up with confidence.  

I am part of the team.  I think coming into an internship should be this is my job, this is 

my career.  I don’t even like using the internship name.  (Matt, Mechanical Engineering 

Intern, Manufacturing) 

 In this study, team leaders explained that intern onboarding consists of new employee 

orientation and training, including safety training, meeting the team, and then presentations or 

discussions with departments who interact with interns.  Most of the team leaders stated that their 

organization provides at least one week of onboard training, but many of the team leaders and 

team members expressed the importance of learning throughout the internship.  For example, 

For the first two weeks of an internship, I will spend as much time as I can with an intern.  

The sooner I can get the intern up to speed, the sooner we will become a high performing 

team.  Whenever you bring someone new into a team, there is a learning curve, and the 

shorter that you make that learning curve, and the taller you make that curve, the better.  
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Eventually, interns must sink or swim.  (Bruce, Engineering Team Leader, 

Manufacturing) 

 It was interesting that most interns interviewed (five out of seven) commented about how 

their recent internship experience was foundational in evaluating their future careers. 

Many classmates do not take internships seriously.  They want to punch the [internship] 

card and onto the next course.  There seems to be a disconnect between knowing you 

need an internship to gain professional experience and then finding a good internship.  

After this internship, I know what I want to do in a technology career.  

(Jeffrey, Software Developer Intern, Technology) 

Theme 2:  Successful Interns are Curious, Ambitious, Willing to Learn and Help Solve 

Problems 

 The second theme to emerge was an intern success profile that is characterized by 

proactive personality traits of information seeking and building relationships that emphasize the 

skills or expertise in the intern’s field of study.  The leading characteristics cited by team leaders 

and team members were curiosity or inquisitiveness and asking the why question, or information 

seeking.  When an intern faces a problem, resourcefulness and the ability to keep going and 

searching for clues to solve the problem are hallmarks of top-performing interns.  

Successful interns are curious, inquisitive, and ask why questions to learn more.  These 

interns are self-starters, ambitious, have a sense of what is important to the team, and they 

get things done for the good of the team.  Successful interns go above the ask and do 

what is excellent and unexpected.  (William, Operations Supervisor, Manufacturing)  
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Internships are a building block process.  You want an intern that you do not have 

to lead every single step of the way.  The intern has the will to understand what 

makes this work.  And if the intern runs into a problem, they are going to look 

around to see what is causing the problem and use investigative skills and 

resources to solve it.  (Brent, Team Member, Technology Company)  

Team leaders emphasized the soft skills needed by interns to perform in a work 

team environment effectively, such as communicating with others, being reliable, and 

creative problem-solving.  

The best way I can describe it is being likable and simple professionalism.  You do what 

you say, and you say what you do.  You do not overpromise, and you do not under-

deliver on your promise.  You show up for work on time, and your work ethic makes you 

reliable.  (Dennis, Team Leader, Professional Services) 

The attitude that interns bring is crucial.  The good interns are listening, paying attention, 

and learning.  They are getting the practical application and then understanding the why 

from their theoretical training in college.  (Ryan, Team Member, Manufacturing) 

High performing interns have an eagerness to learn, curious, can communicate 

effectively, being responsible, and working independently [sic].  Some of the best interns 

I’ve worked with can bring fresh, new ideas that none of us had thought of before, like 

our current intern suggested an employee event where everyone wore their high school 

colors; it was amazing how that created new connections for people.  It was a very cool, 

new idea from our HR [human resources] intern.  (Kate, Team Member, Insurance) 

 In contrast, as team leaders and team members described the characteristics of high 

performing interns, they also vividly described the experiences and challenges of interns who did 
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not perform or meet expectations.  It seemed for team leaders and team members that there was a 

sense of shared responsibility for these ineffective internships in that more support might be 

needed or the selection process for hiring an intern was not optimized. 

I have worked with interns that are not so inquisitive or self-motivated; those are hard 

interns to work with because you ask them, “What are you doing?”  And they answer, “I 

am waiting for someone to tell me what to do.”  We probably didn’t get the right fit at 

that time for an intern on our team.  (Thomas, Team Member, Technology) 

Theme 3:  Team Members Teach, Coach, and Guide Interns to Help Them Succeed 

 

The relationship of specific team members to interns is like a teacher and student (intern). 

Team member relationships are honored, valued, and respected among interns.  Interns expressed 

the camaraderie among team members who spent countless hours teaching them how to apply 

their skills and knowledge. 

I learned from my team members, and they helped me build scenarios to research. They 

do not tell you how to do it but direct you on ways to look for solutions.  It is kind of cool 

that team members are so open to suggestions in a very safe environment.  They wanted 

our opinions, whether good or bad, on projects. (Samuel, Software Developer Intern, 

Technology) 

Interns worked side-by-side with the techs to improve their process through 

documentation of the standard operating procedures.  The team members would explain 

how they did something; in a way, they were teaching us how they work and why they do 

certain things in a very detailed step-by-step method.  We became comrades on a 

mission.  (Sarah, Operations Engineering Intern, Manufacturing) 
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We have a structured team methodology.  We have very specific processes that we 

follow, and the interns say they like the structure because they know what to expect.  We 

are a tight-knit group, and we all work together well.  The interns had no issue requesting 

help from us at any time.  They know that they could rely upon us to get them through 

any issues.  We teach each other all the time. (Thomas, Team Member, Technology)  

Ultimately, the team leader is responsible for reporting the performance of the intern, but 

it is the team member who helps chart the path of success for an intern.  The day-to-day 

interactions with team members provided sensegiving cues to the intern, and sensemaking 

activities created a special bond between team members and interns.  Most interns readily stated 

that team members are very supportive, and when interns ask for help, they are given the support 

needed to be effective. 

I get nervous when I know I made a mistake, but everyone is so supportive.  It is 

something you must do and get your questions answered.  It makes me more efficient.  I 

have not had any situation where I ask for help and did not get the support I needed.  

(Matt, Mechanical Engineering Intern, Manufacturing) 

 Team members who have the responsibility of teaching and coaching interns expressed 

challenges when an intern is not proactively learning and contributing to the team.  In this 

situation, the team member will eventually reach out to the team leader and request new 

approaches as to how an intern can better fit into the team.  In most cases, team members 

indicated that interns are highly receptive to coaching because they realize that their performance 

and fit to the team need to improve. 

Team members get cranky when the intern does not show up ready to work.  If the team 

member is training the intern, and the intern is not picking it up, even when the steps are 
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shown repeatedly, that creates a real problem for the team member.  If the training is not 

working, we will try a different method and switch out the team member.  If necessary, 

we will switch the intern’s tasks to do what is best for the company and the best for the 

intern.  (Adam, Production Supervisor, Manufacturing) 

You introduce the interns to a team environment, and there is a pool of work that needs to 

get done, and everybody has their piece of work to contribute.  Team members help 

interns be successful because they can spread all that work among the group, and it 

elevates everyone because you can cross-train.  Ultimately,  interns can see where they fit.  

(Russell, Team Leader, Insurance Services) 

 Importantly, the newcomer socialization process involves the sensemaking and 

sensegiving interactions between the intern and insiders in that these iterative processes guide 

and direct interns toward improved performance and impact in the work team environment. 

Theme 4: High Performing Interns Positively Impact Team Performance 

 

 An interesting phenomenon that was observed is that team leaders and team members 

said that team performance depends on the intern; however, when pressed as to what that means, 

they responded that high performing interns have substantially increased team performance.  

Stories unfolded about exceptional interns who developed new processes, created a novel 

software solution, or significantly improved statistical data analysis in environmental services.  

Moreover, when there was a situation of a poor fit between an intern and the team, those 

situations were also top-of-mind. 

We experienced absolute improvement in team performance.  The development and 

implementation of standard operating procedures created an operations engineering team 

where none existed before.  We learned together as a team; it was not just the interns, it 
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was all of us, but the interns lit the fire.  (William, Operations Supervisor, 

Manufacturing) 

Team performance is going to depend on the intern.  If you have an intern who comes in 

and picks up things quickly, gets going on projects, the intern can improve team 

performance.  However, if you have an intern and it is a struggle, it can be a detriment to 

the team.  So, that can go either way.  I am going to say more often than not, if you hire 

the right interns, they will enhance performance on the team.  (Thomas, Team Member, 

Technology Services) 

Interns help build our tribal knowledge because they see our progress with a fresh 

perspective and will ask questions.  Everybody is different; team performance depends on 

the intern.  (Adam, Production Supervisor, Manufacturing) 

            Although difficult to quantify by team leaders and team members alike, it was clear that 

interns can positively impact team performance and thus the support and continuation of 

internship programs within their organization.  

Interns improve team performance.  With 12 to 14 interns in our company every year, we 

look forward to their fresh, new ideas as a natural part of our team performance.  (Kate, 

Team Member, Insurance Services) 

Theme 5:  Interns Grow and Develop the Next Generation Talent Pipeline 

  

 In the quest for recruiting and hiring the next generation of talent, internships are 

now viewed by human resource leaders as a core strategy to effectively compete in a tight 

labor market (Cappelli, 2015; Zhao & Liden, 2011).  One of the critical elements in these 

discussions was developing the next generation of talent. 
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The strategic value of an internship is growing and developing the talent pipeline.  It is 

succession planning, consistent with the opportunity to hire full-time employees.  We see 

a value; even if the interns go elsewhere, they may come back to us.  The positive 

influence is that we are attracting people to our industry and bringing more highly skilled 

talent to resource the insurance industry.  (Russell, Human Resources Director, 

Insurance) 

 Mid-sized organizations are especially well-suited to gain from the knowledge, skills, and 

 leading-edge technology solutions offered by college interns. We saw a need; to my 

 surprise, interns created real, tangible value.  The contributions of interns to develop 

 standard operating procedures help create the value of an ongoing engineering operations 

 department and research and development on new polymer materials.  We are now a 

 culture of learning and growing because all of us know our processes better, and interns 

 bring fresh ideas and an eagerness to make an impact that rubs off onto the entire team.  

 (William, Operations Supervisor, Manufacturing) 

The talent pipeline is so tight that our ability to identify those who would work well in 

our environment, to coach them, and to pipeline them into our team would be the ideal.  It 

is hard to hire good help these days.  When we work with these individuals for one or two 

years, it is a slam dunk to bring them in as full-time employees.  (John, Director, 

Technology Services) 

 Internships are an integral element of an organization’s human capital strategy to invest 

in the talent pipeline.  Team leaders explained why it makes sense for their companies to attract 

college talent, regardless of the area of interest. 
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If you do not reinvest into the students, the workforce, these bright-eyed, bushy-tailed 

people, it is going to collapse.  This reinvestment is good for all of us in the 

manufacturing industry, whether or not the intern stays, it is a reinvestment in our 

industry.  (Bruce, Mechanical Engineer Supervisor, Manufacturing) 

Without interns, we would not have a successful business model.  First, our peak season 

for environmental services is in the summer, and we need interns monitoring water 

quality issues, helping municipalities in their testing labs, and supporting the state 

programs.  We hire students in biology, psychology, business, engineering, really any 

field of interest with a demand of 50 to 60 interns.  We look at a wide variety of majors.  

Interns working in teams of three to four individuals are responsible for delivering 

services to our communities and creating a robust database that supports environmental 

policy decision making.  (Dennis, Director, Environmental Services) 

 Finally, interns said with a bit of humor that the strategic value of internships is the low 

cost of labor.  Interns recognize that at an entry-level hourly rate with no benefits, interns provide 

businesses with a reasonable pool of skilled candidates.  Interns suggested that the value of 

internships is multi-faceted: 

Interns bring out new ideas, and companies need those fresh ideas.  An intern could be 

your next employee.  I went to the Career Fair on behalf of my company, and it was good 

to meet with other students and talk about this company.  (Amy, Human Resource Intern, 

Insurance Services) 

For businesses, it looks good for them to be on college campuses offering internships.  I 

know there is high visibility among students on good internship experiences; we talk 
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about it.  It is somewhat like free advertising for the businesses and can set a positive 

image for the company.  (Jeffrey, Software Developer Intern, Technology Company) 

The value of internships ranges from the short-term impact of task completion and project 

accomplishments to creating an environment of learning and growing and engaging team 

members and leaders on talent development. 

Study 1 Discussion 

 Study 1 explored the sensemaking and sensegiving processes in newcomer socialization 

by investigating the interdependent relationships of newcomers and interns, team leaders, and 

team members.  Expressed in this research study is the newcomer and intern socialization cycle 

anchored in the dynamic, iterative processes of sharing sensemaking and sensegiving cues that 

guide and direct interns toward achieving performance expectations and impact in their work 

teams.  

 An effective socialization framework for interns begins with the commitment of social 

inclusion—you are one of us.  Team leaders and team members align with this sensegiving cue 

by setting high expectations and challenging interns to perform.  The model of socialization 

excellence is that interns become first-class citizens on the team, which essentially supports 

newcomer socialization scholars’ belief that insiders play a crucial role by allowing or denying 

access to sensegiving behaviors by newcomers (Harris et al., 2020; Korte & Lin, 2013).

 Conversely, interns relish the opportunity to perform and the freedom to use their 

knowledge, creativity, and skills to solve problems.  The recurring cycles of sensemaking and 

sensegiving (Stigliani & Ravasi, 2012), as these three actors attempt to influence each other, 

begin with the premise that interns are organizational newcomers with responsibilities. 

 Characteristics of high-performing interns are a blend of curiosity, willingness to learn, 
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and the optimistic ambition of a can do attitude.  Interns quickly realize that, for the most part, it 

is a sink or swim environment, and if they want to do well, they must strive to exceed 

expectations.  Confidence and self-efficacy play a vital role in an intern’s ability to perform, as 

well as the guiding hand of a team member who teaches and coaches an intern toward success.

 The relationship between the intern and team member is particularly fascinating in that 

team members, who have little formal teaching experience, are placed into situations where they 

must explain what they do and why they do specific tasks.  Depending on the team member, it 

can be intimidating or exhilarating.  For the most part, team members were enthusiastic about 

sharing their work experiences, expertise, and the unwritten rules of the organization to 

accelerate the learning curve for interns.  Moreover, team members spoke of interns as if they 

were coaching a son or daughter toward their passion in life, and some team members expressed 

that bridging of generations and seeing what is cool with college students as an endearing quality 

of their relationship with the intern.  Team members that model positive role behaviors, such as 

coaching and mentoring, help newcomers and interns adjust to new work teams (Beus, Jarrett, 

Taylor, & Wiese, 2014). 

Regarding the impact of intern performance on work teams, this remains a viable 

dimension for further empirical research.  At first, the narrative flowed toward depending on the 

intern, yet within the same discussion, informants spoke glowingly about contributions to the 

team and organization and then conclusively that interns positively impact the work team.  Team 

leaders, team members, and interns alike readily provide examples of where intern contributions 

reduced cost, improved efficiencies, generated more engaged employees, or developed a new 

service.  Overall, Study 1 demonstrates the effective sensemaking and sensegiving processes that 

enable interns as organizational newcomers to adapt and perform.  The goal of Study 2 was to 
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quantify the impact of interns in a work team environment and to fully develop evidence of the 

contributions interns make in a work team.  

In Study 1, team leaders and team members agreed that internships provide strategic 

value to the team and organization.  The value equation begins with the short-term workload 

gains due to projects now being addressed by interns that were previously on the when-we-have 

time-for-it queue.  Mid-range value is the opportunity for interns to contribute to significant 

projects or ongoing duties, freeing up resources to focus on a better return on investment 

program.  Finally, the long-term benefit is that internships can create an organizational culture of 

learning, growing, and developing that is infused by the next generation’s knowledge and skills. 

Study 2 Methodology 

Sample and Data Collection 

 A research study was conducted in June, July, and August 2019 among interns (N = 63), 

team leaders (N = 37), and team members (N = 34) in nine companies in manufacturing, 

technology, food production, and transportation industries with established summer internship 

programs.  The purpose of the study was to validate measures and procedures for the empirical 

research study (Essay 2) comprising three surveys administered over 60 days. 

 The majority of interns (92%) were between the ages of 18 and 25 years, at 65% male 

and 35% female, and nearly two-thirds of the interns were college seniors, with 97% of their 

degrees in business, engineering, science, and technology programs.  

 Team leaders’ ages skewed older, with 66% between the ages of 26 and 45 years, gender 

at 51% male and 49% female, and an average company tenure of 10 years.  These demographic 

factors provided confidence that responses were not biased by gender or lack of experience 
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within the organization’s environment.  Interestingly, 98% of team leaders had a bachelor’s 

degree or higher.  

 Team members’ ages had the widest range from 15% falling between 18 and 25 years, 

31%  between 26 and 35 years, 24% between 36 and 45 years, 15% between 46 and 55 years, 

and 15%  between 56 and 64 years.  Similar to the interns, team members were skewed toward 

males (62%) versus females (38%); however, team members were similar to team leaders with 

an average company tenure of eight years and 68% having a bachelor’s degree or higher.  

Appendix I, Table A3 presents the overall demographics, and Tables A4, A5, and A6 present the 

intern, team leader, and team member specific participant data, respectively. 

  Approximately 60 days from the start of the internship, participants were asked to rate the 

level of impact the intern made on their work team.  Further, three-open ended questions were 

asked regarding why the level of impact was selected, what are some examples of the 

contributions made by interns, and how internships can be improved.  The questions posed to 

survey participants were: 

1. In your opinion, what level of impact did the intern make on your work team? (low impact = 

1, high impact = 7). [For the intern, what level of impact did you make on your work team? 

(low impact = 1, high impact = 7)]. 

2. Explain why you chose that level of impact? 

3. In your opinion, what are the major contributions the intern has made to your work team? 

[For the intern, what are the major contributions you have made to your work team?] 

4. Do you have any suggestions on how to improve internships in your company? 
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     Analysis and Results 

 Data analysis consisted of a comparison of the means of each group to determine if there 

was statistical significance on the impact rating assigned by interns, team leaders, and team 

members.  Additionally, the narratives on the contributions by interns, as provided by interns, 

team leaders, and members, were evaluated utilizing content analysis.  

 One of the acknowledged scholars in content analysis, Krippendorff (2019, p. 24), 

defined content analysis as a research technique for making replicable and valid inferences from 

texts (or other meaningful matter) to the contexts of their use.  The objective of utilizing this 

research technique was to provide new insights to increase the understanding of the phenomenon 

of an intern’s impact on work teams from a 360-degree perspective and provide actionable 

recommendations for practitioners.  Additionally, the analysis sought thematic distinctions 

(Braun & Clarke, 2006) to determine any linkages to the identified themes in Study 1.  

Impact Rating and Contributions  

 The fundamental research question in Study 2 was: What is the impact of interns on work 

teams?  Interns, team leaders, and team members rated the impact on the 7-point scale (low 

impact = 1, high impact = 7) and then explained why they chose the rating.  A summary of the 

descriptive statistics is found in Table 2.1. 
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Table 2.1 

Descriptive Statistics of the Impact Ratings by Survey Participants 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Participant Intern Leader Member 

Number of 

Values 63 37 34 

    

Minimum 2 3 3 

25th Percentile 5 5 6 

Median 5 6 6 

75th Percentile 6 6.5 6.25 

Maximum 7 7 7 

    

M 5.159 5.784 5.882 

SD 1.019 1.004 0.977 

SE  0.128 0.165 0.167 

    

Lower 95% CI 4.902 5.449 5.541 

Upper 95% CI 5.415 6.118 6.223 

Note. M = Mean, SD = Std. Deviation     

          SE = Std. Error, CI = Confidence Interval 
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 Team members rated intern impact at the highest (µ = 5.882), followed by team leaders 

(µ = 5.784), and then interns (µ = 5.159).  The mean rating difference between the team leader 

and the intern (-0.625) was statistically significant (0.0089, p < 0.01).  Additionally, the mean  

rating difference between the team member and the intern (-0.723) was statistically significant 

(0.0027, p < 0.01).  It is interesting to note that team leader versus team member mean rating was 

not statistically significant (-0.098), potentially suggesting a shared alignment among leaders and 

members on the intern’s impact.  The analysis of variance is shown in Table 2.2. 
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Table 2.2 

Analysis of Variance of Mean Impact Ratings of Interns, Team Leaders, and Team Members 

 

 

  

Tukey's Multiple Comparisons 

Test M Diff. 95% CI of Diff. Significance 

Adjusted p 

value 

Intern vs. Leader -0.625 -1.118 to -0.1318 ** 0.0089 

Intern vs. Member -0.723 -1.230 to -0.2168 ** 0.0027 

Leader vs. Member -0.098 

-0.6644 to 

0.4672 ns 0.9103 
Note. M Diff. = Mean Difference, CI = Confidence Interval, ns = Not Significant,  

 
         ** p < 0.01. Tukey Multiple Comparisons Test (Keselman & Rogan, 1977). 
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 Overall, the data suggested that team leaders and team members agree that interns 

positively impact work teams.  Why are the ratings so different between team leaders, team 

members, and interns?  In reviewing the rationale as to why participants chose the ratings they 

did, interns were more reserved in their assessment of impact, stating that not everything they do 

is the most important thing for the team, or they are not experienced enough or need more time 

to make an impact.  Additionally, interns believe that companies need to have more project-

based structure in internship assignments for continuous, meaningful work and impact in the 

work team. 

 Team leaders were expressive and specific about the intern’s impact:  “Good 

understanding of the business and able to make an immediate impact with the team,” (Corporate 

Purchasing, Manufacturing), “Hardworking, smart, and has a positive attitude,” (Sales & 

Marketing, Transportation),  “Goes above and beyond what we expect him to do, always with a 

positive attitude and professionalism,” (Graphic Arts Director, Manufacturing) and finally a high 

impact testimonial, “Besides the excellent work product he has produced, his attitude and 

passion for learning has been a huge impact on the team.  His excitement is contagious!” 

(Business Systems, Technology). 

 Team members’ rationale for the high ratings focused on intern’s lessening the workload, 

sharing knowledge, having positive attitudes, and offering new ideas on how to be more 

efficient.  “Very helpful in getting work done when given tasks and interested in learning things 

not relevant to his degree, so trying to become a well-rounded individual,” (Packaging Engineer, 

Manufacturing),  or “Completed projects that would have taken much longer without help,” 

(Quality, Manufacturing) or “Our intern was able to assist and own many of the duties that we 

needed to be completed due to staffing changes, and this was a huge win for our entire team,” 
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(Logistics, Transportation) or “Was interested in learning, very willing to help out in any way we 

needed him, and I know that we would not be where we are today without having him as part of 

our team.” (Finance, Manufacturing). 

 From the perspective of team leaders and team members, those individuals in an 

organization who interact the most with interns, their united voice is that interns positively 

impact work teams, as shown in Figure 2.3. 
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Figure 2.3.  Mean impact rating among interns, leaders, and members.  
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How can Internships be Improved?  

 In reviewing the comments presented in this open-ended question, nearly all of the 

participants, interns (N = 63), team leaders (N = 37), and team members (N = 34), offered 

suggestions for internship program improvements.  The following narratives provide evidence 

from the voice of the participants to support the arguments of the significant impact interns can 

make on a work team. 

 Voice of the intern.  Interns seek even more responsibilities than their current roles offer 

and would like to be consistently challenged with assignments relative to their skills and 

knowledge.  Most of the interns want to contribute more to their work teams through structured 

project management roles by helping set project objectives, create timelines, and support 

resources.  An interesting recommendation was to develop a group or large project among 

interns at the same company to encourage cross-discipline visibility and to keep the interns 

engaged. 

Give students work that matters so they really feel part of the team.  (Logistics Intern, 

Transportation) 

It would be beneficial to have more structure to an internship.  There are times 

when I’m out of work and catch myself searching for something to work on that  

I feel it is beneficial to the company and my self-growth.  (Engineering Intern, 

Technology). 

I think one way to improve internships for college students would be to add in larger 

projects that interns can work on while also learning day-to-day aspects of their role.  

(Accounting Intern, Technology) 
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 Being part of the team is an essential element in the internship experience, as well as 

connecting with people to build relationships beyond the immediate team.  Coworkers can guide 

interns by clarifying ambiguities, providing constructive feedback, and supporting skill 

development. 

I think inviting the entire plant to the internship fair at the end of the summer would be 

extremely beneficial to the relationship between line workers and interns in the future.  If 

line-workers could come and see some of the projects that interns do to make life better 

on the floor, perhaps it would start to bridge this gap to help us gain the cooperation we 

need in the future to make life easier.  (Operations Intern, Manufacturing) 

 Finally, interns suggested that a successful internship involves respect for supervisors and 

team members, being inquisitive, and a hearty appetite for learning.  From the comments, interns 

understand it is their opportunity to shine and not to sit on the sidelines and wait for someone to 

ask them to join the team.  It is a matter of being proactive.  One fascinating collection of 

comments stems from interns wanting to co-locate as a way to share experiences, transfer 

knowledge and skills, and to be part of the intern team.  The social dimensions of being part of 

the intern team stem from interns being in two worlds: college and the workforce.  It is a 

transition phase for college students with the stresses of newcomer socialization in an 

organization and the need to fit in the host company that requires reassurance among fellow 

interns.  “Am I doing OK?” seems to be the question that interns ask of one another.  Interns are 

seeking a cultural environment that is comfortable, encouraging, and inclusive. 

 One thing my manager does that I appreciate, she asks me weekly, “What else would you 

 like to learn?”  Almost always, I respond with something additional I would like to know 
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 more about, and then the manager connects me with the right person or sends me articles 

 regarding the topic.  (Human Resources Intern, Food Production)  

 I am so grateful that I share a desk space with other interns, even if they are not in my 

 department; it is just nice to talk to someone my age and who is also as lost and confused 

 as I am.  I think all companies should organize for their interns to be together.  

 (Engineering Intern, Food Production) 

 Other than your leader, it would be neat if interns had a mentor that might be a recent 

 college grad working full time now.  Someone to relate to, give professional advice in 

 situations, and another person to know from a different department of interest.  

 (Marketing Intern, Transportation) 

 Voice of the team leader.  Team leaders focused on aligning interns’ responsibilities to 

mirror real work on meaningful projects to help train and develop the interns’ skills.  The critical 

element for team leaders is that projects or job assignments align with real-world responsibilities 

and duties. Consistent with interns, the accountability for projects is a mainstay of effective 

internships and the desire from both team leaders and interns.  

Speaking from experience, give interns work that they will be doing in the real world, not 

just filing papers, and running errands.  They need to know what a corporate environment 

is like, with deadlines, cross-functional team interaction, and expectations that would be 

placed on them once they graduate.  This is what I’ve tried to do with our interns thus far, 

and the feedback we’ve received on it has been very positive, both with real-world 

experience and being able to take what they’ve learned and apply it in their classes.  

(Marketing Leader, Manufacturing)  
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Our internship program is unique in that we offer the students independent projects 

versus routine tasks.  While I do see the competitive advantage of this strategy, as a 

supervisor, it requires a lot of teaching/coaching to get them up to speed on basic project 

management tasks—sending professional communications, scheduling appointments, 

creating meeting agendas—for the interns to complete their projects successfully.  

(Finance, Food Production) 

I have been leading interns the past four summers, and every year our organization has 

done more to give our interns increased visibility to different portions of the organization, 

not just the area they are interning in.  I think that it has been a huge win.  We are much 

more organized now, and we even hold weekly events for interns to ask questions not 

only about our organization but transportation in general.  I think we are in a very good 

spot and continue to get better.  (Logistics, Transportation) 

 Most team leaders are concerned about their teams and the impact that interns may have 

on the performance of their team.  Research has shown that effective teams are more likely to 

attract, select, and retain productive newcomers or, in this case, interns (DeNisi, 2000). 

Additionally, effective teams are more likely to form high productivity norms that motivate new 

members, such as interns, to perform well.  

I would try to highlight the long-lasting impact that interns can have on a team. They can 

have a negative impact if the work they did while they were here was of poor quality.  

However, it is great when an intern can come up with a new way of looking at something, 

and it continues to be used for years after the fact!  (Human Resources, Manufacturing) 

I believe our team provides excellent experience as our interns are treated as members of 

the team focused on real project work they would be doing if they were hired as an 
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employee.  Perhaps one area for improvement would be to create a curriculum for interns 

to spend time learning the technology they’re working with and provide access to our 

learning software.  (Business Intelligence, Technology) 

 Vital sensemaking and sensegiving processes by interns and team leaders were evident by 

ensuring that interns knew that they were needed and an essential member of the team.  Team 

leaders suggested that interns benefit from job assignments, which enable them to develop 

relationships with different workgroups and interact socially and share tasks with others as a way 

to access resources and gain a better social network (Jokisaari, 2013).  Specifically, team leaders 

suggested more effective internships can introduce interns to the entire organization and its 

departments, providing time to work with seasoned insiders to learn best practices and challenge 

the status quo (Harris et al., 2020). 

Practicing with elders in the work environment is very helpful.  Someone new and fairly 

young hasn’t had exposure to our culture and environment and that can be hard to gain 

trust and acceptance.  Interns with this skill will take off and be successful quicker than 

quiet or unsure people.  (Engineering Lead, Manufacturing) 

The two interns I had were excellent workers, smart and creative with ideas that helped 

the department both now and going forward.  I do think that an intern “hit list” should be 

created to make certain they obtain a full understanding of what working in 

manufacturing consists of to spend time and learn aspects of HR [human resources], 

Financials, Engineering, Fabrication, Assembly, and beyond.  (Sales & Marketing Lead, 

Manufacturing) 

Voice of the team member.  Team members were the quintessential advocates for 

interns and their impact on team performance.  The evidence was compelling from the average 
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impact rating (µ = 5.882, p < 0.01) to the vivid narratives of the interns’ contributions to the 

team. 

Both of their summer projects are HUGE in terms of answering questions leadership has 

had about our business that current resources have not been available to answer.  They 

are both bright and had positive attitudes the entire time.  They picked up the data 

systems and business nuances very quickly and were able to help with fire drills.  If we 

could have arranged access to Tableau and SAS, it would have been like having two solid 

junior analysts on staff.  (Technology Team, Food Production) 

[The intern] has been contributing to helping the area that he was assigned to transition 

into the new model of team leadership by collecting data, conducting time studies, and 

organizing the data into a useful format.  He has brought up ideas in which we could 

improve processes at the team member level to provide better quality and efficiency.  

(Engineering Team, Manufacturing)  

Powerful work ethic and motivation that actually elevated the performance of other team 

members.  (Quality Team, Manufacturing) 

She was a critical player on many of our most important customer-facing projects.  

(Sales & Marketing Team, Manufacturing) 

He exceeded all expectations.  (Customer Relations Team, Technology) 

 In Study 1, it was argued that team members were actively engaged to teach, coach, and 

guide interns to help them succeed.  This theme was reinforced in the evidence presented in 

Study 2 by team member responses to how internships can be improved.  Team members want 

interns to have project-based responsibilities, accomplish real-world tasks, and experience the 

accountability of owning work processes.  
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Internships need to be work/project-based.  I believe every intern should have a project 

they are working on how to improve the current process or develop something new.  In 

the end, they need to present to senior leadership; all is a great experience for the intern.  

(Human Resources Team, Transportation) 

I think interns should be challenged as much as possible with difficult real-world tasks 

and job roles to see how they would respond to the pressure.  I wish I had that experience 

earlier in my career; it taught me what I was capable of and helped remove some of the 

fear of the unknown.  (Engineering Team, Technology) 

Over the summer, our intern has taken on ownership of key processes such as entries and 

reporting.  Owning the task/process versus assisting is a very good experience.  (Logistics 

Team, Transportation) 

 Finally, team members provided insightful comments on giving interns cross-functional 

experiences and, most importantly, encouraging college students and organizations to offer 

internships.  

I believe that internships should expose the intern to several various areas of a business.  

This way, interns can understand how each team works together and get a holistic view of 

how the company operates.  After experiencing multiple areas, this will give the intern a 

better perspective on where their interests lie and what they want to pursue as a career.  

(Finance Team, Manufacturing) 

I think the biggest improvement that can be made is to make more internships available!  

A lot of organizations do not offer internships, and that is quite a loss to both college 

students and the businesses themselves.  (Operations Team, Manufacturing) 
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Study 2 Discussion 

 Overall, the results of Study 2 extended the findings of Study 1 in three important ways.  

First, Study 2 provides quantifiable evidence that interns have a positive impact on work teams.  

Team leaders’ and team members’ average impact ratings were significantly higher than the 

interns’ ratings.  Moreover, the rationale for the impact rating provides specific examples of how 

interns create efficiencies, significant knowledge transfer, and improved workflows.  These 

findings generally replicate the results in Study 1 regarding the strategic value of internships for 

organizations.  

 Second, Study 2 reinforces the intern themes in Study 1: interns are organizational 

newcomers who utilize sensemaking and sensegiving cues to navigate their pathway toward a 

successful internship.  Proactive behaviors of interns such as being curious, ambitious, willing to 

learn, and having problem-solving skills create strong leader–member exchange (Bauer & Green, 

1996) relationships, as well as productive team–member exchange (Seers, 1989) relationships.  

Interns expressed that when they have access to information and resources, the socialization 

process accelerates with more meaningful work and greater value to the work team.  It is 

fascinating that the qualitative responses in Study 1 and Study 2 were nearly interchangeable on 

the impact of interns in work teams.  

Finally, both studies lend credence to validating newcomer socialization, sensemaking, 

and sensegiving processes in a different context and genre: college interns.  Thus, interns as 

organizational newcomers, with varying tasks and responsibilities, guided by team leader and 

team member expectations, may elevate perceptions of being just an intern to a view of a 

newcomer in an organization offering exceptional performance and value to a work team.  As 

one team leader (Corporate Recruiting, Food Production) stated, “Our intern has bonded with the 
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team, elevated all of them and turned out work that is above expectations; he has set the bar high, 

and his contributions will be missed.”  

Implications for Research and Practice 

Theoretical Implications 

This research has implications for all stakeholders: interns, team leaders, team members, 

and human resource practitioners.  From the lens of newcomer socialization scholars, this 

research is one of the first to gain insights and empirical evidence on the reciprocal cycles of 

sensemaking and sensegiving behaviors practiced by interns, their team leaders, and team 

members in an actual work team environment.  In the descriptive narratives, one could envision 

how interns, as organizational newcomers, engaged in conscious sensemaking to reconcile 

ambiguities and reduce uncertainty (Weick et al., 2005) while at the same time were receptive to 

the sensegiving cues of organizational norms provided by the team leaders and members (Harris 

et al., 2020).  

Proactive behaviors, such as information seeking, gaining feedback, and developing 

relationships (Ashforth & Black, 1996), are hallmark traits of successful newcomers and interns.  

Team leaders and coworkers are united in their support of an intern’s curiosity and innovative 

spirit to introduce new ways of thinking and fresh ideas to solve business challenges.  By 

enabling proactive behaviors, interns as organizational newcomers feel welcomed and gain 

confidence in their new roles (Knesek, 2015). 

Previous internship research has provided insight on the role of intern–supervisor 

exchanges (Rose et al., 2014; D’Abate et al., 2009); however, there has been no research to date 

on the intern–team member exchange.  The team–member exchange (Seers, 1989) is defined by 

members developing social exchange relationships based on a collective sense of mutual 
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commitment, obligation, and trust (Farh, Lanaj, & Ilies, 2017).  It is interesting how team 

members’ efforts to teach, coach, and guide interns create a unique bond of commitment to help 

interns succeed. 

Additionally, this research may extend newcomer socialization research (Chen & 

Klimoski, 2003) regarding the influence of expectations by team leaders and coworkers on the 

performance of newcomers and interns.  The research results suggest that teams who onboard 

interns as first-class citizens and establish interdependent relationships between interns, leaders, 

and members offer compelling evidence of the intern’s contributions and value to the work team.  

Practical Implications   

 From a pragmatic or practitioner standpoint, numerous benefits can be ascertained from 

these research studies.  Organizations recruiting interns should have the mindset that an intern is 

an organizational newcomer, and as such, team leaders and human resource managers must 

onboard interns in a manner consistent with their best practices for new employees.  A challenge 

for the newcomer or intern is to connect with their team leader and member and find a “pathway 

to participation” (Filstad & McManus, 2011, p. 777).  

 One of the essential factors in a successful internship from the voice of the interns is 

having meaningful work in a project-based structure with objectives, timelines, and resources.  

Utilizing the project management approach strengthens interns’ sense of empowerment because 

there is ownership, especially when the project is outlined at the beginning of the internship and 

then updated as goals are accomplished. 

 Internships are workplace learning experiences, and expectations by interns are that they 

will enhance the knowledge in their field of interest and improve their professional skills, 

including communication, problem-solving, and critical thinking.  The desire by interns is to 
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demonstrate their knowledge and skills and to contribute to their work teams.  Team leaders and 

team members agreed that interns need to participate in cross-functional training and 

professional skills development similar to a new employee.  Additionally, interns who participate 

in cross-functional training have the benefit of a higher-level business perspective and career 

options within the company.8 

 Interns seek to build as many relationships as possible within their host organizations.  

The social connectivity is essential to an intern’s well-being and purpose.  As one intern 

described (Engineering, Food Production), “The company does an outstanding job bringing all of 

the interns together each week for an event, such as the business overview day that vice-

presidents discuss their role [sic] and how each area contributes to the success of the company.” 

 Team leaders and members suggested that internships should include a group project 

involving interns from various departments to support cross-functional learning and to make a 

more significant impact at the company.  In some organizations, an Intern Fair is held to 

showcase accomplishments by interns on their group projects to solve a business challenge in 

engineering, manufacturing, marketing, or logistics. 

Human resource practitioners need to pay attention to team members who, in most cases, 

are the go-to daily trainers and coaches.  It is no small task to teach someone; team members 

must know the content before they can share it.  Practitioners should consider training sessions 

for team members or intern mentors to hone their teaching, coaching, and leadership skills.  It 

may also benefit team members to establish an informal resource toolkit on best practices in 

working with interns, such as frequently asked questions and answers.  Tools and training will go 

a long way to support team members who often interact with interns. 
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 A long-term talent development strategy is recommended in that interns can serve as a 

catalyst to introduce young professionals with diverse backgrounds, experiences, and skills into 

an organization, resulting in a multi-generational, balanced workforce. 

Limitations and Future Research 

 There are three limitations in these initial studies.  First, this exploratory research cannot 

be generalized to intern work teams in a social work environment, given that participants 

represented only seven work teams (N = 21).  Onwuegbuzie and Corrigan (2014) stated that 

interpretive inconsistency occurs if the sample design does not warrant generalization, which is 

the case here.  However, this study enlightens researchers on key dimensions of newcomer 

socialization, team adaptation, and interrelationships of interns, team leaders, and team members.  

Additionally, this study gives a voice to team members and their sensegiving role in teaching and 

coaching interns toward improved performance.  

Second, the diversity of team environments, such as the virtual technology teams 

contrasted with the highly interpersonal environment in a food production facility, provides 

unique differences in work processes and communication.  Team dynamics and expectations 

may differ across these environments.  Yet, there was consistency in the characteristics of high 

performing interns, team performance, and the strategic value of internships despite virtual or 

highly interpersonal environments. 

Third, in developing the study, I contacted human resource professionals who have 

participated in Internship Draft Day or have a history of sponsoring interns.  The human resource 

professional requested team leaders, team members, and interns consider participating in 

qualitative interviews or the survey instrument.  Participants may have responded in a socially 

desirable manner in support of themselves or the internship program in their organizations 
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(Alvesson, 2003).  Although participants offered positive detailed narratives and descriptions, 

there was negative feedback on characteristics of unsuccessful interns provided in the interviews 

and survey responses; thus, the risk of impression management appears low. 

 Results from these studies will serve as a foundation for future research on the 

relationship of interns, team leaders, and team members in a social work team environment.  

There is a rich context to explore in the newcomer and intern work team, especially with team 

members who have not been part of the examination of intern performance.  Additionally, the 

strength and the extent of the team–member exchange relationships between interns and their 

coworkers is an interesting avenue of exploration based on recent scholarly research on the 

impact of team–member exchange and performance (Farh et al., 2017).  

 Organizations that have robust internship programs are eager to gain additional insight on 

how to advance effective internship experiences and convert interns to new employees.  Human 

resource managers who helped facilitate this study in their organizations commented on the 

importance of their interns’ onboarding, socialization, and getting up to speed quickly with their 

respective work teams. 

Although there were limited comments on the characteristics of failed internships, it 

would be valuable to understand the when, who, what, why, and where interns have not been 

successful.  Scholars have investigated barriers to securing internships (Hora, Parrott, & Her, 

2019); however, there has been limited field research on the social dynamics that may constrain 

college students from experiencing an exceptional internship. 

Conclusion 

  This research is one of the first to gain insights and empirical evidence on the reciprocal 

cycles of sensemaking and sensegiving behaviors practiced by interns, their team leaders, and 
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team members in an actual work team environment.  Interns that engage in proactive behaviors, 

such as information seeking, gaining feedback, and developing relationships, act as 

organizational newcomers and gain confidence in their new roles. 

Although internship research has provided insight into the role of intern–supervisor 

exchanges, there has been no research to date on the intern–team member exchange.  Team 

members’ efforts to teach, coach, and guide interns create a unique bond of commitment to help 

interns succeed.  The results suggest that teams who onboard interns as first-class citizens and 

establish interdependent relationships between interns, leaders, and members offer compelling 

evidence of the intern’s contributions and value to the work team. 

 As the race for talent escalates, internships can serve as a competitive advantage for 

organizations and a gateway to attract highly skilled, knowledgeable resources.  Interns can make 

meaningful and lasting contributions to their work teams, especially if organizations embrace 

interns as organizational newcomers on the team. 
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Appendix I 

Additional Tables 

Table A1 

 Intern, Team Member, and Team Leader Interview Participants in Study 1 

 

  

Team Pseudonym Role Department Industry 
1 Samuel Intern Software Developer Technology Company 

 Thomas Team Member Technology Services  

 James Team Leader 

Director Technology 

Services  

     

2 Jeffrey Intern Software Developer Technology Company 

 Brent Team Member Technology Services  

 John Team Leader 

Director Technology 

Services  

     

3 Sarah Intern Operations Engineering Manufacturing 

 Larry Team Member Production Technician  

 William Team Leader Operations Supervisor  

     

4 Matt Intern Mechanical Engineering Manufacturing 

 Curt Team Member Supply Chain Specialist  

 Bruce Team Leader 

Mechanical Engineer 

Supervisor  

     

5 Daniel Intern Electrical Engineering Manufacturing  

Ryan Team Member 

Electro-Mechanical 

Technician  

 Adam Team Leader Production Supervisor  

     

6 Leslie Intern Environmental Engineering Professional Services 

 Anna Team Member Support Staff Member  

 Dennis Team Leader 

Director Environmental 

Services  

     

7 Amy Intern Human Resources Insurance Services 

 Kate Team Member Human Resource Generalist  
  Russell Team Leader Director Human Resources   



INTERNS’ IMPACT ON WORK TEAMS 

 

86 

 

Table A2  

Progression from the Voice of the Participant to First-Order Codes and Themes 

Voice of the Participant (I = Intern, M = Member, L = 

Leader)  

First-Order Codes Themes 

Interns are first-class citizens on our team. (I, M, L) Intern as 

newcomer  

 

Train as quickly as possible to get them efficient and 

successful. (M, L) 

Training  

 
Sink or swim approach - interns like the ramp up speed to be 

fast and have responsibilities. (M, L) 

 

 
This internship is my job, this is my future career. (I) 

 
Interns are newcomers with 

responsibilities. 

Interns do real work and uncover new solutions - they can be 

productive from day one. (L) 

 

 
Curiosity - ask why. (M, L) 

 
Successful interns are curious, 

ambitious, willing to learn and help 

solve problems. 

Ambitious - takes the initiative. (M, L) 

 

 
Willingness to learn and help solve problems. (M, L) 

 

 
Know when to ask for help. (M, L) 

 

 
Informal leaders on the team help mold those interns. (M, L) 

  

The team members were teaching us how they work and why 

they do certain things. (I, M) 

Teach  Team members teach, coach, and 

guide interns to help them succeed.  

The interns knew they could rely upon us to get them through 

any issues. (M) 

 

 
Team members create an environment for learning. (M, L) Coach   
Interns are very responsive to that coachable moment. (M, L) 

 

 
Interns help build our tribal knowledge because they see our 

process with a fresh perspective and will ask questions. (M, 

L) 

Fresh way of 

thinking, ideas, set 

of eyes, 

perspectives  

High performing interns positively 

impact team performance.  

Interns lit the fire to implement our new operations 

engineering department. (L) 

  

It all depends on the intern - it can go either way if you don't 

have the right fit of an intern on your team. (M, L) 

Fit 
 

When you introduce an intern into the team, there is a dip in 

performance. There is a learning curve and then performance 

continues to rise because interns are adding to the team's 

accomplishments. (M, L) 

Performance  
 

It is a reinvestment and brings young life to team members. 

These students ask great questions and it forces you to look at 

yourself and say, I can improve and learn too. (M, L) 

Learning  Interns grow and develop the next 

generation talent pipeline. 

The talent pipeline is so tight, that our ability to identify those 

who work well in our environment, to coach them, and 

pipeline them into a team, it is a slam dunk value. (M,L) 

  

We saw a need, to my surprise, interns created real, tangible 

value. Now we have a better culture of learning and growing 

because interns bring fresh ideas and an eagerness to make an 

impact that rubs off onto the team. (I, M, L) 

Value   
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Table A3 

Demographics of Interns, Team Leaders, and Team Members in Study 2 

Participant Intern Leader Member 

  n = 63 n = 37 n = 34 

Age    

18–25 58 (92%)  5 (15%) 

26–35 5 (8%) 13 (34%) 11 (31%) 

36–45  12 (32%) 8 (24%) 

46–55  9 (24%) 5 (15%) 

56–64  3 (10%) 5 (15%) 

    

Gender    

Male 41 (65%) 19 (51%) 21 (62%) 

Female 22 (35%) 18 (49%) 13 (38%) 

    

Status    

Senior  40 (64%)   

Junior 17 (27%)   

Sophomore 6   (9%)   

    

Major    

Business/Technology 38 (60%)   

Engineering/Science 23 (37%)   

Other 2 (3%)   

    

Degree    

High School  1 (2%) 11 (32%) 

Bachelor's +  36 (98%) 23 (68%) 

    

Average Company 

Tenure   10 years 8 years 
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Table A4   

Study 2 Intern Participants by Respondent ID, Assigned Department, and Industry                 

Intern 

ID Department Industry 

Intern 

ID Department Industry 

101 Electrical Engineering Technology 133 Purchasing Manufacturing 

102 Finance Manufacturing 134 Human Resources Manufacturing 

103 Mobile Development Technology 135 Environmental Health Manufacturing 

104 Preconstruction Technology 136 Electrical Engineering Manufacturing 

105 Engineering Technology 137 Accounting Transportation 

106 Automation Process Technology 138 Engineering Manufacturing 

107 Marketing Technology 139 Marketing Manufacturing 

108 Marketing Manufacturing 140 Purchasing Manufacturing 

109 Engineering Technology 141 Mechanical Engineering Manufacturing 

110 Automation Engineering Technology 142 Packaging Engineering  Manufacturing 

111 Electrical Engineering Technology 143 Supply Chain Management Food Production 

112 Design and Construction Technology 144 Engineering Food Production 

113 Engineering Technology 145 Business Technology Food Production 

114 Automation Engineering Technology 146 Mechanical Engineering Manufacturing 

115 Engineering Technology 147 Human Resources Food Production 

116 Manufacturing Engineering  Technology 148 Engineering Food Production 

117 Safety Technology 149 Inventory Control Manufacturing 

118 Customer Service Technology 150 Engineering Food Production 

119 Accounting Technology 151 Research & Development Food Production 

120 Pricing Analyst Transportation 152 Logistics Transportation 

121 Logistics Transportation 153 Operations Manufacturing 

122 Corporate Recruiting Transportation 154 Engineering Manufacturing 

123 Purchasing Transportation 155 Innovation Engineering Technology 

124 Marketing Transportation 156 Information Management  Technology 

125 Engineering Transportation 157 Graphic Arts Technology 

126 Finance Transportation 158 Marketing Technology 

127 Marketing Transportation 159 Human Resources Technology 

128 Corporate Purchasing Transportation 160 Engineering Technology 

129 Business Intelligence Transportation 161 Accounting Technology 

130 Electrical Engineering Manufacturing 162 Information Management  Food Production 

131 Fabrication Solutions Manufacturing 163 Human Resources Manufacturing 

132 Quality Manufacturing       
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Table A5 

Study 2 Team Leader Participants by Respondent ID, Supervised Department, and Industry  

Team Leader ID Department Industry 

201 Environmental Engineering Technology 

202 Business Intelligence Technology 

203 Research & Development  Technology 

204 Corporate Purchasing Manufacturing 

205 Engineering Technology 

206 Engineering Technology 

207 Innovation Engineering Technology 

208 Human Resources Manufacturing 

209 Engineering Technology 

210 Software Engineering Technology 

211 Logistics Transportation 

212 Human Resources Transportation 

213 Finance Transportation 

214 Accounting Transportation 

215 Purchasing Transportation 

216 Engineering Manufacturing 

217 Sales & Marketing Manufacturing 

218 Quality Manufacturing 

219 Engineering Manufacturing 

220 Preconstruction Manufacturing 

221 Operations Director Manufacturing 

222 Assembly Director Manufacturing 

223 Customer Service Manufacturing 

224 Quality Food Production 

225 Corporate Recruiting Food Production 

226 Finance & Accounting Manufacturing 

227 Supply Chain Transportation 

228 Human Resources Manufacturing 

229 Finance Food Production 

230 Software Engineering Technology 

231 Graphic Arts Director Manufacturing 

232 Project Manager Technology 

233 Process Engineering Manufacturing 

234 Purchasing Food Production 

235 Sales & Marketing Transportation 

236 Talent Development Technology 

237 Business Systems  Technology 

 



INTERNS’ IMPACT ON WORK TEAMS 

 

90 

 

Table A6   

Study 2 Team Member Participants by Respondent ID, Assigned Department, and Industry  

Team Member ID Department  Industry 

301 Sales & Marketing Manufacturing 

302 Purchasing Manufacturing 

303 Finance Manufacturing 

304 Electrical Engineering Technology 

305 Mechanical Engineering Technology 

306 Customer Relations Technology 

307 Engineering Technology 

308 Engineering Technology 

309 Human Resources Manufacturing 

310 Logistics Transportation 

311 Purchasing Transportation 

312 Corporate Recruiting Transportation 

313 Accounting Manufacturing 

314 Marketing Manufacturing 

315 Engineering Manufacturing 

316 Packaging Engineer Manufacturing 

317 Operations Manufacturing 

318 Engineering Manufacturing 

319 Fabrication Solutions Manufacturing 

320 Human Resources Manufacturing 

321 Environmental Health Manufacturing 

322 Engineering Manufacturing 

323 Human Resources Transportation 

324 Quality Manufacturing 

325 Technology Food Production 

326 Supply Chain Food Production 

327 Information Management Technology 

328 Marketing Technology 

329 Customer Relations Technology 

330 Graphic Arts Technology 

331 Operations Technology 

332 Category Management Manufacturing 

333 Innovation Engineering Technology 

334 Financial Planning & Analysis Food Production 
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ABSTRACT 

 

Every day, college interns enter team-based organizations on the promise of experiential 

learning and performance that can lead to a new career.  This empirical research builds on the 

Galatea theory (Eden, 1990, 1992) of self-fulfilling expectations by newcomers and interns on 

performance and the Pygmalion theory (Eden, 1990, 1992; McNatt, 2000) on the influence of 

positive expectations by team leaders and team members to enhance newcomer and intern 

empowerment and role performance.  A three-month field study was conducted among diverse 

work teams, with full responses from 71 interns, 45 team leaders, and 40 team members in 

manufacturing, technology, and professional services firms providing a spectrum of experiences 

for interns and their respective work teams; these responses provided support for the 

hypothesized model.  Intern performance expectations had a significant, positive influence on 

social exchanges with the team leader, team member, and the intern’s sense of empowerment.  

Team leader and team member performance expectations positively influenced ratings of intern 

role performance.  By exploring new relationships in newcomer and intern socialization, this 
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study demonstrates the positive relationship between expectations set by team leaders and team 

members at the onset of an internship and subsequent intern role performance.  This research 

extends and enriches the body of knowledge on leader–member exchange (LMX) relationships 

between interns and their team leaders.  Moreover, this is one of the first research studies to 

empirically examine the social exchange relationship (team member exchange, or TMX), 

performance expectations, and role performance between interns and team members.  

Keywords: Pygmalion theory, Galatea theory, internships, newcomer socialization, 

leader–member exchange, team–member exchange 
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Chapter III: Good for One Another: Examining Expectations by Team Leaders and Members on 

Intern Empowerment and Performance 

Interns are often the preferred entry-level hire in today's team-based organizations 

(McHugh, 2016).  Approximately two-thirds of college graduates have internship experiences, 

and nearly five out of 10 interns become employees of their host organizations (National 

Association of Colleges and Employers [NACE], 2019).  Firms view the intern talent pool as a 

critical component of their recruitment and selection strategies (Gerdes, 2009), evidenced that in 

September 2020, Glassdoor, Inc. (n.d.) listed 29,206 internship opportunities from organizations 

around the nation.  

Researchers and practitioners have widely accepted that internships facilitate college-to-

work transitions (Hora, Wolfgram, & Thompson, 2017) and efficiently serve as a talent pipeline 

for employers (Callanan & Benzing, 2004; Gault, Redington, & Schlager, 2000).  Additionally, 

there is an accelerating trend that over half of today's college students desire more internships 

and professional experiences (McGraw-Hill, 2018, p. 21).  There is a growing body of empirical 

research documenting the benefits of internships (McHugh, 2016) and what some scholars are 

now calling a new era of the internship (Hora, Parrott, & Her, 2019) for recruiting highly skilled, 

aspiring college talent.  

Internships are defined as "structured and career-relevant work experiences obtained by 

students before graduation from an academic program" (Taylor, 1988, p. 393).  Researching 

intern performance in a team environment provides an opportunity to integrate newcomer 

socialization theory to better understand the dynamics of intern effectiveness (Bauer, Morrison, 

& Callister, 1998).  Using a newcomer’s lens to study interns opens a gateway that addresses 
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socialization on essential aspects of task performance, teamwork, continuous learning, and 

innovative behavior in a work team environment (Chen & Klimoski, 2003; Morrison, 2002).  

Expectations of team leaders and team members of an intern's socialization processes and 

performance build on the foundation of the Pygmalion effect, which occurs when a person's high 

expectations of another person result in high performance for that person (Rosenthal & Jacobsen, 

1966).  An example of this would be a team leader or a team member's expectations of an intern's 

ability to learn, develop, and grow into his or her role.  A related phenomenon is known as the 

self-fulfilling prophecy or Galatea effect, which occurs “ when high self-expectations lead to 

high performance” (McNatt & Judge, 2004, p. 550), such as an intern's high expectations of his 

or her performance on the work team.  This research seeks to illuminate a broader view of interns 

as organizational newcomers and the impact of an intern's expectations and team expectations on 

an intern's socialization and role performance in the context of work teams. 

Researchers have long argued that there is not enough newcomer socialization research 

conducted among work teams (Kozlowski & Bell, 2003); this is surprising in that "the proximal 

workgroup provides the immediate work and socio-cultural environment within which the 

newcomer must learn to accomplish job tasks and responsibilities" (Anderson & Thomas, 1996, 

p. 423).  Furthermore, many organizations hiring interns have a network of agile, small teams 

that work seamlessly together through a free flow of communication in a data-rich environment 

(McDowell, Agarwai, Miller, Okamoto, & Page, 2016). 

Therefore, the purpose of this research was to develop and test a model of interns’ 

effectiveness as organizational newcomers in the context of work teams.  Specifically, the three 

phases of socialization identified by Anderson and Thomas (1996)—anticipate, encounter, and 

adjustment—serve as a frame that integrates the Pygmalion and Galatea effects of expectations 
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and group socialization (Eden, 1992; McNatt & Judge, 2004).  In the present study, the focus is 

on the positive expectations of socialization because they align with the fundamental tenets of 

Pygmalion and Galatea theories, in that positive beliefs enhance performance (McNatt, 2000).  

The model defines the impact of expectations from interns, team leaders, and team members on 

intern empowerment and role performance mediated by social exchanges and work 

characteristics (Chen & Klimoski, 2003).  The following questions guided the research: 

1. What are the influences of expectations—the Galatea and Pygmalion effects—on newcomer 

and intern empowerment and role performance? 

2. What are the impacts of social exchange relationship characteristics between interns, team 

leaders, and team members on intern empowerment and role performance? 

3. What are the differences and similarities of perceptions between team leaders and team 

members regarding intern performance expectations and intern role performance? 

The contributions of this study are threefold; first, this study links Galatea and Pygmalion 

research with interpersonal and motivational processes, such as social exchanges, newcomer and 

intern expectations, and the influence of team leader and team member expectations on intern 

effectiveness.  Notably, the research demonstrates the impact of performance expectations on 

role performance and the critical relationship characteristics between interns, team leaders, and 

team members.  Additionally, the research is one of the first studies to provide insight into the 

relationship between team members and interns (Farh, Lanaj, & Ilies, 2017).   

Second, this study contributes to the body of knowledge on newcomer socialization in 

team settings and demonstrates the positive association of team expectations on intern role 

performance.  To date, research on internships has not considered the influence of expectations 

by team leaders and team members in the context of a work team.  Moreover, the study 
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emphasizes the importance of interns getting up to speed within two to three months, a 

substantially faster start-up curve than most newcomer-oriented roles.   

Finally, results from this research provide management with essential considerations in 

engaging interns in their project teams.  First, the recruitment and socialization practices for 

interns should align with project team initiatives and expectations, in that interns who have high 

generalized self-efficacy will benefit from the natural reinforcement of team leader coaching and 

team member mentoring on performance.  In turn, this boost in relationship-building creates a 

stronger connection between interns, team leaders, and team members that should align with 

team goals.  Second, the results suggest that expectations play a crucial role in the interns’ 

performance and that organizations can provide motivational factors by assigning interns 

meaningful tasks and ensuring that both the team leaders and team members encourage the 

interns’ learning, development, and growth experiences.  Moreover, the organization should set a 

welcoming climate for interns, making them feel like newcomers that are valued and supported 

as the next generation of talent.  The following section reviews the extant literature, theory, and 

hypotheses that further describe the research framework.  

Literature Review 

Nearly five out of 10 interns become employees of their host organizations, and Perlin 

(2011) estimated that between one and two million internships are offered annually in the United 

States.  The top job boards for hiring interns—Handshake.com, WayUp, InternJobs.com, 

Internships.com, LinkedIn, Idealist, College Recruiting, and Glassdoor (Wardell, 2018)—

represent thousands of internship opportunities.   

 In the LookSharp (May 3, 2016) college poll among 21,000 college graduates, a key 

finding in the study was that students with at least one internship had improved job prospects 
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after graduation and finding employment in their field of study (par. 3). In contrast, according to 

McGraw-Hill's (2018, p. 21) Future Workforce Survey report, only 41% of college students feel 

well-prepared for their future careers, and 51% desire more opportunities for internships and 

professional experiences. 

 The Chronicle of Higher Education analysis of Generation Z or iGen, students that are 

now making their way through college, found that this generation favors hands-on, experiential 

learning and seeks the integration between academics and practical experience (Selingo, 2018).  

Seemiller and Grace (2016) found that nearly 80% of 1,200 students surveyed across 15 

campuses said it was important that the undergraduate curriculum includes real-world activities 

such as internships.  Further, research on college graduates who complete three or more 

internships has found they are more likely to secure full-time employment, with 81% of 

graduates reporting that their internships helped them shift career directions either significantly 

(35%) or slightly (46%) by changing classes or majors (NACE, 2017). 

 In recent years, organizations have been redirecting their recruiting and selection 

practices based on the perceived skill shortages and skill mismatches in the workforce (Cappelli, 

2015).  Hiring managers now believe that relevant on-the-job-experience, such as internships, is 

the single most crucial factor in being hired in today's labor market (Beenen, 2015).  Despite the 

demand for internships and the prevalence of intern-hiring practices, there is a paucity of 

research on intern effectiveness (Narayanan, Olk, & Fukami, 2010), especially in the context of 

work teams.  Why is this?  

Traditionally, internships have been viewed as experiential learning to integrate 

knowledge and theory with practical application in a professional work environment (Gault, 

Leach, & Duey, 2010).  Internship research has focused on learning outcomes, social skills, and 
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job satisfaction, primarily from the perspective of the intern (Fernald & Goldstein, 2013; Hogan, 

Chamorro-Premuzic, & Kaiser, 2013; Rothman, 2003; Simons et al., 2012).  On the other hand, 

research from an organizational perspective has highlighted the benefits of offering internships 

as a try before you buy strategy (Coco, 2000), evaluating entry-level performance over an 

extended period (Beenen & Rousseau, 2010), and providing mentoring relationships (Newman, 

Rose, & Teo, 2016; Rose, Teo, & Connell, 2014).  However, the opportunity to examine intern 

performance from the vantage point of newcomer socialization and the influence of team leader 

and team member expectations in a work team provides an engaging, dynamic research 

opportunity. 

Newcomer Socialization in Work Teams  

 Many organizations today are structured as a network of small teams with a high degree 

of empowerment, free flow of communication, and integrated data systems (McDowell et al., 

2016).  These small teams include highly interdependent members with specialized roles 

utilizing technology platforms to stay aligned and gain access to information and resources.  In 

recent research, there has been an emerging discussion of the similarity of interns and 

newcomers relative to organizational socialization and leader–member exchange (LMX) 

relationships.  Jokisaari (2013) examined how the quality of newcomers' leader–member and 

social network relationships relates to their role performances during organizational entry.  

Dailey (2016) claimed that internships are a breeding ground for organizational socialization 

because of the protracted time of a 10-week interview where interns and team leaders seek to 

persuade one another about fit and culture.  Rose et al. (2014) demonstrated the presence of high-

quality LMX characteristics such as trust and support between interns and team leaders.  Song 

and Chathoth (2011) examined the positive association of intern newcomers' self-esteem, job 
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satisfaction, and organizational commitment in hospitality organizations.  Green, Anderson, and 

Shivers (1996) argued that supervisors or team leaders have limited time resources, and therefore 

coworkers or team members can provide more effective personal support to newcomers.  

Additionally, Dixon, Cunningham, Sagas, Turner, and Kent (2005) observed affective 

organizational commitment and related newcomer socialization processes in undergraduate 

interns.   

Social network scholars have described newcomer socialization as the process by which 

newcomers make the transition from being outsiders to being insiders (Morrison, 1993).   

Morrison (2002) stated that several tasks must be accomplished for socialization to be considered 

complete.  The first step is learning, which requires newcomers to acquire and integrate a wide 

range of information from specific work tasks to role expectations (Chao, O'Leary-Kelly, Wolf, 

& Klein, 1994; Morrison, 1993).  Socialization literature has also emphasized social 

assimilation; Chao et al. (1994) stated the importance of the people domain of socialization, 

which entails the establishment of successful and satisfying work relationships.   

Moreover, Bauer and Green (1994) suggested that for newcomers to perform efficiently, 

they must feel part of their immediate workgroup.  In a meta-analytic review of newcomer 

socialization, newcomers were defined as those who had been on a new job in a new company 

for 13 months or less (Bauer, Bodner, Erdogan, Truxillo, & Tucker, 2007), and this definition 

also fits an intern. 
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Theoretical Background  

Galatea and Pygmalion Effects  

 A self-fulfilling prophecy phenomenon occurs when high self-expectations influence 

one’s high role performance; this is labeled the Galatea effect (Rosenthal & Jacobson, 1966).  

The Pygmalion effect occurs when a person’s high expectations of another person’s motivation 

and performance result in high role performance (Eden, 1990).  Since the first experimental 

demonstrations of the Galatea and the Pygmalion effect, there have been hundreds of research 

studies demonstrating that self-fulfilling prophecy interventions impact expectations, which then 

influence performance outcomes (Rosenthal, 2002).  

 Eden's research (1990, 1992) on the Pygmalion leadership style was conducted in a 

military setting and involved leader–follower interactions in which the leader communicated his 

or her expectations to a follower.  Eventually, the follower internalized the leader's expectations 

and became more motivated to meet the leader's expectations, thus fulfilling the leader's 

prophecy (Eden, 1990, 1992).  The Galatea effect is a self-initiated process, in which an 

individual's performance expectations instill self-confidence and intrinsic motivation, which 

drives performance to fulfill self-prophecy (Eden, 1990, 1992). 

 Research by McNatt and Judge (2004) examined whether and for how long a non-

fictitious, non-training Galatea interaction could raise new and established professionals’ day-to-

day work performance within a business organization as a longitudinal field experiment among 

72 auditors within three offices of a Big Four accounting firm.  The study results provided 

general support for self-efficacy, motivation, and performance, although temporary for 

performance, and was one of the first studies to examine the Galatea effect in a work 

environment (McNatt & Judge, 2004).  Additionally, the research findings mostly showed that 
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newcomers and established auditors benefitted from the spiral effect of the reciprocal 

relationships between self-efficacy and performance (McNatt & Judge, 2004). 

 Chen and Klimoski (2003) argued that the Pygmalion and Galatea effects are magnified 

during newcomer socialization periods because expectations are formed quickly during initial 

interactions between newcomers, team leaders, and team members.  Research by Liden, Wayne, 

and Sparrowe (2000) on the early development of LMXs demonstrated the impact of initial 

interactions and how expectations develop between leaders and members in their first 

encounters.  Then over time, these expectations become less malleable (Eden et al., 2000).  

Newcomer Socialization 

 The Pygmalion and Galatea effects support a model of newcomer socialization theory 

based on how a newcomer and a team mutually progress through three socialization phases 

(Anderson & Thomas, 1996).  In the first phase, anticipation or Time 1, the newcomer and the 

team members form initial expectations of one another; in the second phase, encounter or Time 

2, the newcomer and team expectations lead to mutual social exchanges.  Finally, in the third 

phase, adjustment or Time 3, the team and the newcomer adjust to each other, and empowerment 

and performance levels reflect this adjustment (Anderson & Thomas, 1996; Chen & Klimoski, 

2003) 

Scholars have described newcomer socialization as a process "by which an individual 

acquires the attitudes, behavior, and knowledge she or he needs to participate as an organization 

member" (Morrison, 2002, p.1149).  Recent research has evaluated how the newcomer actively 

shapes the socialization process, such as the relationship of proactive behaviors and newcomer 

engagement (Saks & Ashforth, 2000), the newcomer's adjustment in the organization (Cooper-

Thomas & Anderson, 2005), and the content of newcomer learning (Wang, Kammeyer-Mueller, 
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Liu, & Li, 2015).  Thus, interns, as organizational newcomers, must learn early in their 

socialization how to match their behaviors in learning and performance to the expectations and 

demands in their new work team environment.       

Research Models and Hypotheses Development 

The models used in this study build on research by Chen and Klimoski (2003) and Chen 

(2005) that examined the influence of expectations on newcomer performance in teams.  

Recommendations for future research in both studies encouraged the investigation of whether the 

findings generalize to distinct types of newcomers and diverse work teams.  In consideration of 

these suggested research streams, interns represent a different type of newcomer, and the highly 

interdependent project teams in many organizations provide an abundant source of enlightening 

research.   

This section describes three research models and their respective hypotheses.  First, the 

intern Galatea effect is presented, measuring the influence of general self-efficacy (GSE) on 

performance expectations, mediated by team leader and team member social exchanges and the 

resultant intern empowerment (see Figure 3.1).  Second, the team leader Pygmalion effect of 

performance expectations of interns is presented, mediated by intern empowerment, as well as 

the resultant intern role performance as assessed by the team leader (see Figure 3.2).  Finally, the 

team member Pygmalion effect of performance expectations of interns is presented, mediated by 

intern empowerment, as well as the resultant intern role performance as assessed by the team 

member (see Figure 3.3). 
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Figure 3.1.  Intern Galatea effect. Effect on performance expectations, mediated by leader–

member social exchanges, and resultant intern empowerment.  Time 1 = Start of the internship; 

Time 2 = 30 days from the start of the internship; and Time 3 = 60 days from the start of the 

internship. 
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Aspects of the Intern Galatea Effect 

 General self-efficacy.  The trait of GSE is associated with individuals viewing 

themselves as capable of meeting task demands in a wide variety of situations (Chen, Gully, 

Whiteman, & Kilcullen, 2000).  As interns gain experience across different tasks, they begin to 

feel more confident and expect to be more successful in performing a variety of functions (Zhao 

& Liden, 2011).  Hynie, Jensen, Johnny, Wedlocks, and Phipps (2011) examined this trait among 

graduate student interns in problem-solving situations and found that interns generated new 

knowledge in partnership with their host organizations.  Importantly, the interns described how 

they learned greater flexibility and adaptability and a deeper understanding of real-world 

problem-solving (Hynie et al., 2011).  

Additionally, in a research study among interns in work team environments, it was found 

characteristics of high-performing interns are a blend of curiosity, willingness to learn, and the 

optimistic ambition of a can do attitude (McHugh, 2016).  Interns realize that, for the most part, 

it is a sink or swim environment, and if they want to do well, they must strive to exceed 

expectations.  Thus, it was hypothesized:  

 H1: GSE positively influences intern performance expectations.  

 Leader–member exchange.  High-quality employee–supervisor relationships are one of 

the most enduring predictors of employees' in-role performance in the workplace (Jokisaari, 

2013) based on the LMX theory (Liden, Sparrowe, & Wayne, 1997).  The LMX theory proposes 

that employees in high-quality exchange relationships experience enhanced levels of mutual 

trust, respect, and loyalty, as well as a sense of obligation towards their supervisors to improve 

performance continually (Rose et al., 2014).  It can be assumed that a high-quality working 
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relationship between an intern and a supervisor increases the likelihood that the supervisor will 

offer resources, such as feedback and information, to support the intern’s learning and task-

related role behavior (Bauer et al., 1998).  

Additionally, social exchange theory suggests that subordinates in high-quality LMX 

relationships payback their leaders by engaging in citizenship behaviors that benefit the leader 

and others in a workplace setting (Ilies, Nahrgana, & Morgeson, 2007, p. 269).  Rose et al. 

(2014) examined the focal role of high-quality intern–supervisor exchange in shaping critical 

outcomes of intern performance, satisfaction, and learning.  Further, the findings suggested that 

high-quality intern–supervisor exchange provided an enhanced degree of trust and support by the 

supervisor to provide for preferential access to information and resources to the interns (Rose et 

al., 2014).  

In a meta-analysis, Podsakoff, Whiting, Podsakoff, and Blume (2009) captured a distinct 

view of the dynamics of individual and organizational-level consequences of LMX and 

organizational citizenship behaviors.  For example, how supervisors may payback the 

subordinate with extra resources based on the subordinate's willingness to make an extra effort 

(Podsakoff et al., 2009).  This reciprocal process of sensegiving and sensemaking is a 

characteristic of newcomer socialization that enables interns who go beyond the expected 

performance to have high-quality social exchanges.  

One may argue that the context of an internship does not provide sufficient conditions for 

the social-emotional components of LMX to develop; however, Liden, Wayne, and Stilwell 

(1993) demonstrated that leader and member expectations of each other assessed in the first five 

days in the life of the dyad predicted the quality of LMX at two weeks and six weeks.  Thus, it is 

clear that the power of expectations is developed early in the life of the dyad. 



INTERNS’ IMPACT ON WORK TEAMS 

 

106 

 

It can be argued that the intern as a newcomer who expects to be effective interprets work 

experiences more positively and seeks to establish good working relationships with the 

supervisor.  Interns who have formed high-performance expectations and internalize these 

expectations demonstrate proactive social behaviors such as information and feedback-seeking, 

to establish a positive relationship.  Therefore, it was hypothesized: 

H2:  Intern performance expectations positively influence social exchanges with his or   

         her team leader.  

 Team–member exchange.  Scholars of social network approaches have argued that 

formal vertical relations, such as LMX, do not fully capture how newcomers adapt, interact, and 

communicate in the work environment (Granovetter, 1992).  For example, Liu, Xu, and Weitz 

(2011) posited that interns play an active role in shaping their own work experiences and 

outcomes and suggested that mentoring received from coworkers plays a significant role in the 

quality of the internship experience.  The argument has been made that supervisors may have 

limited time resources to support newcomers’ and interns' role learning, and due to the smaller 

social status differences between interns and their coworkers, there is more team member 

personal support (Green et al., 1996). 

In interdependent teams, members develop social exchange relationships with fellow 

teammates, known as team–member exchange (TMX; Seers, 1989).  Farh et al. (2017) argued 

the quality of resources exchanged between team members, such as task information, produces 

general feelings of indebtedness toward each team member in the relationship.  Further, the 

strength of the TMX relationship amplifies the obligation to utilize resources provided by the 

team member in that TMX enhances performance when team members provide high-quality 

resources (Farh et al., 2017, p. 1118).  As interns develop their TMX relationships, a critical 
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aspect is understanding if team members are providing high-quality task expertise and 

information for the intern to perform effectively. 

The research of Deckop, Cirka, and Andersson (2003) found evidence that reciprocal 

exchange among coworkers was as crucial as the exchange between employees and their 

supervisors; this research implies that coworkers who receive help from fellow workers are more 

likely to be helpful to others.  In the context of a work team, a virtuous cycle may develop where 

coworkers are helping interns, and then interns reciprocate and assist coworkers.  

Research has shown that helping behavior is related to positive outcomes in the social 

context of work teams (Griffin, Neal, & Parker, 2007).  Rothman's (2003) study of interns 

identified interpersonal relationships with coworkers (e.g., helpfulness, encouragement) as a 

determinant of internship satisfaction.  Newcomers and interns who have formed high 

expectations of their performance will seek out approaches to positively impact the expectations 

and requirements of their roles as a member of a team.  Therefore, it was hypothesized: 

H3:  Intern performance expectations positively influence social exchanges with team 

members. 

 Empowerment.  Thomas and Velthouse (1990) conceptualized empowerment as a 

multidimensional construct including four motivational domains; first, impact, the degree to 

which an employee feels he or she affects a work environment.  Second, there is competence, the 

perceived ability to accomplish work-related tasks, followed by meaningfulness, the individual's 

intrinsic caring about work tasks, and finally, the factor of perceived self-determination or 

autonomy at work.  These four empowerment factors reflect internal traits, such as an intern's 

self-confidence or the intern's belief that he or she is making an impact on the project team. 
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 Empowerment is likely to positively affect newcomer and intern role performance 

because newcomers and interns who feel empowered are more likely to engage in challenging 

tasks and assignments (Liden et al., 2000; Thomas & Velthouse, 1990).  Rothman (2003, p. 923) 

made a compelling case for team expectations, stating, “many students commented how pleased 

they were to be treated as a respected part of the team, be asked for their opinions, and have what 

they say matter.” 

 Conceptually, if intern tasks are part of the work team's core operations, and the intern 

interacts with a broad array of team members, then these factors are likely to influence intern 

empowerment (Bauer & Green, 1994; D'Abate, Youndt, & Wenzel, 2009; Liden et al., 2000).  

More precisely, the characteristics of work assigned to an intern and the quality of social 

exchanges with the team leader and team members create the underpinnings of an intern’s sense 

of empowerment.  For example, an engineering intern who has challenging tasks and is mentored 

by an engineering team leader and expert team members will have a much higher sense of 

empowerment than an intern isolated in a work cubicle doing clerical work.  It was hypothesized:   

H4:  Social exchanges with the team leader positively influence the intern’s sense of 

empowerment. 

H5:  Social exchanges with team members positively influence the intern’s sense of 

empowerment. 
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Figure 3.2.  Team leader Pygmalion effect.  Effect of performance expectations of interns, 

mediated by intern empowerment, and the resultant intern role performance as assessed by the 

team leader. Time 1 = Start of the internship; Time 2 = 30 days from the start of the internship; 

and Time 3 = 60 days from the start of the internship. 
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Aspects of Team Leader Pygmalion Effect 

 

 Hundreds of studies and meta-analytic results have revealed the Pygmalion effect is a 

well-substantiated phenomenon for improving follower job performance (Avolio, Reichard, 

Hannah, Walumbwa, & Chan, 2009).  Research by Whiteley, Sy, and Johnson (2012) was one of 

the first to demonstrate the Pygmalion effects of leaders' positive conceptions of followers and 

the resultant high impact on follower performance in a workplace environment. 

 Socialization research by Liden et al. (2000) defined newcomer performance expectations 

as the extent to which newcomers expect to perform various roles, such as the job role or team 

role, in their work teams.  In project teams, team leaders and team members often share 

leadership responsibilities (Zaccaro & Marks, 1999); therefore, in examining the influence of 

expectations on intern empowerment and intern role performance, it was determined that team 

leaders’ and team members’ expectations should be viewed as distinct models as a method to 

better tease out the differences and similarities of these expectations.  Figure 3.2 presents the 

model of the team leader Pygmalion effect.  The following hypotheses were proposed for the 

influence of team leaders: 

H6:  Team leader performance expectations positively influence intern empowerment. 

H7:  Intern empowerment positively influences team leader ratings of intern role 

performance. 

 H8:  Team leader performance expectations positively influence intern role performance. 
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Figure 3.3.  Team member Pygmalion effect.  Effect of performance expectations of interns, 

mediated by intern empowerment, and the resultant intern role performance as assessed by the 

team member.  Time 1 = Start of the internship; Time 2 = 30 days from the start of the 

internship; and Time 3 = 60 days from the start of the internship. 
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Aspects of Team Member Pygmalion Effect 

 There has been no research located to date that has empirically examined the impact of 

team member expectations on intern empowerment and intern role performance.  Researchers 

who have studied coworkers’ influence on performance have indicated that members are 

motivated to reciprocate the benefits they receive from working as a team and have a heightened 

sense of mutual commitment, trust, and positive work attitudes (Banks, Batchelor, Seers, 

O'Boyle, Pollack, & Gower, 2014; Farh et al., 2017). 

 Finally, teams are composed of interdependent individuals, and therefore the performance 

of an individual can directly affect the performance of other individuals on the team and the 

entire team (DeNisi & Williams, 1988).  The mere presence of a newcomer can uplift work 

processes and trigger innovative concepts, especially when the newcomer brings unique 

knowledge that teams can use (Rink & Ellemers, 2009).  Moreover, a newcomer's impact on a 

capable work team is valued (Bunderson, Van Der Vegt, & Sparrowe, 2013).  As stated by a 

team leader, "we saw a need, to my surprise, interns created real, tangible value….  Interns bring 

fresh ideas and an eagerness to make an impact that rubs off onto the entire team" (Bartelt, 2019, 

p.25). 

Jokisaari (2013) demonstrated that newcomers as members of a work team are positively 

associated with higher levels of in-role performance as newcomers receive more social support 

from the group and, in turn, newcomers payback this support with an increased willingness to 

contribute to the work team.  It can be argued that the social network established by interns as 

organizational newcomers with strong personal ties increases the feelings of mutual 

reciprocation and trust, which in turn increases the willingness of the interns to do extra or go 

above the call of duty and exceed expectations.  Newcomer socialization scholars have argued 



INTERNS’ IMPACT ON WORK TEAMS 

 

113 

 

that an essential indicator of successful socialization is the willingness for new employees to do 

extra work not part of one's formal job role (Podsakoff et al., 2009).  

According to DeNisi and Williams (1988), effective teams are more likely to attract, 

select, and retain newcomers in an organization.  Additionally, effective teams generally host 

newcomers and interns; personnel resources are usually allocated to groups that have used such 

investments wisely (Chen & Klimoski, 2003). It is assumed that interns who join these teams are 

likely to be motivated by higher productivity and performance norms and have a more 

heightened sense of empowerment.  The model of the team member Pygmalion effect is 

presented in Figure 3.3.  Based on this, the final hypotheses were: 

 H9:  Team member performance expectations positively influence intern empowerment. 

H10:  Intern empowerment positively influences team member ratings of intern role 

performance. 

H11:  Team member performance expectations positively influence intern role 

performance. 

Methodology 

Sample Design 

The sampling design for this study was a random sample among manufacturing, 

technology, and professional services organizations.  The organizations are either members of 

the Northeast Wisconsin Manufacturing Alliance (NEW MA) or recruit and hire college interns 

from universities offering bachelor degree programs.   

The first step was to contact human resource professionals in these respective 

organizations, explore their interest in participating in the study, and describe the purpose of the 

research and procedures.  A review of the institutional review board consent form, reassurances 



INTERNS’ IMPACT ON WORK TEAMS 

 

114 

 

on anonymity and confidentiality, as well as the ease of collecting data online convinced the 

human resource professionals that the research study would not disrupt business activity.  

 The intern definition used in this study for the sample population is an undergraduate 

student in pursuit of a four-year (bachelor's) degree in science, technology, engineering, or 

business.  The team leader is the manager or supervisor responsible for the intern and work team, 

and the team leader has prior experience in supervising interns.  The team member definition 

used in this study is a co-worker who is on the work team and spends about five hours weekly 

with the intern.   

Research Design and Methods of Data Collection 

 A longitudinal three-month field study was conducted as a variance model to empirically 

examine intern role performance in the context of work teams.  The research design was 

conceptualized based on newcomer socialization models and newcomer adaptation in teams 

(Chen, 2005; Chen & Klimoski, 2003).  The selection of a longitudinal field study follows 

research models in the existing literature on workgroup socialization (Chan & Schmitt, 2000).  It 

assumes that newcomer adaptation is a longitudinal process that evolves within-person (i.e., 

newcomer or intern) over time and influencers external to the person (i.e., team leaders and team 

members). 

 Internship practitioners have suggested that the intern socialization process is defined by 

acceleration, in that interns are hired, on average, for five months (NACE, 2017).  There appears 

to be no set times for beginning and ending socialization periods; however, practitioners would 

support that an intern needs to be performing at expectation within two months of hire (Rothman, 

2017).  Thus, the research design included three waves (Time 1, 2, 3) of intern adaptation within 

approximately the first one to three months following intern entry into the work team.  
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Additionally, this approach is consistent with the Anderson and Thomas (1996) model of 

newcomer socialization in three phases—anticipation, encounter, and adjustment.  

Measures: Conceptual and Operational Definition of Variables 

  Existing scales were used for all measures in this study.  A pretest of the measures was 

conducted among a group of internship practitioners in the NEWMA Talent Task Force to verify 

scale clarity, the time required to complete the survey, thoroughness, and the relevance of the 

items.  It was encouraging to hear practitioners describe how the measures support quantifying 

perceptions of intern performance and how these dimensions provide 360-degree feedback from 

team leaders and team members. 

Expectations and intern role performance.  Intern role performance is the extent to 

which interns efficiently perform multiple work roles.  Welbourne, Johnson, and Erez (1998) 

developed and validated a multidimensional measure of role performance that includes five role 

dimensions, and the authors suggested adding customer service as another dimension.  Customer 

service plays a critical role in project work teams, so this dimension was added to performance 

measurement scales by Chen and Klimoski (2003). 

The 24-item role performance measurement scale captures an intern’s performance of six 

work dimensions: job (e.g., doing things specifically related to one's job description), career 

(e.g., obtaining the necessary skills to progress), innovator (e.g., creativity and innovation in 

one's job), team ( e.g., working with coworkers and team members toward the success of the 

company), organization, (e.g., going above the call of duty in one's concern for the company) 

and customer service (e.g., working with customers internal or external to the company toward 

the success of the project).  Team leaders and team members used this scale to measure 

expectations of performance (confidence that the intern is expected to accomplish) in Time 1.  
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Then the same measure was used to measure the actual performance of the intern in Time 3 

using a 7-point Likert Scale from 1 (needs much improvement) to 7 (excellent).   

Empowerment.  Empowerment was measured using Spreitzer's (1995) 12-item scale, 

which is a multidimensional construct with four dimensions.  The first is meaningfulness (e.g., 

The work I do is very important to me), followed by competence (e.g., I am confident about my 

ability to do my internship).  Self-determination (e.g., I can decide on my own how to go about 

doing my work) and impact (e.g., My impact on what happens in my work team is large) are the 

other dimensions in the scale.  Impact items were modified so that the perceived impact referred 

to my work teams rather than my department.  Interns rated the empowerment scale using a 7-

point Likert Scale from 1(strongly disagree) to 7 (strongly agree).  

Social exchanges.  Social exchanges were measured using the six-item LMX scale 

adapted from Liden et al. (1993).  Sample items include, my team leader/co-worker understands 

my problems and needs, and my team leader/co-worker recognizes my potential.  Responses 

indicated on a Likert scale ranging from 1 (strongly disagree) to 7 (strongly agree).  Each intern 

rated the quality of exchanges with his or her team leader and team member separately in Time 

2.  

General self-efficacy.  General self-efficacy was measured using an eight-item New 

General Self-Efficacy scale (Chen, Gully, & Eden, 2001); a sample item is, I am confident that I 

can perform effectively on many different tasks.  This was measured on a Likert scale from 1 

(strongly disagree) to 7 (strongly agree).     

Control variables.  Additional characteristics of newcomers and interns, team leaders, 

and team members were measured as control variables that included age, gender, intern status 

(freshman, sophomore, junior, senior, graduate), and internship experience.  First, age was 
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considered for all participants with the rationale that older team leaders and members may not be 

as flexible or adaptable to an intern joining their team (Maurer, 2001).  Second, gender was a 

consideration in those specific internships, such as engineering tends to skew toward more male 

than female interns (NACE, 2019).  Finally, the influence of prior internship experience for the 

intern, team leader, or team member was explored to detect a significant relationship regarding 

intern performance.  If an intern had a previous internship, perhaps the socialization and 

onboarding processes might accentuate performance.  Additionally, if the team leader or member 

had internship experiences, that might predispose them to be more supportive of an intern 

(Bartelt, 2019). 

Pilot Study  

 A pilot study among 12 intern teams was conducted in Spring 2019 (April, May, June) to 

verify the research design and procedure of data collection.  This pilot study identified 

challenges associated with recruiting teams—interns, team leaders, and team members—without 

the support of human resource professionals.  For example, an intern would be willing to 

participate after being recruited through career services at a university; then, the intern was 

unable to convince the supervisor to participate.  Thus, this research design needed to be 

supported by human resource professionals to recruit interns, supervisors, and coworkers. 

 A critical lesson learned from this pilot study was that the 5-point scale (1 = strongly 

disagree to 5 = strongly agree) for measures might have contributed to a narrowing of variance 

in the measures.  Therefore, the 5-point scale was modified to a 7-point scale for better variance 

spread.  The pilot study also provided the researcher with the opportunity to validate the 

measures and determine strategies on how to improve response rates among team leaders and 

team members.  
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Analysis and Results 

 The method of analysis used was variance-based structural equation modeling (SEM) 

using the partial least squares (PLS; SMART PLS 3.3.0) path modeling method (Ringle, Wende, 

& Becker, 2015).  Nitzl and Chin (2017) discussed three significant differences between PLS 

versus covariance-based SEM.  First, PLS path modeling requires scholars to recognize the 

actual differences between common factor analysis and composite analysis (Nitzl & Chin, 2017).  

In this research study, the construct measurements were aggregated to represent composite 

factors such as expectations of intern performance and in-role performance.  Furthermore, the 

use of CB-SEM often fails to converge to a solution as the complexity of the model grows 

(Reinartz, Haenlein, & Henseler, 2009), thus offering a higher degree of freedom, which is 

essential for theory development.  Finally, PLS provides values for latent construct 

measurements through the composite approach (Rigdon, 2012) and makes PLS more appropriate 

for prediction orientation, which is an essential factor in a practical research field such as the 

study of the impact of college internships on work teams. 

 An example of how PLS path modeling can contribute to theory development is found in 

the information systems theory based on the technology acceptance model (TAM), which 

explains how users come to accept new technology.  Davis, Bagozzi, and Warshaw (1989) 

developed TAM based on the theory of reasoned action and suggested that ease of use and 

usefulness represent more precise measures of technology acceptance.  Subsequently, Venkatesh 

(2000) extended the model to TAM 2 and the unified theory of acceptance and use of technology 

(Venkatesh, Morris, Davis, & Davis, 2003) and TAM 3 that includes the effects of trust and 

perceived risk of system use (Venkatesh & Bala, 2008).  Utilizing the PLS path modeling, Nitzl 

and Chin (2017, p. 144) claimed that the original TAM was rather generic concerning its 
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propositions; however, the theory became increasingly concrete by including and testing specific 

variables.  

 Nitzl and Chin (2017) also characterized the benefit of PLS path modeling because it can 

deliver results even from small sample sizes, providing initial interpretable results for sample 

sizes such as 17 or 20 observations.  Based on a large number of variables with performance 

expectations, performance, and empowerment as multidimensional constructs, and the relatively 

small sample size of interns, team leaders, and members, PLS was selected as the most 

appropriate data analysis technique.    

Measurement Validation 

 Reliability tests of the key constructs in the three models were conducted with the PLS 

consistency measure.  In addition to reliability tests, second-order formative constructs were 

tested as to whether they were highly correlated with their indicators (Pavlou & El Sawy, 2006, 

p. 213).  The procedure for utilizing second-order factors in a PLS model is as follows.  First, the 

structural model is theorized as a second-order construct in the model.  Second-order constructs, 

by definition, include a path from their first-order dimensions to the second-order construct 

(Nitzl & Chin, 2017).  The model then calculates the path weights from the first- to the second-

order constructs, and also computes a latent score for the second-order construct.  

 This PLS second-order factor method was necessary because the constructs of 

performance expectations, role performance, and empowerment are multidimensional.  

Performance is comprised of 24 measures, with six dimensions (job, career, customer service, 

innovator, organization, team) and four measures in each dimension.  Empowerment has 12 

measures, with four dimensions (meaningfulness, self-determination, competence, impact) and 

three measures for each dimension. 
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Participant Characteristics 

 Intern, team leader, and member survey participants were primarily from technology and 

logistics organizations (47%) and manufacturing companies (43%) with a few teams from 

accounting firms (10%).  As expected, the majority of interns (91%) were 18 to 25 years old, and 

two-thirds of the interns were men (66%) and one-third (34%) women.  Most of the college 

interns were either at a junior or senior status majoring in business (39%), engineering or 

technology (33%), and the remainder of college interns were in various programs earning a 

bachelor of arts degree (28%).  Interestingly, 60% of interns had previous internship experience, 

similar to national survey data on internship completion (NACE, 2019).  

 Team leaders were relatively young, with 66% ranging from  26 to 45 years old, with 

95% holding a bachelor’s degree or higher and 24% of team leaders holding master’s degrees in 

business, engineering, and technology.  About 50% of the team leaders had been in their roles for 

less than three years.  Female team leaders represented 44% of the sample in leadership roles, 

such as risk management, finance, human resources, accounting, logistics, marketing, research, 

and managing partner.  Male team leaders made up 56% of the sample in leadership roles such as 

electrical engineering, process engineering, business intelligence, supply chain, tax department, 

sales acquisition, and engineering technology.  Over 80% of the team leaders have supervised 

two or more interns in the past year on their work teams.  Nearly 70% of the team leaders had an 

internship themselves; on individual commented, “I was a summer intern at an engineering firm 

in Green Bay.  I worked there the last semester of my senior year; it was a great overall 

experience, just being immersed in a professional work environment.” 

 Team member participants were young, with 85% ranging from 18 to 45 years old; 72% 

of team members have earned a bachelor’s degree or higher in areas such as business, 
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engineering, information technology, and environmental sciences.  Female team members 

represented 47% of the sample, with responsibilities in areas such as trade and demand planning, 

accounting, category management, and human resources.  Male team members made up 53% of 

the sample, with responsibilities in areas such as engineering, construction management, 

transportation, and finance.  About 50% of the team members had internships themselves, with 

one team member commenting how it was helpful in his current role, “I was also on this same 

team and interned for two years.  It gave me a pretty good grasp on this material and helped me 

land a career in this field.  I am now assisting with this intern since I went through the past 

internships.” 

Model 1:  Research Model with Intern Data  

 

 The first model that was tested in this study was Model 1, which used the intern dataset 

as its sample.  This sample consisted of 71 responses from interns on the specified constructs.  

Following Gefen and Straub (2005), the measurement model was first validated, followed by the 

testing of the structural model. 

 In the first step of the measurement model validation, I established the second-order 

constructs of intern performance expectations and intern empowerment by verifying the 

reliability and validity of the underlying first-order constructs and the significance of the paths 

connecting the first-order dimensions to the second-order constructs.  In the second step, I 

included the latent scores for the second-order constructs of intern performance expectations and 

intern empowerment, along with the other constructs of general self-efficacy, team leader social 

exchange, and team member social exchange.  I verified the reliability and validity of all the 

constructs.  Thus, the measurement model for the whole of Model 1 was validated.  Next, I tested 
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the structural model for Model 1 using the PLS algorithm and bootstrapping techniques.  I 

describe these procedures in detail in the following paragraphs. 

 Measurement model. 

 Step 1.  In Model 1 (intern data), there were two second-order constructs, namely 

performance expectations and empowerment.  Performance expectations had six dimensions of 

four items each in Time 1, while empowerment had four dimensions of three items each in Time 

2. 

 Tables 3.1 and 3.2 provide the outer loadings for each item and Cronbach’s alpha for 

each dimension of Time 1 performance expectations and Time 2 empowerment, respectively.  

The reliability of the underlying dimensions of the second-order constructs was established by 

verifying that the Cronbach’s alpha (Cronbach, 1951; McNeish, 2018) and the item loadings 

were above the recommended threshold of 0.70 (Nunnaly, 1978; Tables 3.1 and 3.2).  As shown 

in Table 3.3, convergent and discriminant validity were established by verifying that the average 

variance extracted (AVE) was greater than 0.5, and the square root of AVE represented in the 

diagonals was greater than the off-diagonal correlations. 

 Figures 3.4 and 3.5 show the path coefficients and p-values for the corresponding paths 

from the (first-order) dimensions to the second-order constructs of Time 1 intern performance 

expectations and Time 2 empowerment, respectively. 

 Once this model was established, I used the latent scores provided by the PLS algorithm 

for the second-order factors of intern performance expectations and intern empowerment in the 

second step of measurement model validation. 
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Table 3.1  

Intern Performance Expectations Outer Model Loadings and Dimension Cronbach’s Alpha 

(Time 1) 

Dimension           

Cronbach's alpha 

Question: In thinking about your internship, please tell us to 

what extent you are confident with the following statements.  
Loadings 

 Variable definition  

Career (0.891)  
 

 T1cre obtaining personal career goals 0.835 

 T1crf developing skills needed for your future career 0.840 

 T1crg making progress in your career 0.916 

 T1crh seeking out career opportunities 0.880 

Customer Service 

(0.925)  

 

 T1csu accurately anticipating customer's needs 0.890 

 T1csv establishing excellent rapport with customers 0.931 

 T1csw interacting professionally with customers 0.859 

 T1csx providing high-quality service to customers 0.933 

Innovator (0.899)  
 

 T1ini coming up with new ideas 0.858 

 T1inj working to implement new ideas 0.835 

 T1ink finding improved ways to do things 0.915 

 T1inl creating better processes and routines 0.894 

Job (0.842)  
 

 T1joa quantity of work output 0.825 

 T1job quality of work output 0.874 

 T1joc accuracy of work 0.917 

 T1joda providing customer service 0.638 

Organization (0.886)  
 

 T1orq 

doing things that help others when it's not part of your 

internship 
0.872 

 T1orr working for the overall good of the company 0.916 

 T1orsa doing things to promote the company 0.688 

 T1ort helping so that the company is a good place to be 0.918 

Team (0.879)  
 

 T1tem working as part of a team or workgroup 0.850 

 T1ten seeking information from others in your workgroup 0.852 

 T1teo making sure your workgroup succeeds 0.856 

 T1tep responding to the needs of others in your workgroup 0.866 

Note. Scale:  1 = not at all confident, 5 = neither, 7 =  extremely confident. a indicates outer model        

loadings ≤ 0.700 
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Table 3.2  

Intern Empowerment Outer Model Loadings and Dimension Cronbach’s Alpha 

(Time 2) 

Dimension                    

Cronbach's alpha 

Question: In thinking about your role as an intern, please 

tell us to what extent you agree with the following 

statements.   
Loadings 

 Variable definition  

Meaningfulness (0.960)   
T2ema The work I do is very important to me 0.949 

T2emb My job activities are personally meaningful to me  0.969 

T2emc The work I do is meaningful to me 0.969 

Competence (1.00)   

T2emda I am confident about my ability to do my internship 0.654 

T2emea I am self-assured about my capabilities to perform my 

work activities 
0.700 

T2emf I have mastered the skills necessary for my internship 1.000 

Self-Determination 

(0.844) 
  

T2emg 
I have significant autonomy in determining how I do my    

internship 
0.835 

T2emh I can decide on my own how to go about doing my work 0.890 

T2emi 
I have considerable opportunity for independence and    

freedom in how I do my internship 
0.891 

Impact (0.903)   

T2emj My impact on what happens in my work team is large 0.889 

T2emk 
I have a great deal of control over what happens in my 

work team 
0.925 

T2eml 
I have a significant influence over what happens in my 

work team 
0.931 

Note. Scale:  1 = strongly disagree, 5 = neither disagree or agree, 7 =  strongly agree. a indicates 

outer model loadings ≤ 0.700 
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Table 3.3  

Measurement Model Validation: Average Variance Extracted for Intern First-Order Constructs 

 

Variables Career Comp 

Cust. 

Ser. Impact Inn Job Meaning Org SelfDet Team  

Career 0.868           

Comp 0.197 1          

CustSer 0.417 0.141 0.904         

Impact 0.209 0.533 0.056 0.915        

Inn 0.595 0.331 0.377 0.363 0.876       

Job 0.576 0.360 0.462 0.186 0.660 0.873      

Meaning 0.289 0.351 0.250 0.539 0.424 0.302 0.963     

Org 0.612 0.189 0.416 0.065 0.391 0.534 0.183 0.903    

SelfDet 0.238 0.486 0.125 0.466 0.278 0.211 0.511 0.153 0.872   

Team 0.468 0.204 0.511 0.126 0.361 0.536 0.147 0.636 0.188 0.856  
Note. Comp = Competence, CustSer = Customer Service, Inn = Innovator, Meaning = Meaningfulness,         

Org = Organization, SelfDet = Self-Determination 
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Figure 3.4.  Intern performance coefficients.  ***p < 0.001.  Intern performance expectations 

construct path coefficients and p-values.  
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Figure 3.5.  Intern empowerment coefficients.  ***p < 0.001.  Intern empowerment construct 

path coefficients and p-values.  
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 Step 2.  In the second step, the constructs of general self-efficacy, LMX, and TMX were 

added to the model along with the latent scores for the second-order constructs of performance 

expectations and empowerment.  

 Tables 3.4, 3.5, and 3.6 provide the outer loadings for each item and the Cronbach’s 

alpha for the constructs of general self-efficacy, LMX, and TMX, respectively.  The reliability of 

the constructs was established by verifying that the Cronbach’s alpha (Cronbach, 1951; 

McNeish, 2018) and the item loadings were above the recommended threshold of 0.70 (Nunnaly, 

1978; Table 3.4, 3.5, and 3.6).  As shown in Table 3.7, convergent and discriminant validity were 

established by verifying that the AVE was greater than 0.5 and the square root of AVE 

represented in the diagonals was greater than the off-diagonal correlations. 
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Table 3.4  

Intern General Self-Efficacy Outer Model Loadings and Cronbach’s Alpha 

(Time 1) 

Items                                         

Cronbach's alpha 

Question: In thinking about your internship, 

please tell us to what extent you agree with the 

following statements. 

Loadings 

 Variable Definition  

General Self- Efficacy (0.940)   
T1efa I will be able to achieve most of the goals that I        

have set for myself 

0.837 

T1efb When facing difficult tasks, I am certain that I 

will accomplish them 

0.853 

T1efc In general, I think that I can obtain outcomes 

that are important to me 

0.828 

T1efd I believe I can succeed at most any endeavor to 

which I set my mind 

0.874 

T1efe I will be able to successfully overcome many 

challenges 

0.907 

T1eff I am confident that I can perform effectively on 

many different tasks 

0.866 

T1efga Compared to other people, I can do most tasks 

very well 

0.655 

T1efh Even when things are tough, I can perform quite 

well 

0.839 

Note. Scale:  1 = strongly disagree, 5 = neither disagree or agree, 7 =  strongly agree. a indicates 

outer model loadings ≤ 0.700 
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Table 3.5  

Team Leader Social Exchange Relationship Outer Model Loadings and Cronbach’s Alpha 

(Time 2) 

Items                            

Cronbach's alpha 

Question: In thinking about how you relate to your team 

leader in your work team, please rate the quality of your 

relationship with your team leader or supervisor.  
Loadings 

Team Leader Exchange (0.945) Variable definition  
T2xla Regardless of how much power he/she has built into 

his/her position my team leader would be personally 

inclined to use his/her power to help me solve problems in 

my work. 

0.783 

T2xlb I can count on my team leader to "bail me out" even at his 

or her own expense, when I really need it. 

0.781 

T2xlc I usually know how satisfied my team leader is with me. 0.837 

T2xld My team leader understands my problems and needs. 0.934 

T2xle My team leader recognizes my potential well. 0.885 

T2xlf My team leader has enough confidence in me that he/she 

would defend and justify my decisions if I were not 

present to do so. 

0.846 

T2xlg I usually know where I stand with my team leader. 0.859 

T2xlh I would characterize the working relationship I have with 

my team leader as extremely effective. 

0.864 

Note. Scale: 1 = strongly disagree, 5 = neither disagree or agree, 7 =  strongly agree.  
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Table 3.6  

Team Member Social Exchange Relationship Outer Model Loadings and Cronbach’s alpha 

(Time 2) 

Items                                        

Cronbach's alpha 

Question: In thinking about how you relate to 

your co-worker identified in this research study, 

and who you spend time with, please rate the 

quality of your relationship with your co-worker.  

Loadings 

Team Member Exchange (0.957) Variable definition 
 

T2xma Regardless of how much power he/she has built 

into his/her position my co-worker would be 

personally inclined to use his/her power to help 

me solve problems in my work. 

0.840 

T2xmb I can count on my co-worker to "bail me out" 

even at his or her own expense, when I really 

need it. 

0.819 

T2xmc I usually know how satisfied my co-worker is 

with me. 

0.916 

T2xmd My co-worker understands my problems and 

needs. 

0.904 

T2xme My co-worker recognizes my potential well. 0.861 

T2xmf My co-worker has enough confidence in me that 

he/she would defend and justify my decisions if I 

were not present to do so. 

0.905 

T2xmg I usually know where I stand with my co-worker. 0.904 

T2xmh I would characterize the working relationship I 

have with my co-worker as extremely effective. 

0.862 

Note. Scale: 1 = strongly disagree, 5 = neither disagree or agree, 7 =  strongly agree.  
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Table 3.7  

Measurement Model Validation: Average Variance Extracted for Intern Final Model 

 

Variables Empower 

First 

Int Gender PerfExp Self-Eff Status TLeaderEx TMemberEx 

Empower 1        

First Int -0.096 1       

Gender -0.027 -0.089 1      

PerfExp 0.368 0.074 0.016 1     

Self-Eff 0.262 -0.079 0.016 0.526 0.858    

Status 0.028 -0.204 0.078 0.106 0.200 1   

TLeaderEx 0.627 0.009 0.069 0.404 0.280 0.005 0.850  
TMemberEx 0.609 0.086 0.075 0.444 0.181 0.117 0.684 0.877 

Note. Variables:  First Int = First Internship,       

PerfExp = Performance Expectations, Self-Eff = Self-Efficacy,      

TLeaderEx = Team Leader Exchange, TMemberEx = Team Member Exchange  
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Figure 3.6.  Intern structural model.  Intern Galatea path coefficients of intern performance 

expectations mediated by social exchanges and the resultant intern empowerment. N = 71. *p < 

0.05, **p < 0.01, ***p < 0.001 
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 The results of the intern hypothesized model are shown in Figure 3.6.  As expected, intern 

general self-efficacy positively predicted intern performance expectations (H1: b = 0.526, p < 

0.001).  The multidimensional construct of intern performance expectations positively predicted 

the quality of leader exchanges (H2: b = 0.404, p <0.001) and the quality of member exchanges 

(H3: b = 0.444, p < 0.001) with interns.  Additionally, the quality of team leader social exchange 

relationships positively influenced interns’ sense of empowerment (H4: b = 0.379, p < 0.01), and 

the quality of the member exchange relationship also positively influenced interns’ sense of 

empowerment (H5: b = 0.373, p < 0.05).  When controlling for the variables of gender (b = -

0.096, p > 0.1), status in college (b = 0.050, p > 0.1), and first internship (b = -0.130, p > 0.1), 

these relationships were not significant to intern empowerment. 

Model 2: Research Model with Team Leader Data  

 

 The second model that was tested in this study was Model 2, which used the team leader 

dataset as its sample.  This sample consisted of 45 responses from team leaders and followed the 

same procedure as the Intern Model 1 of validation of the measurement model (Gefen & Straub, 

2005) and then testing of the structural model. 

 Measurement model. 

 Step 1.  In Model 2 (team leader data), there are two second-order constructs, namely 

team leader expectations of intern performance in Time 1 and team leader assessment of intern 

role performance in Time 3, with each construct having six dimensions and four items for each 

dimension.  Tables 3.8 and 3.9 provide the items’ outer loadings and Cronbach’s alpha for each 

of the constructs’ dimensions.  Thus, the reliability of the underlying dimensions of the second-

order constructs was established.  As shown in Table 3.10, convergent and discriminant validity 

were established.  Figures 3.7 and 3.8 show the path coefficients and p-values for the 
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corresponding paths from the (first-order) dimensions to the second-order constructs of team 

leader expectations of intern performance and team leader assessment of intern role performance. 

  Step 2.  In the second step of Model 2, I used the latent scores for the second-order 

constructs of team leader expectations of intern performance, team leader assessment of intern 

role performance, and intern empowerment.  As shown in Table 3.11, convergent and 

discriminant validity were established. 
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Table 3.8  

Team Leader Performance Expectations of Intern Outer Model Loadings and Cronbach’s Alpha 

(Time 1) 

Dimension         

Cronbach's Alpha 

Question: In thinking about the performance of the college 

intern that you supervise, please rate how confident you are 

that he or she is expected to successfully accomplish each 

of the following outcomes and activities while working as 

part of your current work team. 

Loadings 

Career (1.00) Variable definition  
T1cre obtaining personal career goals 1.000 

T1crfa developing skills needed for his/her future career 0.654 

T1crga making progress in his/her career 0.585 

T1crha seeking out career opportunities 0.679 

Customer Service 

(0.946)   
T1csu accurately anticipating customer's needs 0.906 

T1csv establishing excellent rapport with customers 0.939 

T1csw interacting professionally with customers 0.909 

T1csx providing high-quality service to customers 0.957 

Innovator (0.936)   
T1ini coming up with new ideas 0.913 

T1inj working to implement new ideas 0.891 

T1ink finding improved ways to do things 0.928 

T1inl creating better processes and routines 0.929 

Job (0.787)   

T1joaa quantity of work output 0.578 

T1job quality of work output 0.877 

T1joc accuracy of work 0.918 

T1jod providing customer service 0.716 

Organization (0.857)   

T1orq 

doing things that help others when it's not part of his/her 

internship 0.947 

T1orr working for the overall good of the company 0.922 

T1orsa doing things to promote the company 0.696 

T1orta helping so that the company is a good place to be 0.606 

Team (0.828)   

T1tema working as part of a team or workgroup 0.700 

T1ten seeking information from others in his/her workgroup 0.811 

T1teo making sure his/her workgroup succeeds 0.913 

T1tep responding to the needs of others in his/her workgroup 0.862 

Note. Scale:  1 = not at all confident, 5 = neither,7 =  extremely confident. a indicates outer model 

loadings ≤ 0.700 
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Table 3.9  

Team Leader Performance Assessment of Intern Outer Model Loadings and Cronbach’s Alpha 

(Time 3) 

Dimension Cronbach's 

Alpha 

Question: In thinking about the performance of the 

college intern in your work team, please rate the 

performance of the intern. 

Loadings 

Career (0.920) Variable definition  
T3pce obtaining personal career goals 0.896 

T3pcf developing skills needed for his/her future career 0.927 

T3pcg making progress in his/her career 0.934 

T3pch seeking out career opportunities 0.834 

Customer Service (0.938)   
T3pcsu accurately anticipating customer's needs 0.902 

T3pcsv establishing excellent rapport with customers 0.934 

T3pcsw interacting professionally with customers 0.884 

T3pcsx providing high-quality service to customers 0.949 

Innovator (0.964)   
T3pii coming up with new ideas 0.940 

T3pij working to implement new ideas 0.926 

T3pik finding improved ways to do things 0.964 

T3pil creating better processes and routines 0.967 

Job (0.907)   
T3pja quantity of work output 0.852 

T3pjb quality of work output 0.915 

T3pjc accuracy of work 0.917 

T3pjd providing customer service 0.854 

Organization (0.954)   
T3poq doing things that help others when it's not part of his/her 

internship 0.942 

T3por working for the overall good of the company 0.952 

T3pos doing things to promote the company 0.913 

T3pot helping so that the company is a good place to be 0.943 

Team (0.959)   
T3ptm working as part of a team or workgroup 0.918 

T3ptn seeking information from others in his/her workgroup 0.932 

T3pto making sure his/her workgroup succeeds 0.972 

T3ptp responding to the needs of others in his/her workgroup 0.953 

Note.  Scale: 1 = needs much improvement to 7 = excellent  
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Table 3.10  

Measurement Model Validation: Average Variance Extracted for Team Leader First-Order 

Constructs  

 

  

 

 

   

Variables T1Career T3Career T3CustSer T1CustSer T1Inn T3Inn T1Job T3Job T1Org T3Org T1Team T3Team

T1Career 1.000

T3Career 0.562 0.899

T3CustSer 0.329 0.559 0.918

T1CustSer 0.456 0.525 0.614 0.928

T1Inn 0.497 0.524 0.419 0.331 0.915

T3Inn 0.388 0.676 0.665 0.453 0.514 0.950

T1Job 0.461 0.519 0.479 0.508 0.418 0.374 0.842

T3Job 0.505 0.762 0.693 0.454 0.549 0.673 0.608 0.885

T1Org 0.350 0.399 0.431 0.475 0.410 0.204 0.442 0.473 0.935

T3Org 0.443 0.717 0.726 0.557 0.487 0.679 0.516 0.717 0.448 0.938

T1Team 0.327 0.367 0.407 0.508 0.384 0.233 0.541 0.467 0.554 0.453 0.863

T3Team 0.600 0.641 0.712 0.592 0.387 0.597 0.442 0.655 0.290 0.783 0.356 0.944

Note. Time 1 = start of internship; Time 3 = 60 days from start of internship; CustSer = Customer Service, Inn = Innovator, Org = Organization 
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Figure 3.7.  Team leader performance expectations coefficients. ***p < 0.001.  Team leader 

performance expectations of intern construct path coefficients and p-values. 
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Figure 3.8.  Team leader performance assessment coefficients. ***p < 0.001.  Team leader 

assessment of intern role performance construct path coefficients and p-values. 
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Table 3.11  

Measurement Model Validation: Average Variance Extracted for Team Leader Final Model 

 

Variables Age Empower Gender Internship PerfExp Role Perf 

Age 1      
Empower 0.105 1     
Gender 0.298 -0.311 1    
Internship -0.262 -0.070 -0.118 1   
PerfExp -0.148 0.163 -0.154 -0.117 1  
Role Perf -0.002 0.216 -0.246 -0.032 0.737 1 

Note. PerfExp = Performance Expectations; Role Perf = Role Performance  
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Figure 3.9.  Team leader structural model. Team leader Pygmalion path coefficients of 

leader performance expectations of interns mediated by intern empowerment with the 

resultant intern role performance as assessed by team leaders.  N = 45.  **p < 0.01 
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 The results of the team leader hypothesized model are shown in Figure 3.9.  Team leader 

performance expectations did not influence intern empowerment (H6: b = 0.163, p > 0.1).  This 

result was surprising, given that in Figure 3.6, the intern’s leader exchange relationship positively 

impacted the intern’s sense of empowerment.  Intern empowerment also did not influence the 

team leader’s assessment of intern role performance (H7: b = 0.031, p > 0.1).  However, as 

predicted, leader performance expectations were positively related to intern role performance 

(H8: b = 0.742, p < 0.001).  The results indicate that team leaders set expectations for intern 

performance at the onset of the internship and subsequently assess intern performance consistent 

with those expectations, in alignment with the Pygmalion effect.  When the control variables of 

age (b = 0.175, p > 0.1), gender (b = -0.164, p > 0.1), and internship experience (b = 0.083, p > 

0.1) were added to the analysis, it was found that none of these variables were significantly 

related to the team leader’s assessment of intern role performance. 

 

Model 3: Research Model with Team Member Data  

 

 The third model that was tested in this study was Model 3, which used the team member 

dataset as its sample.  This sample consisted of 40 responses from team members and followed 

the same procedure as the intern Model 1 and team leader Model 2 of validation of the 

measurement model (Gefen & Straub, 2005) and then testing of the structural model. 

 Measurement model. 

 Step 1.  In Model 3 (team member data), there are two second-order constructs, namely 

team member expectations of intern performance in Time 1 and team member assessment of 

intern role performance in Time 3, with each construct having six dimensions and four items for 

each dimension.  Tables 3.12 and 3.13 provide the items’ outer loadings and Cronbach’s alpha 

for each of the constructs’ dimensions.  Thus, the reliability of the underlying dimensions of the 
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second-order constructs was established.  As shown in Table 3.14, convergent and discriminant 

validity were established, and Figures 3.10 and 3.11 show the path coefficients and p-values for 

the corresponding paths from the (first-order) dimensions to the second-order constructs of team 

member expectations of intern performance and team member assessment of intern role 

performance. 

  Step 2.  In the second step of Model 3, I used the latent scores for the second-order 

constructs of team member expectations of intern performance, team member assessment of 

intern role performance, and intern empowerment.  As shown in Table 3.15, convergent and 

discriminant validity were established. 
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Table 3.12  

Team Member Performance Expectations of Intern Outer Model Loadings and Cronbach’s 

Alpha 

(Time 1) 

Dimension            

Cronbach's Alpha 

Question: In thinking about the performance of the college 

intern in your work team, please rate how confident you are 

that he or she is expected to successfully accomplish each of 

the following outcomes and activities while working as part 

of your current work team  

Loadings 

Career (0.852)   
T1Mcrea obtaining personal career goals 0.644 

T1Mcrf developing skills needed for his/her future career 0.908 

T1Mcrg making progress in his/her career 0.915 

T1Mcrh seeking out career opportunities 0.812 

Customer Service 

(0.819)   
T1Mcsu accurately anticipating customer's needs 0.848 

T1Mcsv establishing excellent rapport with customers 0.869 

T1Mcswa interacting professionally with customers 0.635 

T1Mcsx providing high-quality service to customers 0.852 

Innovator (0.903)   
T1Mini coming up with new ideas 0.846 

T1Minj working to implement new ideas 0.860 

T1Mink finding improved ways to do things 0.921 

T1Minl creating better processes and routines 0.892 

Job (0.883)   
T1Mjoa quantity of work output 0.885 

T1Mjob quality of work output 0.921 

T1Mjoc accuracy of work 0.861 

T1Mjod providing customer service 0.772 

Organization (0.918)   
T1Morq doing things that help others when it's not part of his/her 

internship 0.935 

T1Morr working for the overall good of the company 0.933 

T1Morsa doing things to promote the company 0.681 

T1Mort helping so that the company is a good place to be 0.912 

Team (0.713)   
T1Mtema working as part of a team or workgroup 0.673 

T1Mtena seeking information from others in his/her workgroup 0.652 

T1Mteo making sure his/her workgroup succeeds 0.881 

T1Mtep responding to the needs of others in his/her workgroup 0.881 

Note: 1 = not at all confident; 5 = neither; 7 = extremely confident. a indicates outer model loadings  

≤ 0.700. 
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Table 3.13  

Team Member Performance Assessment of Intern Outer Model Loadings and Cronbach’s Alpha 

(Time 3) 

Dimension           

Cronbach's alpha 

Question: In thinking about the performance of the college 

intern in your work team, please rate the performance of the 

intern 

Loadings 

Career (0.825) Variable definition  
T3Mpcea obtaining personal career goals 0.697 

T3Mpcf developing skills needed for his/her future career 0.859 

T3Mpcg making progress in his/her career 0.889 

T3Mpch seeking out career opportunities 0.834 

Customer Service 

(0.903)   
T3Mpcsu accurately anticipating customer's needs 0.930 

T3Mpcsv establishing excellent rapport with customers 0.919 

T3Mpcswa interacting professionally with customers 0.565 

T3Mpcsx providing high-quality service to customers 0.944 

Innovator (0.923)   
T3Mpii coming up with new ideas 0.886 

T3Mpij working to implement new ideas 0.924 

T3Mpik finding improved ways to do things 0.943 

T3Mpil creating better processes and routines 0.853 

Job (0.908)   
T3Mpja quantity of work output 0.883 

T3Mpjb quality of work output 0.954 

T3Mpjc accuracy of work 0.919 

T3Mpjda providing customer service 0.578 

Organization (0.921)   

T3Mpoq 
doing things that help others when it's not part of his/her 

internship 0.947 

T3Mpor working for the overall good of the company 0.825 

T3Mpos doing things to promote the company 0.875 

T3Mpot helping so that the company is a good place to be 0.946 

Team (0.911)   
T3Mptm working as part of a team or workgroup 0.902 

T3Mptna seeking information from others in his/her workgroup 0.641 

T3Mpto making sure his/her workgroup succeeds 0.932 

T3Mptp responding to the needs of others in his/her workgroup 0.929 

Note: Scale: 1 = needs much improvement to 7 = excellent. a indicates outer model loadings 

≤ 0.700.  
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Table 3.14  

Measurement Model Validation: Average Variance Extracted for Team Member First-Order 

Constructs 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

Variables T1Career T3Career T1CustSer T3CustSer T1Inn T3Inn T1Job T3Job T1Org T3Org T1Team T3Team

T1Career 0.880

T3Career 0.184 0.861

T1CustSer 0.276 0.104 0.856

T3CustSer 0.244 0.498 0.515 0.931

T1Inn 0.363 0.345 0.501 0.364 0.880

T3Inn 0.233 0.584 0.380 0.636 0.571 0.902

T1Job 0.530 0.197 0.706 0.401 0.558 0.369 0.862

T3Job 0.216 0.659 0.343 0.668 0.565 0.725 0.466 0.919

T1Org 0.630 0.311 0.669 0.516 0.564 0.494 0.673 0.505 0.927

T3Org 0.396 0.651 0.367 0.742 0.575 0.777 0.522 0.751 0.585 0.900

T1Team 0.545 0.146 0.603 0.459 0.582 0.492 0.648 0.390 0.719 0.542 0.881

T3Team 0.240 0.716 0.278 0.710 0.462 0.637 0.353 0.693 0.495 0.765 0.499 0.921

Note. Time 1 = start of internship; Time 3 = 60 days from start of internship; CustSer = Customer Service, Inn = Innovator, Org = Organization 
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Figure 3.10.  Team member performance expectations coefficients. ***p < 0.001.  Team 

member performance expectations of intern construct path coefficients and p-values.       
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Figure 3.11.  Team member performance assessment coefficients. ***p < 0.001.  Team member 

assessment of intern role performance path coefficients and p-values.             
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Table 3.15  

Measurement Model Validation: Average Variance Extracted for Team Member Final Model 

 

Variables Age Empower Gender Internship PerfExp Role Perf 

Age 1      

Empower -0.094 1     

Gender 0.093 0.117 1    

Internship -0.297 0.043 0.050 1   

PerfExp 0.247 -0.243 -0.255 -0.018 1  

Role Perf 0.188 -0.099 -0.137 -0.097 0.599 1 

Note. PerfExp = Performance Expectations; Role Perf = Role Performance 
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Figure 3.12. Team member structural model. Team member Pygmalion path coefficients 

of member performance expectations of interns mediated by intern empowerment with 

the resultant intern role performance as assessed by team members. N = 40.  *p < 0.05, 

***p < 0.001. 
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 The hypothesized model of team member performance expectations can be found in 

Figure 3.12.  Hypothesis 9 demonstrates an interesting dynamic in that member performance 

expectations were found to negatively influence intern empowerment (H9: b = -0.243, p < 0.05).  

Similar to team leaders, intern empowerment did not influence the team member’s assessment of 

intern role performance (H10: b = 0.053, p > 0.1).  However, team member performance 

expectations in Time 1 consistently held throughout the three time periods and positively relates 

to the team members’ assessment of intern performance (H11: b = 0.611, p < 0.001) in Time 3.  

When controlling for age (b = 0.015, p > 0.1), gender (b = 0.016, p > 0.1), and internship 

experience (b = -0.084, p > 0.1), these variables did not significantly impact team members’ 

assessment of intern role performance. 

 Discussion 

 As one of the first studies of intern performance expectations and intern role performance 

in a work team environment with the data provided by interns, team leaders, and team members, 

this research sheds new light on the dynamic, empowering relationships between interns and 

their work teams.  The distinctive longitudinal research design involved “phenomena at vertical 

and horizontal levels of analysis and the interconnections between those levels through time” 

(Pettigrew, 1990, p. 269) to generate findings that permit a causal interpretation (Bryman & Bell, 

2015, p.174).  Pettigrew (1990) argued that a longitudinal study is best for researching 

developmental trends, such as newcomer and intern socialization processes. 

  In this three-month long study, the research results provide empirical evidence that 

college interns are organizational newcomers.  Interns expect to make meaningful contributions 

to their work teams and are empowered to perform.  At the onset of the internship, team leaders’ 

and team members’ expectations are set high, and interns rise to meet those expectations. 
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  The Galatea effect of self-fulfilling expectations, combined with the strength of the 

social exchange relationships, empowers interns to perform.  Early on in the newcomer and 

intern socialization process, the intern’s Galatea effect of setting high expectations of one's 

performance influences the positive relationships with team leaders and team members.  These 

relationships instill an even higher sense of empowerment among interns.  Empowerment, with 

its four dimensions, provides further insight on the influence of factors such as the 

meaningfulness of the internship role, skill competence and task mastery, self-determination, and 

the impact of interns on the work team.  The evidence of intern empowerment flows from the 

significant, positive relationship of the LMX (p < 0.01) and TMX relationships (p < 0.05).  

 The strength of the Pygmalion effect from team leaders and team members of 

setting expectations and then aligning those expectations to actual intern role performance 

was a highly significant and fascinating result.  The significance of the relationships         

(p < 0.001) between performance expectations of team leaders and members to their 

assessment of intern role performance at the end of the internship builds on the 

fundamental tenet of the Pygmalion effect that expectations drive performance over time.  

 Performance expectations ranged from job characteristics to team dynamics, 

organization support, customer service, innovation, and career development; these were 

rated at the onset of the internship and then eight weeks later as team leaders and members 

assessed intern role performance.  It might be argued that prior experience with interns on 

a work team can set low to moderate expectations.  However, on the 7-point Likert scale 

used in this study, there were very few 3- or 4-point ratings among the leaders and 

members, so this does not appear to be the case in the present study.  
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 Additionally, research by Liden et al. (1993) supports the idea that leader and member 

expectations of each other assessed in the first five days in the life of the dyad predicts the 

quality of LMX and TMX at two weeks and six weeks.  Thus, it is clear that the power of 

expectations is developed early in the life of an internship. 

 The significant relationship of team member performance expectations and intern 

empowerment reinforces the influence, in this case, negative or challenging, that team 

members have on interns in their sense of empowerment early on in their internships.  The 

result that team members’ performance expectations have a significant, negative 

relationship to intern empowerment (b = -0.243, p < 0.05) emphasizes that team members 

are on the front lines of the day-to-day activities and outcomes of an intern’s work (Banks 

et al., 2014).  Team members are going to challenge interns to specific competencies in a 

work team.   

 In the dimension weight loadings on the assessment of intern role performance, 

there were differences between the team leader and team member.  The team leader beta 

weights emphasized organization (0.211, p < 0.001), team (0.203, p < 0.001) and innovator  

(0.200, p < 0.001) versus the team member beta weights of organization (0.246, p < 0.001), 

innovator (0.225, p < 0.001), and job (0.186, p < 0.001).  Team members focused on the intern 

supporting the organization, coming up with new ideas, creating new processes and ways of 

doing things, and doing their assigned jobs—precisely what team members look forward to in 

having an intern on their work team (Bartelt, 2019).   

 One may argue that the significant positive relationship between expectations and intern 

role performance is the internship structure in this study, in that engineering, information 

technology, accounting, finance, marketing, supply chain, and other business functions have a 
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disciplined, project-based framework for performance.  However, this supports the argument 

made for structure and onboarding interns as organizational newcomers, getting them up to speed 

as fast as possible (Dailey, 2016; Dixon et al., 2005).  

 It is unclear as to why team leader performance expectations did not positively 

relate to intern empowerment.  Empowerment worked in one direction with interns being 

empowered by their relationships with team leaders, and other social capital researchers 

have documented the strength of the LMX relationship between leaders and interns (Rose 

et al., 2014).  Perhaps, team leaders in this study delegated more of the internship 

responsibilities to team members and thus were less visible to their respective interns.   

 Additionally, in the Pygmalion research models for the team leader and team member, an 

alternative hypothesized relationship for a mediating variable other than intern empowerment 

should be considered.  Potentially, LMX and TMX may support a positive relationship between 

performance expectations and intern role performance.  In the intern Galatea model, the 

exchange relationships contributed to the significant positive association of intern empowerment 

(LMX: p < 0.01; TMX: p < 0.05).  Thus, there is an opportunity for further investigation of 

hypothesized relationships between the team leaders’ and members’ performance expectations of 

interns to the interns’ perceptions of exchange relationships and then the hypothesized positive 

association to the intern’s role performance.    

     Theoretical Implications  

Newcomer Socialization Theory  

 This research contributes to the body of knowledge concerning newcomer socialization in 

team settings and demonstrates the positive association of team leader and team member 
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expectations on intern role performance.  To date, research on internships has not considered the 

influence of expectations by both team leaders and team members in the context of a work team.  

 The acceleration of the socialization process requires interns to rapidly adapt, learn, and 

perform from the phases of anticipate, encounter, and adjustment within an eight- to 10-week 

time period (Anderson & Thomas, 1996).  The importance of interns getting up to speed within 

one to two months, a substantially faster start-up curve than most newcomer-oriented roles 

(Dailey, 2016), presents researchers with an alternative way to analyze newcomer socialization 

constructs.  

 If organizations are to fully engage interns, setting expectations as a project team and 

developing strong relationships that empower interns provides a productive scenario for 

achieving performance as early as possible.  Newcomer socialization researchers have sought to 

understand better socialization processes in a work environment (Kozlowski & Bell, 2003), and 

there is a need for more empirical research on interns (Narayanan et al., 2010).  Thus, it would be 

a good fit to consider intern research in the context of advancing insight in newcomer 

socialization theories.  Additionally, socialization researchers have a preview of the future 

workforce with these young professionals assimilating in their work team environments, 

establishing social relationships, and virtually networking (Selingo, 2018). 

Galatea and Pygmalion Theory 

 Eden’s (1990, 1992) research applying the principles of the Galatea and Pygmalion 

theories began in military settings, followed by hundreds of studies on the Galatea self-fulfilling 

effect and the Pygmalion leader–follower expectations on performance (Rosenthal, 2002).  In 

reviewing how expectations by interns, team leaders, and team members are magnified and 
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formed quickly during an intern’s socialization period (Chen & Klimoski, 2003), this research 

provides a distinctive contribution to the body of knowledge of Galatea and Pygmalion theories.  

 To date, there has been no research located that has evaluated interpersonal and 

motivational processes, such as self-efficacy and social exchanges, to help explain the influence 

of team leader and team member expectations on intern effectiveness.  Notably, the current 

research demonstrates the power of an intern's performance expectations and the cascading effect 

that these expectations have on social exchange relationships with team leaders and team 

members and then the resultant empowerment that interns experience in their internship.  

Team Leader Exchange and Team Member Exchange  

 The potential to expand the body of knowledge of LMX and TMX theories to newcomers 

and interns supports recent research on the juxtaposition of leaders and coworkers enabling 

resources (Delobbe, Cooper-Thomas, & DeHoe, 2016; Farh et al., 2017).  Specifically, this study 

supports the investigation of the intrinsic value of when team members support and provide 

resources to newcomers, such as interns, on a work team.  In this study, interns and team member 

relationships enriched the understanding of the multi-dimensional factors associated between 

TMX and intern role performance. 

 The team member relationship with an intern is fascinating.  It appears that through the 

social support of team members, interns are empowered and perform (Jokisaari, 2013), as 

evidenced by the significant relationship between team members’ performance expectations and 

intern empowerment.  The strong social ties of interns with team members create this reciprocal 

pattern of mutual respect and trust, which then drives greater performance by the intern to go 

above the expected and do the extra work (Podsakoff et al., 2009).  As an example of a team 



INTERNS’ IMPACT ON WORK TEAMS 

 

158 

 

member’s comment on the impact of an intern, “Powerful work ethic that elevated the entire 

work team performance.”  

Practical Implications 

       Human resource practitioners who recruit, hire, and hopefully retain their interns as new 

employees can utilize the findings of this research to strengthen their organizations’ approaches 

to internships.  The research results can serve as a resource tool on how to effectively onboard, 

socialize, and develop a structured program for interns to perform successfully.  The research 

suggests that recruitment and socialization practices for interns should align with project team 

initiatives and expectations, in that interns who have high generalized self-efficacy will benefit 

from the natural reinforcement of team leader coaching and team member mentoring on 

performance.  In turn, this boost of relationship-building creates a stronger connection between 

interns, team leaders, and team members that align with team goals.  As a human resource 

professional from one of the manufacturing firms participating in the study commented, “By 

participating in this research study, we learned the importance of setting expectations of our 

intern’s role and responsibilities and how we can improve the internship experience for all of us.” 

 The results also suggest that team members play a crucial role in the intern's sense of 

empowerment and performance effectiveness.  It thus follows that team members should be an 

integral part of the onboarding, mentoring, and assessment processes in an organization's 

internship program.  Without the day-to-day support of team members to show interns the ins 

and outs of an organization and its culture, interns will be less effective.  In this study, team 

members were colleagues or friends, with nearly the same age, education, and passion for their 

profession—engineers, accountants, marketers, or human resource professionals—ready to help 

and make sure that their interns would be successful.  The pride of the team was at stake, as one 
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team member stated,  "Our intern has learned quickly to be able to step in and provide the team 

with much-needed support on their increased workload, to be able to stay up to date with projects 

and daily tasks.  Without him, we would have fallen behind our goals we set due to an increase in 

our business."   

 College interns represent a fresh, new perspective on challenges in the workplace.  

There is a distinct advantage for practitioners to pay close attention to interns as organizational 

newcomers, in that management resources can gain a continuous loop of new ideas.  As 

described by an engineering team member that supervises interns, “We listen to our interns and 

expect to take their recommendations and improve our processes.” 

 Finally, human resource professionals hiring interns need to ensure that there are 

meaningful tasks, projects, and high-quality impacts that will challenge and encourage the 

intern's learning, development, and growth expectations.  Moreover, the organization should set a 

welcoming climate for interns, making them feel like newcomers who are valued and supported 

as the next generation of talent.  

    Limitations and Future Research 

 The relatively small sample in this research lowered the power to detect statistically 

significant relationships if they, in fact, exist.  Still, the application of PLS analyses supported 

most of the hypothesized relationships.  The convenience sample represented a diverse pool of 

interns, team leaders, and team members from 17 manufacturing, technology, and professional 

services firms on work teams from the tax department to engineering, operations, human 

resources, information technology, and marketing.  Additionally, although measures were 

collected at different times through different sources, future research might examine more 

objective performance criteria provided by human resource professionals.  
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 The extent to which the findings generalize to other newcomer and intern work teams 

should be investigated.  For example, virtual work teams have different norms for onboarding 

and socialization processes, and interns would need to navigate and learn about their roles and 

expectations for performance in that setting.  In this study, interns were physically present in the 

organization to share resources, understand workflows, and create value.  In a virtual 

environment, it is an entirely new experience. 

 Fundamentally, there should be more empirical studies on the effectiveness of college 

internships as field research.  As one of the first research studies to triangulate performance 

expectations of interns, team leaders, and team members, the study results suggest there is a vast 

landscape for discovery.  

 The multidimensional construct of intern empowerment—self-determination, 

competence, meaningfulness, and impact—should be examined to understand what are the 

factors that influence an intern's sense of empowerment.  Qualitative comments from interns on 

how to improve internships support increased meaningfulness in tasks and assignments to make 

an impact with their work team. 

 The body of knowledge of TMX theory would be enhanced by examining relationships 

between college interns and team members as catalysts for innovation, diversity, and retention in 

work teams (Banks et al., 2014; Rutishauser & Sender, 2019).  Team members exuded 

enthusiasm and pride for their interns on the project teams when asked about the intern impact on 

their project team.  A team member in marketing said it best about her intern, "She was a critical 

player on many of our most important customer-facing projects."   

 One of the more intriguing areas for future research and practitioner application is to 

develop objective performance measurements for internship effectiveness.  Human resource 
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professionals positively commented on the performance measures used in this study as a starting 

point for 360-degree feedback discussions for interns and their team leaders.  Additionally, 

practitioners want to understand better when interns need to be challenged to perform and the 

mechanisms and resources to improve the internship experience.  

      Conclusion 

 As one of the first studies of intern performance expectations and intern role performance 

in a work team environment by interns, team leaders, and team members, this research enlightens 

researchers on the dynamic, empowering relationships between interns and their work teams.  

The longitudinal research provides empirical evidence that college interns are organizational 

newcomers who expect to make meaningful contributions to their work teams and are 

empowered to perform.  

 Additionally, this research demonstrates the power of an intern's performance 

expectations and the cascading effect that these expectations have on social exchange 

relationships with team leaders and team members and then the resultant empowerment that 

interns experience in their internships.  Conversely, team leaders’ and team members’ 

expectations are set high early in the internship, and interns rise to meet those expectations. 

   Expanding the body of knowledge of LMX and TMX theories to interns provides 

researchers with pathways for further investigation on the intrinsic value of when team members 

support and provide resources to newcomers, such as interns, in a work team.  In this study, 

intern and team member relationships enriched the understanding of the multi-dimensional 

factors associated between TMX and intern role performance. 

 In today's challenge to harness future talent, college interns provide organizations with 

fresh, new, diverse ways of thinking and doing.  Work teams benefit from intern talent.  Team 



INTERNS’ IMPACT ON WORK TEAMS 

 

162 

 

leaders and team members develop enduring, positive relationships with young professionals, 

and project teams achieve exceptional results when college interns are on board. 
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 Appendix II 

Measurement Scales 

 

General Self-Efficacy Scale 

Source: Chen, G., Gully, S. M., & Eden, D. (2001). 

Likert Scale: 1 = strongly disagree, 4 = neither disagree nor agree, 7 = strongly agree 

1. I will be able to achieve most of the goals that I have set for myself. 

2. When facing difficult tasks, I am certain that I will accomplish them. 

3. In general, I think that I can obtain outcomes that are important to me. 

4. I believe I can succeed at most any endeavor to which I set my mind. 

5. I will be able to successfully overcome many challenges. 

6. I am confident that I can perform effectively on many different tasks. 

7. Compared to other people, I can do most tasks very well. 

8. Even when things are tough, I can perform quite well. 

Empowerment 

Source: Spreitzer, G. M. (1995). 

Likert Scale: 1= strongly disagree, 4= neither disagree nor agree, 7 = strongly agree 

Meaning: 

1. The work I do is very important to me. 

2. My job activities are personally meaningful to me. 

3. The work I do is meaningful to me. 

Competence: 

4. I am confident about my ability to do my internship. 

5. I am self-assured about my capabilities to perform my work activities. 
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6. I have mastered the skills necessary for my internship. 

Self Determination 

7. I have significant autonomy in determining how I do my internship. 

8. I can decide on my own how to go about doing my work. 

9. I have considerable opportunity for independence and freedom in how I do my internship. 

Impact 

10. My impact on what happens in my work team is large. 

11. I have a great deal of control over what happens in my work team. 

12. I have a significant influence over what happens in my work team. 

Role-Based Performance Scale Employee Version 

Source: Welbourne, T. M., Johnson, D. E., & Erez, A. (1998); Chen, G., & Klimoski, R. J. 

(2003). 

Likert Scale: 1 = needs much improvement, 7 = excellent 

Job (doing things specifically related to one’s job description) 

1. Quantity of work output 

2. Quality of work output 

3. Accuracy of work 

4. Providing customer service 

Career (obtaining the necessary skills to progress) 

5. Obtaining personal career goals 

6. Developing skills needed for his/her future career 

7. Making progress in his/her career 

8. Seeking out career opportunities 
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Innovator (creativity and innovation in one’s job) 

 9.  Coming up with new ideas 

10. Working to implement new ideas 

11. Finding improved ways to do things 

12. Creating better processes and routines 

Team (working with coworkers and team members, toward the success of the company) 

13. Working as part of a team or workgroup 

14. Seeking information from others in his/her workgroup 

15. Making sure his/her workgroup succeeds 

16. Responding to the needs of others in his/her workgroup 

Organization (going above the call of duty in one’s concern for the company) 

17. Doing things that help others when it’s not part of his/her internship 

18. Working for the overall good of the company 

19. Doing things to promote the company 

20. Helping so that the company is a good place to be 

Customer Service (working with customers internal or external to the company toward the 

success of the project) 

21. Accurately anticipating customer’s needs 

22. Establishing excellent rapport with customers 

23. Interacting professionally with customers 

24. Providing high-quality service to customers  
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Leader-Member Exchange and Expectations of Leader 

Source: Liden, R. C., Wayne, S. J., & Stilwell, D. (1993).  

Likert Scale: 1 = strongly disagree, 4 = neither disagree nor agree, 7 = strongly agree 

“In thinking about how you relate to your team leader in your work team, please rate the quality 

of your relationship with your team leader or supervisor.” 

“In thinking about how you relate to your co-worker identified in this research study, and who 

you spend time with, please rate the quality of your relationship with your co-worker.” 

1.  Regardless of how much power he/she has built into his/her position, my (team leader) would 

be personally inclined to use his/her power to help me solve problems in my work. 

2. I can count on my (team leader) to “bail me out,” even at his or her own expense, when I 

really need it. 

3. I usually know how satisfied my (team leader) is with me. 

4. My (team leader) understands my problems and needs. 

5. My (team leader) recognizes my potential well. 

6. My (team leader) has enough confidence in me that he/she would defend and justify my 

decisions if I were not present to do so. 

7. I usually know where I stand with my (team leader). 

8. I would characterize the working relationship I have with my (team leader) as extremely 

effective. 
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Team-Member Exchange and Expectations of Co-worker 

Source: Chen, G., & Klimoski, R. J. (2003).  

Likert Scale: 1 = strongly disagree, 4 = neither disagree nor agree, 7 = strongly agree 

“In thinking about how you relate to your co-worker identified in this research study, and who 

you spend time with, please rate the quality of your relationship with your co-worker.” 

1.  Regardless of how much power he/she has built into his/her position, my (co-worker) would 

be personally inclined to use his/her power to help me solve problems in my work. 

2. I can count on my (co-worker) to “bail me out,” even at his or her own expense, when I really 

need it. 

3. I usually know how satisfied my (co-worker) is with me. 

4. My (co-worker) understands my problems and needs. 

5. My (co-worker) recognizes my potential well. 

6. My (co-worker) has enough confidence in me that he/she would defend and justify my 

decisions if I were not present to do so. 

7. I usually know where I stand with my (co-worker). 

8. I would characterize the working relationship I have with my (co-worker) as extremely 

effective. 
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 In summer 2020, many college students were impacted due to the COVID-19 pandemic, 

and their internship was either canceled, or the company hosted virtual internships. Thus, the 

importance of building the story of the impact of effective interns in a work team—whether 

virtual or onsite—serves practitioners’ calls for action on the strategic value of internships as an 

investment strategy in their organizations’ talent pipelines.  In this dissertation, the triangulation 

of qualitative and quantitative perspectives from interns, team leaders, and team members in 

actual work environments advanced the conceptual rigor of newcomer socialization theory, 

sensemaking theory, and the Galatea and Pygmalion effects of expectations. 
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Chapter IV: Implications and Conclusions 

College students who participated in 2020 summer internships experienced a different 

world of work.  In May 2020, Microsoft hired more than 4,000 student interns, its largest and 

most diverse class, with most of these internships being virtual due to the COVID-19 pandemic 

(Braga, 2020).  Conversely, in May 2020, many companies decided to cancel or freeze their 

summer internships to focus on the health of their employees and the economic challenges of a 

national emergency. 

 The traditional onsite summer internship of working in an office or manufacturing facility 

for 10 weeks could disappear as companies begin to create new experiential internship programs 

(Handler, 2020).  Employers like Abbott, Liberty Mutual, Morgan Stanley, and AIG have shifted 

to virtual or hybrid virtual and onsite internships as a best practice.  For example, the global 

aerospace and defense firm Northrup Grumman hired 2,800 interns; half of these interns are 

working onsite in roles deemed essential (Maurer, 2020).  In contrast, the other half of interns are 

across a variety of business functions and working virtually (Maurer, 2020). 

 Now more than ever, building the story of the impact of effective interns in a work 

team—whether virtual or onsite—serves practitioners’ calls for action on the strategic value of 

internships as an investment strategy in their organizations’ talent pipelines.  

Building the Story  

 I chose to build the internship story from the viewpoint of three principal characters: the 

intern, the team leader, and the team member.  The triangulation of these perspectives recognizes 

that interns are brought into an organization as part of a team, and the success or failure of an 

intern is a shared commitment by all of the stakeholders on the team.  The context of an 

internship (i.e., in a work team) is more than a simple boundary.  Interns on a work team are 
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immersed in sensemaking and sensegiving behaviors (Weick, 1995) through an accelerated 

socialization process that engages both team leaders and team members, as the intern seeks to 

become a true part of the team. 

In thinking about interns as organizational newcomers and reviewing the literature, there 

is a logical alignment to the three-stage process of anticipation, encounter, and adjustment 

(Anderson & Thomas, 1996) as interns assimilate into their teams.  Interns who exhibit proactive 

newcomer behaviors, such as information-seeking, gaining feedback, and developing 

relationships, feel welcomed and gain confidence in their new roles as they come on board as 

part of the team. 

The mixed-methods approach used in this study, with both qualitative research (in Essay 

1) and quantitative research (in Essay 2), provides greater breadth and depth by combining the 

what with the why of the data (Onwuegbuzie & Corrigan, 2014).  Creswell (2015) argued that 

when a researcher combines statistical trends (quantitative data) with the stories and personal 

experiences (qualitative data), this collective strength provides a better understanding of the 

research problem. 

The five themes and intern impact on project teams determined from the data in Essay 1 

helped in the creation of the second quantitative research model.  Essay 2 measured variables 

such as the social exchange relationships between interns and their team leaders and members, 

intern empowerment, and intern role performance.  The significant association of intern self-

efficacy to performance expectations, mediated by social exchange relationships with team 

leaders and members, to drive intern empowerment in Essay 2 was consistent with the narratives 

in Essay 1. 
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Research models in Essay 2 expand the theoretical body of knowledge for the Galatea 

and Pygmalion effects in newcomer socialization and provide actionable recommendations for 

practitioners. 

Telling the Story: Voice of the Intern, Team Leader, and Team Member 

 Interns.  The interns’ narratives unfold like an explorer discovering new territories.  

Interns tell their stories of making important decisions, creating new software solutions, leading 

a major customer-facing project, and working with team members and teaching them a new 

process.  Essay 1 is about the sensemaking and sensegiving cues and behaviors, and Essay 2 is 

about expectations of one’s performance (Galatea effect) and the expectations of others 

(Pygmalion effect).  

 Interns need to be viewed as authentic newcomers in organizations.  Interns are curious, 

ambitious, willing to learn and help solve problems, and interns’ expectations of their 

performance positively influence their relationships with team leaders and team members.  The 

strength of these relationships empowers interns toward achieving more meaningful experiences, 

skill mastery, and an impact on their work team.  From a practitioner’s lens, interns are the ideal 

newcomers because they accelerate the socialization process, give team leaders and members an 

opportunity to coach, and make lasting, positive contributions to the team. 

 Team leaders.  Team leaders set a more conservative tone regarding the internship 

experience.  In some cases, team leaders were surprised in the right way on how interns create 

real, tangible value.  Ultimately, team leaders are responsible for the overall performance of the 

work team, and if an intern is making a substantial contribution, it is noticed (Essay 1).  The 

team leaders’ expectations of intern performance early on in the internship influence the actual 

intern role performance to a greater extent than the team members’ expectations.  The team 
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leaders’ influence makes sense in that they provide resources, such as access to information, 

budgets, and personnel, to make projects happen in a work team. 

 One of the most memorable statements in this research came from a team leader,  

“We learned together as a team, it was not just the interns, it was all of us, but the interns,  

lit the fire.” 

 Team members.  Team members are often the inspirational, loyal, trusting friends of 

interns.  Team members teach, coach, and guide interns to help them succeed.  Team members’ 

expectations empower interns and positively influence intern role performance.  Simply stated, 

team members represent a powerful influence on intern performance, and interns rely on team 

members to get them through the challenges; as stated by an intern, they are “comrades on a 

mission.” 

 What is so interesting about team members is their unwavering support of interns; 

regardless of the measure, qualitative and quantitative, team members believe interns have made 

a significant impact on their work teams, provide substantial contributions to the organization, 

innovate, and create fresh, new ideas.  As a team member stated, “we are a tight-knit group, and 

we all work together; we teach each other all the time.”  

 Practitioners have an untapped resource in team members.  Human resource professionals 

should consider how to actively engage these supportive employees who are willing to work with 

interns in day-to-day activities, coach interns on the organization’s norms, and guide interns 

around the practical and cultural challenges of working on a team.  Team members recognize and 

value interns as the new generation of talent.  

 



INTERNS’ IMPACT ON WORK TEAMS 

 

187 

 

The Next Story: Future of Internships 

 Shepherd and Suddaby (2017) stated that a meaningful research contribution must be 

original and useful.  For the contribution to be original, it must reveal something that we did not 

know (Corley & Gioia, 2011), or surprise us by making us reconsider something we thought we 

knew (Mintzberg, 2005).  To be a useful contribution, it must offer scientific or practical utility. 

 What is original in this dissertation is the triangulation of qualitative and quantitative 

perspectives from interns, team leaders, and team members in a longitudinal study in actual work 

environments of manufacturing, technology, and professional services firms.  The useful 

contributions lead to advancing the conceptual rigor of newcomer socialization theory, 

sensemaking theory, and the Galatea and Pygmalion effects of expectations.  Practitioner utilities 

abound with recommendations from developing a project management-based internship structure 

and skilling up team members as official intern coaches to enhancing intern onboarding 

programs and ensuring interns have meaningful roles within a work team. 

 The future of internships, whether it is the micro-internships of continuous project-based 

experiential learning or virtual interning at giant organizations in technology, insurance, finance, 

or the community-based organizations, college interns will need to pivot and seek the right 

combination of experiential learning opportunities.  These experiences will assist students in 

their transition from college to career.  The good news is that businesses and other organizations 

will be better off with interns on the team. 
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