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ADHD and ASD are expected to be active in the workforce. Therefore, satellite offices 
for the employment of disabled people have attracted attention in Japan in recent years. 
This study provides some implications. First, it expands the concept of realistic job 
preview as experience-based and reducing anxiety. Second, it defines a new concept, 
‘work anchor’, which is a value that represents the underlying source of motivation and 
positive meaning in work. Third, it points out an assumption that organizational 
socialization is irreversible, and the possibility of the backlash of organizational 
socialization. 
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Introduction 
This study clarifies the management and support available for people with attention-
deficit hyperactivity disorder (ADHD) and autism spectrum disorder (ASD) from the 
perspective of organizational socialization. Interviews were conducted in satellite 
offices for the employment of disabled people, which have been increasing in Japan in 
recent years – a field that has seen little research in management studies. 

In terms of ADHD and ASD, there has been much research on the relationship 
between ADHD and entrepreneurship and innovation (Hatak et al., 2021; Vörös and 
Lukovszki, 2021), and some researchers have pointed to the problem of people with 
ASD being undervalued as workforce individuals (Grenawalt et al., 2020). Microsoft, 
SAP, and other companies employ people with ASD continuously and successfully to 
benefit from their abilities (Erbentraut, 2017; Tyson, 2018). In the case of SAP, the 
reason for employing people with ASD is that they have ‘remarkable focus and 
persistence, an aptitude for recognizing patterns, attention to detail, a gifted memory, 
honesty, and transparency’ (Tully, 2019), and ‘the reasonable accommodation 
maximize[s] the potential of everyone’ (Loucks, 2022) in the workplace. However, 
many studies have been conducted by authors specializing in areas such as vocational 
rehabilitation, social welfare, psychology, and education, and an increase in discussions 
in management studies is expected. 

Furthermore, vocational rehabilitation and social welfare research have focused on 
‘doing the job and how to employ’ people with ADHD and ASD. Their presence as part 
of an organization has been less discussed. As the shift and development are made from 
diversity to inclusion, how they are present and working in the organization is 
considered an important theme. Thus, the concept of organizational socialization should 
attract interest in such situations. This is because the study is about the process of 
adjustment of newcomers to the organization and the factors that facilitate this process. 

While research in this area for the past five years has focused on satellite offices as 
targets, satellite offices for the employment of disabled people has attracted particular 
attention in Japan. The Japanese Ministry of Health, Labour, and Welfare (MHLW) has 
been promoting telecommuting and satellite offices for the employment of disabled 
people by using information and communication technology (ICT).  

Satellite offices constitute one particular style for the employment of disabled 
people in Japan. Satellite offices are used for diversified work styles, such as temporary 
use on business trips, and they have also become more popular in Japan in recent years. 
Moreover, satellite offices for the employment of disabled people are office spaces with 
a sufficient environment to work (Persol Challenge Co., Ltd., 2019). They are unique in 
that office-based supporters are specialists in many cases. Satellite offices for the 
employment of disabled people are often established by organizations that support 
disabled people and provide services to private companies (Persol Challenge Co., Ltd., 
2019). Therefore, these are significant advantages for both the disabled people who 
work there and the companies that the environment is conducive to meeting the needs of 
persons with disabilities, including reasonable accommodation and the constant 
availability of supporters. 

The background to the promotion of telecommuting and satellite offices by the 
MHLW is that the legally required rate at which the employment of disabled people per 
organization has been gradually raised in Japan: from March 2021, it is now 2.3% in the 
private sector; in 2017, it was 2.0%. According to a survey by the MHLW, as of 1 June 
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2022, approximately 48% of private companies had achieved the legally required 
disabled employment rate (MHLW, 2022). Under this circumstance, satellite offices are 
expected to be one of the styles to improve the employment rate of disabled people. 

This study aims to clarify what management and support facilitates the 
organizational socialization of people with ADHD and ASD working in satellite offices 
through interviews with two supporters in satellite offices employing people with 
ADHD and ASD. The qualitative data from the interviews are analyzed using the ‘steps 
for coding and theorization’ method (SCAT, Otani, 2011, 2019). 
 
Literature review 
Organizational socialization  
Organizational socialization is ‘the process by which an individual acquires the social 
knowledge and skills necessary to assume an organizational role’ (Van Maanen and 
Schein, 1979, p. 211). Wanous (1992, p. 187) also defined organizational socialization 
as ‘the way in which newcomers change and adapt to the organization’ and ‘the types of 
changes are learning new roles, norms, and values’. 

Newcomers have been improving job performance (Lapointe et al., 2014); 
increasing organizational commitment, job satisfaction, and job motivation; and 
decreasing turnover intentions as they undergo organizational socialization (Bauer et al., 
2007; Takeuchi and Takeuchi, 2009). These are indicators of organizational 
socialization (Bauer et al., 2007; Takeuchi and Takeuchi, 2009). 

Several studies on organizational socialization have attempted to build a stage model 
of the organizational socialization process (Ashforth et al., 2007). Ashforth et al. (2007, 
pp. 9–11) integrated many previous studies and highlighted the following four-stage 
model: 

 
• Anticipation: the stage before an individual enters an organization. 
• Encounter: the stage immediately after an individual enters an organization. 
• Adjustment: the stage that continues for a while after entry. 
• Stabilization: the stage end of organizational socialization.  

 
In addition to research on socialization stage models, several other approaches exist 

in organizational socialization research. There are studies that attempt to clarify what 
newcomers learn and acquire during organizational socialization (e.g. Chao et al., 
1994); studies on organizational actions to facilitate individuals’ socialization, including 
organizational socialization tactics (e.g. Saks et al., 2007); and studies on individual 
efforts, including proactivity in which newcomers accelerate adapting themselves (e.g. 
Ashford and Black, 1996). 

 
Socialization stage models 
Ashforth et al. (2007, pp. 9–11) integrated many previous studies and showed a four-
stage model. Wanous (1992) also integrated many previous studies and identified a 
four-stage model. Table 1 compares the two models. The most important difference is 
whether the anticipation stage is included. Stages 1, 2, and 3 of Wanous (1992) 
correspond to the encounter and adjustment stages of Ashforth et al. (2007). We mainly 
focus on Ashforth et al.’s (2007) study because it integrates many stage models, 
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including that of Wanous (1992), and because this study also focuses on management 
and support in the anticipation stage. 
 
Table 1. Socialization stage models – building on Ashforth et al. (2007, pp. 9–11) and 
Wanous (1992, p. 209) 

Ashforth et al.（2007） Wanous（1992） 

Anticipation 
Pre-entry stage into the organization; 
newcomers undergo anticipatory 
socialization. 

  

Encounter 

The stage immediately after entry into 
the organization; newcomers face and 
overcome reality shock as they learn the 
realities of the organization and the 
workplace. 

Stage 1 Confronting and accepting 
organizational reality. 

Stage 2 Learning and defining newcomers’ 
interpersonal roles. 

Adjustment 
The stage that continues for a while after 
entry; newcomers try to adapt to the 
organization. Stage 3 Locating themselves in the 

organizational context. 

Stabilization 
The stage end of organizational 
socialization; newcomers show signs of 
successful socialization. 

Stage 4 
The stage end of organizational 
socialization; newcomers show signs 
of successful socialization. 

 
First, during the anticipation stage, newcomers undergo anticipatory socialization 

(Van Maanen and Schein, 1979). Anticipatory socialization is the shaping of images 
and expectations of organizations and jobs through previous experiences and job 
searches (Takeuchi and Takeuchi, 2009; Van Maanen and Schein, 1979). Second, 
during the encounter stage, the newcomers face the reality of the organization and 
contend with the gap between their expectations and experiences in the workplace 
(Wanous, 1992). According to Hall (1976), reality shock is ‘the clash between high 
expectations and frustrating on-the-job experiences’ (p. 66), which negatively affects 
newcomers’ attitudes and motivation. Third, in the adjustment stage, the newcomers 
accept the reality of the organization and adapt to the organization as members (Van 
Maanen and Schein, 1979; Wanous, 1992). The newcomers acquire knowledge and 
skills in each dimension of performance proficiency, people, politics, language, 
organizational goals and values, and history at each job, workplace, and organization 
level (Chao et al., 1994; Haueter et al., 2003). Finally, in the stabilization stage, the 
newcomers send a signal when they and the organization accept each other (Wanous, 
1992). This signal is confirmed in the form of high commitment and autonomy of 
newcomers and high satisfaction, involvement, and motivation, which are the results of 
organizational socialization (Wanous, 1992). Then, the newcomers perceive that they 
have been able to become members of the organization (Wanous, 1992).  
 
Organizational socialization tactics and onboarding 
An important organizational factor in which organizations influence individuals to 
promote organizational socialization, is the tactics of organizational socialization. Van 
Maanen and Schein (1979) defined these tactics as the ways in which newcomers 
experience transitions in their roles as a result of others’ actions in the organization. 

The study of organizational socialization tactics has evolved into the study of 
onboarding (Klein et al., 2015). Onboarding is the effort of organizations and their 
managers to facilitate the socialization of newcomers to the organization (Klein et al., 
2015). Klein and Heuser (2008) showed what kind of ‘onboarding’ facilitates the 



 

4 

organizational socialization and what kind of outcomes this form of learning leads to. 
Klein and Heuser (2008) also showed that the activities of onboarding include ‘inform’, 
‘welcome’, and ‘guide’ (see Table 2).  
 
Table 2. Categories of onboarding activities – building on Klein and Heuser (2008, p. 
319) 

Category of 
Activities 

Description of Category Examples of Activities 

Inform Activities that provide information, 
materials, and experiences   

Inform 
 Communication 

Planned efforts to facilitate 
communication with newcomers. 
Includes both the provision of one-
way messages and opportunities for 
two-way dialogue 

Scheduling a conference call 
question-and-answer session for 
new hires 

Inform 
 Resources 

Making materials or assistance 
available to new hires. These efforts 
differ from communication in that 
the new hire must take the initiative 
to access them 

Having a section of the company 
website for new hires containing 
information such as a glossary 
of company terms and a list of 
key contacts 

Having a newcomer hotline 

Inform 
 Training 

Planned efforts to facilitate the 
systematic acquisition of skills, 
behaviours, and knowledge 

Formal orientation programmes 
(on-line or classroom based, 
company-wide or specific to the 
work unit) 

Welcome 

Activities that provide opportunities for 
new hires to meet and socialize 
with other organizational members 
and/or celebrate the arrival of the 
newcomer 

Planned activities to ensure new 
hires meet their coworkers and 
other key individuals 

Guide Activities that provide a personal guide 
for each new hire 

A formal ‘buddy’ system 
A welcome coordinator that 

oversees all aspects of the 
orientation process 

 
Organizational socialization of disabled employees 
Stone et al. (1992) noted that discrimination exists in terms of opportunities for 
promotion, salary, and career development among disabled employees. Colella (1994) 
showed that disabled employees may not have enough experience and opportunities that 
would allow for successful socialization in organizations. It is believed that identifying 
and defining the problems in disabled employees’ organizational socialization would 
enable the reduction of unwarranted discrimination (Colella, 1994). 

Colella (1994) noted that organizational socialization for newcomers with 
disabilities is more challenging than for newcomers without disabilities. The following 
are some identified problems by Colella (1994) that newcomers with disabilities face in 
the organizational socialization process using Wanous’s (1992) four-stage model. In this 
study, we use Ashforth et al.’s (2007) four-stage model, as shown in Table 1. 

First, the expectations of newcomers with disabilities during the anticipation stage 
differ from those of others. Organizational efforts must be devised to prevent unrealistic 
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expectations (Colella, 1994). If the expectations these individuals shape in their heads 
differ, the reality shock they face in the encounter stage and its effects will also differ. 
Second, managers have low expectations for newcomers with disabilities (Colella, 
1994). During the stabilization stage, even if newcomers with disabilities send signals, 
the lack of positive recognition by managers may not lead to organizational 
socialization outcomes (Colella, 1994). In addition, there is a risk of holding back 
disabled employees’ promotions, salaries, and career development (Colella, 1994). 

Colella (1994) suggested some solutions to these problems. The first is the education 
of managers and colleagues. This would allow them to have realistic expectations, 
which leads to assigning appropriate tasks and providing appropriate care and support, 
thereby promoting organizational socialization (Colella, 1994). Second, the progress of 
disabled employees should be monitored (Colella, 1994). In particular, managers must 
address the glass ceiling and try to break it. Third, education and training should be 
provided for disabled employees as these would enable them to act proactively to adapt 
to their organization (Colella, 1994). Finally, let newcomers with disabilities have 
realistic expectations (Colella, 1994). Realistic job previews are important to avoid 
unrealistic expectations during the anticipatory stage of organizational socialization, in 
which the organization provides realistic information about the job, workplace, and 
organizational honestly from the hiring stage (Wanous, 1973). According to Colella 
(1994), realistic job previews are more important for newcomers with disabilities, and 
information should be not only about the job but also about the forms of support 
available and the environment. 

 
ADHD and ASD in Japan 
In this study, we focus on ADHD and ASD. In fact, there is a generic term in official 
use in Japan that encompasses ADHD and ASD, which is developmental disabilities. In 
one Japanese law, the Act on Support for Persons with Developmental Disabilities 
(2004), revised in 2016, developmental disabilities are defined as ‘autism, Asperger’s 
syndrome and other pervasive developmental disorder, learning disabilities, attention 
deficit hyperactivity disorder, and other similar disorders of brain function whose 
symptoms usually present at an early age’. 

Aside from the above, Japanese law is much more complicated: in the Act to 
Facilitate the Employment of Persons with Disabilities (1960), revised in 2022, persons 
with developmental disabilities are included in the definition of persons with mental 
disability. Historically, people with developmental disabilities were not covered by the 
law, but in 2013, the law was revised to include persons with developmental disabilities 
in the definition of persons with mental disability. 

 
Symptoms of ADHD and ASD 
There are three core symptoms of ADHD: inattention, hyperactivity, and impulsivity 
(American Psychiatric Association, 2013). The symptoms found in adults with ADHD 
include motor hyperactivity, attention deficits, emotional over-reactivity, short tempers, 
affective lability, inability to complete tasks, and impulsivity (Wender et al., 2001). 

Meanwhile, ASD has two main characteristics: social communication difficulties, 
and repetitive behaviours and narrow interests (Baron-Cohen, 2008). Social 
communication difficulties are manifested by social deficits, such as extreme 
indifference to others; inappropriate eye contact; lack of reciprocity; difficulty 
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predicting others’ thoughts; and difficulty reading others’ emotional expressions from 
facial expressions, voices, and attitudes, as well as by communication abnormalities, 
such as understanding words only literally and not in a social context (Baron-Cohen, 
2008). Meanwhile, repetitive behaviours and narrow interests are characterized by the 
collection of specific objects and information, desire for sameness, severe dislike of 
change, and a high frequency of repetitive behaviours, including physical movements 
(Baron-Cohen, 2008). 

 
Management and support for employees with ADHD and ASD 
The following are examples of reasonable accommodations in the workplace for 
employees with ASD in the Japanese context (Umenaga, 2017, p. 64): 

 
• Permission for advance review of meeting materials 
• Establishment of consultation time 
• Written instructions regarding duties and procedures 
• Avoiding verbal-only communication 
• Permission for taking breaks when stressed 
• Permission for using headphones to block out noise 
• Understanding difficulties in participating in social activities such as drinking 

parties outside of work 
• Permission for flexible work arrangements 
• Using support institutions 

 
Takayama (2017) introduced six specific types of support for employees with 

ADHD: creating a system that is easy to continue, visual information transfer, 
reminders, reduction of stimulative things, consideration of physical mobility, and 
separation of personality and behaviour. In particular, managers’ attitudes of not 
seeking personality as the cause of careless mistakes, which tend to occur frequently, is 
critical from the viewpoint of job retention when supporting employees with ADHD 
(Takayama, 2017). 

Job coaches play a significant role in supporting the employment of most disabled 
people in Japan, not only those with ADHD and ASD. A job coach is a supporter with 
the role of ‘entering the workplace where disabled employees work for a certain period, 
supporting both the person with a disability and the company and adjusting the 
workplace environment to make it easier for the disabled employees to work’ (Ogawa, 
2021, p. 14). Ogawa (2021) highlighted six specific roles of job coaches in Japan: 
recruitment and job matching, conditioning of the workplace environment, support for 
job performance, creation of natural support, detection and care of stress factors, and 
employment support and coordination with lifestyle support and medical care. Natural 
support is an environment in which managers and colleagues replace for the job coach’s 
role of supporting disabled people in the workplace (Ogawa, 2000). 

Chida (2017b, pp. 53–55) identified five roles that job coaches are expected to carry 
out to support employees with ADHD and ASD in Japan: 

 
• Assessment of the characteristics of ADHD and ASD and prediction of their 

mutual effects in the workplace 
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• Assessment of the workplace and sharing results of the assessment with the 
interested people 

• Coordination of detailed job matching 
• Bridging mutual communication between employees with ADHD and ASD 

and their managers and colleagues and creating natural support 
• Support for work independence 

 
The above are believed to be especially important for employees with ADHD and 

ASD at the beginning of their working lives. This suggests that job coaches may have 
an impact on not only employee retention but also organizational socialization. 

 
Limitations of previous research 
There are three limitations of previous research. First, there is a lack of research on the 
organizational socialization of employees with ADHD and ASD. Second, there is little 
research on the employment of people with ADHD and ASD in the area of human 
resource management. Third, there is a lack of research with a management orientation 
that intersects with the area of vocational rehabilitation and social welfare. There is 
much research on support for the employment and stable working of people with 
ADHD and ASD in the areas of human health services and vocational rehabilitation. 
Therefore, they should be referred to in managerial research. 

  
Pilot survey 
To acquire practical findings regarding satellite offices and insights for generating 
hypotheses, we conducted an interview survey in Japanese with three supporters at a 
satellite office of Kaien Co., Ltd., as a pilot survey. Kaien is a private company, and its 
main services include support for adults with ADHD, ASD, and other developmental 
disorders that would allow them to take employment and continue working and support 
for children with developmental disorders (Kaien Co., Ltd., 2018). We conducted it on 
10 June 2022, 9:00 a.m. – 12:30 p.m at the satellite office of Kaien Co., Ltd. 

 
We obtained several important findings from the pilot survey. First, there is a 

premise that satellite offices exist as a service to companies that employ people with 
ADHD and ASD and not to employees. Therefore, supporters meet the needs of the 
companies – in other words, clients in general. Second, supporters are called ‘job 
coaches’ in the office. In this context, job coaches are defined as supporters with 
licences based on national policy programmes. Supporters are not licenced and differ 
from job coaches; however, they are expected to play the role of job coaches. Fourth, 
the role of supporters is to help people with ADHD and ASD to continue working in 
their place of employment. This support covers both the work and life aspects of 
employees with ADHD and ASD. They mainly confirm the employees’ physical 
conditions through short interviews that last approximately five minutes a day. Fifth, 
once a month, a meeting is held between the support worker, the employee with ADHD 
and ASD, and their manager. Sixth, before hiring, companies have practical training and 
assessment actions, and they employ based on the assessment carefully. 
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Research question 
In this study, we set one major research question (MRQ) and four subsidiary research 
questions (SRQs). The SRQs are components of the MRQ, and we divided the MRQ 
into four stages of organizational socialization. 

 
MRQ: What are the forms of management and support that facilitate the organizational 

socialization of people with ADHD and ASD working in satellite offices? 
SRQ1: What are the forms of management and support that facilitate the organizational 

socialization of people with ADHD and ASD working in satellite offices in the 
anticipation stage? 

SRQ2: What are the forms of management and support that facilitate the organizational 
socialization of people with ADHD and ASD working in satellite offices in the 
encounter stage? 

SRQ3: What are the forms of management and support that facilitate the organizational 
socialization of people with ADHD and ASD working in satellite offices in the 
adjustment stage? 

SRQ4: What are the forms of management and support that facilitate the organizational 
socialization of people with ADHD and ASD working in satellite offices in the 
stabilization stage? 

 
Methodology 
We conducted an interview survey targeting supporters of satellite offices in Tokyo, 
Japan, where people with ADHD and ASD work. The reasons for targeting satellite 
offices in Tokyo are that many forms of transition support are available for employment 
offices in Tokyo. It is believed that the employment processes for people with ADHD 
and ASD are unlikely to differ significantly, and it is easier to conduct face-to-face 
interviews. The interviews were conducted in Japanese and transcribed before being 
translated into English.  

 
Interviewees 
Finally, two supporters were interviewed, each of whom worked for a company that 
pioneered satellite office services for the employment of individuals with ADHD and 
ASD.  

 
No. 1 interviewee 

Affiliation: Startline Co., Ltd. 
Affiliation business domains: Satellite offices for the employment of disabled people, 
consulting and introduction for recruiting disabled people, and some services to 
support companies. 
Position: Manager, human resources (used to be a supporter in the satellite office) 
Age: 40s 
Date: 15 October 2022, 1:00 p.m. – 2:15 p.m. 
 

No. 2 interviewee 
Affiliation: H&G Co., Ltd. 
Affiliation business domains: Satellite offices for the employment of disabled people 
and support services for stable employment 
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Position: Certified social worker, department of support employment of disabled 
people 
Age: 50s 
Date: 27 October 2022, 11:30 a.m. – 12:45 p.m. 

 
Question Items 
We conducted semi-structured interviews with interviewees based on the following four 
questions: 
 
Q1: What do you do before hiring people with ADHD and ASD to reduce the gap that 

people with ADHD and ASD face between their expectations and images before 
hiring and the reality of their jobs and workplaces after they join your company? 

Q2: What do you do to reduce the psychological burden that people with ADHD and 
ASD face in the early stages of employment because of the gap between their 
expectations and images before hiring and the reality of their jobs and workplaces 
after they join your company? 

Q3: What do you do to facilitate stable work in the workplace for people with ADHD 
and ASD after they enter the company? 

Q4: What do you do to facilitate the continued success of people with ADHD and ASD 
and their capacity to tackle difficult tasks after adjusting to the company? 

 
Analysis by SCAT (Otani, 2011, 2019) 
We used the ‘steps for coding and theorization’ (SCAT, Otani, 2011, 2019) for data 
analysis. SCAT is a method of qualitative data analysis that can be categorized as a 
derived type of grounded theory approach. It proceeds with coding and creating 
storylines while keeping a detailed linguistic record to identify a theory (SCAT, Otani, 
2011, 2019). We analyzed textual data in Japanese.   

First, SCAT involves a four-step coding process in which the qualitative data to be 
analyzed are segmented and described and then coded in the following order (Otani, 
2019, p. 271): 

 
• Step 1: Words of interest in the data 
• Step 2: External words to paraphrase the words of Step 1 
• Step 3: Extra-textual concepts that explain the words of Step 2  
• Step 4: Themes or constructive concepts that emerge from the words of Step 3 

 
Second, it involves writing storylines by linking all the described themes and 

constructive concepts in Step 4, and third, finding the theoretical description from the 
storylines (Otani, 2011, 2019). Finally, any further issues that should be addressed 
through analysis are noted (Otani, 2011, 2019). Roughly, our analysis was conducted 
following this four-step procedure. 

SCAT was developed in response to the fact that qualitative data analysis using 
grounded theory requires large amounts of data and that generative coding is too 
challenging for beginner researchers to reach conclusions (Otani, 2011). This method 
can be applied to the analysis of small-scale data or to an example of open-ended 
questionnaire responses. The significance of this method is suggested in its explicit 
process of analysis, the smooth guidance towards the steps of analysis, the enhancement 
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of the reflective quality of critique and falsifiability, and the integration of theoretical 
coding and qualitative data analysis (Otani, 2011, 2019). 

 
Results 
Results of analysis by SCAT (Otani, 2011, 2019) 
This study used SCAT (Otani, 2011, 2019) to analyze the textual data obtained from the 
interview survey. The themes and concepts obtained from the four coding stages were 
combined to create storylines. In addition, 41 theoretical descriptions were collected 
from the storylines. This study presents 20 key theoretical descriptions translated into 
English after the data analysis. 

Table 3 lists 20 key theoretical descriptions from the interviews and analysis by 
SCAT (Otani, 2011, 2019). We present our ‘question–interviewee–theoretical 
descriptions’ in the form ‘Q1-1-3’ (meaning, the third theoretical description from 
interviewee no. 1’s answer to question 1). Underlined texts represent constructive 
concepts we coded. 
 
Table 3. Key theoretical descriptions – building on the answers and analysis by SCAT 
(Otani, 2011, 2019) 

 No. Theoretical descriptions 

From the answers to 
Question 1 

Q1-1-3 
Conducting experience-based realistic job previews, 
depending on the requests of people with ADHD and ASD 
who want the opportunity to visit the satellite office. 

Q1-1-4 Reducing uncertainty by providing realistic information in the 
workplace through experience-based realistic job previews. 

Q1-1-6 
Realistic job previews for anxiety reduction realized through 
collaboration between supporters and enterprises are 
important. 

Q1-2-2 
Conducting experience-based realistic job previews to reduce 
anxiety through the reduction of uncertainty by providing 
realistic information in the workplace. 

Q1-2-3 Experience-based realistic job previews can meet the diverse 
perspectives and needs of people with ADHD and ASD. 

Q1-2-4 
Efforts should be made to enable people with ADHD and ASD 
to hold expectations and a positive image of themselves 
through anxiety reduction. 

Q1-2-5 There is the unexpected presence of interpersonal mismatches. 

From the answers to 
Question 2 

Q2-1-1 
People with ADHD and ASD are more likely to feel the impact 
of interpersonal mismatches, and the need for communication 
bridging exists. 

Q2-1-3 
During the practical training period, finding checkpoints in 
advance to look for signs of the effects of mental strain and to 
anticipate possible problems. 

Q2-1-8 
To support the development of mental health self-care skills 
through psychological training to deal with possible 
depression. 

Q2-2-2 Supporting detailed job matching and bridging communication 
to create work environments with reasonable accommodation. 

From the answers to 
Question 3 Q3-1-1 

The need for forming relative natural support is manifested 
when the supporter leaves the company workplace at the end 
of the training period. 
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Q3-1-2 People with ADHD and ASD face the need for self-
management and independence in their work. 

Q3-2-1 
Independence at work, including adaptation to changes in the 
environment, is required, and supporters help to improve hard 
and soft skills to achieve this. 

Q3-2-4 
The hearings look at work and daily life, keeping stable 
working and provide feedback to increase self-esteem and 
self-efficacy and detect signs of disordered Ness. 

From the answers to 
Question 4 

Q4-1-2 Clarifying work anchors and positive narratives about work 
promotes positive behaviours. 

Q4-1-3 
If feelings of depression or reduced self-efficacy or self-
esteem occur, the supporters encourage the reconfirmation of 
the work anchor. 

Q4-1-4 

Decision-making based on reconfirmation of the work anchor 
can lead to appropriate confrontations with one’s own 
cognitive distortions and one’s own disability characteristics 
and can lead to escape from stuckness. 

Q4-2-2 Encouraging managers to evaluate their performance leads to 
rewards and promotions. 

Q4-2-4 

Continued support for people with ADHD and ASD, 
considering and assuming the possibility of a backlash of 
adjustment to the job and workplace, and always coordinating 
the intensity of support. 

 
Discussion for SRQ1 
The theoretical descriptions obtained from the analysis using the SCAT (Otani, 2011, 
2019) revealed that experience-based realistic job previews were designed to reduce 
anxiety by providing realistic information about the job, workplace, and organization to 
newcomers with ADHD and ASD before starting to work with the organization. 
Experience-based realistic job previews involve transferring people with ADHD or 
ASD to a satellite office to provide experimental information. Below is a quote from 
Interviewee No. 2: 
 

In satellite offices, job seekers can observe actual employees and their work. In 
addition to observing the work, they can ask questions and obtain answers from 
the people who work there. We also gave them the opportunity to communicate 
and feel the atmosphere during the visit so that they can reduce the gap between 
the workplace and their own experience. … People with disabilities experience 
high mental anxiety, which affects their motivation to move. If the sense of 
anxiety can be reduced as much as possible during the visit, I think we can make 
the environment more challenging. 

 
Originally, realistic job previews were intended to provide newcomers with honest 

information about their job, workplace, and organization from the recruitment stage to 
avoid unrealistic expectations during anticipatory socialization (Wanous, 1992). For 
people with ADHD and ASD, the experience-based method is better than briefings or 
documents alone because they have unique needs. Experience-based methods can 
address unconscious needs. 
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Discussion for SRQ2 
The theoretical descriptions obtained from the SCAT (Otani, 2011, 2019) highlight 
unexpected interpersonal mismatches. It needs to bridge communication gaps (Chida, 
2017b) to resolve these interpersonal mismatches. 

Furthermore, in the satellite office of Startline Co. Ltd., supporters perform 
constructive management using a Japanese program. Below is a quote from interviewee 
No. 1. 

 
In solving challenging problems in the MWS program [designed for training], 
employees with ADHD and ASD experience stress and fatigue. We, the 
supporters, observe how they behave when stress and fatigue are added and 
guess what behaviours and challenges are likely to occur in their real work. For 
example, when stress or fatigue is added to their work, they may be unable to 
take a break and become tired, resulting in lower work performance the 
following day. Through the MWS, we assessed the impact of stress and fatigue 
on the performance of their real jobs. 

 
Supporters understand how the mental stress experienced by employees with ADHD 

and ASD during training affects their behaviour before starting their actual tasks. This 
assessment action makes it possible to detect the effects of mental stress and anticipate 
possible problems. 
 
Discussion for SRQ3 
From the theoretical description, it is clear that supporters help improve the self-
management of people with ADHD and ASD. They also help them achieve work 
independence. Self-management skills and abilities promote the growth of people with 
ADHD and ASD during the adjustment stage of organizational socialization. The 
answers of the Interviewee No. 1 are below. 
 

Regular interviews are essential for supporting employment retention. From the 
fourth month of employment, the supporter meets the employee once a week for 
a minimum of 30 minutes to hear about their work, physical condition, 
communication, and mental health. In addition, employees used the health log 
function of Enable360 [app made by Startline Co., Ltd.] to enter their physical 
and emotional conditions daily. The supporter checks this daily to detect 
employment problems at an early stage. 

 
In the satellite office of Startline Co., Ltd., supporters accompany employees with 

ADHD and ASD for self-management. The original application was used to facilitate 
self-management. It is suggested that designed IT tools, such as this app, are helpful for 
both supporters and employees with ADHD and ASD. 

 
Discussion for SRQ4 
Theoretical descriptions obtained through the SCAT (Otani, 2011, 2019) reveal that 
company managers are expected to evaluate people with ADHD and ASD 
appropriately. Supporters encourage managers to evaluate ways to incorporate rewards 
and promotions. There is the need for support to address the problem of companies not 
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receiving positive signals from employees with disabilities during the stabilization stage 
(Colella, 1994). 

In the theoretical descriptions of Q4-1-2, Q4-1-3, and Q4-1-4, we show the concept 
of the ‘work anchor’, which we conceptualized as ‘the values that represent the 
underlying source of motivation and positive meaningfulness in work’, based on the 
results of our interviews. The answers of Interviewee No. 1 are below. 

 
Through interviews, the 'value of work' is clarified. The value of work represents 
the direction and guideline for one's daily actions, and it is important to choose 
and carry out specific actions towards the value. Anyone values working, 
regardless of their employment status. This is different for every individual, and 
life is enriched when there is even one more action towards the value of the 
work determined by the person in question. Through their work, the concerned 
person can be in various states of mind and body, some days stable and some 
days falling. To maintain a stable state of work performance in such a situation 
and to improve results, it is important to verbalize the 'value of work', be flexible 
in thinking, and increase the number of actions towards the value of work while 
making room in the mind and heart. …For example, suppose an employee 
considers that the value of their work is to make someone smile. Then, when 
something bad or painful happens, “Is taking tomorrow off work an action that 
is in line with the value of work for you?” the supporter asks. Supporters will 
engage with employees with ADHD and ASD so that they can choose one more 
action that is in line with the value of work. 

 
Similar concepts include ‘work value’ (e.g., Ros et al., 1999) and ‘career anchors’ 

(Schein, 1978). These concepts relate to career choice, job satisfaction, and work 
engagement (Abessolo et al., 2017; Busque-Carrier et al., 2022; Schein, 1978) to better 
match individuals’ jobs and careers. The work anchor is different because it is more 
fundamental, affecting the decision to work rather than the interest in the work itself. 
Using the concept of work anchors, as discussed for SRQ4, supporters help people with 
ADHD and ASD clarify their work anchors. They help them escape situations by 
encouraging commitment to their work anchors in situations where negative thinking 
causes them to become stuck. Recognizing and verbalizing the work anchor as they face 
their work will help them appropriately address their disability characteristics, 
encourage positive behaviours, and encourage them to continue working. 

It is also clear that even when people with ADHD and ASD work well, they may 
suddenly return to their normal state before they continue to work stably. We quote the 
answers of Interviewee No. 2 below: 

 
It also depends on the person, but there are cases that an employee who was seen 
to be working well may suddenly go back to the way they were before. Some 
people continue to work for several years, while others may return to the way 
they worked before. I think it is important that the support does not end when 
something is achieved but that there is a continuous link. Therefore, it is 
important to provide support on the premise that this occurs. 
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Coding via SCAT (Otani, 2011, 2019) resulted in the constructive concept of ‘the 
possibility of the backlash of adjustment to the organization of employees with ADHD 
and ASD’. The existence of overadjustment in the workplace (Chida, 2017a) is a 
possible reason, and it has been clarified that supporters prevent depression and other 
psychological effects caused by overadjustment in the workplace. Therefore, supporters 
in the satellite office continue to facilitate organizational socialization even during the 
stabilization stage. 
 
Conclusion 
Answers for research question  
The major research question for this study is ‘what are the management and support that 
promote organizational socialization of people with ADHD and ASD working in 
satellite offices?’ The following are answers to the research question resulting from the 
above discussions and new findings. 

Management that facilitates the organizational socialization of people with ADHD 
and ASD working in satellite offices is, first, by providing people with ADHD and ASD 
with realistic information about the job, workplace, and organization through visits and 
interviews at the satellite offices before they enter the organization. This support helps 
people with ADHD and ASD relieve their anxieties. Second, by recognizing that there 
are some situations during the training term that lead to mental strains on newcomers 
with ADHD and ASD, grasping the signs of effects on work and daily life and possible 
problems that may occur can be identified and used for future management. 

Support that facilitates the organizational socialization of people with ADHD and 
ASD working in satellite offices is, first, helping people with ADHD and ASD improve 
their self-management and independence at work during the phase when they are 
adapting to the organization. Second, during the stabilization stage, encouraging 
company managers to focus on strengths and actual achievements rather than 
difficulties caused by the symptoms or characteristics of people with ADHD and ASD 
and give them the recognition that leads to rewards and promotions. Third, during the 
stabilization stage, to keep supporting to facilitate the organizational socialization of 
people with ADHD and ASD. 
 
Theoretical implications 
The theoretical implications of the present study are as follows: First, the experience-
based realistic job preview for reducing anxiety, as defined in this study, is an extension 
of the methods and objectives of existing realistic job previews. Realistic job previews 
mean that realistic information about the job is given honestly from the recruitment 
stage to avoid unrealistic expectations that could create a reality shock in newcomers 
(Wanous, 1973, 1992). In comparison, this is an extension of the previous concept in 
terms of the method and object. 

The second is the support to encourage company managers to focus on the strengths 
and actual achievements of employees with ADHD and ASD rather than the difficulties 
caused by their symptoms and to reward them with the recognition that leads to rewards 
and promotion. This may support Colella’s (1994) point about the need to reduce the 
glass ceiling’s impact on these individuals’ careers. Colella (1994) noted that managers 
have low expectations for newcomers with disabilities. Therefore, focusing on strengths 
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and actual achievements, rather than difficulties, allows managers to have realistic 
expectations and evaluations.  

Third, the concept we defined in this study, ‘work anchor’, is new and differs from 
some existing concepts. A work anchor is a value that represents the underlying source 
of motivation and positive meaningfulness of work. This new concept differs from other 
concepts such as ‘work value’ (e.g. Ros et al., 1999) and ‘career anchors’ (Schein, 
1978). 

Fourth, this study points to the possibility that existing studies have viewed 
organizational socialization as irreversible. Many studies on organizational socialization 
have attempted to create a stage model of the process of organizational socialization 
(Ashforth et al., 2007), and the four-stage model was also used in this study. The 
knowledge and skills that are considered adaptive tasks in organizational socialization 
are acquired, and this expression may be based on the assumption that once something 
is acquired, it is never given up. Meanwhile, support for facilitating the organizational 
socialization of people with ADHD and ASD is a continuous process that is based on 
the possibility of the backlash of organizational socialization.  

 
Practical implications 
This study is aimed at satellite offices for the employment of persons with disabilities, 
which is still a new form of employment for persons with disabilities and where there 
are only a small number of establishments in the Tokyo metropolitan area. In addition, 
there are difficulties in the employment retention of persons with disabilities, including 
those with ADHD and ASD. It is believed that the new findings of this study on 
organizational socialization, which is how newcomers adapt to an organization, and the 
management and support for people with ADHD and ASD working in satellite offices, 
will be used in satellite offices and are expected to increase in the future. 

Furthermore, although this study is based on human resource management, it 
actively incorporates concepts that have been studied in more practical vocational 
rehabilitation. For those working in the field of employment placement support, this 
study may provide an opportunity to utilize knowledge in human resource management. 

 
Research limitations and further research 
This study has some limitations. From the perspective of theoretical saturation, this 
study has two limitations. The first is managerial. The study attempts to answer the 
research question from a broad perspective by interviewing supporters stationed at 
satellite offices without clarifying the difference between support and management. 
However, interviews with company managers were not conducted because companies 
are clients of organizations that operate satellite offices and companies that use satellite 
offices are largely undisclosed. Therefore, there is a concern that the answers to the 
research questions may be biased towards the support perspective. The second 
limitation is related to the people with ADHD and ASD. If the organizational 
socialization of people with ADHD and ASD had been clarified, it would have been 
possible to formulate more detailed hypotheses concerning the characteristics of ADHD 
and ASD and clarify more specific support and management. In particular, research 
should consider the possibility of people with ADHD and ASD swinging back to 
organizational socialization, which was also suggested in this study.  
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This study clarified the forms of management and support for people with ADHD 
and ASD from the perspective of organizational socialization. As shown in the 
theoretical implications, we have proposed some conceptual extensions and concepts, 
and we will work towards generalizing them in further research. We believe that they 
can be applied not only to ADHD and ASD but also to the employment of people with 
disabilities, gender diversity, and age diversity. We would like this study to be an 
essential part of research towards diversity and inclusion. 
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