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Abstract 
Past studies have shown that socialization influenced work attitudes of new employees. Although socialization has often been studied as a one-dimensional concept, Haueter and colleagues (2003) defined three dimensions: organization, task, and group. To the best of our knowledge, only one study conducted in 2009 has investigated the impact of these dimensions on affective organizational commitment and intention to quit. Since then, no subsequent research has examined these relationships in greater depth. To expand knowledge on socialization, our study investigates the relationships between these three dimensions, affective organizational commitment, and intention to quit. During their socialization process, 246 Belgian military candidates completed an online questionnaire two (Time 1) and nine weeks (Time 2) after joining the military organization. Cross-lagged analyses revealed positive reciprocal relationships between affective organizational commitment and two dimensions (organization and group), as well as negative reciprocal relationships between these two dimensions and intention to quit. No significant relationship was found for the task dimension of socialization. This study highlights the importance of interventions aimed at fostering the organization and group dimensions of socialization, strengthening affective organizational commitment, and reducing intention to quit among military candidates.  
Public Significant Statement: When Belgian military candidates feel integrated within their group and organization, they develop affective commitment and are less likely to consider leaving the army over time. In turn, when they are committed and have lower intentions to quit, their integration is enhanced over time. This study highlights the importance of implementing practices that foster organizational and group socialization, strengthen affective organizational commitment, and reduce intention to quit in military contexts.
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The military has long been facing the complex challenge of personnel attrition (Liu et al., 2024; White et al., 2014). In a military context, attrition represents the voluntary or involuntary departure of enlisted personnel before the end of their contract (Laurence et al., 1996). This phenomenon is costly for military organizations, as investments in recruiting, selecting, and training departing personnel are ultimately lost (Kammeyer-Mueller & Wanberg, 2003). 
In some instances, the departure of personnel may be a decision made as early as the time of enlistment. Indeed, some service members join the military to take advantage of educational opportunities (Holt et al., 2007). Nevertheless, given that military organizations are hierarchical structures with very specific goals and a particular way of functioning (Macovei & Bumbuc, 2015), some authors suggest that military attrition reflects an individual’s inability to adapt to military life and the physical and disciplinary standards associated with it (White et al., 2014). However, the adjustment of newcomers can be facilitated by the socialization process (Simsek, 2024), defined as the process through which new employees acquire the knowledge and learn the skills, they need to adapt to their new role in the organization they are joining (Bauer et al., 2025). This process enables newcomers to transition from organizational outsiders to insiders (Bauer et al., 2007).
The socialization process is continuous but occurs more intensely when individuals cross hierarchical, inclusion, or functional boundaries (Perrot, 2009). Several authors agree that this process involves different stages (e.g., Feldman, 1976). Given that socialization is a process, it inherently involves change over time, making the temporal dimension implicit in socialization research (Bauer et al., 2025). Considering that empirical studies have not always considered time as a factor, Bauer et al. (2025) suggest prioritizing longitudinal studies.
In addition to this temporal issue, past research often treated socialization as a one-dimensional concept. However, some scholars consider it to be multidimensional. Haueter and colleagues (2003) and Perrot (2009) identified three dimensions: organization, task, and group. The organization dimension of socialization refers to learning and acquiring information about the culture, policies, values, norms and rules, objectives, and vocabulary of the organization (Haueter et al., 2003; Morrison, 1993; Ostroff & Kozlowski, 1992). The task dimension of socialization concerns understanding the various missions and priorities, as well as solving problems related to the job (Feldman, 1981; Ostroff & Kozlowski, 1992). Finally, the group dimension of socialization refers to interactions with members of the work group, learning of its values, and understanding of its structure (Ostroff & Kozlowski, 1992). Studying socialization from these three dimensions enhances our understanding of the concept by offering different levels of analysis (Haueter et al., 2003; Spagnoli et al., 2018).
According to several authors (Bauer et al., 2025; Simsek, 2024), affective organizational commitment and intention to quit are two variables representing successful newcomer adjustment. Affective organizational commitment represents employees’ emotional attachment to their organization, reflecting their desire to remain with it (Allen & Meyer, 1996).  It is an important variable to study in the context of military attrition because this variable is negatively related to turnover (Holtom et al., 2014). According to Tett and Meyer (1993), intention to quit is also considered as a strong predictor of turnover. This variable represents the conscious desire to quit the organization (Tett & Meyer, 1993). In a military context, intention to quit may be associated with lower comradery in a unit and weaker emotional attachment to the army (Charbonneau & Wood, 2018).  Examining intention to quit is crucial, as employees who intend to quit their job tend to distance themselves mentally from it and are less focused and effective (Dupré & Day, 2007). Thus, their intention to quit has an impact on the effectiveness of the organization in which they are employed (Rana et al., 2021).
To date, Takeuchi and Takeuchi (2009) have been the only ones to provide insights into the links between the dimensions of socialization as defined by Haueter et al. (2003), affective organizational commitment, and intention to quit. However, they did not examine the reciprocal relationships. Moreover, their study was done in the manufacturing sector and not in a military one.  Therefore, further investigation is essential to better understand the drivers of attrition in military context. To expand knowledge on socialization, our study investigates the relationships between the three dimensions of socialization defined by Haueter et al. (2003), affective organizational commitment, and intention to quit. 
Affective organizational commitment and socialization
According to Jones (1986), successful socialization reduces uncertainty and anxiety related to novelty, which promotes greater employee commitment to the organization. Although commitment comprises several dimensions (i.e., affective, continuance, and normative), the affective dimension is considered as the core of organizational commitment (Mercurio, 2015). This dimension of commitment reflects identification with and emotional attachment to the organization, as well as the desire to remain a member of it (Allen & Meyer, 1996). In other words, affective organizational commitment refers to the degree to which an employee identifies with and feels emotionally attached to the organization (Porter et al., 1974). 
Previous research has demonstrated the existence of positive links between socialization and affective organizational commitment. Indeed, newcomers who are more socialized tend to be more affectively committed toward their organization than their less socialized peers (Cohen & Veled-Hecht, 2010). In their study on Japanese workers in the manufacturing sector, Takeuchi and Takeuchi (2009) investigated the relationships between the dimensions of socialization as conceptualized by Haueter et al. (2003) and affective organizational commitment. However, based on their factor analyses with Varimax rotation, they treated the organization and group dimensions of socialization as a single construct. They found that only this construct was positively related to affective organizational commitment. According to Morrison (1993), the socialization process allows for a better fit between the organization and the worker (i.e., person-organization fit). Moreover, Greguras and Diefendorff (2009) argued that the greater fit between the person and the organization, the stronger the emotional bond they develop with it, which in turn positively influences workers’ commitment to the organization. Similarly, by facilitating the understanding of the work group, group socialization may foster a better fit between workers and their group (Feldman, 1981). Moreover, Herkes and colleagues (2019) highlighted that a high person-group fit is associated with a stronger commitment. In their study, Takeuchi and Takeuchi (2009) reported no significant relationship between task socialization and affective organizational commitment and did not explicitly articulate a theoretical rationale for these null findings. However, a relationship between these variables cannot be ruled out. Indeed, task socialization enables workers to obtain information that increases their fit with their job (Morrison, 1993). In turn, a greater person-job fit increases the attachment to the organization (Greguras & Diefendorff, 2009).
Nevertheless, the reverse causation can also be considered. Tannenbaum and his colleagues (1991) highlighted that employees’ affective organizational commitment can shape their perceptions of training. Specifically, committed employees are more likely to perceive the training in which they participate as useful, both at the individual and organizational levels. This suggests that affective organizational commitment can enhance the perceived effectiveness of training programs, as motivated and emotionally attached employees are more attentive, engaged, and willing to apply what they learn. Building on this perspective and considering that all three dimensions of socialization entail learning processes, it can be argued that affective organizational commitment not only benefits the reception of training but may also positively influence the effectiveness of socialization itself. Employees with high affective organizational commitment are more likely to actively engage in learning during onboarding and socialization activities, absorb organizational norms, and integrate effectively into workgroups. Therefore, affective organizational commitment can serve as both a driver and a facilitator of successful socialization across multiple dimensions. 
Based on these elements, we propose the following hypotheses:
Hypothesis 1A: The organization dimension of socialization and affective organizational commitment have a reciprocal relationship such that organization socialization at T1 will positively predict affective organizational commitment at T2, and affective organizational commitment at T1 will positively predict organization socialization at T2.
Hypothesis 1B: The task dimension of socialization and affective organizational commitment have a reciprocal relationship such that task socialization at T1 will positively predict affective organizational commitment at T2, and affective organizational commitment at T1 will positively predict task socialization at T2.
Hypothesis 1C: The group dimension of socialization and affective organizational commitment have a reciprocal relationship such that group socialization at T1 will positively predict affective organizational commitment at T2, and affective organizational commitment at T1 will positively predict group socialization at T2.
Intention to quit and socialization
Intention to quit is considered as one of the most common outcomes of socialization. According to Bauer and colleagues (2007), when new employees adjust well to their new job through socialization, feel capable of performing their tasks, and are able to establish good relationships, their intention to quit decreases. Takeuchi and Takeuchi (2009) also investigated the links between socialization dimensions and intention to quit. They found that the combined organization and group dimensions construct was negatively related to intention to quit. According to Morrison (1993), organizational socialization enables employees to better understand the organizational culture and adapt to it. Moreover, O’Reilly and colleagues (1991) argued that the greater the fit between employees and the organizational culture (i.e., person–organization fit), the less likely they are to leave the organization. Similarly, by facilitating understanding of how the work group functions, group socialization may foster a better fit between employees and their group (Feldman, 1981). Furthermore, Herkes and colleagues (2019) argued that the greater the compatibility between an employee and their work group (i.e., person–group fit), the lower their intention to quit the organization. Takeuchi and Takeuchi (2009) reported no significant relationship between the task dimension of socialization and intention to quit and did not explicitly articulate a theoretical rationale for these null findings. Nevertheless, a relationship between these variables cannot be excluded. Indeed, according to Morrison (1993), the task dimension of socialization enables workers to obtain information that improves their fit with the job (i.e., person-job fit). Furthermore, the fit between workers and their job increases their intention to stay (Greguras & Diefendorff, 2009). 
However, reverse causation can also be considered. Bowen (1982) highlighted that employees’ intention to quit can shape their behavior and engagement at work. Specifically, employees who intend to leave their organization often exhibit various forms of withdrawal, including reduced attention, lower effort, and diminished task performance (Dupré & Day, 2007). This psychological distancing from their work reflects a broader disengagement from organizational processes. Moreover, a high intention to quit can foster psychological withdrawal from the organization as a whole (Keaveney & Nelson, 1993), which may extend to socialization activities. In other words, employees with strong intentions to quit may be less motivated to learn about the organization, integrate with their work group, or adopt organizational norms, thereby undermining the effectiveness of the socialization process. 
Based on these elements, we propose the following hypotheses:
Hypothesis 2A: The organization dimension of socialization and intention to quit have a reciprocal relationship such that organization socialization at T1 will negatively predict intention to quit at T2, and intention to quit at T1 will negatively predict organization socialization at T2.
Hypothesis 2B: The task dimension of socialization and intention to quit have a reciprocal relationship such that task socialization at T1 will negatively predict intention to quit at T2, and intention to quit at T1 will negatively predict task socialization at T2.
Hypothesis 2C: The group dimension of socialization and intention to quit have a reciprocal relationship such that group socialization at T1 will negatively predict intention to quit at T2, and intention to quit at T1 will negatively predict group socialization at T2.
Method
Context 
This study was conducted within the Belgian army, which has been facing attrition issues for many years, a challenge also observed in other armed forces (White et al., 2014). Before performing their more specific duties, Belgian military personnel undergo basic military training during which they acquire fundamental military knowledge and familiarize themselves with the organization they have joined. This nine-week program aims to prepare military candidates physically, technically, and in terms of character. The training takes place in a boarding-school setting where candidates are required to stay on-site during the week, sharing rooms with peers, and are allowed to return home on weekends. Throughout the training, candidates are organized into platoons of approximately 30 individuals. During the week, their daily schedules are highly structured, typically starting around 5:45 a.m. and ending around 10 p.m.
These days include theoretical and practical classes, as well as sports sessions. Activities include, among others, familiarization with the fundamental values of the organization, small-group field exercises, and learning how to handle weapons and the basics of shooting. Every military candidate is evaluated twice on both professional competencies (e.g., physical and technical skills) and character-related attributes (e.g., stress management, teamwork, discipline and motivation). Failure in these two types of evaluations may result in temporary exclusion from re-enlistment. Success allows them to pursue specialized training pathways (e.g., specialized professional or leadership training) to become soldiers, non-commissioned or commissioned officers. This basic military training is mandatory for all military personnel, regardless of their subsequent career path. 
Procedure
To test our hypotheses, a self-reported online questionnaire was administered twice to Belgian military candidates during their nine-week basic military training. This basic military training is conducted immediately following entry into the military organization. The first measurement took place two weeks after the start of the training, capturing initial exposure to the military organization during the long and intense selection process (e.g., minimum two days of tests) and the intense military training.  The second measurement took place at the end of the basic military training. Our design comprised two measurement times with a 7-week interval between the assessments. This time lag was chosen in agreement with Belgian Defence to be consistent with their socialization process. The questionnaire was accompanied by an explanatory letter. Participation was voluntary and anonymous, and informed consent was obtained from each participant. Prior to launching the survey, the present study and its design were presented for approval to the researchers’ university faculty of psychology ethics committee. The ethics committee’s final decision was positive suggesting that the present study fulfilled all the ethical rules regarding the methodological design.
Sample
Between May 2024 and January 2025[footnoteRef:1], 675 respondents completed the online questionnaire at Time 1 and 466 at Time 2. In all, 246 respondents were matched across the two waves. The final sample therefore consisted of 246 Belgian military candidates. Of these, 211 were men (85.77%), 22 were women (8.94%), and 13 did not report their gender (5.29%). Most participants held a high school diploma (93.91%). Based on the semi-partial method recommended by Little (2013), gender and diploma were unrelated to our model’s constructs and were therefore not included as control variables. [1:  This study is part of a broader longitudinal project conducted by the Belgian Defence, examining military candidates’ experiences during their basic military training. The present study focused on a limited timeframe, with data collected between May 2024 and January 2025. Consequently, some participants who completed T1 responded to T2 outside the study timeframe. Conversely, some participants who completed T2 had completed T1 outside the study timeframe.] 

Measures
The dimensions of socialization were measured using the Newcomers Socialization Questionnaire (NSQ) developed and validated by Haueter and colleagues (2003). Originally, this three-dimensional scale consisted of 35 items: 12 items assessed organization socialization, 12 assessed task socialization, and the remaining 11 assessed group socialization. For each of these dimensions, we used the five items with the highest loadings. However, after examining the factor loadings of each item, one item from the organization dimension of socialization and one item from the group dimension of socialization were removed at each measurement time. In fact, the factor loadings of these items were quite low compared to the other items on their scale. Therefore, we finally used four items assessing organization socialization, five items assessing task socialization, and four items assessing group socialization. Each item was rated on a 5-point Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly agree). We performed a confirmatory factor analysis with maximum likelihood estimation to evaluate the fit of the hypothesized measurement model of the socialization construct, testing whether the three dimensions of socialization represented related but distinct facets (Bentler & Bonett, 1980). The hypothesized three-factor model showed a good fit to the data at each measurement time (Table 1) and fit significantly better than more constrained models. All items loaded reliably on their predicted factors, with standardized loadings exceeding the recommended cutoff of .50 (Kline, 2016) (see Appendix 1).  We verified the inter-item reliability (i.e., internal consistency) of the three dimensions of socialization using Cronbach's alpha. At the first measurement, the indices were .72 for organization socialization, .79 for task socialization, and .77 for group socialization. At the second measurement, the indices were .81 for organization socialization, .86 for task socialization, and .87 for group socialization.
Affective organizational commitment was measured using the scale of Vandenberghe et al. (2004), a revised version of the instrument originally developed by Meyer et al. (1993) and later refined by Meyer and colleagues (1996). We used the three items with the highest factor loadings (e.g., “I really feel a sense of belonging to the Belgian Defence”). Each item was rated on a 5-point Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly agree). Cronbach's alpha was .79 at the first measurement and .82 at the second measurement.
Intention to quit was measured with three items adapted from Jaros (1997; e.g., “I often think about quitting the Belgian Defence”). Each item was rated on a 5-point Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly agree). Cronbach's alpha was .87 at the first measurement and .91 at the second. 
[Table 1 near here]
Analyses
By using Mplus 6 (Muthén & Muthén, 2010), we performed a confirmatory factor analysis (CFA) with maximum likelihood estimation to ensure that the various latent variables measured were distinct concepts (i.e., construct validity) at each measurement time (Bentler & Bonnet, 1980). We then tested the measurement of invariance over time. This is a condition without which cross-lagged analyses cannot be performed. We therefore tested weak, strong and configurational invariance over time. The configurational invariance represents the measurement of equivalence between the fixed parameter model and the free parameter model. The weak invariance consists of measuring equivalence between saturations over time. The strong equivalence tests the equivalence of means over time (Little, 2013). Finally, we ran structural equation modeling (SEM) to test our hypotheses. Four different cross-lagged models were therefore estimated. The first model, the stability model (1), represents the autoregressions of the variables, namely, organization socialization, task socialization, group socialization, intention to quit, and affective organizational commitment. The causal model (2) represents the stability model to which we added the links between the three dimensions of socialization at Time 1 and the two attitudinal variables at Time 2 (i.e., intention to quit and affective organizational commitment). Next, the reverse model (3) represents the stability model to which we have added the links between the two attitudinal variables at Time 1 and the three dimensions of socialization at Time 2. Finally, the reciprocal model (4) represents the causal model added to the reverse causal model. We compared these models using the χ² difference test (Weston & Gore, 2006). This difference is calculated by subtracting the χ² value of the less restrictive model from that of the more restrictive model. Similarly, the difference in degrees of freedom is obtained by subtracting the degrees of freedom of the less restrictive model from those of the more restrictive model. The resulting χ² difference statistic, along with the associated difference in degrees of freedom, is used to assess whether the constraints imposed in the more restrictive model lead to a statistically significant deterioration in model fit. A significant χ² difference indicates that the more restrictive model fits the data significantly worse than the less restrictive model, suggesting that the imposed constraints are not supported by the data. Conversely, a non-significant χ² difference indicates that the constraints imposed in the more restrictive model do not significantly worsen model fit. In this case, the more restrictive (and thus more parsimonious) model is preferred.
Results
In Table 2, descriptive statistics, reliabilities, and intercorrelations among all study variables are presented. The correlations between the socialization dimensions were moderate to substantial (T1:.42–.55; T2:.44–.66), indicating that the constructs are related but empirically distinguishable. As can be seen, the reliabilities were acceptable, and all the internal consistencies were satisfactory (𝜶≥.72). 
[Table 2 near here]
Concerning the measurement invariance (Table 3), the CFI differences tests between the three types of invariances were less than .01. According to Little (2013), these results suggest that the scales were measurement-invariant over time.
[Table 3 near here]
Results of the SEM analyses indicate that, compared to the stability model (Model 1), Models 2, 3, and 4 show lower ² values, indicating a better fit (Table 4). However, the reciprocal model (Model 4) displays the largest decrease in chi-square, Δ²(12) = 75.98, p < .01. We compared this reciprocal model (Model 4) with a more parsimonious model in which the non-significant paths were removed (Model 5). Because the pruned reciprocal model (Model 5) was not significantly different from the reciprocal model (Model 4) (Δχ²(4) = 7.12, p > .05), we retained the more parsimonious model (Model 5). 
[Table 4 near here]
All significant lagged effects are presented in Figure 1. As shown in this Figure, the autoregressive paths represented the strongest effects in the model, with prior levels of intention to quit and affective commitment being the strongest predictors of their respective Time 2 outcomes, compared to the effects of the socialization dimensions.
The organization dimension of socialization is reciprocally related to affective organizational commitment and intention to quit. Organization socialization at Time 1 (T1; 2 weeks after entry into the organization) positively predicts affective organizational commitment and negatively predicts intention to quit at Time 2 (T2; 9 weeks after entry into the organization). Moreover, affective organizational commitment and intention to quit at T1 respectively positively and negatively predict organization socialization at T2. These results support hypotheses 1A and 2A. 
The group dimension of socialization is also reciprocally related to affective organizational commitment and intention to quit. Group socialization at T1 positively predicts affective organizational commitment and negatively predicts intention to quit at T2. Moreover, affective organizational commitment and intention to quit at T1 respectively positively and negatively predict group socialization at T2. These results support hypotheses 1C and 2C. 
However, task socialization does not exhibit a reciprocal relationship with affective organizational commitment and intention to quit, providing no support for Hypotheses 1B and 2B.
[Figure 1 near here]
Discussion
Using a two-wave cross-lagged design on a sample of 246 Belgian military candidates, this study addresses a gap in the literature examining the direct, reversed, and reciprocal impacts of the three socialization dimensions on affective organizational commitment and intention to quit. Previous research has rarely explored these relationships, and the few studies that did considered only direct links (Takeuchi & Takeuchi, 2009). 
As expected in longitudinal designs, the autoregressive paths from Time 1 to Time 2 were the strongest predictors in the model, reflecting the relative stability of these attitudinal and perceptual variables over time. This pattern is consistent with prior research showing that work attitudes such as affective commitment and turnover intentions exhibit substantial temporal stability once formed (e.g. Kline, 2016). More specifically, the autoregressive effects for intention to quit and affective commitment were stronger than those associated with any of the socialization dimensions included in this study, further highlighting the predominant role of temporal stability in these constructs. In this context, socialization effects should be interpreted as incremental influences operating beyond this strong stability, consistent with methodological work showing that cross-lagged effects capture variance in the outcome at Time 2 beyond its prior level, i.e., over and above autoregressive stability (Hamaker et al., 2015). 
Our results showed that the mean levels of each dimension of socialization slightly increased between T1 and T2. This may be explained by the level of socialization at T1. Indeed, to begin the basic military training, candidates must successfully complete a long and intense selection process. To succeed, they need to pass a motivational interview in which their knowledge about the organization and the job are assessed. Moreover, at T1, military candidates had already experienced two weeks of training with intense working days and a boarding school setting. This context may rapidly facilitate the socialization of the candidates. This may explain the slight increase of socialization levels during the training.
We found positive reciprocal relationships between the organization dimension of socialization and affective organizational commitment, as well as negative reciprocal relationships with intention to quit. This suggests that a high level of organization socialization may promote a good fit between workers and their organization, reducing therefore their intention to quit and strengthening their affective organizational commitment (Greguras & Diefendorff, 2009; Morrison, 1993; O'Reilly et al., 1991). Moreover, high affective organizational commitment may enhance the perceived usefulness of training (Tannenbaum, 1991). Since the socialization process includes training and knowledge provision to newcomers (Bauer et al., 2025), perceived usefulness may enhance organization socialization. In addition, a high intention to quit may promote psychological withdrawal from the organization (Keaveney & Nelson, 1993), leading to disengagement from the socialization process. From a career perspective, these reciprocal dynamics may be particularly critical in early stages, where organizational socialization and adjustment are most salient, but may stabilize or evolve as military members gain experience and develop stronger organizational embeddedness over time (Ashforth et al., 2007; Bauer & Erdogan, 2011). 
We also found positive reciprocal relationships between the group dimension of socialization and affective organizational commitment, as well as negative reciprocal relationships with intention to quit. Accordingly, a high group socialization may promote workers’ fit with their group, strengthening their affective organizational commitment to the organization, and reducing their intention to quit (Feldman, 1981; Herkes et al., 2019). In addition, as previously mentioned, high affective organizational commitment may promote the perceived usefulness of training (Tannenbaum, 1991). This perceived usefulness may also increase the group dimension of socialization. Moreover, a high intention to quit may promote a psychological withdrawal from the organization (Keaveney & Nelson, 1993), which may lead to disengagement from the group socialization process. Over the course of a military career, the importance of group socialization may remain particularly strong, as cohesion and interpersonal bonds are repeatedly reinforced through shared experiences such as training and deployments, potentially amplifying its long-term effects on commitment and retention (Griffith, 2002; Siebold, 2007).
In a military context, organization and group socialization may foster identification. According to Harel et al. (2025), organizational identification constitutes an important resource that can be developed throughout the process of socialization, fostering a sense of belonging and alignment with the military organization, which, in turn, reduces intention to quit. Organizational identification is an emotion-driven process and fosters emotional bonds between employees and the military organization (Harel et al., 2025). According to Cobb et al. (2011), identification can also target entities other than the organization, such as the platoon. Taken together, these elements suggest that the organization and group dimensions of socialization may be linked to affective organizational commitment and intention to quit, through the development of the perception of oneness with and belongingness with a human aggregate (Ashforth & Mael, 1989).
However, we do not find any reciprocal relationship between task socialization and affective organizational commitment, nor with intention to quit. Nevertheless, these results are consistent with those obtained by Takeuchi and Takeuchi (2009) and could be interpreted considering Blau’s social exchange theory. According to this theory (Blau, 1964), social exchange refers to transactions between individuals in which favors provided by one person create a sense of reciprocal obligation. To free themselves from this obligation, the person who received the favor must return one in kind. In this type of exchange, the exact nature of the return favor is not explicitly defined by the parties. Blau (1964) argues that social exchange generates various feelings such as obligation, gratitude, and trust. It also involves investment and commitment to the other party. In addition to social exchange, the author also discusses a second form of exchange, economic exchange, in which obligations are explicitly formulated and focused on the extrinsic aspects of work (Blau, 1964; Delobbe & De Boer, 2023). The task dimension of socialization, unlike the other two dimensions, appears to be more closely related to economic exchange than to social exchange. Indeed, military candidates are required to socialize with the task because this obligation is explicitly stated in their employment contract and because it allows them to obtain remuneration in return (Delobbe & De Boer, 2023). Thus, the social exchange theory (Blau, 1964) could explain the absence of a significant relationship concerning task dimension. Indeed, employees’ commitment and favorable attitudes toward the organization reflect their response to social, rather than economic, exchanges (Delobbe & De Boer, 2023).
Practical implications
The results of our study suggest concrete actions that could benefit military organizations. Over time, the organization and group dimensions of socialization show positive effects on military candidates’ affective organizational commitment and negative effects on their intention to quit. Thus, early interventions targeting these socialization dimensions appear crucial to strengthen affective organizational commitment and reduce newcomers’ intention to quit. Farnese and colleagues (2022) suggested that interventions aimed at strengthening workers’ professional identity or enhancing the organization’s prestige could influence the level of organization socialization. Other authors note that this variable could also be reinforced through training, tutoring, or mentoring programs designed to increase new employees’ awareness of their organization’s objectives, policies, and practices (Spagnoli et al., 2018; Takeuchi & Takeuchi, 2009). The group dimension of socialization could also be reinforced through training, tutoring, or mentoring sessions. However, these sessions would aim to increase newcomers’ awareness of the specific values, practices, policies, and objectives of their work group (Spagnoli et al., 2018; Takeuchi & Takeuchi, 2009). Moreover, Farnese et al. (2022) recommend combining these educational methods focusing on social inclusion with group activities to further strengthen members’ level of group socialization. 
Our research also highlighted a positive impact of affective organizational commitment and a negative impact of intention to quit on the organization and group dimensions of socialization. Workers’ affective organizational commitment may be strengthened through psychosocial mentoring (Bowers, 2019; Craig et al., 2013; Payne & Huffman, 2005). Bozeman and Feeney (2007) defined psychosocial mentoring as the informal process through which knowledge, social capital, and support are transferred and perceived by the employee. A mentoring program has been implemented at the US Coast Guard academy (Xu & Hickey, 2022). In this program, each cadet is paired with a volunteer mentor and participates in weekly discussions focusing on the mentee’s career path and the development of their social networks. Reported benefits include perceived support, access to a role model, and career-related advice. Bowers (2019) also suggested that assigning an official mentor early on and developing a strategic plan with that mentor is beneficial, particularly when a military organization has limited time. Moreover, to further promote the development of the affective organizational commitment, Morrison (2002) proposed to reinforce social ties between workers. Adding group activities to the basic military training could also increase the level of attachment of workers to their organization. 
On the other hand, several measures could be implemented to reduce newcomers’ intention to quit and, consequently, enhance their organization and group socialization. Given that affective organizational commitment is generally negatively correlated with intention to quit (Meyer et al., 2002), measures aimed at strengthening affective organizational commitment may also help reduce turnover intention. Furthermore, intervening early in the socialization process during recruitment and selection can contribute to lowering turnover intention. According to Phillips (1998), presenting realistic job previews to candidates reduces the likelihood that they will leave after being hired. This method involves providing candidates with both favorable and unfavorable information about the job (Phillips, 1998). Research conducted by Earnest et al. (2011), building on the work of Cialdini et al. (2004), suggests that increasing the perceived honesty of the organization through realistic job previews further decreases the likelihood of leaving. North Atlantic Treaty Organisation, Research and Technology Organization (2007) suggested implementing realistic job previews at different stages of the recruitment and selection process in military organizations. For example, interviewers may help contrast the expectations of the applicants with the organizational reality during the interviews, and more information may be provided to the final applicants in dedicated information sessions. Taken together, given the specific goals and unique functioning of military organizations (Macovei & Bumbuc, 2015), the use of realistic job previews could be a key strategy to address attrition by influencing military candidates’ intention to quit. 
Limitations and perspectives for future research
Our study has several limitations, leading us to interpret the findings with caution. Firstly, our sample of 246 military candidates was mainly composed of men with a secondary level of education, which limits the generalizability of our results to other populations. Future research should replicate this study in other samples. Specifically, conducting this research in samples from different sectors and cultural contexts would allow for an examination of whether the observed relationships generalize to other environments. Secondly, due to the design of this study, we collected data from participants who remained in training for at least nine weeks. As a result, participants who left earlier could not be included in this study, which may lead to a potential underestimation of the level of intention to quit and a potential overestimation of the affective organizational commitment level. Third, the small number of matched responses across time points is also a limitation of this study. This can be explained by the data collection context (see footnote page 10) and by the voluntary nature of data collection during basic military training. Fourth, this study relies exclusively on self-reported measures, which may lead to common method bias and social desirability bias (Podsakoff et al., 2003; Podsakoff et al., 2012). It is noteworthy that we used a longitudinal design with two measurement times to reduce the likelihood of this (Podsakoff et al., 2012). At the same time, two-wave designs do not allow for a rigorous examination of change trajectories, nor do they adequately distinguish between interindividual stability and intra-individual variations over time. As highlighted in the methodological literature, at least three waves are required to more rigorously test reciprocal relationships and to model developmental processes with greater precision (e.g., Little, 2013). Future research should therefore rely on three or more measurement occasions to provide a more robust test of directionality and to better capture how these relationships unfold over time. Fifth, although the main objective of our study was to better understand attrition in the Belgian army, we were not able to measure actual turnover among our sample. Indeed, we collected data during the basic military training, and this context limited our measures to attitudinal variables such as intention to quit. Although intention to quit is recognized as an immediate precursor of actual turnover (Mobley et al., 1978) and is often used to study this concept (Lazzari et al., 2022), we suggest that future research could replicate our design including the measure of actual turnover behavior. Finally, this study focused solely on military candidates’ affective organizational commitment. However, according to Allen (2016), employee commitment is better conceptualized when all three dimensions of organizational commitment (i.e., affective, normative, and continuance commitment) are considered rather than only one. Future research should therefore replicate this study by including all dimensions of organizational commitment, as examining the three components may provide a more comprehensive understanding of employee commitment and its relationship with the dimensions of socialization. Another direction for future research is to examine different mediating variables underlying the significant relationships identified in this study. For instance, it may be worthwhile to test the mediating role of Person–Organization fit (i.e., PO fit) in the relationship between organization socialization and affective organizational commitment or intention to quit. Similarly, the mediating role of Person–Group fit (i.e., PG fit) could be examined in the relationship between group socialization and these two attitudinal variables. Examining such mediating effects would provide a deeper understanding of the underlying processes driving these relationships.
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