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ABSTRACT: 

 

Organizational Citizenship Behavior (OCB) has evolved from 

a narrow investigation into employee helpfulness into a multi-

dimensional framework essential for organizational survival. 

This review synthesizes three decades of literature to trace the 

construct’s progression from its "extra-role" origins to its 

modern conceptualization as contextual performance. By 

examining foundational theories—including Social Exchange 

Theory, Organizational Justice, and Leader-Member 

Exchange—this paper delineates the individual, leadership, and 

structural determinants that foster a "good soldier" culture. 

Empirical evidence highlights that OCB significantly enhances 

organizational effectiveness, accounting for substantial 

variance in performance quality, quantity, and customer 

service. Furthermore, the review explores the expansion of the 

construct into specialized domains, such as Organizational 

Citizenship Behavior for the Environment (OCBE) and the 

moderating influence of age-related factors and discrimination 

climates. While the benefits of OCB are well-documented, this 

paper also addresses the "dark side" of the construct, including 

compulsory citizenship and employee burnout. The synthesis 

concludes by offering a strategic roadmap for future research, 

emphasizing the need for longitudinal studies and an integrated 

approach to understanding citizenship in increasingly 

autonomous and sustainability-driven work environments 

 

Keywords: Organizational Citizenship Behavior (OCB), 

Contextual Performance, Social Exchange Theory, 

Organizational Effectiveness, OCBE, Organizational Justice, 

Extra-role Behavior. 
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Introduction 

 

The concept of Organizational Citizenship 

Behavior (OCB) has emerged as a cornerstone of 

industrial and organizational psychology, 

representing the vital "good soldier" activities that 

sustain the social and psychological fabric of the 

modern workplace. Originally defined by Organ 

(1988) as individual behavior that is discretionary, 

not directly or explicitly recognized by the formal 

reward system, and that in the aggregate promotes 

the effective functioning of the organization, OCB 

captures the essence of employee contributions 

that go "above and beyond" technical job 

requirements. This construct is rooted in the early 

theoretical insights of Katz and Kahn (1966), who 

argued that an organization relying solely on 

prescribed roles would be a fragile social system, 

unable to adapt to the myriad unforeseen 

contingencies of the business environment. 

Consequently, OCB is viewed as the "social 

lubricant" that reduces friction within the 

organizational machinery, facilitating efficiency, 

enhancing coworker productivity, and allowing 

managers to delegate more effectively by freeing 

up time for long-range planning. 

 

The intellectual heritage of OCB is diverse, 

drawing from various disciplines to explain why 

individuals choose to invest personal resources 

into the collective. While early research by Smith, 

Organ, and Near (1983) focused on the 

relationship between job satisfaction and 

"prosocial" behaviors, later scholars like Graham 

(1991) introduced a political philosophy lens, 

positioning OCB as the organizational equivalent 

of civic responsibilities such as obedience, loyalty, 

and political participation. This expansion 

highlighted that citizenship is not merely a reaction 

to positive affect but a fundamental component of 

the relational tie between the individual and the 

institution. Furthermore, the evolution of the 

construct led to a "clean-up" phase where Organ 

(1997) moved away from the strict "extra-role" and 

"unrewarded" requirements, recognizing that the 

boundary between required tasks and discretionary 

acts is often blurred and instead aligned OCB with 

the broader concept of contextual performance. 

 

The structural dimensionality of OCB has 

been a subject of intense academic debate, shifting 

from the classic five-factor model to more 

streamlined taxonomies. Organ’s (1988) initial 

framework identified altruism, conscientiousness, 

sportsmanship, courtesy, and civic virtue as the 

primary domains of citizenship. However, 

Williams and Anderson (1991) provided a critical 

refinement by distinguishing between behaviors 

directed toward individuals (OCBI), such as 

helping a colleague, and those directed toward the 

organization (OCBO), such as maintaining high 

standards of attendance. This distinction has 

allowed researchers to more precisely map the 

antecedents of citizenship, revealing that different 

organizational triggers—ranging from distributive 

and procedural justice to transformational 

leadership styles—can elicit specific forms of 

"good soldier" behavior. Meta-analytic reviews, 

such as those by LePine, Erez, and Johnson (2002), 

have further complicated this landscape by 

suggesting that these dimensions are so highly 

correlated they may reflect a single, general latent 

tendency to be cooperative and helpful. 

 

The strategic significance of OCB is 

underscored by its measurable impact on 

organizational effectiveness and bottom-line 

results. Empirical evidence from diverse sectors, 

including manufacturing, pharmaceutical sales, and 

service industries, demonstrates that high levels of 

OCB are systematically related to improvements in 

performance quantity, quality, and customer 

satisfaction. Podsakoff and MacKenzie (1997) 

highlighted that by fostering helpfulness and 

sportsmanship, organizations can improve the 

stability of performance and enhance the collective 

ability to adapt to environmental changes. In the 

service sector, for instance, civic virtue has been 

shown to significantly reduce customer complaints 

and improve service delivery efficiency. These 

findings suggest that OCB is not merely a 

peripheral "nice-to-have" behavior but a critical 

driver of competitive advantage that allows firms 

to maximize their human capital without the 

excessive costs of formal monitoring and control. 

 

In recent years, the boundaries of OCB 

have expanded to address contemporary global 

challenges, most notably in the realms of 

environmental sustainability and workforce 

demographics. The emergence of Organizational 

Citizenship Behavior for the Environment (OCBE) 

reflects a shift toward "green" citizenship, where 

employees voluntarily engage in eco-initiatives, 

eco-civic engagement, and eco-helping to support 

corporate environmental management systems. 
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Boiral and Paillé (2012) argued that because 

formal environmental regulations are often 

insufficient on their own, the discretionary 

initiatives of employees are essential for achieving 

true sustainability. Simultaneously, the study of 

OCB through the lens of age diversity has gained 

prominence. Profili, Innocenti, and Sammarra 

(2014) have explored how chronological age and 

perceived age discrimination moderate an 

employee’s willingness to stay committed and 

engage in extra-role behaviors, suggesting that 

OCB is sensitive to the inclusive or exclusive 

nature of the organizational climate. 

 

Despite its benefits, the literature also 

recognizes a "dark side" to citizenship, where the 

pressure to perform OCB can lead to negative 

outcomes. Jha and Jha (2010) and other scholars 

have pointed toward the concept of "compulsory 

citizenship," where behaviors that were once 

discretionary become expected or even coerced. 

When OCB is perceived as a requirement for 

career advancement or job security, it can lead to 

emotional exhaustion, role overload, and work-

family conflict. This potential for burnout suggests 

that while OCB is a powerful tool for 

organizational success, its sustainability depends 

on the organization’s ability to maintain a balance 

between encouraging extra-role contributions and 

ensuring the well-being of its members. Future 

research must therefore continue to investigate the 

fine line between genuine citizenship and the 

psychological costs of the "good soldier" 

syndrome. 

 

Ultimately, this review seeks to provide a 

comprehensive synthesis of the determinants, 

dimensions, and consequences of OCB as 

documented over the past three decades. By 

integrating the foundational work of early pioneers 

with modern explorations into ecological 

citizenship and demographic moderators, we can 

develop a more holistic understanding of the 

"hidden" drivers of organizational performance. 

The following sections will explore the 

chronological evolution of the construct, the 

theoretical frameworks—such as Social Exchange 

Theory and Organizational Justice Theory—that 

explain its occurrence, and the specific leadership 

behaviors that foster a culture of citizenship. 

Through this analysis, the paper aims to provide 

both academic insight and practical guidance for 

managers seeking to cultivate a resilient and 

cooperative workforce in an increasingly complex 

and autonomous work environment. 

 

Evolution of Organizational Citizenship 

Behavior 

 

The evolution of Organizational Citizenship 

Behavior (OCB) represents one of the most 

significant theoretical journeys in the history of 

industrial and organizational psychology. To 

understand its current state, one must trace its 

development from early management philosophy 

to modern, specialized applications. This 

chronological progression reveals a shift from 

viewing employees as mere "task-performers" to 

recognizing them as active "citizens" of a social 

community. 

 

1. The Pre-Conceptual Roots (1938–1970s) 
 
The conceptual seeds of OCB were sown long 

before the term was officially coined. The earliest 

foundation can be traced back to Chester Barnard 

(1938), who, in his seminal work The Functions of 

the Executive, introduced the "willingness to 

cooperate" as a prerequisite for organizational 

existence. Barnard argued that no organization 

could achieve its goals through formal directives 

alone; it required a spontaneous, personal 

contribution from its members that transcended 

contractual obligations. Following this path, Katz 

and Kahn (1966) refined this perspective by 

distinguishing between three types of employee 

behavior required for organizational functioning: 

joining and staying in the system, meeting or 

exceeding formal performance standards, and—

most critically—innovative and spontaneous 

behaviors. Katz (1964) famously asserted that an 

organization that depends solely on prescribed 

roles is a fragile social system, highlighting that 

"extra-role" contributions like cooperation, 

protection of the system, and self-training were the 

true drivers of organizational survival and 

adaptability. 

 

2. The Foundation and Formalization (1983–

1988) 

 

The formal birth of the OCB construct occurred in 

the early 1980s, primarily through the work of 

Dennis Organ and his colleagues. Bateman and 

Organ (1983) and Smith, Organ, and Near (1983) 

were the first to operationalize these spontaneous 

behaviors under the label "Organizational 

Citizenship Behavior." Initially, the research was 
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driven by a desire to explain the "satisfaction-

performance" link, which had long frustrated 

scholars. Smith et al. (1983) proposed that satisfied 

employees engage in OCB as a way to reciprocate 

a positive work experience. In this foundational 

period, two primary dimensions were identified: 

Altruism (helping specific individuals) and 

Generalized Compliance (adhering to rules and 

norms for the sake of the system). 

 

This era culminated in Organ’s (1988) 

landmark book, which defined OCB as 

discretionary behavior, not directly or explicitly 

recognized by the formal reward system, and that 

in the aggregate promotes the effective functioning 

of the organization. Organ (1988) expanded the 

taxonomy into the now-classic five-factor model: 

Altruism (helping others), Conscientiousness 

(going beyond minimum requirements), 

Sportsmanship (tolerating inconveniences without 

complaining), Courtesy (preventing problems for 

others), and Civic Virtue (participating in the 

political life of the organization). This model 

provided the empirical framework that would 

dominate the field for the next three decades. 

 

3. The Diversification of Perspectives (1991–

1996) 

 

As the construct gained popularity, other scholars 

began to challenge and expand Organ’s five-factor 

framework. Jill Graham (1991) introduced a 

profound shift by drawing from political 

philosophy. She argued that the term "citizenship" 

should not be restricted to "extra-role" helping but 

should encompass all behaviors relevant to a 

member of a political community. Graham’s 

(1991) model replaced Organ’s categories with 

three pillars: Organizational Obedience 

(acceptance of rules), Organizational Loyalty 

(protection and promotion of the firm), and 

Organizational Participation (active involvement in 

governance). This period also saw the development 

of the "In-role vs. Extra-role" distinction by 

Williams and Anderson (1991), who categorized 

behaviors into OCBI (directed toward individuals) 

and OCBO (directed toward the organization). 

This simplified taxonomy helped researchers 

identify that job satisfaction and organizational 

commitment often predict these two types of 

behavior differently. 

 

4. Construct Clean-Up and Redefinition (1997–

2002) 

 

By the late 1990s, the OCB construct faced critical 

scrutiny. Critics argued that the definition of OCB 

as "unrewarded" and "discretionary" was becoming 

tenable, as many managers were beginning to 

include these behaviors in formal performance 

appraisals. Organ (1997) responded with his 

influential "Construct Clean-Up Time" essay. He 

acknowledged that the boundary between what is 

required and what is discretionary is subjective and 

varies across supervisors. To resolve this, Organ 

(1997) suggested repositioning OCB to align with 

the concept of "Contextual Performance" proposed 

by Borman and Motowidlo (1993). This shift 

moved the focus away from whether the behavior 

was "rewarded" and toward whether it supported 

the psychological and social context of work. 

 

During this same period, Podsakoff and 

MacKenzie (1997) provided the first 

comprehensive review of the empirical evidence 

linking OCB to organizational effectiveness. Their 

meta-analytic efforts proved that OCB was not just 

a theoretical curiosity but a strategic necessity, 

accounting for nearly 40% of the variance in 

customer service and 18-19% in performance 

quality and quantity. However, LePine, Erez, and 

Johnson (2002) challenged the dimensionality of 

the construct, demonstrating through meta-analysis 

that the dimensions were so highly correlated that 

researchers should perhaps treat OCB as a single, 

general "Good Soldier" factor rather than five 

distinct behaviors. 

 

5. Specialization and Modern Applications 

(2003–Present) 

 

In the 21st century, OCB research has branched 

into specialized domains to meet the demands of a 

changing global landscape. One of the most 

prominent evolutions is the development of 

Organizational Citizenship Behavior for the 

Environment (OCBE). Boiral and Paillé (2012) 

recognized that formal environmental management 

systems often fail because they lack employee buy-

in. They validated a new measurement tool for 

OCBE, identifying three dimensions: eco-

initiatives, eco-civic engagement, and eco-helping. 

This expanded the "Good Soldier" concept to 

include ecological sustainability as a form of 

organizational citizenship. 
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Simultaneously, researchers began 

exploring demographic moderators, such as age. 

Profili, Innocenti, and Sammarra (2014) used 

Socio-emotional Selectivity Theory to examine 

how aging workforces engage in OCB. They found 

that while chronological age does not necessarily 

reduce OCB, the "perceived age discrimination 

climate" can act as a severe inhibitor. Additionally, 

recent literature (Jha & Jha, 2010) has begun to 

examine the "dark side" of the evolution, 

investigating how "compulsory citizenship" and 

role overload can lead to burnout, suggesting that 

the future of the construct lies in finding a balance 

between encouraging extra-role contribution and 

protecting employee well-being. 

 

6. Conclusion of the Evolution 

 

The evolution of OCB has moved from a simple 

observation of "helpfulness" to a complex, multi-

layered framework that integrates psychology, 

political science, and environmental management. 

What began as a way to explain job satisfaction 

has transformed into a critical tool for 

understanding organizational effectiveness, 

employee retention, and corporate social 

responsibility. As organizations continue to move 

toward decentralized, autonomous, and green 

structures, the "Good Soldier" behaviors identified 

decades ago remain more relevant than ever 

 

Literature Review 

 

The literature surrounding Organizational 

Citizenship Behavior (OCB) has transitioned from 

a narrow investigation into employee "helpfulness" 

to a sophisticated, multi-level framework that 

addresses the very essence of organizational 

survival in a volatile global economy. At its core, 

the study of OCB is an exploration of the "extra-

role" contributions that employees make—those 

discretionary acts that are not explicitly mandated 

by a formal job description but which, in the 

aggregate, facilitate the efficient and effective 

functioning of the social and psychological context 

of the workplace. This review synthesizes the 

extensive body of research provided, tracing the 

conceptual foundations, the diverse taxonomies 

developed by scholars, the significant impact of 

these behaviors on organizational effectiveness, 

and the emerging specialized domains of green 

citizenship and demographic moderators. 

 

1. Conceptual Foundations and the Social 

Exchange Perspective 
 
The intellectual history of OCB is rooted in the 

realization that formal contracts are inherently 

incomplete and that no organization can succeed if 

its members do only what is strictly required of 

them. Early theorists such as Bateman and Organ 

(1983) and Smith, Organ, and Near (1983) were 

among the first to formalize this observation, 

building upon Katz’s (1964) earlier assertions 

regarding the necessity of innovative and 

spontaneous behaviors. The fundamental premise 

of this early work was that job satisfaction serves 

as a primary driver for these behaviors. When 

employees are satisfied with their work 

environment, they feel a psychological inclination 

to "repay" the organization through discretionary 

efforts. This reciprocity is best explained through 

Social Exchange Theory (SET), which posits that 

employees view their relationship with the 

organization as a series of interactions where 

positive treatment from the employer is met with 

increased citizenship from the employee. Organ 

(1988) crystallized this by defining OCB as 

behavior that is discretionary, not directly 

recognized by the formal reward system, and 

functional to the organization. This definition set 

the stage for decades of research into the "good 

soldier" syndrome, emphasizing that while these 

acts might be small individually, their cumulative 

effect is profound. 

 

2. The Evolution of Dimensions and Taxonomies 

 

The way OCB is categorized and measured has 

seen significant refinement as scholars sought to 

capture the complexity of human behavior in 

organizations. Organ’s (1988) five-factor model—

comprising Altruism, Conscientiousness, 

Sportsmanship, Courtesy, and Civic Virtue—

provided the first widely accepted map of the 

construct. Altruism involves helping a specific 

person with a work-related task, while 

Conscientiousness reflects a general dedication to 

the job that exceeds minimum requirements, such 

as staying late or following rules even when 

unobserved. Sportsmanship represents the 

willingness to tolerate minor inconveniences 

without complaint, and Courtesy involves 

proactive gestures to prevent problems for others. 

Finally, Civic Virtue denotes a responsible 

involvement in the political life of the 

organization. However, as the field matured, 

scholars like Williams and Anderson (1991) 
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argued for a more streamlined approach, 

distinguishing between behaviors directed at 

individuals (OCBI) and those directed at the 

organization as a entity (OCBO). This distinction 

proved vital because it allowed researchers to 

identify that different job attitudes predict different 

types of citizenship; for example, while 

satisfaction might drive interpersonal helping, 

organizational commitment is often the primary 

driver for systemic contributions like civic virtue. 

 

Alternative perspectives also emerged 

during this period, most notably Jill Graham’s 

(1991) political philosophy framework. Graham 

argued that the term "citizenship" should not be 

treated as a set of separate "extra-role" items but as 

a unified concept of membership in a political 

community. Her model categorized OCB into 

Organizational Obedience, Organizational Loyalty, 

and Organizational Participation. This approach 

shifted the focus from simple "helpfulness" to a 

broader understanding of employee rights and 

responsibilities. Despite these varying taxonomies, 

meta-analytic evidence from LePine, Erez, and 

Johnson (2002) has suggested that the various 

dimensions of OCB are so highly correlated that 

they may be best understood as a single latent 

construct—a general "Good Soldier" factor. This 

suggests that employees who are likely to help a 

colleague are almost equally likely to attend non-

mandatory meetings or tolerate workplace 

frustrations, reflecting a global cooperative 

orientation rather than isolated traits. 

 

3. The Determinants and Antecedents of 

Citizenship 

 

Understanding why employees engage in OCB 

requires an examination of individual, leadership, 

and structural factors. Jha and Jha (2010) provide a 

comprehensive review of these determinants, 

noting that personality traits such as agreeableness 

and conscientiousness are strong predictors of an 

individual's predisposition toward citizenship. 

Furthermore, an employee’s "Locus of Control" 

plays a significant role; those who believe they 

have agency over their environment are far more 

likely to take the initiative than those with an 

external locus of control. Beyond personality, job 

attitudes remain the most studied antecedents. 

Beyond simple satisfaction, affective 

commitment—the emotional attachment to the 

organization—acts as a powerful motivator for 

OCB. When employees identify with the 

organization’s values and mission, they treat the 

organization’s success as their own, leading to 

higher levels of civic virtue and loyalty. 

 

Leadership behavior is perhaps the most 

influential external determinant of OCB. 

Transformational leadership, characterized by 

intellectual stimulation and individual 

consideration, inspires employees to go beyond 

their narrow self-interests for the sake of the 

collective good. High-quality Leader-Member 

Exchange (LMX) relationships, where there is 

mutual trust and respect between a supervisor and 

subordinate, create a fertile ground for OCB. In 

such environments, employees perceive their 

"extra-role" work as part of a meaningful social 

exchange rather than a burden. Organizational 

Justice also serves as a critical pillar; if employees 

perceive that rewards are distributed unfairly 

(distributive justice) or that decision-making 

processes are biased (procedural justice), they are 

likely to withhold OCB as a way to "even the 

score" and restore equity in the relationship. This 

highlights that OCB is not just a personality trait 

but a sensitive reaction to the fairness and quality 

of the organizational climate. 

 

4. The Impact on Organizational Effectiveness 

 

A significant portion of the literature is dedicated 

to verifying the "impact" of these behaviors on the 

bottom line. Podsakoff and MacKenzie (1997) 

conducted a pivotal review of empirical evidence 

across diverse sectors, including insurance, 

manufacturing, and the service industry. Their 

findings confirmed that OCB is a powerful 

predictor of organizational effectiveness. Helping 

behaviors, in particular, were found to enhance 

coworker productivity and managerial efficiency 

by sharing best practices and reducing the time 

spent on "maintenance" or troubleshooting. By 

fostering a climate of cooperation, OCB 

"lubricates" the social machinery, allowing for 

better coordination among team members and 

enhancing the organization's ability to attract and 

retain top talent. 

 

The empirical data provided by Podsakoff 

and MacKenzie (1997) and others like Walz and 

Niehoff (1996) show that OCB accounts for a 

staggering amount of variance in performance 

indicators. It has been linked to an 18% 
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improvement in performance quality, a 19% 

increase in quantity, and up to a 38% increase in 

customer service indicators. In service-oriented 

environments, such as the restaurants studied by 

Walz and Niehoff (1996), civic virtue and 

sportsmanship were directly tied to a reduction in 

customer complaints and higher levels of customer 

satisfaction. This suggests that OCB is a strategic 

asset; it creates a psychological and social 

environment that supports the technical core of the 

business. Without these discretionary 

contributions, organizations would be forced to 

spend excessive resources on formal monitoring 

and control mechanisms to ensure that work is 

performed and coordinated effectively. 

 

5. Emerging Domains: Environment and Age 

Diversity 

 

As the global context of work changes, so too does 

the application of the OCB construct. One of the 

most significant recent developments is the 

validation of Organizational Citizenship Behavior 

for the Environment (OCBE). Boiral and Paillé 

(2012) recognized that formal environmental 

management systems are often insufficient if they 

are not supported by the voluntary initiatives of 

employees. They developed a measurement scale 

for OCBE, identifying dimensions such as Eco-

initiatives (voluntary green suggestions), Eco-civic 

engagement (participation in green programs), and 

Eco-helping (assisting colleagues with 

environmental tasks). This research demonstrates 

that the "good soldier" concept is evolving to 

include ecological responsibility, where employees 

act as stewards of the organization's sustainability 

goals. This expansion proves that OCB is not a 

static construct but one that adapts to the shifting 

moral and strategic priorities of the modern era. 

 

Similarly, the literature has begun to 

explore the role of demographic diversity, 

specifically through the lens of age. Profili, 

Innocenti, and Sammarra (2014) have investigated 

how chronological age influences OCB, utilizing 

Socio-emotional Selectivity Theory to explain 

shifts in motivation as workers grow older. Their 

research highlights that while older workers may 

have a strong desire for emotionally meaningful 

work, their willingness to engage in OCB is 

heavily moderated by the "Perceived Age 

Discrimination Climate" of the organization. If 

older employees feel marginalized or undervalued 

due to their age, their commitment and citizenship 

behaviors decline. This underscores the need for 

organizations to foster an inclusive climate where 

all age groups feel their discretionary efforts are 

recognized and valued. 

 

6. The "Dark Side" and the Future Research 

Agenda 

 

Despite the positive associations generally linked 

with the construct, the literature also warns of 

potential pitfalls. Organ (1997) famously called for 

a "Construct Clean-Up," acknowledging that as 

managers increasingly "expect" OCB and include it 

in formal appraisals, the behavior loses its 

"discretionary" and "unrewarded" status. This has 

led to the emergence of "Compulsory Citizenship 

Behavior" (CCB), where employees feel pressured 

by their peers or supervisors to go above and 

beyond. Jha and Jha (2010) note that when OCB 

becomes a forced requirement rather than a 

voluntary choice, it can lead to role overload, 

emotional exhaustion, and burnout. This "dark 

side" of citizenship reminds practitioners and 

researchers alike that the sustainability of OCB 

depends on a foundation of genuine organizational 

support and employee well-being. 

 

Moving forward, the literature suggests that 

several gaps remain. There is an urgent need for an 

integrated approach that combines internal 

communication patterns, organizational culture, 

and specific corporate strategies as determinants of 

OCB. Furthermore, future research should 

investigate the long-term impact of "citizenship 

pressure" on employee retention and health. As 

organizations continue to flatten their hierarchies 

and rely more heavily on autonomous teams, the 

importance of OCB will only grow. The challenge 

for the next generation of scholars will be to ensure 

that the "good soldier" remains a willing and 

empowered participant in the organization's 

success, rather than a victim of uncompensated 

role expansion. By synthesizing these diverse 

strands of literature—from the foundational 

theories of Organ to the modern ecological and 

demographic applications—we can appreciate 

OCB as a vital, evolving, and essential component 

of the human experience at work. 

 

Theoretical Framework 

 

The theoretical underpinnings of Organizational 

Citizenship Behavior (OCB) are primarily 

constructed upon the robust foundation of Social 
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Exchange Theory (SET), which serves as the 

dominant paradigm for explaining why employees 

choose to perform discretionary, non-mandatory 

tasks. According to the logic of social exchange, as 

articulated by Organ (1988) and later synthesized 

by Jha and Jha (2010), employment is viewed not 

merely as a legalistic or economic transaction but 

as a social relationship characterized by mutual 

obligations. When an organization treats its 

members with care, support, and fairness, 

employees experience a psychological state of 

indebtedness. Unlike formal economic exchanges 

where obligations are clearly specified and 

immediate, social exchange involves unspecified 

future obligations. In this context, OCB becomes 

the primary currency through which employees 

reciprocate positive treatment from the 

organization. Because these behaviors are 

volitional and fall outside the strict confines of a 

job description, they represent a powerful way for 

individuals to signal their commitment and "even 

the score" in a high-quality relationship with their 

employer. 

 

Closely intertwined with the social 

exchange perspective is Organizational Justice 

Theory, which identifies the specific perceptions of 

fairness that trigger citizenship responses. Scholars 

such as LePine, Erez, and Johnson (2002) have 

emphasized that OCB is highly sensitive to three 

distinct types of justice: distributive, procedural, 

and interactional. Distributive justice refers to the 

perceived fairness of reward outcomes, while 

procedural justice concerns the fairness of the 

processes used to determine those outcomes. 

Interactional justice relates to the quality of 

interpersonal treatment and the degree of dignity 

and respect provided by management. When these 

perceptions of justice are high, employees feel a 

sense of trust and security that encourages them to 

engage in "extra-role" behaviors without fear of 

exploitation. Conversely, when justice is perceived 

as low, the social exchange bond is fractured, 

leading employees to strictly adhere to their formal 

job descriptions and withhold any discretionary 

effort as a form of non-confrontational protest. 

This makes justice perceptions a critical cognitive 

antecedent that determines whether an employee 

will adopt the "good soldier" persona. 

 

Another significant theoretical lens used to 

understand the interpersonal dimensions of 

citizenship is Leader-Member Exchange (LMX) 

Theory. This framework shifts the focus from the 

organization as a whole to the dyadic relationship 

between a supervisor and a subordinate. According 

to LMX theory, managers develop different types 

of relationships with different employees. High-

quality LMX relationships are characterized by 

high levels of mutual trust, liking, and respect. In 

these "in-group" relationships, supervisors provide 

employees with more autonomy, information, and 

support, while employees reciprocate by 

performing tasks that go beyond their formal roles, 

such as helping coworkers (OCBI) or suggesting 

improvements to work processes (OCBO). Jha and 

Jha (2010) note that LMX acts as a bridge between 

leadership and citizenship, suggesting that the 

quality of the immediate social environment—as 

managed by the supervisor—is often a more 

proximal driver of OCB than broad organizational 

policies. This highlights the importance of 

leadership as a catalyst for the social exchange 

processes that sustain extra-role contributions. 

 

In addition to social and relational theories, 

researchers have increasingly utilized Socio-

emotional Selectivity Theory (SST) to explain how 

OCB evolves across the employee lifecycle. As 

discussed by Profili, Innocenti, and Sammarra 

(2014), SST suggests that as individuals perceive 

their future time as more limited—typically as they 

age—their motivational priorities shift from 

expansive, knowledge-seeking goals to 

emotionally meaningful, socio-emotional goals. 

For older workers, OCB may serve as a way to find 

purpose and social connection within the 

workplace. However, the theoretical application of 

SST in OCB research also introduces the concept 

of Occupational Future Perspective (OFP), which 

refers to an individual's perception of their 

remaining time and opportunities in their career. 

When employees feel they have a "long" future 

ahead, they may engage in OCB as a strategic 

investment for future rewards. When the future 

perspective is "limited," citizenship becomes 

driven more by affective commitment and the 

desire to contribute to the social well-being of the 

collective. This life-span perspective provides a 

nuanced understanding of OCB that moves beyond 

static personality traits or simple job satisfaction. 

 

Finally, the theoretical landscape of OCB is 

complemented by the concept of Contextual 

Performance, as proposed by Borman and 

Motowidlo (1993) and supported by Organ (1997) 
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during the "construct clean-up" phase. This 

framework argues that organizational performance 

should be divided into two categories: task 

performance, which involves the technical core of 

the job, and contextual performance, which 

involves behaviors that maintain the broader social 

and psychological environment. By framing OCB 

as contextual performance, theorists moved away 

from the problematic requirement that OCB must 

be "unrewarded" or "extra-role." Instead, the focus 

is on how these behaviors—such as volunteering, 

persisting with extra enthusiasm, and following 

organizational rules—provide the necessary 

infrastructure that allows the technical core to 

function effectively. This functionalist perspective 

aligns with the "social lubricant" metaphor, 

suggesting that the ultimate theoretical value of 

OCB lies in its ability to enhance the aggregate 

efficiency of the organizational system by 

facilitating cooperation and reducing interpersonal 

friction. 

 

Methodology 

 

The most prevalent methodology in the 

foundational literature involves the use of 

validated survey instruments to measure the five 

dimensions of OCB: altruism, conscientiousness, 

sportsmanship, courtesy, and civic virtue. 

Podsakoff and MacKenzie (1997) highlight that 

early studies often relied on the OCB scale 

developed by Smith, Organ, and Near (1983) or 

the expanded versions by Organ (1988). These 

scales typically ask supervisors to rate the 

frequency with which an employee engages in 

specific cooperative acts. However, to address 

potential "common method variance" or "halo 

effects," researchers like Williams and Anderson 

(1991) introduced a bipartite approach, separating 

behaviors directed toward individuals (OCBI) from 

those directed toward the organization (OCBO). 

This allowed for a cleaner statistical separation 

between interpersonal helpfulness and systemic 

compliance, providing a more rigorous basis for 

identifying specific antecedents like job 

satisfaction or organizational commitment. 

 

A significant methodological advancement 

in the field is the use of meta-analysis to synthesize 

decades of fragmented research. LePine, Erez, and 

Johnson (2002) conducted a comprehensive meta-

analysis of 133 independent samples to test the 

dimensionality of OCB. Their methodology 

involved calculating the "true score" correlations 

between OCB dimensions and common predictors 

such as fairness, leader support, and 

conscientiousness. By aggregating data across 

thousands of individuals, they were able to 

demonstrate that the dimensions of OCB are so 

highly related that they lack sufficient discriminant 

validity to be treated as independent constructs. 

This meta-analytic approach provided the 

empirical justification for treating OCB as a single 

latent "Good Soldier" factor, fundamentally 

changing how future researchers structured their 

structural equation models (SEM). 

 

In the domain of environmental 

management, the methodology has focused on the 

development and validation of new specialized 

instruments. Boiral and Paillé (2012) employed a 

two-study approach to validate the Organizational 

Citizenship Behavior for the Environment (OCBE) 

scale. Study 1 utilized Exploratory Factor Analysis 

(EFA) on a sample of 228 employees to identify 

the underlying structure of green initiatives, while 

Study 2 employed Confirmatory Factor Analysis 

(CFA) on a larger sample of 651 participants to 

verify the three-factor model consisting of eco-

initiatives, eco-civic engagement, and eco-helping. 

This rigorous psychometric process ensured that 

the OCBE construct was distinct from traditional 

OCB and captured the unique nuances of 

discretionary environmental effort. 

 

Furthermore, recent research has adopted a 

more nuanced demographic lens, utilizing cross-

sectional survey designs and moderated regression 

analysis to explore the impact of age on OCB. 

Profili, Innocenti, and Sammarra (2014) collected 

data from 380 employees in the pharmaceutical 

industry, employing the Occupational Future 

Perspective (OFP) scale and Socio-emotional 

Selectivity Theory as a theoretical anchor. Their 

methodology involved testing the moderating 

effects of "age discrimination climate" on the 

relationship between chronological age and OCB. 

This represents a move toward "contingency-

based" methodologies, where the effect of a 

predictor is understood to depend on the 

organizational context, such as the fairness of the 

climate or the perceived future opportunities 

available to the worker. 

 

Finally, to link OCB to actual 

organizational outcomes, some researchers have 

moved beyond perceptual measures to include 

objective "hard" data. Podsakoff and MacKenzie 
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(1997) reviewed studies that utilized objective 

indicators such as sales volume in pharmaceutical 

companies, percentage of quota met in insurance 

agencies, and customer complaint rates in limited-

menu restaurants (Walz & Niehoff, 1996). By 

correlating supervisor-rated OCB with these 

objective performance metrics, researchers were 

able to prove that citizenship behavior has a 

tangible financial and operational impact. This 

bridge between psychological constructs and 

economic outcomes remains the gold standard in 

OCB methodology, as it provides the business case 

for fostering a "good soldier" culture within the 

firm. Through these diverse and increasingly 

sophisticated methods, the field has successfully 

moved from a "working definition" to a rigorously 

tested and validated pillar of organizational 

science. 

 

Key Findings from the Literature 

 

The empirical investigation of Organizational 

Citizenship Behavior (OCB) has yielded several 

robust conclusions regarding its impact, its internal 

structure, and its relationship with organizational 

outcomes. One of the most significant findings 

involves the objective impact of OCB on 

organizational effectiveness. Contrary to early 

criticisms that OCB was a "feel-good" construct 

with little economic value, Podsakoff and 

MacKenzie (1997) provided meta-analytic 

evidence that OCB dimensions are powerful 

predictors of performance. Their synthesis of 

studies across insurance, pharmaceutical, and 

service industries revealed that OCB explains a 

substantial portion of the variance in 

organizational success: approximately 19% in 

performance quantity, 18% in performance quality, 

and an impressive 38% in customer service 

indicators. These findings suggest that helping 

behaviors and civic virtue are not just social 

niceties but are functional requirements for high-

performing systems. 

 

Another critical finding concerns the 

dimensionality and "latent nature" of the construct. 

While Organ (1988) originally proposed five 

distinct dimensions (Altruism, Conscientiousness, 

Sportsmanship, Courtesy, and Civic Virtue), 

extensive meta-analytical work by LePine, Erez, 

and Johnson (2002) found that these dimensions 

are so highly inter-correlated that they often lack 

discriminant validity. Their research suggests that 

OCB is most accurately viewed as a single, general 

"Good Soldier" factor. In practice, this means that 

an employee who exhibits one form of citizenship 

is statistically likely to exhibit others, reflecting a 

global cooperative orientation rather than a set of 

independent traits. This finding has simplified the 

way researchers model OCB, moving the field 

toward a more unified measurement approach. 

 

The literature also identifies a 

"hierarchical" impact of different OCB types. 

Podsakoff and MacKenzie (1997) found that 

"Helping Behavior" (Altruism and Courtesy) 

consistently has the most significant and 

systematic impact on performance across almost 

all industries. In contrast, "Sportsmanship" and 

"Civic Virtue" showed more variable results, 

having a stronger impact in service-oriented 

sectors (like restaurants) than in manufacturing or 

sales. This suggests that the value of specific 

citizenship behaviors is contingent upon the nature 

of the work and the degree of interpersonal 

coordination required by the task. 

 

In the realm of environmental management, 

the findings from Boiral and Paillé (2012) 

established that Organizational Citizenship 

Behavior for the Environment (OCBE) is a distinct 

and valid construct that significantly complements 

formal environmental management systems 

(EMS). Their validation of the three-factor OCBE 

model—Eco-initiatives, Eco-civic engagement, 

and Eco-helping—revealed that discretionary 

employee initiatives are often more effective at 

driving actual "green" performance than top-down 

mandatory policies. Their research found that when 

employees feel empowered to suggest eco-

innovations, the organization’s overall 

environmental footprint is reduced more 

effectively than through compliance alone. 

 

Furthermore, research into the demographic 

determinants of OCB has produced nuanced 

findings regarding the "Aging Worker." Profili, 

Innocenti, and Sammarra (2014) found that 

chronological age is not a direct predictor of OCB 

decline. Instead, the "Perceived Age 

Discrimination Climate" acts as a critical 

moderator. Their findings indicate that older 

workers maintain high levels of affective 

commitment and OCB only when they perceive a 

fair and inclusive climate. If ageism is present, the 

positive relationship between age and citizenship is 
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severed. This highlights that the "Good Soldier" 

spirit is sustainable across a lifespan, provided the 

organizational environment remains supportive 

and just. 

 

Finally, the literature has identified the 

"Determinant Hierarchy," noting that job attitudes 

and leadership behaviors far outweigh personality 

traits in predicting OCB. Jha and Jha (2010) and 

LePine et al. (2002) concluded that Job 

Satisfaction, Organizational Commitment, and 

Fairness (Justice) are the most powerful predictors 

of OCB. While personality traits like 

Conscientiousness and Agreeableness do play a 

role, their influence is often mediated by how the 

employee perceives they are being treated by their 

leader (LMX) and the organization. This confirms 

the "Reciprocity Thesis"—that OCB is primarily a 

reactive, social-exchange behavior rather than a 

purely innate personality characteristic. 

 

Implications and Future Research Agenda 

 

The synthesis of the provided literature on 

Organizational Citizenship Behavior (OCB) 

reveals significant practical implications for 

contemporary management and highlights critical 

gaps that define the future research agenda. As 

organizations transition toward flatter, more 

autonomous, and environmentally conscious 

structures, the reliance on discretionary employee 

contributions becomes a strategic imperative. The 

following discussion outlines the practical 

applications for organizational leaders and the 

theoretical trajectories that require further 

investigation. 

 

1. Managerial and Organizational Implications 
 
The primary implication for practicing managers is 

the recognition that OCB is not a random 

occurrence but a reactive behavior deeply rooted in 

the perceived quality of the social exchange 

between the employee and the organization. 

Because OCB accounts for a significant portion of 

the variance in performance quality, quantity, and 

customer service—reaching as high as 38% in 

service sectors (Podsakoff & MacKenzie, 1997)—

management must prioritize the antecedents of 

these behaviors. This involves shifting focus from 

traditional command-and-control mechanisms 

toward fostering an environment of organizational 

justice. As Jha and Jha (2010) and LePine et al. 

(2002) demonstrate, perceptions of fairness 

(distributive, procedural, and interactional) are the 

most powerful predictors of the "good soldier" 

syndrome. Managers should ensure that decision-

making processes are transparent and that 

employees are treated with dignity, as these factors 

directly influence an individual’s willingness to go 

beyond their formal role. 

 

Furthermore, the literature suggests that 

leadership development should emphasize 

transformational and high-quality Leader-Member 

Exchange (LMX) styles. Since supervisors are the 

most proximal representatives of the organization, 

their ability to provide intellectual stimulation and 

individual consideration is essential for eliciting 

altruism and civic virtue (Jha & Jha, 2010). 

Organizations should also integrate OCB into their 

sustainability strategies. The validation of the 

Organizational Citizenship Behavior for the 

Environment (OCBE) scale by Boiral and Paillé 

(2012) suggests that "green" performance cannot 

be achieved through formal policies alone; it 

requires a culture where employees feel 

empowered to take eco-initiatives and help 

colleagues with environmental tasks. Similarly, 

with an aging workforce, managers must actively 

combat age discrimination climates to sustain the 

affective commitment and extra-role contributions 

of older workers (Profili et al., 2014). 

 

2. Future Research Agenda 

 

Despite the depth of existing research, several 

critical areas remain underdeveloped. First, there is 

an urgent need to investigate the "dark side" of the 

construct more rigorously. While OCB is generally 

viewed as positive, the emerging concept of 

Compulsory Citizenship Behavior (CCB) suggests 

that when discretionary acts become a silent 

requirement for career survival, they lead to role 

overload, stress, and burnout (Jha & Jha, 2010). 

Future studies should explore the "tipping point" at 

which OCB ceases to be a functional social 

lubricant and becomes a source of emotional 

exhaustion. Longitudinal research designs would 

be particularly valuable in tracking the long-term 

impact of high OCB levels on employee well-being 

and turnover intentions. 

 

Second, the literature highlights a need for 

an integrated approach to OCB determinants. 

Current research often examines factors like job 

satisfaction or leadership in isolation. Jha and Jha 

(2010) argue that future research should adopt a 
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more holistic view, examining the combined 

impact of internal communication patterns, 

organizational culture, and corporate mission and 

strategy on citizenship. For instance, how does a 

highly competitive "up or out" culture impact the 

frequency of helping behaviors compared to a 

collaborative team-based culture? Investigating 

these systemic moderators will provide a more 

nuanced understanding of why OCB flourishes in 

some environments but withers in others. 

 

Third, the conceptual "clean-up" initiated 

by Organ (1997) remains an ongoing project. As 

work becomes more fluid and job descriptions 

more ambiguous, the distinction between "in-role" 

and "extra-role" continues to blur. Future research 

should utilize the framework of Contextual 

Performance to explore how different industries 

and cultural contexts define the "minimum" 

requirements of a job. This is especially relevant in 

the gig economy and remote work settings, where 

traditional supervision is absent and OCB may take 

on entirely new forms, such as virtual altruism or 

digital civic virtue. 

 

Finally, the expansion of OCB into the 

ecological and demographic domains offers fertile 

ground for further validation. Research should 

move beyond identifying OCBE to determining 

how it interacts with formal Environmental 

Management Systems (EMS) to produce superior 

sustainability outcomes (Boiral & Paillé, 2012). 

Additionally, more research is needed to 

understand the "lifespan" of citizenship; as workers 

transition through different career stages, how do 

their motives for OCB change, and how can 

organizations adapt their "citizenship climate" to 

remain inclusive for all generations (Profili et al., 

2014)? Addressing these questions will ensure that 

OCB remains a vital and relevant construct for the 

complexities of the 21st-century workplace. 

 

Conclusion 

 

The study of Organizational Citizenship Behavior 

(OCB) has traveled a remarkable distance from its 

early description as the "good soldier syndrome" to 

its current status as a fundamental pillar of 

organizational effectiveness and sustainability. As 

this review has demonstrated, the shift from a 

rigid, task-oriented view of performance to a more 

fluid, contextual approach reflects the changing 

nature of work itself. In an era where hierarchical 

structures are giving way to autonomous teams and 

digital collaboration, the discretionary efforts of 

employees—whether helping a colleague, 

tolerating workplace inconveniences, or 

participating in organizational governance—serve 

as the vital social lubricant that prevents system 

failure and fosters innovation (Organ, 1988, 1997; 

Podsakoff & MacKenzie, 1997). 

 

The cumulative evidence from decades of 

research highlights that OCB is not merely a 

peripheral benefit but a strategic necessity with 

measurable impacts on the bottom line. The 

findings synthesized in this paper show that 

citizenship behaviors account for significant 

variance in performance quality, quantity, and 

customer satisfaction (Walz & Niehoff, 1996; 

Podsakoff & MacKenzie, 1997). Furthermore, the 

expansion of the construct into specialized 

domains, such as Organizational Citizenship 

Behavior for the Environment (OCBE), illustrates 

the adaptability of the "good soldier" concept in 

addressing 21st-century challenges like ecological 

sustainability (Boiral & Paillé, 2012). These 

developments prove that the willingness of 

employees to go beyond their formal roles remains 

one of the most valuable, albeit intangible, assets 

an organization can possess. 

 

However, the sustainability of OCB is 

inextricably linked to the organizational climate 

and the quality of leadership. The literature 

consistently points to organizational justice, trust, 

and high-quality leader-member exchange (LMX) 

as the essential prerequisites for fostering a 

citizenship culture (Jha & Jha, 2010; LePine et al., 

2002). When employees perceive fairness and 

support, they reciprocate through discretionary 

effort; when they perceive discrimination or 

neglect—as seen in the studies on aging 

workforces—this vital contribution is withheld 

(Profili et al., 2014). This underscores a critical 

managerial imperative: OCB cannot be demanded 

or coerced; it must be cultivated through an 

environment that values the individual and 

promotes a sense of shared purpose and equity. 

 

Looking ahead, the challenge for both 

scholars and practitioners lies in navigating the 

"dark side" of citizenship, ensuring that the 

pressure to go above and beyond does not lead to 

role overload or burnout (Bolino et al., 2004). As 

the boundaries between work and personal life 
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continue to blur, maintaining the discretionary 

nature of OCB will be essential to its longevity. By 

continuing to refine our theoretical frameworks 

and measurement tools, we can ensure that the 

"good soldier" spirit remains a voluntary and 

celebrated aspect of the human experience at work. 

Ultimately, the future of organizational success 

depends on creating workplaces where employees 

feel empowered to contribute not just because they 

have to, but because they believe in the collective 

mission of the firm. 
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