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Extra-role behaviors play a special role in achieving organizational goals as well as in
individual and social well-being. Therefore, they are considered one of the most
important and common topics for review and research in organizational studies.
Accordingly, the purpose of this study was to present a model of extra-role behaviors
of employees. The research method was qualitative and based on grounded theory. In
line with the principle of theoretical saturation, 16 employees and managers of the
Kerman Governorate were selected through purposive and theoretical sampling, and
interviews were conducted. The data were analyzed using Strauss and Corbin’s
constant comparative method (2015) with open, axial, and selective coding. In total,
260 open codes were extracted, which after final analysis were categorized into 73
subcategories and 21 main categories. In selecting participants, efforts were made to
ensure that employees from all age groups and employment categories were included.
Extra-role behaviors were identified as the core category, while individual
characteristics, organizational features, job conditions, support, and rewards were
identified as causal and contextual conditions across five levels: organizational
approach, organizational commitment, individual conditions, personality traits, and
individual health. Intervening conditions were categorized into organizational features
and management style. The strategies for extra-role behaviors included spirituality,
support, establishment of information systems, performance evaluation, training,
flexibility, and goal setting, each with different subcategories. The consequences were
classified into three groups: general, organizational, and individual. According to the
research findings, the proposed model of employees’ extra-role behaviors is a
comprehensive model that, if implemented, can take positive steps toward
strengthening strategies for extra-role behaviors among employees.
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Extended Abstract

Introduction

The study of human behavior in organizational contexts has long been a central focus of
management and organizational behavior research. With the growing complexity of work environments
in the modern era, employees are increasingly expected to contribute beyond the formal boundaries of
their job descriptions. These discretionary activities, known as extra-role behaviors, are defined as
voluntary actions that go beyond assigned responsibilities and contribute to organizational effectiveness,
social cohesion, and individual well-being (Frank & Kohn, 2023). Since the concept was first articulated in
the 1980s, extra-role behaviors have become one of the most prominent areas of inquiry in organizational
behavior studies.

Extra-role behaviors encompass a wide range of activities, including assisting colleagues,
volunteering for tasks outside of official duties, innovating in work processes, and promoting the image
of the organization. Importantly, such behaviors are not directly recognized or rewarded by formal
compensation systems, but they have significant consequences for organizational success (Hsu et al., 2017).
In this sense, they are distinct from in-role behaviors, which are explicitly defined and tied to formal
evaluation systems. Research has shown that extra-role behaviors contribute to productivity, enhance
communication and cooperation, foster teamwork, and improve service quality (Karaosmanoglu et al.,
2016).

A growing body of literature has investigated the antecedents of extra-role behaviors. At the
individual level, personal traits such as conscientiousness, altruism, and responsibility play crucial roles
(Meng et al., 2024). At the organizational level, contextual factors such as leadership style, organizational
culture, perceived organizational support, and fairness in performance appraisal strongly influence
employees’ willingness to engage in such discretionary actions (Karim et al., 2024). For instance, leaders
who adopt a transformational style are more likely to inspire followers to go beyond formal requirements,
while organizations that emphasize ethical values and fairness provide fertile ground for extra-role
initiatives (Zhou et al., 2020).

Cross-industry studies further illustrate the importance of extra-role behaviors. In the foodservice
sector, research has demonstrated that employee burnout negatively affects extra-role food safety
behaviors (Choi, 2024). In the banking industry, appraisal fairness and constructive feedback have been
shown to directly enhance extra-role customer service behavior (Karim et al., 2024). Similarly, studies in
hospitality confirm that job crafting and work engagement encourage innovative and extra-role behaviors
(Ok & Lim, 2022). These findings indicate that each industry faces unique challenges and enablers for
extra-role behaviors, highlighting the need for context-specific models.

Scholars have also examined extra-role behaviors in emerging domains such as cybersecurity,
where employees voluntarily engaging in proactive security behaviors significantly contribute to
organizational resilience (Yinetal., 2023). Similarly, research integrating self-determination and construal-
level theories has revealed that extra-role security behaviors are strongly shaped by intrinsic motivation
and psychological distance (Frank & Kohn, 2023). These findings extend the scope of extra-role behavior
beyond traditional teamwork and service contexts, demonstrating its critical relevance in the digital age.

Despite the abundance of research, notable gaps remain. Many studies focus on private-sector
organizations, while relatively few investigate extra-role behaviors in public institutions and executive
agencies (Nguyen-Phuoc et al., 2024). Yet, the bureaucratic and service-oriented nature of executive
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agencies presents unique dynamics that demand scholarly attention (Zivari Rahman et al., 2022).
Furthermore, measurement tools for extra-role behaviors often lack comprehensiveness, making it
difficult to capture their multi-dimensional nature (Utkarsh & Gupta, 2022). These limitations underscore
the need for models that not only capture the complexity of the phenomenon but are also grounded in
empirical realities through qualitative exploration.

In this context, grounded theory offers a powerful methodological approach. By systematically
deriving categories from data, grounded theory provides an opportunity to construct a context-sensitive
and comprehensive model of extra-role behaviors. Such an approach is particularly useful for exploring
phenomena that are processual, multi-dimensional, and emergent (Khodabandehlou & Zivari Rahman, 2017).
Building on this rationale, the present study aims to propose a comprehensive model of employees’ extra-
role behaviors in executive agencies.

Methods and Materials

The study employed a qualitative research design based on grounded theory methodology.
Participants included 16 employees and managers of an executive agency, selected through purposive and
theoretical sampling until theoretical saturation was reached. Data were collected through semi-structured
interviews conducted over several months. The interviews began with open-ended questions to capture
participants’ perspectives and gradually evolved into more focused discussions to deepen understanding
of specific themes.

Data analysis followed Strauss and Corbin’s constant comparative method, consisting of open,
axial, and selective coding. During open coding, 260 codes were generated from line-by-line analysis of
interview transcripts. These codes were subsequently grouped into 73 subcategories and 21 main
categories. Axial coding was then applied to identify relationships among categories based on causal
conditions, contextual conditions, intervening conditions, strategies, and consequences. Finally, selective
coding integrated these elements into a coherent theoretical framework, with extra-role behavior emerging
as the core category. To ensure validity, triangulation strategies were employed, including member
checking with participants, expert reviews, and peer debriefing.

Findings

The analysis identified extra-role behavior as the central phenomenon around which other
categories were organized. Causal conditions influencing these behaviors included individual
characteristics (such as conscientiousness, altruism, responsibility, loyalty, and age), organizational
features (such as organizational identity, trust, meritocracy, and organizational health), job conditions
(such as job satisfaction, job enrichment, and respect for employees), and structural incentives (such as
organizational support and both material and non-material rewards).

Contextual conditions were classified into five dimensions: organizational approach,
organizational commitment, individual circumstances, personality traits, and personal health. Intervening
conditions included organizational features such as performance appraisal systems, knowledge
management, and flexible structures, as well as management styles, particularly participative and
transformational leadership.

Strategies for promoting extra-role behaviors were grouped into seven categories: spirituality
(emphasizing moral values and altruism), support (including feedback, expectations, teamwork, and
financial resources), information systems (for transparency and accountability), performance evaluation
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(systematic and fair appraisal), training (ethical and professional development), flexibility (facilitating
organizational adaptability), and goal setting (defining clear plans and strategies).

The consequences of extra-role behaviors were classified into three domains. At the individual
level, outcomes included personal growth, reduced conflict, talent development, and self-actualization. At
the organizational level, consequences included creativity, organizational growth, development, and
excellence. At the societal level, general consequences included improved service quality and enhanced
productivity.

Discussion and Conclusion

The findings highlight the multi-dimensional nature of extra-role behaviors and their dependence
on an interplay of personal, organizational, and managerial factors. Individual characteristics such as
conscientiousness and altruism were found to be critical antecedents, consistent with prior research
emphasizing the role of personality traits in fostering discretionary behaviors (Meng et al., 2024). Similarly,
organizational features such as trust and meritocracy aligned with evidence that supportive and fair
organizational environments encourage employees to go beyond their formal duties (Zhou et al., 2020).

The identification of job satisfaction, enrichment, and respect as key drivers reinforces findings in
the hospitality and food delivery sectors, where favorable job conditions significantly enhanced both in-
role and extra-role behaviors (Nguyen-Phuoc et al., 2024; Ok & Lim, 2022). Likewise, the significance of
supportive leadership and participative management echoes results in leadership studies showing that
transformational leadership fosters extra-role behaviors by creating shared visions and empowering
employees (Zheng, 2025).

The strategies proposed by this research—particularly spirituality, ethical values, and support—
are noteworthy in highlighting the importance of cultural and moral dimensions in shaping extra-role
behaviors. This resonates with prior studies that found ethical corporate identity to be a moderator of
customer extra-role behaviors (Karaosmanoglu et al., 2016). Similarly, the emphasis on training and
knowledge management corresponds with findings in information systems research, where supportive
infrastructures were shown to strengthen employees’ discretionary contributions (Leidner et al., 2018).

The identified consequences of extra-role behaviors—spanning individual, organizational, and
societal domains—underscore their strategic importance. Improved service quality and productivity align
with findings in education and service delivery contexts, where extra-role behaviors translated into
enhanced performance outcomes (Zivari Rahman et al., 2024). Organizational outcomes such as innovation
and development confirm earlier observations that discretionary contributions drive competitiveness and
long-term sustainability (Ciuffarin et al., 2023).

In conclusion, the present study contributes to the literature by providing a grounded and context-
specific model of extra-role behaviors in executive agencies. By capturing the complex interplay of
antecedents, strategies, and consequences, the model offers a comprehensive framework for understanding
and managing these behaviors. The findings not only align with previous studies but also extend them by
highlighting the unique dynamics of executive agencies. This underscores the necessity of cultivating
supportive organizational cultures, participative leadership, and fair systems to encourage employees to
engage in extra-role behaviors, which ultimately benefit individuals, organizations, and society at large.
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