
Person–Organization Fit on Prosocial Identity: Implications
on Employee Outcomes

Jongseok Cha • Young Kyun Chang •

Tae-Yeol Kim

Received: 25 November 2012 / Accepted: 1 July 2013 / Published online: 17 July 2013

� Springer Science+Business Media Dordrecht 2013

Abstract This study examined the relationship between

person–organization (PO) fit on prosocial identity (proso-

cial PO fit) and various employee outcomes. The results of

polynomial regression analysis based on a sample of 589

hospital employees, which included medical doctors, nur-

ses, and staff, indicate joint effects of personal and orga-

nizational prosocial identity on the development of a sense

of organizational identification and on the engagement in

prosocial behaviors toward colleagues, organizations, and

patients. Specifically, prosocial PO fit had a curvilinear

relationship with organizational identification, such that

organizational identification increased as organizational

prosocial characteristics increased toward personal proso-

cial identity and then decreased when the organizational

prosocial characteristics exceeded the personal prosocial

identity. In addition, organizational identification and

prosocial behaviors increased as both personal and orga-

nizational prosocial identity increased from low to high.

Keywords Person–organization fit � Prosocial identity �
Organizational identification � Organizational citizenship

behavior � Caring behavior

Introduction

The responsive behavior of people to the prosocial images

and characteristics of companies has recently become

evident. For example, the public outrage with the slogan

‘‘occupy Wall Street’’ has spread worldwide and chal-

lenged the lack of prosocial behavior among companies

(New York Times 2011). Stock markets immediately

punished the lack of integrity of Goldman Sachs toward

clients on the day of disclosures by Greg Smith, former

executive director at Goldman Sachs, about the company’s

unsavory organizational culture (i.e., the stock price

dropped 3.4 %, resulting in a more than $2 billion loss,

Bloomberg 2012). Conversely, consumers and employees

exhibit great commitment to the organizations with pro-

social images and characteristics (Grant et al. 2008; Sen

and Bhattacharya 2001).

The cases above are well represented by the emerging

concept of prosocial identity, which, at varying levels, can be

defined as self-conceptualization that involves helping,

benefiting, and empathizing with others (Grant et al. 2009).

Recently, Grant et al. have conducted several investigations

on the development of personal and organizational prosocial

identities (Grant et al. 2008) and their effects on employees’

attitudinal (Grant et al. 2008) and emotional outcomes

(Grant et al. 2009). However, despite its potential implica-

tions, prosocial identity has received minimal attention.

Current research on prosocial identity has focused primarily

on examining how organizational prosocial characteristics

affect employee outcomes. Identity researchers (e.g., Grant

et al. 2008; Tajfel and Turner 1986), however, suggest that

individuals can hold a personal prosocial identity. Personal

and organizational prosocial identity, instead of being iso-

lated, can be engaged in interactive dynamics to affect

employee outcomes (Brewer and Roccas 2001).
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Our study examines how personal and organizational

prosocial identity jointly affects employee attitudinal (i.e.,

organizational identification) and behavioral outcomes (i.e.,

prosocial behaviors). One of the most promising approaches

for capturing an interactive relationship between personal

and organizational prosocial identity is the person–organi-

zation fit (PO fit) framework. The PO fit framework suggests

that employees do not react to organizational prosocial

image or identity in a monotonically positive manner;

instead, the reactive repertories of employees are more

complicated and depend on the level of congruence (or

incongruence) between personal and organizational proso-

cial identity (Foreman and Whetten 2002). To capture this

intricacy, we employ the polynomial regression analysis and

response surface methodology (Edwards 1996). These

approaches are more sophisticated, and can capture the

potential complexity of the joint effects of personal and

organizational prosocial identity on employee outcomes (cf.

Edwards and Parry 1993). Specifically, these approaches

allow us to test whether organizational identification and

prosocial behaviors increase, decrease, or remain constant as

organizational prosocial identity fall short or exceed per-

sonal prosocial identity as well as both personal and orga-

nizational prosocial identity increase from low to high.

Our study also contributes to the literature by examining

the effects of prosocial identity on employee outcomes in a

unique context. We tested our propositions using Korean

hospital employees (medical doctors, nurses, and adminis-

trative staff) for several reasons. First, prosocial identities are

critical for the success of a hospital because medical profes-

sionals with a prosocial identity could be expected to help,

benefit, and empathize with others, and helping and caring are

directly related to the quality of service in the healthcare sector

(Bolon 1997). Second, the relationships between prosocial

identities and employee outcomes have been rarely examined

in non-Western organizations. To extend the global relevance

of management theories in managing nationally diverse

workforces, it is important to understand how personal and

organizational prosocial identity affects employee outcomes

outside the United States such as South Korean culture. For

instance, considerable evidence suggests that East Asian

cultures are more collective, rather than individual oriented

(Schwartz and Bardi 2001). Accordingly, in East Asia, per-

sonal and organizational prosocial identity may independently

or interactively influence employee outcomes.

Theory and Research Background

Prosocial Identity: A Bipartite Model

Identity is a general self-concept that captures people’s

response to the question who am I? (Stryker and Burke 2000).

However, social identity theory (Tajfel and Turner 1986) sug-

gests that people hold multiple identities in terms of different

abstractions, such as religiosity, gender, or morality. Social

identity theory further suggests that self-identity comprises

‘‘multi-layered’’ self-representations rather than a single one,

including personal-level identity that reflects an individual’s

idiosyncratic characteristics, as well as collective-level identity

that reflects salient group classifications (Ashforth and Mael

1989; Tajfel and Turner 1986). For example, intelligence can be

a source of personal identity (e.g., I am smart), but self-cate-

gorization through membership in intelligent groups (e.g., my

group is smart) can be a source of group identity.

In terms of prosocial identity, individuals can develop a

sense of personal identity in terms of prosocial attributes,

which involve helping, benefiting, and empathizing with

others (Grant et al. 2009). These attitudes enable people to

see themselves as a prosocial being when they care and

help others (Grant 2007; Kaiser and Byrka 2011). On the

other hand, people can also see their organizations as a

prosocial being when such organizations genuinely care

about employees and others in the society and have a

strong orientation toward social betterment. For example,

Grant et al. (2008) found that people tend to develop both

personal and organizational prosocial identities with dis-

tinct forms when they engage in organization-sponsored

prosocial activities. Specifically, at a personal level, when

employees participate in corporate giving programs, they

engage in prosocial sense-making about the self through

the process of interpreting their actions as caring.

Employees then generalize this interpretation to their self-

concepts, thus reinforcing their personal-level identity as

prosocial. At an organizational level, when employees

participate in corporate giving programs, they also engage

in prosocial sense-making about the organization through

the process of assessing the organization’s contributions as

caring. Employees then generalize this interpretation to

their views of the organization, thus reinforcing the orga-

nization-level identity as prosocial. Thus, evidence sug-

gests that people may hold personal and organizational

prosocial identities simultaneously, yet construe such

identities as distinct qualities. Next, we discuss how these

prosocial identities regulate employee outcomes.

Organizational Prosocial Identity and Employee

Reactions

A group of researchers have investigated how employees

react to organizational prosocial characteristics. The

underlying assumption is that when an organization is

perceived to be socially respectful and desirable, organi-

zational members may experience an external prestige and

pride of membership, thus satisfying their need for self-

esteem or self-enhancement (Bhattacharya et al. 1995;
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Mael and Ashforth 1992). The enhanced self-esteem, in

turn, motivates employees to show greater positive atti-

tudes toward the organization and subsequently produce

better work outcomes. This observation was supported by

the findings of Maignan and Ferrell (2001), who found that

employees tend to show greater levels of organizational

commitment when they observe high levels of social par-

ticipation in their organizations. Similarly, when employ-

ees view their organizations as prosocial, they develop

positive attitudes and, in turn, perform their in-role jobs

better (Carmeli et al. 2007). Employees may also develop

extra-role activities for the organization (Lin et al. 2010).

Notably, Grant et al. (2008) used the explicit concept of

‘‘prosocial identity’’ and found that employees’ participa-

tion in corporate volunteering programs promotes organi-

zational commitment via a prosocial sense-making process

in which employees interpret personal and organizational

identities as prosocial. Thus, employees tend to exhibit

positive reactions to the organization when the organiza-

tion is considered prosocial.

Although most of the empirical research on organiza-

tional prosocial characteristics has been conducted in the

United States (Grant et al. 2008), the logic behind the pre-

diction about the relations between prosocial identity and

individual behavior and organizational outcomes may not be

culture bound and should be investigated in non-US con-

texts, such as Asian countries. This claim is reasonable

because the underlying rationale (i.e., theories of self-

enhancement and need for belongingness) has been proven

to be a trans-cultural human tendency (see a review of

Ellemers et al. 2002). In effect, several non-US studies have

shown a similar pattern of findings. For example, Kim et al.

(2010) found that Korean employees who perceive the pro-

social character of a company are likely to experience a sense

of external prestige of the company and, in turn, identify

themselves with and show their commitment to this com-

pany. Similarly, Lin (2010) used Taiwan employees as a

sample and reported that perceived organizational prosocial

characteristics (i.e., corporate citizenship) are positively

associated with positive attitudes of employees, such as

organizational trust, as well as with positive workplace

behavior. These positive attitudes go beyond the boundary of

in-role job description, including work engagement (Lin

2010) and employee citizenship behavior (Lin et al. 2010).

Taken together, we expect organizational prosocial identity

to have a positive impact on employees’ attitude (i.e.,

organizational identification) and prosocial behaviors [i.e.,

organizational citizenship behavior (OCB) and patient car-

ing behavior] among Korean hospital employees.

Hypothesis 1 Organizational prosocial identity will

positively correlate with Korean hospital employees’

organizational identification, OCB, and caring behavior.

PO Fit on Prosocial Identity

Although current studies have focused on examining how

organizational prosocial characteristics affect employee

outcomes, as previously discussed, employees can hold a

personal prosocial identity. These two different levels of

prosocial identities can also jointly affect the employees’

work attitudes and behavior. However, the vast majority of

existing works have postulated that an employee is a pas-

sive audience who reacts monotonically and positively to

organizational prosocial characteristics (e.g., Maignan and

Ferrell 2001). That is, the contribution of individual dif-

ferences to employees’ reaction to organizational prosocial

characteristics has yet to be elucidated. Peterson (2004)

noted that employees may react differentially to an orga-

nization with a prosocial image, depending upon their

attitudes (e.g., attentive or indifferent) toward the proso-

cialness of the organization. Similarly, Turker (2009)

argued that employees exhibit a more positive attitude

toward an organization with a prosocial image when they

consider the prosocialness of the organization to be

important. Thus, it is important to examine how organi-

zational and personal prosocial identity interactively affect

employee outcomes.

The PO fit framework is used in this study to capture

such interactive dynamics. PO fit theory has been perva-

sively applied in the field of organizational psychology,

organizational behavior, and human resource (HR) man-

agement, and higher education (Chatman 1989; Gilbreath

et al. 2011; Kristof 1996; Kristof-Brown et al. 2005). PO fit

is defined as ‘‘the compatibility between people and orga-

nization that occurs when at least one entity provides what

the other needs, or both share similar fundamental char-

acteristics’’ (Kristof 1996, pp. 4–5). The concept of PO fit

is important to organizations because people who fit well

with an organization are likely to exhibit more positive

attitudes and behavior (Suar and Khuntia 2010; Verquer

et al. 2003). Previous literature has shown that PO fit is

positively associated with job satisfaction, organizational

commitment, turnover intention, organizational identifica-

tion, and citizenship behavior (Chatman 1989; Kristof-

Brown et al. 2005; Tidwell 2005).

PO fit theory makes use of a variety of predictors and

dimensions including personality, skills, needs, and values

(Kristof-Brown et al. 2005). In this study, we focus on

prosocial identity. PO fit on prosocial identity (thereafter

prosocial PO fit) can be defined as the congruence between

an individual’s personal and organizational prosocial

identities. Based on existing studies on organizational

prosocial characteristics, we can expect that employees are

likely to show positive work attitudes and behavior when

their personal prosocial identity is congruent to their

organizational prosocial identity. However, the reaction of

Prosocial PO Fit and Employee Outcomes 59

123



employees in the case of mismatch in personal and orga-

nizational prosocial identities and the similarity of

employee outcomes when personal and organizational

prosocial identities are both high versus both low have not

yet been fully elucidated. To address these issues, we

employed the polynomial regression analysis and response

surface methodology, which can capture the potential

complexity of the joint effects of personal and organiza-

tional prosocial identities on employee outcomes (cf.

Edwards and Parry 1993). We therefore turn our attention

to the development of specific hypotheses.

Prosocial PO Fit and Organizational Identification

Organizational identification is the ‘‘psychological attach-

ment that occurs when members adopt the defining char-

acteristics of the organization as defining characteristics of

themselves’’ (Dutton et al. 1994, p. 242). According to

social identity theory, individuals make an effort to

develop and maintain a positive self-image, and employ-

ees’ identity is interwoven with organizational membership

(Tajfel and Turner 1986). When employees’ self-concept is

similar to the characteristics of their organization,

employees can achieve a feeling of oneness with their

organization (Ashforth and Mael 1989; Dutton et al. 1994).

It implies that a match between personal and organizational

prosocial identities will result in higher employee organi-

zational identification irrespective of the levels of the

match.

On the other hand, several researchers (e.g., Grant et al.

2008; Kim et al. 2010) suggest that each personal and

organizational prosocial identity is likely to have a main-

effect relationship with organizational identification. Spe-

cifically, Kim et al. (2010) showed that organizational

identification is significantly influenced not only by orga-

nizational prosocial activities, but also by their own agency

being related to participation in prosocial activities. Simi-

larly, Grant et al. (2008) argued that when an organization

aims to do good, both personal and organizational prosocial

identities result in increasing a proud sense of being a

member of the organization. Extrapolating from this

argument, each personal and organizational prosocial

identity may have a positive effect on employee outcomes,

such that organizational identification would increase as

both personal and organizational prosocial identities

increase from low to high. This argument is aligned with

the existing PO fit studies suggesting that a fit of both

person and organization is generally associated with more

positive employee outcomes at higher levels than at lower

levels (e.g., Cha et al. 2009; Jansen and Kristof-Brown

2005; Livingstone et al. 1997). Taken together, we

hypothesize as follows.

Hypothesis 2a Organizational identification will increase

as personal prosocial identity increases toward organiza-

tional prosocial identity and will decrease as personal

prosocial identity exceeds organizational prosocial identity.

Hypothesis 2b Organizational identification will be

higher when personal and organizational prosocial identi-

ties are both high than when both are low.

Prosocial PO Fit and Prosocial Behaviors

Prosocial PO fit can be also related to prosocial behavior such

OCB and caring behavior. OCB is defined as an employee’s

voluntary activities that may or may not be rewarded but that

contribute to the organization by improving the overall

function or quality of setting in which work takes place

(Organ 1988). Although the dimensionality of OCB can be

studied based on different views, such behavior can pri-

marily be categorized into two: behavior directed toward

individuals such as helping, courtesy, sportsmanship, and

behavior directed toward the organization such as voice,

civic virtue, and boosterism (Lee and Allen 2002).

Caring behavior by medical doctors or nurses is defined

as acts, conduct, and gestures enacted that convey concern,

safety, and attention to the patient (Greenhalgh et al. 1998).

Caring behavior has been recognized as an important

concept in the healthcare sector because of its critical role

in developing positive relationships with and healing

patients (Cossette et al. 2007; Graber 2009).

The fit between person and organization is generally

believed to result in positive outcomes, whereas a misfit

results in negative outcomes (Cable and DeRue 2002;

Kristof 1996), which is similar to the effects of prosocial

PO fit on organizational identification, as discussed previ-

ously. However, the ‘‘misfit’’ can maintain or increase

desirable outcomes depending on the types of dimensions

of fit or fit outcomes (e.g., Edwards 1996; Edwards and

Parry 1993; Jansen and Kristof-Brown 2005). For example,

based on the notion of carryover condition, where excess

supplies on one dimension can be used to fulfill the demand

of other dimensions (Edwards 1996), Jansen and Kristof-

Brown (2005) argued that when individuals exceed the

pace of the work group, they are more likely to feel greater

mastery and control and/or have more opportunities to find

satisfying substitutes. They also found that the misfit

between individual and work group hurriedness (or pace)

had a positive impact on satisfaction and helping behavior.

We propose that the ‘‘misfit’’ between personal and

organizational prosocial identity can result in more proso-

cial behavior than the fit on average. In other words,

individuals with either high personal or organizational

prosocial identity are more likely to engage in prosocial
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behavior than those with medium levels of both personal

and organizational prosocial identity. Based on the existing

arguments on misfit, we focus on two conditions of misfit:

(1) when organizational prosocial identity exceeds personal

prosocial identity and (2) when personal prosocial identity

exceeds organizational prosocial identity. We develop

specific hypotheses predicting how these two types of

misfit influence prosocial behavior. First, when organiza-

tions genuinely care about people in the society and have a

strong orientation toward social betterment, although

employees do not focus on helping, benefiting, and

empathizing with others, employees may expect strong

normative incentives for being prosocial and may conse-

quently become motivated to engage in prosocial activities

at work (Puffer and Meindl 1992). Second, previous

research noted that personal prosocial identity is a strong

driver of volunteering activity or helping behavior (Fin-

kelstein et al. 2005). Thus, when employees have high

prosocial identity and highly value caring and helping

others, they will naturally engage in prosocial behavior to

help the community and others, although organizations do

not provide prosocial activities nor encourage them to be

prosocial. Consistent with this finding, Finkenauer and

Meeus (2000) noted that even when a hospital is perceived

to be a low prosocial entity, high prosocial medical doctors

and nurses would be involved in prosocial actions such as

OCB and patient caring because they are highly concerned

with helping and empathizing with others.

On the other hand, the variation ranges from low pro-

social PO fit (both personal and organizational prosocial

identities are low) to high prosocial PO fit (both personal

and organizational prosocial identities are high) for fit sit-

uations. Theoretically, employees can engage in more

prosocial behavior when they and their organization both

care about the community and others rather than when both

never focus on caring and helping others. Organizations

with high prosocial characteristics may offer more and

better chances for prosocial employees to fulfill their pro-

social values by engaging in OCB and caring behavior. On

the contrary, when prosocial PO fit is low, employees may

be reluctant to engage in helping or caring behavior

because their own prosocial value is feeble, and the orga-

nization would less likely appreciate or value such proso-

cial activities.

In addition, when both personal and organizational

prosocial identities are low, employees are not intrinsically

motivated nor extrinsically encouraged or socially expec-

ted to be prosocial and will thus be less likely to engage in

prosocial behavior than when organizational prosocial

identity exceeds personal prosocial identity and when

personal prosocial identity exceeds organizational proso-

cial identity. Furthermore, low prosocial PO fit will neu-

tralize the positive effects of high prosocial PO fit on

prosocial behavior. As a result, the fit situations, on aver-

age, may be less likely to encourage employees to engage

in prosocial behavior compared with the two types of

misfit. Taken together, we hypothesize the following.

Hypothesis 3a Organizational citizenship and caring

behavior will decrease as personal prosocial identity

increases toward organizational prosocial identity and will

increase as personal prosocial identity exceeds organiza-

tional prosocial identity.

Hypothesis 3b Organizational citizenship and caring

behavior will be higher when personal and organizational

prosocial identities are both high than when both are low.

These preceding hypotheses are depicted as three-

dimensional surfaces in Fig. 1. Perfect prosocial PO fit is

shown by the surface above the diagonal line from the near

corner to the far corner of the horizontal plane defined by

organization (i.e., organizational prosocial identity) and

person (i.e., personal prosocial identity). Figure 1 shows

our prediction that when personal and organizational pro-

social identities are both high, employees will engage in

the highest prosocial behavior, whereas when personal and

organizational prosocial identities are both low, employees

will engage in the lowest prosocial behavior.

Method

Sample and Procedure

The participants of this study are hospital employees

comprising medical doctors, nurses, and administrative

staffs. We obtained the list of 307 medium- to large-size

hospitals (i.e., an exhaustive set of hospitals with more than

100 beds) from the Korean National Institute of Health.

Subsequently, we contacted the HR managers of each

hospital. With the assistance of the HR managers, 1805

questionnaires were distributed to 104 hospitals (490

medical doctors, 669 nurses, and 646 staff members).

These questionnaires were completed during working

hours. Participation was voluntary, and the respondents

were assured of the confidentiality of their responses.

Out of returned 589 questionnaires (33 % response rate),

127 were from medical doctors, 231 were from nurses, and

231 were from staff members (response rate: 26 % for

medical doctors, 35 % for nurses, and 36 % for staff

members). Majority of the medical doctors were males

(78 %), whereas most nurses were females (98 %). Most

respondents were in their 30–40 s. The average job tenure

of all respondents was 9.97 years (SD = 7.81), 6.21

(SD = 5.15) for doctors, 12.67 (SD = 8.69) for nurses,

and 9.33 (SD = 7.09) for staff.
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Measures

The measures of the variables included in this study are

described below. All items were based on a seven-point

Likert scale ranging from 1 for strongly disagree to 7 for

strongly agree. The survey items were originally in English

and translated into Korean following the commonly-used

back-translation procedure (Brislin 1986) by English–

Korean bilingual professionals who had earned doctoral

degrees in the field of management from major public

universities in the US. The Korean version was reviewed

by HR professionals in hospitals for adjustment in the

hospital context and was then piloted to establish the

content validity.

Personal and Organizational Prosocial Identities

We adopted Grant et al.’s (2008) scales to assess personal

prosocial identity and asked respondents to assess the

extent to which they agree with the following two items: ‘‘I

see myself as caring,’’ and ‘‘I see myself as generous.’’ To

assess the level of organizational prosocial identity, the

foregoing items were again used with the exception that the

referent in the items referred to ‘‘this hospital’’ instead of

‘‘myself.’’ In Grant et al.’s (2008) original items, one item

for personal prosocial identity (i.e., I regularly go out of my

way to help others) and one item for organizational pro-

social identity (i.e., I see this hospital as being genuinely

concerned about its employees) were excluded because

both the person and organization should be assessed with

the same content dimensions and graded on the same scales

for the fit analysis (Edwards 1996).

Organizational Identification

We assessed organizational identification using Kim et al.’s

(2010) scale, which reflects the closeness between employ-

ees and the hospital. These items are ‘‘I feel strong ties with

this hospital,’’ ‘‘I experience a strong sense of belongingness

to this hospital,’’ and ‘‘I am part of this hospital.’’

OCB

OCB was measured by using the 14 items proposed by Lee

and Allen (2002). The respondents were asked to determine

the degree to which they engage in the given behavior. The

exploratory factor analysis clearly determined the two

factors that consist of OCB toward individuals (OCBI) and

OCB toward organization (OCBO), consistent with Lee

and Allen (2002). Sample items of OCBI are: ‘‘I willingly

give my time to help colleagues who have work-related

problems,’’ ‘‘I adjust my work schedule to accommodate

other employees’ requests for time off,’’ and ‘‘I show

genuine concern and courtesy toward coworkers, even

under the most trying business or personal situations.’’ The

examples of OCBO are: ‘‘I attend functions that are not

required but that help the hospital’s image,’’ ‘‘I defend the

hospital when other people criticize it,’’ and ‘‘I express

loyalty toward the hospital.’’

Caring Behavior

Cossette et al.’s (2007) scale was used to measure caring

behavior. Specifically, among the caring nurse–patient

interaction scales (Cossette et al. 2007), we used seven

items to assess the ‘‘Relational Caring Behavior’’ that

focuses on the development of a helping, trusting, and

human caring relationship. Sample items include ‘‘I help

patients to look for a certain equilibrium/balance in their

lives,’’ ‘‘I help patients to explore what is important in their

lives,’’ and ‘‘I help patients to explore the meaning that

they give to their health condition.’’ This scale involved the

participation of nurses and medical doctors, but adminis-

trative staff.

Control Variables

To avoid alternative explanations for the employee out-

comes, we controlled for the employees’ age, tenure, and

educational levels, which have been identified as signifi-

cant predictors of various employee outcomes (e.g., Hall

et al. 1970; Organ and Ryan 1995). We also controlled for

employee’s job types (dummy as medical doctor, nurse,

Fig. 1 Three-dimensional surfaces depicting hypothesized relation-

ship between personal and organizational prosocial identity and

prosocial behaviors
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and administrative staff) that may affect the participants’

work attitudes and behavior.

Analysis

Polynomial regression analysis was used to examine the

relationship between PO fit on prosocial identity and

employee outcomes (Edwards and Parry 1993). Polynomial

regression analysis tests the complex relationship between

personal and organizational prosocial identity as well as the

joint effects of such identities on employees’ outcome

variable. Polynomial regression analysis has been fre-

quently used in PO fit literature (Edwards and Parry 1993).

The general expression for the equation used to test the

effects of PO fit on employee outcomes is as follows:

Employee outcomes ¼ b0 þ b1Pþ b2Oþ b3P2 þ b4PO

þ b5O2 þ e

ð1Þ

In Eq. 1, P and O represent the personal prosocial and

organizational prosocial identity, respectively. The results

of Eq. 1 were used to test our hypotheses. The slope of the

surface along the O = -P line needs to be examined to test

the congruence of P and O. Hypothesis 2a (3a) states that

outcomes decrease (increase) on either side of the point of

perfect fit (O = P line), implying that this point appears

concave (convex) shaped along the O = -P line, with its

turning point at O = P. The slope of the surface along the

O = -P line can be calculated by setting O equal to -P in

Eq. 1:

Employee outcomes =b0 þ b1P� b2Pþ b3P2 � b4P2

þ b5P2 þ e ¼ b0 þ b1 � b2ð ÞP
þ b3 � b4 þ b5ð ÞP2 þ e ð2Þ

The quantity (b3 - b4 ? b5) is used to analyze the slope

of the surface along the O = -P line. If Hypothesis 2a (3a)

is supported, b3 - b4 ? b5 would be negative (positive)

and significant, and the threshold where employee

outcomes start to decrease (increase) is above O = P

(i.e., non-symmetric relationship). Hypotheses 2b and 3b,

which predict that the outcome variable is higher when

both personal and organizational prosocial identities are

higher than when both are low, can be tested by setting O

equal to P in Eq. 1 (Edwards and Parry 1993):

Employee outcomes ¼ b0 þ b1Pþ b2Pþ b3P2 þ b4P2

þ b5P2 þ e ¼ b0 þ ðb1 þ b2ÞP
þ ðb3 þ b4 þ b5ÞP2 þ e ð3Þ

If Hypotheses 2b and 3b are supported, the quantity

(b1 ? b2) would be positive and significant, and

b3 ? b4 ? b5 would not differ from zero.

Results

We conducted confirmatory factor analyses to assess the

discriminant validity of the six variables used in this study

(i.e., personal and organizational prosocial identities,

organizational identification, OCBI, OCBO, and caring

behavior). We used three-item parcels for measures with

more than three items to reduce the number of indicators

(Andre and Werner 2005). We evaluated the model fit

using Chi square statistics, Chi square to degrees of free-

dom ratio, comparative fit index (CFI), Tucker–Lewis

index (TLI), and root-mean square error of approximation

(RMSEA). Researchers suggest that levels of .90 or higher

for CFI and TLI and levels of .06 or lower for RMSEA

indicate that a model appropriately fits the data (Hu and

Bentler 1999). The results show that the six-factor model

[v2 (589, 89) = 257.12, p \ .01; RMSEA = .06;

CFI = .98; TLI = .97] fit the data better than the one-

factor model [v2 (589, 104) = 3366.77, p \ .01;

RMSEA = .23; CFI = .59; TLI = .46], thus supporting

the discriminant validity of the constructs used in this

study.

The descriptive statistics, reliability estimates, and cor-

relations for all measures used in this study are reported in

Table 1, which shows that all reliability estimates (Cron-

bach’s alpha) exceeded .87. On average, the employees in

our sample assessed that they are more prosocial

(M = 5.15) than their organization (M = 4.73). Personal

prosocial identity is positively and significantly correlated

to organizational prosocial identity, suggesting that both

organizations and employees are attractive to those who

have similar prosocial characteristics. Personal prosocial

identity is more strongly correlated to OCBI and caring

behavior than OCBO (r = .58, p \ .01; .51, p \ .01; .43,

p \ .01, respectively), whereas organizational prosocial

identity is more strongly correlated to OCBO than OCBI

and caring behavior (r = .55, p \ .01; = .40,

p \ .01; = .37, p \ .01, respectively).

Prosocial PO Fit and Employee Outcomes

Table 2 reveals the results of polynomial regression anal-

yses for the joint effects of personal and organizational

prosocial identities on various employee outcomes.

Hypothesis 1 stated that organizational prosocial identity

would be positively associated with Korean hospital

employees’ outcomes. Table 2 shows that the organiza-

tional prosocial identity is positively related to organiza-

tional identification (b2 = .35, p \ .01), OCB (b2 = .15,

p \ .01 for OCBI and b2 = .36, p \ .01 for OCBO), and

caring behavior (b2 = .15, p \ .05). Thus, Hypothesis 1

was fully supported.
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Hypothesis 2a predicted that organizational identifica-

tion would increase as personal prosocial identity increases

toward organizational prosocial identity and would

decrease as personal prosocial identity exceeds organiza-

tional prosocial identity. This hypothesis is supported by a

negative (i.e., downward) curvature along the P = -O line

(i.e., a negative and significant value for b3 - b4 ? b5).

Table 2 shows that the curvature along the P = -O line

for organizational identification is negative and significant

(b3 - b4 ? b5 = -.20, p \ .01). To illustrate the finding,

Fig. 2 shows the estimated surfaces for personal and

organizational prosocial identities and organizational

identification. Along the P = -O line, organizational

identification has a curvilinear relationship with personal

and organizational prosocial identities (i.e., inversed

U-shaped). Specifically, organizational identification

increased as the difference between personal prosocial

identity and organizational prosocial identity decreases.

Specifically, organizational identification increased as

organizational prosocial identity increased toward personal

prosocial identity (i.e., the negative difference between

organizational and personal prosocial identity becomes

smaller) and then decreased when organizational prosocial

identity exceeded personal prosocial identity. Thus,

Hypothesis 2a was supported.

Hypothesis 2b stated that organizational identification

would be higher as both personal and organizational proso-

cial identities increase from low to high. To test this

hypothesis, we examined the simple slope along the P = O

line at the point P = 0, O = 0 to enable us to observe how

organizational identification changes as both personal and

organizational prosocial identities increase from low to high.

Table 2 shows that the coefficient for b1 ? b2 is positive and

significant (b1 ? b2 = .59, p \ .01). We can also see the

upward slope along the P = O line in Fig. 2, which indicates

that organizational identification increases as both personal

and organizational prosocial identities increase from low to

high. Thus, Hypothesis 2b was supported.

Hypothesis 3a predicted that OCB and caring behavior

would decrease as personal prosocial identity increases

toward organizational prosocial identity and would

increase as personal prosocial identity exceeds organiza-

tional prosocial identity, which suggests that OCB and

caring behavior would increase on either side of the point

of perfect fit (O = P line), implying a convex-shaped

relationship along the O = –P line with a turning point at

O = P. Support for this hypothesis would be evidenced by

a positive (i.e., upward) curvature along this line (i.e., a

positive and significant value for b3 - b4 ? b5). Table 2

shows that the curvature along the P = -O line for OCBI

and caring behavior is positive and significant (b3 -

b4 ? b5 = .16, p \ .01; .15, p \ .05, respectively). To

illustrate the finding, Figs. 3 and 5 show the estimated

surfaces for personal and organizational prosocial identities

and OCBI and caring behavior. Along the P = -O line,

OCBI and caring behavior have a curvilinear relationship

with personal and organizational prosocial identities (i.e.,

U-shaped). Specifically, OCBI and caring behavior

decreased as organizational prosocial identity increased

toward personal prosocial identity (i.e., the negative dif-

ference between organizational and personal prosocial

identity becomes smaller) and then increased when orga-

nizational prosocial identity exceeded personal prosocial

identity. However, the curvature along the P = -O line for

OCBO is insignificant (b3 - b4 ? b5 = –.05, n.s.). Thus,

Hypothesis 3a was supported only for OCBI and caring

behavior (Fig. 4).

Hypothesis 3b stated that OCB and caring behavior

would increase as both personal and organizational pro-

social identities increased from low to high. Table 2 shows

Table 1 Mean, standard deviation, and correlations

Mean SD 1 2 3 4 5 6 7 8 9

1. Agea 2.4 .85

2. Tenure (years) 9.97 7.81 .65**

3. Education levelb 3.05 .78 .27** .11**

4. Personal PI 5.15 .95 .25** .20** .05 (.87)

5. Organizational PI 4.73 1.13 .17** .10* .08 .38** (.88)

6. Organization identification 4.89 1.13 .31** .29** .04 .37** .52** (.92)

7. OCBI 5.11 .80 .26** .29** .04 .58** .40** .49** (.92)

8. OCBO 4.80 1.05 .39** .30** .13** .43** .55** .70** .63** (.94)

9. Caring behavior 5.10 .92 .37** .25** .23** .51** .37** .41** .61** .61** (.95)

PI prosocial identity, OCB organizational citizenship behavior
a 1 = 20 s year, 2 = 30 s, 3 = 40 s, 4 = 50 s, 5 = 60 s
b 1 = high school, 2 = college, 3 = university, 4 = graduate school

* p \ .05, ** p \ .01 (2-tailed), N = 589; Cronbach’s a coefficients for all variables are reported in parentheses on the diagonal
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that the coefficient for b1 ? b2 is positive and significant

for OCBI, OCBO, and caring behavior (b1 ? b2 = .45,

p \ .01; .61, p \ .01; .35, p \ .01, respectively). The

upward slope along the P = O line in Figs. 3, 4, and 5 is

also evident. This slope indicates that OCB and caring

behavior are higher when both personal and organizational

prosocial identities are high instead of low. Thus,

Hypothesis 3b was supported.

Discussion

Current research on prosocial activities has enhanced our

understanding of the effect of an organization’s prosocial

activities on employee outcomes (e.g., Boddy et al. 2010;

Carmeli et al. 2007; Turker 2009). However, the dynamic

relationship between personal and organizational prosocial

characteristics has not yet been established. This study

extends the scope of the existing research by considering

the joint effect of personal and organizational prosocial

identities on employee outcomes by using the PO fit

framework.

Table 2 Results of polynomial regression analyses for prosocial PO fit and employee outcomes

Outcome variables Coefficient of quadratic regression Response surface features

P O P2 P*O O2 R2 F value P = O line P = -O line

b1 b2 b3 b4 b5 b1 ? b2 b3 ? b4 ? b5 b1 - b2 b3 - b4 ? b5

Organizational identification .24** .35** -.06 .10** -.04 .38 38.65** .59** .01 -.10 -.20**

OCBI .31** .15** .05* -.05* .06** .45 52.83** .45** .06* .16* .16**

OCBO .25** .36** -.03 .03 .01 .45 52.10*** .61** .02 -.12 -.05

Caring behavior .19** .15* .08** -.02 .04* .40 25.41** .35** .11* .04 .15*

The column labeled R2 indicates the variance explained by P, O and additionally by P2, P*O, O2, controlling for age, tenure, education level, and job type

P personal prosocial identity, O organizational prosocial identity

* p \ .05, ** p \ .01, N = 589
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Theoretical Contributions

Given the scarcity of research on organizational prosocial

characteristics and employee outcomes, one important

result from this investigation was to enhance the general-

ization of the linkage between organizational prosocial

identity and employee outcomes found in the Western

organizational context to cultures outside of the United

States. Specifically, our results cross-validate the positive

effects of organizational prosocial characteristics on

employee work behavior in the Korean hospital context.

Thus, our results support and extend Carmeli et al.’s (2007)

investigation showing that the effects of organizational

prosocal identity on work attitudes and behaviors were

similar in the United States and South Korea.

Perhaps the most important implication of our findings

is the joint effect of personal and organizational prosocial

identities on employee outcomes, which shows that the fit

and misfit between organizational and personal prosocial

identities significantly affect the employees’ perceived

organizational identification as well as their prosocial

behaviors. Specifically, we found that as the degree of fit

between personal and organizational prosocial identities

increased from low to high, organizational identification,

OCB, and patient caring behavior increased. These findings

suggest that the levels of P and O’s prosocial congruence

are important contributors that affect organizational iden-

tification and prosocial behavior. These results support and

extend the current PO fit research on person–career fit (Cha

et al. 2009) and person–job fit (Livingstone et al. 1997) by

examining a different fit dimensions (i.e., prosocial

identity).

In addition to the fit, the misfit between personal and

organizational prosocial identity significantly affects

employee outcomes. For example, organizational identifi-

cation increased as organizational prosocial identity

increased toward personal prosocial identity and then

decreased when organizational prosocial identity exceeded

personal prosocial identity. In addition, employees are

likely to engage in more prosocial behavior toward

coworkers and patients either when they have high per-

sonal prosocial identity or perceive their organization to be

highly prosocial than when personal and organizational

prosocial identities are both low. These results suggest that

employees with low personal prosocial identity working in

a highly prosocial organization may be motivated to

reciprocate the caring activities of their hospital by taking

action that is conducive to other coworkers and patients.

On the other hand, employees with high personal prosocial

identity working in a low prosocial hospital may consider

prosocial behavior towards other coworkers and patients to

be a critical part of their job (Coyle-Shapiro et al. 2004),

although the activities are not formally required.

However, it is noteworthy that prosocial PO misfit was not

found to be significantly related to OCBO. This finding sug-

gests that employees tend to highly engage in OCBO only

when both personal and organizational prosocial identities are

high. It is plausible that OCBO requires more involvement

from both person and environment (i.e., both high personal

and organizational prosocial identities), whereas OCBI and

caring behavior only need either personal or organizational

prosocial identity to be high. Future research needs to confirm

these findings and to develop a relevant theory that prescribes

a more nuanced relationship between prosocial PO fit and

prosocial behavior toward different targets.

Taken together, the findings of this study help to redirect

the role of employees from a passive audience to an active

agency in terms of organizational prosocial activities. The

existing literature generally views that employees react to

organizational prosocial activities or characteristics in a

monotonically positive way (e.g., Maignan and Ferrell

2001). However, this study challenges this assumption and

alternatively suggests that organizations do not entirely

control the effects of their prosocial activities on employee

outcomes. Rather, employees’ prosocial identity also plays

an important role. Thus, our study advances the existing

knowledge of an employee’s reaction to organizational

prosocial characteristics and activities.

Practical Implications

The results of this study offer several practical implications

for HR management and corporate prosocial activities.

Given the complex patterns of employee reaction to orga-

nizational prosocial characteristics, organizational manag-

ers should not quickly conclude that the more effort exerted

by the organization as a prosocial entity would more likely

-3.00
-2.00

-1.00
0.00

 1.00
 2.00

3.00

O_Prosocial Identity
-3.00

-2.00
-1.00

0.00
1.00

2.00
3.00

P_Prosocial Identity

C
ar

in
g

1.00

2.00

3.00

4.00

5.00

6.00

7.00

Fig. 5 Prosocial PO fit and caring behavior

66 J. Cha et al.

123



result in the development of employees’ positive attitudes

toward their organization. Rather, what matters the most is

the feature of fit (or alignment) between employees’ per-

sonal prosocial identity and organizational prosocial iden-

tity. Thus, managers should be aware of individual

differences in terms of reacting to organizational prosocial

characteristics.

In addition, our findings suggest that organizations need

to be ‘‘strategic’’ in seeking to translate organizational pro-

social activities into positive employee attitudes and

behavior. We found that personal and organization prosocial

identities are ‘‘substitutive’’ as well as complementary in

promoting positive employee outcomes. These findings

suggest that organizational managers need to be selective in

involving employees in organizational prosocial activities to

foster employees’ prosocial behavior. Also, when their

organizational prosocial identity is not as high as it should or

could be, managers may focus more on selection, training,

and retention to enhance prosocial human capital (i.e.,

employees with high personal prosocial identity) because

building up a prosocial organizational image and charac-

teristics isn’t likely to be easy. For example, in organizations

where prosociality is an important part of the organizational

culture, potential employees should be screened for their

prosocial orientation during the selection process.

Limitations and Future Research

Despite its contribution and useful implications, this study

has several limitations. For example, all data were self-

reported and collected at a single point in time, raising

questions about inflated inter-item correlations because of

the common method variance, in which variance is attrib-

utable to the measurement source rather than to the con-

structs that the measures represent (Podsakoff et al. 2003).

To examine this problem, we conducted Harman’s one-

factor analysis (see Podsakoff and Organ 1986) in which a

general factor is found if most variables are related. The

result shows that variables differ from one another, which

indicates that common method bias is not serious. In addi-

tion, common method variance is less likely to have an

impact on nonlinear relationships (Crampton and Wagner

1994). Common method variance is unlikely to have influ-

enced the results because most hypotheses in this study are

based on curvilinear effects. However, future research needs

to corroborate the findings of this study by measuring vari-

ables from different sources (e.g., measuring prosocial

behavior from supervisors or colleagues) would be useful.

Second, the generalizablity of our findings is limited.

The healthcare sector is a non-for-profit organization. The

literature also indicates that Korean workers tend to show a

strong collective and relational oriented-behavior (Cha

1994). To enhance the generalizability of the current

results, future research should aim to examine in the con-

text of profit-oriented organizations and other regions aside

from Korean culture.

In conclusion, this study provides interesting implications

for prosocial behavior research as well as corporate social

responsibility research. The importance study of fit between

personal and organizational prosocial identity in examining

the reaction of people to organizational prosocial activities is

suggested. Organizational scholars have begun to conduct a

new wave of research on positive organizational scholarship

(POS; Dutton et al. 2006). POS emphasizes positive processes

and values and extends the range of what constitutes a positive

organizational outcome. In the field of behavioral ethics, POS

has encouraged theorists and practitioners to broaden their

interests from bad apples and a bad barrel to good apples and a

good barrel. This study addresses the positive side of indi-

vidual and organizational characteristics and should be a

stepping stone in embracing the ‘‘positive’’ traditions of POS

in the field of prosocial behavior research.
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