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Abstract

Leaders’ support is crucial to improve employee engagement and job satisfaction;
however, our understanding is limited regarding how servant leadership is per-
ceived among employees with varying levels of conscientiousness. The current
study examines how employees use crafting strategies (i.e. seeking resources, seek-
ing challenges, and reducing demands) when exposed to servant leadership. Using
the personality trait theory with an emphasis on conscientiousness, we propose that
employees with high or low conscientiousness react differently to servant leadership
by adopting varying job crafting strategies, which further promote or obstruct work
outcomes (i.e. engagement and job satisfaction). The current study methodologically
employed structure equation modelling to analyse a moderated mediation model
from a sample of 362 hotel employees. The findings reveal that both work outcomes
positively regress on seeking resources and challenges and negatively regress on
reducing demand. The link between servant leadership and work outcomes is medi-
ated by the job crafting behaviours. Evidently, conscientiousness moderates the link
between servant leadership, seeking resources, and seeking challenges. The cur-
rent study contributes to the existing literature by examining servant leadership’s
interplay with employee reactions (i.e. job crafting behaviours) and work outcomes,
which have implications for academia and practitioners that we have discussed in the
current study.
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Introduction

Servant leadership is a philosophical leadership stance where leaders emphasise
on the well-being and the development of the employees rather on thriving of the
organisation (Guillaume et al., 2013; Qiu et al., 2020; Song et al., 2015). Prior
studies suggest that leaders with servant leadership philosophy are caring, wel-
coming, tolerant, accommodating, sympathetic, and help employees by listen-
ing to the problems employees face at work (Dooley et al., 2020; Jaramillo et al.,
2009). A review of the literature further suggests that servant leadership empha-
sise on the ‘support for the employees’, which encompass several behaviours such
as relations-oriented behaviours, paying attention to the job-related and psycho-
social needs, and promoting the well-being of employees (Gui et al., 2021; Yukl,
2001). In this sense, not only the role of servant leadership is important but how
subordinates perceive and react to servant leadership also becomes highly signifi-
cant. The discussion so far clearly suggests the significance of servant leadership
and its influence over employee perceptions; however, understanding the role of
key underlining mechanisms is such relationships is quite limited. The current
study thus aims to critically examine the significance of servant leadership for
employee satisfaction and engagement via the key underlining mechanisms such
as employee job crafting behaviours and employee conscientiousness.

Servant leadership can be seen through a lens of a hierarchical mentoring rela-
tionship, which involves mentor and protégé (Eby, 1997). As a mentor, it allows
leaders to act as a role model for employees and facilitate employee learning, psy-
chosocial well-being, and job-related competence (Khalil et al., 2021). From an
employee perspective, our understanding is limited about how employees react to
the servant leadership. Seeking this knowledge is important as it will help lead-
ers to incorporate certain actions to guide employees during uncertainty and will
uncover how employees adapt to servant leadership. In line with the work perfor-
mance (Griffin et al., 2007; Khan et al., 2021) and job redesign methods (Grant
& Parker, 2009) theory, the current study argues that subordinates adopt craft-
ing strategies to respond to the leader’s support that subordinates receive. Fur-
thermore, the current study proposes that job crafting strategies are self-initiated
behaviours that employees use to redraw the boundaries of the jobs when exposed
to servant leadership or the lack of servant leadership. In that sense, we are deal-
ing here with not only the servant leadership, per se, but with the employee reac-
tions occurring via job crafting.

Conscientiousness is a significant trait in the Big Five traits of personal-
ity theory (Roberts et al., 2005). Conscientiousness is a personal trait of being,
responsible, self-controlled, exacting, determined, success-focused, systematic,
and ambitious (Liu et al., 2022). Prior studies suggest that conscientiousness pre-
dicts performance across varying situations and occupations (Barrick et al., 1993;
Judge et al., 1999). Being a personality trait, conscientiousness can be highly sig-
nificant for analysis of how servant leadership is perceived and how it influences
work outcomes. This area of research has received surprisingly limited attention
from previous research and requires further attention. Therefore, we propose to
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critically examine the interplay between personality traits and behaviour (job
crafting), which further influences work engagement and job satisfaction.

Building on the personality traits theory through conscientiousness, the current
study argues that the response to servant leadership varies among employees. Job
crafting, in this sense, can be seen as an employee’s strategy for reacting to and
dealing with the perceived servant leadership. However, the level of an employee’s
engagement in this behaviour depends on the personality traits (i.e. high conscien-
tiousness vs. low conscientiousness) and employees’ perception of servant leader-
ship. The first aim of the current study is, thus, to determine the effectiveness of
servant leadership during job crafting through the moderating effect of conscien-
tious (high vs. low).

The current study assumes that employees use job crafting strategies to respond
to the support employees receive from leaders, one may ask if these crafting strate-
gies are successful in facilitating positive support from leaders (i.e. servant lead-
ership). The current study also attempted to critically analyse job crafting effects
on job satisfaction and employee work engagement. A positive perception about
servant leadership means that employees are satisfied at work and subordinates will
remain engaged at workplace (Gui et al., 2021). Therefore, the current study focuses
on work engagement and job satisfaction as the potential work outcomes of serv-
ant leadership and job crafting. Therefore, the overall aim of the current study is
to address how servant leadership and work outcome relationships are mediated by
crafting behaviours and, additionally, how conscientiousness moderates the link
between servant leadership and crafting behaviours.

To achieve this aim, a questionnaire survey was conducted among hotel employ-
ees in Pakistan. In recent years, we have witnessed a boom in the hospitality indus-
try of Pakistan (Khalil et al., 2021) that could be termed as highly productive, but
understanding the experiences of employees within the hospitality industry has
particularly remained neglected. The current study brings together servant leader-
ship, job crafting, and personality trait literature to contribute to the existing body of
knowledge in two ways. First, it uncovers whether servant leadership is significantly
related to job crafting behaviours and how personality traits, such as conscientious-
ness, interact with this relationship. Second, the current study examines how the link
between servant leadership and work outcomes is mediated by crafting behaviours.
An understanding of these relationships and its consequences has several implica-
tions that we have discussed later in this study

Literature Review

Job Crafting

Employees attempt to alter the relational boundaries, the cognitive task bounda-
ries, and the task boundaries (Supriyanto et al., 2020; Wrzesniewski & Dutton,
2001) by adopting crafting strategies. Petrou et al. (Petrou et al., 2012) used the job

demands-resources (JD-R) model as a theoretical framework to examine job crafting
behaviours and strategies. The JD-R model categorises a job into job demands (i.e.
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demanding psychological and physical effort) and job resources (i.e. work charac-
teristics that can reduce the costs of the demands and are functional for achieving
work goals). Furthermore, in the JD-R model, resources can be seen as tools for
motivating employees; demands, on the other hand, increase motivation if employ-
ees perceive them as a challenge (Demerouti et al., 2001; Prieto et al., 2008). Build-
ing on this stream of literature, Petrou et al. (Petrou et al., 2018) referred to the craft-
ing strategies as self-initiated employee behaviour that aims to seek challenges (for
instance, requesting for more responsibilities), seek resources (for instance, request-
ing supervisor or co-workers for advice), and reduce demands (for instance, reduc-
ing the physical, psychological, or emotional aspects of a job). Job crafting behav-
iours, in this sense, are the different reactions that employees adopt for dealing with
‘situations’, which arise consistently at workplaces.

Servant Leadership and Job Crafting

Servant leadership has received extensive coverage in academic research such
as employee behaviour (Khan et al., 2021; Neubert et al., 2008), organisational
commitment (Chinomona et al., 2013), teams’ performance (Song et al., 2015),
and service quality (Qiu et al., 2020). Furthermore, servant leadership has been
linked to the reduction of stress (Dooley et al., 2020), an employee’s decision to
stay in the job (Jaramillo et al., 2009). A common theme among these studies is
the suggestion that adequate servant leadership incudes the workers’ guidance
and help for managing the demands and responsibilities of a job. In this sense,
leaders can be seen as messengers that deliver positive messages for motivating
and improving an employee’s self-efficacy and self-esteem (Qiu et al., 2020).
Leaders/supervisors also act as a liaison between workers and the management
by introducing an organisation’s work ethics to the new employees and to help
them to settle in the new situation (Khan et al., 2021; McCarthy, 2003). Servant
leadership within the organisational field does not just facilitate a ‘new situa-
tion’, per se, but also triggers a response from employees. When a new situa-
tion, in our case servant leadership, becomes unavoidable for employees and
seeks ways to adjust to the new situation, workers do not ‘adjust’ or ‘fail to
adjust’ by default to the support workers receive from leaders; in fact, Oreg
et al. (Oreg et al., 2011) argued that employees’ responses to new situation vary
depending upon a range of voluntary behaviours. The current study looks at job
crafting behaviours as a voluntary behaviour that is triggered by the quality of
the servant leadership.

Leana et al. (Leana et al., 2009) argued that motivating factors, for instance, job
autonomy, leads employees to craft jobs but also when employees face ambiguous
and uncertain situations at work (Grant & Parker, 2009; Supriyanto et al., 2020) or
when the work environment is not ideal (Frese & Fay, 2001). Therefore, one can
expect that job crafting is not only a consequence of a higher level of servant leader-
ship (seeking resources and challenges) that employees receive but also when the
perceived servant leadership is low (reducing demand). The current study therefore
formulates:
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Hypothesis I: Seeking resources and challenges positively regresses servant lead-
ership, while reducing demands negatively regresses on servant leadership.

Conscientiousness, Servant Leadership, and Job Crafting

Workers react to servant leadership on the basis of its perceived value (Jaramillo
et al.,, 2009) and worker’s ability to create meaning (Dooley et al., 2020; Guil-
laume et al., 2013). Conscientiousness, among others, is a desirable and highly
significant trait of the Big Five personality model (Gellatly, 1996). Prior research
about conscientiousness clearly explains a distinction between high and low levels
of conscientiousness in employees (Abbas & Raja, 2019). Employees with high
conscientiousness are termed as disciplined, ambitious, methodical, and exacting,
whereas employees that are less conscientious can be considered as disorganised,
lazy, imprecise, and impetuous (Gellatly, 1996). Through conscientiousness, we can
explore and understand how servant leadership is perceived by employees with var-
ying levels of personalities.

Prior studies suggest that a high level of conscientiousness is associated with job
outcomes (Abbas & Raja, 2019) and goal orientation (Colquitt & Simmering, 1998)
and achievement motivation relationship (Barrick & Mount, 1993; Topino et al.,
2021), and it also relates to problem-focused, engagement-focused, task-focused
coping mechanisms (Brebner, 2001; Carver & Connor-Smith, 2010). Furthermore,
highly conscientious employees are active in exploring different options to complete
assigned work (Hochwarter et al., 2000) and to achieve set objectives (Topino et al.,
2021). Employees with high conscientiousness embrace servant leadership as such
employee’s primary objective is to grow and develop. Therefore, when servant lead-
ership is clear, understandable, and timely, it motivates employees to embrace this
new situation, holds value for them (Gui et al., 2021; Liberman et al., 1999), and
initiates job crafting behaviours among employees. In this sense, employees per-
ceive leader’s support as highly significant for achieving personal goals (Hochwarter
et al., 2000; Khan et al., 2021). When employees display job crafting behaviours, for
instance, seeking resources, it may result in different outcomes depending on vary-
ing personalities. For highly conscientious employees, seeking resources may act as
a tool for adapting to the new situation. When servant leadership is high, highly
conscientious employees are more motivated to attain growth by displaying specific
actions that help in adjusting to the new situation. For instance, through seeking
resources, employees strive for available opportunities such as learning and develop-
ment and to utilise these resources; through challenges, employees may feel highly
competent and work at full potential; and through reducing demands, employ-
ees may attempt to reduce interferences, which may stop employees from achiev-
ing ideal outcomes. The current study also assumes that servant leadership and job
crafting relationship will be weaker among low conscientious employees. Hence, the
current study hypothesises that:

Hypothesis 2a: High conscientiousness will strengthen the positive relationship
between servant leadership and seeking resources.
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Hypothesis 2b: High conscientiousness will strengthen the positive relationship
between servant leadership and seeking challenges.

Hypothesis 2c: High conscientiousness will strengthen the negative relationship
between servant leadership and reducing demand.

Job Crafting and Work Outcomes

Prior studies suggest that work engagement is high when employees are fulfilling,
positive, exhibit motivation and high levels of energy during work, and are highly
dedicated towards work (Fachrunnisa et al., 2020; Schaufeli et al., 2006). Work
engagement is further categorised into three aspects, namely, vigour (being highly
energetic even in difficult situations), dedication (highly involved in work, enthu-
siastic, and feel a sense of pride and inspiration), and absorption (feeling happy at
what employees do) (Schaufeli et al., 2006). Job satisfaction refers to a feeling of
enjoyment or fulfilment that an employee derives from the job (Guillaume et al.,
2013; Topino et al., 2021; Vifias-Bardolet et al., 2020). Prior studies suggest that
cognitive (evaluating one’s job), affective (emotions), and behavioural components
are used to measure job satisfaction (Thompson & Phua, 2012). The current study
critically examines the relationship between servant leadership with work outcomes,
in this case job satisfaction and work engagement, through the lens of job crafting
behaviours.

Seeking Resources

Petrou et al. (Petrou et al., 2012) argued that seeking resources is a strategy where
employees seek learning opportunities or ask colleagues for feedback or advice on
the work that employee performs. Via seeking resources, workers attempt to increase
or build new resources to achieve set targets and goals (Demerouti et al., 2001), an
enhancement of work participation, performance, and satisfaction (Bakker et al.,
2004). In the presence of leader’s support, job resources can be helpful because it
helps employees to adjust to the new situation (Petrou et al., 2018) and cope with
uncertainty (Robinson & Griffiths, 2005). In this sense, the current study attempts
to explain an observed relationship between a servant leadership and work outcomes
(i.e. job satisfaction and work engagement) via the inclusion of seeking resources;
thus, this becomes a mediator variable of the current study.

Hypothesis 3: Job satisfaction and employee work engagement positively regress
on seeking resources.

Hypothesis 4: The link between servant leadership with job satisfaction and
employee work engagement is mediated by seeking resources.

Seeking Challenges
Seeking challenges is self-initiated voluntary behaviour at work such as looking for

more responsibilities or seeking new tasks once the work is finished (Petrou et al.,
2012). In this sense, employees faced with challenge stressors display an increase
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level of motivation, positive attitudes, and emotions (Podsakoff et al., 2007). When
employees focus on seeking challenges and responsibilities at work, this in turn
improves employee’s participation at work (Fachrunnisa et al., 2019; Petrou et al.,
2018) and, consequently, leads to employee satisfaction (Mofakhami, 2022). This is
in line with social learning theory (Bandura, 1986) and with incremental approaches
to servant leadership (Jaramillo et al., 2009; Qiu et al., 2020), where adjustment to
new situations is facilitated by attaining expertise to overcome complex challenges.
Via seeking challenges, these mastery experiences of employees enhance readiness
to embrace the support offered by the leaders, and in return, it motivates subordi-
nates, and the performance of employees is increased during work.

Hypothesis 5: Job satisfaction and employee work engagement positively regress
on seeking challenges.

Hypothesis 6: The link between servant leadership with job satisfaction and
employee work engagement is mediated by seeking challenges.

Reducing Demands

Reducing demands is primarily undesirable crafting strategies employed by the
job crafters that may have negative implications. These types of behaviours are tar-
geted towards minimising the physical, emotional, mental, or demanding aspects of
employee work (Petrou et al., 2012). A reducing demands strategy can be termed
as a task avoidance mechanism, which can also be seen as a withdrawal-oriented
coping response (Amiot et al., 2006; Khan et al., 2021). Such responses are less
effective in coping with new situations (servant leadership) and mainly involve an
inflexible, negative, and disengaging approach in these situations (Parker & Endler,
1996). Reducing job demands is directly related to low motivation and can be seen
as an unsuccessful strategy (Petrou et al., 2018) to adapt to the support offered by
the leaders. In this sense, employees with reduced demands also reduce challenges
at work and are less prepared to respond to new situations. As a consequence, it will
also reduce workers work engagement and feel less satisfied at work. It is hypoth-
esised that:

Hpypothesis 7: Job satisfaction and employee work engagement negatively regress
on reducing demands.

Hypothesis 8: The link between servant leadership with job satisfaction and
employee work engagement is mediated by reducing demand.

To summarise, Fig. 1 presents the key variables of the hypothesised model and
the interconnectedness among the key constructs of the current study.

Method
Participants and Data Collection
The current study adopts a quantitative research approach where data was admin-

istered through survey questionnaires. The current study adopted purposive sam-
pling method that allowed us to set parameters required for this study and select
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Fig. 1 Hypothesised model. Source: author

hotel employees working in the Galiyat region and the Naran valley of Pakistan.
For identifying the minimum sample size, especially when dealing with latent con-
structs and structure equation models, it is recommended to adopt a sampling proce-
dure that considers the manifest items as being a direct measure of latent construct
(Khalil et al., 2021; Nunnally, 1978). The Nunnally (Nunnally, 1978) sample size
criterion argues about the 1:10 ratio of manifest items. In other words, 10 cases are
selected for each manifest item used in the model. The current study has a total of 34
manifest items nested in 7 latent constructs. Using this approach, the current study
required a minimum sample size of (34 X 10) 340. To account for required sample
size, outliers, missing information, and unreturned questionnaires, an invitation to
participate in the survey was sent to 475 hotel employees. The survey was adminis-
tered in person and introduced to the respondents through meetings. Three hundred
ninety-six respondents completed the questionnaire survey with overall response
rate of 83%. Fourteen questionnaires were removed due to outlier and missing data
issues, resulting into 382 useable questionnaires. The average age of respondents
was 21.6 years with a standard deviation of 2.11. Respondent’s job experience of
the current study averaged at 4.4 years with a standard deviation of 2.94. Further-
more, 9.4% of the respondents were female. On average, 17.5% worked primarily in
administrative positions with no interaction with customers, and 82.5% worked in
customer support positions that required daily dealing with customers.

Measures

The researchers of the current study measured all constructs (reflective) with
a response format of a five-point Likert scale ranging from 1 to 5 (strongly
disagree to strongly agree). To measure servant leadership, the current study
adapted a seven-item scale based on Liden et al. (Liden et al., 2015). We meas-
ured job crafting with its three dimensions (i.e. seeking resources, seeking chal-
lenges, and reducing demands) of general-level job crafting based on the scale
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developed by Petrou et al. (Petrou et al., 2012). Seeking resources was measured
by four items, seeking challenges by three items, and reducing demand by four
items.

The current study adopted a nine-item scale from Schaufeli et al. (Schaufeli
et al.,, 2006) to measure work engagement. Seashore et al.’s (Seashore et al.,
1983) scale with three items was used to measure job satisfaction. Furthermore,
the current study adapted a four-item scale of conscientiousness from the inter-
national personality item pool (IPIP) developed by Donnellan et al. (Donnellan
et al., 2006).

Job crafting behaviours may vary across gender, experience, age, and edu-
cation when exposed to servant leadership. Therefore, the final analysis model
included gender, experience, education, and age as control variables.

Analysis and Results
Assessing the Measurement Model

The overall emphasis of the current study lies in the understanding of causality
of hypothesised relationships thus can be termed as predictive-oriented study.
Sarstedt et al. (Sarstedt et al., 2022) recommend the use partial least square
(PLS) method for analysing causal predictive-oriented structure equation mod-
els. Because all constructs are reflective, consistent PLS (PLSc) was used for the
measurement model assessment. When dealing with reflective constructs, it is
recommended to use PLSc instead of standard PLS as it provides more consist-
ent results (Dijkstra & Henseler, 2015).

The current study measurement model assessment builds on the typical reli-
ability and validity criteria which is recommended for measuring reflective mod-
els in the existing studies (Becker et al., 2018; Dijkstra & Henseler, 2015).

The results in Table 1 show that the loadings of all reflective indicators are
above the threshold level of 0.708 (Hair et al., 2019) except SL4, SR5, WE7, and
WES, which were thus deleted. All constructs of the current study model yielded
satisfactory levels of convergent validity and internal consistency. For instance,
servant leadership exhibited a convergent validity of (AVE = 0.659), and inter-
nal consistency reliability was (composite reliability CR = 0.920; Cronbach’s
alpha = 0.920; rtho_A = 0.923), although a value between 0.7 and 0.9 is recom-
mended for internal consistency reliability (Hair et al., 2019).

Heterotrait—-monotrait (HTMT) criterion was used by previous studies to
determine discriminant validity (Henseler et al., 2015). Kline (Kline, 2011)
argues that discriminant validity is evident when HTMT values are less than
0.85. As can be seen in Table 2, the HTMT values for SL, SR, SC, RD, JS, and
WE are well below the conservative threshold of the HTMT) 45 and thus provide
support for discriminant validity for the measurement model of the current study
(Henseler et al., 2015; Kline, 2011).
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Table 1 Loadings, reliability, and validity statistics

Construct Indicators Loadings Cronbach’s o RhoA CR AVE
Servant leadership SL1 0.771 0.920 0.923 0.920 0.659
SL2 0.802
SL3 0.731
SL5 0.870
SL6 0.816
SL7 0.871
Seeking resources SR1 0.824 0.903 0.903 0.903 0.650
SR2 0.761
SR3 0.827
SR4 0.819
SR6 0.798
Seeking challenges SC1 0.867 0.907 0.909 0.908 0.767
SC2 0914
SC3 0.844
Reducing demands RD1 0.788 0.889 0.893 0.890 0.669
RD2 0.841
RD3 0.884
RD4 0.753
Work engagement WEI1 0.768 0.905 0.906 0.905 0.577
WE2 0.768
WE3 0.750
WE4 0.761
WES 0.807
WE6 0.708
WE9 0.753
Job satisfaction JS1 0.781 0.830 0.831 0.830 0.620
JS2 0.813
JS3 0.767
Conscientiousness Consl 0.737 0.854 0.854 0.852 0.591
Cons2 0.832
Cons3 0.750
Cons4 0.752

CR composite reliability, AVE average variance extracted

Mediation Analysis

The current study investigated the link between servant leadership and work out-
comes through the underlining role of job crafting behaviours by assessing its
indirect effects (Table 3). The current study adopted Hayes and Preacher (Hayes
& Preacher, 2014) method and used a bootstrapping procedure (5000 samples) to
produce distinctive indirect effects and corresponding standard errors. As shown in
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Table2 HTMT analysis
Constructs 1 2 3 4 5 6 7

1. Job satisfaction
2. Reducing demands 0.591
3. Seeking challenges 0.687 0.638

4. Seeking resources 0.533 0.324 0.503

5. Servant leadership 0.467 0.275 0.388 0.474

6. Work engagement 0.723 0.567 0.666 0.526 0.430

7. Conscientiousness 0.072 0.209 0.173 0.202 0.252 0.066

Table 3 Summary of mediation analysis: indirect effects

Hypothesis Relationships Stdbeta Std error #-value  Decision  95% CILL 95% CI UL
H4a SL->SR->JS  0.089 0.032 2.707#*  Supported 0.030 0.155
H4b SL->SR->WE 0.101 0.030 3.346%* Supported 0.045 0.161
Hé6a SL->SC->JS  0.149 0.044 3.328*%*  Supported 0.070 0.239
H6b SL->SC->WE 0.141 0.032 4.348%*  Supported 0.083 0.210
H8a SL->RD->JS  0.067 0.029 2.340*%  Supported 0.017 0.130
HS8b SL ->RD ->WE 0.065 0.024 2.670%* Supported 0.023 0.118

%p < 0.05, **p < 0.01

Table 3, the current study hypotheses H4a, H4b, H6a, H6b, H8a, and H8b were sta-
tistically significant where the corresponding confidence intervals of the relation-
ships did not contain a zero value (Nitzl et al., 2016), which depicts support for the
mediation effects of job crafting.

Assessing the Structural Model

In the current study, a bootstrapping procedure was used and ran a consistent PLS
bootstrapping with 5000 resamples to test the proposed hypothesis. To check col-
linearity issues among the constructs, the values of variance inflation factor (VIF)
were used (see Table 6, Appendix 1). We did not find any collinearity issues as all
VIF values were less than the threshold of 3, suggested by Hair et al. (Hair et al.,
2019). The current study examined in-sample predictive power by assessing the R?
value of the endogenous constructs. The endogenous constructs of this study model
show a moderate to weak predictive power. The current study further assessed the
effect size () to examine how the exclusion of a specific predictor construct will
affect the R* of endogenous constructs. According to Hair et al. (Hair et al., 2019),
the ]’2 values of 0.02, 0.15, and 0.35 are considered small, medium, and large effects,
respectively.

As can be seen in Table 4, seeking challenges has a medium effect on job satis-
faction, whereas all other predictors had a small effect on endogenous constructs.
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Table 4 Direct effects

Hypothesis Path Std.p S.E  r-value Decision f q 95% CI  95% CIUL
LL
Hla SL->SR 0481 0.050 9.563** Supported 0.377 0.574
Hib SL->SC 0389 0.053 7.315%* Supported 0.284 0.490
Hlc SL->RD - 0.058 4.771** Supported -0392 —0.164
0.280
H3a SR->JS 0.185 0.065 2.826%* Supported 0.053 0.023 0.062 0.312
H3b SR -> 0.209  0.057 3.609** Supported 0.061 0.023 0.096 0.321
WE
H5a SC->JS 0380 0.092 4.062%* Supported 0.166 0.069 0.203 0.557
H5b SC -> 0364  0.070 5.148%* Supported 0.136 0.051 0.222 0.498
WE
H7a RD->JS - 0.085 2.867** Supported 0.086 0.038 —0.407  —0.072
0.239
H7b RD -> - 0.062 3.778** Supported 0.070 0.030 —0.347  —0.101
WE 0.230
i SL->JS 0.177 0.056 3.238** Supported 0.059 0.023 0.066 0.288
ok SL -> 0.134  0.059 2.322% Supported 0.029 0.013 0.018 0.248
WE

*p < 0.05, ¥¥p < 0.01
*#*Non-hypothesised relationships

R2 (seeking resources = 0.228, seeking challenges = 0.157, reducing demands = 0.081, job satisfaction
=0.592, work engagement = 0.541)

SL servant leadership, SR seeking resources, SC seeking challenges, RD reducing demands, JS job satis-
faction, WE work engagement

Consequently, 0° through a blindfolding procedure was analysed to assess the model’s
predictive accuracy. A small difference between the original and the predicted values
translates into a higher Q® value and thus indicates a high predictive accuracy. The
Q7 values of the predictor constructs were higher than zero but less than 0.25, which
show a small predictive accuracy (Hair et al., 2019). The R depicts in-sample predic-
tive power, but it is recommended to assess out-of-sample predictive power through
PLS,, i We followed Shmueli et al. (Shmueli et al., 2019) procedure for assessing
out-of-sample predictive power. All measures of endogenous constructs had a Q> > 0
(see Table 7, Appendix 2). Consequently, the current study compared the values of the
PLS path model (PLS) MAE to linear regression model’s (LM) mean absolute error
(MAE) values. In most cases, the LM values were greater than the PLS value (Hair
et al., 2019), thus suggesting a moderate out-of-sample predictive power for the model.

Moderation
The moderating effect of conscientiousness was assessed by setting indicator weight-

ing to the ‘mode A’, calculation method to ‘product indicator approach’, and product
term generation to ‘standardised’ to generate the interaction term (Hair et al., 2019).
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Table 5 Moderation analysis

Hypothesis Relationships Std beta Std error t-value  Decision 95% CILL 95% CI UL
H2a CONS*SL -> SR 0.201 0.053 3.750** Supported 0.097 0.304
H2b CONS*SL -> SC  0.141 0.073 2.031*  Supported 0.000 0.231
H2c CONS*SL->RD 0.045  0.092 0.364  Not supported —0.129 0.220

The interaction term (CONS*SL) was used during the bootstrapping procedure to
analyse the moderation effects. Table 5 presents the three interactions and its results
that we proposed earlier in this study. The results of the current study reveal that
a higher level of employee conscientiousness strengthens the relationship between
servant leadership and (a) seeking resources and (b) seeking challenges (Fig. 2). The
moderation effect of conscientiousness regarding the relationship of servant leader-
ship and reducing demands came out statistically insignificant.

Discussion

The current study hypothesised that (Hla and H1b) seeking resources and challenges
positively regresses servant leadership, while reducing demands negatively regresses on
servant leadership. Furthermore, work engagement and job satisfaction will positively
regress on seeking resources (H3a and H3b) and seeking challenges (H5a and H5b),
whereas these outcomes were expected to negatively regress on reducing demands (H7a
and H7b). Furthermore, the current study hypothesised (H4a, H4b, H6a, H6b, H8a, and
HS8Db) that job crafting behaviours will mediate links between servant leadership and the
work outcomes. In addition, we expected the servant leadership to influence job crafting
behaviours when we consider personality traits such as conscientiousness (H2a, H2b,
and H2c). The current study expected that servant leadership would have a positive rela-
tionship with job crafting when employee conscientiousness is high.

While looking into how employees adjust to perceived servant leadership
through job crafting strategies, the findings of the current study suggest that job

—+—Low CONS
~-#-- High CONS

Seeking Resources
Seeking Challenges

Low SS High SS Low SS High SS

Fig.2 Moderation plots
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satisfaction and work engagement are positively predicted by seeking resources and
seeking challenges. These results are in line with the theory of the conservation of
resources, which suggest that seeking resources is an attempt to expand an indi-
vidual’s resources and, in return, motivates employees during work (Hobfoll, 2001;
Tims et al., 2013). The findings of the current study are also consistent with the
De Clercq et al. (Clercq et al., 2014) and Guillaume et al. (Guillaume et al., 2013)
studies, suggesting that highly motivated employees are more engaged and satisfied
when exposed to servant leadership. Reducing demands acts as a coping mecha-
nism, based on emotions, which is primarily ineffective when employees receive
leader support. Consequently, employees with a tendency of not utilising a reducing
demands strategy are highly satisfied at work and show increased levels of partici-
pation during work. This is in line with the current study findings, which revealed
that a higher level of reducing demands predicts a lower level of job satisfaction
and work engagement. Job crafting behaviours partially mediate the relationship
between servant leadership and work outcomes (job satisfaction and work engage-
ment). Based on the findings of the current study, we argue that employees seeking
resources and challenges strategies are highly significant for employees’ job satis-
factions and for increased participation (work engagement) when exposed to serv-
ant leadership, whereas reducing demands can be seen as a potentially unsuccessful
employee strategy when servant leadership is high.

As expected, the findings of the current study revealed that highly conscien-
tious employees sought more resources and challenges when servant leadership was
high. The level of conscientiousness varies among individuals and triggers different
response behaviours when motivation is high (Parker & Griffin, 2011). The findings
of the current study were consistent with Parker and Griffin (Parker & Griffin, 2011)
study suggesting that job crafting acts as a significant motivation tool for highly con-
scientious individuals who are enthused by the servant leadership.

The interaction of conscientiousness concerning the relationship between serv-
ant leadership and reducing demands was statistically insignificant. This may have
occurred since reducing demand behaviours is triggered by the need to cope with
work stress and, therefore, can be explained by mental demands and the communi-
cation complexities of servant leadership and other variables that the current study
did not hypothesise in the current study.

Conclusion

The current study attempted to examine how employees use crafting strategies (i.e.
seeking resources, seeking challenges, and reducing demands) when exposed to serv-
ant leadership. Inspired by the personality trait theory with an emphasis on consci-
entiousness, we proposed that employees with high or low conscientiousness react
differently to servant leadership by adopting varying job crafting strategies, which
further promote or obstruct work outcomes (i.e. engagement and job satisfaction).
The findings of the current study reveal that both work outcomes positively regress
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on seeking resources and challenges and negatively regresses on reducing demand.
The link between servant leadership and work outcomes is mediated by the job craft-
ing behaviours. Evidently, conscientiousness moderates the link between servant
leadership, seeking resources, and seeking challenges. The findings of the current
study entail theoretical and managerial implications that are discussed below.

Theoretical Implications

The current study contributes to the existing body of knowledge in several ways.
First, the current study builds on servant leadership theory as it plays a key role
during job crafting behaviours targeted at employee participation and satisfac-
tion. Second, using the personality trait theory, by focusing on conscientious-
ness, the current study attempted to explain how different levels of motivation
(i.e. high vs. low perceived servant leadership) lead to the adaption of varying
job crafting behaviours. In this sense, the findings of the current study build upon
prior theoretical concepts and findings to explain how optimal and suboptimal
servant leadership triggers varying job crafting behaviours. Finally, the current
study illustrates how measurable changes in crafting behaviours are produced by
servant leadership, and how work engagement and job satisfaction are affected in
the presence of job crafting behaviours. In retrospect, the current study empir-
ically integrated three streams of literature, namely, personality trait (i.e. con-
scientiousness), job crafting, and servant leadership, which have been mainly
addressed independently.

Managerial Implications

From a managerial perspective, prior studies suggest that effective and well-
communicated servant leadership triggers a positive response from employees.
As evident from the findings of the current study, servant leadership positively
predicts job satisfaction and work engagement and has a negative relationship
with unfavourable crafting behaviours (i.e. reducing demands). When leaders
adopt servant leadership, it can create favourable employee outcomes; therefore,
the current study recommends managers to place special emphasis on servant
leadership to construct positive job crafting behaviours. With the leader’s sup-
port, employees tend to seek challenges and resources. Such positive crafting
behaviours lead to a higher level of job satisfaction, and they will remain highly
engaged at work and thus can possibly result in several positive organisational
outcomes (i.e. high efficiency, low employee turn-over, positivity at workplace,
and better work environment). For manager and leaders, it is also important to
identify employee with low or high conscientiousness levels. As evident from our
study, high level of conscientiousness strengthens the positive crafting behav-
iours and servant leadership relationships. Managers thus need to create and sus-
tain an environment that promotes high conscientiousness of employees.
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Limitations

The limitations of the current study were geographical, contextual, and theo-
retical in nature. The data were collected from hotel employees in two regions
of Pakistan (i.e. the Naran valley and the Galiyat region); therefore, this may
lead to generalisability issue. The current study examined the relationships
between servant leadership, personality traits, job crafting, and work out-
comes from the context of hospitality, which may not entirely translate into
other sectors. Furthermore, the lower predictive power of the constructs can
also be attributed as a minor limitation of the current study. The measures of
the model depict low to moderate predictive power (i.e. both in sample (R?)
and out of sample (PLS,,.4i.,)) predictive relevance (Q?) and effect size (f%). A
moderate to strong predictive power would be ideal, but low to moderate pre-
dictive power and relevance are widely acceptable among academic research-
ers (Hair et al., 2019); therefore, it should not be a considered as a major
concern. The results of the current study suggest that conscientiousness plays
a key role during job crafting (i.e. seeking challenges and resources) when
exposed to servant leadership. However, the interaction between servant lead-
ership and conscientiousness did not moderate reducing demands behaviours.
This assumption needs to be further tested empirically.

Future Research

Based on the findings and limitations of the current study, we recommend some
research ideas that not only will further the findings of our study but will also sub-
stantially add to the body of knowledge. Our findings highlight some key mecha-
nisms of improving job satisfaction and employee engagement but certainly lack
generalisability. It would be interesting to compare findings obtained from other
sectors, for instance, banking, education, and the public offices of different coun-
tries. The current study investigated personality traits through conscientiousness and
did not include other personality traits such as openness, extraversion, agreeable-
ness, and neuroticism, due to limited time and resources. It would be interesting to
explore these personality traits in relation to job crafting behaviours and work out-
comes in future studies. Job crafting plays a key role in an organisational setup; thus,
it can be conceptualised to varying outcome variables such as innovation, creativity,
and sustainability outcomes. Similarly, job crating behaviours can be further stud-
ied as an outcome/intervening variable of several emerging predictor variables, for
instance, green human resource management, human capital sustainability leader-
ship, and high-performance work systems.
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Appendix 1

Table 6 VIF values for

collinearity assessment Construct IS RD SC SR SL WE
JS
RD 1.701 1.701
SC 2.081 2.081
SR 1.532 1.532
SL 1.381 1.033 1.033 1.033 1.381
WE

VIF values of all constructs are < 3

Appendix 2

Table 7 PLS predict results ITEMS  PLSMAE  Q’ predict ~LMMAE  LM-PLS

JS1 0.445 0.139 0.456 0.011
JS3 0.469 0.124 0.476 0.007
JS2 0.451 0.095 0.460 0.009
RD3 0.544 0.034 0.555 0.011
RD1 0.502 0.009 0.500 —0.002
RD4 0.518 0.023 0.526 0.008
RD2 0.481 0.042 0.496 0.015
SC3 0.532 0.079 0.538 0.006
SC2 0.507 0.121 0.521 0.014
SC1 0.546 0.066 0.543 —0.003
SR6 0.580 0.137 0.576 —0.004
SR1 0.667 0.108 0.664 —0.003
SR3 0.639 0.107 0.636 —0.003
SR4 0.509 0.130 0.510 0.001
SR2 0.664 0.096 0.665 0.001
WE3 0.497 0.083 0.511 0.014
WE9 0.532 0.078 0.540 0.008
WES 0.492 0.097 0.505 0.013
WE2 0.453 0.070 0.454 0.001
WEI1 0.522 0.126 0.524 0.002
WE6 0.556 0.058 0.564 0.008
WE4 0514 0.084 0.526 0.012

q2_predict > 0
All items have LM > PLS, except we4 (Hair et al., 2019)
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