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ABSTRACT

The present paper aims to establish an exploratory research in the relationship between job
characteristics and performance while evaluating the mediating role of job crafting. Service
industry being the target zone with 100 middle level managers working in esteemed
organizations (5 star hotels). Mediation analysis was assessed through PROCESS macro
(Hayes, 2012) in SPSS. With correlational analysis it was explored that all the three variables
were significantly and positively related. Job crafting as a mediator between the two
constructs was also analyzed wherein it showcased a partial mediation between job
characteristics and task performance and also between job characteristics and contextual
performance. Therefore, it can be concluded that employees who engage in the acts of job
crafting are more likely to perform better.
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Service industry, in recent years, has emerged as a major employment sector in India with a
rise in domestic as well as international tourism expanding the horizon of hospitality industry.
A job is designed by identifying the various fragments and procedures required to meet the
end results. Such tasks and procedures are determined via job characteristics:
“The specific aspects of job such as knowledge and skills, mental and physical demands, and
working conditions that can be recognised, defined and assessed.”
(Schuurman, 2011; Naude, 2010)

Job characteristics provide a blueprint of the job on the basis of the skills required to perform
the job and the meaningfulness that job holds for the employees. And so, they serve as a
motivating potential as they result in three psychological states: experienced meaningfulness,
experienced responsibility and knowledge of results. Experienced meaningfulness is the
product of skill variety, task identity and task significance, autonomy generates a sense of
responsibility and feedback provides continuous knowledge of results. These psychological
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states determine how motivating the job is in itself. Depending on that motivation level the
employee decides to reconfigure his/her job to make it more meaningful and more convenient
to carry out the tasks and procedures by matching them to their own level of skills and
expertise. This reconfiguration of job done by employee himself/herself is known as job
crafting:

““The physical and cognitive changes individuals make in the task or relational boundaries of

their work’’
(Wrzesniewski and Dutton in 2001).

These physical and cognitive changes are made as per the individual’s needs and as per the
level of skills and abilities possessed by him to perform a specific task. The individual may
change the order or number of tasks to be performed (task crafting), he/she may limit or
expand his/her horizon of interactions with others depending on the need (relational crafting),
or he/she may change the perception of the job to make it more meaningful and thus
improving the motivation to perform that job (cognitive crafting). After reconfiguring the job
on the basis of the three crafting behaviours, the employee performs the self-made job that
matches his/her comfort level, skills and abilities. In organisational behaviour, performance is
studied as a behaviour which is to be understood, predicted and improved upon. So in terms
of behaviour, job performance is defined as:

“The value of the set of employee behaviours that contribute, either positively or negatively,

to organisational goal accomplishment™
(Motowidlo, Borman & Schmit, 1997; Campbell, 1990)

The behaviours that contribute positively are task performance and contextual performance,
whereas the one which contribute negatively is counterproductive work behaviour. In this
study, the focus is on positive contributors. Task performance refers to the “behaviours that
directly or indirectly contribute to the organisation’s technical core”, whereas contextual
performance refers to the “behaviours that support the organisational, social and
psychological environment in which the technical core must function”(Borman &
Motowidlo, 1993). Task behaviours are the one which vary from one job to another as per the
job requirements and contextual behaviours are one which remains static across most jobs.

Although only a handful of studies have been conducted on job crafting as it’s still in the
pioneering stage in the field of empirical research, studies have shown a positive relationship
exists between job characteristics and job crafting (Gu-Ne & Young-Min, 2015; Kanten,
2014). There are limited studies which examine job characteristics with task and contextual
performance individually. Although a positive and significant relationship has been found
between job characteristics and task performance (Hernaus & Mikulic, 2013; Onukwube &
lyagba, 2011; Kahya, 2007) but studies examining a relationship between job characteristics
and contextual performance are scanty. Again studies exploring the relationship between job
crafting and performance are few. However, a positive and significant relationship has been
seen between job crafting and task performance (Bakker, Tims & Derks, 2012) and a
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significant indirect relation has been witnessed between job crafting and contextual
performance through work engagement (Demerouti, Bakker & Gevers, 2015).

Objectives

. To investigate the relationship between job characteristics, job crafting and
performance (task and contextual performance).

. To examine the mediating role of job crafting between job characteristics and task

performance as well as job characteristics and contextual performance.

Hypotheses

. There will be no significant relationship between job characteristics, job crafting and
performance (task and contextual performance).

. There will be no significant mediating role of job crafting between job characteristics

and performance (task and contextual performance).

Research Design
A correlational design was laid out in the light of above objectives and hypotheses.

Job Crafting J

Performance
Job Characteristics
J t e Task

e Contextual
Mediational design was deployed after correlation.

Sample

The sample consisted of 100 middle-level managers working in 5 star hotels. The inclusion
criteria being employees with a minimum tenure of 3 years with the current workplace and a
minimum qualification of diploma in hotel management. As per the exclusion criteria gender
was not taken into consideration and the employees on the probation period were not
approached for data collection.

Instruments

) Job Diagnostic Survey (Hackman & Oldham, 1980) was used to measure job
characteristics. The scale consist of 15 questions. 3 questions are assigned to each
core job characteristic, viz skill variety, task identity, task significance, autonomy and
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feedback. The instrument yields an overall score for job characteristics as well as
independent scores for each core characteristic. (7 Point Likert Scale)

o Job Crafting Questionnaire (Slemp & Vella-Brodrick, 2013) was used to measure the
construct of job crafting which again consist of 15 questions. The questionnaire is
divided into three dimensions representing the three job crafting behaviours: task
crafting, relational crafting and cognitive crafting. This questionnaire also delivers
score for each dimension as well as an overall score for job crafting behaviour. (6
Point Likert Scale)

) Individual Work Performance Questionnaire (Koopmans et al, 2014) was used to
measure task performance and contextual performance. The questionnaire however,
consists of three dimensions namely, task performance (5 items), contextual
performance (8 items) and counterproductive work behaviour (5 items). This
questionnaire only gives scores for each dimension of performance. (5 Point Likert
Scale)

Procedure

The research was conducted in two phases:

Phase I: In the first phase data was collected from 100 middle level managers working in 5
star hotels on the basis of the inclusion and exclusion criteria. After data collection scoring
was done as per the norms.

Phase I1: After scoring, the data was analysed using SPSS. First descriptive statistics was
computed followed by correlation. After obtaining significant correlation between all the
three variables, mediation analysis was assessed using PROCESS macro(Hayes, 2012) in
SPSS. The PROCESS is an amalgamation of regression and bootstrap method. The results
are interpreted on the basis of beta coefficients and bootstrapping confidence interval to
check for mediation.

RESULTS AND DISCUSSION

The present paper was conducted to explore the mediating role of job crafting between job
characteristics and performance, i.e. task performance and contextual performance. As it is
known, every job has a set of standard tasks and procedures. But the employees alter those set
of tasks and procedures to meet desired levels of performance. So, the paper aims to explore
the effect those alterations have on employee performance.
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FIGURE 1: DESCREPTIVE STATISTICS
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The first hypothesis was formulated to examine the relationship between job characteristics,
job crafting and task and contextual performance.

Table 1.1, Correlation Matrix

S. No. Variable Job Crafting | Task Performance Contextual
Performance
1. Job Characteristics A482** H573** 536**
2. Job Crafting .605** 587**
N =100

**Correlation is significant at the 0.01 level (2 tailed)

From the results of Table 1.1, it can be seen that a positive relationship exists between all the
variables under the research. A positive and significant relationship exists between job
characteristics and job crafting (r=.482, p<0.01), job characteristics and task performance (r=
573, p<0.01), job characteristics and contextual performance (r= .536, p<0.01), job crafting
and task performance (r= .605, p<0.01), and job crafting and contextual performance (r=
.587, p<0.01).

The results obtained are supported by studies conducted in past wherein a study conducted on
sales consultants revealed a positive relationship between job characteristics and job crafting
(Gu-Ne & Young-Min, 2015). Another study conducted on hotel employees revealed job
characteristics as a significant predictor of job crafting (Kanten, 2014). Job characteristics is
seen to influence task performance more than contextual performance (Hernaus & Mikulic,
2013). Moreover, several studies have shown a positive relationship between job
characteristics and task performance (Onukwube & lyagba, 2011; Kahya, 2007).A significant
indirect relationship between job crafting and contextual performance through work
engagement has been seen (Demerouti, Bakker & Gevers, 2015). Also, job crafting through
work engagement is found to have a significantly indirect relationship with task performance
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(Bakker, Tims & Derks, 2012).Hence, present paper is in congruence with the previous
findings.

After correlation analysis, mediation analysis was performed using PROCESS macro in
SPSS. First, job crafting was investigated as a mediator between job characteristics and task
performance (hypothesis 2).

Figure 2.1
The regression-based path coefficients of the mediation analysis of job crafting in the
relationship between job characteristics and task performance.

Job Crafting

a=.7237**

b=.3921%**

C =.5019**

[ Job Characteristics ] 4{ Task Performance ]

C=.7857**

The results of mediation analysis as per regression-based approach can be seen in Figure 2.1.
The total effect of job characteristics on task performance came out to be significant (c=
.7857, SE= .1136, t= 6.9141, p<0.01). After entering job crafting into the equation, the
indirect effect of job characteristics on task performance again came out to be significant (¢'=
5019, SE= .1158, t= 4.3325, p<0.01). The direct effect of job characteristics on job crafting
(a= .7237, SE= .1329, t= 5.4461, p<0.01) and job crafting on task performance (b= . 3921,
SE= .0772, t= 5.0815, p<0.01) was found to be significant. From the results of regression-
based approach it can be seen that job crafting partially mediate the relationship between job
characteristics and task performance as both the direct (c) and indirect (c’) relationship of job
characteristics on task performance came out to be significant.

Next, job crafting was examined as a mediator between job characteristics and contextual

performance (hypothesis 3).

Figure 2.2
The regression-based path coefficients of the mediation analysis of job crafting in between
the relationship of job characteristics and contextual performance.
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[ Job Crafting
a=.7237** b =.4283**
C =.4930**
[ Job Characteristics ] Contextual Performance J
_ o C=.8030** _ _
Figure 2.2 shows significant correlations between job

characteristics and contextual performance as per regression-based approach. The total effect
of job characteristics on contextual performance came out to be significant (c= .8030, SE=
1279, t= 6.2776, p<0.01). The indirect effect of job characteristics on contextual
performance after entering job crafting into the equation also came out to be significant(c'= .
4930, SE= .1314, t= 3.7515, p<0.01).The direct effects of job characteristics on job crafting
(a= .7337, SE= .1329, t= 5.4461, p<0.01) and job crafting on contextual performance (b=
4283, SE= .0875, t= 4.8936, p<0.01) also came out to be significant. The significant direct
(c) and indirect (c’) effect of job characteristics on contextual performance again showcases a
partial mediation of job crafting in between the relationship of job characteristics and
contextual performance.

Finally, the indirect effect of job characteristics on task performance as well as contextual
performance through job crafting is shown in Table 1.2 below.

Table 1.2, Parameter estimates of 1000 bootstrap samples with bias corrected and
accelerated bootstrap confidence intervals (BCa ClI) at 95% confidence level.

Product of coefficients | Bootstrapping 95% BCa ClI
Effects Parameter SE Lower CI Upper ClI
Estimate
JC->Crafting>TP .8238 .01093 1593 5967
JC >Crafting > CP .3100 .1058 .1680 .5809
N= 100

Table 1.2 represents the bias corrected and accelerated bootstrap confidence intervals (BCa
ClI) results as per the PROCESS macro in SPSS. The indirect effect of job characteristics on
task performance through job crafting (PE= .2838, 95% BCaCl[.1593,.5967]) and the indirect
effect of job characteristics on contextual performance through job crafting (PE= .3100, 95%
BCa CI [.1680, .5809]) came out to be statistically significant as it does not include zero in
the 95% bias corrected and accelerated confidence interval (BCa CI) and so the indirect
effects are statistically different from zero. From the results of indirect effects, it can be
inferred that although job characteristics provide a baseline of expected performance, it is
through customizations in those set standards that employees are able to perform better and
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give desired output. These customizations are a result of job crafting behaviours that
employees undertake to operate as per their convenience to give effective results. There were
no studies found to support the results of the mediation analysis as job crafting is a pioneering
variable. Hence, the findings of this paper provides novel viewpoints which will contribute to
the existing literature and provide direction for further empirical developments.

CONCLUSION

For long, individuals have been engaging in the practice of modifying their task schedules as
per their own preference. However, it is only in the recent years that this practice has been
recognised and is labelled as job crafting. Although, this new construct is still in its infancy
stage in empirical investigations but it has emerged as an essential ingredient towards
improved efficiency and effectiveness of performance resulting in various positive outcomes
like well-being, engagement, commitment and low turnover to name some. So, it can be
concluded that job crafting provides a pathway towards better performance by giving the
employees’ the liberty to modify their task procedures and interrelationships at work and
hence, job crafting behaviours serve as a pathway between set standards of tasks and
procedures and target output to result in better and improved performance.
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