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A B S T R A C T

Given the pivotal role of job crafting in the hospitality industry, this study investigates the relationship of job
crafting to job satisfaction and the mediating effect of job burnout along with the moderating effect of perceived
organizational support. Survey data from 355 frontline hotel employees in Taiwan show job crafting is positively
related to job satisfaction, while job burnout negatively mediates the relationship between job crafting and job
satisfaction. Furthermore, perceived organizational support moderates the relationships among job crafting,
burnout, and satisfaction. These findings suggest courses of action for human resource managers as well as future
research directions.

1. Introduction

Consumers’ point of contact with the hotel industry is most often the
moments of truth during service interactions with frontline employees
(Ustrov et al., 2016). This makes these employees especially important,
but their jobs are not easy. According to Kim (2008), service employees
frequently encounter demanding and difficult customers. Frontline
hotel positions involve excessive workloads and role stress, often re-
sulting in employee burnout (Karatepe et al., 2012; Min et al., 2015).
Job burnout is defined as “a state of exhaustion in which one is cynical
about the value of one’s occupation and doubtful of one’s capacity to
perform” (Maslach et al., 1996p.20). Chalkiti and Sigala (2010) showed
that job burnout can occur in all types of jobs, including frontline ser-
vice in the hospitality industry, which threatens job satisfaction (Lee
and Ok, 2012). Job satisfaction refers to “a pleasurable or positive
emotional state resulting from the appraisal of one's job or job experi-
ences” (Locke, 1976p.1300). Yang (2010) found that greater job sa-
tisfaction substantially reduces employee absenteeism and is an im-
portant factor in alleviating employee turnover. Therefore, decreasing
job burnout and enhancing job satisfaction are crucial for the hospi-
tality industry.

Recently, many scholars have sought to solve the problems of em-
ployee burnout from the perspective of job design (Despoina et al.,
2007; Oreyzi and Ahmadi, 2014), and put forward the concept of job
crafting (Schaufeli et al., 2009; Tims et al., 2013). Job crafting refers to
“the physical and cognitive changes individuals make in the task or

relational boundaries of their work” (Wrzesniewski and Dutton,
2001p.179). Based on the job demands–resources (JD-R) model, Tims
et al. (2013) found that job crafting, by employees, led to increased job
resources. Job resources refer to the physical, psychological, social, or
organizational aspects of the job (Demerouti et al., 2001). Over time,
more job resources improve job satisfaction and decrease burnout.
Numerous studies report employees have higher job engagement and
lower burnout when they are able to craft their own job demands and
resources (Bakker and Costa, 2014; Bakker et al., 2016). Additionally,
Slemp and Vella-Brodrick (2014) have shown job crafting is an ap-
proach employees use to satisfy their needs at work, enabling them to
shape their work experience and increase job satisfaction. Because job
crafting is so helpful for frontline employees, managers should focus on
encouraging job crafting behaviors in the hospitality industry (Chen
et al., 2014).

Job crafting behavior can decrease burnout, since burnout comes
from psychological strain, as the JD-R model shows (Tims et al., 2012).
Such burnout and strain negatively impact job satisfaction (Lee and Ok,
2012; Lewin and Sager, 2007). Employee engagement in job crafting
behaviors is negatively associated with job burnout, which in turn is
negatively associated with job satisfaction. Therefore, job burnout may
be mediated by a relationship between job crafting and job satisfaction.

Hur et al. (2013) found that perceived organizational support (POS)
plays a contingent role in determining employees’ attitudes and beha-
viors. The extent to which employees’ feel an organization values their
work contributions, while also caring about their well-being, is the
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foundation of POS (Eisenberger et al., 1986). Han et al. (2016) found
that organizational support moderates the relationship between cus-
tomer incivility and employee burnout. Stamper and Johlke (2003)
demonstrated that POS has a moderating effect on the relationship
between boundary spanner role stressors and job satisfaction. These
relationships weaken as employee perceives improved organizational
support. Therefore, POS may moderate the relationships among job
crafting, burnout, and job satisfaction.

In view of the literature, this study examined the relationships
among job crafting, burnout, and job satisfaction. We explored the
mediating role of burnout in the relationship between job crafting and
job satisfaction, while also examining whether POS moderates these
relationships. The results suggest strategic directions for hotel managers
in human resource management and organizational behaviors.

2. Literature review and research hypotheses

2.1. Job crafting

Job crafting describes changes employees make in their work, in-
cluding tasks, relationships, and cognitions (Wrzesniewski and Dutton,
2001). Redefining and redesigning their work makes the job more
meaningful to employees (Berg et al., 2013; Tims et al., 2016). Ac-
cording to Leana et al. (2009), job crafting takes two forms: individual
crafting and collaborative crafting. Individual crafting occurs when an
employee plays an active role in altering the boundaries of his/her task
while shaping the actual way of working. Collaborative crafting refers
to employees who work together to determine how to change the task
boundaries in order to fulfill shared work goals. Based on the JD-R
model, Berg and Dutton (2008) reported that job crafting focuses on
shaping a job in line with the individual’s preferences, skills, and
abilities. The JD-R model describes how employee well-being is based
on numerous workplace characteristics, including job demands (phy-
sical, social, or organizational, requiring sustained physical or psycho-
logical effort) or job resources (characteristics of the job that reduce job
demands and help with achieving work goals and/or encourage per-
sonal growth, learning, and development) (Bakker and Demerouti,
2007). Four types of job crafting behaviors include: increasing struc-
tural job resources, increasing social job resources, increasing challen-
ging job demands, and decreasing hindering job demands (Tims et al.,
2012). Job crafting encompasses proactive employee behaviors that
include actions preceding of a specific situations. Such crafting also
includes concurrent efforts to control or influence a situation as it un-
folds (Parker and Collins, 2010). Through job crafting employees
change the tasks and relational boundaries of their jobs, which makes
them more engaged in their jobs (Chen et al., 2014). Thus, job crafting
behaviors are crucial in determining job-related employee outcomes.

2.2. Job satisfaction

Job design’s impact on job satisfaction is a traditional organiza-
tional behavior topic that has received much attention (Parker et al.,
2001). Job satisfaction is determined by feelings toward the job
(Spector, 1997). These feelings encourage positive and pleasurable
emotional states when positive job values are promoted (Locke, 1976).
Wider positive attitudes toward the profession improve job satisfaction
(Organ, 1990). This profession level attitude increases individual pro-
ductivity, ensures physical and mental health, and improves mor-
ale—all of which contribute to life satisfaction and the quicker learning
of new job skills (Moghimi, 2006). Employees with a sense of
achievement exhibit a favorable attitude toward the workplace, leading
to better commitment to the organization (Bufquin et al., 2017). Ulti-
mately, such employees have a lower intention to quit (Kim et al., 2015;
Tongchaiprasit and Ariyabuddhiphongs, 2016).

2.3. Job crafting and job satisfaction

Job crafting alters the meaning of work by changing its tasks and
relationships in such a way that employees can reframe the purpose of
the job in a wider context (Wrzesniewski and Dutton, 2001). Based on
the JD-R model, the motivational process assumes that resources have a
motivational potential. Employees in possession of resources will mo-
bilize those resources to gain even more resources. This leveraging,
when taken advantage of, results in the employee experiencing better
well-being (Bakker and Demerouti, 2007). The JD-R model was used by
Janssen et al. (2004) to investigate relationships between job resources
and job satisfaction. In their study, job control was included as a
measure for job resources. Job control includes the skill and creativity
required to do one’s job, and includes organizationally mediated op-
portunities to make decisions about the job (Karasek et al., 1998). Job
control and job crafting overlap, given that both represent aspects of
employee autonomy at work. The level of perceived control at the job is
likely to differentiate job experiences and the personal understanding of
job meaning and work relationships. Active employees shape their
workplace and, as a result, experience enhanced feelings of well-being
due to increased control over the environment and future outcomes.
Job crafting enables individuals to gain resources from coworkers, re-
sulting in greater feelings of well-being (Bakker and Demerouti, 2007;
Slemp et al., 2015). Such employees tend to change their jobs in order
to increase their available resources, thereby increasing their level of
job satisfaction (Tims et al., 2013).

Although the association between job crafting and job satisfaction
has been examined among manufacturing firms (Tims et al., 2013),
scant attention has been paid to the service sector. Service experience
includes results of interactions among organizations’ processes, service
employees, and customers (Bitner et al., 1997). Service employees play
a crucial role in creating a delightful service experience for customers.
Hospitality employee work is often characterized by considerable levels
of human interaction. The hospitality industry requires service em-
ployees to deliver superior service that is customized to satisfy various
customers’ needs. To our knowledge, no studies have previously in-
vestigated how job crafting influences employee job satisfaction within
the field of hospitality research. Thus, differences in context may in-
fluence this relationship in important ways, a topic not currently well
understood, warranting further investigation within the domain of JD-R
theory (Bakker and Demerouti, 2016). Based on this research thread,
we propose the first hypothesis:

H1. Job crafting is positively related to job satisfaction

2.4. Mediating role of job burnout

Job burnout has been dubbed the twenty-first century’s greatest
occupational hazard (Leiter and Maslach, 2005). Previous studies re-
ported service workers tend to exhibit higher levels of job burnout (Lu
and Gursoy, 2016). Job burnout includes serious psychological and/or
physical issues that result from long periods of stress and/or frustration
at work (Maslach et al., 1996). The maslach burnout inventory (MBI)
categorizes burnout into three components: emotional exhaustion, de-
personalization, and reduced personal accomplishment (Maslach and
Jackson, 1981). Emotional exhaustion implies being excessively bur-
dened due to one’s work. Depersonalization is the impersonal feeling or
reaction toward service receivers. Diminished personal accomplishment
refers to an individual’s sense of ineptitude and lack of accomplishment
(Maslach et al., 1996).

Based on the JD-R model, individuals who increase their job re-
sources are more engaged in their job and show lower levels of burnout
(Bakker and Demerouti, 2016). Tims et al. (2013) showed employee job
crafting lowers burnout rates by the changes made in job demands and
resources. Crafting a challenging job or minimizing job demands leads
to increased feelings of well-being as measured by lower levels of
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burnout (Crawford et al., 2010). Furthermore, when employees in-
crease their job resources, they are able to deliver superior job perfor-
mance. People tend to seek out, obtain, retain, and protect what they
value, according to conservation of resources (COR) theory (Hobfoll,
1989). Individuals who job craft increase their resources, preventing
resource depletion, which leads to lower levels of burnout (Nielsen and
Abildgaard, 2012; Petrou et al., 2015). Therefore, job crafting is ne-
gatively related to job burnout.

Studies have also documented that job burnout is a risk to job sa-
tisfaction (Lu and Gursoy, 2016). Job satisfaction has been shown to be
negatively impacted by feelings of emotional depletion, cynicism, and a
lack of efficacy in the workplace (Maslach and Jackson, 1981; Talachi
and Gorji, 2013). Considering job burnout’s link to decreasing job sa-
tisfaction (Lee and Ok, 2012), we can assume it plays a role in the
relationship between job crafting and job satisfaction: if employee job
crafting reduces job burnout, then job satisfaction will also be affected.
Building upon COR theory, we propose that employees who job craft, in
order to increase their resources and prevent resource depletion, will
report lower levels of burnout while exhibiting higher levels of job
satisfaction. Job burnout may be a mediating variable linking job
crafting and job satisfaction. Therefore, we theorize the relationship
between job crafting and job satisfaction is mediated by job burnout.

H2. Job burnout negatively mediates the relationship between job
crafting and job satisfaction

2.5. Moderating effect of perceived organizational support

According to organizational support theory, when an employer is
perceived as valuing and supporting employees, employees believe
their organization values and cares about their well-being (Eisenberger
et al., 1986). Therefore, POS can act as a metric of an organization’s
benevolent intent (Lynch et al., 1999). Supervisory behaviors that are
supportive and developmental, such as providing helpful feedback or
being available to discuss particular challenges at the workplace, en-
courage employees to reshape their job boundaries (Leana et al., 2009).
Following this logic, job crafting opportunities are greater if there is
high POS. Furthermore, POS provides emotional support, positive self-
esteem, approval, and affiliation (Lee and Peccei, 2007), all of which
improve work engagement (Zacher and Winter, 2011). Applying the
principle of reciprocity, employees with high POS feel an obligation to
respond to the organization with positive job attitudes and helpful or-
ganizational behaviors (Rhoades and Eisenberger, 2002). Thus, high
POS is negatively related to job burnout while positively related to job
satisfaction (Riggle et al., 2009).

Previous studies have shown POS is important in moderating or-
ganizational relationships (Cheng et al., 2016; Han et al., 2016; Hur
et al., 2013). Consistent with the COR theory (Hobfoll, 1989), POS is a
valued resource that bolsters employee confidence in coping with role
demands (Lazarus, 1991). Strong organizational support entails aiding
employees not only socioemotionally but also by providing equipment,
funding, technology, ideas, and physical assistance (Eisenberger et al.,
1986). Thus, strong organizational support provides employees with
resources, better enabling accomplishment of work goals (Hochwarter
et al., 2006; Karatepe, 2015). Furthermore, high POS improves com-
munication and cooperation among coworkers, often taking the form of
mutual assistance (Erdogan et al., 2004; Rhoades and Eisenberger,
2002). As a result, coworkers engage in mutually beneficial actions.
Without such resources, a low POS context, achieving high-quality
performance expectations is difficult.

Employee perception of high POS complements a perception of in-
creased access to various resources. Based on the COR theory, it is ex-
pected that relationships across job crafting, job burnout, and job sa-
tisfaction are stronger when higher levels of POS are present due to
increased availability of resources. Therefore, POS may play a con-
tingent role in the relationships among job crafting, job burnout, and

job satisfaction. We hypothesize that the relationships among job
crafting, job burnout, and job satisfaction are stronger for high POS
than for low POS. Accordingly, we propose the following hypothesis:

H3. POS moderates the relationships among job crafting, job burnout,
and job satisfaction

3. Research methods

3.1. Sampling

We collected data from employees at international hotels targeting
the tourist market (four- or five-star equivalents) in Taiwan. Prior to the
date of collection, we conducted a pilot test with a sample of 50 em-
ployees from an international tourist hotel to ensure that the ques-
tionnaire was clear, robust, and thorough. After the pilot test, the re-
searchers modified some wording in the questionnaire. The main survey
included 73 such hotels as listed by the Taiwan Tourism Bureau (2015).
The researchers contacted 24 human resource managers from this list,
requesting their assistance in this study. Questionnaires were given to a
range of front (front desk and reservation) and back (housekeeping and
food service) office full-time employees to ensure they were adequately
represented in this study. Human resource managers returned the
completed questionnaires, using an attached return envelope, directly
to the researcher. Out of 400 distributed questionnaires, 355 usable
responses were collected, representing a response rate of 89%.

3.2. Measures

Each variable of interest was measured with a previously developed
scale. Job crafting was measured using 12 items proposed by Leana
et al. (2009), while individual crafting and collaborative crafting were
each measured with six items. This scale exhibits good reliability and
has been used to measure job crafting in the hospitality literature (Chen
et al., 2014). Individual crafting was measured with items such as,
“Introduce new approaches on your own to improve your work” and
“Change minor work procedures that you think are not productive on
your own.” Collaborative crafting was measured with items such as,
“Work together with your coworkers to introduce new approaches to
improve your work” and “Decide together with your coworkers to
change minor work procedures that you think are not productive.”

Job satisfaction employed a five-item scale (Johlke and Duhan,
2000), including: “I feel that my job is valuable” and “In my job, I feel
that I am doing something worthwhile.” This scale was chosen because
it is reliable and has been used in previous studies (Lee et al., 2015; Yen
et al., 2013). We used the MBI (Maslach et al., 1996) to measure job
burnout, which is composed of 22 items across three dimensions:
emotional exhaustion (9 items), depersonalization (5 items), and re-
duced personal accomplishment (8 items). The MBI is the most com-
monly used measure of job burnout and has been validated by Prentice
et al. (2013). Some items include: “I have become less enthusiastic
about my work” and “I have become more cynical about whether my
work contributes anything.” POS was measured using an eight-item
scale (Eisenberger et al., 1997) with items such as, “My organization
really cares about my well-being” and “My organization cares about my
opinions.” This scale was selected because of its use in measuring POS
constructs within the hospitality literature (Hemdi, 2009).

All constructs were measured using a five-point Likert scale ranging
from “strongly disagree” to “strongly agree.” Questions relating to de-
mographic data—such as gender, age, education, marital status, orga-
nizational tenure, and personal monthly income—were also included in
questionnaire.
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4. Results

4.1. Sample characteristics

The valid sample of 355 questionnaires revealed that 42.8% of the
hotel employees were male (n= 152) and 57.2% were female
(n=203), and 59.7% (n= 212) were unmarried. Their ages ranged
from 20 to 65 years (mean average: 35.4 years) and their work ex-
perience ranged from 1 to 35 years (mean: 8.8 years). Slightly less than
half had completed a 4-year college degree (49.9%; n= 177) degree,
and 31.8% (n=113) were graduates of 2-year colleges.

4.2. Psychometric properties of the measures

Construct validity was estimated with confirmatory factor analysis
(CFA) (Gerbing and Anderson, 1988). Since the resulting chi-square fit
statistic is sensitive to sample size, the current study relied on other
indices in testing model validity (Hair et al., 2006). All factor loadings
were significant (p < 0.001), with all measurement items loading on
their expected factors. The results for adaptability were χ2= 752.27,
df= 36, χ2/df= 2.08, GFI= 0.87, AGFI= 0.85, RMSEA=0.06,
SRMR=0.05, NNFI= 0.93, CFI= 0.94, and IFI= 0.94, which were
above the model adaptability standard suggested by Hair et al. (2006),
supporting the unidimensionality of the scales.

Table 1 shows that the composite reliability score was high
(0.87–0.92) compared with the Hair et al. (2006) standard of 0.6. This
current research used accepted procedures in evaluating the scale’s
convergent validity. Each construct exhibited an average extracted
variance (AVE) between 0.53 and 0.73. This result is higher than the
standard 0.5 (Fornell and Larcker, 1981), supporting the convergent
validity of the measures. Furthermore, the researchers measured dis-
criminant validity by calculating the AVE for all pairs of constructs and
comparing this value to the squared correlation between the two con-
structs of interest. Table 2 shows that the AVE values for each construct
were all larger than the square of the respective construct’s correlations
with the other constructs (Fornell and Larcker, 1981), supporting dis-
criminant validity.

Table 1
Results of Confirmatory Factor Analysis.

Dimension Factor
loadings

Composite
reliability

AVE

Job Crafting
Individual Crafting 0.88 0.55
Introduce new approaches on your own to improve your work in the job. 0.75
Change minor work procedures that you think are not productive on your own. 0.70
On your own, change the way you do your job to make it easier to yourself. 0.77
Rearrange equipment or furniture in the play areas of your classroom on your own. 0.77
Organize special events in your job on your own. 0.77
On your own, bring in other materials from home for the job. 0.67
Collaborative Crafting 0.92 0.73
Work together with your coworkers to introduce new approaches to improve your work in the job. 0.81
Decide together with your coworkers to change the way you do your job to make it easier to yourself. 0.86
Decide together with your coworkers to rearrange equipment or furniture in the play areas of your job. 0.90
Decide together with your coworkers to organize special events in your job 0.86

Job Burnout
Emotional Exhaustion 0.89 0.62
I feel emotionally drained from my work. 0.73
I feel fatigued when I get up in the morning and have to face another day on the job. 0.81
Working with people all day is really a strain for me. 0.74
I feel burned out from my work. 0.87
I feel frustrated by my job. 0.79
Depersonalization 0.88 0.64
I feel I treat some recipients as if they were impersonal objects. 0.65
I’ve become more callous toward people since I took this job. 0.93
I worry that this job is hardening me emotionally. 0.88
I don’t really care what happens to some recipients. 0.71
Reduced Personal Accomplishment 0.87 0.53
I deal very effectively with the problems of my recipients. 0.62
I feel I’m positively influencing other people’s lives through my work. 0.61
I feel very energetic. 0.74
I can easily create a relaxed atmosphere with my recipients. 0.81
I feel exhilarated after working closely with my recipients. 0.80
I have accomplished many worthwhile things in this job. 0.74
Job Satisfaction 0.87 0.63
In my job, I feel that I am doing something worthwhile. 0.75
I feel that my job is interesting. 0.73
I feel that my job is satisfying. 0.86
If I had to do it all over again, I would choose another job. (Reverse scored) 0.84
Perceived Organizational Support 0.88 0.64
My organization cares about my opinions. 0.80
My organization really cares about my well-being. 0.90
My organization strongly considers my goals and values. 0.87
My organization would forgive an honest mistake on my part. 0.60

Table 2
Correlation Analysis.

Dimension Mean SD 1 2 3 4

1.Job Crafting 4.16 0.52 1
2.Job Burnout 2.31 0.57 −0.29** 1
3.Job Satisfaction 4.06 0.59 0.47** −0.55** 1
4.Perceived Organizational

Support
3.35 0.74 0.24** −0.48** 0.38** 1

** p < 0.01.
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4.3. Common method bias evaluation

To address common method variance (CMV), we used Harman’s
single-factor test, a principal component factor analysis using varimax
rotation (Podsakoff and Organ, 1986), in examining the items of job
crafting, job burnout, and job satisfaction. Results support multiple
factors with eigenvalues over the cutoff value of one. The first factor
represents 29.25% of the variance. A one-factor model, with all items
loading on one factor, showed poor fit (χ2= 6252.43, df= 740, χ2/
df= 8.45, GFI= 0.34, AGFI= 0.27, RMSEA=0.15, SRMR=0.16,
NNFI= 0.37, CFI= 0.40, and IFI= 0.4). These results suggested CMV
did not cause any problems within the data analysis (Podsakoff et al.,
2003).

4.4. Correlation analysis

Variable details, such as means, standard deviation cab be seen in
Table 2. Correlation analysis shows job crafting was positively related
to job satisfaction and POS (r= 0.47 and 0.24, p < 0.01), and nega-
tively related to job burnout (r=−0.29, p < 0.01). Job burnout was
negatively related to job satisfaction and POS (r=−0.55 and −0.48,
p < 0.01), and job satisfaction was positively related to POS (r= 0.38,
p < 0.01). The results reflect an initial examination of the proposed
relationships.

4.5. Tests of hypotheses

According to the fit indices, the hypothesized model provides an
acceptable fit to the data (χ2= 852.45, df= 369, χ2/df= 2.31,
GFI= 0.86, AGFI= 0.83, RMSEA=0.06, SRMR=0.08, NNFI= 0.91,
CFI= 0.92, and IFI= 0.92). Fig. 1 displays the results concerning H1.
Job crafting was negatively related to job burnout (path coeffi-
cient=−0.34, z=−4.33, p < 0.01), job burnout was negatively
related to job satisfaction (path coefficient=−0.47, z=−6.44,
p < 0.01), and job crafting was positively related to job satisfaction
(path coefficient= 0.42, z= 5.80, p < 0.01). Therefore, H1 is sup-
ported: job crafting is positively related to job satisfaction (Fig. 2).

To further understand the factors affecting job satisfaction, the
study proceeded with direct- and indirect-effect analyses of job sa-
tisfaction. Job crafting exerted a direct effect on job satisfaction with a
value of 0.42 (p < 0.01), with one path indicating an indirect effect on
job burnout of 0.16; the total effect was 0.58. Furthermore, job burnout
exerted a direct effect on job satisfaction (−0.47, p < 0.01). Hence,
job burnout partially mediates the relationship between job crafting
and job satisfaction.

To verify the mediating role of job burnout, we conducted a med-
iation analysis. A bootstrapping approach was adopted to test the sig-
nificance of indirect effects (Preacher and Hayes, 2004) through AMOS,
which produces bootstrapped percentile and bias-corrected confidence
intervals (CIs) for indirect effects. The bootstrapping method is parti-
cularly useful when examining the indirect effects in mediation models
(Shrout and Bolger, 2002). According to MacKinnon et al. (2002),
bootstrapping is more appropriate and more powerful than the Sobel
(1982) test because bootstrapping does not assume the data set is
normally distributed. This approach is also regarded as a more formal
test for examining the hypothesized mediating or indirect effects
(Preacher and Hayes, 2004). The significance of the indirect path (ab)
was evaluated from 5000 bootstrap samples; a bias-corrected, percen-
tile, and accelerated CI was created for significance tests. For the 95%
CI, the limits must both be positive or negative to prove that the
bootstrapped CI for ab did not include zero (i.e., both the upper and
lower limits must be in the positive or negative region). The bias-cor-
rected 95% CI is shown in Table 3. Note that this CI (0.07, 0.53), as-
sumed to be more accurate, excludes zero, and the percentile con-
fidence interval also does not include zero (0.08, 0.08). Thus, we can
conclude that the indirect effect is statistically significant at the 0.05
level, and H2 is supported: Job burnout negatively mediates the re-
lationship between job crafting and job satisfaction.

H3 was tested using moderation effect analyses. We used Hayes
(2012) PROCESS macro for SPSS to estimate the equations presented
earlier and obtain bias-corrected bootstrapped CIs. The PROCESS macro
runs each independent variable separately, with additional independent
variables run as covariates. The model set job crafting as the in-
dependent variable (X), job burnout as the mediator (M), POS as the
moderator (W), and job satisfaction as the outcome (Y). For the ana-
lyses, the products were mean centered, a 95% CI was used, and 5000
bootstrap samples were generated for indirect effect analysis. This
process was repeated to obtain all the required coefficients. Results are
presented in Table 4 partially supporting Hypothesis 3, as there was
evidence of moderated mediation for the relationship between job
crafting and job burnout (B=−0.16, t=−2.67, p < 0.01, CI
[−0.29, −0.04]). Therefore, POS moderates the relationships among
job crafting, job burnout, and job satisfaction.

5. Conclusions and discussion

This study examined the relationship between job crafting and job
satisfaction in the hospitality industry, specifically considering the
mediating role of job burnout and the moderating role of POS. Findings
support job crafting is positively associated with job satisfaction; job

Fig. 1. Propose Model.
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burnout negatively mediates the relationship between job crafting and
job satisfaction; and POS moderates the relationships among job
crafting, job burnout, and job satisfaction. Cheng et al. (2016) sug-
gested that future studies should explore the potential mediators or
moderators in the relationship between job crafting and job outcomes
in other segments of the tourism industry. The present study responds
to this call by showing that job crafting is positively associated with job
satisfaction in a hospitality context, while also elaborating on the re-
lationship between job crafting and job satisfaction.

Job crafting enhances job resources. When service employees have
sufficient resources in their hotels, they are more likely to experience
satisfaction and overcome challenging situations. Thus, employees with
greater job crafting opportunities can increase job satisfaction. This
result aligns with the findings from Tims et al. (2013). The current
study shows that job crafting is a critical antecedent of job satisfaction

within the hospitality context. These findings are consistent with those
of the JD-R model (Bakker and Demerouti, 2016). Although past studies
(Cheng et al., 2016; Chen et al., 2014) have examined potential med-
iating variables between job crafting and job outcomes, to our knowl-
edge, no scholars before us have explored the role of job burnout.
Supporting the proposition COR theory (Hobfoll, 1989), that in-
dividuals are directed towards the accumulation of resources in order to
protect other valued resources, employees who engaged in job crafting
for more resources experienced lower levels of job burnout, and con-
sequently enhanced their job satisfaction. When hotel employees have a
higher degree of job crafting, they feel lower burnout and are therefore
more satisfied with the job. Job burnout is a psychological mechanism
through which job crafting influences job satisfaction.

Regarding POS, our empirical results support significant moderator
effects for the relationship between job crafting and job burnout. A
sound foundation for understanding the influence of job crafting on job
burnout is provided by COR theory. Additional resources that enable
individuals to accomplish work objectives is understood through POS.
High levels of organizational support assist employees to meet chal-
lenges and reduce hindrances by providing additional resources and
facilitating cooperation among group members. Thus, our findings in-
dicate the relationship between job crafting and job burnout is stronger
for higher levels of POS due to the increased availability of resources.
One surprising finding in this study is that POS did not moderate the job
crafting–job satisfaction and job burnout–job satisfaction relationship.
A possible explanation for the finding is that this may be affected by the
East-West cultural differences, such as Eastern cultural emphases on
collectivism (Hofstede, 1980). Although an emphasis on centralization
leads to less work flexibility, collectivism compensates for this through
policies and organizational norms. Employees within Eastern societies
may still view overall performance objectives as the main priority
(Francesco and Chen, 2004; Jackson et al., 2006). Hotel employees may
also take the assistance and support of their employers for granted.

5.1. Theoretical contributions

The current study extends job crafting research in several ways.
First, this study contributes to the development of job crafting literature
by quantifying the relationship between job crafting and job satisfac-
tion within the context of the hospitality industry. Second, the present
study includes job burnout as a mediating variable. Although burnout
has been proposed as an important outcome of job crafting (Nielsen and
Abildgaard, 2012; Tims et al., 2013), to our knowledge, the mediating
role of job burnout has not yet been empirically tested. Based on

Fig. 2. Structural Path Estimates Model.
Note: JSAT, Job Satisfaction; JC, Job Crafting; JCP,
Individual Crafting; JCC, Collaborative Crafting; JB,
Job Burnout; JBE, Emotional Exhaustion; JBP,
Depersonalization; JBL, Reduced Personal
Accomplishment.

Table 3
Bootstrap Methods to Test Significance of Mediation Effects.

Point estimate Bootstrap 5000 times

Bias-corrected Percentile

Lower Upper P Lower Upper P

Indirect Effect 0.21 0.07 0.53 0.00 0.08 0.08 0.00
Direct Effect 0.55 0.26 0.89 0.00 0.21 0.84 0.00
Total Effect 0.76 0.42 1.07 0.00 0.44 1.09 0.00

Table 4
The Results of Moderating Effect.

DV IV B se t p LLCI ULCI

Job Burnout Constant 0.02 0.03 0.65 0.52 −0.03 0.07
Job Crafting −0.21 0.05 −4.09 0 −0.31 −0.11
POS −0.35 0.04 −9.88 0 −0.42 −0.28
Job Crafting
x POS

−0.16 0.06 −2.67 0.00 −0.29 −0.04

Job Satisfaction Constant 4.07 0.03 154.33 0 4.01 4.12
Job Burnout −0.40 0.05 −7.80 0 −0.50 −0.30
Job Crafting 0.39 0.05 7.37 0 0.28 0.49
Job Burnout
x POS

0.02 0.05 0.50 0.62 −0.07 0.12

POS 0.08 0.04 2.11 0.04 0.01 0.16
Job Crafting
x POS

0.03 0.06 0.53 0.60 −0.09 0.16
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propositions within JD-R theory (Bakker and Demerouti, 2016) and
COR theory (Hobfoll, 1989), this study contends that job burnout is one
of the mediators in the relationship between job crafting and job sa-
tisfaction. The current research findings contribute to the extant
knowledge base by uncovering the role of job burnout in the link be-
tween job crafting and employee job satisfaction. Thus, this research
proposes that job burnout may be seen as an important checkpoint in
detecting how job crafting influences job satisfaction. Finally, this study
further extends job crafting theory by incorporating the role of POS. We
have contributed to the job crafting literature by examining situational
influences relevant to the job crafting–job burnout relationship. This
study supplements previous research that has explored a direct re-
lationship between job crafting and employee job burnout (e.g., Tims
et al., 2013) by emphasizing a crucial contingent factor of POS in regard
to such a relationship. Based on COR theory, this research proposed
additional resources provided by organizational support help em-
ployees better engage in job crafting, which in turn result in reduced
levels of job burnout.

5.2. Management implications

Given our findings, hotel management should consider im-
plementing function-level human resource management strategies that
offer service employees greater job autonomy and discretion. They
should ensure that work conditions engender a supportive work en-
vironment that is sensitive to employee preferences for planning and
task scheduling. Second, on-the-job training should enable hotel em-
ployees to gain job resources and become more competent in com-
pleting new or changing tasks. Training programs could be offered that
encourage job crafting behaviors, and thus enhance job satisfaction.
Third, facing the reality of high levels of role stress for many service
workers, hotel managers should recognize job crafting as a coping
strategy and tool that can decrease employees’ job burnout. Finally,
hotel managers should consider providing organizational support to
employees. This could take the role of giving more feedback and care at
work, for example, and/or providing employees with supervisor
coaching and encouragement. With the goal of assisting employees in
crafting their jobs and facilitating sufficient opportunities for profes-
sional development at work, such activities will enable employees to
gain additional resources and reduce job burnout.

5.3. Limitations and future research

The present study has some limitations. First, we measured frontline
employees’ job crafting, job burnout, and job satisfaction with a self-
report approach that may have incurred response bias. Second, the
research design was cross-sectional, limiting claims of cause-effect re-
lationships. Longitudinal research would be required to test the causal
relationships in this study. Third, this research focuses only on the
frontline service employees in hotels; the results may have limited ap-
plicability to other industries. We recommend that future research ex-
plore these topics in other parts of the tourism industry, such as airlines
or tour operations, and investigate whether mediators or moderators
besides job burnout and POS may influence the relationship between
job crafting and job satisfaction. Finally, numerous studies have pre-
viously explored the relationship between job crafting and other im-
portant variables within the JD-R model. Job demands and job re-
sources are two important variables within the model that are not
examined in the current research. Future scholars can further explore
such relationships by expanding this work and considering related
variables that may influence outcomes or even be specific to some
service sectors.
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