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Abstract

:

This study aims to provide a better understanding of the mechanisms underlying the relationship between the experiences of compassion and job performance. Specifically, we test if positive emotion and job crafting could help explain the experience of the compassion–job performance link. Using a sample of 312 employees in large-sized domestic companies located in South Korea, we found that the experience of compassion was positively related to job performance. In addition, we adopted the motivational approach to demonstrate that the positive relationship between the experience of compassion and job performance was sequentially mediated by positive emotion and job crafting. Our study advances the literature on workplace compassion by introducing job crafting as a novel driver in explaining the positive effects of compassion and contributes novel insights into the mechanisms underlying the relationship between compassion and job performance. Our findings also suggest that to enhance employees’ job performance and facilitate employees’ proactive behaviors (i.e., job crafting), organizations must foster a compassionate work environment by placing high importance on compassion.
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1. Introduction


Experiences of suffering, i.e., “distressing felt experience that affects one’s fundamental intactness as a person” [1] (p. 85), at work is a significant and inevitable aspect of organizational lives [2,3,4,5]. In this vein, similar to suffering at work, Kanov [1] argues that compassion should also be viewed as a building block of organizations that is relevant in all organizations, because receiving compassion from others (i.e., experiencing others’ expression of concerns and caring toward one’s suffering) is integral to alleviating one’s experiences of suffering [2,5]. Because the experiences of suffering could drain one’s personal resources [6], which is detrimental for work motivation [7,8], it is rather likely that receiving compassion from others at work could not only alleviate one’s suffering but also stimulate one’s work motivation which, in turn, leads to higher levels of job performance. Specifically, given that receiving genuine care from organizations, such as compassion and helping behaviors from coworkers, increases intrinsic motivation for proactive behaviors, such as creativity [9,10,11], it is more likely that an individual’s proactivity could explain the link between compassion and job performance.



A growing body of research has explored the roles of compassion in organizations and showed its positive effects on work outcomes [2,12]. For instance, previous studies have shown that employees who receive compassion from their coworkers are likely to experience more positive emotion [13,14,15,16,17], be more emotionally committed to their organizations [5], and even display higher levels of job performance [18,19,20,21]. More importantly, previous research has consistently revealed a positive relationship between compassion and job performance. Specifically, regarding the compassion–job performance link, past studies have attempted to unbox the mechanisms and demonstrate the mediating roles of positive emotion [22], positive work-related identity [20,23], and collective self-esteem [23]. In other words, they have elucidated that as a result of receiving compassion from others, employees experience positive emotion and shape positive attitudes which, in turn, leads to high job performance.



In spite of the progress made in the literature, our knowledge of why and through what mechanisms compassion leads to high job performance is still in a nascent state [1,24]. One of the important antecedents for job performance is proactivity, because proactive individuals create and select situations, such as creating work environments for accentuating their strengths [25], that are most likely to deliver high levels of performance [26]. Past studies on organizational socialization have also evinced that proactive employees engage in a wide range of instrumental behaviors, such as information and feedback-seeking, sensemaking, and role restructuring, which are critical for job performance [27,28,29,30,31]. Thus, given that the experiences of compassion could help replenish one’s interpersonal sources [32], which is vital for job performance [33,34], it is worth exploring the roles of proactivity in the compassion–job performance link. Specifically, we focus on the role of job crafting, because it captures employees’ proactive behaviors of shaping the boundaries of their work and creating work environments that best suit their competencies [35], which, in turn, leads to higher job performance [36].



In this study, we seek to elucidate the mechanisms through which the experiences of compassion at work increase one’s job performance. Specifically, our study aims to advance existing knowledge by exploring the interplay between compassion and job performance, specifically through the lens of job crafting. The JD-R model [37,38,39] serves as the overarching framework for our research on compassion and job performance. Compassion is viewed as a job resource aiding employees in managing emotional work demands. Positive emotion and job crafting are mechanisms that mediate the relationship between compassion and job performance. Positive emotion can be considered a personal resource, while job crafting is a proactive behavior that involves employees shaping and redesigning their own jobs to make them more meaningful and engaging. This study proposes a sequential mediation model, indicating that the positive relationship between compassion and job performance is sequentially mediated by positive emotion and job crafting, aligning with the JD-R theory’s idea that job resources can lead to positive outcomes sequentially.



Our study makes several contributions to the literature on workplace compassion. First, through our focus on the serial mediation effects of positive emotion and job crafting on the relationship between compassion and job performance, we extend the findings of Chu [22], who demonstrated the mediating roles of positive emotion in the compassion–job performance link. Given that we currently have somewhat limited knowledge about the mechanisms underlying compassion and job performance [1,24], our findings provide a deeper understanding of how the experiences of compassion at work translate into job performance. Second, we incorporate the motivational approach in examining the relationship between compassion and job performance by introducing and testing the roles of job crafting. Although prior research on workplace compassion has primarily focused on its effects on one’s emotions [5,13,17] or cognitive attitudes [20,23], our findings provide new insights into the literature on compassion by highlighting the motivational processes that are triggered by the experiences of compassion at work.




2. Hypotheses Development


Compassion is a multidimensional process encompassing noticing others’ suffering, feeling empathy toward them, and acting to alleviate their suffering [3,5,14,40,41]. Employees who experience compassion at work are likely to perceive that they are being genuinely cared for by others, helping them reinforce the connections between employees. Thus, based on the social exchange theory [42], compassion at work may serve to maintain positive exchange relationships with others, increasing the positive exchanges with others [5] and allowing them to have more opportunities for learning [43], which, in turn, increases job performance. Likewise, according to the job demands–resources (JD-R) model [37,38,39], experiencing compassion is likely to serve as an interpersonal resource [32], helping employees better fulfill their job requirements, and subsequently leading to high job performance. Previous research has also supported the idea that experiencing compassion at work increases one’s job performance [44] via, for example, increasing one’s positive moods [22], a positive work-related identity [20], and thriving at work [19]. Therefore, building upon the past findings, we hypothesize that experiencing compassion at work will increase an employee’s job performance.



Hypothesis 1. 

The compassion experienced by employees is positively related to job performance.





The affective events theory [45] (Weiss and Cropanzano 1996) suggests that work events trigger employees’ emotional reactions which, in turn, affects their job satisfaction and job performance. Compassion at work can serve as important events generating employees’ positive emotions, because it entails an act of mental and physical care for those who experience suffering at work [22]. Furthermore, receiving compassion at work could strengthen the emotional relationship quality among employees, helping induce positive emotions [40]. The JD-R model [37,38,39] also supports the link between compassion and positive emotion, because compassion coming from supervisors and colleagues can help employees better manage their work stresses and job demands by replenishing their emotional resources [15,32], which are closely related to positive emotions. Previous research on compassion has provided support for the positive link between compassion and positive emotions [13,14,15,16,17]. For example, the seminal work by Lilius et al. [5] demonstrates that employees receiving compassion from others experience positive emotions, such as joy, inspiration/encouragement, comfort, and pride, as a result of feeling connectedness and belonging within organizations. Thus, we hypothesize that experiencing compassion at work will increase an employee’s positive emotions.



Hypothesis 2. 

The compassion experienced by employees is positively related to positive emotions.





The broaden–build theory suggests that positive emotions serve a unique function in helping individuals recover from challenging situations via the generation of emotional resources [46], as well as by expanding one’s cognition and thought repertoire [7,46]. In support of Fredrickson [7,46], Avey et al. [47] argue that positive emotions expand the path toward goals and help individuals regard the challenges arising from this goal-oriented process as an extrinsic, insignificant, and temporary phenomenon. Thus, we can expect that employees who experience positive emotions are more likely to engage in proactive behaviors at work, which is “taking initiative in improving current circumstances or creating new ones” [25] (p. 436). This is also congruent with previous studies suggesting that one’s motivation to engage in proactive behaviors at work is, in part, influenced by one’s emotional states at work [45,48,49].



Among several proactive behaviors at work, we expect that positive emotions could facilitate job crafting. Job crafting, which refers to “the physical and cognitive changes individuals make in the task or relational boundaries of their work” [35] (p. 179), is an important self-oriented proactive behavior at work. Positive emotions can help employees identify their strengths and increase their autonomy in decision making [50], thereby facilitating their generation of creative ideas and actions to better perform at their jobs [51]. In addition, as the broaden-and-build theory suggests [7,46], employees’ attention and thinking are broadened by positive emotions, facilitating greater connections and wider-range ideas [52,53] and enabling them to be more open to new experiences [52,54]. That is, because positive emotions help the construction of personal resources [55], which are essential for self-directed work design (i.e., job crafting), it is more likely that positive emotions energize one’s work-related creativity which, in turn, allows one to transform the status quo into more favorable work conditions. As such, we hypothesize that employees who experience positive emotions are more likely to engage in job crafting.



Hypothesis 3. 

Positive emotion is positively related to job crafting.





The meta-synthesis by Lazazzara et al. [56] identified that improving job performance is one of the major motivations for job crafting. That is, employees who engage in job crafting proactively redesign their own jobs, because they believe that those behaviors could help improve their job performance via enhancing their self-image and sense of control [57]. Applying the JD-R model [37,38,39] to job crafting [35], Tims et al. [58] suggest that job crafting increases job resources and challenging job demands while decreasing hindering job demands. That is, by crafting their job characteristics, employees can create more resourceful working environments which, in turn, increase their job performance. Ample evidence also provides support for the positive link between job crafting and job performance [36,58,59,60]. For example, Tims et al. [58] find that the more employees who engaged in job crafting, the more favorably their supervisors rated their performance. In addition, Tims et al. [58] and Shin et al. [60] have reported that job crafting leads to high levels of job performance via the enhancement of work engagement. In a similar vein, a recent meta-analysis by Rudolph et al. [61] also demonstrates that overall job crafting is positively related to both self-rated and other-rated work performance. Therefore, we expect the following:



Hypothesis 4. 

Job crafting is positively related to job performance.





A few studies have explored the mechanisms through which the experiences of compassion at work could increase one’s job performance [19,20,22,23]. One stream of the previous studies adopted a cognitive approach to unbox the relationship between compassion and job performance. For instance, Hur et al. [20] show that a positive work-related identity plays a key role in the link between compassion and job performance. That is, based on the social identity theory [62,63], they demonstrate that service employees who experience compassion at work perceive that they are treated genuinely and valued favorably by others, leading to the development of a positive work-related identity that allows them to achieve high levels of performance. Another stream of previous research adopted an affective approach to explore the paths through which compassion leads to an increase in job performance. For instance, building upon Lilius et al. [5] and previous research on emotions, Chu [22] shows that registered nurses who experience positive emotions as a result of experiencing compassion at work increase their work motivation, leading to high levels of job performance. However, our knowledge of the underlying mechanisms about the link between compassion and job performance is still nascent. Therefore, to elucidate the underlying paths for the positive relationship between compassion and job performance, we propose positive emotion and job crafting as possible double-mediating variables.



Drawing mainly upon the affective events theory [45] and the JD-R model [37,38,39], this study suggests that experiencing compassion at work not only directly but also indirectly influences job performance via the increases in positive emotion and job crafting. Experiencing suffering at work, arising from many different sources, such as toxic interactions with organizational insiders and customers, is an inevitable part of organizational lives [5]. Thus, receiving compassion from others at work is interpreted as critical, as are positive work events evoking positive emotions [22], because although suffering could drain personal resources, the experience of compassion could replenish one’s personal resources, which are vital for facilitating healthy behaviors [6]. Specifically, in the context of this present study, thanks to the positive emotions, employees with personal resources are very likely to take initiatives to change the boundaries of their jobs, such as seeking better and creative ideas for increasing their performance [51], which, in turn, increases one’s job performance. It is also congruent with Bono and Ilies [64], who contend that experiencing positive emotions is one of the fundamental psychological processes for creating productive performance. Therefore, we hypothesize as follows:



Hypothesis 5. 

The positive relationship between compassion and job performance is serially mediated by positive emotion and job crafting.





Our research model is presented in Figure 1.




3. Methods


3.1. Participants and Procedure


Participants in this study were full-time employees at large-sized domestic companies located in South Korea, with workforce sizes ranging between approximately 7000 and 120,000 employees. Specifically, participants were those who work in teams that require self-directed and/or creative tasks. The number of participants from each company ranged from 22 to 39. We used the survey method to collect data from study participants. A member of the research team visited ten large-sized domestic companies and gave presentations to the potential participants to increase the participation rate. A total of 350 employees expressed that they were willing to voluntarily participate in the survey. Thus, 350 surveys were distributed; the potential participants were also given a link to an online version of the survey so that they could participate in the survey either offline or online. Among those 350 potential participants, a total of 330 participated in the survey, resulting in a response rate of 97.1%. Excluding 18 surveys with insincere responses (e.g., responses with a central tendency bias), the study finally entered 312 surveys into data analysis. In the context of this study, insincere responses denote instances where respondents disengage with survey items. This disengagement is characterized by a consistent selection of identical numerical values across all items, indicating a centralization tendency. Additionally, insincere responses include situations where respondents omit answers to multiple questions within the survey. Of the 312 participants, 182 (58.3%) were female. The majority of participants were in their 30 s (41.7%) and 40 s (29.2%) and had tenured for 1–4 years (43.6%) or 5–9 years (26.6%).




3.2. Measurement


The Cronbach’s α values reported below are derived from our sample of 312 participants.



Compassion. Three items developed by Lilius et al. [5] were used to measure the experience of compassion at work: “I often experience compassion at my workplace”, “I often experience compassion from my supervisor”, and “I often experience compassion from my colleagues”. Responses for the items ranged from 1 (strongly disagree) to 5 (strongly agree), and Cronbach’s α was 0.894.



Positive Emotion. Positive emotion was defined as one’s positive emotional state resulting from one’s experiences within an organization. Four items from Lilius et al. [5] were used. Sample items include “I am proud of all my work” and “I am happy with my work”. The items were rated on a 5-point Likert scale (1 = strongly disagree to 5 = strongly agree), and Cronbach’s α was 0.916.



Job Crafting. Job crafting was defined as employees’ self-directed handling and redesigning of their jobs in their own ways. Four items from Wrzesniewski and Dutton [35] and Morrison and Phelps [65] were used. Sample items are “I find a new method of my own to improve the work in the organization” and “I change the way I work myself to make the work easier”. Responses for the items ranged from 1 = strongly disagree to 5 = strongly agree, and Cronbach’s α was 0.808.



Job Performance. Job performance was defined as the degree of responsibly completing one’s assigned work. Five items from Williams and Anderson [66] were used. Sample items include “I adequately complete assigned duties” and “I fulfill responsibilities that are expected of me”. Responses ranged from 1 = strongly disagree to 5 = strongly agree, and Cronbach’s α was 0.900.



Control Variables. We also measured basic demographic information about the participants including gender, age, position, and tenure. Among the four demographic variables, only age was statistically significantly related to our study variables. For example, age was positively and significantly related to job crafting (r = 0.138, p < 0.05). This is consistent with previous studies showing that younger and older people have different motivations and preferences for job crafting interventions [67,68]. Thus, following the recommendations for the use of control variables [69,70,71], among the demographic variables, we retained only the age, in an attempt to control their possible influence on compassion, positive emotion, job crafting, and job performance.



For the full list of items used in this study, please refer to Appendix A. In addition, the result of composite reliability is presented in Table 1.




3.3. Testing of Common Method Bias


This study collected data from the same respondents at a single point in time, raising an issue about a potential common method bias. Hence, we conducted a Harman’s one-factor test as an ex-post remedy to see if the measurement involves a common method bias issue [72]. If the total variance extracted by a single factor surpasses 50%, it indicates the presence of common method bias. Four factors with an eigenvalue greater than one were found, and the covariance explained by one factor (before being rotated) was 18%. Thus, we concluded that the common method bias was not a serious concern in this study.



We further conducted the latent method factor control approach incorporating the significance of χ2 changes in relation to the changes in degrees of freedom, model fit, and estimation, along with the statistical significance of the path coefficient [72,73]. In essence, a significant change in χ2 relative to changes in degrees of freedom, when comparing pre- and post-control for potential method factors, indicates the existence of common method bias.



The results are presented in Table 2. The model fit before control was χ2 = 141.270 (df = 95, p = 0.000), CFI = 0.985, TLI = 0.981, IFI = 0.985, RMSEA = 0.040, and RMR = 0.022. After controlling for latent variables, the model fit was χ2 = 112.664 (df = 84, p = 0.000), CFI = 0.989, TLI = 0.984, IFI = 0.989, RMSEA = 0.037, and RMR = 0.015. A comparative analysis of the two models indicated a non-significant difference in Δ value (28.606, p > 0.05), which is attributable to the difference in degrees of freedom (df = 11). This observation suggests that common method bias does not significantly affect our model. Additionally, as depicted in Table 3, the absolute values of the λ-CMV values—indicating the difference between the λ value before and after control—do not surpass 0.2. Following the criteria proposed by Williams et al. [73] and Podsakoff et al. [72], this suggests a low likelihood of common method bias between the latent variables used in our study model.





4. Results


The descriptive statistics and bivariate correlations for our study variables are presented in Table 4. Compassion was positively and significantly related to positive emotion (r = 0.356, p < 0.01) and job performance (r = 0.361, p < 0.01). Positive emotion (r = 0.289, p < 0.1) and job crafting (r = 0.658, p < 0.01) were positively and significantly related to job performance. The study also ran a regression analysis to examine multicollinearity, and the results showed VIFs ranging from 1.112 to 1.268, demonstrating no serious multicollinearity issue.



We conducted a confirmatory factor analysis (CFA) to establish the discriminant validity and test the goodness-of-fit of our research model before testing our study hypotheses. The CFA results indicated an acceptable fit (CFI = 0.985; TLI = 0.981; GFI = 0.947; IFI = 0.985; RMSEA = 0.040; RMR = 0.022). Furthermore, the average variance extracted (AVE) for each of the four study constructs was greater than 0.6, confirming the discriminant validity, while Cronbach’s alpha for each construct was greater than 0.8.



We tested our study hypotheses from 1 to 4 by conducting structural equation modeling using AMOS 24.0. Specifically, we examined the path coefficients from the structural model. In support of Hypothesis 1, the path from compassion to job performance was positive and statistically significant (β = 0.121, SE = 0.041, CR = 2.921, p < 0.01). In support of Hypothesis 2, the path from compassion to positive emotion was also positive and statistically significant (β = 0.337, SE = 0.053, CR = 6.329, p < 0.001). In addition, the path from positive emotion to job crafting was positive and statistically significant (β = 0.262, SE = 0.052, CR = 5.085, p < 0.001), which provides support for Hypothesis 3. Hypothesis 4, which is about the positive relationship between job crafting and job performance, was also supported, because the path coefficient was positive and statistically significant (β = 0.581, SE = 0.043, CR = 13.511, p < 0.001). The path coefficients for the study hypotheses are presented in Table 5.



Hypothesis 5 suggests the serial mediation effects of positive emotion and job crafting in the relationship between compassion and job performance. For testing the indirect effect, we implemented the bootstrapping method with 5000 iterations [74,75]. Specifically, in addition to calculating the estimates, we obtained a 95% bias-corrected confidence interval (CI) to determine if the mediating variables can help explain the relationship between an independent and dependent variable in our study. The bootstrapped results are presented in Table 6. Compassion was positively and statistically significantly related to job performance via positive emotion (indirect effect = 0.020, CI = [0.014, 0.056]), as the 95% CI does not include zero. In addition, the indirect effect of compassion on job performance was also positive and statistically significant (indirect effect = 0.148, CI = [0.075, 0.221]), as the 95% CI does not include zero. Finally, the bootstrapping results show that positive emotion and job crafting serially mediate the relationship between compassion and job performance (indirect effect = 0.034, CI = [0.008, 0.068]), as the 95% CI does not include zero. Hence, Hypothesis 5 was supported.




5. Discussion


5.1. General Discussion


Although the roles of compassion at work in facilitating employees’ positive work attitudes and behaviors have received increasing attention from researchers [2,12,15], there is less clarity regarding the mechanisms of experiences of compassion that lead to high job performance [1,24]. Thus, the major goal of this present study was to unbox the mechanisms underlying the relationship between compassion and job performance. Therefore, we investigated employees’ positive emotions and job crafting as critical mediators that provide explanations of why this effect exists. As predicted, we observed positive relationships, indicating that when employees experience compassion at work, there is a simultaneous increase in positive emotions which, in turn, appears to be linked to a tendency to engage in job crafting behaviors, which contributes to enhanced job performance. By introducing and investigating the mediating role of job crafting in the compassion–job performance relationship, our findings extend previous knowledge about the mediating role of positive emotion in the compassion–job performance link [22]. Additionally, this study offers new insights into the motivational processes that elucidate the roles of compassion in the workplace.




5.2. Theoretical Implications


The findings from this current study advance current theories in the following ways: First, building on the findings of Chu [22], who showed that positive emotions mediate the relationship between compassion and job performance, we demonstrated that job crafting behaviors could even help elucidate the underlying mechanism. Besides Chu [22], prior studies have primarily focused on an individual’s cognitive responses as a result of their experiences of compassion at work. For instance, grounded in the social identity theory [62,63], Hur et al. [20] and Ko and Choi [23] have shown that employees who experience compassion at work are likely to construct their identities congruently with their organizations, increasing their intrinsic motivation to accomplish higher job performance. Hence, our approach offers a much deeper understanding of the affective aspect of how experiencing compassion could increase one’s job performance.



Second, our findings contribute to the current literature on workplace compassion and job crafting by integrating the motivational approach. Central to our theory is the mediating role of job crafting, as one form of proactive behaviors at work, in the compassion–job performance link. Although Hur et al. [20] suggest that the experiences of compassion could increase one’s intrinsic motivation, unfortunately, they have not explicitly tested if receiving compassion from others actually triggers one’s motivational work processes. In this study, our findings indicate an association wherein employees’ positive emotions, arising from the experience of compassion, are linked to the facilitation of their proactive behaviors (i.e., job crafting), because positive emotions help the construction of and bring more personal resources [76] that are vital for taking proactive initiatives at work. Likewise, it is congruent with the past findings that employees who experience positive emotions are likely to experience higher levels of resilience [77]. That is, because employees are highly likely to experience suffering at work, experiencing compassion could be associated with a potential for successful recovery from work-related sufferings. This association, in turn, is linked to the experience of positive emotions, which appears to be associated with heightened work motivation (i.e., job crafting) and, consequently, high levels of job performance. In addition, our study introduces a new outcome variable (i.e., job crafting) of workplace compassion. Although Chu [22] demonstrates that experiencing compassion could increase organizational citizenship behavior, as one forms proactive behaviors, to the best of our knowledge, the effects of compassion on job crafting have not been explored so far. In a similar vein, the roles of compassion have not been tested in the past literature on job crafting. Therefore, our motivational approach toward workplace compassion, with an emphasis on job crafting, advances the current literature on workplace compassion and job crafting.




5.3. Practical Implications


Our study provides practical implications for organizations. Our findings indicate that organizations can foster employees’ job crafting by providing them with the experiences of compassion at work. In general, our findings also imply that compassionate experiences at work could energize employees’ proactive behaviors. Given that employees’ proactive behaviors, such as job crafting, are critical for job performance [36,56,58,59,60], which is also consistent with our findings, creating a compassionate environment at work could help the organizations better develop their human resources [78,79]. For this, organizations could provide the employees with opportunities or formal programs to identify and alleviate others’ suffering in the workplace. For instance, organizations could train their employees in how to communicate with others in a compassionate manner [80] or help them develop and enact compassionate leadership [81]. Organizations may also integrate compassion as a core value within their mission and vision statements. Moreover, leaders are instrumental in shaping a culture that prioritizes empathy and understanding by actively endorsing and exemplifying compassionate behaviors. To reinforce this commitment, organizations can also establish policies and practices that prioritize employee well-being. For instance, the establishment of Employee Assistance Programs (EAPs) offers support to individuals navigating personal or professional challenges, signaling an organization’s dedicated commitment to employee well-being. Additionally, organizations can foster mentorship programs and promote peer support initiatives, creating a network where employees feel at ease seeking guidance and assistance from their colleagues. This strategic emphasis on compassion could contribute to the development of a workplace environment that values compassion.




5.4. Limitations and Future Research Directions


Despite the theoretical and practical implications, this study has the following limitations that warrant future research: First, our cross-sectional research design using single-source data raises potential common method bias. Specifically, although we hypothesized and tested the causal link between positive emotion and job crafting, as Slemp et al. [82] evince, it is also feasible that job crafting induces employees’ positive emotions. In addition, even though we concluded that a common method variance is not a serious concern by conducting Harman’s one-factor test, we acknowledge that we cannot completely rule out of the possibility of common method variance in our model. Especially, the use of a self-reported job performance measure could potentially inflate our findings. Thus, future research is encouraged to further validate our findings by using a longitudinal research design as well as multisource data. Specifically, future research would benefit from obtaining objective performance measures from sources such as employees’ annual performance reviews.



Second, our study focused on the effect of receiving compassion in the workplace. Although most studies on workplace compassion have shown the positive effects of receiving compassion, previous studies, especially focusing on nurses, health care employees, or social workers, highlighted the negative effects of providing compassion, such as compassion distress or compassion fatigue [83,84,85,86]. However, a recent study by Chu [18] presents conflicting results; using a sample of 235 nurses in Taiwan, Chu [18] demonstrates that similar to those who receive compassion at work, compassion givers can also experience increases in job performance and mental health as a result of fulfilling their basic human needs such as social relatedness [87]. Thus, future research could benefit by replicating our theoretical model from a compassion giver’s perspective and see if the more an individual provides compassion to others, the more employees engage in proactive behaviors, such as job crafting.



Third, although we have examined the roles of experiencing compassion at work, we did not explicitly explore the factors that could facilitate employees’ experiences of compassion. However, the practical implications drawn from our findings suggest a potentially close interconnection among organizations, leaders, and employees, indicating the likelihood of trickle-down effects wherein organizations influence leaders, leaders influence employees, and organizations may even have a direct impact on employees. In essence, considering the significant effects of organizations and leadership on compassion, positive emotion, and job crafting, future research may benefit from adopting a multilevel analysis approach [88]. Investigating how these constructs operate at both the individual and organizational levels can provide a more comprehensive understanding of the complex interplay between compassion, job crafting, and job performance.



Fourth, this present study focused on job crafting as one form of proactive behavior in the workplace. However, because proactive behaviors in general also require one’s use of personal resources [55,76], beyond job crafting, it is feasible that employees who experience compassion are likely to engage in other forms of proactive behaviors at work. Thus, extending our findings, future research could explore if the experiences of compassion could enhance other forms of proactive behaviors, such as proactive strategic behaviors and proactive person–environment fit behaviors [89,90].



Fifth, while it is common to measure job crafting through surveys, we recognize the limitations associated with relying solely on survey methods and statistical analysis in our study, as highlighted by Wrzesniewski and Dutton [35]. Scholars have conducted qualitative studies to better understand job crafting dynamics [91,92], and some have adopted mixed methods to examine these phenomena [93]. Similarly, qualitative studies have explored the phenomenon of compassion at work [94,95]. Recognizing the benefits of a mixed-methods design for a more comprehensive exploration of the complexities surrounding compassion, job crafting, and their interplay, we acknowledge that such approaches would enable a more thorough understanding of the phenomena. Hence, future research would benefit from expanding the research design and methodology to incorporate a mixed-methods study.





6. Conclusions


Our study has unveiled the relationship between workplace compassion and job performance, emphasizing the pivotal roles of positive emotions and job crafting as mediating factors. Compassion, by triggering positive emotions, stimulates job crafting behaviors, ultimately leading to improved job performance. This underscores the significance of nurturing a compassionate workplace atmosphere to fuel employees’ proactive behaviors, particularly through job crafting, with the overarching goal of enhancing organizational performance. Our research provides valuable insights into the concrete advantages of compassion in the workplace, urging organizations to adopt compassionate practices to cultivate a more productive and harmonious work environment.
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Appendix A. Survey Instrument and Measurement Scales







	
Compassion













	
I frequently experience compassion on the job.



	
I frequently experience compassion from my supervisor.



	
I frequently experience compassion my co-workers.













	
Positive Emotion













	
I often feel proud within the organization.



	
I often feel grateful within the organization.



	
I often feel inspired within the organization.



	
I often feel at ease within the organization.













	
Job Crafting













	
I often make constructive suggestions for improving how things operate within the organization.



	
I often try to implement solutions pressing organizational problems.



	
I often try to introduce new structures, technologies, or approaches to improve efficiency.



	
I often try to institute new work methods that are more effective for the company.













	
Job Performance













	
I adequately complete assigned duties.



	
I fulfill responsibilities specified in job description.



	
I meet formal performance requirements of the job.



	
I engage in activities that will directly affect his/her performance evaluation.



	
I perform task that are expected of him/her.
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Figure 1. Research model. 
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Table 1. Result of composite reliability.






Table 1. Result of composite reliability.





	
Construct

	
Items

	
AVE

	
α

	
C.R






	
Compassion

	
Com1

	
0.810

	
0.894

	
0.940




	
Com2




	
Com3




	
Positive Emotion

	
PE1

	
0.813

	
0.916

	
0.947




	
PE2




	
PE3




	
PE4




	
Job Crafting

	
JC1

	
0.786

	
0.808

	
0.864




	
JC2




	
JC3




	
JC4




	
Job Performance

	
JP1

	
0.843

	
0.900

	
0.939




	
JP2




	
JP3




	
JP4




	
JP5








Note: Com = compassion; PE = positive emotion; JC = job crafting; JP = job performance.













 





Table 2. Analysis of common method bias.






Table 2. Analysis of common method bias.





	

	
χ2

	
df

	
p

	
χ2/df

	
RMSEA

	
CFI

	
NFI

	
IFI

	
TLI






	
Measurement Model (M.M)

	
141.270

	
95

	
<0.001

	
1.487

	
0.040

	
0.985

	
0.957

	
0.985

	
0.981




	
Controlled Model

(C.M.)

	
112.664

	
84

	
<0.001

	
1.341

	
0.037

	
0.989

	
0.965

	
0.989

	
0.984




	
Stepwise Analysis

	
Δχ2

	
Δdf

	

	
Accepted Model




	
M.M.-C.M.

	
28.606

	
11

	
>0.05

	
Measurement Model











 





Table 3. Analysis of common method bias: absolute λ-CMV differences.






Table 3. Analysis of common method bias: absolute λ-CMV differences.





	
Construct

	
Items

	
λ

	
λ (CMV)

	
λ-λ (CMV)

	
SE

	
CR

	
AVE

	
α

	
C.R






	
Compassion

	
Com1

	
0.853

	
0.725

	
0.128

	
-

	
-

	
0.810

	
0.894

	
0.940




	
Com2

	
0.882

	
0.709

	
0.173

	
0.057

	
18.599




	
Com3

	
0.843

	
0.743

	
0.100

	
0.057

	
17.750




	
Positive

Emotion

	
PE1

	
0.831

	
0.800

	
0.031

	
-

	
-

	
0.813

	
0.916

	
0.947




	
PE2

	
0.788

	
0.747

	
0.041

	
0.046

	
20.412




	
PE3

	
0.871

	
0.814

	
0.057

	
0.058

	
17.997




	
PE4

	
0.881

	
0.792

	
0.089

	
0.062

	
18.182




	
Job Crafting

	
JC1

	
0.794

	
0.711

	
0.083

	
-

	
-

	
0.786

	
0.808

	
0.864




	
JC2

	
0.685

	
0.661

	
0.024

	
0.081

	
11.291




	
JC3

	
0.741

	
0.679

	
0.062

	
0.076

	
12.326




	
JC4

	
0.564

	
0.443

	
0.121

	
0.083

	
9.429




	
Job

Performance

	
JP1

	
0.830

	
0.739

	
0.091

	
-

	
-

	
0.843

	
0.900

	
0.939




	
JP2

	
0.805

	
0.719

	
0.086

	
0.051

	
19.712




	
JP3

	
0.803

	
0.697

	
0.106

	
0.060

	
15.920




	
JP4

	
0.813

	
0.756

	
0.057

	
0.060

	
16.203




	
JP5

	
0.726

	
0.627

	
0.099

	
0.065

	
13.960




	
χ2 = 112.664 (df = 79, p = 0.000), CFI = 0.989, TLI = 0.984, IFI = 0.989, NFI = 0.965, RMSEA = 0.037, RMR = 0.015








Note: Com = compassion; PE = positive emotion; JC = job crafting; JP = job performance.













 





Table 4. Means, standard deviations, and correlations.
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	Mean
	SD
	1
	2
	3
	4





	1. Compassion
	3.433
	0.706
	0.810
	
	
	



	2. Positive Emotion
	3.229
	0.707
	0.356 **
	0.813
	
	



	3. Job Crafting
	3.356
	0.667
	0.350 **
	0.301 **
	0.786
	



	4. Job Performance
	3.682
	0.654
	0.361 **
	0.289 **
	0.658 **
	0.843







Note: N = 312; ** p < 0.01; the numbers along the diagonal are the square root of the averaged variance extracted (AVE).













 





Table 5. Path coefficients for hypotheses.
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	Hypotheses
	Path
	β
	SE
	CR
	p





	Hypothesis 1
	Compassion ⟶ Job Performance
	0.121
	0.041
	2.921
	<0.01



	Hypothesis 2
	Compassion ⟶ Positive Emotion
	0.337
	0.053
	6.329
	<0.001



	Hypothesis 3
	Positive Emotion ⟶ Job Crafting
	0.262
	0.052
	5.085
	<0.001



	Hypothesis 4
	Job Crafting ⟶ Job Performance
	0.581
	0.043
	13.511
	<0.001










 





Table 6. Indirect effect of the double-mediation effects (positive emotion and job crafting).
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From ⟶ To

	
Indirect Effect




	
Estimate

	
CIlow

	
CIhigh






	
Total indirect effect

	
0.202

	
0.117

	
0.286




	
Comp ⟶ PE ⟶ JP

	
0.020

	
0.014

	
0.056




	
Comp ⟶ JC ⟶ JP

	
0.148

	
0.075

	
0.221




	
Comp ⟶ PE ⟶ JC ⟶ JP

	
0.034

	
0.008

	
0.068








Note: N = 312; bootstrap confidence intervals (CIs) were