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Purpose — Organizational change does not always have only negative repercussions
but also has positive implications. Drawing on cognitive appraisal theory and the
job demands-resources model, this study aims to examine the differential effects
of change-related challenge-threat appraisals on employees’ change supportive
behavior.

Theoretical framework — The study proposes that challenge-threat appraisals
provide an impetus for change recipients to enact approach-avoidance job
crafting behaviors during times of organizational change, a relationship that is
moderated by hope.

Design/methodology/approach — Data were collected from the staff of one of
the leading banks in Pakistan, which has been going through a major techno-
structural change. Using a self-reported questionnaire and cross-sectional means
the study tested the proposed research framework by employing multivariate
analysis techniques to accomplish the research objectives.

Findings — The findings showed that challenge appraisals positively predicted
and threat appraisals negatively predicted employees’ change-supportive behavior.
Moreover, approach-avoidance job crafting provides a robust channel to intervene
and influence the proposed direct relationships. Furthermore, hope moderated and
strengthened the positive association between challenge appraisals and approach
job crafting. However, it failed to establish its moderating role in the relationship
between threat appraisals and avoidance job crafting.

Practical & social implications of research — This paper shows that organizations
seeking successful implementation to change should focus primarily on fostering
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employees’ behavioral support for change. In particular, they should engage

employees in approach job crafting behavior and promote their perception towards
change as challenging that can aid in enactment of such behaviors.

Originality/value — The study offers fresh theoretical, empirical, and practical

insights to the existing body of change literature. It contributes to the research on
organizational change by addressing multiple perspectives in a single study, such

as by simultaneously examining the personal and contextual factors, activation
phenomenon, and dual perspectives to unfold people’s behavioral support for

change.

Keywords: Challenge-threat appraisals, job crafting, hope, change-supportive
behavior, organizational change.

I Introduction

Large-scale change has often been viewed as
central to organizational performance and a critical factor
that drives organizational growth and sustainability.
Unfortunately, past studies reveal that only one out of
three change initiatives are successful (Beer & Nobhria,
2000; Grover, 1999). Even the recent figures have not
shown any significant improvement regarding successful
implementation of change (Brakman et al., 2013;
Jacobs et al., 2013; Jansson, 2013; Jarrel, 2017; Vakola
& Petrou, 2018). While change has been taken as a
strategically imperative choice for organizations, it is
also crucial to note that employees are the determinants
of such initiatives’ ultimate success (Fugate et al., 2012).
Employees’ lack of support for change is often considered
as a reason for the failure of change initiatives (Haffar et al.,
2019; Oreg et al., 2018; Rafferty & Minbashian, 2019;
Stouten et al., 2018). Therefore, it is of no surprise that
individuals’ support for change has been a dominant
focus of organizational change research, particularly
how employees react and behaviorally demonstrate the
organizational change; this is acknowledged as a potential
avenue for further inquiry since they are at the frontline
to implement change initiatives (Campbell, 2018;
Fugate & Soenen, 2018; Oreg et al., 2018; Rafferty &
Minbashian, 2019). Behavioral support for change refers
to the extent to which change recipients get actively
involved in change-related activities and embrace them
with their real sense (Coyle-Shapiro, 1999; Herscovitch
& Meyer, 2002; Kim et al., 2011).

It is evident in the past literature that individuals’
reactions to change initiatives largely depend on the
way they appraise change as a challenge or a threat
(Biggane etal., 2017; Fugate etal., 2011, 2012; Fugate &
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Soenen, 2018; Oreg et al., 2018; Rafferty & Restubog,
2017). Change appraisals are perceptions regarding
the ways employees assess their commitment and goals
concerning the opportunities and demands in the
context of organizational change (Fugate et al., 2012;
Fugate & Soenen, 2018; Rafferty & Restubog, 2017).
Fugate (2012, p. 182) stated that “[...] appraisals give
meaning to employees’ experience of change”. They
refer to the process by which individuals evaluate a
potentially stressful event and its likely influence on
their wellbeing (Lazarus & Folkman, 1984). Challenge
appraisal, for instance, reflects the possibility of future
gains or benefits (associated with the change), while
threat appraisal represents the concerns about possible
future losses related to the prospective change (Rafferty
& Restubog, 2017). Thus, cognitive appraisal emerges as
a fundamental concept to understand human adaptation
to stressful events (Gomes et al., 2016). As such, an
examination of cognitive appraisals and reactions to
change enable researchers and practitioners to understand
why individuals respond differently, either positively
or negatively, to similar aspects of a changing context
(Rafferty & Restubog, 2017). However, little has been
explored yet regarding how people’s change-related
appraisals unfold into their behavioral manifestations,
particularly during an organizational change.

To be specific, two essential features highlighted
by past research have either been overlooked or have been
found to be substantive in unveiling people’s support
for change and are open to further inquiry. First, while
examining individuals’ reactions to change, Oreg et al.
(2018) pointed out that previous studies on employees’
behavioral reactions to change have been preoccupied with
the valence aspect and the degree to which subsequent

reactions are positive or negative while discounted
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their level of activation and the extent to which their
reaction to change is active or passive. They stress that
change recipients’ reactions should be examined and
contemplated in terms of valence as well as their level
of activation. Therefore, this study addresses this call to
advance the research beyond valence reactions to change
by incorporating the propensity for activation. It proposes
job crafting as people’s bottom-up approach to job (re)
design based on the active-passive spectrum to further
our understanding of the activation phenomenon in
response to change appraisals. By active and passive, we
mean it articulates distinct ways (approach-avoidance)
through which employees make adjustments into their job
constituents (Bruning & Campion, 2018; Mikikangas,
2018). Since the channels through which job crafting
affects change-supportive behavior remained largely
unexplored, the study suggests that job crafting works
as a catalyst and provides an underlying mechanism that
explains how people’s change-related appraisals translate
into change-supportive behaviors.

Second, prior studies on organizational change
have not yet fully tapped the simultaneous examination
of the personal and contextual factors with regards to
employees’ reactions to change (Fugate & Soenen, 2018;
Mehboob & Othman, 2020a, 2020b, 2020c¢; Oreg et al.,
2011; Rafferty et al., 2013; Walk & Handy, 2018).
For instance, Fugate and Soenen (2018) highlighted
that despite the prevailing belief that both personal
and contextual factors substantively contribute to the
successful implementation of change, there is a lack of
investigations into their simultancous and differential
impact in the same empirical study. They further
argued that cognitive appraisal theory (CAT) helps to
conceptually integrate both personal and contextual
factors in determining employees” reactions to change.
Given the significance, an improved understanding of
the personal and contextual enablers to promote change
is of great concern for individuals and organizations.
Previous research has also revealed that personal factors
such as personal resources can buffer the adverse outcomes
imposed by high job demands (Kang & Jang, 2019;
Kimura et al., 2019; Yavas et al., 2013).

Given that the JD-R model is postulated based
on the principles of the interaction between personal and
contextual factors (Schaufeli & Taris, 2014), personal
resources such as hope are recognized as essential
resources that characterize individuals’ perceptions of

and reactions to the working context and wellbeing

(Alarcon et al., 2013). People with high hope hold
beliefs regarding the extent to which they persevere
towards goals and when needed are likely to redirect
their path to those goals to succeed (Luthans et al.,
2010). Highly hopeful individuals generally invest more
effort into goal accomplishments, they are inclined to
take risks, and act proactively while performing their
work tasks (Yu et al., 2019), which have a positive
impact on performance, engagement, commitment,
job satisfaction, and creativity (Bouckenooghe et al.,
2019; Karatepe & Karadas, 2015; Yu et al., 2019). To
further enhance the academic understanding of the role
of personal resources in promoting positive behaviors at
work, the study suspects that hope is a key factor that
makes it a potential antecedent with potential positive
links to valued outcomes. We assume that examining the
role of hope as a moderator in the relationship between
challenge-threat appraisals and approach-avoidance
job crafting provides distinct insights to enrich our
understanding of the subsequent propositions.

The study contributes to the existing literature
by offering a fresh theoretical perspective in relation to
organizational change. Integrating cognitive appraisal
theory (CAT) and the JD-R model provides a sound
theoretical foundation to concurrently examine personal
and contextual factors as antecedents to employees’
behavioral activation and reactions to change. Beyond
this, it also illustrates the linking mechanism or processes
that adequately explain how and why change-related
predictors affect both active and passive modes of
behavioral activation (i.e., approach-avoidance job
crafting) and lead the ways to frame behavioral support
for change.

Taken altogether, the study specifically aims to

accomplish the following research objectives:

i) To examine individuals challenge-threat appraisals
of change as predictors of change-supportive

behavior.

ii) To investigate the intervening role of approach-
avoidance job crafting in the relationship between
individuals’ challenge-threat appraisals and

change-supportive behavior.

iif) To assess the buffering effect of hope on the
path between challenge-threat appraisals and

approach-avoidance job crafting.
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2 Theoretical Framework and
Hypotheses Development

2.1 Challenge-threat appraisals and effect

on change-supportive behavior

Change interventions, such as organizational
restructuring, the adoption of new technologies, or fine-
tuning of processes and procedures, are usually carried
out to help organizations become more compatible
with socio-economic or technological fluctuations.
Individuals generally perceive them as a disruption to
their already-established work practices and routines,
thus making them stressful events (Fedor et al., 2006;
Jimmieson et al., 2004). Many researchers have concluded
that individuals are typically predisposed to react in
specific ways when they experience change (Vakola et al.,
2013). For example, some individuals welcome change,
appraising it as an opportunity to benefit themselves
and improve their status, while others view it as a threat
because it inhibits them from continuing their work
routines, consequently fostering a negative attitude
towards it (Judge et al., 1999).

Appraisals of and responses to stressful situations
may vary depending on the individual’s set of characteristics,
which “[...] determines what is salient for well-being,
shapes the person’s understanding of the event, and in
consequence his or her emotions and coping efforts, and
provides the basis for evaluating outcome” (Lazarus &
Folkman, 1984, p. 55). Gomes (2014) argued that during
a stressful situation, individuals assess the significance
of the subsequent event for their well-being and only
those events considered relevant that can induce stress
or strain or result in a personal growth experience.
Appraised or evaluated person-situation transactions, and
the meaning derived (i.e., challenging or threatening)
from the particular interaction, consequently influence
individuals’ cognitive, affective, and behavioral reactions
(Lazarus, 1991).

Change-related appraisals are the perceptions
whereby employees ascribe meaning to an organizational
change, and as such whether the change under
consideration is positive for them and provides likely
future gains (challenge appraisal), or it is negative
and may produce possible future losses (threat
appraisal) (Fugate & Soenen, 2018; Kaltiainen et al.,
2020; Rafferty & Restubog, 2017). These appraisals
constitute a broader array of work elements that are
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often affected by the organizational change, namely:
pay and benefits, relationships with co-workers and
supervisors, job stability, job opportunities at the
current employer, the desirability of one’s job, and
general working conditions (Fugate et al., 2008). They
also proliferate into people’s positive attitudes towards
change as such by increasing their perceived ability
and control to overcome obstacles as well as realizing
the potential for opportunities and growth in the face
of organizational change (Fugate & Soenen, 2018).
Therefore, subsequent contrasting forms of cognitive
appraisals provide distinctive insights into individuals’
perceptions of and reactions to organizational change
(Rafferty & Restubog, 2017), and allow researchers
to simultaneously examine positive (challenge) and
negative (threat) cognitive reactions in response to
organizational change (Fugate & Soenen, 2018).

In support of the views, previous studies have also
empirically validated this line of argument that employees
appraise change either as challenging or threatening
to their well-being (Fugate et al., 2008, 2011, 2012).
They may appraise it as threatening in a sense that there
is usually much at stake (i.e., losing their job, status,
income) for the individuals involved in the change process.
Consequently, the threat or fear posed by the prospective
change seems relatively high compared to the potential
gains or benefits (Lazarus & Folkman, 1984). In response,
employees may engage in negatively inclined attitudes
and behaviors such as turnover intentions, intentions
to quit, and voluntary turnover (Biggane et al., 2017;
Fugate et al., 2011, 2012; Rafferty & Restubog, 2017).
However, on a positive note, organizational change has
also been appraised as positive and challenging in prior
research, leading to positive employee outcomes such as
work engagement (Kaltiainen et al., 2020), cooperation,
and championing behavior to change (Fugate & Soenen,
2018). Individuals who expect change to bring positive
outcomes are more likely to appraise change as challenging,
have support intentions, and be motivated to demonstrate
positive behaviors.

Thus, the preceding review of the literature leads

us to the following hypotheses:

Hla:  Challenge appraisal is positively related to employees

change-supportive behavior.

HI1b:  Tbreat appraisal is negatively related to employees

change-supportive behavior.
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2.2 Job Crafting and Job Demands-
Resources Theory (JD-R) as explanatory
mechanisms to inculcate change-
supportive behavior

Wrzesniewski and Dutton (2001, p. 179) defined
job crafting as “[...] physical and cognitive changes
individuals make in the task or relational boundaries
of their work and the action employees take to shape,
mold, and redefine their jobs”. They further stated that
job crafting is a kind of self-initiated behavior that an
individual utilizes to (re)appraise the task, change their
identity at work, and make it more meaningful to improve
their fit with the job, which leads to greater satisfaction
and improved performance. Parallel to that, Tims et al.
(2012, p. 174) conceptualized job crafting as the “[...]
changes that employees may make to balance their job
demands and job resources with their abilities and needs”.
According to them, employees craft their jobs by regulating
the job demands and resources according to their needs.
They referred to job crafting as individuals’ self-initiated
acts that are inclined to increase “structural resources”
(i.e. developing capabilities, looking for task variety, and
learning new things), “social resources” (i.e. asking for peer
and supervisory feedback), “challenging job demands”
(i.e. asking for additional tasks and responsibilities),
and decrease hindering job demands (i.e. avoiding the
difficult tasks).

Based on the job crafting taxonomy of Tims et al.
(2012), Mikikangas (2018) coined increasing structural
job resources, social job resources, and challenging job
demands as approach job crafting; whereas categorized
decreasing hindering job demands as avoidance-focused
job crafting. Both job crafting concepts constitute
expansionary and contractionary employee behavior
proliferated to change the bottom-up contents and
structure of the job (Lichtenthaler & Fischbach, 2018).
Bruning and Campion (2018, p. 501) specified approach
job crafting as activities that “[...] are active, effortful,
motivated and directed towards problem-focused and
improvement-based goals”. They argued that employees
who undertake approach crafting tactics usually attempt
to increase their job resources and challenging demands
to improve their work experiences. Avoidance-focused
job crafting, on the other hand, “[...] serves the purpose
of evading, reducing, or eliminating part of one’s work”
(Bruning & Campion, 2018, p. 501). Individuals who
adopt the avoidance-focused crafting strategy strive to

concentrate more on the essential or pressing tasks or
interactions rather than the tasks or interactions that
stimulate stress or any threat (Mikikangas, 2018).

Prior empirical studies have also indicated job
crafting as a useful tool in the face of organizational
change (e.g. Petrou et al., 2015, 2018; Walk & Handy,
2018; Wang et al., 2018). According to Petrou et al.
(2015), organizational change can be understood as an
ambiguous and uncertain situation that does not provide
adequate cues about how to effectively respond to the novel
situation. It may be viewed as an adverse situation that
“[....] contribute(s) to pressure for employees to stay in less
than ideal jobs for longer periods of time, making it more
likely that employees will need to re-engineer their jobs
from within as a way to find increased meaningfulness”
(Berg et al., 2013, p. 85). In such circumstances, job
crafting becomes vital because it enables and allows new
work roles to emerge and in response employees can use
it as a tactic to deal with a relatively new and unknown
situation (Berg et al., 2010).

Although the approach-focused way of crafting
jobs has been found to be instrumental to foster employees’
engagement towards change, avoidance job crafting, on
the other hand, can have dysfunctional implications
and is considered to be an ineffective means to cope
with change (Amiot et al., 2006; Petrou et al., 2018).
Minimizing the response to the demanding aspects of a
job mentally, emotionally, and physically has been viewed
as an unsuccessful strategy to adapt to novel situations
(Petrou et al., 2015). For instance, while examining the
role of avoidance job crafting (reduced job demands)
in determining the adaptivity level among employees,
Petrou etal. (2015) found a negative association between
avoidance job crafting and adaptivity toward change. A
similar result was also reported by Petrou et al. (2018)
wherein reducing job demands negatively influences
employees’ work engagement during organizational change.

However, in a meta-analytical review of job crafting,
Rudolph et al. (2017) found either a weak negative or
insignificant association when the studies were supplemented
with strong and positive individual states as a stimulus to
the outcome variables. According to them, a high level of
growth-oriented focus and a proactive personality direct
more attention to the approach-focused perspective to job
crafting via increasing structural and social resources and
challenging job demands than decreasing hindering job
demands. They thereby made this path less relevant and
persuasive to adopt and consequently failed to establish
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such relationships. Consistent with the premise, previous
studies have also empirically supported and endorsed
this line of argument whereby they found no association
between reducing job demands (avoidance job crafting) and
associated job outcomes (Meijerink etal., 2020; Tims et al.,
2015). Taking account of the inconsistency, this study
thereby seeks to understand such anomalies by examining
the dual-focused line of actions (approach-avoidance job
crafting), together with employees’ dual-focused appraisals
(challenge-threat) of change as potential antecedents.
Taken together, the contending paths and
processes (i.c., challenge/threat appraisals and approach/
avoidance job crafting) of employees’ perceptions and
response to organizational change thoroughly underpinned
the postulates of JD-R theory, which categorized job
characteristics into job demands and resources (e.g.,
Demerouti et al., 2001). These two categories (demands
and resources) of job characteristics evoke two distinct
processes: “job strain” and “motivational” processes as
proposed by Bakker and Demerouti (2014). According
to the theory, the “strain process” is a state of high job
demand, which requires employees’ sustained efforts and
may exhaust their energetic resources, leading to health
problems, poor performance, and low work engagement.
By contrast, the “motivational process” focuses on the
availability of job resources that encompass a high level of
motivational potential and lead to positive job outcomes
such as superior performance and extra role behaviors.
The corresponding activation of strain and
motivational pathways is central to the challenge-threat
appraisals. Threat appraisal, for example, induces negative
feelings, inhibits personal growth, and promotes passive
coping strategies to overcome stressful sitcuations (Lazarus
& Folkman, 1984). By impairing goal attainment, people’s
evaluation that the job demands associated with the
change are high contribute to adverse work outcomes
by fueling the strain process (Bakker & Demerouti,
2007). Consequently, the individuals’ difficulties in
accomplishing their task goals may lead them to withdraw
from their work to avoid disappointments and failures
(Schneider et al., 2017). Lichtenthaler and Fischbach
(2016) viewed this mechanism as a contraction-oriented
activation by individuals who anticipate the work situation
as strenuous, anticipate nonfulfillment pain, and lose
energy and safety and security. In this vein, individuals
tend to disengage themselves from the following stressful
situation rather than confronting it (Dehue etal., 2012).
In support of the view, Petrou et al. (2018) also noted that
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individuals’ appraisal regarding poor quality (inadequate or
inappropriate) change communication is likely to threaten
employees well-being and could entice them to adopt a
coping-based crafting behavior (i.e. avoidance-focused)
to deal with the anticipated situation.

On the other hand, challenge appraisals carry
perceptions regarding opportunities for learning and
personal growth, thus prompting individuals to learn new
things and motivating them to use new behaviors on the
job (Bakker & Demerouti, 2017). Consequently, employees
are likely to enrich or expand their work characteristics
via a “motivational process” rather than contracting them
to avoid any failure or resource loss (Wang et al., 2018).
According to Crawford et al. (2010, p. 837),

individuals should be more willing to invest
themselves in response to challenging demands
because they are likely to feel more confident
and secure that expanding their effort will allow
them to successfully meet these demands, and
they are likely to see the opportunity for growth

or gain achieved by meeting them as meaningful

and desirable.

Le Blancetal. (2017) also endorsed this assumption
and commented that employees are more likely to seek
challenging tasks and actively engage in a job that is high
in demands as such to promote and improve their mastery
and learning. In other words, during demanding and
challenging aspects of the job such as work pressure and
task complexity that emerge during times of organizational
change, approach job crafting can be used as an effective
and positive coping strategy to deal with the novel situation
and new developments at work.

This implies that individuals who perceive a
high degree of ability and control over the situation (they
appraise change as challenging) show greater levels of
enthusiasm, planning, and organization regarding their
work roles (Zee & Koomen, 2016), and are more willing
to try out new approaches to better meet the challenging
job demands (Coladarci, 1992). They generally tend to
display high levels of self-initiative, overcoming barriers,
identifying opportunities, and persevering in their efforts
until they reach their projected goals (Zhang, 2020).
However, extended exposure to a high degree of job
demands with inadequate personal abilities and control
may thwart their efforts and lead them to withdrawal in
all aspects of the job demands, mentally, emotionally, and
physically (Ingusci etal., 2019). In other words, individuals
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change their work role perceptions and boundaries as a
way to avoid negative experiences, events, and possible
losses in motivation and performance by decreasing their
hindering job demands (Kooij et al., 2017; Lichtenthaler
& Fischbach, 2018).

Following this rationale, the study therefore

hypothesizes that:

H2a:  Approach job crafting mediates the positive relationship
betrween challenge appraisals and individuals

change-supportive behavior.

H2b:  Approach job crafting mediates the negative relationship
between threat appraisals and individuals’ change-

supportive behavior.

H3a:  Avoidance job crafting mediates the positive
relationship between challenge appraisals and

individuals’ change-supportive behavior.

H3b:  Avoidance job crafiing mediates the negative
relationship between threat appraisals and individuals

change-supportive behavior.

2.3 Moderating role of hope

Hope refers to “[...] a positive motivational
state that is based on an interactively derived sense of
successful (1) agency (goal-directed energy) and (2)
pathways (planning to meet goals)” (Synder et al., 1991,
p. 287). Synder etal. (1991) argued that agency thinking
(will-power) is reciprocally associated with pathway
thinking (way-power), which reflects people’s ability to
take viable routes to reach their desired end or goals. It is
people’s ability to adopt specific pathways to accomplish
a task or goal (Avey et al., 2008; Snyder, 2002). Agency
thinking “[...] takes on special significance when people
encounter impediments. During such blockages, agency
helps people to channel the requisite motivation to the
best alternative pathway” (Snyder, 2002, p. 251). Hope,
therefore, underpins individuals attitudes and behaviors
in their social life and workplace (Kenny et al., 2010),
and plays a significant role in influencing their level of
commitment, job performance, career growth, and work
engagement (Bouckenooghe et al., 2019; Hirschi et al.,
2015; Kang & Jang, 2019; Karatepe, 2014; Lin et al.,
2016).

The study employed JD-R theory to explain

the moderating role of hope in the relationship between

employees’ change-related challenge-threat appraisals and
approach-avoidance job crafting behaviors. According to
the JD-R model (Bakker & Demerouti, 2007), personal
or job resources mitigate the negative impact of high
job demands by enhancing the belief that employees
have adequate abilities to deal with the increasing job
demands successfully. In turn, this study proposes that
the effect of employees’ challenge-threat appraisals
regarding change on approach-avoidance job crafting is
moderated by hope. Individuals with high levels of hope
are more capable of seeking alternative ways to overcome
obstacles and are motivated to exercise the most viable
approach (Karatepe, 2014). Since hopeful people are
goal-directed and proactively use alternative means to
accomplish tasks and reach their goals (Paterson et al.,
2014), they feel psychologically stronger and energetic
to develop attitudes that promote learning (Nawaz et al.,
2020). According to Carton (2018), hope enhances one’s
job engagement because emotional energy enriches the
psychological meaningfulness of the goal to pursue, which
fosters job engagement. On the other hand, employees
with a low degree of hope cultivate a negative emotional
state, leading them to avert their efforts and energy from
task-based motivation to negative feelings such as “I'm
not doing very well” (Snyder, 2002). It reduces people’s
work engagement and leads them to low task performance
(Ozyilmaz, 2020).

In this regard, the study argues that higher levels of
hope likely motivate individuals to increase their approach
repertoire of job crafting by increasing structural and social
job resources and challenging job demands as a suitable
strategy to manage the adverse implications imposed in
the shape of organizational change. In that sense, the
relationship between challenge-appraisal and approach
job crafting may increase further. The association may
become more assertive if employees possess a high amount
of hope resources. Similarly, the study also proposes that
employees found to have high levels of hope may also
dampen the positive association between threat appraisals
and the avoidance-based strategy of job crafting. Hence,

we propose that:

H4a:  Hope moderates the relationship between challenge
appraisals and approach job crafting in such a way
that the positive relationship will be stronger for
individuals with higher levels of hope than those
with low levels of hope.
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H4b:  Hope moderates the relationship between threat
appraisal and avoidance job crafting in such a way
that the positive relationship will be weaker for
individuals with higher levels of hope than those
with low levels of hope.

3 Research Model

Challenge
Appraisal

Change-
Supportive

/' Behaviors
H3aH3b

Avoidance Job
Crafting

4 Methodology

The data were collected through questionnaires
from the employees of one of the leading banks in Pakistan
(MCB). To bring in integrity, innovation, excellence, customer
centrality, and respect in its operations and services, MCB
made structural changes in the technology infrastructure
and shifted its core banking system to the latest banking
operations and solutions (AMBIT). This enables bank
branches to improve customer management, consumer
lending, international payments, credit management, and
general ledgers (PressReader, 2014). Consequently, the bank
branches underwent frequent timeouts and operational
issues, putting enormous pressure on their employees and
customers to maintain quality service delivery. Because
any complex alterations also bring about change to the
perceptions and orientation of individuals, in this regard,
the study aims to uncover the banking staff’s perceptions
regarding the demands imposed by this change and how
they incorporated these changes into their resources, jobs,
relationships, and demands to manifest support toward
the new initiatives.

The data used in this study covered banking staff
from 25 pooled branches of MCB located across Pakistan.
Direct means were used and the respondents were asked
for their participation in the study. We distributed 350
questionnaires and collected 211 in return, constituting
a response rate of 62%. After removing cases that were

found to be either incomplete or invalid, the final sample
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size was 203. In the corresponding sample, 84% of the
respondents were male; about 47% of them were between
26 and 35 years old; while 34% had from 5 to 10 years

of work experience, comprising the highest bracket.
4.1 Measures

The questionnaire comprised two facets of
cognitive appraisal called challenge and threat appraisals;
two broader but contending perspectives of JC called APJC
and AV]C, and a uni-dimensional view of hope and CSB.

Challenge and threat appraisals were measured
using 13 item scales. Seven items were used to measure
change-related employees’ threat appraisal, which entails
a broader array of work constituents often affected by
organizational change, comprising: pay and benefits,
relationships with co-workers and supervisor, job stability,
job opportunities at the current employer, the desirability
of one’s job, and general working conditions (Fugate et al.,
2008). The participants were asked questions such as “Due
to the changes, to what extent do you feel each of the
following is threatened?” The participants indicated their
perceived threat on a continuum ranging from “1 = not
atall threatened, to 5 = threatened to a great extent.” The
coeflicient alpha for the scale was 0.89.

Challenge appraisal was measured using the six-
item scale developed by Fugate and Soenen (2018). It is
based on various positively oriented employees” perceptions
regarding the change such as “perceived ability to perform
in the context of change” and “perceived ability to overcome
obstacles and realize opportunities due to the changes.”
The participants were asked to indicate the degree of
their agreement to each item on a five-point Likert scale
ranging from 1 = strongly disagree to 5 = strongly agree.
The Cronbach’s alpha of the scale was 0.81. A sample
item was “I see the changes as a challenge.”

Job crafting was assessed with the job crafting
scale (JCS) developed by Tims et al. (2012). The measure
consisted of four subscales i.e., increasing structural job
resources, increasing social job resources, increasing
challenging job demands, and decreasing hindering job
demands. These four subscales were categorized into two
composite subscales, namely APJC (i.c., increasing structural
resources, increasing social resources, and increasing
challenging job demands) and avoidance-focused job crafting
(i.e., decreasing hindering job demands), accordingly to
the empirical work, reviews, and recommendations by

scholars (Bruning & Campion, 2018; Lichtenthaler &

Jomon

R. Bras. Gest. Neg., Sdo Paulo, v.24, n.2, p.207-229, apt./jun. 2022



Change Appraisals and Job Crafting as a Foundation to Inculcate Support for Change: A Dual Manifestation

Fischbach, 2018; Mikikangas, 2018; Zhang & Parker,
2019). The JCS contained 21 items, whereby APJC
comprised 15 items, five items each for the “increasing
structural job resources,” “increasing social job resources,”
and “increasing challenging job demands” subscales. In
contrast, AV]JC constituted six items representing the
“decreasing hindering job demands” subscale. Each item
was measured on a five-point frequency scale ranging from
1 = never to 5 = very often. The reliability statistics for all
four subscales were reported to be above the minimum
acceptance level of o = 0.70 (Tims et al., 2012). Sample
items include “I try to learn new things at work,” “I ask
my manager to coach me,” “I try to make my work more
challenging by examining the underlying relationships
between aspects of my job,” and “I try to ensure that I
do not have to make many difficult decisions at work.”
Hope was measured using a six-item scale
developed by Snyder et al. (1996). Sample items include
“At present, I am energetically pursuing my work goals.”
The responses were rated using a five-point Likert scale,
which ranged from 1 = definitely false to 5 = definitely
true. The scale’s alpha coefficient was 0.86.
Change-supportive behavior was measured
using a three-item scale developed by Kim et al. (2011).
One sample item is “I have discussed the issues with co-
workers regarding the change initiative.” The Cronbach’s
coeflicient of the scale was o = 0.85. A five-point scale
ranging from “1 = not at all to 5 = to a very great extent”

was used for each item.

4..2 Results

Confirmatory factor analysis (CFA) was performed to
determine the quality of the proposed measurement model.
The result presented in Table 1 shows that the proposed
measurement model yielded a good fit to the retrieved
data (CMIN/dflp = 1.45(754), p < 0.000; CFI = 0.93;
TLI = 0.92; RMSEA = 0.05). It also demonstrates that
the study’s measurement model outperforms the other
alternative and plausible models. After assessing the model
fit indices, the study’s constructs were examined for the
reliability and validity assessment. Construct reliability
was measured using composite reliability (CR) statistics
as shown in Table 2. The value is considered reliable
when itis above 0.70 (Hair et al., 2010). Accordingly, the
reliability values found were in the range between 0.83 and
0.92, which is above the acceptable level recommended.
Likewise, the construct validity of the measures was
assessed in terms of convergent and discriminant validity.
Convergent validity primarily concerns examining whether
the items share the highest proportion of variance under
the tagged construct, whereas discriminant validity
would be established if each construct is distinct from
the other variables with regards to explaining variance for
the criterion variable (Hair et al., 2010). For convergent
validity, the ideal values should be more than 0.70 and
0.50 for composite reliability (CR) and average variance
extracted (AVE), respectively. Accordingly, the convergent
validity statistics found were within the acceptable range,
as shown in Table 2. To confirm discriminant validity,

the values also fall within the acceptable range, whereby

Table 1
Comparison of the Measurement Model Fit Indices
Model Summary CMIN/df/p CFI TLI RMSEA

Model 1 (One factor solution)* 4.781779/000 0.36 0.32 0.14
Model 2 (Two factor solution)® 4.55/778/000 0.4 0.36 0.13
Model 3 (Three factor solution)* 3.90/776/000 0.51 0.48 0.14
Model 4 (Four factor solution)® 3.48/774/000 0.58 0.55 0.11
Model 5 (Five factor solution)* 2.48/770/000 0.77 0.74 0.08
Model 6 (Six factor Solution)t 1.85/765/000 0.86 0.85 0.07
Modified Measurement Model 1.45/754/000 0.93 0.92 0.05

*One factor solution = all items loaded on CSB; *Two factor solution= items loaded on CA & CSB; “Three factor solution = items
loaded CA, TA and CSB; “Four factor solution = items loaded on CA, TA, HOPE and CSB; ¢Five factor solution = items loaded on CA,
TA, HOPE, APJC and CSB; Six factor solution = Items loaded on CA, TA, HOPE, APJC, AVJC and CSB; tModified Model = After
sharing error co-variances. Note: CFI = Comparative Fit Index; TLI = Tucker-Lewis Index; RMSEA = Root-Mean Square Error of

Approximation.
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the AVE should be greater than the maximum shared
variance (MSV), as presented in Table 2.

Table 3 provides the summary of means, standard
deviations, and zero-order correlation of the proposed
constructs. As expected and hypothesized, the majority
of the test statistics were found to be in line with the
proposed framework and the directions were as predicted.
These results make us confident that the directionality of
our proposed hypothesis is appropriate.

Hierarchical regression analysis (HRA) was
conducted to test our hypotheses Hla and H1b. Hla is
concerned with the positive effect of challenge appraisal
on change-supportive behavior. The result indicated that
challenge appraisal positively predicted change-supportive
behavior (CSB <--- CA: 3 = 0.25; p < 0.05). This provides
support for our proposed hypothesis H1la. Furthermore,
hypothesis H1b concerns the negative effects of threat
appraisal on change-supportive behavior. The result
revealed threat appraisal negatively predicted change-
supportive behavior (CSB <--- TA: 3 = -0.20; p < 0.05).
Hence, the findings were consistent with our hypothesis
HI1b (see Table 4).

Hypotheses 2a, 2b, 3a, and 3b concern the mediating

effects of challenge-threat appraisal on change-supportive

behavior through approach-avoidance job crafting. The
preliminary results of the regression estimates indicated
that challenge appraisal to approach job crafting (APJC
<-—- CA: B = 0.31; p < 0.01) as well as approach job
crafting to change-supportive behavior (CSB <--- AP]C:
B =0.36; p < 0.01) were found to be significant in their
corresponding relationships. Moreover, the co-efficient
estimates were also found significant between threat
appraisal and avoidance job crafting (AVJC <--- TA:
B = 0.22; p < 0.01), and avoidance job crafting and
change-supportive behavior (CSB <--- AV]JC: 3 = -0.20;
<0.01), as shown in Table 4. Thus, the initial regression
results confirm that our hypothetical indirect path from
challenge and threat appraisal to change-supportive
behavior might be facilitated via approach-avoidance
dimensions of job crafting.

The mediation analysis was carried out using
the PROCESS macro by Hayes (2013). The mediation
results showed a significant indirect effect of challenge
appraisal on change-supportive behavior through
approach job crafting (CSB <-- APJC <--- CA: = 0.11;
SE =0.04; LLCI = 0.05; ULCI = 0.20) and avoidance job
crafting (CSB <---AV]JC <--- CA: B = 0.05; SE = 0.02;
LLCI = 0.01; ULCI = 0.11). This favors our hypotheses

Table 2
Reliability and Validity Statistics

CR AVE MSV
Challenge Appraisal 0.83 0.50 0.19
Threat Appraisal 0.87 0.51 0.11
Approach Job Crafting” 0.84 0.64 0.29
Avoidance Job Crafting 0.85 0.54 0.13
Hope 0.92 0.70 0.15
Change Supportive Behavior 0.85 0.65 0.29

"Based on Second Order CFA. Threshold level to establish composite reliability, convergent and discriminant validity is: Composite
Reliability: > 0.70; Convergent Validity: CR > 0.70 and AVE > 0.50; Discriminant Validity: MSV < AVE. Note: CR = Composite
Reliability; AVE = Average Variance Explained; MSV = Maximum Shared Variance.

Table 3
Descriptive Statistics and Zero-order Correlations
Mean SD 1 2 3 4 5
1 CA 3.41 0.85
2 TA 3.01 0.82 -0.13
3 APJC 3.50 0.78 0.34* -0.30%*
4 AV]C 3.11 0.96 -0.26%* 0.24** -0.30*
5 HOP 3.48 1.00 0.26** -0.23* 0.28** -0.28**
6 CSB 3.61 0.77 0.28** -0.23* 0.42+ -0.31% 0.22%*

N=203.*p <.05. Note: CA = Challenge appraisal; TA = Threat appraisal; APJC = Approach-focused job crafting; AVJC = Avoidance-
focused job crafting; HOP = Hope; CSB = Change Supportive Behavior.
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H2a and H2b. Moreover, the direct effect of challenge
appraisal on change-supportive behavior was also found
insignificant, indicating that both approach and avoidance
job crafting fully mediate the hypothesized relationships.
Similarly, the results found are also consistent with our
hypothesis H3a (CSB <--- APJC <--- TA: B = -0.10;
SE = 0.03; LLCI = -0.17; ULCI = -0.05), which states
that approach job crafting significantly intervenes in the
relationship between threat appraisal and CSB. Similarly,

the mediation results were also found in line with our
hypothesis H3b (CSB <-- AVJC <--- TA: B = -0.05;

Table 4
Hierarchical Regression Results

SE = 0.02; LLCI = -0.09; ULCI = -0.01). It was also
revealed that both approach and avoidance job crafting
fully mediate the indirect path between threat appraisal
and change-supportive behavior. See Table 5 for the total,
direct, and indirect effects.

Furthermore, as hypothesized, the results revealed
that employee hope significantly moderates and strengthens
the positive relationship between challenge appraisal and
approach job crafting (APJC <--- CA_x_HOP: 3 =0.17;
2 < 0.05). Figure 1 confirms the hypothesized effect

and direction of the proposed relationship, where the

. Model 1: ) Model 2: )
Variable CSB R APJC R

Model 3:
AV]C CSB CSB

R2 Model 4: R Model 5: R2

Direct Models
CA 0.25** 0.31**
TA -0.20* -0.25**
0.12 0.19
APIC
AVJC

Mediated Models

CA-APJC

CA-AV]C

TA-APJC

TA-AV]C

Moderated Models

CA*HOP 0.17* 0.18
TA*HOP

-0.24**
0.22**

0.12
0.36**
-0.20**
0.21

0.32** 0.21
-0.18*
0.33** 0.22
-0.19*

0.07 0.21

**p <.01; *p <.05. Note: CA = Challenge appraisal; TA = Threat appraisal; APJC = Approach-focused job crafting; AVJC = Avoidance-
focused job crafting; HOP = Hope; CSB = Change Supportive Behavior.

Table 5
Analysis of Total, Direct and Indirect Effects
CSB
Relationships BC 95% CI

Estimates SE Lower Upper
Total effect of CA on CSB 0.28 0.07 0.15 0.43
Direct Effect of CA on CSB 0.12 0.07 -0.01 0.26
Indirect Effect of CA on CSB via APJC 0.11 0.04 0.05 0.20
Indirect Effect of CA on CSB via AV]C 0.05 0.02 0.01 0.11
Total effect of TA on CSB -0.23 0.07 -0.37 -0.10
Direct Effect of TA on CSB -0.08 0.07 -0.22 0.05
Indirect Effect of TA on CSB via APJC -0.10 0.03 -0.17 -0.05
Indirect Effect of TA on CSB via AV]C -0.05 0.02 -0.09 -0.01

Note: CSB = Change Supportive Behavior; CA = Challenge appraisal; TA = Threat appraisal; APJC = Approach-focused job crafting;
AV]C = Avoidance-focused job crafting; BC = Bias corrected (5,000 bootstrapping samples); CI = Confidence interval; SE = Standard

€rror.
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relationship gets stronger when the employees have
high levels of hope. This supports our hypothesis
H4a. However, against our expectations, employee
hope did not significantly moderate the relationship
between threat appraisal and avoidance-focused job
crafting. Hence, it appears that people’s hope may
be the significant boundary condition in the positive
relationship between challenge appraisal and approach
job crafting rather than between threat appraisal and

avoidance job crafting (Figure 1).

5 Discussion

This study’s primary aim was to examine the role
of challenge-threat appraisals as the antecedents that
bring about people’s change-supportive behavior and
identify the mechanisms through which challenge-threat
appraisals translate into change-supportive behavior.
Our results extend the previous theory and research on
change-supportive behavior and validate the “challenge
appraisal, approach job crafting, and hope” paths as
positive and leading to change-supportive behavior.
Drawing on CAT and JD-R theory, the study captures
the change-specific context and individual differences
to increase our understanding of employees’ behavioral

responses to change. By establishing two parallel but

distinct mechanisms, the findings of the study highlight
the reinforcement role that personal and contextual
factors play in connection to people’s reactions to
change (Fugate & Soenen, 2018; Oreg et al., 2011,
2018; Walk & Handy, 2018). Our findings imply
that a challenging and demanding work environment
can be more responsive and appealing for individuals
to exhibit change-supportive behavior. In contrast, a
strenuous work environment can have adverse effects
on people’s drive to manifest their support for change.

The study finds challenge-threat appraisals to
be predictors of change-supportive behavior. However,
that direct link to change-supportive behavior became
insignificant when the active-passive mechanism in the
form of job crafting came under examination. Given
that approach-avoidance job crafting captures more
variance in explaining people’s behavioral support
for change, engaging in these efforts could be more
demanding for employees to support the implications
of change. The findings also demonstrate that in a
state of high-impact change whereby the situations
are beyond employees’ control (e.g., job demands are
too high or threatening) and elevate the high degree of
strain (Petrou et al., 2018), individuals likely respond
by protecting themselves by reducing job demands

(i.e., avoidance job crafting).

By

4.5

APJC

1.5

Moderator

—¢— Low HOP g High HOP

Low CA

High CA

Figure 1. Moderation Analysis
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Mikikangas (2018) entitled such job crafters
as “passive,” referring to those who are usually involved
in decreasing their hindering job demands and do not
strive to increase their repertoire of job resources and
challenging job demands in stressful circumstances. As
a result, such practices may reduce people’s effectiveness
and opportunity to craft their work environment to
improve their performance and well-being (Boehnlein
& Baum, 2020). Therefore, avoiding subsequent
demands imposed by the change uncovers individuals’
emotions-focused coping mechanisms, which are
primarily considered as an unsuccessful strategy to
adapt to organizational change (Petrou et al., 2018).
The findings are consistent with the previous research
showing a significant negative association between
avoidance job crafting and change-oriented outcomes
(Petrou etal., 2015, 2017, 2018). Avoidance job crafting
has largely displayed a weak negative association in
prior research, and its spurious nature might cause
insignificance to emerge during statistical analysis, as
identified by some scholars (Meijerink et al., 2020;
Rudolph et al., 2017; Tims et al., 2015). However, it
all depends on the interlinking patterns between the
constructs and context of the study.

Employees’ appraisals of change as challenging,
on the other hand, can lead to approach job crafting as
it provides them with the opportunity for growth to be
exploited. For them, openness to changing situations
and embracing new experiences is self-enhancing
(Petrou et al., 2018). Individuals respond by being
more prone to adopting an approach-focused job
redesign strategy to enhance themselves and improve
their performance, as substantiated in this study.

Moreover, the diffusion of challenge-threat
appraisals to organizational outcomes through the
approach-avoidance taxonomy of job crafting is extensively
portrayed by the JD-R’s motivational-strain dictum.
It also reflects the two appraisal processes that occur
during change: i) primary appraisal, whereby individuals
assess whether the situation under consideration
is challenging or threatening; and ii) secondary
appraisal, which represents individuals’ evaluation of
the availability of coping resources and their ability to
manage the demands of that particular stressful event

(Lazarus, 1991). When individuals perceive that they

have adequate resources and abilities to manage the
demanding situation and have suflicient control over
the stressful event, they can better adapt to the stressful
job demands (Gomes et al., 2016; Schellenberg et al.,
2016). Approach-avoidance job crafting provides that
coping mechanism whereby employees adjust to the
changing context accordingly.

Consistently with the JD-R theory, the study
found partial support for our moderation hypothesis.
The study hypothesized that the relationship between
challenge-threat appraisals and approach-avoidance
job crafting is contingent on individual differences
concerning the level of hope. Specifically, the results
suggest that a high level of hope can strengthen the
positive relationship between challenge appraisal and
approach job crafting. For individuals with high degree
of hope, the positive impact stimulated by their appraisal
of change as challenging is more salient. However, it
failed to significantly buffer the effects of threat appraisal
on avoidance job crafting. The possible interpretation
of this is that, due to threat appraisal, perceived
competence and self-belief to recognize opportunities
become weakened or perceived job demands surpass
the personal resources and thus entice individuals to
engage in passive coping tactics. The finding thus in
some ways contradicts the previous studies that argue
that personal resources play a crucial role in mitigating
the detrimental effects of stressful or high job demand
events on job outcomes (Converso et al., 2018; Kang
& Jang, 2019; Rhee et al., 2017).

Nevertheless, the findings on the moderating
role of hope advance our understanding of the
boundary conditions of the positive role of hope in
further consolidating the positive impact of challenge
appraisal on approach job crafting. It is somewhat
comparable with the line of assumptions postulated
in the conservation of resources theory (COR), which
ascertains the preservation and attainment of resources
as a prime human motivation to achieve the desired ends
(Hobfoll, 2002). Resources are valuable to employees,
who strive to acquire and keep them, even giving up or
using some resources to gain or keep others (Hobfoll,
1989). This resource investment phenomenon has been
termed as a “gain spiral” in COR theory, wherein a

positive reciprocal association occurs between positively
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oriented individual states (Hobfoll & Shirom, 2001).
In that particular means of resource investment, the
resources move together in “resource caravans” and can
be utilized to gain or build other resources (gain spirals).
In light of COR (gain spirals), hope can function as a
source of personal resource or positive individual state
upon which the employees accrue further resources
through job crafting (i.e., increasing structural, social,
and challenge resources).

To put this differently, the hope resource
accumulates further resources through the resource gain
strategy to approach job crafting. Consequently, hope
has moderating effects on a subsequent positive gain
spiral as predicted in the hypotheses, thereby further
strengthening the examined relationship between challenge
appraisal and approach job crafting to substantiate its
relevance. However, hope is a personal resource, and
the findings delineated its limited effect in alleviating
the positive interplay of threat appraisal and avoidance
job crafting as loss spiral, thereby advocating the point
that organizations should have a mix of resources to
effectively manage high job demands (Hobfoll, 2011,
2014).

In brief, the findings provide support to our
hypotheses Hla and H1b concerning the direct paths
between challenge-threat appraisals and change supportive
behavior. Likewise, regarding hypotheses H2a, H2b,
H3a, and H3b, examining approach-avoidance job
crafting as a mediator between the direct paths also
substantiated its relevance to the proposed context
of the study. In addition, hypotheses H4b involved
testing the moderating influence of hope on the link
between challenge appraisals and approach job crafting,
which also validated its implications in favor of the
study objectives.

In conjunction with the findings, the study
contributes to the existing body of literature on
organizational change by bringing together the diverse
and differential mechanisms to better understand the
complexity of change. It adequately incorporated
the avenues of research on organizational change by
simultaneously examining both personal and contextual
factors, activation phenomenon, and dual perspectives
to unfold behavioral support for change. It unveils

that individuals not only react positively or negatively
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to organizational change but can respond actively or
passively to deal with the change, whereby they engage
in approach-avoidance job crafting behaviors to shape
their changing work environment as they deem necessary.

Furthermore, the result also revealed an adequate
change-supportive behavior (mean = 3.61) demonstrated
by the banking staff. The support for change in response
to the bank’s technology infrastructure upgrade (i.e.,
AMBIT) found obvious. Consequently, since its
implementation, the bank has experienced enormous
growth in financial and non-financial performance. For
instance, according to the bank’s 2018 annual report,
the bank added over three million customers with an
average compound annual growth rate of 10.93%.
Deposits and market share were twice as high as in
2013. This suggests that the subsequent change initiative
(i.e., technology infrastructure upgrade via AMBIT) has
had successful implications. Successful interventions
primarily depend on individuals” acceptance and support
for change, hence we can assume that the employees’
positive orientation led the bank to make a successful

turnaround in the context of the change initiative.
5.1 Study implications

Regarding the implications, the findings of
the study argue that individuals’ desirable responses in
terms of approach job crafting and change-supportive
behavior could be promoted if their change-related
challenge appraisals along with personal resources
(i.e., hope) are increased. By enhancing challenge
appraisals we mean the individuals should view change
as a challenge, having control over the outcomes,
being able to overcome the hindrances, and having
adequate opportunities to learn, grow, and flourish.
Change-related threat appraisal such as anticipation
of loss of one’s job stability, pay, benefits, status, and
relationships, on the other hand, might have direct or
indirect negative repercussions on employees’ response
to organizational change. Therefore, employees’
favorable responses to organizational change should
be improved by top management efforts to enhance
employees’ repertoire of hope and challenge appraisals
and decrease hindrances that entail resource loss and
ultimately lead to avoidance or withdrawal responses

to change.
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One of the possible ways managers can make
this happen is if they offer individuals adequate
leverage to determine which task is completed and what
particular way leads to engagement at work (Bakker
& Oerlemans, 2019). To put it differently, managers
should encourage change recipients to seek and engage
in approach job crafting and discourage them from
being involved in avoidance job crafting (Lichtenthaler
& Fischbach, 2018). Job crafting interventions can be
a suitable strategy to nurture approach job crafting at
work (as suggested by Van den Heuvel et al., 2015),
whereby the employees learn how to optimize their
job demands (i.e., make it challenging or exciting) and
resources (increasing structural and social resources) to
take corrective actions in their job accordingly (Bakker
& Oerlemans, 2019).

It is essential for the individuals to hold a
complementary view about the change (Oreg et al.,
2011, 2018). This particular change-supportive stance
cannot be nurtured once the individuals perceive a
potential imbalance in the demand-resource mix.
Moreover, the job crafting approach in particular has
been identified as a meaningful coping strategy and
has positive implications during a changing context.
It is mainly found to be useful in translating change-
related perceptions into desired behaviors. Therefore,
employees should be encouraged to engage in approach
job crafting behaviors, whereas avoidance job crafting
should be avoided via strategies that better help in

undermining high job demands.
5.2 Limitations and future research

Despite the theoretical contribution and
managerial implications, the findings of the study
should be understood with limitations and taken with
caution. First, the cross-sectional research design and
single-source data limit our claim of causal inferences
reported in the tested model. Although, our model was
developed with the support of extant empirical and
theoretical literary work, and our findings to a greater
extent confirmed the proposed causality directions.
Nonetheless, further research should employ experimental
or longitudinal designs to test the proposed causality,

and rigorously confirm this relational pattern.

Second, self-reported data make sense for our
study as the collected variables could be better reported
by the employees (S. Kim et al., 2013). Thus, using a
time lag survey strategy (longitudinal) may undermine
the common method bias issues, whereby challenge-
threat appraisals and job crafting should be collected
at different times, such as one to three months before
or later than the change supportive variable. Another
possible and effective option would be to collect the
change-supportive behavior data from bank branch
heads or reporting managers. This would help minimize
common method bias and objectively provide rigorous
datasets for future analysis. Although the Harman
single factor test negates the presence of any common
method variance in the dataset, single-source data are
still a matter of significant concern that needs to be
addressed (Podsakoff et al., 2003).

Third, the research context and study population
also impose certain limitations on our study. While
the objective of the study was to address the issues
concerning challenge-threat appraisals, hope, job
crafting, and change-supportive behavior in a leading
Pakistani bank, this limits the generalizability of the
study findings to other study contexts (i.e., whether
or not the findings apply to another research context
too). In view of this, more research is needed in various
institutional or sectorial contexts along with cultural
dynamics to provide robust theoretical and empirical
support for our framework. This can be achieved through
cross-cultural, cross-institutional comparative research
designs. Furthermore, the moderating role of culture
may also be used to better explore this framework in
future studies to validate our study findings and observe
some interesting patterns. Moreover, contrary to the
theoretical propositions of JD-R theory, the result failed
to support the moderating role of hope in buffering
the negative implications of high job demands (i.c.,
TA to AV]C path). This result is surprising and needs
to be examined and discussed further in future studies.

Finally, the study did not use organizational
performance as a direct success factor but rather it
made use of macro facts (i.e. increase in growth rate,
customers, and market share) as a proxy to associate
its relevance with the context. Although the findings

are found to be consistent with prior studies that

| 221

R. Bras. Gest. Neg., Sao Paulo, v.24, n.2, p.207-229, apr./jun. 2022

(oMo



Farhan Mehboob / Noraini Othman / Muhammad Fareed / Ali Raza

state individuals’ support is key to the success of
organizational change, the direct link determining
whether that support leads to the ultimate outcome
was missing. Therefore, future studies could further
examine organizational performance in relation to
behavioral support for change as a direct and objective
indicator to gauge the propensity of success at the

organizational level.

6 Conclusion

'The study has empirically validated the effects
of challenge-threat appraisals on subsequent change-
supportive behaviors by examining them through two
distinct mechanisms based on the JD-R model. The
study particularly explains the possible differential
effects of challenge-threat appraisals on job outcomes
via the approach-avoidance nomenclature. Challenge
appraisals and hope are likely to help individuals improve
their motivational states, thereby leading to desirable
work behaviors. Threat appraisals, in contrast, are
more likely to increase strain and thereby inhibit the
desired work outcomes. Our theoretical assimilation
provides the micro-foundations and dynamics during
organizational change to ensure significant change

management practices overall.
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