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Introduction		
This master's thesis investigates the relationship between empowering leadership and the 
in-role job performance through the moderating role of conscientiousness. This study 
involves Flemish teachers and teachers in the Brussels Region working in primary and 
secondary schools. It is part of a larger research initiative on ‘How can human resource 
management (HRM) contribute to the effectiveness of the team and the organisation?’ at 
Ghent University. This larger research is led by students from the Faculty of Economics 
and Business Administration under the guidance of professors who are part of the research 
group HRM and Organisational Behaviour. 
 
Background	and	Problem	Statement		
Teacher shortage is a problem that many Western countries, including Belgium, struggle 
with. When looking at Flanders specifically, there is a growing shortage of teachers in both 
primary and secondary education (De Witte & Iterbeke, 2022), and it is becoming one of 
the most critical issues confronting the Flemish education system (Flanders Ministry of 
Education & Department of Educational Personnel Policy, 2023). Namely, there is a 
shortage of substitutes and a growing structural teacher shortage, resulting in schools 
needing to look for more teachers while simultaneously implementing measures to make 
a job in education more attractive (Frederix, 2023).  
 
The shortage stems from various reasons. Among other things, the overall job vacancy 
statistics indicate a reduction in the labour market (Nws, 2023), meaning that multiple 
sectors are experiencing occupation shortages. Consequently, statistics show a drop in 
applicants in both primary and secondary education (Frederix, 2023). Generally, not 
enough students opt to enrol in teacher training programs. Surprisingly, compared to other 
sectors, the education sector has a relatively smaller need for hiring (Neefs & 
Vansteenkiste, 2022). Aside from the lower inflow of starting teachers, a larger portion of 
the current workforce teach part- time, worsening the scarcity in the teacher job market 
(Van Damme & Yperman, 2023). 
 
Secondly, the high turnover rate has an impact on the shortage as teacher retention has 
been challenged in all of Europe (European Union, 2013). Teacher retention is defined as 
“(... the goal of) keeping qualified teachers in schools and reducing the number of qualified 
teachers making premature exits from the profession” (Nguyen et al., 2023, p. 7). 
Nevertheless, low retention rates in the teaching profession lead to a high turnover rate 
and a smaller pool of experienced teachers, which in turn reduces the number of available 
teachers (De Witte et al., 2023). Studies reveal that the impact of retirement on turnover is 
relatively minor, whereas one of the main causes of school shortages is teachers leaving 
to follow different career paths (Ingersoll, 2001, 2003). Even more so, as 30% exit the 
profession within the first five years (Van Eycken et al., 2022). More importantly, the most 
significant dropout rates are seen in the first two years (De Witte et al., 2024). When 



 

 

teachers leave the profession, it worsens the existing teacher shortage, thereby affecting 
the overall quality of education for all students (Van Eycken et al., 2022). 
 
Furthermore, recent studies emphasize stress as a key factor that can lead to teachers 
leaving the teaching profession (De Witte et al., 2024). Nearly 70% of teachers in Belgium 
report facing high levels of job-related stress, primarily due to administrative burdens, 
commonly referred to as red tape. Red tape has been identified as the primary source of 
this stress (Tiggelaar et al., 2023). Moreover, employees are affected not only by the red 
tape they face directly but also by the red tape their leaders encounter (Muylaert et al., 
2022). Apart from red tape, the need to adapt to evolving expectations from governmental 
and societal entities is also viewed as a significant stress factor (Van Damme & Yperman, 
2023) 
 
Burnout, with emotional exhaustion as its main component, may result from an inability to 
manage ongoing stress effectively (Jennett et al., 2003). Workload has frequently been 
identified as a major predictor of burnout, especially concerning emotional exhaustion 
(Bakker et al., 2005; Schaufeli & Enzmann, 2020; Skaalvik & Skaalvik, 2009). Whereas the 
symptoms of emotional exhaustion include energy depletion, feelings of fatigue, stress, 
and weakness (Quratulain & Khan, 2013. There is a robust and positive relationship 
between emotional exhaustion and teachers' experiences of excessive workload (Skaalvik 
& Skaalvik, 2009). Furthermore, emotional exhaustion appears to be a key factor in 
predicting teachers' intentions to quit, as it partially accounts for the link between teacher 
efficacy and their quitting intentions (Van Eycken et al., 2022). Overall, teacher burnout is 
a significant factor influencing the intention to leave their job (Y.H.Lee, 2017).  
 
Finally, the social status and value of being a teacher have declined over the years. People, 
especially the youth, make career decisions based not only on personal well-being but also 
on how these decisions affect their social standing and self-perception (Damgaard & 
Nielsen, 2018). A key factor influencing the social status of teachers is the recognition and 
appreciation they receive in their profession (De Witte et al., 2023). Furthermore, the 
persistent negative portrayal of education and teachers in the media, as noted by the 
Organisation for Economic Co-operation and Development (OECD) (2005), may be a 
contributing factor to their decreasing social value. 
 
The lack of teachers is becoming a major worldwide issue with severe implications that 
require long-term solutions (Eurydice et al., 2018). Given the vital role teachers play in the 
student learning process, the current shortage could potentially undermine the quality of 
education (De Witte et al., 2024). This impact on student results is already evident in the 
Programme for International Student Assessment (PISA) data, which shows that a lack of 
teachers in schools is linked to reduced student performance in mathematics, language, 
and science tests (De Witte & Iterbeke, 2022; OECD, 2020). 
 



 

 

To address the high attrition rate within the teaching profession, an expert committee in 
Flanders, known as the "Commissie van Wijzen," released a report focused on enhancing 
Human Resources (HR) policies for schools and school boards since HRM can potentially 
improve student outcomes by boosting teacher involvement, empowerment, and 
motivation (Runhaar, 2016). HR is a critical asset, driving an organisation's ability to 
innovate, adapt, and thrive in a competitive environment (Hutagalung et al., 2021). 
Research indicates that the effectiveness of a school's teaching staff is closely linked to its 
personnel management strategies, underscoring the increasing focus on human resource 
management (HRM) within the education sector (Vekeman et al., 2016). Boxall and Purcell 
(2003) define HRM as all aspects related to managing employment relationships within the 
organisation.  
 
The primary objective of this study is to understand how HRM can increase team and 
organisational effectiveness. In today's competitive landscape, schools require forward-
thinking teachers who play a crucial role in the educational system (Khan, 2023). The 
findings of Gallego-Nicholls et al. (2022) imply that when leaders set a good example and 
communicate effectively, it directly and positively affects how human resources are 
managed. This dissertation will explore the role of leadership in HRM and its impact on the 
performance and retention of teachers, aiming to provide insights into how effective HR 
strategies can enhance educational outcomes. By building on HRM literature and 
organisational behaviour, this study will utilise the Job Demands-Resources (JD-R) model 
by Demerouti et al. (2001) to understand how HRM can increase team and organisational 
effectiveness.  
 
Effective school leadership is crucial for fostering an environment where both students and 
teachers can thrive, ultimately leading to high-quality education (Pont et al., 2008). 
Vekeman et al., 2016 assert that a principal's personal human capital (comprising their 
leadership abilities, creativity, and unwavering determination) significantly influences how 
they recognize and address external challenges. Research shows that the way a school is 
run during challenging times matters greatly. Specifically, when teachers feel supported by 
their school and feel aligned with the school’s decisions, they are more likely to enjoy their 
jobs and are less likely to feel exhausted or burned out (Trinidad, 2021). Therefore, school 
leaders need to create a psychologically safe environment that encourages and expects 
initiative from teachers (Van Damme & Yperman, 2023).  
 
The research of Nguyen et al. (2023) emphasises three interconnected leadership 
strategies and their related practices: (i) prioritising teacher development, (ii) building 
relational trust, and (iii) improving working conditions. The effectiveness of these strategies 
in managing and reducing workload depends largely on the quality of school management 
(Martin et al., 2023). One way to enhance performance through leadership is by increasing 
the level of autonomy, which is the ability to make independent decisions and act on them. 
Independence is crucial in educational reform efforts, with some suggesting that providing 



 

 

autonomy to teachers is a suitable starting point for addressing the challenges faced by 
schools today (Melenyzer, 1990; Short, 1994). When teachers have limited autonomy, it 
not only hinders their professional growth but also restricts their involvement in the 
administrative and educational aspects of school operations (Karatay et al., 2020), limiting 
teacher development. 
 
Autonomy is a key element of what scholars describe as “empowering leadership”, and 
has been recognized as a factor that predicts work engagement (Albrecht & Andreetta, 
2011). Empowering leadership involves delegating power to employees and differs from 
transformational leadership (TL) and leader-member exchange (LMX) in its approach (M. 
Kim et al., 2018; Sharma & Kirkman, 2015).  Increased teacher autonomy can boost 
motivation, job satisfaction, and professionalism while reducing stress and burnout 
(Brunetti, 2001; Kim & Loadman, 1994; Klecker & Loadman, 1996; Ulriksen, 1996). By 
empowering teachers and allowing them greater autonomy, schools can foster a more 
engaged and motivated workforce, ultimately leading to improved educational outcomes. 
 
Relevance	and	research	question		
While previous research has examined the relationship between empowering leadership 
and job performance (A. Lee et al., 2017). However, there remains a need for further 
research that expands upon comprehensive multivariate models of the relationship 
between personality and job performance, incorporating motivational variables to enhance 
prediction and performance outcomes (Hurtz & Donovan, 2000). While there has been 
substantial progress in studies on job performance, the combined effect of an employee's 
conscientiousness (Demerouti, 2006), a key personality trait, and the degree of 
empowering leadership employees experience on their job performance is an area that 
requires further investigation.  
 
In this master's thesis, we specifically investigate how empowering leadership influences 
in-role job performance, and what moderating role conscientiousness plays in this. 
Moreover, this study focuses on Flemish education to address the lack of research on 
interpersonal aspects in this sector. Based on the literature and building on the JD-R 
model, this study expects a positive relationship between empowering leadership as a job 
resource and in-role job performance through the moderating role of conscientiousness in 
the context of teacher guidance in HRM.  This leads to the following research question:  
 
How does conscientiousness moderate the influence of empowering leadership on in-role 
job performance? 
 
In this study, 'empowering leadership' is treated as the independent variable, and 'in-role 
job performance' is the dependent variable. Furthermore, 'conscientiousness' is 
incorporated into the model as a moderating variable. 
 



 

 

Structure	of	the	thesis		
The first chapter begins with a study of the literature. In this part, the concepts of 
empowering leadership and in-role job performance are further developed and linked to 
the JD-R model and the moderating role of conscientiousness is explained. The second 
chapter covers the methodology of this research, with an explanation of the procedure and 
measures where the characteristics of the respondents are explained. Following the 
measures, data analysis and common method bias are explained. In the third chapter, 
attention is focused on the results obtained through data analysis. In this chapter, an 
answer is given to the research question by confirming or rejecting the proposed 
hypotheses. The fourth chapter includes the discussion, where the implications, limitations, 
and recommendations for future research are examined. Finally, in chapter five, a general 
conclusion is drawn about the key results and implications that are important for the further 
development of the Flemish education sector. 
 
	 	



 

 

Literature		
This literature review will be structured into four parts. Firstly, an explanation of the most 
recent version of the Job Demands-Resources (JD-R) model will be discussed. The model 
distinguishes between job resources and job demands, which are key variables in this 
thesis. Secondly, the JD-R will be used as a building block to comprehend the relationship 
between ‘empowering leadership’ and ‘in-role job performance’. Thirdly, the relationship 
between in-role job performance and conscientiousness will be explained. Finally, a focus 
on the dimension of conscientiousness as a moderator will be explored. This chapter yields 
three hypotheses that form part of the larger research question. 
 
Job	Demands–Resources	Model		
The JD-R model is a widely recognised psychological framework that was first introduced 
by Demerouti et al. in 2001. The JD-R model's flexibility allows for its application in diverse 
contexts (Bakker & Demerouti, 2014; Tummers & Bakker, 2021). Furthermore, the model 
has been validated outside the education sector, allowing for comparisons with other 
industries.  
 
This model combines previous research on job stress and work motivation (Bakker & 
Demerouti, 2007; Demerouti et al., 2001). By integrating knowledge from an expanded 
version of earlier models such as the two-factor theory (Herzberg, 1966), the job 
characteristics theory (Hackman & Oldham, 1976), the job demands - control model 
(Karasek, 1979), the effort - reward imbalance model (Siegrist, 1996), and the conservation 
of resources theory (Hobfoll et al., 2018), this model provides a comprehensive framework 
(Bakker et al., 2023). It offers a more thorough understanding of the dynamic nature of 
work environments and their impact on employee well-being (Bakker & Demerouti, 2014). 
Additionally, it aligns closely with considering work conditions as explanatory factors for 
attrition (De Witte et al., 2024). 
 
One key idea in JD-R theory is that employees' job characteristics influencing job burnout 
can be divided into two main categories: job demands and job resources (Demerouti et al., 
2001; Bakker & Demerouti, 2007, 2017; Schaufeli & Taris, 2014). 
 
Job demands are described as “physical, social, or organisational aspects of the job that 
require sustained physical or mental effort and are therefore associated with certain 
physiological and psychological costs” (Demerouti et al., 2001, p. 501). These job demands 
can both benefit and disadvantage the employee. Schaufeli (2017) describes them as ‘the 
bad things’ since they deplete energy. Examples of such within teaching are excessive 
workload, low student motivation, conflicts with colleagues, and lack of administrative 
support (Skaalvik & Skaalvik, 2011, 2015). Furthermore, these demands are hindering and 
may inhibit personal growth and are typically viewed as limitations or obstacles (Crawford 
et al., 2010). 



 

 

 
Contrary to job demands, job resources can be defined as “aspects of the job that may do 
any of the following: (a) be functional in achieving work goals; (b) reduce job demands and 
the associated physiological and psychological costs; (c) stimulate personal growth and 
development” (Demerouti et al.,2001, p. 501). They include organisational features such 
as leadership support and autonomy, among other factors (Skaalvik & Skaalvik, 2020). In 
the Skaalvik & Skaalvik (2020) study, the importance of autonomy was brought to light, as 
it fosters self-perceived accomplishment among teachers. Additionally, job resources 
influence how individuals utilise their physical, cognitive, and emotional abilities while 
working (Khan, 1990). In fact, they have been linked to outcomes such as increased 
organisational commitment, elevated work engagement, and decreased intention to quit 
(A. Bakker et al., 2003). In fact, by increasing teachers' commitment to the organisation, 
their performance is subsequently enhanced (Van Waeyenberg et al., 2020). 
Consequently, high job resources, like social support and feedback, can help lower job 
demands by providing employees with the necessary tools and support to manage their 
workload effectively. 
 
The JD-R model, which helps to comprehend the relationship between employees and 
their work environment (Demerouti et al., 2001), is particularly useful for this thesis, as high 
job demands can lead to burnout and negative outcomes, while job resources boost 
motivation and positive organisational results (Bakker & Demerouti, 2017). 
 
From a theoretical perspective, the JD-R theory assumes two processes namely a health-
impairment process and a motivational process (Schaufeli, 2017). The health-impairment 
process, or stress process, is an energetic process that involves excessive job demands 
and a lack of job resources. In particular, high job demands, such as an overwhelming 
workload, drain employees' energy reserves, leading to continuous overexertion and, 
eventually, burnout (Tummers & Bakker, 2021). Moreover, Demerouti et al. (2001) identify 
burnout as the primary sign of health deterioration. In fact, it is particularly prevalent in 
human service professions like teaching (Maslach & Schaufeli, 1993). Such sources of 
stress in the teaching environment can encompass a heightened workload, students with 
behavioural issues, difficulties in the parent-teacher relationship, conflicts with working 
together with colleagues, inadequate support from school leadership, and a lack of 
autonomy (Skaalvik & Skaalvik, 2007). From a meta-analytic perspective, there is a 
relationship between teacher burnout and the likelihood of teachers leaving their positions 
which means burnout is essential for understanding teacher turnover (Madigan & Kim, 
2021). 
 
However, burnout can result from the inability to effectively manage prolonged stress 
(Jennett et al., 2003). Several cross-sectional studies have affirmed the effectiveness of 
the JD-R model in predicting job burnout (Crawford et al., 2010; Lee & Ashforth, 1996; 
Schaufeli & Bakker, 2004). Traditionally, three components are thought to make up the 



 

 

syndrome of burnout: emotional exhaustion, depersonalization (cynicism), and diminished 
personal accomplishment (Maslach & Jackson, 1981). A high degree of tiredness resulting 
from intense physical, affective, and cognitive strain is known as emotional exhaustion 
(Demerouti et al., 2010). Notably, burnout among teachers and its contributing factors have 
attracted a great deal of attention (Kyriacou, 2001), as it has been shown to have 
substantial negative effects on teachers' well-being (Hakanen et al., 2006), mental health 
(Schonfeld & Bianchi, 2015), and job satisfaction (Skaalvik & Skaalvik, 2009).  
 
The second process is motivational, where having high job resources results in greater 
motivation and leads to increased work engagement (Schaufeli & Bakker, 2004). Work 
engagement is a psychological condition in which individuals feel energised (vigorous), 
passionate and dedicated to their tasks, and so deeply involved in their work that they lose 
track of time (Bakker & Demerouti, 2017). Generally, the motivational process leads to an 
enhanced performance. Examples are dedication to the organisation, increased effort, a 
feeling of safety, exceptional job performance, and eventually the desire to remain.  
 
Empowering	Leadership	and	In-Role	Job	Performance	through	the	JD-R	Model	
The systematic review by Tummers & Bakker (2021) indicates that job resources, job 
demands, and personal resources can all be directly impacted by leadership. Drawing upon 
the JD-R model, this indicates that leadership can impact job performance.  
 
In the social context of the workplace, leaders are crucial since leadership fosters positive 
well-being by boosting various resources: personal resources (e.g., self-confidence and 
optimism), individual job resources (e.g., meaningful tasks and active participation), and 
team-level resources (e.g., support and empowerment) (Tuckey et al., 2012). Therefore, 
organisations stand to gain when leaders encourage their staff to use development-
oriented strategies that increase work engagement (Petrou et al., 2012). Such strategies 
include job crafting (Thun & Bakker, 2018), the process where employees assume 
proactive roles in redefining, reshaping, and crafting jobs in order to create a positive 
person – job fit in their workplace (Tims et al.,2012; Tims et al., 2014). The JD-R approach 
defines job crafting as proactive behaviour in which workers modify job demands, job 
resources and the work characteristics to achieve a better person-job fit (Petrou et al., 
2012; Tims et al., 2012; Tims et al., 2014). Leadership can offer employees the resources, 
valid reasons, or autonomy to utilise job crafting. In the public sector, empowering 
leadership has been shown to increase employee motivation, resulting in employees taking 
more control of their jobs and enhancing their sense of purpose in their work (Audenaert 
et al., 2019). It should be noted that job crafting can be achieved in several ways as 
mentioned by Thun & Bakker, (2018), these methods include increasing social resources 
through developing relationships and seeking support and feedback from colleagues and 
leaders (Thun & Bakker, 2018); by enhancing structural resources through developing 
professional skills (Thun & Bakker, 2018); by increasing challenging demands through 
seeking new tasks (Tims et al., 2012); and by reducing hindering demands, such as 



 

 

avoiding mentally demanding tasks and simplifying the job when necessary (Clegg & 
Spencer, 2007).  
 
Personal resources are another mechanism in the JD-R theory, as they impact how job 
resources are perceived and made available (Xanthopoulou et al., 2009). As alluded to 
above, leadership enhances positive well-being by boosting personal resources. Personal 
resources are defined as positive self-assessments associated with resilience and an 
individual's belief in their capacity to positively influence their environment (Hobfoll et al., 
2003). Personal resources (e.g., self-beliefs, optimism) are different from job resources in 
that they are brought into the role by the person instead of being provided to the person by 
the role (Bakker, 2008).  
 
The JD–R model states that just like job resources, personal resources can enhance the 
motivational impact of challenging job demands (i.e., requirements that promote the peak 
performance of the employee; Van den Broeck et al., 2010) (Bakker & Sanz-Vergel, 2013). 
Personal resources have the ability to empower employees to gain control over their work 
environment and enhance their resilience, leading to positive performance in challenging 
circumstances. (Xanthopoulou et al., 2007). Challenging job demands typically lead to 
improved job performance and career advancement (DeRue et al., 2012). Furthermore, 
the hindrance aspects of a job do not impact everyone equally, as personal resources can 
serve as a buffer, mitigating the negative impact of these job demands on well-being 
(Bakker, 2015; Trépanier et al., 2012). Specifically, personal resources can help people to 
deal with job demands in an effective way (Bakker & Demerouti, 2018). As Tuckey et al. 
(2012) find that job resources and work engagement are positively connected on an 
individual level. Figure 1 illustrates the current JD-R model, highlighting the influence of 
personal and job resources on work engagement, as well as the role of job crafting. 
	
  



 

 

Figure 1 
The Job Demands–Resources Model.  

 
Note: adapted from Bakker, A. B., & Demerouti, E. (2014). Job Demands-Resources Theory. Wellbeing: A complete 
reference guide, 1–28. https://doi.org/10.1002/9781118539415.wbwell019 
 
Traditionally, job demands and resources have been examined at the individual level 
(Giusino et al., 2021). However, acknowledging the influence of different stakeholders 
raises the question of how they interact with the JD-R model (Bakker & Demerouti, 2018). 
Highlighting the importance of addressing various levels of analysis and intervention in the 
workplace, including organisational, team, and individual levels (Bakker & Demerouti, 
2018). 
 
Throughout the literature, several different leadership theories have been examined (A. 
Lee et al., 2017). Shama & Kirkman (2015) summarised four closely related leadership 
theories: (a) delegation, (b) participative leadership, (c) transformational leadership (TL) 
and (d) leader-member exchange (LMX). However, only LMX and TL have been empirically 
studied (A. Lee et al., 2017), and therefore, these will be the primary focus for comparison 
with empowering leadership. TL and LMX are also the two most leadership concepts used 
when studying the JD-R model (Tummers & Bakker, 2021). TL is related to psychological 
empowerment, yet it can create dependence as employees become overly reliant on their 
leader (Kark et al., 2003). While LMX has been associated with fostering respect among 
employees, which can be seen as empowering (Derue et al., 2012), this empowering 
aspect is not considered a core element of LMX theory (A. Lee et al., 2017).  
 



 

 

A leadership style that distinguishes itself from LMX and TL is empowering leadership, 
granting authority, independence and autonomy to employees (A. Lee et al., 2017; M. Kim 
et al., 2018; Sharma & Kirkman, 2015). It is known to enhance job performance, creativity, 
and organisational citizenship behaviour (OCB) (A. Lee et al., 2017). In this research, the 
viewpoints regarding empowering leadership as defined by Zhang and Bartol (2010) - a 
process where authority is distributed to team members through a range of leadership 
actions - will be utilised. This includes granting employees complete independence and 
enhancing their inherent motivations related to their tasks. It also involves showing 
confidence in the employees' work, removing obstacles from their roles, dispelling feelings 
of helplessness, and providing resources that encourage their motivational behaviours (Ali 
et al., 2018). 
 
Empowering leaders focus on granting their subordinates the autonomy, resources, and 
support needed to make decisions and take the initiative (Zhang & Bartol, 2010). Autonomy 
is necessary to effectively engage in leadership roles in a school context (Gomendio, 2017) 
because schools hire people who possess the essential training, knowledge, and 
experience to make well-informed decisions in critical areas such as staffing, assessment, 
and curriculum (OECD, 2018).  While decision-making autonomy alone does not ensure 
effective leadership, it is a crucial requirement. This encourages employees to take 
ownership of their work, develop their skills, and contribute to the organisation in 
meaningful ways. Leaders achieve this by providing feedback, offering career coaching, 
and promoting the use of skills and competencies (A. Lee et al., 2017). 
 
Esteves and Lopes (2016) conducted a study on a previous leadership model within the 
nursing sector, finding a robust relationship between empowering leadership and both the 
enhancement of social resources and increment in challenging demands. This thesis will 
explore this relationship within the educational sector. Empowering leaders strive to instil 
a sense of purpose in their employees' work, providing them with the freedom and time to 
determine how to execute tasks. They also offer the necessary support for managing extra 
responsibilities effectively and promote self-development (Ahearne et al., 2005; Zhang & 
Bartol, 2010). 
 
There is a general consensus that empowering leadership plays a significant role in 
fostering internal motivation and providing social and structural resources (Kim et al., 
2018). Tummers and Bakker (2021) have demonstrated that there are three positive 
connections between leadership and the JD-R model. In this way, job demands and job 
resources (as seen in Figure 1) form part of the cycle of leadership critical for this thesis 
(Figure 2). First, leaders can directly impact job demands and job resources. Second, this 
influence can have a moderating effect on employees' motivation, which in turn enhances 
their positive attitudes and performance towards work. For instance, it can increase 
employee satisfaction (Biemann et al., 2015), job performance (Lee et al., 2016), and 



 

 

creative thinking (Zhang & Bartol, 2010). Third, empowering leadership positively impacts 
job crafting (Thun & Bakker, 2018).  
 
Figure 2 
Connecting leadership and Job Demands–Resources (JD-R) theory. 

 
Note: adapted from Tummers, L., & Bakker, A. B. (2021). Leadership and Job Demands-Resources Theory: A 
Systematic Review. Frontiers in Psychology, 12. https://doi.org/10.3389/fpsyg.2021.722080. 
 
Employees who actively engage in crafting their job resources and embrace challenging 
job demands are particularly valuable to organisations, as they tend to focus their energy 
on their in-role tasks (Tims et al., 2014). However, while job crafting can be beneficial, 
excessive job demands can lead to exhaustion, negatively impacting in-role performance 
(Bakker et al., 2004). Therefore, by involving teachers in decision-making processes, 
empowering leaders can help balance job demands and resources, thereby boosting 
inherent motivation and enhancing performance (Tummers & Bakker, 2021). 
 
In a meta-analytic review, Kim et al. (2018) identified five key categories of empowering 
leadership: evaluations of leaders, motivation and resources, emotions, attitudes, and 
performance (Figure 3). At the same time the review explored the relationship between 
empowering leadership and these subordinate outcomes. This research will only look into 
the relation between empowering leadership and performance. Performance 
encompasses “creativity and innovative behaviors, in-role performance, contextual 
performance, and withdrawal behaviors” (Kim et al., 2018, p. 261). Within this research, 



 

 

we will specifically focus on the interaction between empowering leadership and 
performance through related job resources. While empowering leadership can be seen as 
a team-level concept (Seibert et al., 2004), its impact on individuals can differ significantly. 
Therefore, this thesis will focus on empowering leadership at the individual level, 
specifically examining the relationship between the employee and their leader (Zhang & 
Bartol, 2010). Additionally, this research centres on the behaviours of employees at the 
individual level to formulate a concept of in-role job performance. At an individual level, we 
will examine the effects of teachers' in-role performance. 
 
Figure 3 
Empowering leadership model 

 
 
Note: adapted from Kim, M., Beehr, T. A., & Prewett, M. S. (2018). Employee Responses to Empowering Leadership: 
A Meta-Analysis. Journal of Leadership & Organizational Studies, 25(3), 257–276. 
https://doi.org/10.1177/1548051817750538 

 

Motowidlo and Van Scotter (1994) define in-role performance as the necessary actions 
and demeanours that directly support the objectives of the organisation's goals, such as 
meeting and working efficiently. The concept of in-role job performance specifically focuses 
on tasks, duties, and responsibilities outlined in a job description (Williams & Anderson, 
1991). Hackman et al. (1978) further elaborate that in-role performance encompasses the 
volume and standard of work expected to be accomplished within the boundaries of one's 
duties. Additionally, employees who are actively engaged experience higher levels of 
vitality, which can be channelled into their tasks, maintaining a strong focus on their work 
(Christian et al., 2011). 



 

 

In summary, empowering leadership is widely agreed to boost intrinsic motivation and 
provide resources like psychological empowerment and self-efficacy, which are crucial for 
positive work outcomes and can help reduce job demands and enhance job resources, 
thereby promoting engagement and in-role performance. Among teachers, empowering 
leadership can help mitigate the feeling of exhaustion by motivating the employees by 
giving them more autonomy and room for job crafting to facilitate their workload to their 
needs. Studies have shown that job crafting can enhance both job and personal resources, 
which in turn can boost work engagement and job performance (Demerouti, 2014). This 
leads to the first hypothesis: 
 
Hypothesis 1: Empowering leadership is positively related with in-role job performance 
 
Conscientiousness	and	In-Role	Job	Performance	
This literature study provides a more in-depth exploration of the personality trait 
conscientiousness. Conscientiousness is the personality trait that describes people as 
being reliable, dutiful, determined and well-organised. Personality influences how 
individuals see and evaluate different situations. It refers to the distinct psychological 
characteristics that shape a person's actions, thoughts, and emotions in different 
circumstances and periods (Roberts & DelVecchio, 2000; Roberts & Jackson, 2008). 
Factors related to personality and job context played a role in enhancing employees' 
inherent motivation and their in-role job performance (Joo et al., 2010). Therefore, 
conscientiousness is considered a reliable predictor of various work-related outcomes, 
including job performance (Barrick et al., 2001). Conscientiousness and emotional stability 
are the most dependable indicators of performance in the FFM (Barrick & Mount, 1991; 
Barrick et al., 1993). Conscientiousness ranks as the most significant factor after cognitive 
abilities when predicting job performance (Dudley et al., 2006). In 1991, Barrick and Mount 
assigned the current names to these personality factors, namely 'extraversion', 
'agreeableness', 'conscientiousness', 'emotional stability', and 'openness to experience'.  
 
Until the 1960s, it was difficult to find a comprehensive definition of personality in literature. 
There was no consensus on this concept, leading to much confusion about the exact nature 
of personality and which aspects could be included. The FFM was first presented by Tupes 
and Christal (1961) and Norman (1963), marking a significant shift in the field by identifying 
factors like 'surgency', 'agreeableness', 'dependability', 'emotional stability', and 'culture'. 
The FFM pertains to personality factors discovered through the lexical approach to 
describing personality, which originated from the adjective studies conducted by Galton 
(1884), Baumgarten (1933), and Allport and Odbert, 1936; John et al., 1988). A significant 
benefit of lexical studies, particularly when examining personality structure, is that the 
personality vocabulary mirrors the range of personality traits deemed important by 
speakers of a specific language. This significantly reduces the possibility of researcher bias 
when selecting variables (Ashton et al., 2014).  
 



 

 

Conscientiousness can refer to both being diligent and thorough as well as being guided 
by conscience; it incorporates both meanings (McCrae & John, 1992). People with a high 
level of conscientiousness are usually focused on planning, organising, and executing 
tasks (Barrick & Mount, 1991). According to the research of Connor-Smith and Flachsbart 
(2007), people with high conscientiousness frequently use problem-focused coping 
techniques, which are thought to mitigate the negative effects of job demands or insufficient 
job resources (Baker & Berenbaum, 2007). In fact, teachers who exhibited higher levels of 
emotional stability, extraversion, and conscientiousness were less likely to experience 
burnout (Kim et al., 2019). On the other hand, individuals with low conscientiousness tend 
to be negligent, indifferent, and unorganised, using more energy than required. (Costa & 
McCrae, 1988).   
 
As mentioned before, job performance is a complex concept that reflects the effectiveness 
of employees in carrying out their duties, their proactivity, and their ability to creatively solve 
problems. Some studies suggest that personality, including conscientiousness, serves as 
a personal resource that aids individuals in navigating work challenges effectively 
(Halbesleben et al., 2009). Research shows when a person acts conscientiously, it 
positively affects their job performance (Debusscher et al., 2017). As high 
conscientiousness people are likely to have a flow experience, which is characterised by 
intrinsic motivation and enjoyment while being fully immersed in their activities (Bakker, 
2004). This flow experience significantly enhances their in-role performance because it 
ensures they are fully engaged in tasks that align with the organisation's objectives 
(Demerouti, 2006). This leads to the following hypothesis:  
 
Hypothesis 2: There is a positive relationship between conscientiousness and in-role job 
performance  
 
The	Moderating	Role	Of	Conscientiousness	
Empowering leadership has been recognized to positively impact job performance due to 
enhanced motivation and job satisfaction (Lee et al., 2016; Kim et al., 2018; Biemann et 
al., 2015). However, the impact of leadership on job performance may not be a ‘one size 
fits all’ approach (Lord & Hall, 1992). In the educational sector, this implies that leadership 
for teachers is an individual aspect, as individual differences could play a role in moderating 
the relationship. Conscientious people are more likely to set and achieve higher in-role 
performance, making them especially receptive to leadership styles that promote 
autonomy and responsibility (Dudley et al., 2006). Additionally, conscientiousness is 
generally a good predictor of job performance. However its effectiveness can vary 
depending on the job context and other situational factors (Tett & Burnett, 2003), indicating 
that conscientiousness might enhance the positive impact of empowering leadership (Tett 
& Burnett, 2003). This leads to the final hypothesis: 



 

 

	
Hypothesis 3: Conscientiousness will moderate the positive relation in empowered 
leadership and in-role job performance  
 

Method	
Procedure	and	Sample	
This study collected survey data from schools in Flanders and Brussels, Belgium, at two 
distinct points in time. The Flemish Government, which subsidises most schools in 
Flanders, oversees the organisation of education in the Flemish region (Flemish 
Parliament, 2022). In contrast, education in Brussels is a communal responsibility, with 
both the Flemish and Walloon Communities sharing oversight in the Brussels Region 
(Brussels Region, 2024). This study primarily focuses on public schools. 
 
In this study, a quantitative analysis was undertaken where a total of 879 school leaders 
were contacted and invited to participate in an online survey. The survey’s questions 
addressed current topics such as personnel management, administrative workload, and 
well-being. Among the schools approached, 81 institutions (9.21%) agreed to participate. 
Subsequently, a total of 1,363 questionnaires were sent out via email to participants from 
these schools through Qualtrics on November 13, 2023. Of these questionnaires, 941 were 
completed by respondents at the first time point, leading to a response rate of 69.04%. On 
November 27, 2023, the participants were invited again to fill out the second part of the 
survey. At the second time point, 784 surveys were completed by participants who had 
also completed the initial questionnaire, meaning 57.52% of the original participants 
completed the second questionnaire. The data of the participants were treated according 
to the General Data Protection Regulation (GDPR). All responses were reported 
anonymously to avoid social desirability bias. In the initial survey, participants responded 
to inquiries about the independent variables and moderators. The subsequent survey 
concentrated on the participants' dependent variables. 
 
Most of the respondents were female (72.2%), while the male population (22.4%) 
represented a smaller group, and a proportion of participants (5.5%) chose not to disclose 
their gender. The participants' average age was 41.06 years (Range: 20-66, SD = 11.01) 
and they had approximately 16.44 years of teaching experience (Range: 0-43, SD = 11.07). 
Moreover, the educational degrees of the participants varied, with the majority holding a 
higher education diploma (Bachelor = 66.2%, Master = 24.8%, PhD = 1.0%). A small 
minority reported education at the secondary school level (2.2%), while some participants 
did not provide information about their education level (5.2%). 
 



 

 

Measures	
All items are listed in the Appendix. All variables, except control variables, were measured 
on seven-point Likert-type scales. Unless otherwise specified, responses were made on 
seven-point Likert-type scales ranging from (1) ‘totally disagree’ to (7) ‘totally agree’. The 
independent variable, ‘empowering leadership,’ and the moderator, ‘conscientiousness,’ 
were reported during the first survey. The dependent variable, ‘in-role job performance,’ 
was reported during the second survey. 
 
Data	Analysis		
The data analysis for this study was performed using SPSS 28 (Statistical Package for the 
Social Sciences). To ensure reliable and internal consistent measurement outcomes 
across variables, the study targeted a Cronbach's alpha (α) coefficient exceeding 0.70 
(Gujarati, 2009). If any item fell below this threshold (α < 0.70), two potential courses of 
action were considered: either providing clarity for its use in the analyses or removing the 
construct from further consideration. The current variables required no recoding; however, 
string variables were transformed into numeric variables as a standard procedure. This 
conversion facilitates the creation of dummy variables for subsequent research and 
analysis. 
 
Furthermore, a factor analysis was conducted using principal axis factoring as the 
extraction method. This is to verify whether all surveyed items load onto the same factor. 
Items with a factor loading (λ) below 0.50 on the general factor were excluded from further 
analysis due to the recommendation by Hair et al. (2014), where a cut-off value of (λ< 0.50) 
was employed for this analysis. In line with standard practices, string variables were 
transformed into numeric variables. This proactive step was taken to potentially facilitate 
the creation of dummy variables during the subsequent phases of the research and 
analysis (see Appendix 1. for the items and factor loadings of the survey). 
 
Independent	variable:	Empowering	Leadership	
‘Empowering leadership’ was measured using a perceptual twelve-item scale. This scale 
draws on the methodology outlined by Zhang and Bartol (2010), which was derived from 
the research by Ahearne et al. in 2005. The measure contains questions regarding 
enhancing the meaningfulness of work (e.g., “My principal helps me realise how important 
my work is for the overall effectiveness of the school”), expressing confidence in high 
performance (e.g., “My director often consults me about strategic decisions”),   fostering 
participation in decision making (e.g., “My director believes that I can handle demanding 
tasks”)  and Providing autonomy from bureaucratic constraints (e.g., “My director allows 
me to do my work in my own way”).  
 
No recoding was necessary to ensure that all responses were aligned in the same 
direction. The factor analysis conducted revealed that all items yielded a factor loading (λ) 



 

 

higher than 0.5. As a result, the entire item list was incorporated into the subsequent steps 
of the analysis. 
 
The construct's Cronbach’s Alpha value was calculated to be α = 0.94, surpassing the 
threshold of 0.70, indicating high internal consistency. Before inclusion in the regression 
analysis, the independent variable was averaged and mean-centered. Mean-centering the 
independent variable before including it in regression analysis mitigates multicollinearity 
problems and simplifies the interpretation of regression coefficients (Iacobucci et al., 2015). 
 
Moderator:	Conscientiousness	
The assessment of conscientiousness was carried out using a ten-item scale from Ashton 
and Lee (2009), the creators of the HEXACO-60. This is a concise personality inventory 
designed to evaluate the six dimensions of the HEXACO personality structure model. The 
ten items chosen for this questionnaire were specifically selected to investigate the 
moderator, conscientiousness (e.g., “People often call me a perfectionist”). 
 
Three items needed to be recoded to ensure the responses were aligned in the same 
direction, making it easier to accurately interpret and analyse the data : “When I work on 
something, I don't pay much attention to small details”, “I make decisions based on my 
feelings at the moment rather than on careful thought”, and “While working, I sometimes 
have problems because I am not well organised”. 
 
As described in the data analysis, items below the cut-off factor loading value were 
excluded from this research. Therefore, two items were removed (λ < 0.50): “I often push 
myself very hard when trying to achieve a goal” and “I make decisions based on my feelings 
at the moment rather than on careful thought”. 
 
The Cronbach’s alpha of the moderator (α = 0.78) surpassed the threshold of 0.70, 
indicating a satisfactory level of internal consistency. The moderator was also averaged 
and mean-centered before being included in the regression analysis. 
 
Dependent	variable:	In-Role	Job	Performance		
The assessment of the dependent variable, in-role job performance, was done using the 
seven-item scale by Williams and Anderson (1991). In the original scale, questions were 
filled out by the supervisor. In this questionnaire, however, the teachers assessed 
themselves instead (e.g., “I properly carry out assigned tasks”.). 
 
Recoding was necessary to ensure that all responses were aligned in the same direction 
to facilitate the interpretation of the data: “I neglect aspects of my job that I am obligated to 
perform” and “I fail to carry out essential tasks”. Furthermore, Three items were removed 
(λ < 0.50): “I participate in activities that will have a direct impact on my performance 



 

 

evaluation”, “I neglect aspects of my job that I am obligated to perform”, and “I fail to carry 
out essential tasks”. 
 
The Cronbach’s alpha of the dependent variable was α = 0.88, exceeding the threshold of 
0.70, indicating a high level of internal consistency. The items were scaled and mean-
centered before being added to the regression analysis. 
 
Control	variables			
Control variables were carefully selected to ensure the reliability of the regression analysis. 
Initially, the questionnaire included thirteen control variables. However, to prevent variance 
loss, the number of control variables in the regression was limited to two. The selection 
process involved two methodologies. The first approach examined the correlation between 
the dependent variable, in-role job performance, and the control variables acting as 
independent variables. When statistical significance was present, the second approach 
was conducted, where the variables underwent further investigation through a literature 
review. 
 
The first significant control variable was a permanent position (p < 0.05). This variable was 
assessed by asking participants if they were employed under a permanent contract (yes = 
0, no = 1). A permanent position aims to protect faculty members by guaranteeing job 
security, preserving academic freedom, and assuring a fair process before termination 
(Adams, 2006). In the literature, the performance of teachers largely determines the quality 
of schools (Van Den Ouweland et al., 2016). However, individuals on temporary contracts 
frequently received higher performance ratings from their supervisors compared to those 
on permanent contracts (De Cuyper et al., 2014). 
 
The second highly significant control variable used for the regression model was gender 
(p < 0.01). Meta-analytic results suggest that women typically perform better on the job 
than men, and this difference does not seem to change depending on the percentage of 
women in the organisation (Mackey et al., 2017). 
 
Common	Method	Bias		
Subjective survey data is an effective tool for assessing aspects such as 
conscientiousness, empowering leadership, and in-role performance, which are often 
considered "private experiences." However, this type of data is prone to common method 
bias. Common method bias is a problem that can occur when dependent and independent 
variables are measured within the same timeframe and resources (Richardson et al., 
2009). To mitigate this bias, several precautionary steps were implemented (Podsakoff et 
al., 2012). To begin with, only measures with proven psychometric reliability were used. 
Additionally, participants were invited to take part voluntarily, with the assurance of 
anonymity. Finally, to minimise the potential risk of common method bias, a time-lagged 
survey was conducted with the teachers. 



 

 

Results		
Descriptive	Statistics	and	Correlations	 
Table 1 showcases the descriptive statistics and Pearson correlation coefficients for the 
variables used in the research model. The table represents a correlation matrix between 
the different variables and possible correlations of control variables. These variables 
include the independent variable, empowering leadership; the dependent variable, in-role 
job performance; the moderator, conscientiousness; and the control variables, gender and 
permanent position. All variables, except the control variables, were assessed using a 7-
point Likert scale.  
 
Table 1 indicates that multicollinearity is not present in the data. Multicollinearity is a 
situation that arises when there is a high correlation between independent variables in a 
dataset. According to Gujarati (2009), multicollinearity could become a concern if the 
correlation coefficient (r) exceeds 0.80. However, based on the current data, this does not 
appear to be an issue. 
 
The mean score for empowering leadership is 5.02 (SD = 0.43), implying that the majority 
of employees feel capable of assuming leadership roles. The in-role job performance 
variable has a high mean score of 6.17 (SD = 0.56), suggesting that employees generally 
view their job performance positively. The mean score for conscientiousness is 5.37 (SD = 
0.87), indicating a relatively high presence of this trait among employees. The control 
variable of gender has a mean score of 0.76 (SD = 0.43), showing that the majority of the 
participants were female. The mean for the number of permanently positioned employees 
is 0.20 (SD = 0.40). 
 
From this table, several noteworthy points emerge. Regarding the first hypothesis, a 
moderate positive correlation that is significant was found between empowering leadership 
and in-role job performance (r = 0.171, p < 0.001). This is an initial indication that the 
hypothesis could be confirmed. Another interesting result is the positive significant 
correlation between empowering leadership and conscientiousness, although this 
relationship is very weak (r = 0.09, p < 0.01). This could suggest that personality traits can 
influence how employees respond to empowering leadership behaviours. 
 
The control variable, gender, has a weak and statistically insignificant positive correlation 
with empowering leadership (r = 0.041, p > 0.05). However, there is a moderate positive 
correlation between gender and conscientiousness (r = 0.124, p < 0.001), suggesting that 
women might display higher levels of conscientiousness than men. In a study conducted 
by Schmitt et al. (2008) spanning over 55 nations, it was found that women indicated 
significantly higher levels of neuroticism, agreeableness, extraversion, and 
conscientiousness compared to men. Additionally, gender has a moderate correlation with 



 

 

in-role job performance (r = 0.105, p < 0.01). Although the correlation is statistically 
significant, the value of r = 0.105 suggests that the relationship is relatively weak. 
 
The second control variable, ‘permanent position,’ does not appear to have a significant 
correlation with the other variables. Interestingly, it shows a weak positive correlation with 
empowering leadership (r = 0.046, p > 0.05). Moreover, holding a permanent position 
shows weak negative correlations with both conscientiousness (r = -0.056, p > 0.05) and 
in-role job performance (r = -0.064, p > 0.05). These correlations are also not statistically 
significant, implying that they are not strong enough to be considered meaningful in the 
context of this research.	
 
Table 1.  
Univariate Statistics and Pearson correlations among the variables  
 
Variables		 N	 Mean	 SD	 1	 2	 3	 4	
1.	Gender	a	 883	 0.76	 0.43	 	 	 	 	
2.	Permanent	Position	b	 880	 0.20	

	
0.40	
	

0.016	 	 	 	

3.Empowering	
leadership	

893	 5.02	
	

1.08	
	

0.041	 0.046	 	 	

4.	Conscientiousness	 894	 5.37	
	

0.84	
	

.124***	 -	0.056	 0.09**	 	

5.	In-Role	Job	
Performance		

770	 6.17	 0.56	 .105**	 -0..064	 0.171***	 0.390***	

Note:  
*** p < 0.001; **p < 0.01; *p <0.05 
N = sample size; SD = standard deviation 
a Gender scores were 0 for “female” and 1 for “male” 
b Fixed position scores were 0 for “yes” and 1 for “no” 
 

Hypothesis	Testing	 
Control	Variables		
 
To test the three hypotheses, a linear regression analysis was performed. The results of 
this analysis are presented in Table 2, which includes three different models. In the first 
model, a multiple linear regression was conducted with in-role job performance as the 
dependent variable and the control variables as independent variables. This model is 
significant (F = 5.73, p < 0.01), with 1.2% of the total variance in in-role job performance 
explained by the control variables gender and permanent position (adjusted R² = 0.012). 
 



 

 

Interestingly, only the control variable 'permanent position' has a significant negative 
correlation with in-role job performance (β = -0.09, p < 0.01). This suggests a weak 
negative relationship between respondents holding a permanent position and their level of 
in-role job performance. Specifically, as the number of respondents in a permanent position 
increases, the level of in-role job performance decreases by 0.09 on a 7-point Likert scale. 
This finding is somewhat counterintuitive, as one might expect permanent employees to 
perform better due to job security and organisational commitment. However, it is possible 
that temporary employees may feel a greater need to prove themselves, leading to higher 
performance levels. Despite this, the predictive power of this control variable is relatively 
low. On the other hand, the results indicate that gender has a positive but non-significant 
relationship with in-role job performance (β = 0.14, p > 0.05), suggesting that gender does 
not play a significant role in determining job performance in this sample. 
  
In the second and third models, the variable 'permanent position' does not exhibit a 
significant negative impact on in-role job performance (β = -0.08, p > 0.05). Furthermore, 
gender continues to lack a significant influence in the second and third models. 
	
First	Hypothesis		
In the second model, the main effects of empowering leadership and conscientiousness 
are introduced. Both variables are positively and significantly related to in-role job 
performance (F = 40.13, p < 0.001). Empowering leadership and conscientiousness 
explain 17% of the total variance in the dependent variable 'in-role job performance' 
(adjusted R² = 0.170), while controlling for the gender of the respondents and whether or 
not they have a permanent position. There is a weak positive correlation between 
empowering leadership and in-role job performance (β = 0.07, p < 0.01). This means that 
for every one-point increase in empowering leadership (on a 7-point Likert scale), there is 
a corresponding increase of 0.07 in in-role job performance (also on a 7-point Likert scale). 
This indicates that higher levels of empowering leadership are associated with a better 
perception of job performance, supporting the notion that leadership styles that promote 
autonomy, participation, and skill development can enhance employee performance. As a 
result, the first hypothesis is validated. 
 
Second	Hypothesis		
Conscientiousness also has a strong positive relationship with in-role job performance (β 
= 0.25, p < 0.01). This means that in-role job performance increases by 0.25 on the 7-point 
Likert scale for every one-point increase in conscientiousness. A higher degree of 
conscientiousness is associated with an increase in respondents' in-role job performance. 
Consequently, the second hypothesis is also confirmed, suggesting that employees who 
are more diligent, responsible, and organised tend to perform better in their roles. 
 



 

 

Third	Hypothesis	
The third model incorporates all individual variables, along with the interaction between the 
mean-centred independent variable 'empowering leadership' and the mean-centred 
moderator 'conscientiousness' as a predictor. This model is also significant (F = 33.57, p < 
0.001) and accounts for 17.6% of the total variance in the dependent variable (adjusted R² 
= 0.176). The variability in Model 3 exhibits a slight increase relative to Model 2, suggesting 
that Model 3 provides a better explanation of in-role job performance. This implies that the 
interaction term adds some additional explanatory power to the model. While the 
improvement from Model 2 to Model 3 is not large, it remains significant enough to be 
noteworthy. 
 
The third hypothesis suggests that conscientiousness moderates the relationship between 
empowering leadership and in-role job performance, making the relationship stronger 
when conscientiousness is high. The interaction term is negatively related to in-role job 
performance (β = -0.05, p < 0.05), suggesting that the positive effects of empowering 
leadership on job performance are somewhat diminished for employees with higher levels 
of conscientiousness. To interpret this interaction effect, the slopes for low and high values 
of conscientiousness were plotted, as shown in Figure 3. The significant correlation 
between empowering leadership and in-role job performance was stronger for those with 
lower scores on conscientiousness. Confirming the existence of a moderation effect, 
however it is not in the anticipated direction; hence, the third hypothesis is not confirmed. 
 
	

Note:  
* p < 0.05 
** p < 0.01 
*** p < 0.001 
a N =784   
 	

Table	2	
Results	of	Linear	Regression	Analyses	
	 	 In-Role	Job	Performance		 	
	 	 	 	
Models	and	variables		 Model	1	 Model	2	 Model	3	
1	 Gender	 0.14	 	 0.06	 0.06	
	 Permanent	Position	 -0.09**	 	 -0.08	 -0.08	
2	 Empowering	leadership		 	 	 0.07**	 0.08**	
	 Conscientiousness	 	 	 0.25**	 0.25**	

3	 Empowering	leadership	X			
Conscientiousness	 	 	 	 -0.05*	

	 ∆𝑅!	 0.02*	 	 0.17**	 0.01*	
	 𝐴𝑑𝑗𝑢𝑠𝑡𝑒𝑑	𝑅!	 0.01	 	 0.17	 0.18	



 

 

Figure 4  
The	moderating	role	conscientiousness	on	the	Empowering	Leadership	-	In-Role	Job	Performance	
relationship	
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Discussion		
 
Many Western countries, including Belgium, grapple with the problem of teacher shortages. 
The shortage stems from various reasons, including general labour market shortages, high 
teacher turnover rate, decreasing social status of the job and high levels of stress. 
Teaching is known to be a stressful profession as they are increasingly under pressure due 
to administrative burdens and high workloads.  
 
In this research, the data indicates that the average age of participants is 41, with an 
average teaching experience of 16 years. This aligns with the introduction, which 
highlighted that one of the main causes of school shortages is the significant number of 
teachers leaving the profession within the first five years to pursue different career paths 
(Ingersoll, 2001, 2003; Van Eycken et al., 2022). This underscores the need for HRM to 
focus on reducing the high turnover rate within primary and secondary schools. 
 
The impact of teaching on burnout and emotional exhaustion has been extensively studied 
in the academic world through the JD-R model (De Witte & Iterbeke, 2022; Dicke et al., 
2018; Hakanen et al., 2006; Y. H. Lee, 2017; Skaalvik & Skaalvik, 2009, 2011, 2015). 
Excessive job demands can lead to burnout, whereas high job resources can enhance 
work engagement, which is considered the positive counterparty of burnout (Schaufeli & 
Bakker, 2004). 
 
The JD-R model can eventually help mitigate burnout. This is because it assists 
organisations in identifying job demands and job resources that affect HR outcomes 
(Bakker & Demerouti, 2018). Therefore it is crucial for HRM to focus on improving job 
resources to contribute to the effectiveness of teams. Stressing the need for HRM to focus 
on mitigating the high turnover rate within primary and secondary schools.  
 
Previous studies using the JD-R model have discovered a positive relationship between 
leadership and in-role job performance (Tummers & Bakker, 2021). However, the 
underlying mechanisms that explain why in-role job performance responds to empowering 
leadership is not a generalizable mechanism (Lord & Hall, 1992), as certain personality 
traits become more significant in particular contexts (Tett & Burnett, 2003). The aim of this 
master's thesis was to explore some of these potential underlying mechanisms, specifically 
focusing on conscientiousness, a particular personality trait shown to be a reliable predictor 
of various work-related outcomes such as job performance (Barrick et al., 2001). To do so, 
three hypotheses were set up to analyse the interaction between empowering leadership, 
in-role job performance and conscientiousness.  
 
Previous research has demonstrated that empowering leadership can positively influence 
in-role job performance, as shown through the JD-R model (Tummers & Bakker, 2021). 
When leaders empower their teams, they create a supportive environment by providing 



 

 

resources, demonstrating persistence, and offering help and encouragement (Spreitzer, 
2008). According to Bakker and Demerouti (2007), these resources are essential for 
improving employee well-being and reducing the risk of burnout.  
 
The first hypothesis posited a positive relationship between empowering leadership and in-
role job performance. The correlation analysis revealed a weak positive correlation 
between empowering leadership and in-role job performance suggesting that while there 
is a statistically significant relationship, the effect size is small. Similarly, the linear 
regression model, which was statistically significant, showed that empowering leadership 
and conscientiousness together explain 17% of the variance in in-role job performance. 
The weak correlation suggests that while empowering leadership can enhance job 
performance, this is in line with the existing literature. However, other factors likely play a 
more substantial role. Conscientiousness also emerged as a significant predictor, 
indicating that personality traits can influence how employees respond to leadership styles. 
Although the significance is weak, the interaction supports the idea that leadership styles 
can be related to employees' personality traits. Empowering leadership might create an 
environment that encourages conscientious behaviour, such as diligence, responsibility, 
and attention to detail. However, the weak significance implies that the interaction is 
complex and likely influenced by multiple factors. More in-depth research is therefore 
required. 
 
The second hypothesis looked into the relationship between consciousness and in-role job 
performance, which was also confirmed. Employees who score higher on 
conscientiousness are likely to be more organised, dependable, and motivated to achieve 
their work goals, which translates into better performance in their roles. This aligns with 
existing literature that has consistently found conscientiousness to be one of the most 
reliable predictors of job performance across various contexts and job types.  
 
The results of the third hypothesis revealed that conscientiousness acts as a moderator 
between empowering leadership and in-role job performance but not, however, in the 
expected direction. Therefore, the third hypothesis was not confirmed. The finding that the 
interaction between empowering leadership and conscientiousness negatively impacts job 
performance for highly conscientious employees suggests that a one-size-fits-all approach 
to leadership may not be effective. As a result, the significant interaction effect indicates 
that empowering leadership is more beneficial for employees with lower levels of 
conscientiousness. This could indicate that for employees with high conscientiousness, 
alternative leadership styles that focus on other motivational factors might be more 
effective.  
 
This research adds to the academic literature by clarifying the relationship that explains 
how empowering leadership influences in-role job performance through a personality 
factor. This research contributes to the academic literature by clarifying how empowering 



 

 

leadership affects in-role job performance through a specific personality factor. The study's 
overarching goal was to explore how human resource management (HRM) can enhance 
team and organizational effectiveness by examining the question: "How does 
conscientiousness moderate the impact of empowering leadership on in-role job 
performance? 
 
Research	Limitations	and	Future	Directions		
One of the strengths of this master's thesis is that the results are derived from the 
responses of participants from 81 different schools in primary and secondary education. If 
the results were based on just a single school, it could lead to a skewed perspective. 
However, it is important to note that the respondents are predominantly women, reflecting 
the general teaching population in Belgium, which could potentially influence the findings. 
This is a limitation of the study regarding the general applicability of the sample. The 
sample used in this research may not be representative of the broader population as it only 
examined the moderating role of conscientiousness in the educational sector, limiting the 
external validity of the findings. Future studies should consider using a more diverse and 
representative sample and study the variables in different industries to enhance the 
generalisability of the results. 
 
A second limitation of this master's thesis is that the results were derived from a cross-
sectional study. Consequently, the causal relationships identified should be interpreted 
with caution. This study merely indicates that these relationships existed at a specific 
moment in time. Therefore, a longitudinal study could serve as a valuable complement to 
this research. Such an approach would allow for the examination of how empowering 
leadership and in-role job performance fluctuate following different personality types. 
 
Furthermore, given that this research relied on self-reported data, there is a risk of common 
method bias (Richardson et al., 2009). The several steps to mitigate common method bias, 
suggested by Podsakoff et al. (2003), were applied (i.e., measure with well-established 
psychometric properties, encourage voluntary participation and collect data through time - 
lagged surveys). Another potential bias is social desirability bias. To address this potential 
bias, respondents were assured that their responses would be processed entirely 
anonymously. When respondents were asked to evaluate their supervisors on integrity, 
there was a risk that they might not answer these questions honestly. Despite the 
guarantee of complete anonymity, the possibility that respondents answered these 
questions in a socially desirable manner, out of fear that their supervisors might see their 
responses, cannot be entirely excluded. 
 
Lastly, the relationship between empowering leadership and job performance has been 
examined solely in terms of the positive impact of leadership on job performance, based 
on the model from Tummers and Bakker (2021). This limited perspective may fail to 



 

 

consider potential negative or neutral effects, along with other contributing factors, resulting 
in an incomplete understanding of the dynamics between leadership and job performance. 

Conclusion	 
 
This research aimed to enhance the understanding of the JD-R model within the primary 
and secondary school system by examining empowering leadership as a job resource. A 
positive relationship was found between empowering leadership and in-role job 
performance in the educational sector, validating existing literature on the subject. 
Specifically, this indicates that leadership methods for teachers not only impact their work 
but also their perception of their job performance. When schools adopt empowering 
leadership strategies, such as job crafting to enhance motivation, it leads to increased 
employee satisfaction (Thun & Bakker, 2018; Tummers & Bakker, 2021). For instance, 
satisfied employees exhibit higher productivity and positively influence the school by 
reducing intentions to leave (Y. H. Lee, 2017). Thus, in the educational sector, empowering 
leadership can be a tool for creating satisfied teachers, leading to higher in-role job 
performance and numerous benefits for the school, the teachers, and the quality of student 
learning. 
 
Furthermore, this research found that the personality of teachers plays a significant role in 
how they experience empowerment in their leadership roles. Teachers who are high in 
conscientiousness benefit less from leadership empowerment than those with low 
conscientiousness. This suggests that when HRM practices are implemented to enhance 
teacher performance and mitigate high turnover rates, leaders need to consider that 
personality influences teachers' perceptions of their job performance. 
 
	 	



 

 

Appendix	

Questionnaire Items: Appendix 1.  
   

Items and Factor Loadings 
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EMPLE1_L1 My director helps me understand how my objectives 
and goals relate to those of the school. 

  
0.797     

EMPLE2_L1 My director helps me realise how important my work 
is for the overall effectiveness of the school. 

 
0.838   

EMPLE3_L1 My director helps me understand how my job fits into 
the bigger picture. 

 
0.830   

EMPLE4_L1 My director makes many decisions together with me.  0.799   

EMPLE5_L1 My director often consults me about strategic 
decisions. 

 
0.721   

EMPLE6_L1 My director asks for my opinion on decisions that 
could affect me. 

 
0.793   

EMPLE7_L1 My director believes that I can handle demanding 
tasks. 

 
0.575   

EMPLE8_L1 My director believes in my ability to improve, even 
when I make mistakes. 

 
0.733   

EMPLE9_L1 My director expresses his confidence in my ability to 
perform at a high level. 

 
0.774   

EMPLE10_L1 My director allows me to do my work in my own way.  0.627   

EMPLE11_L1 
My director ensures that I can do my work more 
efficiently by keeping the rules and regulations 
simple. 

 
0.710   

EMPLE12_L1 My director ensures that I can make important 
decisions quickly to meet the needs of the students. 

 
0.772   

PER_CO1_L1 I plan ahead and organise things to prevent having to 
arrange things at the last minute. 

 
 0.515  

PER_CO2_L1 I often push myself very hard when trying to achieve 
a goal. * 

 0.420  

PER_CO3_L1 When I'm working on something, I don't pay much 
attention to small details. [REVERSED] 

 
 0.578  

PER_CO4_L1 I make decisions based on my feelings at the 
moment rather than careful thought. [REVERSED] 

* 
 0.413  



 

 

 
 
 	

PER_CO5_L1 While working, I sometimes have problems because 
I'm not well organised. [REVERSED] 

 
 0.629  

PER_CO6_L1 I only do the minimum amount of work needed to get 
by. [REVERSED] 

 
 0.526  

PER_CO7_L1 I always try to be accurate in my work, even if it takes 
more time. 

 
 0.544  

PER_CO8_L1 I make a lot of mistakes because I don't think before I 
act. [REVERSED] 

 
 0.556  

PER_CO9_L1 People often call me a perfectionist.  
 0.574  

PER_CO10_L1 I'd rather do what comes to mind than stick to a plan. 
[REVERSED] 

 
 0.559  

IRP1_L2 I carry out assigned tasks properly.  
  0.688 

IRP2_L2 I fulfil the responsibilities listed in my job description.  
  0.821 

IRP3_L2 I perform the tasks that are expected of me.  
  0.876 

IRP4_L2 I meet the formal performance requirements of my 
job. 

 
  0.800 

IRP5_L2 I participate in activities that will directly impact my 
performance evaluation. 

* 
  0.474 

IRP6_L2 I neglect aspects of my job that I am obliged to 
perform. [REVERSED] 

* 
  0.482 

IRP7_L2 I fail to perform essential tasks. [REVERSED] *   0.401 
* These items were removed from further analyses (λ < .50)       
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