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ABSTRACT

The aim of this study is to explore the role of workplace social capital (WSC), a
construct that encompasses trust, reciprocity and organizational network, as an
important resource at the organizational-level of analysis that interacts with other
resources at the task-level in determining employee job performance. Based on job
demands-resources (JD-R) theory, we hypothesized that WSC strengthens the
positive relationship between job resources (i.e., job autonomy, colleagues’ social
support and performance feedback) and both in-role and extra-role job
performance. Five-hundred forty-seven employees nested within 115 organizations
participated in the study. Multilevel analyses revealed that extra-role job
performance was higher when both task-level resources and WSC were high. The

moderating effect of WSC on the link between task-level resources and in-role

Aristotle University of L. .

Thessaloniki performance was not supported. These findings highlight the role of WSC as an
AUTH Campus, Thessaloniki important organizational resource and contribute to JD-R theory by showing that
GR-54124 ’ ’ resources from different levels of analysis reinforce one another in explaining job

atsounis@psy.auth.gr performance.

Employees’ work performance is crucial to the success and overall performance of their organization
(Janardhanan et al., 2020; Katz & Kahn, 1978). As a result, the research interest regarding predictors of employee
performance and the mechanisms through which it can be enforced is ongoing. According to job demands-
resources (JD-R) theory (Bakker et al., 2023), job resources are the key antecedents of job performance as they
equip employees with the tools to achieve their goals and motivate them to succeed (Demerouti et al., 2001). This
-so called- motivational process of JD-R theory (Bakker et al., 2023) has received systematic empirical support
(Bakker et al., 2004; Bhatti et al., 2018; Kim, 2017). However, despite the original definition recognizing job
resources at different levels of analysis (e.g., organizational-, task-level; Demerouti et al., 2001), research so far
has largely overlooked their multilevel function. This is an important gap in the literature because recent
advancements in JD-R theory (Demerouti & Bakker, 2023) suggest that the motivating potential of a resource at
one level of analysis may be amplified, when resources at another level of analysis are also available. Yet, the
empirical evidence for the so-called reinforcement proposition remains limited (for a review see, Xanthopoulou
& Bakker, 2021). Existing studies examine the interplay of resources either at the task-level or the team-level.
For example, Ahmed et al. (2022) found that workplace inclusion strengthens the positive relationship between
workplace dignity and employee performance. Likewise, Wei et al. (2018) showed that leader competency
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enhances the positive association between authentic leadership and work engagement, which in turn boosts job
performance. However, prior research has largely neglected the interactive effects of resources from different
levels of analysis (i.e., task-level, organizational-level).

To this end, the current study tests whether job resources at the organizational- and the task-level of analysis
interact and reinforce one another in explaining in-role (i.e., accomplishment of formal tasks and responsibilities;
Williams & Anderson, 1991), and extra-role performance (i.e., altruistic behaviors that do not constitute formal
job requirements; Organ, 1988). Specifically, we explore the role of workplace social capital (WSC) that concerns
employees’ shared perceptions of trust, reciprocity and networking opportunities (Tsounis et al., 2023) as a key
organizational-level resource, together with that of relevant, task-level resources (i.e., autonomy, colleague
support and performance feedback) in better understanding job performance. Based on the reinforcement
proposition of JD-R theory (Demerouti & Bakker, 2023), we expect that job autonomy, performance feedback and
colleague support will relate positively with both in-role and extra-role job performance, with this relationship
being stronger in conditions of higher (vs. lower) WSC.

With this study we contribute to the literature in the following ways. First, we validate the -recently
introduced- reinforcement proposition of JD-R theory (Demerouti & Bakker, 2023) by testing the interaction of
job resources at different levels of analysis in explaining job performance. This is important for two key reasons.
It acknowledges that resources at different levels of analysis work simultaneously in shaping employee behavior,
and it highlights an additional psychological mechanism in how resources on different levels influence job
performance. Specifically, resources not only have a direct motivating effect, but they also interact, with one
amplifying the impact of the other. From a theoretical perspective, this suggests that job resources can become
more powerful when they exist within a broadly resourceful environment. Practically, it underscores the need
for an abundance of resources at all levels within an organization to maximize employee performance.

Second, we contribute to the literature on WSC by further establishing its role as a vital resource at the
organizational-level of analysis. WSC represents employees’ shared beliefs about their organization’s trust,
reciprocity and network connections, both among peers at the same hierarchical level and among employees
across different levels or organizations (Tsounis et al., 2023). As an organizational-level resource, WSC
encompasses cognitive (i.e., trust and reciprocity) and structural (i.e., social networking) aspects across
hierarchical levels (i.e., peer-to-peer and employee-supervisor relationships) within and beyond the organization.
Due to these functions, it provides access to resources and enhances the potential of existing ones, ultimately
facilitating job performance. However, empirical evidence on the WSC-performance link remains limited and
contradictory, with some studies supporting a positive relationship (Clausen et al., 2019; Tsounis et al., 2023)
and others finding no significant association (Huang et al., 2021). Furthermore, prior research has mainly
examined WSC in relation to in-role performance (Clausen et al., 2019; Ghorbanzadeh et al., 2023; Huang et al.,
2021), despite its elements being highly relevant for promoting citizenship behaviors in the workplace (Ko et al.,
2018). To fully understand WSC’s role as a resource, it is crucial to assess its impact across different performance
dimensions and explore its interaction with other job resources. This study contributes to the literature by
examining whether WSC directly relates to different job performance facets and, more critically, whether it

amplifies the motivational potential of other available resources.
Resources at different levels of analysis and job performance

According to JD-R theory (Bakker et al.,, 2023; Demerouti et al., 2001), job resources are those physical,
psychological, and/or organizational job aspects that contribute to goal achievement, reduce the physiological
and psychological costs that associate with job demands, and stimulate personal growth. In line with this
definition, job resources can be found at different levels of analysis such as the organizational-level (e.g., WSC;
organizational justice), the team-level (e.g., transformational leadership) and at the task-level (e.g., autonomy,
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feedback etc.; Xanthopoulou & Bakker, 2021). Indeed, irrespective of the level that they are located at, job
resources are the key drivers of job performance because they motivate employees to invest effort at work
(Demerouti et al., 2001). According to the motivational process of JD-R theory (Bakker et al., 2023), job resources
function as both intrinsic and extrinsic motives. As intrinsic motivators, they contribute to the fulfillment of basic
human needs, such as competence and relatedness. For example, feedback may foster learning and growth, while
social support may satisfy the sense of belonging. As extrinsic motivators, they may enable employees to achieve
their goals at work and perform better. For example, performance feedback may increase the likelihood of
achieving work goals by fostering the willingness of being successful (Demerouti & Bakker, 2011).

In the current study, we focus on resources at the level of the task (i.e., autonomy, colleague support and
feedback) and at the level of the organization (i.e., WSC) to investigate their role for in-role and extra-role
performance. Job autonomy (i.e., the degree of freedom and discretion employees have in carrying out their work;
Hackman & Oldham, 1976) allows employees to experience meaningfulness and responsibility by providing a
sense of psychological ownership (Hackman & Oldam, 1976). Hence, autonomy motivates employees to exert
greater effort in their work-related tasks and perform better (Cropanzano & Mitchell, 2005; Ryan & Deci, 2000).
Similarly, when employees have the autonomy to organize their own work, they may go beyond typical work task
accomplishments (Wrzesniewski & Dutton, 2001), in exchange for the availability of autonomy (Bakker et al.,
2004). Performance feedback (i.e., the availability of information regarding one’s performance provided in a
constructive way; Voydanoff, 2004) allows employees to understand task-related errors and specific goal-related
behaviors (Steelman et al., 2004), while it can also enhance role clarity and goal orientation, resulting in better
in-role (Rasheed et al., 2015) and extra-role performance outcomes (Whitaker & Levy, 2012). Finally, supportive
colleagues provide instrumental and emotional support and increase employee’s capacity to perform their work
tasks (Jolly et al., 2021). Indeed, evidence from previous studies confirms the positive relationship between
colleague support and both in-role (Amarneh et al., 2010) and extra-role performance (Pohl et al., 2022). In this
study, the selection of the aforementioned task-level job resources was both theoretically and empirically
grounded. First, our decision was guided by their prominence in the literature, as they are among the most
frequently examined and well-established job resources (Hakanen et al., 2024), which highlights their relevance
for employee motivation. Our choice was further informed by empirical evidence underscoring the importance
of these task-level resources for employee motivation. Specifically, the meta-analysis by Halbesleben (2010)
identified feedback—followed by autonomy—as having the strongest correlations with vigor and dedication.
Moreover, meta-analyses have established social support as a key motivational predictor (Crawford et al., 2010;
Christian et al., 2011).

WSC is considered an organizational-level resource, as it reflects employees’ shared perceptions of their
organization (Tsounis et al., 2023). In terms of its nature as a resource, WSC can be distinguished along two
dimensions: cognitive versus structural, and bonding versus bridging. Trust (i.e., beliefs that organizational
members do not willingly harm others and act honestly; Newton, 2001) and reciprocity (i.e., mutual support
exchanges; Torche & Valenzuela, 2011), constitute the cognitive aspect of WSC, while social networking (i.e., the
quality of social relationships within the organization, and the opportunities to expand the professional network
beyond the organization) refers to the structural aspect of WSC (Harpham et al., 2002; Tsounis & Xanthopoulou,
2024). The bonding/bridging distinction refers to the closeness of linkages and the direction of social action, with
the former referring to closer connections between peers in a homogeneous group (i.e., colleagues) with inward
direction, and the later to more distant connections between individuals from different levels of hierarchy (e.g.,
supervisors and employees), with organizationally outward direction (Kreuter & Lezin, 2002).

WSC can be perceived as a relevant organizational resource for employee motivation and job performance.
Research has shown that WSC can promote work engagement and personal development among employees

(Fujikawa et al., 2024; Fujita et al., 2016; Meng et al., 2018), it can buffer the negative effects of workload (Oshio
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et al., 2014) and emotional demands on stress (Pihl-Thingvad et al., 2022), while several studies support WSC’s
positive relation to goal achievement and performance at work (Clausen et al., 2019; Ghorbanzadeh et al. 2023).
Although the cognitive aspects of WSC (e.g., reciprocity) share similarities with task-level job resources (e.g.,
social support), WSC goes beyond specific task-related resources by encompassing both structural and cognitive
dimensions, as well as relationships within and beyond the organization (i.e., bonding and bridging WSC). As an
organizational-level resource, WSC provides additional value by capturing intra-organizational network
extension (e.g., the presence and extent of social relationships among colleagues), opportunities for network
expansion (e.g., collaboration between organizations), and network quality (e.g., trust and reciprocity) across
two hierarchical levels (i.e., between colleagues and between employees and supervisors; Tsounis et al., 2023).
Importantly, WSC reflects these factors as shared beliefs that define the overall organizational climate, rather
than being limited to within-team or leader-subordinate interactions. For instance, while colleague support
represents functional or emotional assistance among team members, reciprocity at the organizational level

functions as a broader norm that simultaneously influences both bottom-up and top-down processes.
The reinforcing proposition

Resources at different levels of analysis have, typically, been studied separately. However, examining their
interplay is theoretically important because it better captures workplace reality. Namely, resources at different
levels of analysis do not operate in isolation; rather, they are allocated simultaneously, which means that they
may also interact in explaining organizational outcomes (Xanthopoulou & Bakker, 2021). According to JD-R
theory (Demerouti & Bakker, 2023), organizational, job, personal and condition resources may interact with one
another in explaining employee motivation. These interaction effects can either take the form of reinforcement,
where the positive effect of one type of resource on motivational outcomes is exacerbated (boosted) when other
resources are also available, or substitution, where the effect of one resource on motivational outcomes is
diminished, when another resource is available. The exacerbation proposition happens because resources
multiply to reinforce their advancement, while in the case of substitution the presence of multiple resources make
outcomes less dependent on a single resource (Demerouti & Bakker, 2023). Although resources may function as
either reinforcers or substitutes on the motivational process, the present study examines the reinforcement
mechanism. Given the study focus on resources at different levels of the organization, it is important to
understand whether the synergistic advantage is not merely derived from the presence of multiple resources, but
also from their alignment across hierarchical levels. In this context, we argue that when autonomy, performance
feedback and social support from colleagues (i.e., task-level resources) are high, but also WSC (i.e., organizational
level resource) is high, the beneficial potential of these resources will be boosted resulting in better performance
at work.

The boosting effects of WSC can be evoked by both its structural and cognitive facets, since these capture
both closer and more distant connections (i.e., bonding and bridging WSC). Initially, employees have a greater
potential to use their autonomy to further advance their capacity to perform in an open and supportive
environment such as one with higher WSC. For example, when colleagues and the management trust employees,
employees can make better use of their decision latitude regarding the order of completing their tasks; also, when
they can rely to others for receiving support, they may feel more safe to manage these tasks (Lauring &
Kubovcikova, 2022). Meanwhile, when network connections within and outside the organization are strong,
employees may make better use of the available autonomy by developing collaborations. Under these
circumstances, the positive effects of autonomy on performing one’s formal job tasks (i.e., in-role performance)
but also on engaging in non-formal tasks that contribute positively to the organization (i.e., extra-role
performance) may be more effective. Moreover, fostering a sense of belonging within the organization may
further enhance employees' engagement, motivating them to contribute more actively to the achievement of
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organizational goals. As a result, employee performance may extend beyond the completion of standard job-
related tasks to include organizational citizenship behaviours (i.e., extra-role performance; Ko et al., 2018).

Similarly, higher WSC may add value to performance feedback. In an organization with higher WSC, the
availability of information regarding performance may be utilized more effectively, since employees may orient
their future goal achievement in an environment of trustfulness and reciprocity; also, by taking advantage of
networking connections inside and outside of the organization, employees can achieve higher in-role
performance (Korman, 2001). Next to the accomplishment of official work tasks, higher WSC levels may drive
extra-role performance, particularly when task-level resources are also available. When reciprocity and trust—
both positively linked to citizenship behaviors (Gervasi et al., 2022; Singh & Srivastava, 2016) — characterize an
organization, employees are more likely to interpret performance-related information in a positive and
constructive manner. In such an environment, higher WSC can enhance the beneficial impact of feedback,
reinforcing its role as a driver of in-role and extra-role performance. Also, feedback becomes more relevant for
extra-role performance in organizations that have a strong network because using feedback to develop extra-role
activities may be beneficial not only for the organization but also for the whole network of organizations.

Social support from co-workers may facilitate employees to perform. However, employees can make a better
use of their colleague support in an organization with higher WSC. Trust and reciprocity contribute to a more
stable and enduring climate of support within the organization (Bowling et al., 2005). As a result, positive social
exchanges in an environment of trust and mutual support can be amplified. Similarly, opportunities to access
additional resources through the organization's collaborations (i.e., bridging/network WSC) can further enhance
supportiveness during task completion, ultimately leading to improved in-role performance. Likewise, trust,
reciprocity, and strong network interactions both within and beyond the organization can strengthen social
cohesion in the workplace (Halbesleben & Wheeler, 2015; Hauser et al., 2016). Under these conditions, the
positive effects of colleagues' support on organizational citizenship behaviors can also be amplified because
employees, who receive support from different levels within and beyond the organization, will be more willing
to reciprocate with extra-role performance (Li et al., 2017). Considering the above, we put forward the following
two hypotheses:

Hypothesis 1: WSC will moderate the positive relationship between job autonomy (H1a), performance feedback
(Hib) and colleague support (Hic), on the one hand, and in-role job performance, on the other hand. This
relationship will be stronger (vs. weaker) for employees who work in organizations with higher (vs. lower) WSC.

Hypothesis 2: WSC will moderate the positive relationship between job autonomy (H2a), performance feedback
(H2b) and colleague support (H2c), on the one hand, and extra-role job performance, on the other hand. This
relationship will be stronger (vs. weaker) for employees who work in organizations with higher (vs. lower) WSC.

The theoretical framework and the study hypotheses are depicted in Figure 1.
Method

Participants and Procedure

Employees from various organizations in Greece were invited to participate in the study. Almost half were social
and mental health-care organizations, while the rest included primary and secondary schools, hospitals,
commercial stores and restaurants. Employees were approached through snowball sampling. Participants were
informed about the study aims and procedure and were reassured for the anonymity and confidentiality of the
data. Those interested in participating received a pre-paid envelope with a paper-and-pencil questionnaire, which
were completed and returned to the first author. The final sample consisted of 547 employees nested within 115

organizations (average N of employees per organization = 4.76; response rate = 81%). Since most organizations
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included in the study (100 from 115) were relatively small (up to 10 employees), the sample per organization can
be considered quite representative for each organization. Most participants were women (76.2%), and their
mean age was 43.55 (SD = 8.33) years. Thirty-two percent were social service employees (mainly psychologists
and social workers), 19.9% were teachers in primary and secondary schools, 8.6% were administrative staff,
4.8% were nurses and 2.6% physicians. Most participants (36.7%) held a university degree, and 31.6% a
master’s degree. Their average job tenure was 12.28 (SD = 7.97) years, and they were working on average 36.45
(SD = 7.97) hours per week.

Figure 1. The study model

Workplace Social
Capital

Organization
Employee

Job In-Role Job
Autonomy /e Performance

Performance
Feedback

Extra-Role Job
Performance

Colleagues

Support

Main effectS: cerrereecececececeecrmraeeeennns

Interaction effects:

Measures

Workplace Social Capital was measured with the 24-itemWorkplace Social Capital Inventory (WoSCi; Tsounis
et al., 2023). WoSCi evaluates structural (i.e., network) and cognitive (i.e., trust, reciprocity) WSC at the bonding
(11 items) and the bridging (13 items) level. Example items for bonding WSC are: “In the organization where I
work, we trust information that comes from colleagues.” (trust), “...colleagues support each other even if they
are not asked.” (reciprocity), and “...employees develop and participate in common actions (e.g., organizing
events, excursions) also outside of the workplace.” (network). Example items for bridging WSC are: “In the
organization where I work, employees can trust information from the management (or the supervisor).” (trust),
“...employees feel that the management (or the supervisor) will support (stand by) them if needed.” (reciprocity)
and “The organization where I work prioritizes the development of partnerships with other organizations”
(network). All items were scored on a 5-point scale ranging from (1) “fully disagree” to (5) “fully agree” (o = .94).
Since WSC is an organization-level resource, we estimated whether individual evaluations regarding
organization’s WSC could be aggregated at the organizational level. Values > .70 for rwg index, < .80 for average
deviation (AD) index and at least .12 for intra class correlation coefficient (ICC) permit aggregation (LeBreton &
Senter, 2008). Given that the values for both inter-rater agreement (rwg = .95; AD = .46) and inter-rater
reliability (ICC = .17) were acceptable, individual-level assessments of WSC were aggregated at the

organizational-level.
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Job Resources were assessed with scales used by Bakker et al. (2004). Job autonomy was measured with three
items such as “I can decide myself how I execute my work” (a = .66). Performance feedback was measured with
three items such as “I receive sufficient feedback about the objective of my work” (a = .82). Colleague support
was measured with three items such as “I can ask my colleagues for help, if necessary” (a = .82). Items from all
scales were scored on a 5-point scale, from (1) “never” to (5) “always”.

Job Performance was assessed with six items from the scale of Googman and Svyantek (1999). Three items such
as “I achieve the objectives of my job” measure in-role job performance (o = .88) and three items such as “I help
colleagues when returning at work after a period of absence” measure extra-role job performance (a = .61). Items
were scored on a six-point scale ranging from (1) “never” to (6) “always”.

Strategy of analysis

Our data followed a multilevel structure, where employees (level 1) nested within organizations (level 2). First,
we calculated intra-class correlations for the dependent variables, which indicates the amount of variance
attributed at the organizational-level of analysis. This was 9% for in-role and 5% for extra-role performance.
Moreover, the design effects (deff) were 1.23 and 1.03, respectively (i.e., lower than the proposed cut-off of 2 (or
1.5). Despite the low ICCs and deffs, we found that a two-level null model (i.e., with the intercept as the only
predictor) fit the data better than a one-level null model both for in-role performance [Ax2(1) = 9.476, p < .001]
and for extra-role performance [Ax2(1) = 2.667, p < .01], indicating the appropriateness of multilevel analyses
to test the study hypotheses. Importantly, Nezlek (2008) argues that when a meaningful nested hierarchy exists,
multilevel modeling is recommended. This is because, even if all variables of interest exhibit no between-group
variance, one cannot assume that the theoretical relationships among these variables are invariant across groups.
Hence, we conducted multilevel analyses, using the MLwiN software (Charlton et al., 2020). Each hypothesized
moderating effect was tested in a separate analysis to avoid multicollinearity issues. To test cross-level interaction
effects, we set the slopes of the different task-level resources to vary randomly. Random slopes capture the
relationships between independent and dependent variables across different groups when we expect variation
across these groups (Hox et al., 2017), which is the case when testing cross-level moderation. WSC was grand-
mean centered (i.e., centering was made around the mean across all groups), while task-level resources (i.e., job
autonomy, performance feedback and colleagues’ social support) were group-mean centered (i.e., centering was
made around the mean within a respective group) in all analyses. It is important to note that level-2 variables
(i.e., WSC) can only be centered to the grand-mean, while level-1 variables (i.e., task-level resources) can be
centered both to the grand and the group mean. However, centering task-level resources to the grand-mean
would diminish all within-group variance and hence, would not allow capturing within-organization variations
in the variables under study, which we consider suboptimal, given the study aims and design (Aguinis et al.,
2013).

Results

Descriptive statistics

Means, standard deviations and correlations between the study variables at both analytic levels are presented in
Table 1.

Hypotheses Testing

According to Hypothesis 1, WSC was expected to moderate the positive relationship between task-level resources
and in-role performance, with the relationship being stronger (vs. weaker) for employees who work in
organizations with higher (vs. lower) WSC. As shown in Table 2, job autonomy (estimate = .381, SE = .057, t =
6.68, p < .001), performance feedback (estimate = .337, SE = .055, t = 6.13, p < .001), colleague support (estimate
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= .338, SE = .060, t = 5.63, p < .001) and WSC were positively related to in-role performance. However, the
interactions of job autonomy (estimate = .208, SE = .131, t = 1.59, p = .119), performance feedback (estimate =
.164, SE = .118, t = 1.39, p = .165), and colleague support (estimate = .220, SE = .140, t = 1.57, p = .116) with WSC
in explaining in-role performance were not significant. Thus, Hypothesis 1 was rejected.

Table 1 Means, standard deviations, and correlations between the study variables (N = 547 employees nested
within N = 115 organizations)

Between-level Within-level

Mean SD Mean SD 1 2 3 4 5 6
1 wsc 3.40 .47  3.40 .59 - .37%*%  .g7F* 47%* .23%* .31%*
2 Autonomy 3.71 .40 371 77 55%*F - .38**  go**  31%%  23%*
3 Performance Feedback  3.45 44  3.45 .84 .64**  gyFr - 46%% 32%* .25%*
4 Colleagues Support 3.80 .53 3.80 .85 J75%* 47%%  50*%* - 28%* .38**
5 In-role Performance 4.64 48  4.64 .90 24%%  29%%  pgq** 31F* - .55%*
6 Extra-role Performance 4.47 55 4.47 1.06  .35%%*  22%*% 36%*  16%*  58**

Note. Workplace Social Capital (WSC); Correlations below the diagonal refer to the between-level of analysis (averaged scores across
organizations), while correlations above the diagonal refer to the within-organizations (individual) level of analysis; ** p < .01, * p < .05.

Table 2 Interactions between workplace social capital (WSC) and task-level job resources in explaining in-role job
performance (N = 547 employees nested in N = 115 organizations)

In-role Performance

Estimate SE t Estimate SE t Estimate SE t
Intercept 4.469*%** 045 99.31*** 4.654*** .045 103.42*** 4.653*** .045 103.40%**
Autonomy .381*** 057 6.68*%**
Performance .337%** 055  6.13%**
feedback
Colleagues support .338*** 060 5.63*%**
WSC .242*%* 001  2.66** .228* .092 2.48* .238*%* 092 2.59%*
Autonomy x WSC .208 131 1.59
Performance .164 .118 1.39
feedback x WSC
Colleagues support .220 .140 1.57

X WSC

Note. * p < .05, ** p < .01, *** p < .001.

According to Hypothesis 2, WSC was expected to moderate the positive relationship between task-level job
resources and extra-role performance, with the relationship being stronger (vs. weaker) for employees who work
in organizations with higher (vs. lower) WSC. As shown in Table 3, job autonomy (estimate = .366, SE = .067, t
= 5.46, p < .001), performance feedback (estimate = .368, SE = .064, t = 5.75, p < .001), colleague support
(estimate = .583, SE = .067, t = 8.70, p < .001) and WSC were positively related to extra-role performance.
Moreover, the interactions of job autonomy (estimate = .479, SE = .155, t = 3.09, p = .002), performance feedback
(estimate = .392, SE = .140, t = 2.80, p = .005), and colleague support (estimate = .391, SE = .156, t = 2.51, p =
.012) with WSC in explaining extra-role performance were significant.

Simple slope tests showed that the relationship between job autonomy and extra-role performance was
positive and significant only for higher levels of WSC (+1SD: estimate = .83, SE = .06, p < .001) and not significant
for lower levels of WSC (-1SD: estimate = -.01, SE = .05, p = .84; see Figure 2). Similarly, the relationship between
performance feedback and extra-role performance was positive and significant for higher levels of WSC (+1SD:
estimate = .75, SE = .07, p < .001) and non-significant for lower levels of WSC (-1SD: estimate = .07, SE = .06, p

= .22; see Figure 3). The relationship between colleague support and extra-role performance was positive for
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both lower (-1SD: estimate = .29, SE = .05, p < .001) and higher levels of WSC (+1SD: estimate = .97, SE = .06,
P < .001), but this positive relationship was stronger for higher levels of WSC (see Figure 4). Thus, Hypothesis 2

was supported.

Table 3 Interactions between workplace social capital (WSC) and task-level job resources in explaining extra-
role job performance (N = 547 employees nested in N = 115 organizations)

Extra-role Performance

Estimate SE t Estimate SE t Estimate SE
Intercept 4.462** 049 91.06 4.462** 050 89.24**  4.466** .051 87.57**
* * k% * * *
Autonomy .366*%** 067 5.46***
Performance feedback .368*** 064 5.75%**
Colleagues support .583***  .067 8.70%**
WSC 440%F% 102 4.31%%%  443%*FF 102 4.34%*F*F 446%** 104  4.29%**
Autonomy x WSC .479** 155  3.09**
Performance feedback x .392** 140  2.80**
WSC
Colleagues support x WSC .391* .156 2.51%

Note. *p < .05, ** p < .01, *** p < .001.

Figure 2. The moderating role of workplace social capital (WSC) on the relationship between job autonomy and
extra-role job performance.

—+— Low WSC
- High WSC

Extra-role Performance
[¥% )

Low Job Autonomy High Job Autonomy

Simple slope test: -1SD: estimate = -.01, SE = .05, p = .84; +1SD: estimate = .83, SE = .06, p < .001.

Discussion

The purpose of the present study was to investigate the reinforcing proposition of JD-R theory (Demerouti &
Bakker, 2023) according to which job resources from different levels of analysis interact with each other such
that their effect on motivational outcomes is exacerbated when different types of resources are high. We focused
on job resources at different levels of analysis and particularly on Workplace Social Capital (WSC), as an
organizational-level job resource, and autonomy, colleague support and feedback as task-level job resources, and
hypothesized that WSC will boost the positive relationship between job autonomy, performance feedback and

colleague support on the one hand, and in-role and extra-role job performance on the other hand. Results showed
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Figure 3. The moderating role of workplace social capital (WSC) on the relationship between performance
feedback and extra-role job performance.
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Simple slope test: -1SD: estimate = .07, SE = .06, p = .22; +1SD: estimate = .75, SE = .07, p < .001.

Figure 4. The moderating role of workplace social capital (WSC) on the relationship between colleague support
and extra-role job performance.

—+— Low WSC
--#-- High WSC

Extra-role Performance
L F% )

0 T
Low Colleague Support  High Colleague Support

Simple slope test: -1SD: estimate = .29, SE = .05, p < .001.; +1SD: estimate = .97, SE = .06, p < .001.

that the positive relationship between task-level job resources and extra-role performance was stronger for
employees working in organizations with higher WSC (with this relationship not being significant for lower WSC
in the case of autonomy and feedback). The reinforcement proposition was not supported for in-role
performance. Task-level resources as well as WSC related positively and directly with both in-role and extra-role
performance. These findings highlight the role of WSC as an important resource at the organizational level of
analysis that may boost the motivational role of other important job resources, at the task-level of analysis, and
contribute to JD-R theory by providing evidence for its reinforcement proposition.

The results of the current study contribute to JD-R theory by providing evidence for the reinforcement

proposition (Demerouti & Bakker, 2023), which states that various types of resources interact in explaining
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motivational outcomes such that the positive effect of one resource is amplified when another resource is also
high. As shown, WSC at the organizational-level and autonomy, feedback, and colleague support at the task-level
of analysis, interacted in explaining extra-role performance. In their meta-analysis, Nielsen et al. (2017) showed
that resources from different levels (i.e., individual, group, leader and organization) contribute equally to
employee’s performance. Our study expands these previous findings by demonstrating that the interplay of job
resources from different levels of analysis adds explanatory value in understanding motivational outcomes such
as extra-role performance (Demerouti & Bakker, 2023). Demonstrating how the availability of resources at
different levels reinforces one another enhances our understanding regarding their mutual benefits and helps
identify the key aspects of the organizational context that are essential for employee performance. Significant
interaction effects showed that when both task-level resources and WSC were high, extra-role performance was
highest supporting the reinforcement proposition. However, the direction of the different interaction effects
varied slightly. Feedback and autonomy related positively to extra-role performance only when WSC was higher
and the relationships were non-significant when WSC was lower. This means that for autonomy and feedback to
be effectuated employees need to function in an environment high in WSC. Colleague support related positively
to extra-role performance both in conditions of higher and lower WSC, but the positive relationship was stronger
for higher levels of WSC. This finding if fully aligned with the reinforcement proposition of JD-R theory since it
suggests that higher levels of WSC boost the (already existing) positive relationship between colleague support
and extra role performance.

The current study also contributes to the WSC literature by providing support for WSC’s role as an
organizational resource. In line with JD-R theory (Bakker et al., 2023; Demerouti & Bakker, 2023), our results
show that WSC as a resource relates positively with both in-role and extra-role performance; it reinforces the
positive relationship between colleague support and extra-role performance, and brings out the positive effect of
autonomy and feedback on extra-role performance. This is in line with previous research that demonstrates that
WSC may strengthen the relationship between psychological capital, as a personal resource, and work-life
facilitation (Tsounis et al., 2024). Thus, WSC as an organizational-level resource, may amplify the positive effects
of different resources, thus constituting a key resource in the motivational process of JD-R theory. This may be
attributed to its higher-order nature as a resource that includes core aspects regarding both the network
interactions within and beyond the organization, and the quality of social relationships (i.e., trust and
reciprocity). Moreover, because WSC reflects team spirit within the organization, its moderating role was
supported in the case of extra-role performance. This finding is important for understanding the potential
influence of WSC on prosocial behaviors in organizational settings. It is noteworthy that the first hypothesis —
proposing that WSC would moderate the positive relationship between task-level resources and in-role
performance— was not supported. Task-level job resources relate positively to in-role performance because they
directly facilitate the efficient and effective execution of formal tasks (Cropanzano & Mitchell, 2005; Jolly et al.,
2021; Rasheed et al., 2015). WSC, also, contributes positively and directly by enhancing collaboration, information
flow, and mutual understanding (Clausen et al., 2019). These direct effects were indeed supported by our data.
However, WSC did not strengthen the positive association between task-level resources and in-role performance.
A possible reason for this may be that task-level resources already provide sufficient means for task completion,
and the structured, technical nature of in-role tasks may limit the added reinforcement value of the social context
represented by WSC (Motowidlo & Van Scotter, 1994). In contrast, prosocial behaviors (i.e., extra-role
performance) are more socially embedded and depend on the presence of trust and reciprocity within WSC.
Accordingly, when WSC is high, the role of task-level resources in fostering altruistic actions that go beyond
formal job requirements is amplified (Cao et al., 2025).

The results of the present study supported the positive relationship between task-level job resources and

WSC, on the one hand, and in-role and extra-role performance, on the other hand, while they also revealed the
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boosting effects of WSC in the positive relationship between job resources and extra-role performance. Thus,
organizational interventions for the enrichment of an organizations’ WSC are recommended. Although most
interventions based on JD-R theory (Demerouti & Bakker, 2023) focus on the enhancement of either personal
resources (e.g., self-efficacy), or job resources (Devotto & Wechsler, 2019), preliminary data have shown that
interventions may also enhance aspects related to WSC’ s network facets such as opportunities for development
(van Wingerden et al., 2017) and network crafting (Wang et al., 2024). Meanwhile, interventions studies
regarding WSC have shown that it is also open to change (Framke et al., 2019; Meng et al., 2019). Since WSC is
an organizational-level resource, the interventions for its enhancement may be primarily top-down and they may
include training methods such as workshops for enhancing trust and reciprocity among employees and between
supervisors and subordinates, network crafting interventions (Wang et al., 2024), and techniques for the
strengthening of soft skills that can improve communication and team attitude behaviors (Meng et al., 2019).
However, such interventions may include also bottom-up elements, which may provide the individual access of
employees to organization’ s WSC.

Next to WSC, our study showed that task-level resources, also, benefit (in- and extra-role) performance
(Amarneh et al., 2010; Bakker et al., 2004; Demerouti, 2023; Rasheed et al., 2015). Therefore, it is crucial for
organizations to invest in job redesign interventions that enhance task-level resources, as our findings indicate
that organizational outcomes improve when resources are available across different levels of analysis. Job
redesign efforts can focus on leaders by including training that emphasizes providing meaningful rationales for
assigned tasks, offering choices to encourage self-initiated action, and fostering intrinsic motivational resources—
such as promoting a sense of challenge rather than obligation when engaging in assigned tasks. Additionally,
leaders should be trained to deliver feedback not only on outcomes but also on employees’ effort (Slemp et al.,
2021). Training may also involve communication techniques that use non-controlling language and acknowledge
personal needs and challenges, as well as strategies for enhancing collaboration and positive interactions among
subordinates. These methods can enhance autonomy, social support, and performance feedback by reducing
perceived pressure and promoting a sense of flexibility in behavioral expectations (Slemp et al., 2021; Su & Reeve,
2011). Employees can also benefit from job crafting interventions, a bottom-up job redesign strategy that helps
optimize job demands and resources (Demerouti et al., 2017). These interventions encourage employees to
actively shape their jobs by seeking additional resources (e.g., feedback from supervisors and support from
colleagues), or by taking on new challenges (Demerouti et al., 2017). A typical job crafting intervention involves
several stages: initial interviews to understand the work context, workshops where employees develop
personalized crafting plans, a practical “experiment” in which these plans are implemented and documented in
a personal diary, and a final reflection session to evaluate progress and insights (Demerouti et al., 2019).
Empirical evidence demonstrates that such interventions foster proactive behaviors by enhancing autonomy,
feedback, and social support, which in turn strengthen work engagement and ultimately improve job
performance (Oprea et al., 2019).

Despite several strengths (including a sizeable sample from several organizations in Greece), the study
limitations should also be mentioned. First, since this is a cross-sectional study, a cause-and-effect relationship
cannot be established. Future longitudinal studies could validate present findings by replicating observed
relationships across time. Second, we used a convenience sample, which is not representative of the study
population. As a result, our findings cannot be generalizable to the workforce. Third, the use of self-report data
may result in common-method bias. However, the use of multilevel modeling partly addressed this limitation
since the evaluation of WSC was based in the aggregation of organizational members’ assessment of their
organization’s WSC (Snijders & Bosker, 1994). Fourth, the exra-role performance scale showed relatively low
internal consistency (a = .61). Nevertheless, according to Nunnally and Bernstein (1994), Cronbach’s alpha values
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around or above .60 may be considered acceptable. Finally, future research may validate the findings of the study
by testing the boosting effects of WSC in the relationship between personal resources, and job performance.

With this study, we provide support for the reinforcement assumption of JD-R theory, which suggests that
resources interact to amplify their benefits. Specifically, we show that WSC is an organizational-level resource
that enhances the impact of other key task-level job resources on employee extra-role performance. Our findings
have important implications for organizational practice because they suggest that extra-role behaviors are more
likely to occur when employees have access to resources at different levels of analysis, emphasizing the need to
foster both organizational and task-level job resources.
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M7topel TO KOLVWVIKO KEPAANLO TOV XWPOU EPYATLAG VA LOYUPOTTOLICEL T
Oetikn) enidpaon AAAWV EPYACLAK@DV TTOPWV TNV EPYACLAKN atddoon:
Mua ToAV-eninedn €pevva tov pnyaviopov evioyvong mg Oewpiag Twv
EPYACLAKWV QTALTI|CEWV TOPWV

Avdpéag TEOYNHE!, Aéomowva EANOOIIOYAQY?, Evayysiia AEMEPOYTH?, Kwvotavtivog
KA®ETZIOX"3

! Tuipa Wuyoloyiag, AplototéAeto Mavemiotio @eocoaAovikng
2 Tpijpa Blopnyaviknig Mnyaviknig & Entotuov Kawvotopiog, Texvoroywkd Havemomuo Eindhoven
3 Tpipa Wuyoloyiag, Maveniotiuo Palacky

AEEZEEIY KAEIAIA MNEPIAHWYH

Kowwvikd kedpdhalo ywpou O 0t6Y0G UG TNG HEAETNG elval 1) SLEpevVNOT) TOU POAOU TOU KOLVWVIKOU KedhoAaiov
epyaoiog oL YWpou epyaciag (KKXE), dSnAadn g epmiotootvig, g apolfatotntog Kot ToU
Epyaoiakol tdpot 0pYQVWOLOKOU SIKTO0U, WG €VOG ONUAVIIKOU TIOPOU OTO0 OPYAVWOLOKO eminedo
Epyaoiax amtdédoon QAVEALONG TTOU AAMNAETILOPG e AANOUG TTOPOUG atd TO EPYACLAKO ETMITIESO avaAuoN G
Oswpia EPYAOLAK®OV kal kaBopilouv MV epyaoloky amodoon Ttwv aTopwv. Xt Bdon ™mg Bswpiog
ATTALTH OEWV-TIOPWV EPYAOLOKGOV amaltoewv-opwv (EA-IT), umobéoape otL to KKXE evioyvel ™ Betikn

oxéon ety TwV epyaotak®v dépwv (dniadn, T avtovopiog, TG vTootpLEng amtd
Toug ouvadérpoug kal MG avatpododotnong) amd T pia Kat g evidg-poAov
am6600M G KAl TNG EKTOG-POAOL ATTOS00MG, OTTO TV AAAN. ZT1) LEAETT) CUUHETEL QY 547

EIIIKOINQNIA
epyaldpeva Atopa eELPWAEVHEVA O 115 0pyavIopoUG. Ot ToAV-entinedeg avoAVoELG
. . €delfav otL T eminmeda NG amm6doomnG EKTOG-pOAOL eival LYMAGTEP O6TAV KOL OL
Av§psocg Toouvn,g epyaotakol mopol kot to KKXE eival og vpnid emineda. O puBuLotikdg poAog tou
Tunpa II:’UXO)\OYLO(Q, . KKXE om oyéon petalld epyaoclokiv moépwv Kot amddoong evtds-porov dev
APLOTOTS)"?LO Havemomuo enmPePardbnke. Ta ouykekplpéva euprpata vioypappiCovv to poro tov KKXE wg
@soooc)\ovmng' ONHAVTIKOU 0pYOVWOLOKOU TTOPOL Kol CUBEAAoLV ot Bewpia EA-TI deiyvovtag dtL
SH:IVZSA}T[LOTT] novmoAn A.IL6., oL tépot amd dadopetikd enimeda avdAvomg evioyouv o €vag Tov GAAov eEnywvtag
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