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Abstract	This study aims to analyze the influence of servant leadership on employee engagement with psychological safety as a mediating variable among employees of a three-star hotel in Yogyakarta. This study uses a quantitative approach with an explanatory research design. The population consisted of all 36 employees of the hotel, and the census method was used as the sampling technique. Data were collected by distributing questionnaires using a Likert scale. Servant leadership was measured using the Servant Leadership Scale (SL-7), employee engagement was measured using the Utrecht Work Engagement Scale (UWES), and psychological safety was measured based on Edmondson's indicators. The data were analyzed using Structural Equation Modeling–Partial Least Squares (SEM-PLS). The results show that servant leadership has a positive and significant effect on employee engagement. Servant leadership also has a positive and significant effect on psychological safety, while psychological safety has a positive and significant effect on employee engagement. However, the mediation test indicates that psychological safety is not able to significantly mediate the relationship between servant leadership and employee engagement, although the indirect effect shows a positive direction. These findings indicate that employee engagement is more dominantly influenced directly by servant leadership than indirectly through psychological safety. 
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Introduction 	
Employee engagement is a concept first introduced by Kahn (1990) as a psychological state in which employees fully express themselves in their work roles through physical, cognitive, and emotional involvement. Employees with high engagement tend to demonstrate work energy, dedication, and deep involvement (vigor, dedication, and absorption), which positively impact individual and organizational performance. Conversely, low engagement can lead to decreased motivation, minimal contribution, and weak attachment to the organization. 
In the context of the post-COVID-19 pandemic hospitality industry, organizational challenges are increasingly complex. Hotels are not only required to restore business performance but also to improve service quality amidst heightened operational standards and health protocols. This situation has the potential to impact employee work experiences and engagement levels. An initial pre-survey of employees at a three-star hotel in Yogyakarta revealed that while there is a sense of pride and enthusiasm for work, the vigor and absorption dimensions are not yet fully optimal, indicating the need for managerial attention to strengthening employee engagement.
One factor thought to play a role in increasing employee engagement is servant leadership, a leadership style that emphasizes empathy, integrity, empowerment, and an orientation toward the development and well-being of subordinates. Pre-survey results indicate that leaders' integrity and concern are relatively strong, but empowerment indicators are not yet fully felt by employees. In addition to its direct influence, servant leadership also has the potential to foster psychological safety, a sense of security for employees to express opinions, take initiative, and admit mistakes without fear of negative consequences. Although the pre-survey indicates a relatively high level of psychological safety, this condition has not yet fully translated into optimal engagement.
Based on this phenomenon, this study aims to analyze the influence of servant leadership on employee engagement and to examine the role of Psychological safety as a mediating variable among employees at a three-star hotel in Yogyakarta. This research is expected to provide theoretical contributions to the development of human resource management literature as well as practical implications for managing leadership and employee engagement in the hospitality industry.
Literature Review 	
Social Exchange Theory
Social Exchange Theory(SET) proposed by Blau (1964), which explains that relationships within an organization are built on the principle of reciprocity. When employees receive support, attention, and positive treatment from leaders, they tend to reciprocate with positive attitudes and behaviors, including increased work engagement. In the context of the hospitality industry, which is rich in interpersonal interactions and demands for emotional service, social exchange mechanisms become highly relevant in explaining the formation of employee engagement.
Servant Leadership
Introduced by Greenleaf (1970), this leadership style prioritizes service to subordinates. Leaders facilitate employee growth, empowerment, and well-being. Conceptually, servant leadership aligns with the principles of SET because leaders' empathy, integrity, and support are perceived as social investments that encourage employees to reciprocate through higher work engagement. This study adopted the SL-7 instrument from Liden et al. (2015), which encompasses the dimensions of emotional healing, empowerment, integrity, and an orientation toward subordinate development. Empirically, various studies demonstrate the positive impact of servant leadership on various organizational outcomes. Riana and Anatan (2023) found that servant leadership significantly impacts employee engagement. Research by Agatha et al. (2021) also demonstrated that servant leadership increases engagement, which in turn impacts employee performance. In an international context, Wang et al. (2022) demonstrated that servant leadership improves employee psychological safety and well-being, ultimately fostering creativity. These findings strengthen the assumption that servant leadership is an important determinant in forming positive work attitudes.
Employee Engagement
Employee engagement is defined as a positive work-related psychological state characterized by vigor, dedication, and absorption (Schaufeli et al., 2002). This concept is reinforced by Self-Determination Theory (Deci & Ryan, 2000), which states that fulfilling the needs for autonomy, competence, and relatedness will foster intrinsic motivation and sustained work engagement. In service industries such as hospitality, engagement is a key factor in maintaining service quality and customer loyalty. Empirically, Riana and Anatan (2023) and Agatha et al. (2021) demonstrated that employee engagement acts as an important mediator between leadership and performance. Yagil and Oren (2021) also demonstrated that supportive leadership increases engagement, especially when supported by contextual factors such as job autonomy. These findings confirm that engagement is a key variable in explaining leadership effectiveness.
Psychological Safety
Edmondson (1999) defines it as the belief that the work environment is safe for taking interpersonal risks. When employees feel safe to express ideas and admit mistakes without fear of negative consequences, they are more willing to actively participate and invest energy in their work. Thus, psychological safety serves as a psychological mechanism that bridges the influence of leadership on engagement. Research by Wang et al. (2022) shows that psychological safety mediates the relationship between servant leadership and employee creativity. Xu and Wu (2025) found that leadership behaviors create certain psychological conditions that then explain the emergence of positive work behaviors. These findings indicate that psychological safety plays a crucial psychological mechanism in bridging the influence of leadership on employee outcomes.
Hipothesis
H1. Servant leadership has a direct positive and significant effect on employee engagement among employees of a three-star hotel in Yogyakarta.
H2. Servant leadership has a positive and significant indirect effect on employee engagement through psychological safety as a mediator among employees of a three-star hotel in Yogyakarta.
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Figure 3. Research Model
Methods 
Sampling and Procedures
The population in this study was all 36 employees of a three-star hotel in Yogyakarta. Given the relatively small population, this study used a census technique, so all members of the population were included as respondents. Thus, the study sample consisted of 36 respondents.
Measures
Primary data were collected using a structured closed-ended questionnaire based on a five-point Likert scale, ranging from 1 (strongly disagree) to 5 (strongly agree). The questionnaire measured the three research constructs, namely servant leadership, psychological safety, and employee engagement. The measurement items were adapted from instruments that had been tested in previous studies and adjusted to fit the organizational context. All questionnaire items were found to be valid, and each construct demonstrated satisfactory reliability, indicating that the measurement instrument was appropriate for further analysis.  
Data Analysis
The collected data were analyzed using Structural Equation Modeling–Partial Least Squares (SEM-PLS) to examine both the direct and indirect relationships among the research variables. The analysis included evaluation of the measurement model and the structural model to test the proposed hypotheses regarding the mediating role of psychological safety.
Result and Discussion
Result
Outer Model Evaluation
Based on Table 1, the outer model evaluation shows that all variables meet the validity and reliability requirements. The outer loading values of all indicators are acceptable, ranging from 0.590 to 0.823, indicating that the indicators adequately measure their respective constructs. The AVE values of Servant Leadership (0.510), Employee Engagement (0.556), and Psychological Safety (0.505) are all above the minimum requirement of 0.50. Furthermore, the Cronbach's Alpha values range from 0.770 to 0.886, while the Composite Reliability values range from 0.800 to 0.909, indicating that all constructs are reliable. Therefore, all variables are considered valid and reliable for further analysis.
Inner Model Evaluation
Based on Table 2, the R-square value for Employee Engagement is 0.488, meaning that Servant Leadership and Psychological Safety are able to explain 48.8% of the variance in Employee Engagement, while the remaining 51.2% is explained by other variables outside this study. Meanwhile, the R-square value for Psychological Safety is 0.354,  indicating  that  Servant  Leadership  explains  35.4%  of  the  variance in 

Table 1. Outer Model Evaluation
	Variables
	Outer Loading
	AVE
	Cronbach's Alpha
	Composite Reliability
	Results

	Servant Leadership
	0.651–0.798
	0.510
	0.817
	0.861
	Valid and Reliable

	Employee Engagement
	0.691–0.803
	0.556
	0.886
	0.909
	Valid and Reliable

	Psychological Safety
	0.590–0.823
	0.505
	0.770
	0.800
	Valid and Reliable



Table 2. Inner Model Evaluation
	Variables
	R Square
	Interpretation

	Employee Engagement
	0.488
	Moderate

	Psychological Safety
	0.354
	Moderate



Table 3. Hypothesis Testing
	Hypothesis
	Relationship
	Path Coefficient
	t-value
	p-value
	Decision

	H1
	Servant Leadership → Employee Engagement
	0.630
	3.152
	0.001
	Supported

	H2
	Servant Leadership → Psychological Safety
	0.595
	1.924
	0.027
	Supported

	H3
	Psychological Safety → Employee Engagement
	0.377
	0.846
	0.199
	Not Supported

	H4
	Servant Leadership → Psychological Safety → Employee Engagement
	0.224
	0.887
	0.187
	Not Supported



Psychological Safety, while 64.6% is explained by other variables not included in this study. 
Hypothesis Testing
Hypothesis testing was conducted using the bootstrapping procedure in SmartPLS. The hypothesis is accepted if the t-statistics value is greater than 1.96 and the p-value is less than 0.05. As shown in Table 3, Servant Leadership has a positive and significant effect on Employee Engagement (β = 0.630, t = 3.152, p = 0.001), therefore H1 is supported. Servant Leadership also has a positive and significant effect on Psychological Safety (β = 0.595, t = 1.924, p = 0.027), so H2 is supported. However, Psychological Safety does not have a significant effect on Employee Engagement (β = 0.377, t = 0.846, p = 0.199), indicating that H3 is not supported. Likewise, the indirect effect of Servant Leadership on Employee Engagement through Psychological Safety is positive but not significant (β = 0.224, t = 0.887, p = 0.187), indicating that H4 is not supported. 
Discussion
The Influence of Servant Leadership on Employee Engagement
The results of the study indicate that servant leadership has a positive and significant effect on employee engagement. This finding indicates that the higher employees' perceptions of servant leadership behavior, the higher their level of work engagement. Theoretically, these results support Social Exchange Theory, which explains that supportive treatment from leaders is perceived as a social investment that encourages reciprocity in the form of constructive work attitudes and behaviors. Descriptive analysis shows that all servant leadership indicators are in the high to very high category. The dimensions of conceptual skills, empowerment, helping subordinates develop, and emotional healing obtained very high average scores, indicating that superiors are considered capable of solving complex problems, providing space for decision-making, supporting career development, and building emotional closeness with employees. The dimension of creating value for the community is also in the high category, reflecting the leadership's concern for the surrounding environment. These findings are consistent with research by Riana and Anatan (2023) which shows that servant leadership plays a significant role in increasing engagement in the service industry, including the hospitality sector, which has high demands for emotional interaction.
The Role of Psychological Safety as a Mediating Variable
The results of the indirect effect test indicate that psychological safety mediates the influence of servant leadership on employee engagement positively, but not significantly. This finding indicates that although servant leadership can directly increase engagement, there are also psychological mechanisms that are formed through a sense of safety within the team, although its contribution is not statistically strong enough. Conceptually, psychological safety (Edmondson, 1999) refers to the belief that the work environment is safe for taking interpersonal risks. In the context of this study, servant leadership demonstrated through empathy, support, and appreciation for employee contributions encourages the creation of a sense of safety to express ideas, discuss, and admit mistakes without fear of negative consequences. These conditions theoretically allow employees to invest physical, cognitive, and emotional energy more optimally in their work. Although the mediation effect was not significant, the positive direction of the relationship indicates that psychological safety still has a potential role in bridging leadership and engagement. This finding aligns with Xu and Wu (2025), who explain that psychological safety is a psychological mechanism that links servant leadership behavior to employee work engagement. In the context of the hospitality industry, a supportive and interpersonally safe work environment remains an important factor in encouraging active participation and improving service quality, although in this study it was not the primary mediator determining this relationship.
Conclusion
Based on the research results and discussion, it can be concluded that servant leadership has a positive and significant effect on employee engagement among employees at a three-star hotel in Yogyakarta. This finding indicates that the higher the employee's perception of servant leadership behavior, the higher the level of work engagement, demonstrated through enthusiasm, dedication, and involvement in work. Thus, the first hypothesis (H1) is supported.
Furthermore, the results of the mediation test indicate that servant leadership has a positive indirect effect on employee engagement through psychological safety, but this effect is not statistically significant. This indicates that although psychological safety is formed through servant leadership practices and contributes to engagement, its role is not strong enough to significantly mediate the relationship. Therefore, the second hypothesis (H2) is not supported. This finding confirms that in the context of this study, the influence of servant leadership on employee engagement is more dominant directly than through psychological safety mechanisms.
Practical Implication
Based on research findings, hotel management needs to maintain and strengthen servant leadership practices, which have been proven to increase employee engagement. Improving leaders' decision-making and problem-solving capacity can be achieved through case study-based training and the formation of cross-functional teams to address complex issues. These efforts are expected to further strengthen employee trust and engagement.
Furthermore, leaders need to initiate concrete programs that involve active employee participation, such as CSR activities, environmental awareness programs, and collaborations with local businesses. Direct employee involvement in these activities can increase a sense of belonging and meaning in their work, which in turn strengthens engagement.
Furthermore, organizations need to maintain and expand a culture of open discussion as a way to strengthen psychological safety, which had the highest average score in this study. Management can provide regular forums, minimize bureaucratic barriers to communication, and encourage cross-departmental collaboration. An open, supportive, and participatory communication culture needs to be incorporated into standard operating procedures to sustainably maintain employee engagement
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