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Abstract: Job plays a significant role in almost everyone’s life. Everyone work not only for money, but also for fulfilling 
psychological needs for self-determination, skill, and relevancy. More and more people begin to think about the value of their 
work, and take the initiative to obtain different work meanings and experience through the subjective understanding furthermore 
practice of the effort content and their dynamic communication with others. This proactive behavior can give full play to the 
creativity of the employees, and helps the employees realize themselves while benefiting the organization. Research during this 
area has traditionally built on a core assumption that managers design jobs during a top-down fashion for workers, which places 
employees within the relatively passive role of being the recipients of the jobs they hold. But in job crafting, it can optimize 
organizational design and working relationship, which expands perspectives on job design to include positive changes that 
employees make to their own jobs. Based on the previous research, this paper attempts to summarize the definition, 
measurement, antecedents and consequences of job crafting. Meanwhile, this text also puts forward future research directions of 
job crafting. 
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1. Introduction 

 
With the rapid economic development, people’s material living standards continue to improve. For 

individuals, work has become more than just a means of earning money, but also an expression of self-
worth. This proactive behavior can give full play to the creativity of the employees, and helps the 
employees realize themselves while benefiting the organization [1]. For example, 

 
 Hairdressers kindly chat with customers to understand the customer requirements for 

hairstyles, closer to each other’s relationship, which is conducive to their own work.  
 

 The eatery cook confer with guests for suggestions for dishes while eating that gives the chef 
a sense of achievement through preparing elaborate food.  

 
 Hospital cleaners see the work as part of a cure for the patient, to help and serve the patient, 

or chat with the patient so that the patients can adapt to the hospital environment as quickly as 
possible. 

 
From these examples, employees can obtain achievement, meaning, satisfaction, and identity out of 

work. Moreover, they are often not passive recipients of their work environment. When they feel that 
their psychological needs are not being met in their jobs, they will be motivated to initiate changes in their 
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job tasks and characteristics, which are referred to as job crafting. It emphasizes bottom-up behaviors, 
however, does not reduce the importance of organizational design (top-down), on the different, it 
complements organizational design and enhances employee adaptability [2]. This article discusses the 
definition, characteristics, crafting methods and influential factors of job crafting through the commentary 
on related researches, and hopes to supply readers with a transparent research context and future research 
directions. The below figure illustrates the depiction of job crafting, 

 

 
Fig1. Overview of Job Crafting 

 
2. Literature Review 

 
Consideration to the methods of job crafting employed in this study is also required. Job crafting 

takes many forms. Contextualized to this study, job crafting exists as the individual manipulation of 
demands and resources available (Bakker & Demerouti, 2017) [3]. Bakker and Derks (2012) distinguish 
four differing types of job crafting behaviors supported the JD-R model. The first behavior, so as to seek 
out balance within the job demands and resources, is increasing social job resources. Secondly, structural 
resources can be enhanced and following; the challenging job demands can also be increased. Finally, 
hindering job demands are likely to be decreased [4].  

 
Roczniewska & Bakker (2016) further explored how dark personality traits influenced an individual’s 

engagement in job crafting. Here, individuals demonstrating narcissistic traits were positively linked with 
seeking increased social resources whilst neuroticism was negatively related with increasing structural 
resources. Whilst the effects of such intrinsic characteristics on job crafting are understood, more basic 
demographical variables often lack attention [5]. Harju et al. (2016) found older demographics to be less 
likely to increase challenging demands due to perceived stress and a shift in goal attainment to alternative 
factors. Kooij et al. (2015) propose that a way for them to shape their job is through job crafting. They 
explain that it allows employees to adapt their job to changing personal preferences, motives and abilities 
associated with aging [6]. Finally, Sang et al. (2014) discusses how women within the UK architecture 
industry lacked access to social events with key clients thus hindering promotion opportunities, whilst 
exhibited skills were often devalued or credited to male superiors. Thus, tendency of male networks to 
predominantly retain information, opportunities and resources within social networks of trusted, generally 
male, relationships is observable [7]. Whilst research shows that women engage in such behaviors at 
similar rates, the reinforced legitimacy of male dominance in organizations enables a male privilege to 
benefit from such behaviors where men hold higher power positions in organizations, the distribution of 
job characteristics and work load becomes men’s responsibly (Dubblelt, 2016). Finally, framing gendered 
organizational experiences around the JD-R model may reveal further disparities. With regards to 
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hindering job demands, females perceive work to be more demanding whilst males often cite less 
workplace stress (Eaton & Bradley, 2008; Fila et al., 2017) [9].  

 
Furthermore, females perceive less autonomy within their occupations, citing lower work engagement 

compared to male counterparts (Banhani et al., 2013). When Berg et al. studied how employees 
experience and pursue unresponsive occupational callings, they found that job crafting can affect 
employee well-being [18]. Tims et al. (2015) divide job crafting in four dimensions. First, enhancing 
structural job resources (e.g. developmental opportunities). Second, enhancing social job resources (e.g. 
crafting more social relations). Third, enhancing challenging job demands (e.g. demands that increase 
effort and possibly lead to job satisfaction). Lastly, decreasing hindering job demands (e.g. crafting less 
emotional strain). These dimensions give an insight in what aspects of a job can be crafted. Another 
mechanism that may explain how a job demand can strengthen the relationship between a job resource 
and motivation is the distinction in job demands by Crawford, LePine and Rich (2010).  

 
Bakker et al. (2012) focuses on the effect of a personal/individual characteristic, which was focuses 

on the effect of a contextual concept. Therefore, they investigate if autonomy has an effect on work 
engagement and job performance when the individual actively uses job crafting to make changes to the 
task and relational boundaries of the job [11]. Robson and Hansson (2007) aimed to spot self-directed 
strategies to successfully age at work. They asked participants aged 23–61 to list up to five activities or 
strategies they have used to maintain or develop their status in five potentially important areas, namely 
intellectual abilities, adaptability, positive relationships, personal security, and occupational growth. 
Strategies that participants mentioned were, among others, seek help from coworkers, participate in 
professional organizations, assist others when needed, take tough assignments that no one else wants, turn 
down extra work if it would prevent meeting deadlines, delegate certain tasks to coworkers, tackle one 
project at a time, regularly attend workshops to sharpen knowledge and skills, regularly take on 
assignments outside of specialty, and often participate in mentoring coworkers to retain knowledge and 
skills [12].  

 
Wrzesniewski, LoBuglio, Dutton, and Berg (2013), argue that employees have some degree of 

latitude in how they craft their jobs. Thus, the potential for job crafting to change the ways during which 
employees define the meaning of their work and their work identities has relevancy across a broad range 
of job situations [13]. According to Demerouti (2017), job crafting describes the behavior of employees 
when they do work on their own initiative, where they change aspects of their work and work 
environment [14]. Slemp, Kern, and Vella-Brodrick (2015) point out that managers should incorporate 
discussions about job crafting into development planning meetings with their staff because it allows 
employees to take more ownership of their roles or provide training opportunities to teach employees 
about job crafting to co-create meaningful and productive work. In this sense, some authors showed 
examples of healthy and productive job crafting activities such as interacting with different stakeholders 
not directly related with their task [15]. In line with what was conveyed (Frederick & Vanderweele, 
2017), how an employee allocates their time and energy to do their work. Thus, employees can basically 
reshape their work so that it is more in line with their motivation to work, as well as their individual skills 
and preferences [16]. This process influences the nature of the work itself, including the demands 
experienced on the job and the sense of personal efficacy to fulfill that demand (Slemp, Kern, & Brodrick, 
2015) [17]. This shows the process of adjusting the work done by employees by prioritizing and adjusting 
their needs. This becomes a strategic role for organizations in the global market and makes key indicators 
that are very important for every organization (Ingusci, 2018) [18]. 

 

3. Job crafting 
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Job crafting confines the lively modifications employees make to their individual job designs in 
methods in which can motive numerous wonderful outcomes, along with engagement, job satisfaction, 
resilience, and thriving. A job is a collection of tasks and interpersonal relationships assigned to one 
person in an organization. Job crafting theory elaborates on classic job design theory that focuses on the 
top-down process of managers designing jobs for their employees.' Within a formally designated job, 
employees are often motivated to customize their jobs to raised fit their motives, strengths, and passions. 
Job crafting might be a represents of describing the methods during which employees exploit 
opportunities to modify their jobs by dynamically changing their tasks along with interactions with others 
at work. Those who engage in these actions are called job crafters, and research suggests they can employ 
at least three different forms of job crafting.  

 
i. First, job crafters can alter the boundaries of their jobs by taking on more or fewer tasks, 

expanding or diminishing the scope of tasks, or changing how they perform tasks (e.g., an 
accountant creating a replacement method of filing taxes to form her job less repetitive).  

 
ii. Second, job crafters can change their relationships at work by altering the nature or extent of their 

interactions with other people (e.g., a computer technician offering help to co-workers as a way to 
have more social connection and teach new technicians).  

 
iii. Third, job crafters can cognitively change their jobs by altering how they perceive tasks (e.g., a 

hospital cleaner seeing his work as a means to help ill people rather than simply cleaning) or 
thinking about the tasks involved in their job as a collective whole as opposed to a set of separate 
tasks (e.g., an insurance agent seeing her job as working to urge people back on target after a car 
accident instead of 'processing automobile insurance claims).  
 
Since job crafting can have many types in practice, recent studies have focused on further 

specifying different forms of job crafting. Three types of job crafting are task, relational, and cognitive 
crafting. Existing research on various forms of job rafting, 

 
Table1. Existing research on Job crafting activities 

S.No Authors Years Job crafting activities  
1 Wrzesniewski and Dutton 2001 Task crafting: Altering the type number, content or 

scope of tasks 

Relational crafting: Altering the range, number or nature 
of interactions with others 
Cognitive crafting: Altering the view of the job 

2 Kanfer and 
Ackerman 

2004 Decreasing hindering and social job demands/ 
crafting reduced workload/ increasing social job 
resource 

 
3 

Ghitulescu 2006 Expanding job to include additional tasks 

Tailoring/customizing tasks 

Relational crafting 

Cognitive crafting 
 

 
4 

Tims, Bakker, and Derks 2012 Increasing structural job resources 
Increasing social job resources 
Increasing challenging job demands 
Decreasing hindering job demands 
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5 

Nielsen and Abildgaard 2012 Increasing challenging job demands 

Decreasing social job demands 
Increasing social job resources 
Increasing quantitative job demands 
Decreasing hindering job demands 
 

6 Kroon, Kooij, and Van 
Veldhoven 

2013 Crafting challenging job demands 

Crafting reduced workload 
 

 
Through the direction of existing research shows that the crafting of work has three typical 

characteristics, namely, pro-activeness, process adaptability and immaterial rewards [19]. 
 

1) Pro-activeness: Job crafting is a reflection of the proactive behavior of employees. 
Employees with job crafting willing can identify crafting opportunities and actively 
take action in their work, redefining their tasks and objectives, actively seek resources 
and opportunities to create favorable conditions for crafting, and actively seek to 
reshape the challenges. 
 

2) Process adaptability: Research shows that job reshaping cannot happen in one go. It 
is an ongoing process that may be affected by the employee’s career stage. In 
addition, the process of job crafting is also an adaptive process, and when employees 
are challenged in the process of crafting, they can use their strengths to solve 
problems and keep the job going smoothly.  

 
3) Immaterial rewards: Generally, in the career choice or development, employees with 

job crafting willing not only pursue the material return provided by the work, but also 
seek to find the intrinsic meaning of the work, such as the realization of personal 
value, understanding of the world and self-awareness. 

 

4. Factors of Job Crafting 
 

As detailed in this literature, both theory and observed results suggest that job crafting can be an 
effective strategy for improving performance and enhancing employee well-being. The following are 
some critical success factors of note [20]. 
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Fig2. Factors of Job Crafting 

 
 Social: The factors that enable job crafting by employees should be in place (employees should 

feel motivated to engage in job crafting and they should perceive opportunities for job crafting). 
If an employee feels no motivation to personalize their job, management will have to attempt for 
supply extrinsic incentives, recognition, or rewards to prompt what is inherently an intrinsically 
motivated process. 

 
 Political: Revised work patterns must be consistent with the performance and organizational 

goals that the employer has set for employees. Otherwise, the individual employees may feel very 
satisfied with the new design of their work, but they may not perform to the standards that the 
organization or work group requires from them. Both the individual and the employer’s needs 
must be met by the re-crafted work. 
 

 Economic: Reward systems and incentives must encourage individuals to reshape their work to 
meet performance goals. Giving employees’ bonuses for having completed a job crafting training, 
for instance, without regard for the job crafting activities they use after the training would not 
necessarily focus employees on meeting management’s performance goals. Management should 
target rewards to re-crafted work that meets the employer’s goals. 

 
 Legal: Re-crafted job tasks must fulfill the fiduciary responsibilities of the position and of the 

organization. Managers should monitor employees’ performance to ensure that the task 
boundaries, in particular, do not diverge from the duties that must be performed for the 
organization and the particular job. 

 
 Technical: Technology should be used to communicate effectively the performance measures 

and strategic goals of the organization to individual employees. While computer-mediated 
communication may be effective for aspects of the job crafting process, face-to-face meetings 
may be helpful particularly when assisting employees in re-crafting relational boundaries to 
improve team performance. 

 

 Intercultural: Culture influences the way people judge their own well-being and the avenues 
through which they achieve well-being. As such, individuals whose cultural background 
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encourages them to fulfill their needs for control, connection with others, or positive identities 
through their work are more likely to job craft [19].  

 

5. Benefits of Job Crafting 
 

Both employees and organizations alike will benefit from the outcomes of job crafting. It’s 
comparatively simple and cheap thanks to help employees feel more engaged and improve their overall 
sense of well-being within the workplace.        

 

 
Fig3. Benefits of Job Crafting 

 
For Employees: 
 

 Happiness: Employees who connect in job crafting skill a more pleasing work-life as well as 
increased personal satisfaction. By making simple, yet impactful tweaks to their roles, employees 
will begin to focus more on the positive aspects of their job rather than any negative aspects. 
Employees who are capable to participate in job crafting also will experience greater respected, 
depended on and preferred via their employers, which successively boosts happiness, job pride 
and emotions of fulfillment. This is also a perk for employers, too. Research has proven that 
joyful employees are 12% more productive. 

 
 Improved well-being: Job crafting brings supplementary which means and high quality to any 

role. This improved sense of well-being helps lower workplace stress levels and helps prevent 
burnout– which is two of the most prevalent employee wellness issues in the workplace. 

 
 Stronger connections: Job crafting helps construct an additional connected labor force. When 

workers squeeze their positions to embrace more teamwork with various departments, it creates 
more opportunities for teamwork as well as social association. This type of communication 
among colleagues is necessary in creating a glad and well work situation. 
 

For Organizations 
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 Engagement: Most employees will care more about helping a corporation to achieve its goals 
once they feel respected and trusted by employers. Job crafting helps boost this emotional 
commitment between an employee and a corporation. 

 
 Productivity: It’s no furtive that a worker will be more original in a position that they enjoy. By 

giving employees the chance to interact in job crafting, employers are going to be rewarded with 
higher levels of productivity. These employees also will be more likely to experience both 
personal and professional growth, which may positively increase workplace productivity. 

 
 Loyalty: However, employers can prevent this by introducing the choice of job crafting to assist 

retain talent. Employees are going to be more likely to remain with their current company and 
tweak a couple of things about their role instead of moving to a special company. 

 
 Less stress: Employees who connect in job crafting might practice less levels of office stress as 

they have more effort on their position. Workplace stress is a huge issue for several employers. In 
fact, 4 out of the 10 most expensive health conditions for U.S. employers are related to heart 
disease and stroke. Chronic stress is a major contributing factor to poor heart health and can 
increase the risk of both heart disease and stroke [21]. 
 

6. Control variables of job crafting 
 
Because of the expectation that the effort in job crafting may be related to the temporal factors of 

employee career objectives and expectations contract type is used as control variable. Gender and level of 
education are used as control variables to be able to test for similarities and differences among males and 
females and to see what influence the level of education may have. In the present study, the relevance of 
certain demographic data is considered as control variables given that they may impact the relationships 
between the variables.  

 
 Gender 
 Age 
 Education  
 Organizational term/policy and so on 

 
The control variables are utilized to measure the job demands, self-sufficiency, work overload, work-

life balance, work engagement, job satisfaction, and well-being and job performance of employees amid 
job crafting in various organizations. 

 

7. Conclusion 
 

Given the growing importance of employee performance in achieving organizational 
effectiveness, and given the ineffectiveness of top-down organizational interventions in influencing this, it 
is highly important to investigate how employee performance may be influenced by using a bottom up 
approach such as job crafting. In conclusion, organizations are confronted with a great diversity in 
motivational needs of their workforce. This paper directed attention to the benefits of job crafting 
behavior to adapt employee needs. Many approaches can support employees by offering the job crafting 
intervention presented in this paper. The intervention gives employees tools to create a work environment 
that allows them to shine in their work and in their career. 
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