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Abstract

The relationship between job crafting and job performance is important issue that
scholars generally pay attention to. However, there are contradictory conclusions about these
relationships in the existing studies, including both positive and negative relationships. Therefore,
the research question of this study is to explore the double-edged sword effect of job crafting
on job performance in both positive and negative pathways based on job demand-resource
model. Through descriptive statistics, hierarchical regression and Bootstrap mediation effect
analysis on 323 pairs of data collected in three stages, the results show that on the one hand,
it can increase employee’s positive emotion and thus promote employee’s job performance;
on the other hand, it can increase employee’s role conflict and thus inhibit their job performance.
This research uncovers the complex relationships between job crafting and job performance.

It enlightens organizations on both the advantageous and disadvantageous aspects of job crafting

and offers guidelines on maximizing its positive potential.
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Introduction

Job crafting refers to the proactive
adjustments and changes employees make
in their daily work regarding the content,
approach, and perception of their jobs to
achieve a better fit between the individual
and the work (Wrzesniewski & Dutton, 2001).
There are many examples of job crafting in
the real life, for example, in the “Fat Donglai
Supermarket”, employees proactively help
to support the elderly, guide customers who

are asking for directions to their destinations,

and voluntarily cover and wipe off the snow
on customers’ electric vehicles (or bicycles)
during rainy or snowy weather. It is these
small, employee-initiated actions that are
not originally part of their job roles that have
warmed the hearts of numerous customers
and attracted more and more patrons to visit
by reputation.

Job crafting not only exists in real
life, but also has been widely concerned in
academic research. In early studies on the

theme of job crafting, scholars mainly focused

*Corresponding Author

E-mail: dauphin920@foxmail.com



a v

sasleygyafia

21!

3 7 17 TUT 1 NAIIAN-LHENEU 2568 53

on exploring factors that might promote or
hinder employees’ engagement in job crafting
(Wang et al,, 2016). In recent years, with the
development of research on job crafting and
the increasing emphasis on employee value
by enterprises, more and more scholars have
called for a shift in research perspective to
strengthen the focus on and discussion of the
consequences of job crafting (Holman et al,,
2024). Reviewing past research, it has been
found that scholars have primarily concentrated
on the impact of job crafting on employees’
work attitudes, sense of meaningfulness,
well-being, and work performance (Tims et al.,
2022). It is generally believed that by engaging
in job crafting, employees can improve their
job-person fit, enhance their sense of control
over work tasks, work relationships, and the
organization, thereby benefiting the increase in
their sense of meaningfulness and well-being,
and improving their work attitudes and
performance (Petrou et al., 2012; Chen et al,,
2014). However, at the same time, some
scholars argue that employees’ job crafting
behaviors may also have adverse effects
on both the individual and the organization
(Lichtenthaler & Fischbach, 2019). Therefore,
in current research on the outcomes of
job crafting, there is still a lack of unified
understanding and recognition among scholars
regarding whether, how, and when job crafting
will lead to positive or negative results.

This investigation seeks to overcome the
gaps in job crafting literature and elucidate
the concept’s dualistic nature by examining

its influence on employee performance.

Utilizing the Job demands-resources framework
(Bakker & Demerouti, 2017), the study delves
into how role conflict and positive emotions
mediate the job crafting-performance nexus.
It hypothesizes that job crafting can refine
employees’ task aligcnment and career
progression, fostering a better work environment,
elevating positive emotions, and ultimately
boosting performance (Cooper et al.,, 2018).
Conversely, given its proactive and extra-role
nature, increased job crafting may lead to
role-task discrepancies, potentially hindering
performance (Katz & Kahn, 1978).

Objective

This research uses the job demands-
resources model to examine how job crafting
affects work outcomes, including role conflict,
positive emotions, and overall performance,
examining both the beneficial and detrimental
aspects. This study aims to clarify the mixed
results found in existing literature on the effects
of job crafting by employees. It contributes

to advancing the field of job crafting research.

Literature Review

Job crafting is an employee-initiated
process that involves altering job content and
approaches to reshape their roles, foster job
identification, and tailor their job functions. It
is categorized into three forms: Task crafting,
relationship crafting, and cognitive crafting, as
defined by Wrzesniewski and Dutton (2001).

Later, Tims and Bakker (2010) redefined
the concept of job crafting from the perspective

of Job demand-resource model, arguing that
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job crafting means that employees take the
initiative to change job demands and resources.
A kind of initiative to realize one’s own ability
and work preference. They believe that job
crafting can be divided into three types,
namely, increasing work resources, increasing
challenging work requirements and reducing
obstructive work requirements. With the
deepening of the research, Tims and Bakker
(2010) further divided the increase of work
resources into structural work resources and
social work resources on the basis of the
original three categories, and then proposed
four types of job crafting. Influenced by the
definition of job crafting by Tims and Bakker
(2010) and Petrou et al. (2012) believe that job
crafting is a kind of initiative behavior based
on individual employees, which consists of
seeking work resources, seeking challenges
and reducing requirements. Demerouti (2014)
believed that job crafting means that employees
take the initiative to adjust the balance
between job requirements and resources,
achieve person-post matching, and improve
individual health and work motivation. Since
then, many scholars have conducted extensive
research on job crafting based on job demand-
resource model (Lee et al,, 2017; Zhang &
Parker, 2019; Zhang & Parker, 2022; Huang
et al,, 2020; Irfan et al., 2023). Thus, the purpose
of our study is to investigate the double-edged
sword effect of job crafting on job performance

using the job demand-resource model.

The Relationship between Job Crafting
and Job Performance

Reviewing past research, it is evident
that scholars have primarily focused on
the impact of job crafting on employee job
performance. It is widely believed that through
job crafting, employees can improve their job
fit, enhance their sense of control over tasks,
relationships, and the organization, thereby
improving their job attitudes and performance
(Demerouti, 2014; Wrzesniewski et al., 2010;
Petrou et al,, 2012; Chen et al,, 2014). How-
ever, at the same time, some scholars argue
that job crafting may also have adverse effects
on both the individual employee and the
organization (Rofcanin et al., 2019; Lichtenthaler
& Fischbach, 2019). They posit that job crafting
can increase the workload of employees,
which may hinder their ability to complete
their core job tasks. Therefore, there is a lack
of a unified understanding and recognition of
the relationship between job crafting and job
performance in existing research. This paper
aims to understand the double-edged sword
effect of job crafting on job performance from
the Job demands-resources model and to
examine the mediating roles of positive
emotions and role conflict.

The Mediating Role of Positive
Emotion

Job crafting enables employees to better
align their capabilities with their roles, strike

a balance between job demands and available
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resources, elevate their work engagement
(Kuijpers et al.,, 2020), and boost both their
positive emotional state and work vigor
(Bakker & Qerlemans, 2019). According to the
job demand-resource model, when employees
can achieve a good balance between job
requirements and resources they have, and
maintain a good physical and mental state to
enhance resource vitality, they can effectively
improve their work motivation and work
engagement, and contribute to positive work
results (Cooper et al., 2018; Bakker, 2010).
In addition, when employees re-organize and
adjust their work tasks and work completion
methods through job crafting, they can generate
a higher level of work meaning and identity,
while when employees are engaged in work they
recognize and feel meaningful (Geldenhuys
et al,, 2021), they tend to generate a higher
level of positive emotions and expand their
cognitive scope and cognitive level. Not only
can they re-understand the connection between
their own work tasks and those of other
colleagues, and re-allocate their own resources
based on this new understanding, so as to
improve their own resource utilization efficiency
and improve task performance, but also can
re-understand and define the dependence
relationship between themselves and organi-
zations, leaders, colleagues, and customers
(Nonnis et al., 2020). Enabling employees to
understand themselves as a whole with the
organization, leaders, colleagues, and customers
increases the likelihood that employees will
engage in helpful behaviors (De Clercq et al,,
2019).

Hypothesis 1: Positive emotion mediates
the relationship between employees’ job
crafting and their job performance.

The Mediating Role of Role Conflict

Employees’ involvement in job crafting
or their intensive efforts to reshape their roles
can lead to substantial consumption of personal
resources, including time, cognitive energy,
and emotional investment (lkeda et al., 2024).
However, since individual resources are limited
in a certain period of time, employees will
spend a lot of time making work after a lot of
job reshaping, which will lead to a lack of work
resources (Demerouti et al.,, 2001). The job
demand-resource model argues, when
employees are faced with large job requirements
and lack sufficient work resources to support
themselves in completing work tasks, a large
amount of physical and psychological resources
of employees will be lost, making employees
face greater work pressure and unable to
properly switch between different job roles
(Ghanayem et al., 2020). However, when
employees are short of resources and face
great work pressure, they often cannot
successfully complete this transformation,
which will lead to the decline of task
performance (Katz & Kahn, 1978; Borman &
Motowidlo, 1997). At the same time, it will
also cause employees to focus on completing
routine tasks within their responsibilities,
and fail to provide help to colleagues or
customers at the same time, which is not
conducive to improving the relationship
between employees and their colleagues

and customers, and will also lead to low
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relationship performance of employees.
According to the job demand-resource
model, when employees are faced with large
job requirements and are in a poor working
state, and at the same time, they cannot
obtain the supplement of work resources,
they often show poor task performance
(De Clercq et al,, 2021). Furthermore, when
employees are in this negative state, they
tend to prioritize their own tasks and do not
offer extra help to colleagues or customers,
which results in poor relationship performance
(Dierdorff et al., 2021).

Hypothesis 2: Role conflict mediates the
relationship between employees’ job crafting

and their job performance.

Methodology

Questionnaire survey is used to collect
data. In this study, the population refers to all
employees in China. Simple random sampling
was adopted in this study, in which every
individual that meets the requirements is
taken as the sample object, and the chance of
each individual being selected into the sample
is equal through randomization. We selected
hotel service employees as our sample, which
is chosen because there is a strong demand
for employees to craft their jobs in this
industry, which is in line with our research
object. The survey questionnaires for each
stage were sent to the manager and forwarded
to the employees who participated in the
survey. Before the employees filled in the
questionnaire each time, the researchers

stressed the ethical norms and confidentiality

of the survey to the participants to ensure that
each employee could fill in the questionnaire
confidently and truthfully.

To diminish the possible effects of
Common Method Bias (CMB), the survey was
distributed in phases, spaced 2-3 weeks apart
(Podsakoff et al., 2003; Dennerlein & Kirkman,
2022). At time point 1, the first stage survey
questionnaire was sent to employees, asking
them to report job crafting and demographic
variable information, etc. During the initial
phase, 456 questionnaires were gathered.
Subsequently, at Time 2, employees completed
a survey on role conflict and positive emotion,
resulting in 412 collected responses. The third
phase involved reporting on task performance
and OCB, with 352 questionnaires returned.
Finally, by deleting some questionnaires that
could not be matched and failed the attention
test, 323 valid questionnaires remained, yielding
a 70.83% response rate.

Job crafting: We measure it draws on
the scale (15 items) from Tims et al. (2022).
Sample item was “I have tried to improve my
work ability” (o0 = 0.932). Positive emotion:
The short version of the positive emotion
scale (5 items) from Mackinnon et al. (1999)
was used. The sample item was “encouraged”
(a0 = 0.759). Role conflict: The short version of
the role conflict scale (6 items) from Bowling
et al. (2017) was adopted. Sample item was
“In my job, I often feel that different people
‘pull me in different directions’” (o = 0.883).
Task performance: The short version of the
scale (4 items) used by Chen et al. (2002)

was used. Sample item was “I have made
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a significant contribution to the overall
performance of my organization” (o = 0.863).
Organizational Citizenship Behavior (OCB): We
used the OCB scale (8 items) from Lee and
Allen (2002). Sample items was “I am willing to
give my time to help people who have work
problems” (o = 0.922).

To mitigate the impact of extraneous
variables and bolster the study’s result
reliability, demographic data of employees
were incorporated as control variables, in
line with prior research. This includes the
employee’s gender, age, education, and
tenure in organization.

We first used SPSS 24 for descriptive
statistical analysis, then used Mplus 7.4
software for regression analysis to test the
hypothesis, and finally, we used Bootstrapping

method to calculate indirect effects.

Table 1 Descriptive Statistics

Results

Descriptive Statistics

We used SPSS 24.0 for both descriptive
statistics and correlational analyses, with
findings detailed in Table 1. In descriptive
statistics, female accounted for 64.4%, the
average age was 27.04 years old, most of them
had junior college education (66.3%), and the
average working tenure was 3.72 years. The
table indicated a significant positive correlation
between job crafting and positive emotion
(r=0.162, p < 0.01), as well as between job
crafting and role conflict (r = 0.313, p < 0.01).
Furthermore, positive emotion showed
a significant positive association with task
0.216, p < 0.01) and

organizational citizenship behavior (OCB)

performance (r

(r =0.232, p < 0.01). Conversely, role conflict
was significantly negatively correlated with
both task performance (r = -0.178, p < 0.01)
and OCB (r = -0.230, p < 0.01).

Variables Kurtosis  Skewness M S.D. 1 2 3 q 5 6 7 8
1. Gender -1.645 -0.604 1.644  0.480

2. Age 24.197 3358 27.037 2445 -0.190"

3. Education -0.787 0.412 2300 0.498 -0.058 0.187"

4. Tenure 30.643 3.864 3718 1.834 -0.129° 0.879° 0.042

5.JC 0.933 -0.200 4.827 0.820 0.038 -0.012 0.030 -0.124"

6. PE 2301 -0.487 4202 0652 -0.030 0.097 0.073 0.043 0.162"

7.RC 0.952 -0.136 3680 0911 0.009 -0.140° -0.014 -0.181" 0.313" 0.035

8. TP 2.904 -0.647 4947 0745 0.089 0015 0.072 0.000 -0.003 0216 -0.178"

9. OCB 2.212 0.575 4858 0.552 0.092 0.043 0.117° 0.000 -0.083 0.232" -0.230" 0.686"

Notes: * p < 0.05, ** p < 0.01
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Hypothesis Testing

The hypotheses in the proposed model
were tested using hierarchical regression analysis.
The outcomes of this analysis are displayed
in Table 2.

According to model 1b and model 2b
in table 2, after controlling the influence of
control variables, employees’ job crafting
had significant positive effects on employees’
positive emotion (B = 0.152, p < 0.01) and
role conflict (B = 0.300, p < 0.01). According
to model 3b and model 4b, employee
positive emotion had a significant positive
effect on task performance (§ = 0.220, p < 0.01)
and OCB (B = 0.243, p < 0.01). Employee role
conflict had a significant negative effect on
positive emotion (B = -0.196, p < 0.01) and
OCB (B = -0.225, p < 0.01).

More importantly, based on the views
of Edwards and Lambert (2007), Mplus 7.4
software was used in this study and Bootstrap
repeated sampling method was adopted to
verify the mediating hypotheses of this study
(result see Table 3). From table 3, job
crafting’s impact on task performance,
mediated by positive emotion, had an indirect
effect of 0.024 with a Standard Error (SE) of
0.017, and the 95% Cl was 0.002 to 0.071,
excluding 0, confirming a significant indirect
effect. In addition, due to the direct effect

of job crafting on task performance was not
significant (95% Cl was -0.094 to 0.116).
Positive emotion played a full mediating role
between job crafting and task performance.

In addition, the indirect effect size for
the effect of employees’ job crafting on OCB
through positive emotion was 0.019, SE was
0.009, and the 95% Cl was 0.005 to 0.043,
excluding 0, confirming a significant indirect
effect. In addition, due to the direct effect of
job crafting on OCB was not significant (95% Cl
was -0.130 to 0.021). Positive emotion played
a full mediating role between job crafting and
OCB. Therefore, hypothesis 1 was supported.
Also from table 3, job crafting’s impact on
task performance, mediated by role conflict
was -0.045, SE was 0.025, and the 95% Cl was
-0.101 to -0.002, excluding 0, confirming that
the indirect effect was significant. Role con-
flict played a full mediating role between job
crafting and task performance.

In addition, in the impact path of job
reshaping on OCB through role conflict, job
crafting’s impact on OCB, mediated by role
conflict was -0.031, SE was 0.017, and the
95% Cl was -0.070 to -0.002, excluding 0,
confirming a significant indirect effect. Role
conflict played a full mediating role between
job crafting and OCB. Therefore, hypothesis 2

was supported.
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Table 2 Results of Hierarchical Regression Analysis
Positive Emotion  Role Conflict TP oCB
Variables
Mia Mib M2a M2b M3a M3b Mda  Mdb

Gender -0.004 -0.013 -0.008 -0.025 0.098 0.097 0.111 0.115
Age 0239  0.169 0.096 -0.044 0.052 0013 0.160 0.161
Fducation 0.035 0.040 -0.022 -0.012 0.069 0.058 0.099 0.083
Tenure -0.170  -0.090 -0.265" -0.108 -0.036 -0.045 -0.130 -0.191
Job Crafting 0.152" 0.300" 0.012 -0.080
Positive Emotion 0.220" 0.243"
Role Conflict -0.196" -0.225"

R? 0.019  0.040° 0.035 0.119° 0.014 0.095 0.029 0.142"
AR’ 0.021° 0.084" 0.081" 0.113"
Notes: N = 323; * p < 0.05, ** p < 0.01
Table 3 Bootstrapping Test of Mediation Effect

Stage 1 Stage 2 Indirect
Paths Effect Effect Effect SE 95% Cl
Size/SE (a) Size/SE (b) (a*b)

JC>RC TP 0.389/(0.068)  -0.115/(0.060) -0.045 0.025 [-0.101, -0.002]

JC—RC— OCB  0.389/(0.068)  -0.080/(0.041) -0.031 0.017 [-0.070, -0.002]

JC>PE—>TP 0.100/(0.043) 0.242/(0.092) 0.024 0.017 [0.002, 0.071]

JC— PE— OCB  0.100/(0.043) 0.193/(0.043) 0.019 0.009 [0.005, 0.043]

Discussion

Based on the job demand-resource model
(Bakker & Demerouti, 2017), we explore the
positive and negative effects of employees’
job crafting on their job performance. Starting
from the two paths of resource depletion
effect and gain effect immediately generated

when employees engage in job crafting, focusing

on the mediating roles of role conflict and
positive emotion in the relationship between
job crafting and job performance.

First, research shows that when
employees engage in job crafting, it can lead
to role conflict because they spend a lot of
time and energy trying new things, which may

not align with the organization’s expectations.
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This conflict can cause a cycle of resource oss,
resulting in a decrease in work performance
(Demerouti et al., 2001; Ghanayem et al., 2020).
Additionally, the tension between an employee’s
role and their job crafting activities can nega-
tively impact how well they perform their job
(Borman & Motowidlo, 1997).

Second, studies indicate that job crafting
can enhance employees’ work conditions,
lessen their stress, and conserve resources
(Geldenhuys et al., 2021). It boosts positive
emotions, which increases cognitive flexibility
and job understanding. This, in turn, helps
improve work performance. Positive emotions
also play a role in linking job crafting to better
job performance (De Clercq et al., 2019).

This finding has resolved the previous
contradictory conclusions regarding the
relationship between job crafting and job
performance. In other words, job crafting
can increase job performance by enhancing
employees’ positive emotions, while at the
same time it may reduce job performance
by increasing role conflict. This finding is also
consistent with the predictions of the job
demands-resources model, which posits that
job demands have a negative impact, while
job resources have a positive impact.

Additionally, our research findings offer
some insights for organizational managers.
Managers should recognize the double-edged

sword effect of job crafting.

Therefore, when encouraging employees
to engage in job crafting, they should adopt
a balanced strategy that not only stimulates
employees’ positive emotions but also ensures
that such behavior does not lead to role
conflict. For instance, managers should
establish clear guidelines and processes for
job crafting. This includes providing employees
with clear job objectives and expectations,
ensuring that the direction of job crafting aligns
with the organization’s strategic goals, and
reducing role conflicts arising from job crafting.
At the same time, managers should establish
effective communication channels, encourage
employees to share their crafting plans and
progress, and provide timely feedback and
support. By doing so, managers may be able
to harness the positive effects of job crafting

as well as miticate its negative effects.

Conclusions

This study reviews past research on
job crafting and its effects, helping managers
grasp its potential impacts. It confirms that job
crafting can positively or negatively influence
employees’ job performance. This understanding
allows managers to better guide job crafting
activities. The study also differentiates
between task performance and contextual
performance, like Organizational Citizenship
Behavior (OCB), providing insights into how job

crafting affects different performance areas.
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