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Abstract

In the contemporary world of work, individuals are arguably increasingly responsible for maintaining the longevity of their
careers. Recently, the concept of career crafting has emerged to describe how individuals may proactively shape their career
paths, for example, by developing professional skills to remain employable in the uncertain labor markets. However, career
crafting is empirically understudied, which limits its application to employee well-being practices. In the present study, we
draw on the social identity approach to hypothesize that an increase in career crafting fosters increases in professional (PI)
and organizational (OI) identification. In turn, increases in PI and OI lead to an increase in work engagement, a decrease in
job boredom, and a decrease in burnout. We analyzed two-wave longitudinal survey data from the Finnish working popu-
lation (n =842) collected in 2021 and 2022. Most of our hypotheses were supported, as the latent change score modeling
revealed that an increase in career crafting was associated with an increase in work engagement and a decrease in burnout via
increases in PI and OI. However, an increase in career crafting was associated with a decrease in job boredom via increases
in OI, but not via PI. Our study suggests that career crafting is a viable addition to the bottom-up approach to job design
and encourages organizations to invest resources in employees’ career crafting to foster their psychological attachment to
work-relevant groups and, consequently, their well-being.

Keywords Career crafting - Professional identification - Organizational identification - Work engagement - Job boredom -
Burnout - Latent change score modeling

In the world of non-permanent employment contracts
and rapidly shifting skill requirements, it is important for
employees to craft their careers, that is, proactively self-
manage their careers (De Vos et al., 2020; Tims & Akker-
mans, 2020). For organizations, correspondingly, providing
career development opportunities holds the potential for
promoting employees’ motivation and well-being (De Vos
etal., 2019; Hameed et al., 2022). However, career crafting
is a relatively new concept with limited evidence about its
potential impact on different types of employee well-being,
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such as work engagement, job boredom, and burnout (e.g.,
Ge et al., 2023). Furthermore, the underlying mechanisms
between career crafting and employee well-being remain
unexplored. This gap limits the understanding and utiliza-
tion of career crafting in developing workplaces and working
life in general.

In addition to referring to proactive behaviors in shap-
ing the characteristics of one’s environment, crafting is also
associated with social identities (Wrzesniewski & Dutton,
2001). In the present study, we draw on the social identity
literature (Tajfel & Turner, 1979; Turner, 1985) to propose
that career crafting strengthens employees’ belongingness
and psychological oneness with work-relevant groups, i.e.,
identification with their profession and organization (Ash-
forth & Mael, 1989). As a sense of belongingness is a crucial
antecedent for well-being (Baumeister & Leary, 1995), we
expect professional (PI) and organizational (OI) identifica-
tion to promote employee well-being in terms of more work
engagement, and less job boredom and burnout.
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We examine two-wave follow-up survey data collected
from the Finnish working population in 2021 and 2022
(n=2842). By analyzing relations among within-person
changes in latent constructs, we propose a dynamic pro-
cess where an increase in career crafting is associated with
improved employee well-being (an increase in work engage-
ment, a decrease in job boredom, and a decrease in burnout)
via increases in PI and OI (Fig. 1). With our study, we pro-
vide the following contributions.

First, we draw bridges between career crafting and social
identity literature by demonstrating how career crafting may
shape employees’ identification in terms of PI and OI. Job
crafting as a way to alter one’s sense of self is an important
theoretical notion of the crafting framework (Wrzesniewski
& Dutton, 2001; Wrzesniewski et al., 2013), but this has yet
to be examined in the broader context of career crafting. Fur-
thermore, as individuals may define themselves holistically
via multiple identities, literature in both job crafting and
social identification calls for examinations of multiple foci of
social identification (Ashforth, 2016; De Bloom et al., 2020).
The existing research has mainly focused on relationships
between job crafting, i.e., proactively altering one’s current
job (Tims et al., 2021), and OI (Ashforth et al., 2008). This
focus limits the current theoretical, empirical, and practical
understanding regarding crafting behaviors as a means to
alter multiple aspects of the self-concept. In addition to OI,
PI is another salient identification in the context of work,
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albeit it has received less attention (e.g., Greco et al., 2022).
Since career crafting primarily focuses on one’s professional
domain, it is likely to have a significant impact on PI. How-
ever, it is unknown what kind of impact career crafting may
have on employees’ ties with their present organization in
terms of OI.

Second, we add to the bottom-up approaches of promot-
ing social identification. The majority of research on group
identification in organizational psychology has focused on
how organizations may promote employees’ identification
from the top-down, for instance, via fair leadership practices
(Ashforth, 2016). Our study expands this understanding by
examining the bottom-up approach, i.e., proactive actions
that employees themselves may take to promote their iden-
tification with the organization and profession (e.g., Kalti-
ainen et al., 2022). By providing novel insights into how
identification may be promoted in the work context, our
study provides valuable practical and theoretical contribu-
tions to both social identity and crafting frameworks.

Third, we demonstrate how PI and OI may serve as under-
lying mechanisms linking career crafting to three types of
affective-motivational well-being states at work: work
engagement, job boredom, and burnout. While the existing
evidence indicates that career crafting may promote work
engagement (e.g., Lee et al., 2021), it is unclear if it can also
mitigate job boredom (i.e., state of low activation at work)
or burnout (i.e., state of exhaustion, mental distancing,
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Fig. 1 Theoretical model of the present study. Note. H=hypothesis. T1-T2A = within-person change in latent factor from time 1 to time 2
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and cognitive and emotional impairment). Put differently,
should career crafting be primarily viewed as a promoter
of a positive-motivational well-being state, a mitigator of
employee ill-being, or both? Thus, we expand the nomologi-
cal network of career crafting by exploring its associations
with a spectrum of motivational well-being states. In doing
so, we provide evidence for practices that promote employee
well-being holistically, which is recognized as one of the
cornerstones of successful organizations (e.g., Grawitch
et al., 2006).

What is Career Crafting?

Career crafting is defined as, “proactive behaviors that
individuals perform to self-manage their career and that
are aimed at attaining optimal person—career fit” (Tims
& Akkermans, 2020, pp. 175-176). Tims and Akkermans
(2020) present two major reasons for developing the con-
cept of career crafting. First, there was a need to integrate
various concepts of proactive career behaviors, which shared
similarities but had evolved in isolation from each other. A
comprehensive review by Jiang et al. (2022) reveals how
proactive career literature has accumulated a variety of simi-
lar proactive career concepts over the past decades, such as
career self-management, career competencies, career adapt-
ability, career initiative, and career planning. These concepts
share similarities by emphasizing individual agency, yet they
also share distinctions, leading to conceptual ambiguity. Sec-
ond, there was a need to broaden the perspective beyond
crafting only one’s current job. Whereas prior research had
found job crafting to be associated with career-related out-
comes such as perceived employability (Tims et al., 2012)
and career success (Akkermans & Tims, 2017), examining
career crafting offers insights into how individuals may
directly shape their careers (Tims & Akkermans, 2020).

In addition to the target of crafting behaviors (i.e., one’s
current job vs. one’s overall career), career crafting pro-
vides a more long-term perspective. It encompasses the
overall development and future directions of one’s career
path compared to job crafting, which is limited to one’s
current work (Ge et al., 2023). Voluntary and involuntary
job changes have become common, highlighting the impor-
tance of employability, such as the perception of being able
to gain employment, as it helps maintain the longevity of
one’s career (De Vos et al., 2019, 2020; Tims & Akkermans,
2020). Put differently, the uncertain nature of contemporary
work emphasizes the importance of long-term perspective in
one’s career management (De Vos et al., 2020).

Tims and Akkermans’ (2020) initial definition of career
crafting is relatively broad as it refers to proactively improv-
ing person-career fit. The notion of fit may encompass
multiple aspects relevant to sustaining one’s career, such

as physical health, career satisfaction, performance, and
employability (De Vos et al., 2020). Given the multitude of
these aspects in contemporary careers, we argue that refining
the focus on career crafting constructs helps specify relevant
facets of career crafting and their specific outcomes. Con-
sidering how Tims and Akkermans (2020) build their career
crafting definition around the notion of personal develop-
ment, and recognizing that being able to gain employment
is a fundamental aspect of sustaining contemporary careers
(De Vos et al., 2019, 2020), we operationalize career crafting
as proactive behaviors that are aimed at professional devel-
opment. This includes aspects such as exploring possibilities
to develop professional skills, setting professional goals, and
striving to develop skills that are relevant to one’s profession
as well as work life in general.

A Social Identity Approach in Linking Career
Crafting and Employee Well-Being

Ashforth and Mael (1989) define social identification as,
“the perception of oneness or belongingness to some human
aggregate” (p. 21). “Some human aggregate” refers, for
instance, to group memberships through which individuals
classify themselves to gain a sense of self (Turner, 1985).
Thus, identification describes the degree of how central and
important a given membership is to one’s self-definition
(Ashforth & Mael, 1989; Postmes et al., 2013). PI refers
to a psychological oneness to a more abstract social group
that shares, for example, similar training and qualifications,
while OI refers to oneness with an organization, which is
more concrete and local in terms of, for example, organiza-
tional values and co-workers (Ashforth et al., 2013; Hekman
et al., 2009a). The salience of a given group membership for
one’s social identity may depend on the social context, yet
individual behaviors may make specific groups more or less
salient for their identification (Hogg & Terry, 2000).

In the early conceptualization of the crafting theory,
Wrzesniewski and Dutton (2001) noted that job crafting may
be driven by the need to acquire a positive sense of self at
work. Later, Wrzesniewski et al. (2013) proposed theoretical
pathways describing how employees may craft to fix precon-
ceived identity misalignments, further develop their sense
of self, or inadvertently discover other positive identities.
Therefore, crafting one’s work may alter the social environ-
ment of the job and also alter an individual’s work identity
(e.g., Kaltiainen et al., 2022).

We argue that career crafting represents proactive behav-
ior that is relevant to one’s perception as a professional and
organizational member, i.e., makes them salient for shaping
identification. Employees perceive their professional and
organizational social categories as a set of context-depend-
ent attributes that are typical for an ideal member (Hogg &
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Turner, 1987; Ashforth et al., 2008). In the context of career
crafting, employees aim to develop skills and attributes they
perceive an ideal member of their profession would possess.
We argue that when employees develop these valued attrib-
utes, they become more self-defining, i.e., they perceive to
become more “one” with an ideal professional, which is
indicated by an increase in PI (e.g., Ashforth et al., 2008).
Career crafting is likely to foster attributes that are ideal for
one’s perception of a prototypical organizational member
as well, which is indicated by an increase in OI. Hence, we
present our first hypothesis:

Hypothesis 1: An increase in career crafting is associated
with increases in (a) PI and (b) OI.

Several theories propose that a sense of belonging is
essential for well-being (e.g., Baumeister & Leary, 1995;
Deci & Ryan, 2000; Maslow, 1943). For example, related-
ness is proposed as a universal need for psychological well-
being and autonomous motivation (Ryan & Deci, 2017).
According to the social identity approach, identification with
groups motivates employees to work towards the groups’
goals, as belonging to successful groups enhances their self-
image (Tajfel & Turner, 1979; Tyler & Blader, 2003). In
the context of work, identification with work-related groups
may thus impact employees’ affective-motivational states.
Accordingly, existing empirical evidence has shown OI and
PI to be associated with employee well-being (Greco et al.,
2022; Lee et al., 2015; Riketta, 2005).

In the present study, we examine work engagement,
job boredom, and burnout as indicators of employee well-
being, which refer to different affective-motivational states
at work (Hakanen et al., 2018; Russell, 1980). Work engage-
ment consists of vigor, dedication, and absorption, which
represent a positive affective and high activation state of
employee well-being (Schaufeli et al., 2019). Job boredom is
characterized as a state of low activation and unpleasantness,
such as daydreaming and feeling that time passes slowly
at work (Reijseger et al., 2013). Similarly, burnout is also
characterized by low activation and unpleasantness consist-
ing from exhaustion, mental distancing, and emotional and
cognitive impairment (Schaufeli et al., 2020). Despite their
similarities in activation and feelings, job boredom is con-
sidered a less intense state of well-being compared to burn-
out (Schaufeli & Salanova, 2014). Thus, job boredom and
burnout reflect distinct ill-being states that might develop in
different working conditions (e.g., Harju et al., 2022).

Building on our first hypothesis, and given the afore-
mentioned empirical evidence on identification, we expect
PI and OI to act as mediating mechanisms between career
crafting and employee well-being. So far, studies have
shown that career crafting is associated with employee
well-being, but the evidence is limited to work engagement
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and cross-sectional studies (e.g., Chifor & Oprea, 2023; Lee
et al., 2021). It is unknown whether career crafting might
potentially mitigate employee ill-being in terms of job
boredom and burnout. Recent literature on psychological
well-being highlights the dual continua perspective, where
health and illness are operationalized as separate dimensions
(Iasiello et al., 2020; Keyes, 2005). In other words, the opti-
mal employee well-being state consists of the presence of
positive, as well as the absence of negative indicators of
well-being. In our study, we simultaneously examine posi-
tive and negative indicators of employee well-being, which
allows us to draw more comprehensive conclusions in terms
of holistic employee well-being.

So far, crafting studies have sidelined social identifi-
cation as a mediating mechanism between crafting and
its outcomes. Considering how a sense of belongingness,
such as PI and OI, may promote employee well-being and
mitigate ill-being (e.g., Greco et al., 2022), and how career
crafting might shape PI and OI, we argue that career craft-
ing promotes social identification, which in turn, enhances
employee well-being:

Hypothesis 2: An increase in career crafting is indirectly
associated with (a) an increase in work engagement, (b)
a decrease in job boredom, and (c) a decrease in burnout
via an increase in PI.

Hypothesis 3: An increase in career crafting is indirectly
associated with (a) an increase in work engagement, (b)
a decrease in job boredom, and (c) a decrease in burnout
via an increase in OI.

Method
Procedure and Participants

We analyzed two-wave survey data collected from the
Finnish working population in the spring of 2021 and
2022 (n=842). We achieved this by requesting the Finn-
ish population register to randomly draw a sample of con-
tacts based on the following sampling criteria. First, we
limited our sampling to include Finnish citizens who listed
one of the two official languages (Finnish or Swedish) as
their primary language and resided in Finland. Second, the
population register covered all citizens, both employed and
non-employed. We focused on working-aged citizens, and
therefore we excluded citizens who were under 23 from the
study population, as they are less likely, on average, to have
sufficient working experience. Furthermore, we excluded
citizens who were over 65, as they were likely to be retired
and thus not working, at least regularly. Lastly, young adults
typically have a poor response rate in random population
surveys. This raised concerns that our follow-up data might
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be underrepresented by younger employees. We took meas-
ures to increase the likelihood of attaining young adults,
which in the Finnish context generally refers to 23—34-year-
olds. Namely, we requested the population register to draw
a threefold larger sample of contacts from 23-34-year-olds
compared to 35-65-year-olds.

In early 2021, the Finnish population register randomly
drew 16,000 contacts from the Finnish population. The invi-
tation to participate in the study, both in Finnish and Swed-
ish, along with a printed survey was mailed in May 2021. In
the invitation, we emphasized that participation was volun-
tary and that participants had the right to inspect and verify
the correctness of their answers at any time. We also pro-
vided the contact information of the researchers, the Finn-
ish population register, and the national office of the Data
Protection Agency in case of any questions about the partici-
pants’ rights. We instructed the participants to either fill out
the paper survey and return it with the provided envelope,
or complete the survey online using their unique identifier.
Two reminder letters were sent during the data collection,
which roughly lasted 1.5 months. 2738 (17%) participants
completed the baseline survey in 2021 (T1). A follow-up
survey was sent in April of 2022 (T2) to 2425 participants
who agreed to be contacted again. The follow-up procedure
was similar to the baseline, as collection lasted roughly 1.5
months and included two reminder letters. Altogether, 1221
participants returned the follow-up survey, which was 50%
of the T1 respondents who were contacted again. Previously,
two manuscripts were published from our data. The data
transparency statement is provided in Appendix A.

For the analysis, we included participants who reported
being in employment (full-time, part-time, or other) and
reported 10 or more weekly working hours during both time
points (n=842). 31% (n=379) were left out of the analysis
as they, for example, reported being employed at T1 but
not in T2. Sample characteristics are presented in Table 1.
Before the main analysis, we examined whether participant
attrition could pose a risk of biasing our results (Goodman
& Blum, 1996). A detailed description of the analysis is
presented in Appendix B. In sum, younger participants and
those who had fewer total working years were more likely to
drop out from our follow-up survey. However, as described
below, we controlled for the effects of total working years
and organizational tenure, which might alleviate some of the
biases that are related to age.

Measures

A complete list of items and response scales is presented in
Appendix C. Means, standard deviations, Cronbach’s alphas,
number of items, scales, and Pearson correlations are pre-
sented in Table 2.

Table 1 Sample Characteristics at T2

Variable M/% SD
Age 40 12.45
Gender
Women 62%
Men 38%
Education®
High 64%
Low 36%
Employment status
Full-time 88%
Part-time 11%
Other 1%
Weekly working hours 38 7.00
Organisational tenure 8 9.10
Working years 18 12.59
Changed jobs T1-T2 17%

n=2842. M/%=mean estimate or distribution of the descriptive.
SD standard deviation

®high education =university degree or higher, low education = sec-
ondary education or lower

Career crafting was measured with four items that we
based on the Tims and Akkermans (2020) career crafting
scale. From the original scale, we adopted two items that
we rephrased to be more suitable in the Finnish context (“I
explore possibilities to develop professional skills” and “I
set professional goals”). To capture more comprehensively
the proactive behaviors to develop one’s professional com-
petency (Tims & Akkermans, 2020), we developed two new
items (“I strive to develop professionally” and “I strive to
acquire skills and competencies that I may need in working
life”). PI and OI were measured with four items drawn from
Leach et al. (2008) and Postmes et al. (2013). The items
were framed to the participants’ professions and organiza-
tions in separate sections of the survey. PI was asked in a
section titled “Profession and professional development”
while OI was asked in the section titled “Me and my work”.
We drew three items from the Leach et al. (2008) In-Group
Identification measure that reflects solidarity (‘I feel solidar-
ity with my [profession/organization]”), centrality (“Being
a part of [profession/organization] is an important part of
how I see myself”), and satisfaction (“T am glad to be [pro-
fession/organization]”). In addition, we added the Postmes
et al. (2013) single-item measure of social identification, as
recommended by the authors (“I identify with my [profes-
sion/organization]”). Work engagement was measured with
the Ultra Short Measure for Work Engagement (Schaufeli
et al., 2019). The measure has three items, one depicting
each dimension of vigor, dedication, and absorption (e.g.,
“At my work, I feel bursting with energy”). Job boredom
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was measured with three items (e.g., “At work, time goes by
very slowly”) that were drawn from Reijseger et al. (2013).
Burnout was measured with the twelve-item Finnish version
of the Burnout Assessment Tool (Hadzibajramovic et al.,
2022; Hakanen & Kaltiainen, 2022). The measure includes
four core symptoms of burnout (exhaustion, mental distanc-
ing, cognitive impairment, and emotional impairment) that
are measured with three items each (e.g., “At work, I feel
mentally exhausted”).

In our analysis, we controlled for the effects of organiza-
tional tenure and working years measured at T2. Organiza-
tional tenure was measured by asking “How many years have
you worked in your current job?” and working years by,”’In
total, how many years have you been in paid employment
since the age of 15?7 A rough estimate is sufficient”. Both
may reflect the length of membership in a given group and
also, to some extent, the age of the participant, which may
affect the variables in our model. For example, age is found
to be associated with job crafting (Kooij et al., 2017) and
employee well-being (e.g., Kaltiainen & Hakanen, 2022).
Furthermore, the length of membership in a group is associ-
ated with stronger group identification (e.g., Riketta, 2005).
Failing to control for such variables may increase the risk
of spurious associations between the hypothesized variables
(Rohrer, 2018). By including organizational tenure at T2, we
also account for possible changes in jobs during the follow-
up period.

Analysis

We tested our hypotheses by estimating latent change
score models (LCSM) using maximum likelihood with
robust standard errors in Mplus v.8 (Muthén & Muthén,
1998-2017). LCSM is a technique to estimate within-person
changes over time in latent constructs (McArdle, 2009). In
our study, T1 and T2 latent factors are indicated by their
respective observed items. The residuals of the same items
were allowed to covary over time, as recommended in
repeated measures studies (Little & Card, 2013). Then, we
estimate a higher-order latent change construct (T1-T2A) by
1) fixing the path estimate to 1 from the T2 factor, 2) fixing
the residual variance of the T2 factor to 0, 3) fixing the path
estimate to 1 from T1 to T2 factor, 4) estimating covariance
between T1 and T1-T2A, and 5) estimating the T1-T2A
intercept. The resulting T1-T2A represents a within-person
change in a latent construct that is free of measurement
error (Henk & Castro-Schilo, 2016). Hence, we examine
how an average within-person change in one latent construct
is associated with an average change in another construct.
All T1-T2 A variables are regressed to organizational tenure
and working years to control for their effects. Furthermore,
organizational tenure and working years are set to covary
with all T1 latent constructs as they are likely to impact our

study variables at baseline. Indirect effects are analyzed by
calculating bias-corrected 95% confidence intervals using
2000 bootstrapped samples (Selig & Preacher, 2009).

Results
Preliminary Analyses

First, we conducted a confirmatory factor analysis to exam-
ine the factorial structure of our study variables (i.e., career
crafting, PI, OI, work engagement, job boredom, and burn-
out). The latent factor of burnout was indicated by four indi-
cators, which were the mean scores of exhaustion, mental
distancing, cognitive impairment, and emotional impairment.
The hypothesized model provided an adequate fit to our data
(x2(df)=2089.53 (814), p < 0.001; Root Mean Square Error
of Approximation (RMSEA)=0.04; Comparative Fit Index
(CFI)=0.94; Tucker—Lewis Index (TLI)=0.93; Standard-
ized Root Mean Squared Residual (SRMR)=0.05). In addi-
tion, the hypothesized model provided a superior fit in com-
parison with alternative factor models. For instance, a model
where PI and OI items loaded on the same factor provided
a poor fit with the data (y2(df) =4352.73 (835), p<0.001;
RMSEA =0.07; CFI=0.84; TLI=0.82; SRMR =0.08). So
did a model where work engagement, job boredom, and
burnout items loaded on the same factor (x2(df) =3609.20
(852), p<0.001; RMSEA =0.06; CFI=0.88; TLI=0.86;
SRMR =0.07). These findings supported the notion that the
examined hypothesized constructs were empirically distinct
from each other. In our hypothesized model, the modifica-
tion indices suggested covariance between two item residu-
als of both PI and OI scales at both measurement times.
These items were the same for both PI and OI measures: “I
identify with my [profession/organization]” and “Being a
part of [profession/organization] is an important part of how
I see myself”. The Postmes et al. (2013) item “I identify with
my [Group]” is based on the notion of self-definition as they
argue that this was the essence of identification and efficient
enough to capture other relevant components of identifica-
tion. In comparison, The Leach et al. (2008) identification
measure were designed to capture multiple dimensions of
identification of which the item “Being a part of [In-group]
is an important part of how I see myself” reflects the central-
ity aspect, i.e., how central the social group is to one's self-
definition. Both items shared similar content which provided
the rationale for their residuals to covary. We allowed these
covariances to account for this effect rather than removing
either of the items. This model provided a satisfactory fit for
our data (See Table 3: Configural).

Next, we conducted measurement invariance analysis to
examine if changes in our latent variables could be biased
by variability in item loadings and intercepts between T1
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Table 3 Measurement

. . ” x2 (df), p—value RMSEA CFI TLI SRMR ACFI
invariance over time
Configural® 1917.22 (810), p <0.001 0.04 0.95 0.94 0.05
Metric® 1932.15 (826), p <0.001 0.04 0.95 0.94 0.05 <0.001
Scalar® 1990.67 (842), p <0.001 0.04 0.95 0.94 0.05 0.002
n=_842

“Measurement model without constraints

A model where factor loadings are constrained to be equal over time

¢A model where factor loadings and intercepts are constrained to be equal over time

ACFI=change in CFI index compared to the previous model

and T2. The results are presented in Table 3. Based on the
recommended threshold of CFI decrease <0.01 (Cheung &
Rensvold, 2002), we determined that the scalar model (equal
factor loadings and intercepts over time) was supported and
proceeded with this model to test our hypotheses.

Hypothesis Testing

The hypothesized full mediation model with control
variables provided a satisfactory fit for our data (Fig. 2;
X 2(df) =2465.76 (939), p<0.001; RMSEA =0.04;
CFI1=0.94; TLI=0.94; SRMR =0.06). A partial mediation

(T1-T24)

14 (.05)**

Career crafting
(T1-T22)

(T1-T24)

Fig.2 Full Mediation LCSM. Note. n=842. Standardized path
estimates with standard errors in the parentheses are presented.
T1-T2A = within-person change in latent factor from time 1 to time 2.
For clarity, we have omitted the non-significant path estimates from
PI (T1-T2A) to Job boredom (T1-T2A), the non-significant path esti-
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Professional
identification

Organisational
identification

model, in which we included direct paths from career craft-
ing to work engagement, job boredom, and burnout, did not
increase model fit based on Satorra-Bentler x 2 difference
test (Ax2 (df)=7.18 (3), p=0.066). Given the rule of parsi-
mony, we preferred the full mediation model over the partial
mediation model.

All path estimates from our study model (Fig. 2) are
shown in Appendix D. As shown in Fig. 2, Hypotheses la
and 1b gained support, as an increase in career crafting
was associated with increases in PI (Hypothesis 1a) and
OI (Hypothesis 1b). Also shown in Fig. 2 and Table 4,
Hypothesis 2a and 2c gained support as an increase in

Work engagement

20 (.0d)*** (T1-124)

Job boredom
(T1-T2A)

- 17 (06)**

Burnout
(T1-T2A)

mates of control variables (organizational tenure and working years),
latent variables at T1 and T2, latent factors’ items, and residual covar-
iances between latent change scores (i.e., between PI and OI, and
among employee well-being indicators). *** p <.001, ** p <.01
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Table 4 Standardized coefficients for indirect effects

Indirect path B (CI195%)

Career crafting A — PIA — Work engage-  0.03 [0.008, 0.058]

mentA

Career crafting A — OIA — Work engage-
mentA

Career craftingA — PIA — Job boredomA  —0.01 [-0.042, 0.004]

Career craftingA — OIA — Job boredomA —0.05 [-0.087, —0.016]
—0.02 [-0.059, —0.006]
—0.08 [-0.137, —0.028]

0.06 [0.021, 0.103]

Career craftingA — PIA — BurnoutA
Career craftingA — OIA — BurnoutA

n=_842. A =within-person change in latent factor from time 1 to time
2

career crafting was indirectly associated with an increase
in work engagement (Hypothesis 2a) and a decrease in
burnout (Hypothesis 2c¢) via PI. However, an increase
in career crafting was not indirectly associated with job
boredom, and thus, Hypothesis 2b did not receive support
(Table 4).

As shown in Fig. 2 and Table 4, Hypotheses 3a, 3b, and
3c gained support as an increase in career crafting was
indirectly associated with an increase in work engagement
(Hypothesis 3a), a decrease in job boredom (Hypothesis 3b),
and a decrease in burnout (Hypothesis 3c) via OL.

Post Hoc Analyses

As our main findings indicate (Fig. 2), some path estimates
are larger compared to others, indicating potential differ-
ences in the found relationships. We used the model con-
straint command in Mplus to test whether the differences in
unstandardized path estimates were statistically significant
(Muthén & Muthén, 1998-2017). The results showed that
the path estimate from career crafting to PI is not signifi-
cantly different compared to the path estimate from career
crafting to OI (B difference =—0.01, p=0.880). However,
significant differences were found in path estimates between
PI and OI to work engagement (B difference =—-0.21,
p=0.007), job boredom (B difference =0.20, p=0.017),
and burnout (B difference =0.32, p <0.001). In sum, with
the path estimates shown in Fig. 2, these results suggest that
OI had a potentially stronger impact on the three employee
well-being outcomes compared to PI.

In addition, we examined if our results were sensitive to
our imposed measurement model modifications (see Pre-
liminary analyses) by repeating the analyses without the
model modifications. As the results remained the same in
terms of support for the hypotheses, this sensitivity analy-
sis showed that our conclusions were not dependent on the
applied model modifications (for detailed results, contact
the first author).

Discussion

In the present study, we examined dynamic within-person
processes and found an increase in career crafting to be
mainly associated with improved employee well-being
(increase in work engagement, decrease in job boredom,
and decrease in burnout) via increases in PI and OI, while
controlling for organizational tenure and working years.
However, career crafting was not significantly associated
with a change in job boredom via an increase in PI. There-
fore, our examination of two-wave survey data from the
Finnish working population supported all but one of the
eight hypothesized associations.

Our study is the first to provide empirical evidence on
how career crafting may shape multiple identifications
simultaneously. By this, we answer calls to expand the
examination from single foci of identification to multi-
ple identifications. According to Ashforth (2016), work-
related identification literature has overwhelmingly
focused on OI amongst various foci of identification and
states, “the overwhelming focus on the organization as the
target of identification has created the erroneous impres-
sion that the organization is typically the most important
target.” (p. 365). Moreover, De Bloom et al. (2020) argue
that work-related identity domains are not likely to be
independent of each other, which implies that crafting may
shape multiple related identities.

Our study provides a novel contribution to the timely
concept of career crafting, given that career paths are mov-
ing away from working within the same organization for
extensive periods (De Vos et al., 2020). By adopting the
social identity perspective, we demonstrated an individual-
level process of career crafting, which implies mutually
beneficial outcomes for employees and organizations. This
is because career crafting may improve employee well-
being by strengthening their psychological bond to their
profession and their organization. While job crafting has
received the most attention among various crafting con-
cepts (e.g., Demerouti & Bakker, 2013), our study suggests
that organizations may consider expanding the bottom-up
job design to account for employees’ career development.

Career Crafting Sense of Self: The Complementary
Nature of Pl and Ol

Our results suggest that career crafting may foster both
PI and OI to the same extent, as indicated by our post-
hoc analysis. Put differently, career crafting potentially
not only fosters employees’ oneness with their profession
but also their psychological ties with the current employer.
The identification literature suggests that OI is nested, i.e.,
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it is embedded within PI as one’s perception as a profes-
sional is likely to share common characteristics with their
perception as an employee of the current organization
(Ashforth et al., 2008; Ellemers & Rink, 2005; Gouldner,
1957). As noted by Rousseau (1990), an employee’s PI and
OI are not mutually exclusive but rather intertwined. In
other words, one’s professional and organizational mem-
berships are likely to “jointly address the opposing desires
for assimilation and uniqueness” (Ashforth et al., 2008, p.
356). Thus, one’s self-definition as a professional (e.g., I
am a veterinarian) is likely to be interrelated with one’s
self-definition as an employee of their current organization
(e.g., I am a veterinarian at my local animal clinic). Over-
all, our study illustrates how career crafting may benefit
a range of nested identities that commonly share a degree
of similarity.

Due to the distinctions between PI and OI, one’s pro-
fessional and organizational identity domains may also be
in conflict (e.g., Hekman et al., 2009b). The social identity
literature suggests that individuals inherently aim to avoid
conflicts between salient identities, as it is psychologically
taxing (Ashforth et al., 2000). We believe that career crafting
mitigates potential identity conflicts in terms of PI and OlI,
as it is a self-initiated form of behavior. Furthermore, career
crafting adopts a long-term perspective that encompasses
the whole career path, ranging from one’s work history to
potential development and changes in the future (Ge et al.,
2023). Thus, when employees craft their careers, they may
do so in a way that reduces identity conflicts between PI
and OI. For example, one might perceive that their current
work does not reflect their professional identity. However,
in the context of career crafting, their current work serves
as an essential part of one’s career path as a whole, which
might alleviate potential identity conflicts between PI and
OI. Moreover, our construct of career crafting focuses on
professional development, which we argue is relevant for the
prototypical member of both professional and organizational
social groups. As shown by our post-hoc analysis, career
crafting may foster a psychological bond with both social
groups (i.e., profession and organization) to a similar degree.
In sum, career crafting may represent behaviors that do not
reinforce the distinctions between PI and OI, but rather pro-
mote both (e.g., De Bloom et al., 2020).

Our study provides important implications for bot-
tom-up job design. While organizational literature has
focused on top-down practices in promoting OI (e.g., He &
Brown, 2013), the focus has recently shifted to bottom-up
approaches to addressing the question, “what are the various
means through which bottom-up processes may in turn shape
higher order identities?” (Ashforth et al., 2016, p. 366). For
example, Kaltiainen et al. (2022) demonstrated how craft-
ing social relationships at work may promote OI. Our study
expands this notion by suggesting that crafting one’s career
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may also foster both PI and OI, benefiting organizations
and individuals by improving employee well-being. Fur-
thermore, contemporary careers are increasingly employee-
driven (De Vos et al., 2020), challenging the development of
top-down practices that can be meaningfully generalized to
all employees. It may be that certain top-down career prac-
tices may increase the risk of identity conflicts if they are
perceived as irrelevant to one’s career path. Such perception
might impact one’s holistic work-related self-definition in
terms of PI and OI, which, in turn, may have consequences
for well-being at work.

Improved Employee Well-being Through Career
Crafting: The Role of Pl and Ol

Our study shows how changes in one’s identification may
explain the potential effects of career crafting on employee
well-being. As we expected, career crafting may foster
belongingness to one’s professional and organizational
social categories, which in turn potentially improves
employee well-being. In line with the social identity litera-
ture, strengthening one’s identification may influence one’s
motivation in working toward the group’s goals (Tyler &
Blader, 2003), which may be reflected in affective-moti-
vational states in terms of increased work engagement and
decreased job boredom and burnout. While our results indi-
cate that both PI and OI may promote employee well-being,
they may have slightly different roles. Whereas career craft-
ing may promote work engagement and mitigate burnout via
OI and PI, it may mitigate job boredom only via OI and not
via PI. Furthermore, our post hoc analysis suggested that OI
was more strongly associated with all three employee well-
being indicators compared to PI.

Drawing from the notion of nested identities, PI and OI
represent different levels of self, which could explain the dif-
ferences in their predictive power on employee well-being.
PI refers to a more abstract higher-order social group com-
pared to OI (Gouldner, 1957), and it could be that a more
localized social group, such as OI, includes more concrete
objectives to be motivated for. For instance, Ullrich et al.
(2007) propose the identity-matching principle, where the
outcome is likely to be related to the same, i.e., matching
level of identification. In their recent meta-analysis, Greco
et al. (2022) found support for the identity-matching prin-
ciple in terms of attitudinal outcomes at work, but could
not determine if the matching principle would be applicable
to behaviors or general well-being due to the lack of stud-
ies. Our results support the notion of the identity-matching
principle, as unlike PI, OI was associated with job bore-
dom. However, PI and OI were both related to improved
work engagement and burnout, suggesting that PI has an
additional effect on employee well-being over and above OL.



Journal of Business and Psychology

In sum, it is important to specify the appropriate identity
domains when examining their associations to employee
well-being. Adopting multiple identity perspectives in craft-
ing as well as organizational studies in general is called for,
as employees’ identification might not emerge as “either-or”
but rather as a set of nested identities, such as professional
and organizational (e.g., Ashforth et al., 2008).

Practical Implications

Providing career development opportunities may be chal-
lenging for organizations due to the lack of a “typical career
path” in the modern world of work. Our results suggest that
organizations would benefit from a bottom-up approach that
encourages employees to acquire new skills and, thus, craft
their careers. Research shows that bottom-up job designs
are facilitated by providing employees with the resources
they need to shape their work (e.g., Tims et al., 2021). In
terms of career crafting, these resources would have to
reflect employees’ long-term career goals, which might go
beyond one’s current organization in terms of professional
development. Put differently, organizations should provide
resources, such as time and opportunities for employees to
shape their career paths, even if this may not directly ben-
efit the current organization at the time. For organizations
who might engage in risk/benefit reasoning while decid-
ing to invest organizational resources in employees career
development (e.g., De Cuyper & De Witte, 2011), our study
suggests that career crafting may boost belongingness to the
employer organization. Furthermore, Forrier et al. (2015)
suggest that investing in employee employability promotes
future job transitions within the internal job market, which
is also beneficial to organizations. Albeit not the focus of
the present study, the importance of PI and OI as mediat-
ing mechanisms calls for organizations to pay attention to
teleworkers. In the aftermath of COVID-19, hybrid work
has become a new normal, which may challenge employees’
sense of belongingness (Thatcher & Zhu, 2006). Practition-
ers should observe if certain telework conditions may hinder
employees’ sense of belongingness, which may mitigate the
potential well-being benefits of career crafting. Furthermore,
practitioners could seek ways to promote belongingness
among teleworkers by fostering career crafting.

Limitations and Future Studies

First, our study is limited in its ability to make causal infer-
ences. While we captured the change in latent constructs
between T1 and T2, the path estimates between these
changes are based on correlational data. However, we lim-
ited the effects of measurement non-invariance by constrain-
ing factor loadings and intercepts to be equal over time,
which strengthens our temporal inferences in estimating

latent changes. Future studies should adopt longer follow-
up periods with more measurement occasions to provide
more understanding of the causal and dynamic effects
between career crafting, social identification, and employee
well-being.

Second, the inherent issue of survey studies is the poten-
tial biasing effect of an omitted variable that could explain
the found associations. To combat this, we controlled the
effects of organizational tenure and working years, which
reflects the length of employees’ membership in their profes-
sional and organizational social groups. These are known to
be potential confounders in identification studies (Riketta,
2005).

Third, our study takes place in the late stages of the
COVID-19 pandemic. The pandemic is suggested to be a
global career shock (Akkermans et al., 2020), as uncertainty
and involuntary job loss were prevalent. Our results may
have been impacted by the pronounced salience of remaining
employable during these times. However, our data consist of
mostly full-time employees with an average tenure of 8§ years
(Table 1). Longer tenure might ease some of the insecurities
during the time of the pandemic (Cheng & Chan, 2008).
Future studies should examine whether our results can be
replicated during more stable times.

Fourth and lastly, Tims and Akkermans’ (2020) original
career crafting measure included two dimensions (cognitive
and behavioral) that were both measured with four items.
To avoid respondent fatigue, we drew one item from both
dimensions and developed two new items that comprehen-
sively reflect the original construct (see Measures section).
Furthermore, compared to the original measure, our career
crafting construct has a narrower focus since it focuses on
professional development. Considering our arguments on
the importance of professional skills as aspects of proto-
typical members, our focus on professional development
might explain the strength of the found association between
career crafting and the two identifications (i.e., PI and OI).
However, we argue that our modified measure is relevant
in capturing the essence of career crafting, as it is based on
the notion of personal development (e.g., Tims & Akker-
mans, 2020) and relates to sustaining one’s career (e.g.,
De Vos et al., 2019, 2020). Future studies should exam-
ine whether broader measures of career crafting might
have different impacts on different work-related identities.
While our operationalization of career crafting is focused
on professional development, there may be multiple rel-
evant aspects in one’s attempt to sustain their career, such
as health, productivity, and employability (e.g., De Vos
et al., 2020). Moreover, different conceptualizations of
career crafting have emerged (e.g., Chifor & Oprea, 2023;
Lee et al., 2021), and more conceptual work would be valu-
able in furthering the career crafting literature as a whole.
Furthermore, future studies should simultaneously examine
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career and job crafting, their temporal relationships, and
their relative impact on different outcomes. Such integrated
research designs contributes to fostering holistic organiza-
tional conditions that are mutually beneficial to employees’
careers and organizations.

Future career crafting studies could utilize the social
identity perspective in different designs related to multiple
identities. As our study focuses on nested identity domains
and highlights their common aspects in terms of professional
development, work-related identities may also be cross-cut-
ting with more universal perceptions of social groups based
on, for example, gender and age (Ashforth et al., 2008).
Examining cross-cutting identities might have implications
for identity-related outcomes and it might be worth exam-
ining from a career crafting perspective, for example, by
utilizing multi-group designs.

Another potential avenue to study is the environmen-
tal conditions that may moderate some of the associations
between career crafting and work-related nested identities
(e.g., professional, organizational, team, lunch group). Such
designs could reveal potential conditions that may mitigate
one’s attempt to shape a holistic sense of self via multiple
identities and thus, impact organizational and individual out-
comes, such as employee well-being.

Conclusions

We examined a process where career crafting fosters PI and
OL, which in turn, promotes employee well-being in terms of
work engagement, job boredom, and burnout. Considering
the growing interest in bottom-up approaches to job design,
our study provides essential evidence on why organizations
should foster employees’ proactive attempts to shape their
careers. Even though career crafting focuses on improving
employees as professionals, our study draws attention to the
potential complementary favorable impact on one’s profes-
sional and organizational identity domains.

APPENDIX
A. Data Transparency

In the current manuscript (MS1), we have examined a
sample that is collected as part of a larger longitudinal
research project from 2021 to 2022. This sample consists
of those who responded at both time points (T1: 2021 and
T2: 2022), reported to be employed at both time points
(full-time, part-time, or other), and reported at least
10 or more weekly working hours at both time points
(n =842). Previously, we have published a cross-sectional
study (MS2) from the T1 data in 2023 (n=1357) and a
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longitudinal study (MS3) which used data from both time
points in 2024 (n=516). Thus, these two studies (MS2 and
MS3) examine different sets of data, as MS 2 is cross-sec-
tional and MS3 is limited to participants that we defined
as “young adults”. Furthermore, research questions and
analysis methods differ largely. For these reasons, we see
that all three manuscripts make independent scientific con-
tributions. Please see the table below for the comparison
of the examined variables in these manuscripts.

References for MS 2 and MS 3:

MS 2: Li, J., Kaltiainen, J., & Hakanen, J. J. (2023).
Overbenefitting, underbenefitting, and balanced: Different
effort-reward profiles and their relationship with employee
well-being, mental health, and job attitudes among young
employees. Frontiers in Psychology, 14, 1020494. https://
doi.org/10.3389/fpsyg.2023.1020494

MS 3: Li, J., Kaltiainen, J., & Hakanen, J. J. (2024).
Job boredom as an antecedent of four states of mental
health: life satisfaction, positive functioning, anxiety, and
depression symptoms among young employees - a latent
change score approach. BMC Public Health, 24(1), 907.
https://doi.org/10.1186/s12889-024-18430-z

Data transparency table.

MS1 MS2
(pre- (Pub-
sent lished)
study)

MS 3
(Pub-
lished)

Variable in the dataset

Career crafting T1

Career crafting T2

Professional identification T1
Professional identification T2
Organizational identification T1
Organizational identification T2
Work engagement T1

Work engagement T2

Job boredom T1

Job boredom T2

Burnout T1

Burnout T2

Organizational tenure T2
Working years T2

T e A A T T e e S o S
>

B. Attrition Analysis

We compared our study sample (n = 842) to employees
who reported at least 10 or more weekly working hours
and only responded to T1 (n=1118). Demographic char-
acteristics and independent sample t-test results for mean


https://doi.org/10.3389/fpsyg.2023.1020494
https://doi.org/10.3389/fpsyg.2023.1020494
https://doi.org/10.1186/s12889-024-18430-z
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comparisons are shown in the tables below. Those who
only responded to T1 were younger and had fewer work-
ing years. However, we controlled the effects of working
years, which we also believe, captures some age-related
aspects. While significant mean differences were found in
PI and OI, these were rather small considering that these
were measured on a 5-point Likert scale. Overall, we do
not believe our results would be significantly biased by

participant attrition.

Study sample

T1 respondents

(n=2842) (n=1118)
Gender 62% 55%
Women 38% 45%
Men
Education 64% 51%
High 36% 49%
Low
Employment status 88% 86%
Full-time 11% 12%
Part-time 1% 2%
Other

High education = university degree or higher, low education = second-

ary education or lower

t-test for equality of means

Study sample

T1 respondents

(n=842) (n=1118)
Variable M (SD) M (SD) t df p-value
Age 38.47 (12.45) 36.01 (11.31) -4.50 1712.98 <0.001
Work hours 37.46 (7.00) 37.17 (7.56) -0.87 1876.95 0.382
Career crafting 3.95(0.81) 3.92 (0.83) -0.76 1819.00 0.450
Professional identification 3.77 (0.92) 3.63 (0.96) -3.42 1954.00 <0.001
Organizational identification 3.72 (0.90) 3.62 (0.96) -2.21 1855.49 0.027
Work engagement 4.36 (1.27) 4.28 (1.34) -1.50 1854.28 0.135
Job boredom 3.07 (1.47) 3.08 (1.49) 0.21 1953.00 0.837
Burnout 2.25 (0.56) 2.24 (0.56) -0.08 1946.00 0.936
Organizational tenure 7.45 (8.94) 6.72 (8.25) -1.82 1695.64 0.069
Working years 17.00 (12.59) 14.89 (11.12) -3.85 1683.30 <0.001

C. Measurement Instruments

Career crafting

Based on Tims and Akkermans (2020) career crafting scale

Scale: 1 =Fully disagree, 2 = Slightly disagree, 3 =Neither agree nor disagree, 4 =Slightly agree, 5 =Fully agree

I strive to develop professionally

I explore possibilities to develop my professional skills

I strive to acquire skills and competencies that I may need in working life

1 set professional goals
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Professional and organizational identification (Leach et al., 2008; Postmes et al., 2013)

The items are framed in the context of the participants' profession and organization in separate sections of the survey

Scale: 1 =Fully disagree, 2= Slightly disagree, 3 =Neither agree nor disagree, 4 =Slightly agree, 5=Fully agree

I am glad to be [In-group]
I feel solidarity with my [In-group]
Being a part of [In-group] is an important part of how I see myself

I identify with my [In-group]

Work engagement (Schaufeli et al., 2019)

Scale: 0=Never, 1 =few times in a year, 3 =once a month, 4 =few times in a month, 5 =once a week, 6 =daily

At my work, I feel bursting with energy
I am enthusiastic about my job

I am immersed in my work

Job boredom (Reijseger et al., 2013)

Scale: 0=Never, 1 =Few times in a year, 3=0nce a month, 4 =Few times in a month, 5=Once a week, 6 =Daily

At work, time goes by very slowly
1 feel bored at my job

During work time I daydream

Burnout (Hadzibajramovic et al., 2022; Hakanen & Kaltiainen,
2022)
Scale: 1 =Never, 2 =Rarely, 3 =Sometimes, 4 =Often, 5= Always

At work, I feel mentally exhausted

After a day at work, I find it hard to recover my energy
At work, I feel physically exhausted

I struggle to find any enthusiasm for my work

1 feel a strong aversion towards my job

I’m cynical about what my work means to others
When I’m working, I have trouble concentrating

At work, I have trouble staying focused

I make mistakes in my work because I have my mind on other things
At work, I feel unable to control my emotions
1 do not recognize myself in the way I react emotionally at work

B (SE), p-value

Working years — PIA
Organizational tenure — OIA
Working years — OIA

Organizational tenure — Work engagementA

Working years — Work engagementA
Organizational tenure — Job boredomA
Working years — Job boredomA
Organizational tenure — BurnoutA
Working years — BurnoutA

0.01 (0.05), p=0.886
-0.05 (0.06), p=384
0.05 (0.06), p=0.366
-0.05 (0.05), p=0.393
0.04 (0.05), p=0.406
0.08 (0.06), p=0.155
0.06 (0.06), p=0.268
0.10 (0.06), p=0.079
-0.10 (0.06), p=0.108

A =within-person change in latent factor from time 1 to time 2

At work I may overreact unintentionally

D. Complete List of Path Estimates of our Study

Model

B (SE), p-value

Career craftingA — PIA

Career craftingA — OIA

PIA — Work engagementA

OIA — Work engagementA

PIA — Job boredomA

OIA — Job boredomA

PIA — BurnoutA

OIA — BurnoutA

Organizational tenure — Career craftingA
Working years — Career craftingA
Organizational tenure — PIA
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0.14 (0.05), p=0.006
0.15 (0.05), p=0.002
0.20 (0.04), p<0.001
0.41 (0.04), p<0.001
-0.08 (0.07), p=0.202
-0.32 (0.05), p <0.001
-0.17 (0.06), p=0.002
-0.53 (0.05), p <0.001
-0.04 (0.06), p=0.560
0.01 (0.06), p=0.905
0.03 (0.06), p=0.535
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