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JOB CRAFTING  

In today’s work environment roles are becoming 

more fluid and dynamic, with people expecting 

more opportunities to exercise their values, 

passions, strengths and redefine how work is 

done. The recent pandemic and work from 

home trends has truly magnified this as a need.   

As much as some people like the structure of job 

descriptions, the neatness of structural 

organograms, the inconvenient truth is that a lot 

of what gets done actually links back to our 

preferences. Viewed through this non-traditional 

lens, your job is a set of building blocks that you 

can restructure and reframe to better suit you.  

Job crafting enriches your sense of meaning, well-being, engagement and effectiveness. Job 

design is different in that job crafting places the responsibility for change in the employees’ 

hands.   

 

3 Key Types of Job Crafting 

 

Dr Amy Wrzesniewski, professor of Organizational Behaviour at the Yale School of 

Management (12:30 mins) describes Job Crafting: https://rework.withgoogle.com/blog/job-

crafting-and-creating-meaning-in-your-work/ 

If you are interested in practical tools you can purchase, visit www. jobcrafting.org 

 

So in summary, how do we go about it? In three possible ways, says Professor Amy Wrzesniewski, 

who first introduced the concept with Jane Dutton in 2001. They are 1) task crafting, 2) 

relationship crafting, and/or 3) cognitive crafting, and they describe the ‘behaviours’ that 

employees can use to become ‘crafters’. Through one or more of these activities, we can aim 

to create the job-person fit that might be lacking in our current roles.  

 

https://pubmed.ncbi.nlm.nih.gov/23506549/
https://rework.withgoogle.com/blog/job-crafting-and-creating-meaning-in-your-work/
https://rework.withgoogle.com/blog/job-crafting-and-creating-meaning-in-your-work/
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Task Crafting  

This may be the most discussed aspect of 

the approach, perhaps because job 

crafting is commonly seen as active 

‘shaping’ or ‘moulding’ of one’s role. It can 

involve adding or dropping the 

responsibilities set out in your official job 

description. 

How can you:  

• Give preference (concretely adjust % 

time allocation) to existing work tasks 

that suit your strengths, values or 

interest? (Focus) 

• Introduce new work tasks that you think 

better suit your skills or interests? (Type) 

• Change the scope or types of tasks that 

you complete at work? (Nature) 

 

Relationship Crafting  

This is how people reshape the type and 

nature of the interactions they have with 

others. In other words, relationship crafting 

can involve changing up who we work with 

on different tasks, who we communicate 

and engage with on a regular basis.  

How can you: 

• Are there groups/communities of people 

with similar interests/needs to you 

(inside/outside the organisation?) 

(Connect) 

• Build a network of relationships? 

(Integrate) 

• Run special events / create groups that 

would benefit from regular interactions. 

(Facilitate) 

 

Cognitive Crafting (Meaning/Purpose) 

Is how people change their mindsets about the tasks they do. By changing perspectives on 
what we’re doing, we can find or create more meaning about what might otherwise be 
seen as ‘busy/boring work’. 

How can you: 

• Clearly articulate significance your work has for the success of the organization (to 

yourself and others)? 

• Think about the ways in which your work positively impacts your life? 

• Remind yourself of the importance of your work for the broader community? 

• Rename your job in a very positive manner? Go wild, no one is going to know except 

you. E.g. HR becomes People Potential Liberator.  

  

Through one, two, or all of the above, job crafting proponents propose that we can redefine, 

reimagine, and recreate a more meaningful work experience. 

https://positivepsychology.com/positive-mindset/
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Benefits of job crafting 

Job crafting presents many potential benefits according to organizational and positive 

psychology practitioners. While the field is still relatively young, the approach has been 

examined empirically. Among the findings, and in addition to more meaningful work as 

mentioned above, there is evidence for at least several other important benefits. 

1. Enhanced organizational performance – The very act of shaping one’s own job is 

beneficial. Proactive crafting is inherently innovative and creative, and at an 

organizational level, it’s conducive to flexibility and adaptability. In increasingly dynamic 

and global business environments, it can contribute to a firm-level competitive advantage. 

2. Greater engagement – Altering the way we see and engage with our jobs can give us a 

sense of control over what the tasks do, as well as more fulfilment from the connections we 

make. Basically, we have more resources at our disposal, which is intrinsically motivating, it 

facilitates personal growth and helps us accomplish our goals. 

3. Adding more challenge promotes mastery – When we stretched ourselves a healthy 

amount through task crafting, we encourage mastery experiences; these, in turn, are 

conducive to our wellbeing. In job crafting, too, we may seek out feedback and support, 

potentially boosting our individual job performance.   

4. It may help us achieve our ‘ideal’ career status – By analysing our tasks and identifying 

our goals, we can move toward them in a more effective way through crafting. When we 

add or alter tasks in alignment with our strengths and motives, we experience better 

person-job fit.   

Drawbacks of job crafting for organizations 

Misaligned goals 

Essentially, job crafting aims to benefit the employee, it’s neither advantageous nor a pitfall for 

the company when an employees’ goals are consistent with those of their organization. It is 

clearly a pitfall for the organization if a chef creates beautiful cuisine that’s essentially inedible 

or unsafe. So as Wrzesniewski and Dutton premise, more meaning in one’s role shouldn’t 

jeopardize organizational effectiveness. 

Unequal access 

Another potential disadvantage is more about how we view our jobs in the first instance. In 

order to job craft, we first need to see our jobs as alterable. That is, we may feel certain factors 

are limiting how free we are to add tasks or alter relationships, for instance, and these can vary 

based on our roles. 

https://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.318.443&rep=rep1&type=pdf
https://www.researchgate.net/publication/211396297_Crafting_a_Job_Revisioning_Employees_as_Active_Crafters_of_Their_Work
https://psycnet.apa.org/record/2010-06187-008
https://silo.tips/download/work-can-burn-us-out-or-fire-us-up-conservation-of-resources-in-burnout-and-enga
https://www.sciencedirect.com/science/article/abs/pii/S0001879198916827
https://positivepsychology.com/goal-setting/
https://psycnet.apa.org/record/2010-03303-024
https://psycnet.apa.org/record/2010-03303-024
https://www.researchgate.net/publication/211396297_Crafting_a_Job_Revisioning_Employees_as_Active_Crafters_of_Their_Work
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Studies show that senior employees felt they were limited time-wise when it came to crafting, 

and lower-level employees cited not enough autonomy as an equivalent challenge. Some 

workers whose tasks were closely interdependent also felt a similar way, after all, how could 

they change their roles without disrupting others’ work? 

In one respect, this can be seen as a ‘perspective’ or ‘adaptability’ problem, or even suggest 

more support for the ‘proactive personality’ argument. However, it also raises another issue. 

That is, some jobs may simply be more ‘craftable’ than others, making some more able to 

enjoy its benefits. Others, if not accommodated, may see this as inequity. 

Drawbacks of job crafting for Individuals 

Taking on too much 

For individuals, it may be tempting to take task crafting a little far. Understandably, if we add 

on tasks that are overly demanding, or give ourselves excessive tasks while crafting our roles, 

we risk burnout. If employees aren’t sufficiently informed about the risks of doing so, job crafting 

can bring with it all the increased dangers of overwork, stress, exhaustion, burnout, and 

unhappiness. In light of this, some authors argue that managers should get more involved in 

their employees’ job crafting initiatives. 

Despite the above drawbacks one of the fundamental needs of employees is a sense of 

autonomy. Why do we embark on a war for talent, hire the best and the brightest and then 

force them into little roles when they could contribute so much more, if we just treated them 

like adults? This has to be balanced off with organisational needs, but I don’t think applying 

binary logic to job crafting should scupper its value to all concerned. Be brave, sculpt a new 

reality. 

 

 

https://www.researchgate.net/publication/211382406_Perceiving_and_responding_to_challenges_in_job_crafting_at_different_ranks_When_proactivity_requires_adaptivity
https://repository.upenn.edu/cgi/viewcontent.cgi?article=1089&context=mapp_capstone
https://www.researchgate.net/publication/211396297_Crafting_a_Job_Revisioning_Employees_as_Active_Crafters_of_Their_Work
https://repository.upenn.edu/mapp_capstone/87/
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