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Abstract---The goal of the present research was to study job crafting among personnel employed at a rehabilitation
center in relation to variables such as age, education (bachelor’s degree, master’s degree) and job position
(therapist, supervisor). Hypothesis, which states that any employee, regardless their education and position at work,
can master job crafting (Tims et al., 2012) was once again supported by the present study. Analysis showed that data
of bachelors, masters, managers and professionals (therapists) were not statistically different from each other.
Studies (Lichtenthaler & Fishbach, 2019; Rudolph et al., 2017) have demonstrated the associations between job
crafting, job satisfaction and work engagement. Therefore, it was interesting to explore these associations among
people employed at a rehabilitation center. The findings showed that job crafting significantly predicted
engagement.
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Literature Review and Hypotheses
Job Crafting

Creating positive climate at an organization, efficient leadership, energetic and proper communication between
employees, successfully overcoming stress, and job crafting (Berg et al., 2008) can increase the likelihood of
achievements, job satisfaction, and performance in a team. Job crafting is defined as physical and cognitive changes
in work made by individual in line with their motivation, aspirations, and needs (Wrzesniewski & Dutton, 2001,
Berg, Dutton, & Wrzesniewski, 2008; Tims et al., 2012). Job crafting is not a change in a job description, but rather a
change in one’s attitudes towards job. Job crafting is not included in any job description per se.

Job crafting, as a continuous process Berg et al. (2008), does not imply redesigning the performed work, but
rather it is a constant correction of the work process, reducing problems, creating opportunities for success,
increasing independence and motivation, taking responsibility for one’s work, and providing possibilities for perfect
work performance (Parker & Ohly, 2008; Berg et al., 2010). Generally, it is considered that job crafting is accessible
only for those employed at managerial positions. However, scholars argue that every employee at every position,
regardless their job, can engage in job crafting (Tims et al., 2012). Exactly this assumption was the premise of the
current study, which sought to explore job crafting among those employed at managerial (supervisors) and non-
managerial (therapists) positions. Even though therapists are required to strictly follow the intervention plan, we
thought it interesting to understand their perception of work process and their independence in the process.
According to Georgian legislation, therapists (behavioral therapists, occupational therapists, speech therapists, etc.)
employed at rehabilitation centers should hold, at least, a bachelor’s degree while a supervisor should hold, at least, a
master’s degree. Usually, managerial position, as compared to non-managerial one, implies more independence and a
possibility to manage environment. Wrzesniewski & Dutton (2001) proposed a case of personnel employed at non-
managerial positions who were able to engage in job crafting. Specifically, those were nurses who were required to
strictly comply with protocols. However, they were successful in changing their work environment in a manner that
they could perfectly perform their work and achieve fruitful results such as communication with patients, positive
attitudes towards patients, communication with patient’s relatives, engagement of patient’s relatives in the treatment
process (Lazazzara et al., 2020; Chen et al., 2014).
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Authors argue that through considering mutual interests Bakker & Leiter (2017) and via positive, proactive
intervention of both an employee and an organization it is possible to redesign every complex work process (Biron et
al. 2012; Gordon et al. 2018). It is assumed that changing job demands and resources by means of proactive
strategies such as job crafting reduces burnout and increases work-related engagement and health since people are
more active in changing and creating their work process in line with their skills, abilities, and strengths (Tims et al.,
2012; Gordon et al., 2018). According to scholars, redesigning work, controlling job demands and resources, and
enhancing the quality of independence will improve subjective health of an employee as well as subjective and
objective performance (Gordon et al., 2018).

Engagement

Job crafting is a positive, functional behavior Ghitulescu (2007), directed at improving present tasks at work and can
bring about numerous positive consequences such as engagement, resilience, and flourishing at work for both an
employee and an organization (Berg et al., 2008). Job crafting has favorable impact on employee’s sense of
wellbeing through job satisfaction Ghitulescu (2007), leading to high-quality engagement (Tims et al., 2012).
Maslach & Leiter (2008) presumed that work engagement is determined by certain factors such as job demands,
control over performed work, reward, recognition, support from society, fairness, and matching one’s principles with
job requirements. Work engagement is defined as a “positive, fulfilling, work-related state of mind that is
characterized by vigor, dedication and absorption” (Schaufeli et al., 2003).

Increasing the quality of work, satisfaction of clients, turnover rates, and absenteeism are all related to work
engagement, which is the reason for the growing interest towards this concept (Crawford et al., 2010). Thus, the
present study deemed it interesting to understand the relation between the two of the indicators of wellbeing of those
employed at a rehabilitation center, that is, between work engagement and job crafting. Engagement is seen as active
motivational state consisting of vigor (high energy, effort, and resilience in the face of difficulties), dedication
(enthusiastic commitment to one’s job), and absorption (concentration on work process) (Schaufeli & Bakker, 2004;
Gordon et al., 2018).

Kahn (1990) argued that experiencing meaning/value, safety, and availability determines employees’ level of
engagement, while this psychological condition, in turn, impacts engagement at work, work environment, and
individual. According to Harter (2002), clear expectations at work, support from boss and colleagues, and
opportunity for professional growth and development are key factors for engagement at work. Authors think that job
attributes such as complexity, diversity, and autonomy coupled with personality traits influence an employee’s
engagement at work (Macey & Schneider, 2008).

Method
Participants and Procedures

The study was carried out among personnel (behavioral therapists, occupational therapists, speech therapists,
physical therapists, supervisors) employed at a rehabilitation center. A total of 115 respondents participated in the
study with only 16 men. 33 participants had managerial job positions (supervisors), while 82 were professionals
(therapists). 82 of them held master’s degrees, 41 — bachelor’s degrees, and 15 were bachelor’s students. The
questionnaire was administered online, via Google Forms. Participation was voluntary, and instructions on how to
fill it out, research goals, and information on study’s confidential nature were provided in the beginning of the
survey. The time required for filling out the questionnaire was 20-25 minutes on average. Prior to administering the
questionnaire, participants read the informed consent. IP addresses have been deleted after completing the survey and
no emails or names of participants were recorded. Data safety and privacy protection was ensured (Raziq &
Maulabakhsh, 2015; Beebe et al., 2009).

Instruments

Socio-demographic Information included questions on participants’ gender, age, marriage status, level of education,
and job position. Job Crafting was measured by Job Crafting Scale Tims et al. (2012), which consists of 21 items and
measures the experience of creating work. Answers are given on 5-points Likert scale with 1 = never, 2 = sometimes,
3 = regularly, 4 = often, and 5 = very often. Items were provided in original sequence. The questionnaire was
translated in Georgian language for the present study. Consistency and reliability of the translated scale was tested
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through Cronbach’s alpha with a = .81. The authors of the measure (Tims et al al., 2012) assumed that job crafting
comprises three conceptually different aspects:

1. Increasing social job resources — reduces negative consequences and increases the level of engagement when
the requirements are high for the work to be performed (Bakker & Demerouti, 2007; Hakanen & Roodt,
2010).

2. Increasing challenging job demands — a work, which is not stimulating, can cause boredom, absenteeism, and
dissatisfaction with job (Kass et al., 2001). A work that is challenging and difficult to perform, requires more
knowledge, gives an opportunity for mastery, leading to job satisfaction and self-effectiveness (LePine et al.
2005; Gorgievski et al., 2010; Tims et al., 2012). Work can be stressful when there are high job demands,
although it is positively related to engagement (Crawford et al., 2010). Job crafting is an important and
valuable means for personal growth and job satisfaction (Berg et al., 2008).

3. Decreasing hindering job demands — when there are challenges at work and individual is aware that they
cannot meet the demands, they deliberately, proactively strive to reduce these demands. If such high demands
are not compatible with resources available to an employee, then, on a personal level, it can have negative
effect on an employee’s health, leading to burnout. On an organizational level, this can result in negative
consequences such as turnover of competent staff (Bakker et al., 2005; Schaufeli et al., 2009; Tims et al.,
2012; Kulik et al., 1987).

Work Engagement was measured through the Utrecht Work Engagement Scale (Schaufeli et al., 2003). The
questionnaire includes 17 items assessing work-related engagegemt: 1) Vigor — vitality, readiness and ability to resist
the difficulties at work; 2) dedication — a sense of value of one’s performed work, enthusiasm, and inspiration; 3)
absorption — complete engagement in the work process and a sense of happiness gained from the process. Answers
are provided on 7-points Likert scale with 0 = never, 1 = almost never (a few times a year or less), 2 = rarely (once a
month or less), 3 = sometimes (a few times a month), 4 = often (once a week), 5 = very often (a few times a week),
and 6 = always (everyday). Items were provided in original sequence. The questionnaire was translated in Georgian
language for the present study. Consistency and reliability of the translated scale was tested through Cronbach’s
alpha with o = .93,

Results
Descriptive Statistics and between-Group Differences

Mean score for the job crafting scale was 75.9 (SD = 10.5). Using Independent samples T-test, comparisons were
made between respondents for job crafting scores in the following variables: 1) Education — bachelor’s degree and
master’s degree; 2) age — 18-30 and 31+ years; 3) job position — professionals (therapists) and managerial positions
(supervisors). No significant differences were found between bachelors (N = 59, M = 75.46, SD = 10.9) and masters
(N =41, M =77.20, SD = 8.05), t(98) = .87, p > .05. Likewise, no statistically significant differences were found
between those aged 18-30 (N =73, M = 76.42, SD = 10.7) and 31+ (N = 42, M = 75.00, SD = 10.2), t(113) =.70, p >
.05. And no significant differences were found between therapists (N = 82, M = 75.52, SD = 11.3) and supervisors (N
=33, M =76.85, SD = 8.5), 1(113) = .61, p > .05.

Correlation

Pearson product-moment correlation coefficient was used to test the association between job crafting and work
engagement (see Table 1).

Table 1
Correlation between Job Crafting and Engagement

Correlations

JCB UWES
JCB Pearson Correlation 1 526"
Sig. (2-tailed) .000
N 115 115

UWES Pearson Correlation 526" 1
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Sig. (2-tailed) .000
N 115 115
**_ Correlation is significant at the 0.01 level (2-tailed).

As the Table 1 shows, statistically significant high positive correlation emerged between job crafting and
engagement at work, r(113) = .526, p < .001.

Regression

Linear regression was used to further test the association between job crafting and engagement. Specifically, model
included job crafting as a predictor variable with engagement as an outcome variable.

Table 2
Regression on Engagement: ANOVA
ANOVA?
Model Sum of Squares df  Mean Square F Sig.
1 Regression 8714.994 1 8714.994 43.207 .000°
Residual 22792.693 113 201.705
Total 31507.687 114

a. Dependent Variable: UWES
b. Predictors: (Constant) JCB

As the Table 2 shows, the model was statistically significant, F(1, 113) = 43.207, p < .001.

Table 3
Regression on Engagement: Beta Coefficients

Coefficients®

Unstandardized Standardized

Coefficients Coefficients
Model B Std. Error Beta t Sig.
1 (Constant) 10.160  9.689 1.049 297
JCB .831 126 526 6.573 .000

a. Dependent Variable: UWES

As shown in Table 3, job crafting significantly predicted work engagement, = .53, t =6.573, p <.001.
Given the findings, regression equation can be produced: UWES = JCB*0.831.

Table 4
Regression on Engagement: R-squared

Model Summary
Adjusted R Std. Error of
Model R R Square Square the Estimate
1 5262 277 270 14.202
a. Predictors: (Constant) JCB

As the Table 4 shows, job crafting can be accounted for 28% of variability of burnout scores (R? = .28), that is, 28%
of variability in engagement scores can be explained by variability in job crafting scores.
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Discussion

The goal of the present study was to explore job crafting and work-related engagement among personnel employed at
a rehabilitation center in relation to variables such as education and job position. Although the small size of the
sample of the study does not allow for any generalizations, certain prediction can still be made based upon the
findings. Adjusting work process to one’s own abilities and skills when contextual factors are permanently shifting
Gordon et al. (2018) allows an individual to proactively deal with work-related challenges, leading to a better work-
life balance (Tims et al., 2012). Therapists who are fully engaged in their work and perform it with high enthusiasm
are motivated and proactive Salanova & Schaufeli (2008), and this is crucially important for the development of both
children with autism spectrum disorder and rehabilitation centers (Makikangas, 2018; Lysaker et al., 2009).

Job crafting is not a single measure, but rather a process in which individual engages in from time to time (Berg
et al., 2008). Results of the present study showed that scores for job crafting among therapists and supervisors were
not statistically different from each other. These findings suggest that employees who participated in the study can
engage in job crafting regardless their job positions and education level (Tims et al., 2012). Work-related
engagement and job crafting are key factors in a competitive environment and positively affect the sustainability of
an organization, high income, client’s satisfaction, reduced turnover rates, employee’s mental and physical health
(Bakker et al., 2008). Correlational analysis showed that these two variables are strongly and positively related.
Leaning upon regression analysis, it can be suggested that job crafting is a significant positive predictor of work-
related engagement (Kim, 2012; Suttikun et al., 2018).

Successful management of job demands, resources, one’s abilities, and organizational resources in general have
an impact on an employee’s work-related wellbeing Seligman et al. (2005), motivation, performance, increasing a
person’s engagement (Harter & Blacksmith, 2009). However, less is known about trainings or interventions that
might allow a person to modify their work environment (Hornung et al., 2010). It would be beneficial for future
research to plan job crafting interventions for personnel employed at rehabilitation centers — the strategies that would
allow them to modify their work environment, and to study the effects of such interventions on work-related
engagement and employees’ health (Green Jr et al., 2017; Maricutoiu et al., 2017).

Limitations and Directions for Future Research

The present research has certain limitations. The instruments used in the study were translated in Georgian
impromptu for the research without being validated and adapted to Georgian context. Another limitation is the small
size of sample not allowing for generalizations to other organizations or larger population in general.
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