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Abstract 

Background  Recent challenges in the working world that resulted from the pandemic and technological advances 
have underlined the importance of flexibility in how jobs are designed. Job crafting (JC) refers to self-initiated changes 
that employees introduce to their jobs to optimize their job design and increase the fit between the job and their 
needs and preferences. These behaviors can be stimulated by job crafting training interventions, which aim to change 
how individual employees design, organize, or manage their work. However, since the interventions are implemented 
in various ways, we do not know which context and intervention factors are necessary or sufficient to achieve desired 
outcomes. Without this knowledge, benefitting from the potential of job crafting interventions is limited. The over-
all aim of this project will be to investigate what combinations of context, intervention, and mechanism factors are 
linked with effective JC interventions. Specifically, we will detect what factors are minimally sufficient and/or neces-
sary to produce a successful JC intervention, how they combine, as well as what are the multiple alternative paths to 
their success.

Methods  We will perform a systematic review of the JC interventions literature combined with coincidence analysis 
(CNA). We will search electronic databases of journals and utilize Rayyan software to make decisions regarding inclu-
sion. Data regarding context (e.g., fit), intervention (e.g., types of activities), mechanisms (e.g., intention implementa-
tion), and outcomes (e.g., employee well-being, job performance) will be extracted using a pre-piloted form and 
coded into a crisp-set (factor present vs. absent). Analyses will be carried out using the CNA package in R.

Discussion  This review will address gaps in knowledge about the context, intervention, and mechanism-related 
factors that may impact the effects of JC interventions. Consequently, this review will help develop a program theory 
for JC interventions that explains what works, how and under which circumstances. Applying CNA to synthesize these 
complex solutions across multiple studies provides an innovative method that may be used in future review attempts 
evaluating the implementation of interventions. Finally, our synthesis will provide knowledge relevant to organiza-
tional practitioners and scholars who want to implement JC interventions.

Trial registration  https://​osf.​io/​2g6yx
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Background
Economic pressures, technological advances, and 
changes within organizations themselves emphasize the 
importance of flexibility in the ways that jobs are per-
formed in modern workplaces. To address these chal-
lenges, organizations often employ a top-down job 
redesign approach in which management optimizes the 
demands and resources of employees’ jobs to obtain 
desired organizational outcomes [1]. However, such top-
down strategies are unsuitable to keep up with the rapid 
pace of current changes and often fail to recognize the 
diversity of the workforce and growing job specialization 
among employees. A top-down redesign may result in 
a poor fit between employees’ needs or abilities and the 
organizational environment, which poses a risk of low 
job satisfaction, increased turnover, and work-related ill-
health among employees [2]. These negative outcomes 
jeopardize sustainable employment (i.e., the extent to 
which workers are able and willing to remain working 
now and in the future [3]), which is one of the main chal-
lenges in Europe [4]. Without proper approaches, organi-
zations’ business goals are at risk.

Overall, societal changes, dynamic workplaces, and a 
diverse workforce, combined with the inadequacy of tra-
ditional top-down approaches, call for solutions that are 
driven by employees themselves. Employee-driven job 
redesign enables employees to “take charge” of their own 
work to achieve better person-job fit. Proactive employee 
job redesign is called job crafting (JC). This bottom-up 
strategy refers to self-initiated changes that employees 
introduce to their jobs to allow them to deal more effec-
tively with the demands of the changing work environ-
ment [5]. With JC, employees proactively shape their jobs 
and align them with their own needs [6, 7]. There are two 
main approaches to how JC is framed. Wrzesniewski and 
Dutton [6] describe JC as proactive changes in physical, 
relational, and cognitive job aspects. Simply put, people 
who craft their jobs change their task boundaries, social 
interactions (e.g., with colleagues or clients), and also 
how they think about their role. The second approach 
frames JC within the Job Demands-Resources (JD-R) 
model [8–10] and defined it as behaviors aimed at chang-
ing two types of job characteristics: job resources and job 
demands to find a better person-job fit [7]. Specifically, 
employees may seek more resources, increase challeng-
ing job demands, and reduce hindering job demands [11].

JC emerges as a possible solution to the challenges 
of the current job redesign. First, employees can flex-
ibly react to organizational changes affecting their jobs 
more quickly as compared to top-down actions. Sec-
ond, knowing the core of their jobs enables employ-
ees to shape them more effectively. Finally, the redesign 
accounts for individual needs and preferences and thus, 

is instrumental to achieving person-job fit. Hence, both 
employees and organizations could profit from employee 
proactivity in job redesign. Research on the outcomes of 
JC confirms its beneficial effects. JC has been linked with 
higher employee job satisfaction [12], engagement [13], 
job performance [14], person-job fit [15], work mean-
ing [16], as well as lower job burnout [12] and inten-
tions to leave [13]. Employees who craft their jobs adapt 
to changes better [17, 18]. Such boosted adaptability 
was observed in the recent COVID-19 pandemic: when 
employees had to redesign their jobs to match the new 
circumstances, deal with the new demands, and achieve 
work-life balance, those who engaged in job crafting, 
dealt with telework better [19]. Overall, JC may be linked 
with more sustainable employment[5, 20].

Given the positive outcomes of JC, it is important to 
understand how organizations can stimulate such pro-
activity. While JC concerns employees’ self-initiated 
actions, it can be supported through actions undertaken 
by an organization. Thus, organizations can introduce 
job crafting training interventions, by means of which 
employees learn about job crafting and are stimulated to 
use it in their work [21–23]. The research on job crafting 
interventions is relatively new. The Job Crafting Exer-
cise booklet was first described by Wrzesniewski and 
colleagues in 2013 [22]. Another wave of job crafting, 
which derived from the JD-R model, proposed a corre-
sponding job crafting training workshop in 2015[21]. To 
the best of our knowledge, there are two existing litera-
ture reviews published in 2019 that focus specifically on 
examining the effects of job crafting interventions. First, 
a systematic review summarized eight empirical quanti-
tative studies examining the effects of job crafting inter-
ventions and demonstrated mixed findings for different 
types of job crafting behaviors, well-being variables, and 
job performance [24]. Second, a meta-analysis of 14 JC 
interventions revealed overall statistically significant 
results on global JC (i.e., total JC score composed of 
all dimensions), but not for all job crafting types when 
investigated separately; it also demonstrated an effect of 
the interventions on work engagement and on contex-
tual performance [25].

While these reviews have been valuable, they focused 
on answering whether job crafting interventions worked 
(i.e., led to an increase in JC behaviors post interven-
tion), but did not set out to answer the important ques-
tions of why they worked, when, and for whom. Yet, these 
process and context factors should be part of the evalu-
ation to better explain the success and failure of work-
place interventions [26]. Little is known about which 
employees may benefit from JC interventions and how 
these interventions are implemented at workplaces. In 
addition, more knowledge is needed on what workplace 
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characteristics might impact the implementation and 
effect of such interventions. An exception was the mod-
erator analyses in the aforementioned meta-analysis, 
which looked at two factors: the occupational sector and 
an intervention objective (individual goal vs. individual 
and organizational goals combined) [25]. Yet, these are 
only two possible aspects (related to context and inter-
vention activities, respectively) that may affect the suc-
cess of the JC intervention. Research has established an 
extensive list of potential contextual and intervention-
related factors that may affect implementation and the 
intervention outcomes [27]. To move the field forward, 
we need to better understand what combinations of fac-
tors are relevant to elicit successful implementation of 
job crafting in the workplace as an outcome of the inter-
vention. Job crafting interventions published in the litera-
ture are heterogeneous: Depending on the underlying JC 
theory, the contents of these interventions differ, as do 
the methods used (e.g., workshops, feedback sessions, 
booklets, medium used). These differences make it diffi-
cult to determine the true potential of a JC intervention 
by testing an overall meta-analytical effect. In addition, 
the heterogeneous context does not need to be viewed 
as a confounding influence that should be controlled, but 
rather as a factor that influences how the intervention 
brings about its outcome through certain mechanisms 
[28]. Additionally, JC interventions may have unique 
implementation characteristics. Namely, JC interventions 
combine a mix of approaches: by means of decisions and 
actions initiated by management that take a top-down 
form, they aim to introduce a continuous bottom-up 
change among individuals. Given that JC behaviors dif-
fer between individuals and may go unnoticed by man-
agers[6], identifying elements of effective support for JC 
interventions is a challenge. Although extensive literature 
exists on the implementation of organizational interven-
tions [29], less is known about introducing such unique 
combinations [30].

Aim and research questions
Overall, knowledge on JC interventions and their effects 
is still scarce and spread across distinct approaches. We 
have yet to determine which context and intervention 
factors are necessary or sufficient to achieve desired out-
comes. The general aim of this project will be to inves-
tigate what combinations of context, intervention, and 
mechanism factors are linked with effective JC interven-
tions. Specifically, we will detect what factors are mini-
mally sufficient and/or necessary to produce a successful 
JC intervention, as well as the multiple alternative paths 
to their success. The following research questions (RQ) 
will be investigated:

RQ1. What program theories have been used for JC 
interventions?
RQ2. What activities have been used in JC interven-
tions?
RQ3. What have been the proximal and distal out-
comes of JC interventions for performance and 
health and well-being?
RQ4. Which Context-Intervention-Mechanism 
(CIM) factors are sufficient for successful JC inter-
ventions?
RQ5. Which Context-Intervention-Mechanism 
(CIM) factors are necessary for successful JC inter-
ventions?
RQ6. How do the factors combine to produce suc-
cessful JC interventions?
RQ7. What are the (multiple) paths to successful JC 
interventions?
RQ8. Is a successful JC intervention (i.e., an increase 
in JC) a sufficient and necessary condition for effects 
for well-being and performance?

Methods
This protocol is reported according to the Preferred 
Reporting Items for Systematic Reviews and Meta-analy-
sis Protocols (PRISMA-P) 2015 checklist (see Additional 
file 1) [31].

Approach
We will perform a systematic review of JC literature and, 
to be able to address our research questions, we will 
apply CIMO logic, which aims to determine the com-
binations showing that in context C, an intervention I 
invokes generative mechanisms M that produces out-
come O. In this way, we can establish what works, how, 
in what context and for whom. This will be achieved by 
applying a mathematical, cross-case method called Coin-
cidence Analysis (CNA), which belongs to a broader class 
of Configurational Comparative Methods (CCMs; [32]). 
These methods have been designed explicitly to sup-
port causal inferences, answer research questions about 
combinations of conditions that are minimally necessary 
or sufficient for an outcome, and to identify the possible 
presence of multiple causal paths to an outcome [33]. 
CNA can be applied to large-n as well as small-n sets. It 
has recently been used in multiple projects which aimed 
at discovering minimally sufficient and necessary fac-
tors affecting successful implementation, as well as their 
combinations and multiple paths to outcomes [32, 34, 
35]. Moreover, CCMs were applied in a recent Cochrane 
Review which aimed at identifying conditions associ-
ated with a successful implementation of school-based 
interventions for asthma self-management [36]. Finally, 
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configurational methods have been included as a relevant 
method for implementation research in the Handbook on 
Implementation Science [37, 38].

CNA operates based on the Boolean properties of cau-
sation, which encompass three dimensions of complexity. 
The first is conjunctivity: to bring about an outcome, sev-
eral conditions must be jointly present. For example, the 
analysis may demonstrate that a job crafting intervention 
is successful when individuals are white-collar employ-
ees AND are provided with tasks to perform (home-
work) between workshop sessions AND when they are 
reminded to engage in these tasks. The second dimen-
sion of complexity is disjunctivity (equifinality), which 
means that different paths can lead to the same outcome. 
For instance, a success in job crafting interventions can 
be achieved when there is alignment of the intervention 
with organizational aims and when reminders of JC activ-
ities are sent OR when there is no alignment present, but 
managers have been trained alongside employees. The 
third dimension of complexity is sequentiality, which 
points to a possibility that outcomes tend to produce fur-
ther outcomes, propagating causal influence along causal 
chains. For instance, an increase in job crafting as a result 
of the intervention can, in turn, lead to an increase in job 
performance. Thus, CNA analysis will be instrumental in 
answering our questions about sufficient (RQ4) and nec-
essary (RQ5) factors, as well as their combinations (RQ6), 
and potential multiple paths (RQ7) or sequences (RQ8) 
that lead to the intervention success.

Eligibility criteria
To systematize study selection, we will use the PICO 
(Population; Intervention;

Comparison; Outcome) approach. Specifically, to be 
included in our review, the study:

•	 Has to involve active employees (i.e., not a student 
sample, not persons on leave) as participants (P);

•	 Has to be a job crafting intervention (I);
•	 Contains a comparator (intragroup, between group, 

or control group) (C); and
•	 Contains measures of job crafting (general or spe-

cific types) as a proximal intervention outcome and/
or contains health and well-being or performance as 
distal outcomes (O).

Search terms and strategy
The search will be executed by a professional team from 
the Karolinska Institutet (KI) library that specializes in 
literature reviews. It will be conducted in the following 
databases: PsycINFO, Web of Science, Academic Search 
Complete, MEDLINE, and CINAHL. The search will be 

conducted for research published with a lower time limit 
of 2001 because the first article about job crafting was 
published in 2001 (see draft search strategy in Additional 
file 2). The search terms will be based on the topic of this 
review, i.e., job crafting (e.g., “job crafting” as well as its 
specific types, such as “seeking challenges” or “increas-
ing structural job resources”) and the intervention (e.g., 
“intervention,” “experiment,” or “workshop”).1 Addition-
ally, we will inspect the references of two published liter-
ature reviews on job crafting interventions: a systematic 
review [24] and a meta-analysis with utility analysis [25].

Review and extraction
All retrieved references will be uploaded to open-source 
Rayyan software [39]. Abstracts of the retrieved studies 
will be screened independently by 2 team members to 
identify studies that meet the inclusion criteria. Then, 
full texts of these studies will be independently assessed 
by the two authors for eligibility. Discrepancies in the 
screening at these two stages will be resolved by discus-
sion, and when needed, a third person will be consulted.

A standardized, pre-piloted form will be used to extract 
data from the included studies. We conducted a feasibil-
ity test for 5 published articles that contained a job craft-
ing intervention to derive factors of relevance within the 
CIMO logic. Four groups of data will be extracted: Con-
text (e.g., alignment, participants, co-occurring changes), 
Intervention (e.g., workshop duration, action plans, feed-
back), Mechanism (e.g., theory of planned behavior, job 
demands-resources model, experiential learning), and 
Outcomes (e.g., effects for job crafting, health and well-
being, performance). Each record will be extracted by 
two independent extractors in duplicate to ensure con-
sistency and a high quality. Additional factors will be 
inductively added during data retrieval if they appear 
relevant for the CIMO logic. Authors will be contacted 
via e-mail to clarify or provide more information on the 
conducted intervention.

Risk of bias
Following the meta-analysis of JC interventions [25], we 
will use the Cochrane Collaboration tool [40] to evalu-
ate the risk of bias. We will consider selection bias (i.e., 
sequence generation, allocation concealment), perfor-
mance bias (blinding of participants/personnel), detec-
tion bias (blinding of outcome assessment), attrition bias 
(i.e., incomplete outcome data), reporting bias (selective 
outcome reporting), and other potential sources of bias. 
Each domain will be evaluated for each intervention as 

1  The final refined list of search terms will be included in the systematic 
review upon publishing the results.
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either a low, high, or unclear risk of bias. Consequently, 
the more domains are assigned low risk in a particular 
study, the higher their quality.

Synthesis/data analysis
Regularity theoretic causation, which will be applied in 
this synthesis using CNA, is a relation that holds between 
factors taking on specific values [33]. In our synthesis, we 
will use a crisp set, where each case will take on 0 and 
1 as possible values for each factor. Thus, the extracted 
information for each factor will be coded as 1 (reflecting 
a presence of a factor) and 0 (reflecting a factor absence) 
based on clearly defined criteria.

The definitions and criteria will be developed by the 
research team, pilot-tested based on a sample of relevant 
articles, and refined if needed. Again, coding will be done 
by two independent coders in duplicate and codes will be 
compared. Table 1 presents examples of factors for each 
CIM category as well as coding criteria.

Data analysis will be performed in a devoted CNA 
package in R. The output will be interpreted in terms 
of conditions sufficient (RQ4), conditions neces-
sary (RQ5), their combinations (RQ6), and possible 
alternative paths to the outcome (RQ7). We will also 

investigate whether a success in a JC intervention is 
sufficient and/or necessary with an increase in well-
being and performance after the intervention (RQ8). 
The interpretation of the output from configurational 
methods will be done with specific attention to con-
sistency (degree to which the solution always yields the 
expected outcome; [33]) and coverage (degree to which 
the solution covers all cases; [33]) of the results, non-
redundancy of the factors, and consistency with logic, 
theory, and prior knowledge.

The strength of the body of evidence will be assessed 
using relevant domains from the Guide to Community 
Preventive Services [41], which serves as a framework 
to evaluate “confidence that changes in outcomes are 
attributable to the interventions” (p. 38). This frame-
work is suitable for narrative synthesis. Based on this 
framework, evidence will be rated as strong, sufficient, 
or insufficient.

Discussion
With JC repeatedly being linked with positive employee 
and organizational outcomes [13] it is not surpris-
ing that JC has drawn a lot of attention from scholars 
and practitioners alike. By considering individuals as 
active creators of their jobs, JC interventions may be 

Table 1  Examples of potential factors in the categories of Context, Intervention, and Mechanism with coding criteria

Category and factor Coding criteria: Assign 1 when Coding criteria: Assign 0 when

Context (C)
 Fit The intervention is described as implemented in 

response to a specific organizational need
The intervention is implemented without considera-
tion of a specific need

 Presence of co-occurring changes Changes co-occurring with the intervention are 
mentioned

No co-occurring changes are described

 Homogeneity of the profession Intervention participants all have the same/similar job 
(e.g., all are nurses, all are teachers, etc.)

Participants in the interventions have mixed jobs/
professions

Intervention (I)
 Job analysis The intervention included an analysis of resources 

(mental, physical, social, and organizational factors, 
enabling professional goals to be achieved and 
reduction of costs), demands (mental, physical, social, 
and organizational, requiring effort or skills from the 
employee), organizational barriers, and/or constraints

The intervention activities did not include any job 
analysis pertaining to job demands, resources, organi-
zational barriers, or constraints

 Action plans The intervention involved planning future JC activities 
by participants

No plans for JC activities were created by participants 
as a result of an intervention

 Reminders The participants received reminders about fulfilling 
action plans or post-workshop homework

No reminders were provided for participants about 
fulfilling action plans or post-workshop homework

Mechanism (M)
 Job demands-resources model The authors indicate that their intervention study and 

hypotheses are based on the JD-R model
No or theories other than the JD-R model are men-
tioned

 Self-determination theory The authors clearly indicate that their intervention 
study and hypotheses are based on self-determina-
tion theory

No or theories other than self-determination theory 
are mentioned

 Theory of planned behavior The authors clearly indicate that their intervention 
study and hypotheses are based on the theory of 
planned behavior

No, or other, theories than the theory of planned 
behavior are mentioned
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a promising strategy for securing organizational and 
employee sustainability. However, to fully capitalize on 
the benefits of JC, organizations need to understand 
how to stimulate JC in their environments. Unfortu-
nately, knowledge about JC interventions is still scarce 
and spread across distinct theoretical perspectives. It is 
not yet clear when and how these interventions produce 
desired outcomes. Without this knowledge, it may be 
futile to introduce JC interventions into everyday organ-
izational practice. Thus, it is vital to understand when, 
how and for whom these interventions lead to desired 
outcomes. With this review, we will provide knowledge 
regarding JC interventions that have a chance to move 
the area forward. The results will illuminate which com-
binations of factors are necessary for succeeding with 
implementation of JC interventions, thereby providing 
organizations with guidelines for achieving sustain-
able effects of JC interventions. Additionally, given the 
uniqueness of JC interventions in that they are organi-
zational interventions for individuals to intervene on 
their jobs themselves, this synthesis will allow us to bet-
ter understand the uniqueness of such solutions and 
their implementation characteristics. The synthesis will 
also allow us to investigate what sort of information 
about the CIM factors in the JC interventions is volun-
teered by the researchers in the first place and may lead 
to proposing guidelines on how to report them more 
transparently by including information about all rel-
evant factors.

By complementing the systematic review with CNA, 
we develop a novel way to assess how CIMO con-
figurations play out to produce an aspired outcome. 
Thereby, this project will make a contribution both to 
the knowledge synthesis and the evaluation literature, 
as the approach can be used both for secondary data, 
in a synthesis, and primary data, as in an evaluation. 
Given the complex, multifaceted nature of organiza-
tional interventions, this approach is particularly suited 
to the synthesis of evidence about complexity in the 
implementation of JC interventions. By complementing 
the systematic review with CNA, the findings will be 
based on quantitative analyses—specifically, a Boolean 
algebra technique. This approach enables identification 
of multiple configurations that are sufficient to produce 
an outcome with enough consistency to illustrate that 
the same pathway will continue to produce the out-
come. Interventions usually contain multiple compo-
nents and are influenced by multiple contextual factors 
working through several possible mediators to achieve 
a sequence of outcomes. Thus, the number of possi-
ble combinations to analyze and make sense of them 
quickly exceeds what is possible for humans to over-
view. Applying a mathematical method that addresses 

this and additional dimensions of complexity, thus, 
extends the qualitative approaches often used in sys-
tematic reviews to help uncover “what works for whom 
and how”.
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