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Empowering your people through 

job crafting
Professor Colin Lindsay

Department of Work, Employment & Organisation

Strathclyde Business School

colin.lindsay@strath.ac.uk 

October 2026
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Today’s workshop

• The theory and evidence: we need to find ways of 

balancing people’s job demands and job resources 
in the workplace. It’s crucial for their engagement, 

wellbeing and innovation performance.

• Job crafting: what does it mean and how does it work?

• Job crafting: what does the evidence say?

• Activity 1: You are a job crafter... and facilitator.

• Activity 2: Identifying job crafting opportunities.

• Activity 3: Making a job crafting action plan.
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Introducing job crafting

“Job crafting can be seen as 

a specific form of proactive 

behaviour in which the 

employee initiates changes in 

the level of job demands and 

job resources in order to 

make his or her own job more 

meaningful, engaging, and 

satisfying.” Demerouti and Bakker 2024 

A growing evidence base suggests job 

crafting can drive engagement and 

innovation. And that we can empower 

people to do it!
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But first…
Why bother about job crafting? 

Because we have a problem...
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0 10 20 30 40 50

Managers don't provide useful feedback.

I have the skills to cope with more demanding duties
('skills under-utilisation').

My job doesn't provide good opportunities for career
progression.

I have little or no control over day-to-day work tasks.

22

33

40

46

Source: CIPD 2026 representative survey of 1,000 Scottish employees.

Too many Scottish workplaces constrain 
employees’ capacity to innovate and perform
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Why bother about job crafting? 

Because it matters for 
engagement and innovation...
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What does the evidence say?

Bakker (2018): 5,000+ health professions: job crafting... reduced ‘hinderance’ demands; improved job 
resources (e.g. feedback; development opportunities) and engagement levels.

Dubbelt et al. (2019): 360 education professionals: engaging in a job crafting intervention was associated 
with higher levels of engagement, performance and career satisfaction. 

Tianzhou et al. (2020): research with 300+ employees in six manufacturing companies in China: job 

crafting associated with engagement and innovative work behaviours.

Rafiq et al. (2022): research with 477 employees in three manufacturing companies in Pakistan: job 
crafting associated innovation performance. 

Findlay et al. (2025): our own research with 3,665 employees across 30 firms found that job crafting was 
the single most important driver of innovation.
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Our research with 30 organisations and 
3,665 employees demonstrates link between 
workplace practices and innovative work 
behaviours

* Innovative Work 
Behaviours

* Work 
engagement and 

Burnout risk

* Extra-role 
behaviours

Job resources 

*Effective 
feedback

*Peer support

*Autonomy Job crafting

*Opportunities to 
seek challenge

*Opportunities to 
seek resources

*Optimising job 
demands

Fair work

*Security of hours 
and pay

*Respect and 
wellbeing

*Effective voice

*Opportunity to 
develop

Team climate

*Psychologically 
safe

*Constructive 
challenge

*Norms of 
performing

Leader 
enactment

*Includes people in 
decisions

*Supports goal-
setting

*Supports 
development

Job demands 

*Too much work

*Not enough time

*Role ambiguity * Innovative 

Work 

Behaviours

* Work 

engagement

* Burnout/ 

exhaustion
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Our job crafting workshops seem to have 
made a difference!
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Job crafting: the theory…
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The theory: Job Demands-Resources 
Theory

• Job demands are defined as 

the physical, psychological, 

social, or organisational 

aspects of the job that require 

effort and are associated with 

certain physical and/or 

psychological ‘costs’. 

• Excessive job demands can 

lead to burnout and negative 

wellbeing impacts.
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The theory: Job Demands-Resources 
Theory

• Job resources are defined as 

the physical, psychological, 

social or organisational 

aspects of the job that 

motivate people, that are 

helpful in achieving work 

goals, that mitigate the impact 

of job demands, and that 

stimulate learning and 

personal growth.
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Job Demands and Resources: some 
examples 

Job demands Job resources

Work pressure (e.g. too much work; not 

enough time; pressing deadlines).

Control/autonomy (e.g. control over how work 

carried out; voice in decisions; flexibility).

Cognitive demands (e.g. mentally straining; 

requiring constant attention).

Social support (e.g. supported by colleagues; 

valued by team).

Emotional demands (e.g. demanding clients; 

dis-respectful treatment; touching moments).

Feedback (e.g. clear information about 

expectations and performance). 

Role conflict (e.g. conflicting requests from 

different people).

Development (e.g. opportunity to learn new 

things; able to build on strengths). 

Hassle (e.g. red tape; having to navigate 

hassles to get things done).

Supervisory support (e.g. supervisor helps me 

solve problems; shows consideration).
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Balancing job demands and 
resources matters for people’s 
‘work engagement’ and 
[innovation] performance
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How engaged are you in your job?
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Work 
Engagement

Sense of 
‘Vigour’

DedicationAbsorption
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UWES-9 engagement measures

Never Almost 

never

Rarely Some-

times

Often Very often Always

VIGOUR 

At my work, I feel bursting with energy 0 1 2 3 4 5 6

In my job, I feel strong and vigorous 0 1 2 3 4 5 6

When I get up in the morning, I feel like going to work 0 1 2 3 4 5 6

DEDICATION

I am proud of the work I do 0 1 2 3 4 5 6

My job inspires me 0 1 2 3 4 5 6

I am enthusiastic about my job 0 1 2 3 4 5 6

ABSORPTION 

I feel happy when I am working intensely 0 1 2 3 4 5 6

I am immersed in my work 0 1 2 3 4 5 6

I get carried away when I am working 0 1 2 3 4 5 6
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How engaged are you in your job?
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How engaged are you in your job?
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How engaged are you in your job?

0 20 40 60 80 100

I am immersed in my job

I am enthusiastic about my job

At my work I feel full of energy

45

46

28

37

36

42

18

18

30

Always-often Sometimes Rarely-Never

Source: CIPD 2026 representative survey of 1,000 Scottish employees.
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Why job crafting matters...

• Excessive job demands risk burning out your people.

• (Manageable) job demands that challenge people can be positive. 

Demanding work needs to be balanced with job resources.

• Investing in people's job resources (as well as creating positive 

challenges) is important to work engagement, wellbeing, employee 

performance and innovative work behaviours.

• But what if employees don’t have the job resources (e.g. autonomy, 

learning, feedback) that they need to drive innovation and avoid 

burnout? What if they do not feel sufficiently challenged?

• Job crafting is a proactive behaviour where your employees craft 

better job resources and manage job demands from the bottom-up.
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Slight problem… what if your 
people are not job crafting?

• So, an emerging evidence says job crafting can be 

important for IWBs and lots of other ‘good stuff’…

• Slight problem: if it is “a self-initiated, proactive strategy” 

(Knight et al. 2021) based on “employees’ personal 

initiative” (Bakker et al. 2023) then only proactive or 

privileged people get to do it, right? 

• Much early research focuses on proactive behavioural 

measures: “I ask for more tasks when I finish work.”…

• But we are increasingly confident that you can empower 

people at all different levels and roles to job craft…
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Introducing job crafting



X
 
 

 
S

T
R

A
T

H
C

L
Y

D
E

 
B

U
S

I
N

E
S

S
 

S
C

H
O

O
L

Introducing job crafting (again!)

“Job crafting can be seen as a specific form of 

proactive behaviour in which the employee 

initiates changes in the level of job demands 

and job resources in order to make his or her 

own job more meaningful, engaging, and 

satisfying.” Demerouti and Bakker 2024 
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Three key approaches to 
job crafting

• Seeking job resources (e.g., feedback, advice from colleagues 

or managers, learning opportunities) can be viewed as a form of 

coping with job demands or a means of enhancing the resources 

needed to complete tasks and achieve goals.  

• Seeking challenges at work includes looking for new tasks 

once one finishes work or taking on more responsibilities, and 

focusing on the challenging aspects of that change in 

responsibilities. Mastering successively more complex 

challenges helps people adjust to change and fosters personal 

growth and development. 
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Three key approaches to 
job crafting

• Optimising demands involves the simplification or 

optimisation of work processes to make them more efficient. 

This might involve proactively replacing inefficient or 

dysfunctional work processes with an alternative, more 

efficient way of working. It might involve eliminating 

duplication of effort, inefficient steps in processes or 

unnecessary sign-offs. Or perhaps swapping with 

colleagues to offload work that you are not good at or 

change shifts that don’t work for you? 
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Supporting your people to 
engage in job crafting
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Seeking Resources: Do members of your team proactively seek 

more job resources? – e.g. more or better feedback/supervision; 

different ways of gaining team support; opportunities to grow or 

diversify their skills… Do they feel that it is okay to ask?

T

Job crafting in your team or 

organisation… Is it okay?

Seeking Challenge: Do members of your team seek out 

additional(!!) work that grows and challenges them? – e.g. covering 

for a team leader; shadowing other teams… Is it okay to ask?

Optimising Demands: Do members of your team act autonomously 

to find efficiencies in their day-to-day work, ‘manage out’ tasks that 

they struggle with/are inefficient… Is it okay to act or to ask? 
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Title here font size 40pt

• Main text or bullet points here … please don’t move text box 

or title placeholder.

• Example text font size is 28pt.  It is permitted to go as low 

as 14pt but try to avoid doing so if possible.

• If there is space increase font size, paragraph or line 

spacing to fill space. Default paragraph spacing is 12pt and 

line spacing is 1.1.

• If using bullets use one simple style.
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But how does it work? 
Well, let’s think about your job…
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Time
0

1

0

1

0

Purpose/Meaning

In your groups:

1. Each choose a colour 

of post-it note

2. Write some tasks on 
your post-its

3. Stick your post-its 

where you think they 

belong on the graph

Activity 2 Mapping meaningful jobs
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Time
0

10

10

Purpose/Meaning

Sweet spot

Energy drainers

Bright sparks

Low stakes

+ Seek Resources

+ Seek Challenge

- Optimising Demands

Choose one task from your 

graph and discuss ways you 

could improve its position 

through job crafting: 

• Seek Resources 
• Seek Challenges

• Optimise Demands 
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What?

Why?

When?

Who?

What are you going to do? (And what type of job crafting is it: 

resource seeking, challenge seeking, demand optimising?) 

What are the goals and potential benefits to you/your team 

or organisation (now and in the future)? 

Whose support do you need? (e.g. manager, team, changes 

in organisational processes, etc.)

When are you going to try this? Commit to a timeline.

Activity 3 Time to make a job crafting 
action plan
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Key takeaways
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We can support your teams’ job 
crafting!

• We’re always keen to 

learn from engaging with 

businesses through our 

job crafting workshops! 

colin.lindsay@strath.ac.uk

• Or access free training for 

your teams by joining the 

world’s largest job crafting 

RCT – ‘WISHES’!            

At: wishes.uk.com 
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Key takeaways

• Job crafting is a simple, promising area of practice that can help your 

people to manage demanding jobs and promote innovation. 

• Consider using/sharing the examples of good practice identified in 

Activity 1. Could you use Activity 1 with your team to consider how 

you can support each other’s job crafting?

• Work with your team to reflect on the opportunities like those you 

identified in Activity 2. 

• Try out your job crafting action plan from Activity 3!

• Job crafting is not a panacea for organisations under pressure. But 

there is evidence that it can make a small but important difference in 

promoting engagement, performance and innovation.
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