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Abstract

:

Whereas past research on daily job crafting has tended to focus on how job crafting affected employee behaviors, we extend this study by examining the antecedents of job crafting and cross-level moderators such as leader-member exchange (LMX) and resilience. Using experience-sampling methodology, we examined the within-person level relationship between positive affect and job crafting as well as the moderating role of individuals’ LMX and resilience on this relationship. Finally, 105 employees completed surveys over 10 days. Results of hierarchical linear models revealed that daily positive affect was positively associated with job crafting. Also, results revealed moderating effects of LMX: the relation between positive affect and job crafting strengthened when employees had low-quality LMX relationship.
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1. Introduction


Nowadays, the considerably complex and uncertain environments surrounding modern organizations require employees to perform their tasks autonomously, actively making their own choices. Consistent with these trends, researchers are becoming gradually more interested in job crafting for employees in an organization [1]. Job crafting refers to the activities an individual initiates in order to utilize relationships or resources that had not been previously utilized, so as to give these resources meaning and assist another individual in performing given tasks [2]. In other words, job crafting refers to how employees use new resources and relationships to find meaning in the work they perform. Recent researchers have searched for the antecedents of job crafting, and, as a result, have verified the significant effects of various working conditions, individuals, and organizational characteristics [3,4]. Job crafting has typically been studied as an individual-level activity, but increasing research interest has also recently been shown in job crafting at the within-person level. Researchers have discovered that job crafting varies each day [5,6]. Thus, we conceptualized job crafting as a day-level phenomenon.



Although previous scholars highlighted daily job crafting, we know very little about the antecedents of daily job crafting at work. Thus, our study primarily focuses on how employees experience job crafting on a specific day. Building on affective event theory [7], we propose that daily affect fosters job crafting.



Meanwhile, some studies have been focused on the positive perspectives of organizational behavior on and the strengths of organizations and employees have been found [8]. Following this perspective, we tried to examine whether the daily positive affect can influence job crafting and whether employee characteristics can moderate that relation. Daily experience that occur in the workplace each day can differ based on the resources that employees possess [9]. That is to say, it is important to observe this phenomenon as members are expected to have different effects of experience depending on the level of resources they possess, even if they share similar daily experiences in the same workplace. The present study is aimed at verifying the moderating effect of the quality of the exchange relationship between leader and member (Leader Member Exchange Theory), a social resource that is the relationship linked to members as resources within an organization, and resilience, which is psychological resource, indicating the individual’s ability to recover.



The contributions of the present study are significant. First, it showed that it is possible to enhance the understanding of job crafting by identifying an individual’s daily positive affect as an antecedent of job crafting. The present study is particularly meaningful in that it used a methodology suitable for verifying the within-person level hypotheses. Second, the present study is significant because it examined the cross-level moderating effects on the relationship between daily positive affect and job crafting. In this study, we predicted that the relationship between daily positive affect and job crafting could be different, depending on LMX and resilience.




2. Literature Review and Hypothesis Development


2.1. Relationship between Positive Affect and Job Crafting


Job crafting means changing the nature or limit of the job through the active behavior of each member. In other words, it means creating changes and actively taking the lead in performing a task, rather than passively performing a given task [10,11]. Previous research has confirmed the relationship between job characteristics and job crafting. For example, Rudolph et al. [4] conducted a meta-analysis and showed that job autonomy and workload positively related to job crafting. Also, individual characteristics like proactive personality, and enjoyment of work have been found to enhance job crafting [12,13].



Moreover, by defining job crafting in an organization as “daily” and “continuous” activities, many researchers propose that there is a need to conduct research on a daily basis [5,6]. Recently, increasing research on daily job crafting has defined job crafting as substantive behaviors that can be clearly shown and observed on a daily basis. Specifically, job crafting can include activities such as seeking advice from peers, seeking feedback on performance and performing challenging tasks [14]. Consistent with these previous studies, we would like to define job crafting as active behaviors that an individual exhibits daily in the workplace. Affective events theory enables one to explain how daily job crafting happens. Affective events theory describes that job characteristics influence specific work events. The event causes an emotional reaction, which leads to an action of employees [7]. In this regard, we propose that a positive affect may lead to job crafting.



Since positive affect is associated with energy, happiness, and passion, extremely positive employees have been found to perform a task delightfully, happily, and effectively [15]. Studies have found that positive affect is correlated with observable organizational citizenship behaviors, proactive behaviors, and task performance since the occurrence of positive reactions when performing a task can effectively determine behavioral tendencies [16,17]. Yet, these results of previous studies are not a validation of within-person level that can demonstrate the relationship between a positive affect and behavior [18]. In other words, it is limited because it simply shows the overall emotional tendencies that facilitate behaviors, and not the daily variability [14,16,18]. Therefore, the present study predicts that the relationship between daily positive affect and job crafting will be beneficial for the following reasons: first, when employees are in a positive mood, they feel more positive about their coworkers and establish better relationships; and second, a positive affect is able to take an approach perspective toward work [19,20,21,22]. Thus, employees are able to gain resources and reduce demands.



For a more in-depth understanding of this relationship, we have used the broad and build theory. According to this theory, positive affect can broaden thought-action repertoire and promote the use of personal resources [23]. For example, positive affect enables one to widen the array of thoughts and foster tasks to assimilate information. Thus, positive employees can be more proactive in achieving individual growth and expanding social connections. Therefore, we predict that having a daily positive affect will enable employees to tackle new challenges, actively seek necessary job resources such as motivation and relationship, and reduce unnecessary job demands. The following is our hypothesis:



Hypothesis 1 (H1).

Daily positive affect will be positively related to job crafting.






2.2. Moderating Effects of Individuals’ Social and Personal Resources


Employees experience events in an organization and perform their tasks every day. However, these daily activities may differ depending on factors such as the employees’ abilities, interpersonal relationships, and personal tendencies [24]. Previous studies claim that resources are a valuable factor in explaining daily working life [5]. The present study aims to show how the moderators are related to the acquisition of resources. Specifically, we are going to look at the moderating effects of LMX, which is representative of inherent social resources that employees may have, and resilience, which is a psychological resource.



Leader-member exchange (LMX) is a social relationship that is formed between a leader and his or her subordinates [25]. Employees who have a low level of LMX, are unable to share social ties with their leaders or any “in-groups.” Therefore, they receive neither emotional support from their leaders nor the sense of empowerment and responsibility needed to perform tasks. By contrast, employees who have high level of LMX possess external resources that help them succeed [26,27].



As mentioned, positive affect, represented by the happiness and joy of the employees occurring in the daily workplace, contributes to job crafting. When an individual routinely has few resources because of a low-level of LMX, their daily state which mean daily level of energy would be a strong impact on their job crafting. In this regard, we expect that the relationship between daily positive affect and daily job crafting will be stronger in employees with a lower level of LMX.



Hypothesis 2a (H2a).

The relation of daily positive affect with job crafting will be stronger when LMX is low (vs. high).





Resilience is a personality characteristic associated with psychological resources. Resilience is the ability to recover from negative situations or events [28]. It involves growing and developing while simultaneously overcoming challenges [8]. Therefore, those with low resilience are unable to control their job stress as effectively as those who are highly resilient [29]; when confronted with situations or events that can lead to stress, those with low resilience would saturate much quicker. For employees with high resilience, however, it serves as a significant internal resource. In the present study, similar to LMX, the job crafting of employees with low resilience is more significantly influenced by their daily positive affect. Taken together, we hypothesize the following cross-level interactions.



Hypothesis 2b (H2b).

The relation of daily positive affect with job crafting will be stronger when resilience is low (vs. high).





Figure 1 depicts the effects hypothesized here. To test these hypotheses, we conducted a field survey adopting experience sampling methodology. We asked participants to provide daily reports of their positive affect and job crafting. Also, we measured participants’ resources (i.e., LMX and resilience). We describe this study below.





3. Method


3.1. Sample and Procedures


Participants in this study are employees working for 19 companies in South Korea. Participants were recruited through the authors, and they voluntarily responded to the survey. Respondents were sufficiently informed that the purpose of the survey. This survey contained the measures of our between-person level constructs and within-person level constructs. During the daily portion of the study, participants were sent one survey each day while they were at work for ten workdays. They were requested to fill in the diary surveys at the end of each workday. Also, authors sent reminder messages to participants. Most data was collected via face to face and a series of daily surveys.



The day the daily surveys started, we administered a survey to assess between individual variables. We distributed and collected surveys during working hours. We told participants that the surveys were designed to measure job attitudes and that their responses to the survey would be kept confidential. All these procedures were conducted in accordance with the ethical standards of the institutional research committee and with the 1964 Declaration of Helsinki and ethical standards with written informed consent from all subjects. The present study was approved by the Institutional Review Board (IRB) at Hanyang University. An initial sample of 130 full-time employees was selected for the study. Of these 115 individuals completed the initial survey, and 105 completed at least two days of surveys. Following other diary research, data from participants who completed less than two days of surveys were discarded [30]. In sum, usable data were available for 105 participants, and the number of data points obtained from the ten days of surveys was 1050. The within-person measures (i.e., positive affect, job crafting) response rate was 87%. The 105 participants included full-time employees from organizations in South Korea and represented a variety of industries, including manufacturing, finance, and the service industry. They had worked at their current organization for an average of 2.74 years (SD = 2.88). The sample was predominantly male (57.1%). Most participants (86.6%) had obtained at least a bachelor’s degree.




3.2. Measures


All measures were assessed using a frequency scale ranging from 1 (never) to 5 (very often) except positive affect.



3.2.1. Within-Person Measures


Job crafting. We measured participants’ daily job crafting using eight items developed by [14]. They consisted of three job crafting measure subscales (i.e., seeking resources, challenge resources, reducing demands). We have used at least two items for each dimension. Example statements include: “I ask colleagues for advice” and “I try to ensure that my work is emotionally less intense”. The corresponding alpha coefficient was 0.80.



Positive affect. Participants responded to five items from a version of the Positive and Negative Affect Schedule scale [31]. Example items used in the scale were “excited” and “interested”. The alpha coefficient was 0.87.




3.2.2. Between-Person Measures


LMX. LMX was measured using 11 items adapted from [32]. Some sample items are “My supervisor would defend me to others in the organization if I made an honest mistake”, “My supervisor would come to my defense if I were “attacked” by others”. The alpha coefficient was 0.96.



Resilience. Resilience was measured by four items adopted from [33]. Sample items are “I can get through difficult times at work because I’ve experienced difficulty before”, “I usually take stressful things at work in stride”. The alpha coefficient was 0.86.



Control variables. We controlled for gender (0 = female, 1 = male, industry (0 = others, 1 = manufacturing business) in addition to the extraversion because of its potential to influence positive affect [34]. Extraversion was assessed using four items from International Personality Item Pool (IPIP; [35]). The alpha coefficient was 0.83.





3.3. Analytical Procedure


We tested the robustness of the measurement model described by measures of positive affect, job crafting, LMX, and resilience with confirmatory analysis using item parcels for each construct (to reduce the number of indicators). The four factor model showed appropriate goodness-of-fit, χ2 = 501.46, df = 67, p = 0.00 (RMSEA = 0.08, CFI = 0.94, TLI = 0.91) but a single-factor model did not fit the data well (RMSEA = 0.15, CFI = 0.78, TLI = 0.68). Because of the nested nature of our data (daily variables nested individuals), we used hierarchical linear modeling (HLM; [36]). The time-varying variables are considered Level 1 variables because they are nested within each participant (Level 2). To ensure the appropriateness of multilevel modeling, we investigated whether systematic with-and between person variance existed in the variables. For positive affect, 36% of the variance was within individuals. There also substantial within-person variance in job crafting (42%). Consequently, significant amounts of variance are left to be explained by within-person variations, justifying the multilevel approach. First, a null model was tested in which no predictors were entered. Next, model tested in which control variables were entered (Model 1). We tested the daily within-person level predictor (Model 2). Then, we introduced the moderators, followed by LMX and resilience (Model 3). Lastly, tested the cross level interaction of LMX and resilience (Model 4). All daily within-person level predictor was centered at between-person level’s mean. Between-person level predictors were grand-mean centered. Also, as recommended by [37], these Level 1 variables were group-mean centered so as to control level 2 compounds.





4. Results


Presented in Table 1 are the means, standard deviations, and daily within-person level and between-person level correlations for the study variables.



Table 2 shows the result of the Hypotheses test. Hypothesis 1 looked at the effect of positive affect on job crafting. Result Table 2 shows a significant relationship between positive affect and job crafting (γ = 0.30, p < 0.01). Thus, Hypothesis 1 was supported. Hypothesis 2 predicts that LMX moderates the relation between daily positive affect and job crafting. The effect of the interaction of LMX was significant (γ = −0.19, p < 0.01). Results indicate that those who were high in positive affect were more likely to experience job crafting when they have low level LMX. Thus Hypothesis 2 was supported. Also, we presented Figure 2. Figure 2 represented that the interaction effect was consistent with our expectation. Finally, resilience did not show a significant moderating effect on the positive affect–job crafting relationship, which lends no support to Hypothesis 3 (γ = 0.07, p = n.s.).




5. Discussion


5.1. Theoretical and Practical Implications


The present study has multiple theoretical implications. First, this study found that the overall daily positive affect of a work place is a meaningful predisposing factor to job crafting. Previous studies have thus far shown that daily self-efficacy, job autonomy, and resources are the factors that predispose daily job crafting [5,6,39]. Considering that job crafting is a phenomenon caused by internal motivation of employees [2], the present study has a theoretical significance in that it is the first study that empirically confirmed the importance of experiencing positive affect in order to facilitate daily job crafting activities of employees. This finding is in line with previous studies, which suggest that positive affect leads to an employee’s positive outcome such as improved organizational citizenship behavior, job performance, and job satisfaction [15,40]. Taken together, we contribute to the development of daily job crafting research by examining which workplace conditions promote daily job crafting. Furthermore, this result suggests that daily positive affect is associated with energy that is enacting to proactive behavior or positive outcomes. Second, we empirically confirmed the cross level moderating effect of LMX in the relationship between positive affect and job crafting. These results suggest that job crafting can be triggered by strong internal motivation, such as the experience of daily positive affect, since the influence of an individual’s low level of social resource (e.g., LMX), which has accumulated external rewards called trust from the leader. To that extent, the job crafting experience of employees who have an abundance of resources is relatively less influenced by daily affect. Third, the moderating effect of resilience on the relationship between daily positive affect and job crafting has not been verified in this research. This can be interpreted as follows. Based on the previous research, the effect of resilience usually occurs when members face a negative situation. Since, in our research, positive affect and job crafting are a continuous process of increasing employee’s resource and motivation, the effect of resilience would not have been significant. A final contribution of the present study is the diary design. By measuring the study variables at the within-person level and the use of experience sampling methodology, this diary study provided to a better understanding of the dynamic antecedents of job crafting in employees’ day-to-day experience of work [41].



There are several potentially important practical implications of our research. From the results of the study, it was confirmed that what influences daily job crafting is positive affect experienced in the workplace. Therefore, managers of an organization should manage in such a way that members can have a positive experience when performing their tasks. According to affective event theory, event is a distal antecedent to arousal affect in workplace [7], managers should employ practices that events which enhance the positive affect of employees. Second, particularly, in the case of members showing a low level of social resource, that is, a low level of LMX, daily positive experience can be even more important. Therefore, there is a need to provide many opportunities for employees that allow for positive experiences while performing challenging tasks or achieving goals. At the same time, employees should learn how they could keep up the positive emotion at workplace because the positive emotion is a key contributor for crafting their task proactively.




5.2. Limitations and Future Directions


This study has some limitations. First, this study could not measure the fluctuations of emotional change that can occur in a single day because there was only one measurement each day. Although the effect of overall positivity of individuals was removed through the control variables, future studies will need to be conducted to control the positive affect and job crafting of the existing individual through more than one measurement per day, and to have the variation amount, which will be shown afterwards, as the target to be analyzed, taking into consideration the limitations of this study. Second, our research revealed the moderating effect in the relationship between positive affect and job crafting. Other studies must inspect the moderating effects of variables that can further weaken or strengthen the relationship between daily positive affect and job crafting. In the present study, individual factors such as social and psychological resources were examined as moderators. In addition to these factors, further studies should consider other factors, including job characteristics, personality, or organizational characteristics such as perceived organizational support, and climate, as alternative moderators [4]. These efforts are expected to contribute to the expansion of future research on job crafting. Third, in this study we only considered the effect of a positive affect on job crafting because we concentrated on verifying antecedents of job crafting on positive organizational perspective. We suggest examining the role of negative affect in future research. Fourth, although we tried to explain the relationship between positive affect and job crafting, we were unable to determine causality since ours is a correlational study. We recommend that future researchers consider another method to solve this issue. Fifth, the data was single-sourced and self-reported. Although self-reports of all variables (e.g., positive affect, job crafting and LMX) are quite appropriate, proactive behaviors are typically measured with others. Thus, future researchers should consider a more cross-sectional design





6. Conclusions


In conclusion, our study expands knowledge on the day level antecedents and boundary condition of job crafting. Thereby, we contribute to both research and organizational practice with regard to regard to job crafting by showing how job crafting can be facilitated.
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