European Journal of Work and Organizational Psychology

ISSN: 1359-432X (Print) 1464-0643 (Online) Journal homepage: http://www.tandfonline.com/loi/pewo20

Antecedents of daily team job crafting
Anne Mäkikangas, Arnold B. Bakker & Wilmar B. Schaufeli
To cite this article: Anne Mäkikangas, Arnold B. Bakker & Wilmar B. Schaufeli (2017) Antecedents
of daily team job crafting, European Journal of Work and Organizational Psychology, 26:3, 421-433,
DOI: 10.1080/1359432X.2017.1289920
To link to this article: http://dx.doi.org/10.1080/1359432X.2017.1289920

Published online: 13 Feb 2017.

Submit your article to this journal

Article views: 473

View related articles

View Crossmark data

Full Terms & Conditions of access and use can be found at
http://www.tandfonline.com/action/journalInformation?journalCode=pewo20
Download by: [Erasmus University]

Date: 01 September 2017, At: 03:00

EUROPEAN JOURNAL OF WORK AND ORGANIZATIONAL PSYCHOLOGY, 2017
VOL. 26, NO. 3, 421–433
http://dx.doi.org/10.1080/1359432X.2017.1289920

Antecedents of daily team job crafting
Anne Mäkikangasa, Arnold B. Bakkerb and Wilmar B. Schaufelic,d
Department of Psychology, University of Jyvaskyla, Jyväskylä, Finland; bCenter of Excellence for Positive Organizational Psychology, Erasmus
University Rotterdam, Rotterdam, The Netherlands; cDepartment of Psychology, Utrecht University, Utrecht, The Netherlands; dDepartment of
Psychology, KU Leuven, Leuven, Belgium

Downloaded by [Erasmus University] at 03:00 01 September 2017

a

ABSTRACT

ARTICLE HISTORY

This study investigated potential antecedents of team job crafting defined as the extent to which team
members engage together in increasing (social and structural) job resources and challenges, and
decreasing hindering job demands. Mindful of the teamwork literature, we hypothesized that individual
employee factors (self-efficacy for teamwork, daily affect), team features (team cohesion, climate) and
the organizational context of teams (engaging leadership and organizational resources for teamwork)
relate positively to daily team job crafting behaviour. Data were collected among 46 multi-professional
rehabilitation teams whose members completed two daily surveys after their weekly meetings.
Multilevel regression analyses showed that self-efficacy for teamwork and team members’ positive
affect were positively associated with team job crafting behaviour at the individual (within-team) level.
In addition, a team climate characterized by a clear vision of the teams’ targets, supportiveness and
innovation and connecting leadership were positively related to daily team job crafting at both the
within- and between-team levels of the data. Overall, the study offers novel insights into the antecedents of teams’ daily job crafting behaviours. For practice, the results suggest that actions and
interventions conducive to positive team processes offer the most promising route to enhancing
team job crafting behaviour.
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Job crafting—a process whereby employees self-initiate
sculpting and altering their jobs and work experiences in
personally meaningful ways (Wrzesniewski & Dutton, 2001)—
has attracted increasing academic interest since it was introduced in the psychology literature in the early twenty-first
century (for a review, see Wang, Demerouti, & Bakker, 2016).
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 team level (Leana, Appelbaum, &
Shevchuk, 2009; McClelland, Leach, Clegg, & McGowan, 2014;
Tims, Bakker, Derks, & van Rhenen, 2013). In today’s working
life, teams are commonly used as a basic unit the accomplishment of work (Vaskova, 2007). Therefore, the study of team
job crafting—proposed already by Wrzesniewski and Dutton
in 2001—is highly warranted.
Team job crafting research has so far shown beneficial
outcomes for team job satisfaction and commitment (Leana
et al., 2009) as well as work engagement and performance
(McClelland et al., 2014; Tims et al., 2013). Nevertheless, little is
known about the antecedents of team job crafting, and the
few studies conducted in team settings have been limited to
investigating single job characteristics (e.g., job control, work
discretion, supportive supervision), individual employees’ attitudes (e.g., work orientation) and team characteristics (e.g.,
team efficacy) (Leana et al., 2009; McClelland et al., 2014).
Berg, Dutton, and Wrzesniewski (2013) recently called for a
more comprehensive investigation of the individual, interpersonal, occupational and organizational correlates of job
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crafting. In response to this call, the present study investigates
a broad spectrum of potential antecedents of team job crafting defined in the context of the Job Demands–Resources (JDR) theory (Bakker & Demerouti, 2014) as proactive behaviour
through which team members change their work environment
by jointly shaping the team’s job resources and job demands
(Tims et al., 2013). We focus specifically on the multilevelnature of teamwork, including antecedents at the individual,
team and organizational level of team job crafting known to
contribute to successful teamwork (Salas, Shuffler, Thayer,
Bedwell, & Lazzara, 2015; see also Kozlowski, 2015).
In addition to investigating the antecedents of team job
crafting more comprehensively than has been the case
hitherto, this study contributes in several other ways. First,
team job crafting is studied at the day level among “real”
teams, i.e., teams with shared objectives, structural interdependence and reflexivity (see Lyubovnikova, West, Dawson, &
Carter, 2015). Second, the results have relevance for practitioners as they answer important questions on how team job
crafting behaviour could be enhanced.

Team job crafting: conceptualization
Team job crafting, also known as collaborative job crafting
(Leana et al., 2009), is defined as the extent to which team
members engage jointly in shaping their job demands and
resources (Tims et al., 2013). Job demands and resources can
be modified in different ways at the team level, possibly by
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increasing structural (e.g., utilizing the capacity and know-how
of every team member) and social job resources (e.g., requesting and providing feedback from and to other team members). Teams can also modify their job demands making these
more challenging (e.g., adding to the responsibilities of the
team) and decreasing hindering job demands (e.g., reducing
the monotony of tasks or an emotionally burdensome atmosphere) (Tims et al., 2013; see also Tims, Bakker, & Derks, 2012).
Team job crafting is a collective process about what to craft
at work and how in order to achieve shared goals (Leana et al.,
2009). Team job crafting requires interaction between team
members, but is more than simply discussing and setting the
team’s daily work agenda. Team job crafting differs from other
proactive behaviours in that it is specifically aimed at producing positive changes in psychosocial job characteristics (Bakker
& Demerouti, 2014). Thus teams do not craft their job
resources and job demands in a similar way each day. This
changing of job characteristics is a bottom-up process, where
employees themselves, not management, decide as a team
which features of their job they would like to alter. Job crafting therefore affords a new perspective on the literature concerning proactive behaviours. Proactive behaviours including
extra-role behaviour as in Morrison and Phelps (1999) or personal initiative as in Frese and Fay (2001) mostly concern tasks
and roles where the aim is to support the organization to
achieve its strategic or internal objectives. The purpose of
job crafting, however, is to enhance employees’ well-being
(Tims et al., 2013), and thus may not necessarily aid the
organization to meet its objectives. However, because the
goals set for the work are shared between team members, it
is unlikely that team job crafting behaviour is at odds with
organizational objectives.
Team job crafting is not simply the sum of the individual
team members’ job crafting behaviours (Tims et al., 2013). Yet
individual and collective job crafting are not mutually exclusive, and individuals may engage in both simultaneously
(Leana et al., 2009; Tims et al., 2013). In their recent qualitative
study, Mattarelli and Tagliaventi (2015) confirmed that the two
forms of job crafting coexist and may serve different purposes.
They found that individual crafting paves the way for collective crafting, suggesting complementarity and reporting that
R&D (research and development) employees in an Italian software company initially developed new ideas and ways of
working individually that were subsequently refined collectively. Quantitative research has also demonstrated a difference between individual and team job crafting (Tims et al.,
2013). In contrast to Mattarelli and Tagliaventi (2015), data
collected among Dutch occupational health service employees
showed that job crafting behaviour at the team level inspired
crafting by individual employees, and not the other way
around (Tims et al., 2013). However, regardless of the direction
of causality between individual and team job crafting (which
partly depends on the work task), there is irrefutable evidence
that team job crafting exists, and that it is more likely to occur
among teams whose members’ jobs are interdependent
(Leana et al., 2009; Mattarelli & Tagliaventi, 2015) (as in the
present study context; see “Method” section).
Why is team job crafting important and why is it essential
to investigate its antecedents? Following the JD-R theory (see

Bakker & Demerouti, 2014; Tims et al., 2013), teams who
actively craft their jobs and shape their work environment
are seeking to acquire new job resources that will enable
them to cope better with their job demands and achieve
their shared objectives. Research has provided sound evidence
of the benefits of team job crafting, relating not only to
positive employee attitudes to work (such as job satisfaction,
work commitment and lower turnover intentions; Leana et al.,
2009) but also to improved team efficacy and interdependence (McClelland et al., 2014) and increased levels of work
engagement and performance (Tims et al., 2013). There is also
recent evidence that, in contrast to individual job crafting,
shared job crafting among team members increased their
team’s performance (Mäkikangas, Aunola, Seppälä, &
Hakanen, 2016). Thus research has shown that job crafting
leads to noteworthy outcomes, yet little is so far known
about its antecedents.

Antecedents of team job crafting
According to the JD-R theory definition of job crafting used
here, energy and motivation regulation, and the avoidance of
health impairment are the primary initiators of this type of
proactive behaviour (Tims & Bakker, 2010; Tims et al., 2012,
2013). Besides ameliorating an unsatisfactory work situation
through shaping a team’s job demands and resources, job
crafting may also be performed in order to maintain or even
increase the team’s motivation and ability to achieve their
goals. We focus here on resources at the individual, team
and organizational levels having the potential to facilitate
the expansion of job resources and reduction of job demands.
Owing to their inherently positive nature, these resources also
have the potential to increase approach motivation (Elliot,
2008; see also Bipp & Demerouti, 2015). More specifically, the
antecedents of team job crafting are sought in individual
factors (i.e., self-efficacy for teamwork, daily affect), team features (i.e., team cohesion, climate) and the organizational
context of teams (i.e., engaging leadership and organizational
resources for teamwork).
The antecedents of individual job crafting are considered to
lie in characteristics of the job and/or the individual (Tims &
Bakker, 2010; Wang et al., 2016). Single job characteristics such
as discretion (Leana et al., 2009) and skill variety (Kanten, 2014)
as well as combinations of job characteristics (Petrou,
Demerouti, Peeters, Schaufeli, & Hetland, 2012) have predicted
the use of job crafting strategies. Individual characteristics,
such as self-efficacy (Tims, Bakker, & Derks, 2014) and proactive personality (Bakker, Tims, & Derks, 2012), have also been
found to facilitate job crafting. However, we argue that focusing exclusively on general job characteristics and context-free
dispositional traits would lead to an unduly restricted understanding of team job crafting. As team job crafting is inherently a team process, it is—like all teamwork processes—
influenced by factors on three levels, namely, individual,
team and organization (Kozlowski, 2015). Therefore, to fully
understand team job crafting, all three levels need to be
considered. In the absence of a single theory through which
to identify a set of relevant individual, team and organizational
variables for team job crafting, we drew on the teamwork
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literature and selected variables known to contribute to teamwork (Salas, Shuffler et al., 2015; see also Kozlowski, 2015).
The individual-level variable that we focused upon was selfefficacy for teamwork (Eby & Dobbins, 1997). Self-efficacy for
teamwork refers to individuals’ faith in their capabilities particularly in the team setting, and is thus arguably a more
appropriate predictor of specific team behaviour—such as
team job crafting—than global efficacy scales. The role of
team members’ daily affect was also investigated as an individual factor. Team behaviour was studied through two affective
team processes—team cohesion and climate—that drive team
members to work and perform together (e.g., Casey-Campbell
& Martens, 2009). The organizational contextual variables identified as important determinants of teamwork were leadership
and organizational resources. Leadership in this study is measured in terms of engaging leadership—a novel, promising
mode of leadership demonstrably associated with a reduction
in job demands and an increase in the job resources of subordinates (Schaufeli, 2015). Organizational resources—which
are fundamental to teamwork (Salas, Shuffler et al., 2015)—
were operationalized through time and human resources for
teamwork, as these are known to be crucial for the multiprofessional teams investigated in this study. Each of the
possible antecedents of team job crafting studied here is
discussed below.

Individual antecedents of team job crafting
Self-efficacy for teamwork
Teams are composed of individual team members with
specific characteristics (e.g., expertise, knowledge, skills
and personality) necessary for accomplishing team goals
(Salas, Shuffler et al., 2015). Individual characteristics influence the manner and extent to which teams engage in
team activities (see Kozlowski & Bell, 2003), such as job
crafting behaviour. For instance, employees’ work orientation influences the kind of job crafting they engage in
(Wrzesniewski & Dutton, 2001). Kira, van Eijnatten, and
Balkin (2010) argued that collaborative job crafting arises
from individuals’ attempts to develop their personal
resources and create sustainable work, which implies that
collaborative job crafting may emanate from individual
motives. In addition to team members’ work orientation,
personality characteristics are also expected to predict job
crafting (Bipp & Demerouti, 2015; Tims & Bakker, 2010).
Research has demonstrated that self-efficacy—the belief
in one’s ability to complete tasks and attain goals
(Bandura, 1977)—predicts job crafting at the overall level
(Tims & Bakker, 2010) as well as on a daily basis (Tims
et al., 2014). Perceptions of team-level efficacy are also
positively associated with team job crafting behaviour
(McClelland et al., 2014). Here we investigate self-efficacy
in the context of teamwork, which refers to an individual
employee’s willingness and enthusiasm to work in a team
as well as the belief that s/he has the necessary interpersonal skills to work effectively in a team setting (Eby &
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Dobbins, 1997). This individual characteristic has been
linked with improved team processes and several positive
individual- and team-level outcomes. For example, Staples
and Webster (2007) found self-efficacy for teamwork to
relate positively to team satisfaction, and to individual
and team performance. In addition, it has been positively
associated with individuals’ teamwork behaviour, such as
participating in decision-making and teamwork leadership
(Tasa, Taggar, & Seijts, 2007), and initiating task interdependency, meaning the degree to which the individual
facilitates the work of others (Taggar & Haines, 2006).
Both behaviours have been shown to have positive consequences for the success of teamwork.
Consequently, as employees with convinced of their efficacy in teamwork actively contribute to team processes by
being innovative and taking charge of their own as well as
others’ work (Taggar & Haines, 2006; Tasa et al., 2007), it is
reasonable to expect that such convictions also lead to the
crafting of social (e.g., through increased formal and informal
interaction between team members) and structural (e.g.,
through effective division of labour among team members)
job resources by teams. It is also possible that team members
convinced of their own efficacy have good teamwork skills
and are therefore better able to sense and avoid conflicts and
ease the team atmosphere, thereby also reducing hindering
job demands. Confidence in one’s own and the team’s success
may even lead to the crafting of challenging job demands,
such as seeking extra work assignments for the team.
Consequently, we hypothesize that:
Hypothesis 1: Self-efficacy for teamwork is positively associated with team job crafting.

Positive affect of team members
Team members’ affect influences both their interaction and
the team’s performance. Research has shown that employee
positive affect is associated with several outcomes on the
team level, such as perceived and objective performance
(Barsade, 2002; Hmieleski, Cole, & Baron, 2012), prosocial behaviour (George, 1990), greater cooperation (Barsade, 2002),
group-level efficacy (Gibson, 2003), transactive communication
(Neff, Fulk, & Yuan, 2014) and willingness to engage in organizational citizenship behaviours (Tanghe, Wisse, & Van Der
Flier, 2010). Forgas (1998) also found that positive mood in
negotiations, enhanced cooperation and the pursuit of creative solutions.
In light of the empirical evidence presented earlier, we
decided to investigate employee positive affect as a potential
precursor of team job crafting. Accordingly, we expect team
members’ positive affect to increase interaction between team
members, thereby creating preconditions for social crafting. In
addition, team members’ positive affect was expected to invigorate others, thus leading to greater innovativeness among
the team and possibly also to a tendency to raise the team’s
level of challenge. Furthermore, positive affect may serve to
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decrease perceived job demands, e.g., by lightening an atmosphere strained by possible time pressure or difficult clients.
Consequently, we hypothesized that:
Hypothesis 2: Positive affect of team members is positively
associated with team job crafting.

Team affective processes as antecedents of team job
crafting
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Social ties between team members (i.e., interaction and interpersonal closeness) are associated with collaborative job crafting (see Leana et al., 2009). In the present study, we
investigated the role of team cohesion and team climate,
both of which drive team members to work and achieve
together (e.g., Casey-Campbell & Martens, 2009).

Team cohesion
Team cohesion is defined as “the resultant of all the forces
acting on the members to remain in the group” (Festinger,
1950, p. 274). Team cohesion has been dogged by inconsistency in definition and measurement; a recent review, for
instance, shows that team cohesion has been conceptualized
in over 35 ways (Salas, Grossman, Hughes, & Coultas, 2015).
Nevertheless, there is increasing agreement that cohesion is a
multidimensional construct including both task and social
aspects, namely task cohesion, which reflects the task commitment of the team members, and social cohesion, which
reflects the bonds that drive the team members to work
with each other (Carless & De Paola, 2000; Salas, Grossman
et al., 2015). Both these aspects are included in the scale used
in the present study.
Performance as an outcome of team cohesion has received
the most attention in meta-analyses and reviews (Beal, Cohen,
Burke, & McLendon, 2003; Carron, Colman, Wheeler, & Stevens,
2002; Chiocchio & Essiembre, 2009; Evans & Dion, 1991; Mullen
& Copper, 1994), and the results show irrefutable evidence
that team cohesion has beneficial consequences for team
performance. In addition to performance, cohesion is also
related to prosocial behaviours (George & Bettenhausen,
1990), such as organizational citizenship behaviour (Kidwell,
Mossholder, & Bennett, 1997). Here we argue that increased
task and social cohesiveness stimulate team members to
spend more time coordinating their work and solving possible
problems by effective negotiation (see also Leana et al., 2009),
and that this is reflected in various job crafting behaviours.
Consequently, we hypothesize that:
Hypothesis 3: Team cohesion is positively associated with
team job crafting.

Innovative team climate
We also investigate innovative team climate (Anderson &
West, 1998; West, 1990) as a potential antecedent of team
job crafting. Overall, team climate can be seen as a grouplevel construct comprising the psychologically meaningful
representations of the work environment at the individual

level (James et al., 2008). West’s (1990) model of an innovative
team climate includes several dimensions, e.g., vision (i.e., the
extent to which team members share clear and valued objectives), participative safety (how participative the team is in
decision-making) and support for innovation (work practices
aimed at conducive to innovation) (Anderson & West, 1998).
An innovative team climate (Anderson & West, 1998) has been
linked to several beneficial teamwork outcomes, such as work
well-being (Dackert, 2010), job satisfaction (Proudfoot et al.,
2007) and various performance indicators, such as customer
satisfaction (Mathisen, Einarsen, Jørstad, & Brønnick, 2004),
project performance (Pirola-Merlo, 2010) and team innovation
(Bain, Mann, & Pirola-Merlo, 2001). Here, we propose that
teams whose members share a specific attitude towards innovation are also likely to seek challenges together. Furthermore,
a supportive team climate will foster interaction between
team members by creating a psychologically safe atmosphere
in which to discuss and develop the team’s work in a positive
direction, such as enabling team members to work in their
own way at their own pace and thereby also reducing their
workload. Consequently, we hypothesize that:
Hypothesis 4: Innovative team climate is positively associated
with team job crafting.

Organizational antecedents of team job crafting
The possible antecedents of team job crafting are located in
the organizational context in which the team operates, and
are assessed via connecting leadership and the organizational
resources for teamwork.

Connecting leadership
Successful teamwork is fostered by leadership behaviour
(Salas, Shuffler et al., 2015). Although the core feature of job
crafting is that employees tailor their jobs themselves rather
than being directed by others (Berg et al., 2013), it has recently
been suggested that leaders can stimulate employees’ job
crafting behaviour, e.g., through building a supportive work
climate, designing resourceful jobs and promoting organizational identification (Wang et al., 2016). Wang and colleagues
suggest that both transformational leadership, e.g., idealized
influence, inspirational motivation, intellectual stimulation and
individualized consideration (see Bass, 1985) and empowering
leadership, e.g., delegation of job autonomy, fostering participation in making and eliciting creativity (Zhang & Zhou, 2014)
can influence job crafting behaviour. These two leadership
styles have been found to increase employee proactive behaviours akin to job crafting behaviours (Chiaburu, Smith, Wang,
& Zimmerman, 2014; Martin, Liao, & Campbell-Bush, 2013).
The impact of leadership behaviour on job crafting has
hitherto been largely neglected. To the best of our knowledge,
only two studies have focused on leadership behaviour in
relation to job crafting. Leana et al. (2009), in a study of
small teams of only two to three childcare workers, reported
that supportive supervision was positively associated with
collaborative job crafting. Slemp and colleagues (Slemp,
Kern, & Vella-Brodrick, 2015) reported a reciprocal relation
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between individual job crafting and support for autonomy, a
concept that refers to a managerial orientation towards providing employees with opportunities for decision-making and
encouraging employee initiative (see also Moreau & Mageau,
2012).
In the present study, we investigate for the first time the
role of engaging leadership (Schaufeli, 2015) as a possible
antecedent of team job crafting. Engaging leaders inspire,
strengthen and connect their followers, thereby promoting
the fulfilment of employees’ basic psychological needs (i.e.,
autonomy, competence and relatedness; Deci & Ryan, 2000),
which, in turn, is expected to promote employees’ job-related
well-being, such as engagement (Schaufeli, 2015). For the
purposes of this study, we focus on the connecting dimension
of engaging leadership, i.e, the extent to which leaders encourage collaboration and interpersonal bonding, and seek to
foster a good team spirit (Schaufeli, 2015). Engaging leadership has so far been linked with high levels of self-rated
performance behaviours measured, e.g., via proactivity, selfdevelopment and in- and extra-role performance (Schaufeli,
2015), behaviours akin to job crafting. Furthermore, it has
been shown that engaging leaders reduce job demands and
increase job resources, and hence have an indirect impact on
the levels of burnout and engagement among their subordinates by creating more resourceful jobs (Schaufeli, 2015).
Along with creating an environment conducive to resourcefulness, we argue that connecting leaders may encourage the
job crafting behaviour of teams through their ability to foster
social relationships among team members. Establishing a
good and trusting atmosphere between team members
makes it easier to communicate ideas about new ways of
working and even to reduce job demands as the need arises.
Through their stimulating approach to management, such
leaders may also encourage teams to aim higher (e.g., by
raising the level of challenge in their work). However, it should
be noted that although connecting leaders create a platform
for team job crafting by building a trusting, open and supportive work climate and even acting as a role model for job
crafting (Wang et al., 2016), it is the team members themselves
who decide whether or not to engage in crafting their jobs.
Consequently, we hypothesize that:
Hypothesis 5: Connecting leadership is positively associated
with team job crafting.

Organizational resources for teamwork
A supportive organizational context for teamwork is also
essential for team performance. Salas and colleagues (Salas,
Shuffler et al., 2015) state that acknowledging the context of
teamwork is fundamental as it influences how teamwork is
actually carried out and how the team members interact with
each other. Previously investigated organizational resources
include opportunities for development, such as training.
These have been shown to be positively related to a team’s
cognitive, affective, process and performance outcomes (for a
meta-analysis, see Salas et al., 2008) and work-facilitating
resources, such as technology (Fuller & Dennis, 2009).
Moreover, perceived organizational support is associated
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with extra-role performance, affective commitment and job
involvement among individual employees (for a review, see
Rhoades & Eisenberger, 2002).
However, organizations can facilitate the work of teams by
providing various resources, depending on the form of the
team and its tasks. Here we investigated organizational
resources for enhancing the teamwork of multi-professional
rehabilitation teams. Rehabilitation workers are known to suffer, in particular, from time pressures and heavy workload
(Flett, Biggs, & Alpass, 1995; Templeton & Satcher, 2007),
stressors known to have harmful effects on teamwork and
team performance (e.g., Urban, Weaver, Bowers, &
Rhodenizer, 1996). Consequently, we focused on the organizational provision of time-based resources for teamwork (e.g.,
sufficient time for teamwork, reasonable team workload).
Along with time-based resources, organizational human
resources were also taken into account, e.g., whether the
team has enough staff/expertise and whether work tasks
were evenly distributed. Time and human resources for teamwork are among the key factors facilitating job crafting behaviours, as they enable interaction and the development of
expertise, both of which may help to increase structural and
social job resources and challenging job demands. These
resources—having enough time available for teamwork and
sufficiently competent team members to enable sharing of the
workload—also help to ensure that the team’s workload is not
excessive. It is therefore hypothesized that:
Hypothesis 6: Organizational resources provided for teamwork
are positively associated with team job crafting.

Method
Data for the study were collected among multi-professional
teams working in Finnish rehabilitation centres that organize
vocationally oriented medical rehabilitation courses (the
Finnish acronym is ASLAK). ASLAK is a multidisciplinary, early
rehabilitation programme funded by the Social Insurance
Institution of Finland and caters for employees at imminent
risk of impaired work capacity. The programme consists of
three to four periods (15–21 days in total) of in-patient, multimodal and multi-professional rehabilitation implemented over
1 year as group-based supervised activity. The multi-professional team consists of a physician, a physiotherapist, a psychologist, a social worker,and a vocational rehabilitation
specialist. A nurse, an occupational therapist, an occupational
physiotherapist and a nutritionist may also be part of the
multi-professional ASLAK team. As well as funding the ASLAK
courses, the Social Insurance Institution of Finland issues
guidelines on their implementation, including course content,
composition and the number of meetings of the multi-professional team. Thus the courses are organized in a similar way in
all Finnish rehabilitation centres.
Multi-professional rehabilitation teams were selected as the
target group of the study for two reasons. First, they meet the
criteria of a real team (Lyubovnikova et al., 2015; West &
Lyubovnikova, 2013), as the team members share clear objectives, and as a team draw up a personal rehabilitation plan for
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each client. The team members also work interdependently,
i.e., the rehabilitation plan is a multidisciplinary product that
includes personal development targets for each individual
(e.g., physical and psychosocial). Consequently, the target of
the teamwork is a product of professional skills across different disciplines, and is thus shared. Teams moreover reflect
regularly on the effectiveness of their work and continuously
update their way of working on the basis of feedback collected after every in-patient period. Second, owing to their
regular meetings, they provide an exceptional opportunity to
investigate real team processes, such as team job crafting, on
a daily basis.
In fall 2014, the 25 rehabilitation centres permitted to
organize ASLAK courses were invited to participate in the
research project. Of these, five declined, some of them due
to involvement in other research projects. The 20 Finnish
rehabilitation centres that agreed to participate can be considered representative of the target occupational group
selected for study. Data collection in the participating rehabilitation centres was done by the multi-professional teams
working at the start of an ASLAK course. Participating team
members were first asked to fill out a general questionnaire 2
weeks before the course started, and two daily surveys after
their regular team meetings during the start of the course. In
the first meeting, each rehabilitation patient’s background
information (e.g., medical history, test scores) was distributed
and carefully evaluated, thereby highlighting individuals’ special needs. In the second meeting, the teams summarized the
first in-patient rehabilitation period and started to plan the
next in-patient period due to take place a few months later.
Daily surveys were completed after the team meeting on the
same working day. The time lag between the two daily surveys was approximately 1 week. Surveys were sent to the
target person’s work e-mail address using the MrInterview
programme (for the programme user’s guide, see https://
www.ibm.com/support/knowledgecenter/SSLVQG_7.0.1/data
collection_interviewer_server_ddita/datacollection/mrinter
view/userguide/userguidemain.html). Team members were
informed that participation was voluntary, and no incentives
were provided.
Altogether 46 multi-professional teams participated in the
study. A background questionnaire was sent to 128 team
members, of whom 119 responded (response rate; 93%).
Daily surveys were sent to 188 participants. The larger number
of daily survey participants was due to overlapping team
memberships. This was particularly the case in the smaller
rehabilitation centres, where the staff included only one physician or psychologist. However, most of the participants (70%)
belonged to only one ASLAK team. Despite multi-memberships, the processes studied in the team were unique as the
other members of the team varied and the courses did not
overlap in time. The response rate for the first daily survey was
82.6% (n = 147/178), after excluding 10 people who reported
that they were unable to participate in the daily team meetings. The response rate for the second daily survey was 75.7%
(n = 131/173), after excluding 15 non-participants at daily
meetings.
The study sample comprised 119 employees working in 46
teams. Most of these participants were women (75%). Mean

sample age was 48 years (standard deviation [SD] = 9.8, range
26–64 years) and the sample was highly educated, with 98%
holding an academic degree and 89% a permanent employment contract. Average work experience in rehabilitation was
fairly long (M = 16.4 years, SD = 10.35) and mean length of
service in the same rehabilitation centre was 9.92 years
(SD = 7.84). Mean team size was 4.28 members (SD = 0.91).

Measures
Self-efficacy for teamwork, connecting leadership and organizational resources for teamwork were approached as fairly
stable individual and team contextual factors, and thus they
were only measured once in the background questionnaire. By
contrast, employee affect, team cohesion, team climate and
team job crafting were measured twice in the daily surveys as
they represented the team’s day-specific states or processes
evolving from interaction between individual team members
(Kozlowski, 2015; Kozlowski & Klein, 2000; Salas, Shuffler et al.,
2015). For all scales, a five-point rating scale was used
(1 = totally disagree, 5 = totally agree); for daily affect,
responses were given on a scale that ranged from 1 = not at
all to 5 = extremely.
Self-efficacy for teamwork was measured using an eightitem scale (Eby & Dobbins, 1997). The items measure selfperceived ability to work effectively in a team environment
(e.g., “I can work very effectively in a group setting”).
Cronbach’s alpha for the scale was .79.
Participants’ daily affect was measured using the Positive
Affect and Negative Affect Scale (PANAS-X; Watson & Clark,
1999). Both positive and negative affect was evaluated via
three adjectives (e.g., “happy”, “nervous”, “enthusiastic”).
Cronbach’s alpha for the six-item affect scale was .80 at Time
1 and .81 at Time 2.
Team cohesion was measured via three items taken from
the work-adapted version of the Group Environment
Questionnaire (Carless & De Paola, 2000). The items were
adapted to measure cohesion on the day level (e.g., “Today
our team was united in trying to reach its performance goals”).
Cronbach’s alpha for the team cohesion was .70 at Time 1 and
.71 at Time 2.
Innovative team climate was measured using nine items
taken from the short version of the Team Climate Inventory
(Kivimäki & Elovainio, 1999; see also Anderson & West, 1998),
modified to capture climate on the day level (e.g. “Today
people feel understood and accepted by each other”). We
measured three dimensions of team climate: (1) focus on
clear and realistic goals (shared vision), (2) team member
interactions that are participatory and interpersonally nonthreatening (psychological safety) and (3) efforts at innovation
(innovation support). Cronbach’s alpha for the nine-item composite scale was .83 at Time 1 and .86 at Time 2.
Connecting leadership was measured with three items taken
from the Engaging Leadership scale (e.g., “My supervisor creates a team spirit between us”) (Schaufeli, 2015). Cronbach’s
alpha for the connecting leadership items was .92.
Organizational resources for teamwork were measured using
five items developed for present purposes. The items were
designed to capture the time- and HR-based resources for
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teamwork provided by the organization: “Our team has a
reasonable workload”, “There is enough time for teamwork”,
“Tasks are equally distributed between the team members”,
“Our team has a sufficient range of expertise” and “Our team
has a reasonable number of duties”. Cronbach’s alpha for the
five-item composite scale was .72.
Job crafting was measured with the Job Crafting Scale (Tims
et al., 2012) adapted for the team level (Tims et al., 2013).
Increasing structural job resources (e.g., “Today we made sure
that we used each team member’s capacities to the fullest”),
decreasing hindering job demands (e.g., Today in our team we
made sure that we alternated monotonous tasks”), increasing
social job resources (e.g., “Today in our team we asked each
other for feedback”) and increasing challenging job demands
(e.g., Today our team asked for more responsibilities) were
each evaluated by two items that were modified to capture
team job crafting at the day level. The items used for increasing challenging job demands were modified to capture daylevel job crafting following Petrou et al. (2012). Cronbach’s
alpha for the team job crafting scale was .81 at Time 1 and
.79 at Time 2.
Control variables. In line with Leana et al. (2009) and
McClelland et al. (2014), team size and work experience in
the organization (in years) were used as control variables.

Discriminant validity
As team cohesion, innovative team climate and team job
crafting were strongly correlated (see Table 1), and partly
overlap conceptually, we tested their discriminant validity
simultaneously using confirmatory factor analysis. According
to the Satorra–Bentler scaled difference chi-square test
(Satorra & Bentler, 2001), Δχ2 = 51.59, Δdf = 3, p < .001, the
three-factor model, where the items of team cohesion, innovative team climate and team job crafting were constrained to
load on their own factors, χ2(167) = 823.772, p < .001,
CFI = .90, RMSEA = .08, SRMR = .07, scaling correction factor
for MLR = 1.12, fitted significantly better than the one-factor
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model, where the items of team climate, team cohesion and
team job crafting were constrained to load on a single factor,
χ2(170) = 921.274, p < .001, CFI = .86, RMSEA = .10, SRMR = .08,
scaling correction factor for MLR = 1.15. These findings indicate that the studied variables (i.e., team cohesion, innovative
team climate and team job crafting) constitute distinct constructs. Similar results were obtained at Time 2 (the results are
available from the first author upon request).

Statistical analysis
The data analysis proceeded in two steps. First, the intraclass
correlations (ICCs) were calculated for the studied constructs
by dividing the between-team variance by the total variance
(total variance = between-team variance + within-team variance) (Heck, 2001). The correlations between the study variables were also calculated at both the within- and betweenteam levels. Between-team level associations were estimated
only for variables with significant ICCs. Second, multilevel
regression modelling was used to investigate the relationship
between antecedents and team job crafting at both within
and between levels. With the multilevel technique utilized
here, the variance in the observed variables is divided into
two components: variation due to similarity among the
employees on the same team (between-team level variation)
and variation due to individual differences within the teams
(within-team level variation) (Muthén, 1997). The intercepts of
the variables are modelled as random intercepts varying
across teams. Consequently, instead of using aggregation procedures, the multilevel analyses were grounded in variancebased (dispersion) components (see Kozlowski, Chao, Grand,
Braun, & Kuljanin, 2013). The individual and organizational
correlates derived from the background questionnaire (i.e.,
self-efficacy for teamwork, connecting leadership and organizational resources for teamwork) and day-specific individual
and team-related correlates (i.e., employee affect, team cohesion and innovative team climate) were analysed in separate
models owing to their different measuring times, and the

Table 1. Means (M), standard deviations (SDs), intraclass correlations (ICCs) and Correlations between study variables at the within (below the diagonal, N = 119
individuals) and between (above the diagonal, N = 46 teams) data levels.
Variables
1. Innovative team climate T1b
2. Innovative team climate T2b
3. Connecting leadershipb
4. Job crafting T1b
5. Job crafting T2b
6. Work experience (in years)a
7. Team sizea
8. Self-efficacy for teamworka
9. Affect T1
10. Affect T2
11. Team cohesion T1
12. Team cohesion T2
13. Innovative team climate T1
14. Innovative team climate T2
15. Connecting leadershipa
16. Resources for teamworka
17. Job crafting T1
18. Job crafting T2
a

M
3.56
3.65
3.14
2.98
3.11
9.92
4.28
3.56
3.92
3.90
3.93
4.02
—
—
—
2.97
—
—

SD
0.48
0.51
0.58
0.55
0.56
7.84
0.91
0.39
0.52
0.53
0.66
0.68
0.50
0.52
0.86
0.58
0.62
0.58

ICC
.24
.15
.33
.27
.14

1
—

2
.84
—

3
.78
.60
—

4
.82
.90
.66
—

5
.83
.91
.83
.96
—

6

7

8

9

10

11

12

13

14

15

16

17

—
−.01
.06
.09
.03
.00
.05
−.15
−.04
−.03
−.15
−.06
.03

—
−.10
−.10
−.11
−.03
−.03
−.04
−.04
−.16
−.05
−.25
−.27

—
.25
.38
.12
.12
.30
.45
.27
.22
.26
.32

—
.45
.14
.07
.18
.20
.19
.33
.43
.26

—
.21
.18
.17
.29
.31
.37
.41
.51

—
.41
.54
.20
.26
.15
.34
.09

—
.26
.60
.07
.02
.14
.51

—
.38
.45
.34
.59
.30

—
.30
.18
.33
.65

—
.44
.43
.33

—
.28
.20

—
.52

Variable from background questionnaire. bBetween-team level. Self-efficacy for teamwork, employee affect, team cohesion and organizational resources for
teamwork were estimated only at the within-team level owing to non-significant ICCs. r ≥ .20, p < .05, at the within-team level and r ≥ .60, p < .05 at the betweenteam level.
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complexity of multilevel modelling with respect to a relatively
small number of clusters (i.e., teams) and the overall sample
size. The two daily measurements were also analysed separately in order to ascertain whether similar relationships pertained between the day-level antecedents and team job
crafting measured at different time points.
Analyses were performed using Mplus 7.0 (Muthén &
Muthén, 1998–2012). The parameters of the models were
estimated using maximum likelihood estimation with robust
standard errors (SEs) and scale-corrected chi-square test values
(MLR estimator; Muthén & Muthén, 1998–2012). The missing
data method was used (i.e., the standard missing at random
approach), which allowed the use of all the observations in the
dataset to estimate the parameters in the models without
imputing data.

Table 3. Day-specific individual and team factors as antecedents of team job
crafting at Time 1 and Time 2: multilevel regression analysis.
Team job crafting T1
Antecedents

Standardized
estimate

Standard
error

p-value

.38
.03
.45

.06
.11
.12

<.001
.79
<.001

.89

.35

<.05

Within-team level
Affect T1
Team cohesion T1
Innovative team climate T1
Between-team level
Innovative team climate T1
Within-team level
Affect T2
Team cohesion T2
Innovative team climate T2
Between-team level
Innovative team climate T2

R2
.43***

.80, ns.
Team job crafting T2
.48***
.26
.22
.41

.08
.09
.09

<.001
<.05
<.001

.92

.19

<.001

.85, ns.

***p < .001. ns. = non-significant.
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Results
Descriptive results: correlations and ICCs
The means, SDs and correlations between the study variables
are presented in Table 1. Only innovative team climate, connecting leadership and team job crafting had statistically significant ICCs (see Table 1). Consequently, in the subsequent
analyses, all the other variables, i.e., self-efficacy for teamwork
(ICC = .04, non-significant [ns.]), affect (ICCT1 = .03 ns.,
ICCT2 = .05 ns.), team cohesion (ICCT1 = .10 ns., ICCT2 = .04
ns.) and organizational resources for teamwork (ICC = .02, ns.),
were only used as within-team level variables. Employee
affect, team climate and connecting leadership showed the
highest associations with team job crafting, although all the
studied antecedents correlated significantly with team job
crafting.

Multilevel regression modelling
Among the control variables, only team size correlated significantly with team job crafting (see Table 1). However, in the
multilevel regression models, it showed non-significant associations with team job crafting at both measurements: standardized estimate = −0.098, SE = 0.064, p = 0.129 at Time 1
and standardized estimate = −0.061, SE = 0.038, p = 0.110 at
Time 2. In addition, as team size did not correlate significantly
with the studied antecedents (see Table 1), it was omitted
from the final multilevel regression models presented in
Tables 2 and 3.
Table 2. Trait-level individual and organizational antecedents of team job
crafting at Time 1: multilevel regression analysis.
Team job crafting T1
Antecedents
Within-team level
Self-efficacy for teamwork
Connecting leadership
Organizational resources for
teamwork
Between-team level
Connecting leadership
*p < .05. ns. = non-significant.

Standardized
estimate

Standard
error

p-value

.40
.32
.06

.15
.13
.10

<.01
<.05
.53

.34

.17

<.05

R2
.24*

.58 ns.

The results for the multilevel regression modelling showed
first (see Table 2) that self-efficacy for teamwork was positively
associated with team job crafting at the within-team level
(standardized estimate = .40, p < .01): the higher individuals’
perceptions of their self-efficacy for teamwork, the higher their
perception of their team’s job crafting. Connecting leadership,
in turn, was associated with team job crafting at both data
levels: standardized estimate .32, p < .05 at the within-team
level and .34, p < .05 at the between-team level. This finding
suggests that the higher individuals’ perceptions of connecting leadership, the higher their perception of their team’s job
crafting, and the higher the team’s perception of connecting
leadership, the higher the level of the team’s job crafting.
Organizational resources for teamwork did not explain the
job crafting behaviour of the team.
The associations of day-level affect, team cohesion and
innovative team climate with team job crafting behaviour at
Time 1 are presented in Table 3. These results show that
individual team members’ affect was positively associated
with their perceptions of team job crafting at the withinteam level (standardized estimate .38, p < .001). This result
suggests that the higher individuals’ daily affect, the higher
their perceptions of their team’s job crafting. An innovative
team climate was positively associated with perceived team
job crafting at both data levels: standardized estimate .45,
p < .001 at the within-team level and .89, p < .05 at the
between-team level. These findings suggest that the higher
individuals’ perceptions of an innovative team climate, the
higher their perceptions of their team’s job crafting, and the
higher the team’s perception of an innovative team climate,
the higher the level of the team’s job crafting. Contrary to
expectations team cohesion did not make a significant contribution to team job crafting behaviour at Time 1. The significant findings of employee affect and innovative team
climate with team job crafting were replicated at Time 2 (see
Table 3). However, at the second measurement, team cohesion was also positively and significantly associated with team
job crafting behaviour at the within-team level (standardized
estimate .22, p < .05).

EUROPEAN JOURNAL OF WORK AND ORGANIZATIONAL PSYCHOLOGY

Discussion
The present study investigated antecedents of daily team job
crafting behaviour among so-called real teams (see
Lyubovnikova et al., 2015; West & Lyubovnikova, 2013). The
individual, team and organizational antecedents of team job
crafting to be investigated were selected on the basis of the
teamwork literature (Salas, Shuffler et al., 2015). The main
findings showed that high level of individual self-efficacy,
innovative team climate, positive affect of team members
and perceptions of connecting leadership were associated
with team job crafting behaviour. These main findings are
discussed in more detail below.
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Main findings
The results showed that at the individual level, self-efficacy for
teamwork was associated with team job crafting behaviour,
which suggests that team members with a propensity to work
in a team setting and with the conviction that they are good
team players not only participate actively in teamwork (Taggar
& Haines, 2006; Tasa et al., 2007) and contribute to the successful performance of the team (Driskell, Salas, & Hughes,
2010) but are also eager to increase the team’s job resources.
This occurs, e.g., by seeking advice from, as well as providing
feedback to, other team members, and also by motivating
others to engage in such behaviours. General self-efficacy
has previously been found to be associated with the job
crafting behaviour of individual employees (Tims et al.,
2014). However, to facilitate team job crafting, the individual
employee’s overall beliefs in successful outcomes, while
important and necessary, may not suffice to facilitate teamwork. Willingness and enthusiasm to invest energy in teamwork itself are also crucial contributors.
According to our predictions, the daily affect of team members was related to the use of job crafting strategies at the
individual level. Earlier research has largely focused on the
impact of positive affect on the individual-level outcomes,
i.e., on how affect stimulates employee prosocial behaviour
(George, 1990), communication (Neff et al., 2014) and cooperation (Barsade, 2002). We found positive affect to be an
important element of teamwork, because it contributed significantly to team job crafting behaviour at both time points.
These results are in line with the approach motivation theory
(Elliot, 2008), according to which positive emotions increase
and facilitate active behaviour, such as job crafting. Positive
emotions also increase positive interactions between colleagues and the probability that conflicts will not occur, which
are also predictors of good performance (Rispens &
Demerouti, 2016).
We also explored the role of perhaps the two most investigated team constructs, namely, innovative team climate and
team cohesion (for reviews, see Salas, Grossman et al., 2015;
West & Richer, 2011). Of the two, innovative team climate
turned out to be the most influential precursor of daily job
crafting behaviour at both levels of the data. Consequently, a
team climate characterized by clearly defined and shared
goals, a high degree of participation and concrete support
for innovative behaviour served as a motivating force for
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shaping job characteristics (see Anderson & West, 1998). It is
noteworthy that innovative team climate also explained job
crafting behaviour at the between-team level. The beneficial
effects of an innovative and participative climate consequently
go well beyond the individual; rather than being an individual
phenomenon, innovativeness seems to spread across the
team’s members, thereby facilitating collaborative team job
crafting behaviours. Team cohesion was also associated with
team job crafting, but only at the second team meeting.
Cohesion therefore did not appear to be as strong and consistent a facilitator of team job crafting as team climate. It may
be that high levels of cohesiveness also suppress the development and expression of new ideas, employee voice and
new ways of working. Team cohesion may lead to greater
conformity to group norms (see e.g., Langfred, 2000). The
tendency to uniform behaviour may thus cause conformity
pressures, which, in turn, may inhibit team proactive job crafting behaviour. However, as team cohesion was both unrelated
and positively related to team job crafting behaviour, its role
in team proactive behaviour needs further investigation.
The results also revealed that connecting leadership was
positively associated with team job crafting behaviour at both
individual and team levels. This new finding lends support to
the hypothesis that leaders can stimulate employee job crafting behaviour by connecting and binding their followers
together (Wang et al., 2016). By encouraging team members
to collaborate, by stimulating interpersonal bonding and by
enhancing the team spirit (Schaufeli, 2015), connecting leaders
foster trust, information sharing and openness between the
team members. Support for such interactions and the creation
of a safe atmosphere is vital, as social interaction is one of the
key elements in successful teamwork (Salas, Shuffler et al.,
2015). Thus, for teamwork, and especially for team job crafting
behaviour, the role of connecting leadership seems essential,
as this effect was observed for both individuals and teams. The
theoretical implications of the associations of individual, team
and organizational resources with team job crafting is discussed next. Future avenues for team job crafting research
are also suggested.

Theoretical implications and conclusions
This study provides insights into the predictors of team job
crafting behaviour. In light of our findings, we argue that job
crafting behaviours are promoted by the individual employee’s attitude to teamwork, positive employee affect, affective
group dynamics and specific managerial behaviours. Task-specific efficacy beliefs and positive affect of team members were
crucial correlates of team job crafting behaviour for individuals, as innovative team climate and connecting leadership
facilitated team job crafting behaviour beyond the individual,
and thus across teams. These results reveal two categories of
potential antecedents of team job crafting: short-term motivational, affective team processes and long-term employee characteristics and leadership. Consequently, individual
dispositional characteristics—known to be fairly stable over
time (Mäkikangas, Feldt, Kinnunen, & Mauno, 2013)—facilitate
proactive behaviour in a team context in an enduring way. In
addition, leaders stimulate job crafting behaviour by
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designing resourceful job environments and building a supportive team climate; that is, they create a sustainable platform for job crafting behaviour. However, for team job crafting
behaviour to occur in the everyday work context requires
favourable group dynamics generated by positive affect of
team members and a team climate characterized by a clear
vision of the targets, supportiveness and innovation. We therefore suggest, in light of these results that, whereas individual
and leadership resources create a platform for job crafting
behaviour, the motivational affective state of employees and
teams determine this behaviour on the daily level.
Individual and job characteristics are considered the primary antecedents of job crafting behaviour (Tims & Bakker,
2010; Wang et al., 2016). However, to identify the facilitators of
team job crafting behaviour, this individual-oriented perspective needs to be broadened. That is, to understand the daily
job crafting behaviour of teams, the specific characteristics of
the team in question also need to be considered. Leadership
too proved to be a promising associate of team job crafting.
The role of leadership for job crafting has so far only been
speculative (Wang et al., 2016); this study is thus among the
first to empirically demonstrate its role.
In the context of the JD-R theory, the purpose of job crafting
behaviour is primarily to enhance work engagement and prevent
health impairment (see Wang et al., 2016). It is reasonable, therefore, to investigate individual, team and organizational resources
as facilitators of job demand and resource shaping. However, it is
also important to recognize the positive affective nature of the
team job crafting initiators found here: specifically, positive emotions at different levels (i.e., individual, team, leadership) related
to the job crafting behaviour of the team. This is an important
observation that could be explained via the Broaden-and-Build
theory (Fredrickson, 1998), which posits that positive emotions
can broaden thought–action repertoires and build intellectual,
social and psychological resources. Positive emotions may also
stimulate approach motivation, and thus increase interest, the
ability to initiate and concern for others (Elliot, 2008). In sum, the
positive affective-motivational states of individuals and teams
seem to be crucial motivators of team job crafting. This perspective on job crafting is largely absent from the job crafting literature, which has instead emphasized that the motivation for job
crafting lies in a mismatch between the individual and the job
(Wrzesniewski & Dutton, 2001). Positive emotions and their theoretical foundations (Elliot, 2008; Fredrickson, 1998), then, seem
to offer a fruitful basis for understanding teams’ job crafting
behaviour on a daily level.
As team-based structures continue to be a common way of
working (see Salas, Shuffler et al., 2015), continued research
efforts aiming at a better understanding of team job crafting
behaviour are needed. The complexity of teamwork, e.g.,
employees may be engaged in multiple permanent teams and
temporary projects simultaneously, create additional challenges
for the day-to-day investigation of job crafting behaviour.
However, a more intensive study design could yield further
knowledge on team job crafting behaviour. In addition, an interesting future research target would be to investigate the relation
between the job crafting strategies of individual team members
and those of their teams, the extent to which they overlap or
differ from each other, and what are the consequences of this

relation. Moreover, there is some evidence that the antecedents
characterized as stable in the present study—leadership and
individual factors—vary across days and weeks (see Breevaart,
Bakker, Demerouti, & Derks, 2016; Tims et al., 2014). This issue
should be taken into account in future team job crafting studies.
Various operationalizations of job crafting could also be tested in
a team context. In the present study, job crafting was operationalized on the basis of the JD-R theory (Tims et al., 2013).
However, study designs in which team members describe their
unique ways of job crafting might produce more detailed information on this phenomenon. This method has been successfully
applied at the individual level (Lyons, 2008; Nielsen & Abildgaard,
2012).
Along with its contribution to the research field, this study also
has some practical implications. Self-efficacy in the team domain
showed a strong association with team job crafting behaviour.
Hence in selecting employees for teamwork-based tasks, the interest and inclination to work in a team setting can be considered as
one crucial criterion which should be taken into consideration
along with the other individual-level psychological characteristics.
Moreover, the concept of self-efficacy for teamwork offers a measureable and valid construct to evaluate compared to more
abstract constructs such as “team personality” or “team ability”
(see Kozlowski & Bell, 2003; Kozlowski & Klein, 2000). These results
suggest that team leaders and organizations should focus on the
enactment of a team orientation that includes among others the
creation of positive affect and a good team climate (see Kozlowski
& Bell, 2003), as these were crucial for team job crafting behaviour.
The present results might also be of value in designing interventions aimed at promoting job crafting behaviour at the team level.
This is important as job crafting interventions have so far been
developed and studied exclusively at the individual level (see e.g.,
van den Heuvel, Demerouti, & Peeters, 2015). However, team job
crafting can be reinforced at all “levels” of teamwork, i.e., at the
individual, team and organizational levels, as the results of this
study demonstrate.

Strengths and limitations
Some strengths and limitations of this study should be noted.
This study was the very first to more broadly investigate the
antecedents of team job crafting behaviour. More specifically,
the study was a response to the call by Berg et al. (2013) to
investigate the potential individual, team and organizational
drivers of team job crafting. All the antecedents studied were
selected from the teamwork literature (see Salas, Shuffler et al.,
2015). A further strength of the study is that the data were
gathered with very high response rates among so-called “real”
teams (see Lyubovnikova et al., 2015; West & Lyubovnikova,
2013) on days when they held their meetings.
The study nonetheless has certain limitations that should also
be addressed. First, as the antecedents of team job crafting were
studied among female-dominated multi-professional rehabilitation teams, this may limit the generalizability of the findings to
other types of (e.g., male-dominated) teams. Second, although
the sample was representative of the target occupational group
of the study, i.e., rehabilitation workers implementing ASLAK
courses, it was rather small. Third, despite collecting data at
two points during the team process within the rehabilitation
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course, the study could be criticized for presenting a rather static
view of teamwork, a weakness shared with most other teamwork
studies (see Kozlowski, 2015). Fourth, there was no significant
between-team variation in certain team constructs, i.e., team
cohesion and organizational resources for teamwork, which limited the possibilities for investigating their role in team job
crafting. Finally, although various antecedents of team job crafting were investigated, it should be remembered that the results
do not imply causal relations. It may be that some assumed
antecedents are also outcomes of job crafting processes, and/
or reciprocally related, as demonstrated by Slemp et al. (2015).
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Final note
The results of this study are encouraging, as they show that team
job crafting behaviour originates on the individual, team and
organizational levels. All three levels should be taken into
account in future research on team job crafting, likewise interventions intended to encourage team job crafting. In practice, it
is important that each team member is a good team player, i.e.,
feels responsible for, and attempts to foster, a positive team
climate and teamwork processes on a daily basis. Team members
should also reflect either individually or collectively on what
features of their work are rewarding and inspiring to them,
how they would like to develop their different tasks and roles
and how they might reduce work-related strain and create a
culture that enables them to thrive. In other words, it would be
important to encourage job crafting behaviour, since job crafting
has been demonstrated to have positive effects on both individuals and teams (Tims et al., 2013). Leaders at different organizational levels also need to be aware of the importance of
managing social processes and promoting cooperation between
team members, and not just task-focused behaviour.

Acknowledgement
This study was supported by a grant from the Academy of Finland (Grant
No. 258882) awarded to Anne Mäkikangas.

Disclosure statement
No potential conflict of interest was reported by the authors.

Funding
This study was supported by a grant from the Academy of Finland [Grant
No. 258882] awarded to Anne Mäkikangas.

References
Anderson, N. R., & West, M. A. (1998). Measuring climate for work group
innovation: Development and validation of the team climate inventory.
Journal of Organizational Behavior, 19, 235–258. doi:10.1002/(SICI)10991379(199805)19:3<235::AID-JOB837>3.0.CO;2-C
Bain, P. G., Mann, L., & Pirola-Merlo, A. (2001). The innovation imperative.
The relationships between team climate, innovation, and performance
in research and development teams. Small Group Research, 32, 55–73.
doi:10.1177/104649640103200103

431

Bakker, A. B., & Demerouti, E. (2014). Job demands – Resources theory. In
P. Y. Chen & C. L. Cooper (Eds.), Wellbeing: A complete reference guide.
Volume III work and wellbeing (pp. 37–64). Chichester, UK: WileyBlackwell.
Bakker, A. B., Tims, M., & Derks, D. (2012). Proactive personality and job
performance: The role of job crafting and work engagement. Human
Relations, 65, 1359–1378. doi:10.1177/0018726712453471
Bandura, A. (1977). Social learning theory. Englewood Cliffs, NJ: Prentice
Hall.
Barsade, S. G. (2002). The ripple effect: Emotional contagion and its
influence on group behavior. Administrative Science Quarterly, 47,
644–675. doi:10.2307/3094912
Bass, B. M. (1985). Leadership and performance beyond expectations. New
York, NY: Free Bass.
Beal, D. J., Cohen, R. R., Burke, M. J., & McLendon, C. L. (2003). Cohesion
and performance in groups: A meta-analytic clariﬁcation of construct
relations. Journal of Applied Psychology, 88, 989–1004. doi:10.1037/
0021-9010.88.6.989
Berg, J. M., Dutton, J. E., & Wrzesniewski, A. (2013). Job crafting and
meaningful work. In B. J. Dik, Z. S. Byrne, & M. F. Steger (Eds.),
Purpose and meaning in the workplace (pp. 81–104). Washington, DC:
American Psychological Association. doi:10.1037/14183-005
Bipp, T., & Demerouti, E. (2015). Which employees craft their jobs and
how? Basic dimensions of personality and employees’ job crafting
behavior. Journal of Occupational and Organizational Psychology, 88,
631–655. doi:10.1111/joop.12089
Breevaart, K., Bakker, A. B., Demerouti, E., & Derks, D. (2016). Who takes the
lead? A multi-source diary study on leadership, work engagement, and
job performance. Journal of Organizational Behavior, 37, 309–325.
doi:10.1002/job.2041
Carless, S. A., & De Paola, C. (2000). The measurement of cohesion in work
teams.
Small
Group
Research,
31,
71–88.
doi:10.1177/
104649640003100104
Carron, A. V., Colman, M. M., Wheeler, J., & Stevens, D. (2002). Cohesion
and performance in sport: A meta-analysis. Journal of Sport & Exercise
Psychology, 24, 168–188. doi:10.1123/jsep.24.2.168
Casey-Campbell, M., & Martens, M. L. (2009). Sticking it all together: A
critical assessment of the group cohesion–performance literature.
International Journal of Management Reviews, 11, 223–246.
doi:10.1111/j.1468-2370.2008.00239.x
Chiaburu, D. S., Smith, T. A., Wang, J., & Zimmerman, R. D. (2014). Relative
importance of leader influences for subordinates’ proactive behaviors,
prosocial behaviors, and task performance: A meta-analysis. Journal of
Personnel Psychology, 13, 70–86. doi:10.1027/1866-5888/a000105
Chiocchio, F., & Essiembre, H. (2009). Cohesion and performance: A metaanalytic review of disparities between project teams, production teams,
and service teams. Small Group Research, 40, 382–420. doi:10.1177/
1046496409335103
Dackert, I. (2010). The impact of team climate for innovation on well-being
and stress in elderly care. Journal of Nursing Management, 18, 302–310.
doi:10.1111/j.1365-2834.2010.01079.x
Deci, E. L., & Ryan, R. M. (2000). The “what” and “why” of goal pursuits:
Human needs and the self-determination of behavior. Psychological
Inquiry, 11, 227–268. doi:10.1207/S15327965PLI1104_01
Driskell, J. E., Salas, E., & Hughes, S. (2010). Collective orientation and team
performance: Development of an individual differences measure.
Human Factors, 52, 316–328. doi:10.1177/0018720810374614
Eby, L. T., & Dobbins, G. H. (1997). Collectivistic orientation in teams: An
individual and group-level analysis. Journal of Organizational Behavior,
18,
275–295.
doi:10.1002/(SICI)1099-1379(199705)18:3<275::AIDJOB796>3.0.CO;2-C
Elliot, A. J. (2008). Approach and avoidance motivation. In A. J. Elliot (Ed.),
Handbook of approach and avoidance motivation (pp. 3–14). New York,
NY: Psychology Press.
Evans, C. R., & Dion, K. L. (1991). Group cohesion and performance: A
meta-analysis. Small Group Research, 22, 175–187. doi:10.1177/
1046496491222002
Festinger, L. (1950). Informal social communication. Psychological Review,
57, 271–281. doi:10.1037/h0056932

Downloaded by [Erasmus University] at 03:00 01 September 2017

432

A. MÄKIKANGAS ET AL.

Flett, R., Biggs, H., & Alpass, F. (1995). Job stress and professional practice:
Implications for rehabilitation educators. Rehabilitation Education, 9,
275–291.
Forgas, J. P. (1998). On feeling good and getting your way: Mood effects
on negotiator cognition and bargaining strategies. Journal of
Personality and Social Psychology, 74, 565–577. doi:10.1037/00223514.74.3.565
Fredrickson, B. L. (1998). What good are positive emotions? Review of
General Psychology, 2, 300–319. doi:10.1037//1089-2680.2.3.300
Frese, M., & Fay, D. (2001). Personal initiative: An active performance
concept for work in the 21st century. Research in Organizational
Behavior, 23, 133–187. doi:10.1016/S0191-3085(01)23005-6
Fuller, R. M., & Dennis, A. R. (2009). Does fit matter? The impact of tasktechnology fit and appropriation on team performance in repeated tasks.
Information Systems Research, 20, 2–17. doi:10.1287/isre.1070.0167
George, J. M. (1990). Personality, affect, and behavior in groups. Journal of
Applied Psychology, 75, 107–116. doi:10.1037/0021-9010.75.2.107
George, J. M., & Bettenhausen, K. (1990). Understanding prosocial behavior, sales performance and turnover: A group-level analysis in a service
context. Journal of Applied Psychology, 75, 698–709. doi:10.1037/00219010.75.6.698
Gibson, C. B. (2003). The efficacy advantage: Factors related to the formation of group efficacy. Journal of Applied Social Psychology, 33, 2153–
2186. doi:10.1111/j.1559-1816.2003.tb01879.x
Heck, R. H. (2001). Multilevel modeling with SEM. In G. A. Marcoulides & R.
E. Schumacker (Eds.), New developments and techniques in structural
equation modelling (pp. 89–127). Mahwah, NJ: Lawrence Erlbaum
Associates.
Hmieleski, K. M., Cole, M. S., & Baron, R. A. (2012). Shared authentic
leadership and new venture performance. Journal of Management, 38,
1476–1499. doi:10.1177/0149206311415419
James, L. R., Choi, C. C., Ko, C.-H. E., McNeil, P. K., Minton, M. K., Wright, M.
A., & Kim, K.-I. (2008). Organizational and psychological climate: A
review of theory and research. European Journal of Work and
Organizational Psychology, 17, 5–32. doi:10.1080/13594320701662550
Kanten, P. (2014). The antecedents of job crafting: Perceived organizational support, job characteristics and self-efficacy. European Journal of
Business and Social Sciences. 3, 113–128. Retrieved from http://www.
ejbss.com/recent.aspx
Kidwell, R. E., Mossholder, K. W., & Bennett, N. (1997). Cohesiveness and
organizational citizenship behavior: A multilevel analysis using work
groups and individuals. Journal of Management, 23, 775–793.
doi:10.1177/014920639702300605
Kira, M., van Eijnatten, F. M., & Balkin, D. B. (2010). Crafting sustainable
work: Development of personal resources. Journal of Organizational
Change Management, 23, 616–632. doi:10.1108/09534811011071315
Kivimäki, M., & Elovainio, M. (1999). A short version of the team climate
inventory: Development and psychometric properties. Journal of
Occupational and Organizational Psychology, 72, 241–246. doi:10.1348/
096317999166644
Kozlowski, S. W. J. (2015). Advancing research on team process dynamics:
Theoretical, methodological, and measurement considerations.
Organizational Psychology Review, 5, 270–299. doi:10.1177/
2041386614533586
Kozlowski, S. W. J., & Bell, B. S. (2003). Work groups and teams in organizations. In W. C. Borman, D. R. Ilgen, & R. J. Klimoski (Eds.), Handbook of
psychology (vol 12): Industrial and organizational psychology (pp. 333–
375). New York, NY: Wiley-Blackwell.
Kozlowski, S. W. J., Chao, G. T., Grand, J. A., Braun, M. T., & Kuljanin, G.
(2013). Advancing multilevel research design: Capturing the dynamics
of emergence. Organizational Research Methods, 16, 581–615.
doi:10.1177/1094428113493119
Kozlowski, S. W. J., & Klein, K. J. (2000). A multilevel approach to theory
and research in organizations: Contextual, temporal and emergent
processes. In K. J. Klein & S. W. J. Kozlowski (Eds.), Multilevel theory,
research and methods in organizations: Foundations, extensions, and new
directions (pp. 3–90). San Francisco, CA: Jossey-Bass.
Langfred, C. W. (2000). The paradox of self-management: Individual and
group autonomy in work groups. Journal of Organizational Behavior, 21,
563–585. doi:10.1002/1099-1379(200008)21:5<563::AID-JOB31>3.0.CO;2-H

Leana, C., Appelbaum, E., & Shevchuk, I. (2009). Work process and quality
of care in early childhood education: The role of job crafting. Academy
of
Management
Journal,
52,
1169–1192.
doi:10.5465/
AMJ.2009.47084651
Lyons, P. (2008). The crafting of jobs and individual differences. Journal of
Business and Psychology, 23, 25–36. doi:10.1007/s10869-008-9080-2
Lyubovnikova, J., West, M. A., Dawson, J. F., & Carter, M. R. (2015). 24-Karat
or fool’s gold? Consequences of real team and co-acting group membership in healthcare organizations. European Journal of Work and
Organizational
Psychology,
24,
926–950.
doi:10.1080/
1359432X.2014.992421
Mäkikangas, A., Aunola, K., Seppälä, P., & Hakanen, J. (2016). Work engagement-team performance relationship: Shared job crafting as a moderator. Journal of Occupational and Organizational Psychology, 89, 772–790.
doi:10.1111/joop.12154
Mäkikangas, A., Feldt, T., Kinnunen, U., & Mauno, S. (2013). Does personality matter? A review of individual differences in occupational wellbeing. In A. B. Bakker (Ed.), Advances in positive organizational psychology (Vol. 1, pp. 107–143). Bingley, UK: Emerald. doi:10.1108/S2046-410X
(2013)0000001008
Martin, S. L., Liao, H., & Campbell-Bush, E. M. (2013). Directive versus
empowering leadership: A field experiment comparing impacts on
task proficiency and proactivity. Academy of Management Journal, 56,
1372–1395. doi:10.5465/amj.2011.0113
Mathisen, G. E., Einarsen, S., Jørstad, K., & Brønnick, K. S. (2004). Climate for
work group creativity and innovation: Norwegian validation of the
team climate inventory (TCI). Scandinavian Journal of Psychology, 45,
383–392. doi:10.1111/j.1467-9450.2004.00420.x
Mattarelli, E., & Tagliaventi, M. R. (2015). How offshore professionals’ job
dissatisfaction can promote further offshoring: Organizational outcomes of job crafting. Journal of Management Studies, 52, 585–620.
doi:10.1111/j.1467-6486.2012.01088.x
McClelland, G. P., Leach, D. J., Clegg, C. W., & McGowan, I. (2014).
Collaborative crafting in call centre teams. Journal of Occupational
and Organizational Psychology, 87, 464–486. doi:10.1111/joop.12058
Moreau, E., & Mageau, G. A. (2012). The importance of perceived autonomy support for the psychological health and work satisfaction of
health professionals: Not only supervisors count, colleagues too!
Motivation and Emotion, 36, 268–286. doi:10.1007/s11031-011-9250-9
Morrison, E. W., & Phelps, C. C. (1999). Taking charge at work: Extrarole
efforts to initiate workplace change. Academy of Management Journal,
42, 403–419. doi:10.2307/257011
Mullen, B., & Copper, C. (1994). The relation between group cohesiveness
and performance: An integration. Psychological Bulletin, 115, 210–227.
doi:10.1037/0033-2909.115.2.210
Muthén, B. O. (1997). Latent variable modeling of longitudinal and multilevel data. In A. Raftery (Ed.), Sociological methodology (pp. 453–480).
Boston, MA: Blackwell.
Muthén, L. K., & Muthén, B. O. (1998–2012). Mplus user’s guide (7th ed.). Los
Angeles, CA: Muthén & Muthén.
Neff, J. J., Fulk, J., & Yuan, Y. C. (2014). Not in the mood? Affective state and
transactive communication. Journal of Communication, 64, 785–805.
doi:10.1111/jcom.12109
Nielsen, K., & Abildgaard, J. (2012). The development and validation of a
job crafting measure for use with blue collar workers. Work & Stress, 26,
365–384. doi:10.1080/02678373.2012.733543
Petrou, P., Demerouti, E., Peeters, M. C. W., Schaufeli, W. B., & Hetland, J.
(2012). Crafting a job on a daily basis: Contextual correlates and the link
to work engagement. Journal of Organizational Behavior, 33, 1120–
1141. doi:10.1002/job.1783
Pirola-Merlo, A. (2010). Agile innovation: The role of team climate in rapid
research and development. Journal of Occupational and Organizational
Psychology, 83, 1075–1084. doi:10.1348/096317909X480653
Proudfoot, J., Jayasinghe, U. W., Holton, C., Grimm, J., Bubner, T., Amoroso,
C., . . . Harris, M. F. (2007). Team climate for innovation: What difference
does it make in general practice? International Journal for Quality in
Health Care, 19, 164–169. doi:10.1093/intqhc/mzm005
Rhoades, L., & Eisenberger, R. (2002). Perceived organizational support: A
review of the literature. Journal of Applied Psychology, 87, 698–714.
doi:10.1037/0021-9010.87.4.698

Downloaded by [Erasmus University] at 03:00 01 September 2017

EUROPEAN JOURNAL OF WORK AND ORGANIZATIONAL PSYCHOLOGY

Rispens, S., & Demerouti, E. (2016). Conflict at work, negative emotions,
and performance. Negotiation and Conflict Management Research, 9,
103–119. doi:10.1111/ncmr.12069
Salas, E., DiazGranados, D., Klein, C., Burke, C. S., Stagl, K. C., Goodwin, G. F.,
& Halpin, S. M. (2008). Does team training improve team performance?
A meta-analysis. Human Factors, 50, 903–933. doi:10.1518/
001872008X375009
Salas, E., Grossman, R., Hughes, A. M., & Coultas, C. W. (2015). Measuring
team cohesion: Observations from the science. Human Factors, 57, 365–
374. doi:10.1177/0018720815578267
Salas, E., Shuffler, M. L., Thayer, A. L., Bedwell, W. L., & Lazzara, E. H. (2015).
Understanding and improving teamwork in organizations: A scientifically based practical guide. Human Resource Management, 54, 599–622.
doi:10.1002/hrm.21628
Satorra, A., & Bentler, P. M. (2001). A scaled difference chi-square test
statistic for moment structure analysis. Psychometrika, 66, 507–514.
doi:10.1007/BF02296192
Schaufeli, W. (2015). Engaging leadership in the job demands-resources
model. Career Development International, 20, 446–463. doi:10.1108/CDI02-2015-0025
Slemp, G., Kern, M., & Vella-Brodrick, D. (2015). Workplace well-being: The
role of job crafting and autonomy support. Psychology of Well-Being, 5,
1–17. doi:10.1186/s13612-015-0034-y
Staples, D. S., & Webster, J. (2007). Exploring traditional and virtual team
members´ “best practices”. A social cognitive theory perspective. Small
Group Research, 38, 60–97. doi:10.1177/1046496406296961
Taggar, S., & Haines, V. Y., III. (2006). I need you, you need me: A model of
initiated task interdependence. Journal of Managerial Psychology, 21,
211–230. doi:10.1108/02683940610659560
Tanghe, J., Wisse, B., & Van Der Flier, H. (2010). The formation of group
affect and team effectiveness: The moderating role of identiﬁcation.
British Journal of Management, 21, 340–358. doi:10.1111/j.14678551.2009.00656.x
Tasa, K., Taggar, S., & Seijts, G. H. (2007). The development of collective
efficacy in teams: A multilevel and longitudinal perspective. Journal of
Applied Psychology, 92, 17–27. doi:10.1037/0021-9010.92.1.17
Templeton, M. C., & Satcher, J. (2007). Job burnout among public rehabilitation counselors. Journal of Applied Rehabilitation Counseling, 38, 39–45.
Tims, M., & Bakker, A. B. (2010). Job crafting: Towards a new model of
individual job redesign. South African Journal of Industrial Psychology,
36, 1–9. doi:10.4102/sajip.v36i2.841
Tims, M., Bakker, A. B., & Derks, D. (2012). Development and validation of
the job crafting scale. Journal of Vocational Behavior, 80, 173–186.
doi:10.1016/j.jvb.2011.05.009

433

Tims, M., Bakker, A. B., & Derks, D. (2014). Daily job crafting and the selfefficacy - performance relationship. Journal of Managerial Psychology,
29, 490–507. doi:10.1108/JMP-05-2012-0148
Tims, M., Bakker, A. B., Derks, D., & van Rhenen, W. (2013). Job crafting at
the team and individual level: Implications for work engagement and
performance. Group & Organization Management, 38, 427–454.
doi:10.1177/1059601113492421
Urban, J. M., Weaver, J. L., Bowers, C. A., & Rhodenizer, L. (1996). Effects of
workload and structure on team processes and performance:
Implications for complex team decision making. Human Factors, 38,
300–310. doi:10.1177/001872089606380210
van den Heuvel, M., Demerouti, E., & Peeters, M. (2015). The job crafting
intervention: Effects on job resources, self-efficacy, and affective wellbeing. Journal of Occupational and Organizational Psychology, 88, 511–
532. doi:10.1111/joop.12128
Vaskova, R. (2007). Teamwork and high performance work organization.
European Foundation for the Improvement of Living and Working
Conditions. Retrieved from http://www.eurofound.europa.eu/printpdf/
observatories/eurwork/articles/working-conditions/teamwork-andhigh-performance-work-organisation
Wang, H. J., Demerouti, E., & Bakker, A. B. (2016). A review of job crafting
research: The role of leader behaviors in cultivating successful job
crafters. In S. K. Parker & U. K. Bindl (Eds.), Proactivity at work (pp. 77–
104). Bindl, UK: Routledge.
Watson, D., & Clark, L. A. (1999). The PANAS-X: Manual for the positive and
negative affect schedule-expanded form. Retrieved from Iowa Research
Online http://ir.uiowa.edu/psychology_pubs/11
West, M. A. (1990). The social psychology of innovation in groups. In M. A.
West & J. L. Farr (Eds.), Innovation and creativity at work: Psychological
and organizational strategies (pp. 309–333). Chichester: Wiley.
West, M. A., & Lyubovnikova, J. (2013). Illusions of team working in health
care. Journal of Health Organization and Management, 27, 134–142.
doi:10.1108/14777261311311843
West, M. A., & Richer, A. W. (2011). Team climate and effectiveness outcomes. In N. Ashkanasy, C. P. M. Wilderom, & M. F. Peterson (Eds.),
Handbook of organizational culture and climate (pp. 249–270). London:
Sage Publications.
Wrzesniewski, A., & Dutton, J. E. (2001). Crafting a job: Revisioning employees as active crafters of their work. Academy of Management Review, 26,
179–201. doi:10.5465/AMR.2001.4378011
Zhang, X., & Zhou, J. (2014). Empowering leadership, uncertainty avoidance, trust, and employee creativity: Interaction effects and a mediating
mechanism. Organizational Behavior and Human Decision Processes,
124, 150–164. doi:10.1016/j.obhdp.2014.02.002

