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Abstract

The main objective is to study the effects of job crafting activities of elder
care and nursing home employees on their perceived well-being and quality
of care in two European countries, Spain and Sweden. The Job Crafting, the
General Health, and the Quality of Care questionnaires were administered
to 530 employees. Correlations and hierarchical regression analyses were
performed. Results confirm the effects of job crafting on quality of care
(r=.291,p<.0l;3=.261,p<.0l; AR2=.065, p <.0l) and employees’ well-
being (r =.201, p <.0l; B =.171, p <.0l; AR? = .028, p < .0l). A positive
linear relationship was found between job crafting and well-being in Spain
and Sweden and with quality of care in Spain. On the contrary, in Sweden,
the relationship between job crafting and well-being was not linear. Job
crafting contributes significantly to employees’ and residents’ well-being.
Management should promote job crafting to co-create meaningful and
productive work. Cultural effects are proposed to explain the differences
found.
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In their Policy of Public Health, the European Commission states that one of
the greatest social and economic challenges of the 21st century is aging
(European Commission, 2016). The European demographic development
report (European Commission, 2015) shows an aging population, which
means a growing number of elderly persons in need of pensions and care.
Voices have been raised to protect and maintain the welfare systems, but
there have been budget cuts and even salary cuts for public-sector employees
(Greve, 2013). Under these circumstances, elder care and nursing homes
have to meet external demands, and deal with their internal structure and
processes. When organizations are under pressure, the employees are likely
to be affected in various ways, such as their well-being or their ability to give
care with high quality standards. It is of concern how elder care and nursing
home employees should balance the context demands (i.e., to provide care
with high standards of quality) with their well-being.

Job Crafting: Effects on Employees and Their
Organizations

The concept of job crafting (Bakker & Demerouti, 2007; Wrezesniewski &
Dutton, 2001) was introduced as employees’ response to the demands of the
workplace. According to these authors, employees are not passive partici-
pants but can influence their workplace. Hence, the concept of job crafting
focuses on the redesign of the work experience and the processes by which
employees change elements of their jobs.

The concept of job crafting includes three dimensions (Wrezesniewski &
Dutton, 2001): (a) the scope or number of tasks the employee develops (for
instance, introducing new tasks more suited to employee skills or interests; task
crafting), (b) relations with other people and exercising discretion with whom one
interacts with at work (for instance, making friends with people with similar skills
or interests; relational crafting), and (c) the modification of the meaning of work
and social environment (for instance, recognizing the effect on and the importance
of the work activity for users, patients, clients, etc.; cognitive crafting).

Wrzesniewski, LoBuglio, Dutton, and Berg (2013), argue that

employees have some degree of latitude in how they craft their jobs. Thus, the
potential for job crafting to alter the ways in which employees define the
meaning of their work and their work identities is relevant across a broad range
of job situations. (p. 282)

The relationship established between job crafting and other variables can be
focused on the individual or the organizational level. On the individual level,
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job crafting has been found to have a positive relationship with employees’
well-being (Berg, Grant, & Johnson, 2010; Ghitulescu, 2007; Nielsen &
Abildgaard, 2012; Petrou, Demerouti, & Breevaart, 2013), work engagement
(Brenninkmeijer & Hekkert-Koning, 2015; Halbesleben, 2011), commitment
(Ghitulescu, 2007), and job satisfaction (Wrezesniewski & Dutton, 2001).

On the organizational level, job crafting facilitates organizational change
(Avey, Wernsing, & Luthans, 2008), enhances performance, and reduces
turnover (Ghitulescu, 2007; Leana, Appelbaum, & Shevchuk, 2009; Petrou
et al., 2013; Tims, Bakker, & Derks, 2015).

These relationships have been studied in different professional groups
such as engineers (Ghitulescu, 2007), teachers (Ghitulescu, 2007; Leana
et al., 2009), special education teachers (Ghitulescu, 2007), researchers and
students (Wellman & Spreitzer, 2011), salespeople for large consumer prod-
ucts (Lyons, 2008), and nurses (Demerouti, 2014; Miiller, Heiden, Herbig,
Poppe, & Angerer, 2016) but not in elderly care settings.

The aim of this research is to investigate the effects of job crafting activi-
ties of elder care and nursing home employees on their perceived well-being
and quality of care in two European countries, Spain and Sweden. The reason
for selecting these two countries is that they represent the north and south of
Europe with their similarities and differences. In both countries, the health
care sector has experienced significant changes during the years of economic
crisis. Although it has been one of the few sectors in which jobs have been
created, the working conditions of health workers have worsened: frozen
wages, reduction in personnel, work overload, increased staff turnover,
decreased status, and reduced work expectations (European Commission,
2012). Nevertheless, the situation in Spain has been particularly severe in
terms of the unemployment rate, around 23% (Instituto Nacional de
Estadistica, 2016), while in Sweden, the unemployment rate was 7.4% in
2015 (Statistiska Centralbyran, 2016).

Method
Design

A cross-sectional design was used for this study.

Participants

A nonprobabilistic accidental sampling was used. We selected two samples of
employees (managers and personnel providing direct care to residents), one
from Spain and one from Sweden. The inclusion criteria for the study were
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(a) to be employees of the participant organizations, including all positions;
(b) not to be on a leave (sick leave, maternity/paternity, etc.); and (c) to give
informed consent to participate in the study. A total of 530 elder care and
nursing home employees participated in the present study, 177 from Sweden
and 353 from Spain. Overall sample error (95% confidence interval [CI]) was
2% (1.8% Spain, 4.4% Sweden).

Measures

Job crafting was assessed with the Job Crafting Questionnaire (JCQ). The
JCQ scale is a 15-item instrument developed and validated in English by
Slemp and Vella-Brodrick (2013). This instrument includes a Cognitive
Subscale (JCQcogisives five items; for example, How often do you remind
yourself of the importance of your work for the broader community?), a Task
Subscale (JCQr,q; five items; for example, How often do you change the
scope or types of tasks that you complete at work?), and a Relational Subscale
(JCQRetation; five items; for example, How often do you make friends with
people at work who have similar skills or interests?). Participants responded
to each item on a 6-point Likert-type scale that ranges from 1 (hardly ever) to
6 (very often). All fit indices supported the three-factor model (nonnormed fit
index [NNFI] = .95; incremental fit index [IFI] = .96; comparative fit index
[CFI] = .96; root mean square error of approximation [RMSEA] = .06, 95%
CI=1.05, .08]). The internal consistency of the global scale was .91 (Slemp
& Vella-Brodrick, 2013) and .847 in the present study (Spain = .851, Sweden
=.833).

Quality of care was measured by the Quality of Care Questionnaire (QoC).
QoC is a five-item instrument developed by Westerberg and Tafvelin (2014)
in Swedish. It taps on the elder care and nursing home employees’ percep-
tions about the centrality of care receivers and the attention they receive (e.g.,
At my workplace, I feel that opinions and wishes of the users/clients receive
enough consideration). The internal consistency of the scale was .86
(Westerberg & Tafvelin, 2014) and .823 in the present study (Spain = .808,
Sweden = .824).

Psychological well-being was assessed by using the General Health
Questionnaire-12 (GHQ-12). GHQ-12 is a one-dimensional 12-item instru-
ment, developed originally by Goldberg (1972). Participants were asked to
indicate how often they experience symptoms reflecting their psychological
well-being (e.g., In the last four weeks, how often have you felt constantly
under strain?) on a 4-point Likert-type scale that ranges from 1 (more than
usual) to 4 (much less than usual). Spanish (Rocha, Pérez, Rodriguez-Sanz,
Borrell, & Obiols, 2011) and Swedish (Sconfienza, 1998) versions of the
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instrument were used. The Spanish version has an internal consistency of .86
(Rocha et al., 2011), and the Swedish version, tested in different samples,
ranged from .89-.93 (Sconfienza, 1998). In the present study, the internal
consistency of this scale was .870 (Spain = .836, Sweden = .905).

In addition, the questionnaire included sociodemographic data related to
country (Spain or Sweden), age, gender, and job characteristics, including
managerial position and contract (permanent or temporary).

The original scales were adapted to Spanish and Swedish. The objective
of the adaptation process was to keep the instrument as near as possible to
the original, maintaining the direction of each question and the same struc-
ture presented by the authors. Therefore, the guidelines of the International
Test Commission (2005) to obtain a linguistically equivalent instrument in
Spanish and Swedish were used. First, the translation into Spanish and
Swedish was done with the collaboration of three expert consultants in each
country, knowledgeable in Spanish or Swedish, and English, and with
knowledge of the subject matter and the principles of test development. We
have paid special attention to issues such as cultural nuances, colloquial
phrases, idiomatic expressions, and cultural differences in the interpreta-
tion of many terms. The assessment of the experts ensures terminological
accuracy. All discrepancies were cleared up and common versions were
derived.

Data Collection Procedure

Data collection was completed between April and May of 2015. The Swedish
participating organizations were recruited at a lecture in a leader training pro-
gram where the project was presented to managers. Eleven managers decided
to participate. Eight municipalities in the north of Sweden and 11 organiza-
tions or workplaces are represented.

The questionnaires were distributed in the Swedish organizations by the
managers. Each participant also got prepaid envelopes to return their answers
to the researchers directly. The response rate was 63.67% (177/278).

In Spain, four organizations were selected by convenience by the research-
ers and offered to participate in the project. Four different municipalities in
the east of Spain and four organizations or workplaces are represented. The
questionnaires were distributed by the researchers, and the employees
responded at the workplace where the questionnaires were collected. The
response rate was 88.25% (353/400).

In both countries, the study had the approval of the managers and research
ethics committees of all participating centers. All participants received a let-
ter explaining the procedure and objectives of the research, ensuring the
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confidentiality of their data and anonymity as well as their right to leave the
study at any time without negative consequences for them.

Data Analysis

Data analysis was performed using SPSS 21. First, we analyzed the differences
between countries on sociodemographic data, job characteristics, job crafting,
well-being, and quality of care variables by  tests and y? comparisons. The data
analysis process consisted of three additional steps. First, correlations were
sought between the control variables (sociodemographic data and job charac-
teristics), the independent variable (job crafting), and the dependent variables
(quality of care and well-being). Fisher’s Z, test (Lipsey & Wilson, 2001) was
used to analyze correlation effect size. Subsequently, hierarchical linear regres-
sion analyses were performed. The first step contained a control-only model,
including sociodemographic data (gender, age, and country) and job character-
istics (position and contract). The second step contained the main analyses, and
included the effect of employees’ job crafting activities on quality of care and
well-being. The assumptions for linear regression analyses were checked by
Durbin—Watson Test and standardized residual plots (histogram and normal
probability plot). Finally, to analyze graphically the effect of country on job
crafting, we recoded the job crafting global scores into three levels based on
tertiles (low, medium, and high) as it allows to compare extreme and medium
data sets graphically (Der & Everitt, 2014).

Results

Sample

As presented in Table 1, a total of 530 elder care and nursing home employ-
ees participated in the present research. The majority of participants were
female (87.2%) and had permanent employment (80%). A total amount of 55
(10.4%) participants reported being managers.

There were some differences between the samples in Sweden and Spain.
In Sweden, there was a higher percentage of women (y2 = 4.17, p < .05). In
addition, the percentage of managers in Spain was higher than in Sweden
*=113,p<.01).

Descriptive Statistics

Overall, the participants reported performing moderate job crafting activities
(ranged between 3.02 and 3.24 in a 5-point scale), primarily cognitive job
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Table 2. Correlations Between Variables.

Job Crafting
JCGIobaI JCTask JCCognitive JCReIation We”-Being
Dimension Sample r r r r r
JCrask Overall sample ~ .795%* —
Spain 813%*
Sweden 754+
JCeogiive ~ Overall sample ~ .800%* .458** —
Spain 812+ 508%*
Sweden J69%F 360
JCrefation Overall sample .76 420%  395%* —
Spain TT2RE 432FF 429%*
Sweden J55%F 385%F 35
Well-being Overall sample ~ .201%F  145%  200%  []2* —
Spain 2600F 199k 236%F  [69FF
Sweden .021 .031 010 .004
Quality of  Overall sample 20006 194k 279%F  202FF 12
care Spain 333FF 226 319%F 240%F 327+
Sweden .15 117 018 .134 371FF

“p <.05. % < .0I.

crafting (ranged between 3.29 and 3.93). They also reported medium (M =
3.69 in a 5-point scale) to high (M = 4.07 in a 5-point scale) perception of
quality of care and high levels of well-being (ranged between 3.04 and 3.22
in a 4-point scale; Table 1).

There were differences between Spain and Sweden. The Spanish sample
reported higher levels in the global measures of job crafting ( = 3.93, p <
.01), well-being (t = 4.22, p <.01), and quality of care (= 6.23, p <.01), and
the Cognitive Job Crafting Subscale (# = 7.09, p <.01). No differences were
found in task and relational job crafting.

Table 2 shows the correlation coefficients between the variables. Job craft-
ing was associated with quality of care and well-being, and quality of care
was associated with well-being. Similarly, the job crafting subdimensions
correlated with quality of care and well-being. Analyzing by country, the
associations between the job crafting, quality of care, and well-being were
maintained in the Spanish sample, but in the Swedish sample, there was no
association between job crafting and well-being. However, well-being cor-
related with quality of care in the Swedish sample. Fisher’s Z, test ranged
between .1125 and .3896, indicating significant but small effect size.
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Table 3. Regression Analysis of the Relationship Between Employees’ Job Crafting
and Employees’ Well-Being and Quality of Care.

Control Independent Model
Variables Variable Fit
Managerial
Country> Gender® Age Contract® Positiond Job Crafting Adjusted
Models B B B B B B R2 AR? F
Controls -.205%* 017 .058 015 011 — .035 — 4211
only
Well-being —.177*%* .031 .066 .01 .027 A7 061  .028% 5.820™*
Controls —.294%F 014 .045 .057 .018 — .082 —  8.995%
only
Quality of ~ —.254% .034 .056 .049 .008 261%* 146 .065%F 13.772%+

care

a. Dummy coded: Spain = 0, Sweden = |.

b. Dummy coded: 0 = woman, | = man.

c. Dummy coded: 0 = permanent, | = temporary.
d. Dummy coded: 0 = yes, | = no.

*p <.05. *p < .0l.

Regression Analyses

Based on correlation results, regression analyses were performed on the asso-
ciation between employees’ job crafting and their psychological well-being
and quality of care. Durbin—Watson Test (DW ¢ peing = 19515 DW ity of care =
1.757) and standardized residual plots (histogram and normal probability plot)
indicated the fulfillment of conditions for the linear regression analysis.

The first step included country, gender, age, contract (permanent vs. tem-
porary), and managerial position. The second step included the influence of
employees’ job crafting on their well-being and quality of care. The control-
only models were statistically significant by country, while the second model
was significant in all cases (Table 3) and caused a small but significant incre-
ment of the R2.

The association between job crafting and quality of care followed the
same tendency in both countries but with significantly higher levels in Spain
(Figure 1).

On the contrary, the association between job crafting and psychological
well-being differed between Spain and Sweden. In Spain, the higher the level
of job crafting activities, the higher the psychological well-being level. In
contrast, in Sweden, higher and lower levels of job crafting were associated
with poorer psychological well-being (Figure 1).

Finally, comparing the levels of psychological well-being in both coun-
tries, controlling for level of job crafting activities, we found differences only
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Figure 1. Effect of country on the relationship between job crafting, quality of
care, and well-being.

on the higher level ( = —4.78, p < .01). For medium and low levels of job
crafting, there were no significant differences between Spain and Sweden on
well-being.

The three groups also differed somewhat with regard to managerial posi-
tion. The percentage of managers with high and medium levels of job crafting
(83.7%) was higher than in employees (64.9%; ¥*> = 6.215, p <.05). No dif-
ferences were found related to gender or contract.

Discussion

The main objective of the present study was to investigate the effects of job
crafting activities of elder care and nursing home employees on their per-
ceived psychological well-being and quality of care in two European coun-
tries, Spain and Sweden.

Our results show a positive linear association between job crafting with
its subdimensions, psychological well-being and quality of care.
Particularly, higher levels of job crafting activities were associated with
higher levels of quality of care. When investigating the countries sepa-
rately, higher levels of job crafting indicated higher levels of psychologi-
cal well-being in the Spanish sample. However, there was no linear
association between these two variables in the Swedish sample. Lower and
higher levels of job crafting indicated lower levels of well-being, and
medium levels of job crafting indicated the highest level of well-being in
the Swedish sample. In addition, the effect of job crafting on well-being
and quality of care was significant but small.
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Our results show that the effects of job crafting clearly differ between dif-
ferent contexts. Different authors (Berg, Wrzesniewski, & Dutton, 2010;
Wrzesniewski et al., 2013) have highlighted the importance of context. In this
sense, “while context may be seen as a constraint on job crafting, employees’
contexts may also provide them with resources to use in crafting their jobs to
cultivate positive meaning” (Wrzesniewski et al., 2013, p. 290).

Specifically, analyzing the cultural context and taking into account the
cultural model developed by Hofstede (2001), Sweden is included in the
Nordic cultural cluster and Spain in the Latin European cluster. Hofstede
(2001) conceptualizes Sweden as an individualist society, which means a
high preference for a loosely knit social framework in which individuals are
expected to take care of themselves. The employer—employee relationship is
a contract based on mutual advantage, hiring and promotion decisions are
supposed to be based on merit only, and “management is the management of
individuals” (Hofstede, 2010, p. 121). This implies that Sweden has a more
active job change on its own job design than Spain.

The managers’ span of control in Swedish elder care is rather large (Bjork,
Bejerot, Jacobshagen, & Héarenstam, 2013), which in turn would imply that
the staff has to work more independently and take on more responsibilities.
In contrast, as can be seen in our results, the span of control in Spain is
smaller than in Sweden, with a 13% of managers (in Sweden, it was 5.1%).
In this sense, job crafting is presumably necessary and successful in the
Swedish context, but perhaps other factors related to the span of control, such
as high workload, much responsibility, and many organizational changes,
level out the effect.

According to European work life comparisons (European Agency for
Safety and Health at Work, 2016; Eurofound, 2012), organizational changes
and perceived psychosocial risk factors are of considerably higher propor-
tions in Sweden compared with Spain. The inverted U-shape curve shown
between job crafting and psychological well-being in the Swedish sample
may bear a sign of a third factor, for instance, stress. Another explanation for
the Swedish results may be the rather small sample size.

From a practical point of view, it is important to note that job crafting
contributes significantly to employees’ and residents’ well-being. Slemp,
Kern, and Vella-Brodrick (2015) point out that managers should incorporate
discussions about job crafting into development planning meetings with their
staff because it allows employees to take more ownership of their roles or
provide training opportunities to teach employees about job crafting to co-
create meaningful and productive work. In this sense, some authors showed
examples of healthy and productive job crafting activities such as interacting
with different stakeholders not directly related with their task (as medical
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visitor or families; Wrzesniewski, Dutton, & Debebe, 2003) and paying
attention to apparently unimportant information from patients (Wrzesniewski
& Dutton, 2001).

There are some limitations in this study. On one hand, it should be noted
that the sample size is relatively small. Future research should include larger
samples and add data from other countries. This would entail testing the
extent to which the results are applicable across different elder care and nurs-
ing home organizations and cultural contexts, and would provide further
assurances to its conceptual robustness.

On the other hand, all data have been obtained by the same methodology,
which opens up a potential problem of source bias. Future research should
include other methods, such as open interviews and observation as well as the
application of self-evaluation questionnaires, to avoid the risk of generating
spurious correlations through common-method variance (Podsakoft & Organ,
1986). In addition, objective measures of quality of care should be included
to validate the perceptions of employees, as well as other sociodemographic
data to be used as control variables.

The study is of cross-sectional design, which makes it impossible to dis-
cuss temporal sequence. Job crafting may increase psychological well-being
and quality of care. However, feeling well and working in a context where the
care is perceived as of high quality also leaves room for job crafting. In this
sense, it could be interesting to analyze further whether it is job crafting that
provides psychological well-being, or good quality of care, as we found in
the present study, or whether it is psychological well-being and good quality
of care that allow coworkers to develop their jobs. Thus, longitudinal studies
about job crafting in elderly care should be developed in the future.
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