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Abstract 

The public sector requires job crafting from employees so that they can better cope with overdemanding 

jobs due to layer upon layer of public management reforms. Simultaneously, however, austerity 

constrains job autonomy. This study therefore tests how job crafting can be fostered in public 

organizations to increase job satisfaction by studying job characteristics, social support and work-home 

conflict as job crafting antecedents. 

 Adopting a model based of the Job Demands- Resources theory, a survey was submitted to the 

Responsibles for Digital Transition of Italian Municipalities. Our results question the classical 

multidimensional construct of job crafting and show that, for RDTs, job structural characteristics are 

the most relevant tools for proactively change their jobs, while high levels of work-home conflicts, may 

lead to renunciatory behaviours. 

 

Introduction  

In the context of digital transformation within the public sector, the job and the role of 

individuals entrusted with leading organizational change are of utmost importance. The 

successful implementation of digitization initiatives relies on the presence of skilled and 

capable individuals who can effectively guide and navigate the transformation process. 

However, in many instances, the responsibility for managing these change processes falls upon 

individuals who may be inadequately trained and lack sufficient support. 

Over the years, the public administration has undergone numerous reforms, resulting in an 

increase in the workload assigned to various organizational positions. This increased workload 

places additional pressure on public service professionals, requiring them to adapt proactively 

to the growing number of tasks assigned to them. Furthermore, the pervasive impact of 

digitalization is fundamentally reshaping the nature of work for public employees. It is crucial 

to recognize the significance of these challenges and their implications for the public sector. 

Efforts must be made to provide appropriate training and support to individuals involved in 

leading organizational change. By equipping them with the necessary skills and resources, the 

public sector can effectively navigate the complexities of digital transformation and harness its 

potential benefits. 
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Under such conditions, public servants may face difficulties in their job that hinder their 

motivation and performance. In Italy, the Responsible of Digital Transition (RDT) is a required 

figure to all the public administrations (PA) and was introduced by law in 2017. Despite all the 

governmental efforts, the managers who in these years found her/himself involved in such 

position are still looking forward to finding a well-defined identity (Giacomini and Muzzi, 

2020). This crucial role often fits in pre-existing positions, increasing the workload, and posing 

challenges to maintaining the well-being of managers, their performance and motivation to 

effective levels. 

According to the Italian Code of Digital Transformation, The Responsible of the Digital 

Transition Office is the main actor for managing the digital transformation activities within 

each Public Service Organization; therefore she/he must have adequate IT, legal, and 

managerial skills. It is not clear, however, how RDTs should act their tasks and how these tasks 

may relate to previous ones. 

In carrying out its tasks, the RDT reports directly to both the political and administrative top 

management of the organization. This regulatory provision places the RDT in a hierarchically 

superior role to any other official and manager for what concerns the implementation of all 

digital-related initiatives and may generate conflict across department and office hierarchies. 

The SDT provide us with an interesting framework to investigate how RDT are shaping their 

role (Deci and Ryan, 2000) to better integrate themselves in the everchanging PA institutional 

context. Under the Self-Determination Theory (SDT) meta-theoretical umbrella, this paper 

investigates how the managers responsible for the digital transition engage in proactive work 

behaviour to cope with the increasing pressure on their jobs caused by the continuous 

overlapping of public management reforms. 

This research, indeed, aims at analysing the antecedents and the outcome of job crafting, as a 

form of proactive work behaviour, with reference to the Responsible of Digital Transition in 

Italian local governments. More specifically, our study examines whether job crafting efforts 

help PA’s managers to enhance their job satisfaction. The investigation model adopted is 

grounded in the Job Demands-Resources model (Tims and Bakker, 2010) and job crafting is 

considered as a way to adapt the organizational context to workers preferences and 

expectations. 

This study contributes to an enhanced understanding of the micro-level processes that may 

support the implementation of institutional reforms, by highlighting how governmental 

institutions may support managerial agency thanks f.i. to specific training initiatives targeted to 

diffuse proactive work behaviours (Van den Heuvel et al.,2015) 
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Theoretical background  

Self-determination theory  

Due to the numerous reforms of public administration in recent decades public employees may 

face difficulties in effectively managing their ever-evolving job roles, the associated job 

demands and resources (Bakker and Demerouti, 2007; Tims and Bakker, 2010), and this may 

undermine their satisfaction on the job and, consequently, their performance. The increase in 

job demands, within a context in which resources remain scarce, could have a negative impact 

on the well-being of workers (Jung, 2014) through the reduction of their motivation. Following 

the Public Service Motivation (PSM) approach (Perry, 1996), several studies (see f.i. Georgellis 

et al. 2010; Park and Word, 2012) showed that civil servants are more sensitive to intrinsic 

motivation, rather than to extrinsic one. Furthermore, in the public sector the use of extrinsic 

rewards to support motivation is limited by the scarcity of economic resources. In this line, 

recent studies have integrated PSM with the Self-Determination Theory (SDT, Deci and Ryan, 

1980), in order to shed more light on the intrinsic motivation drivers of public employees. 

According to SDT, people hold an innate drive to behave in self‐directed, intrinsically 

motivated ways and they tend to act as to integrate themselves with larger social systems (Ryan 

and Deci, 2000). More specifically, there are three general psychological needs, that when 

satisfied, lead to optimal functioning and psychological adjustment. Namely, these are the needs 

for autonomy, competence, and relatedness. Autonomy requires being the initiator of one’s own 

behaviour. Competence requires succeeding at challenging tasks and ultimately attaining 

desired outcomes. Relatedness requires a sense of caring, mutual respect, and mutual reliance 

with others. In a complex and demanding setting as PA, public employees would, thus, engage 

in behaviours that could satisfy these needs by initiating some informal changes to the task, 

relational, or cognitive features of their jobs in order to shape their work practice to align with 

their interests and values, and ultimately, enhance the enjoyment, meaning, and satisfaction 

they attain from their work (Slemp and Vella-Brodrick, 2014).   

Autonomy, as one of the core components of SDT, emphasizes the importance of providing 

employees with a sense of choice and control over their work in the public sector (Gagné & 

Deci, 2005). When public employees are given opportunities to exercise autonomy, such as 

having decision-making authority or participating in policy development, they experience a 

greater sense of ownership and intrinsic motivation. Moreover, consistently with the Job 

Demands-Resources model (JDR, (Bakker & Demerouti, 2017; Schaufeli & Bakker, 2004) and 

the Job Characteristics Model (Hackman & Oldham, 1976), autonomy has a positive relation 
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with job outcomes and it can be considered as a resource in the work environment (Clausen et 

al., 2022) 

Competence is another critical aspect of SDT. Supporting employees' competence involves 

providing training, resources, and feedback that facilitate skill development and growth (Deci 

& Ryan, 1985). When public servants feel competent in their roles and have opportunities for 

professional advancement, they are more likely to exhibit higher levels of motivation, job 

satisfaction, and performance. As for autonomy, also the need for competence, and the related 

provision of adequate training is considered a job resource in the JD-R model. Furthermore, the 

relevance of competences is also outlined by the Person-Job fit model (P-J fit) that refers to the 

relationship between employee characteristics and job characteristics. Edwards (1991) outlined 

a two-dimensional conceptualization of P-J fit consisting of needs-supplies (N-S) fit and 

demands-abilities (D-A) fit. N-S fit means the congruence between employee needs, desires, 

and preferences and the rewards received for the job; D-A fit is the congruence between job 

demands and employee knowledge, skills and abilities (Cable and DeRue, 2002). Prior studies 

have supported the effect of both types of P-J fit on employee and organizational attitudes and 

behaviours (Edwards and Shipp, 2007). Moreover, P-J fit increases job satisfaction and 

organizational commitment and reduces turnover intention (Hambleton et al., 2000, Lauver and 

Kristof-Brown, 2001). 

Relatedness, the need for positive social connections, is also relevant in the public 

administration context. Encouraging teamwork, collaboration, and communication among 

public employees fosters a sense of belonging and shared purpose (Baard et al., 2004). Several 

large cross-sectional studies indicate that perceived support from work supervisors and 

colleagues is associated with lower levels of perceived stress (House and Wells 1978; Karasek 

et al. 1982; Winnubst et al. 1982). Furthermore, other research (Ganster and Victor 1988) have 

revealed a strong correlation between social support at work and self-reported physical and 

mental health and general measures of work attitudes. 

Self-determination theory proposes that the satisfaction of basic psychological needs for 

relatedness, competence, and autonomy explains why job resources are translated into work 

engagement and motivation (e.g., Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008). 

One of the basic propositions of JD-R theory is that job resources particularly influence 

motivation when job demands are high. This proposition is consistent with Hobfoll’s (2001) 

notion that all types of resources gain their motivating potential and become particularly useful 

when needed. Jobs that combine high demands with high resources are so-called active jobs 

(cf. Karasek, 1979) that challenge employees to learn new things on the job and motivate them 
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to use new behaviors Thus, challenging work environments, such as the PA over the last years, 

are a fertile ground for the development of proactive work behaviours that may support job 

satisfaction. 

 

Job crafting and Job Demands-Resources Model 

In the latest years, many authors published contributions in specialized scientific journals on 

PA that deal with analysing how public employees are facing the different sources of pressure 

on their task through proactive job behaviours (e.g. Bakker, 2015; Audenaert et al. 2020; Luu, 

2020). In such a context, proactive behaviours could help mitigate the negative effects of high 

job demands on workers' well-being and job satisfaction and sustain their motivation 

(Wrzesniewski and Dutton, 2001). Among proactive job behaviours, job crafting is defined as 

"the physical and cognitive changes individuals make in the task or relational boundaries of 

their work" (Wrzesniewski and Dutton, 2001; p. 179)..  

Recent studies have demonstrated that job crafting can have positive effects on employee 

motivation and performance (Blanc et al., 2017). According to Bindl et al. (2019: 605), research 

suggests job crafting “can promote important outcomes, such as increased organizational 

commitment…, work engagement …, and meaningfulness …, as well as improved performance 

at work ...” 

Among the various conceptualizations of job crafting, the most widely adopted is proposed by 

Tims and Bakker (2010) that framed it into the job demands-resources (JDR) model. The model 

was initially developed to analyse the effects of work organization on stress and burnout in the 

healthcare sector (Demerouti et al., 2001), but then it has been successfully extended and 

integrated with further outcome measures, such as organizational commitment (Hakanen et al. 

2006)  and job satisfaction (van den Tooren and de Jong, 2014). 

The JDR model sees the wellbeing of the worker as the result of two groups of working 

conditions: the demands of the job and the resources offered.  

Job demands include those physical, psychological, social, or organizational aspects of the job 

that require sustained physical and/or psychological (cognitive and emotional) effort and are 

therefore associated with certain physiological and/or psychological costs. Examples are a high 

work pressure, role overload, emotional demands, poor environmental conditions, and 

workload that can also generate conflict with the private life. 

The resources offered by the job consist of all the physical, social, and organizational aspects 

that can be functional to the achievement of work objectives, reduce the demands of the job and 

the costs associated with them and stimulate the personal growth of the worker. Examples of 
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resources can be individuated at different organizational levels: job security and career 

opportunities (organizational level); good relationships with colleagues and superiors, the mood 

within the workgroup (interpersonal level); clarity in the definition of the role and participation 

in the decision-making process; and, finally, autonomy and the possibility of having feedback 

on one's work.  

JD-R theory suggests that job demands and resources have different impacts on employee well-

being as they give the start to two different processes. Job demands generate stress and anxiety 

and may lead to fatigue and health problems. If job demands persist over time, they can have a 

negative impact on job performance. 

In contrast, job resources initiate a motivational process, and they are the most important 

predictors of employee work engagement and organizational commitment.  

Under the JDR model perspective, a low level of organizational well-being can be the 

consequence of high combined task demands with scarce job resources (Bakker et al., 2005). 

Job crafting refers to the efforts that workers undertake to balance the demands and resources 

of the job with their preferences, needs, and abilities (Tims and Bakker, 2010). Many studies 

have shown how job crafting, in addition to having a positive impact in general on the 

organizational well-being of workers, also supports other fundamental aspects for 

organizations, such as job satisfaction, organizational commitment, readiness for change and 

the psychological health of the worker (Bakker et al., 2012; Tims et al. 2013). 

According to Tims and Bakker (2010), within the JDR model, job crafting consists in four 

different dimensions, based on which aspects, between demands and resources, the worker is 

dedicated to manipulating. For example, it could increase the level structural resources (as 

increasing autonomy or skill variety), decrease the level of demands (avoid or limit emotionally 

demanding relationships in the workplace or reducing work-family conflict), increase social 

support (asking for advice and feedback from colleagues and supervisors), but also - in certain 

circumstances - increase the level of the demands, such as when a worker finds it more 

stimulating and motivating to carry out complex tasks rather than simple and routine ones. 

The literature analysed job crafting’s position in different phases in the sequence of reciprocal 

influences among the various aspects of the JDR model (e.g. Bakker et al., 2011; Tims and 

Bakker, 2010). In this paper, we adopt the approach presented by Rudolph and colleagues 

(2017) and analyse the dimensions of job crafting as mediating variables between a set of 

predictors and the job attitude, specifically job satisfaction. 

 

Job crafting predictors 
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Job crafting and job characteristics 

Tims and Bakker (2010) highlighted the prominent role of job crafting as a linker between the 

characteristics of the work environment and work outcomes. We consider job autonomy and 

workload as specific job characteristics. Their inclusion reflects past models of proactivity, 

which have analyzed job characteristics as important antecedents to proactive work behaviors 

(e.g., Bindl and Parker, 2010; Grant and Ashford, 2008; Ohly and Schmitt, 2017). Autonomy 

and workload are also coherent with the JDR model that sees the first being a resource, while 

the second a job demands. Furthermore, SDT individuates in autonomy one of the principal 

drivers of workers motivation in engaging in proactive work behaviours. Consistently with 

these models, we expect positive relationships between job autonomy and the four dimensions 

of job crafting, because job autonomy provides employees with opportunities and necessary 

information to make changes to their job characteristics based on their individual abilities and 

needs (Lyons, 2008; Tims et al., 2013). Moreover, we predict that workload is positively related 

to the construct of job crafting in all its dimensions, because employees who experience a higher 

workload will be motivated to reduce the demands that are placed on them and to seek resources 

that help them manage these demands (Bakker and Demerouti, 2016). 

Hp 1a-d: job autonomy is positively related to all the four dimensions of job crafting  

Hp 2a-d: workload is positively related to all the four dimensions of job crafting  

 

 Job crafting and person-job fit 

Job crafting is supposed to increase the fit between the characteristics of the job and the workers 

personal abilities and needs. This mechanism, in turn, should lead to higher job satisfaction, 

work engagement and meaningfulness of the work (Rudolph et al., 2017). Lu and colleagues 

(2014) found that job crafting in positively related to both, D-A and N-S fits, more specifically 

that physical job crafting (changing the form or number of activities at work) increases D-A fit, 

while relational job crafting increased N-S fit. These findings are consistent with the prediction 

of SDT, that individuates in the need for competence one of the motivational drivers on the job. 

Adapting these findings to our model, we hypothesise that high level of coherence between job 

demands and workers abilities (high D-A fit) may stimulate job crafting and, thus, increase job 

satisfaction.  

Hp 3a-d: D-A fit is positively related to all the four dimensions of job crafting  

 

Job crafting and work-home conflict 
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Literature linking job crafting and work-family conflict is very scant. A study by Ilies et al. 

(2012) states that job crafting could be an adaptive response to the perception of work-family 

conflict, as job crafting can increase the control over the processes influencing work-family 

conflict, conducting to a balance and to an increase of job satisfaction. 

Hp 4a-d: Work-family conflict is positively related to all the four dimensions of job crafting 

 

Job crafting in the Public Administration 

One of the factors that have a significant impact on the possibilities and range of manoeuvring 

of job crafting is the organizational context of reference. Some characteristics of work in the 

Public Administration belong to the area of resources, such as job security and, in some cases, 

almost automatic career progression. However, the literature agrees that, in the public context, 

there is a general scarcity of resources (Jung, 2014), understood in the sense of the JDR model, 

while we are witnessing an increasing amount of job demands, such as those generated by the 

digital transition. Some researches, very few, such as the very recent one by Handke and 

colleagues (2020) and the aforementioned by Buonocore and colleagues (2020), see the spread 

of ICT and digital skills as additional resources for workers as they can potentially increase 

flexibility and autonomy of positions. However, especially in the public sector, the need for 

digital competences could increase the job demands, especially in contexts where the adoption 

of ICT and digital literacy are at basic levels.  

 In Italy, the Responsible of Digital Transition (RDT) is a required figure to all the public 

administrations (PA), and was introduced by law in 2017. In spite of all the governmental 

efforts, we can observe how, the employee who in these years has found her/himself involved 

in such position is still looking forward to finding a well-defined identity. This crucial role often 

fits in pre-existing positions, increasing the workload and posing challenges to maintaining the 

well-being of workers and their level of work-related stress. 

According to the Italian Code of Digital Transformation, The Responsible of the Digital 

Transition Office is the main actor for management of the digital transformation activities 

within each Public Service Office; therefore she/he must have therefore adequate IT, legal, and 

managerial skills. 

In carrying out its tasks, the RDT reports directly to both the political and administrative top 

management of the organization. This regulatory provision places the RDT in a hierarchically 

superior role to any other official and manager for what concerns the implementation of all 

digital-related administration initiatives. 
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Social support in the Public Administration 

The call for continuous improvements in the effectiveness of public sector agencies (Ferlie et 

al. 1996), coupled with the introduction of cost containment programmes that restrict the 

supportive resources available to staff (Metcalfe and Richards 1990), have significant 

implications for the demands faced by employees and the level of support they have to address 

these demands. Moreover, the increased focus on continuous improvement programmes, 

performance monitoring mechanisms and external accountability have intensified the pressure 

for employees to meet rising demands (Ferlie et al. 1996 

Thus, in the PA, consistently with the SDT frame, social support (Audenaert et al., 2020) plays 

a key role in reducing job demands (Bakker et al., 2017) and compensating for the lack of 

resources (Hobfoll, 2001). Past research has demonstrated that employees with higher levels of 

social support tend to incorporate more proactive strategies to deal with undesirable work 

environments (Greenglass & Fiksenbaum, 2009). It is, thus, reasonable to expect that workers 

who perceive a high level of social support from colleagues and superiors tend to implement 

proactive behaviours to deal with work environments perceived as inadequate and therefore to 

adopt strategies aimed at increasing their job satisfaction. 

Hp 5a-d: Social support is positively related to all the four dimensions of job crafting 

 

Job satisfaction 

Job satisfaction as a form of context-specific well-being and it is one of the most commonly 

researched aspects of job-related well-being (Warr 1996). Literature linking job crafting and 

job satisfaction is poor, but empirical evidences show more clearly that job crafting increases 

employees’ job satisfaction (Wrzesniewski et al., 2001; Ingusci et al., 2016). Employees 

crafting their job are more satisfied, engaged and committed with their organization, and 

increase their well-being, and this is related to the potential of job crafting. In fact, by shaping 

job characteristics on skills, abilities and personal preferences, employees make change in the 

level of job demands and resources, positively influencing their motivation, work engagement 

and job satisfaction (Tims and Bakker, 2010). 

Hp 6: The four dimensions of job crafting are positively related to job satisfaction 

 

 

 

 

 

Workload 

Job crafting dimensions 

a.Increasing structural job resources  

b.Decreasing hindering job demands  

c.Increasing social job resources  

d.Increasing challenging job demands  

- 

+ 
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Figure 2: The proposed model of analysis 

 

 

Methodology 

Survey and data collection 

The survey design was focused on identifying the relation between job crafting and its 

antecedents and job satisfaction. The questionnaire sent to the RTDs included both 

demographic questions and the constructs presented in the previous paragraphs measured 

though validated scales. All responses were collected on 5-points Lykert-type scale, ranging 

from “1 - strongly disagree” to “5 - strongly agree”. 

For measuring job crafting this study used the 21-items hierarchical scale proposed by Tims 

and Bakker (2010) subsequently adapted by Tims et al. (2012), which is composed of first-

order factors. The first dimension measures the crafting of structural job resources (five items, 

example item “I try to learn new things at work.”). The second dimension measures the crafting 

of social job resources (five items, sample “I ask colleagues for advice.”). The third dimension 

measures increases in challenging job demands (five items, “I try to start new projects at work 

when there was not much to do.”). The fourth dimension measures decreases in hindering 

demands (six items, “I organize my work such that I did not have to concentrate for too long a 

period at once.”). In our model we consider the four dimensions as covariates because Rudolph 

(2017). 

Autonomy  Job satisfaction  

Social 

support  + 

D-A fit 
  

+ 

Controls 
Gender  

Age  
Education level  
Seniority in PA  

Seniority in 
municipality   
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Contextual digital 
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Autonomy was assessed using a 3-items scale (Bakker et al., 2003) that included items such as, 

“Do you have flexibility in the execution of your job?”. 

Social support was measured using a 3-items scale that included items such as “If necessary, 

can you ask your colleagues for help?” (Bakker et al, 2004). 

Workload, was measured using the Karasek’s (1985) job content instrument. The scale includes 

three items (e.g., “Do you have to work quickly?”).  

D-A fit was measured with five items adapted from Cable and DeRue (2002) to make them 

more coherent with the design of our research (e.g., “My managerial competences are a good 

fit with the requirements of my job”). 

Work-home conflict was measured using the scale proposed by Geurts et al. (2005), while for 

job satisfaction we adopted the classical scale proposed by Hackman and Oldham (1974). 

Top-Management Support and Commitment (Fernandez and Rainey, 2006) was measured 

asking RTDs to quantify the support received from the local government mayor and CEO. 

 
 

 

Controls  

We controlled for the typical dimensions of gender, age and level of education (1: high school, 

2: degree), but we added also controls related to the seniority in the role and in the organization 

as suggested by Bedeian et al. (1992), and codified as 1: less than 5 years; 2: between 5 and 10 

years; 3: more than 10 years. Moreover, we added a control on the perception of the digital 

literacy of the work context: 0: good organizational digital literacy, 1: colleagues hold good 

digital competencies.  

 

Data analysis 

The survey was administered via email, and we received responses from over three hundred 

RDTs in the year 2020. To ensure the representativeness of our sample, we conducted analyses 

to compare the gender and age distribution of our sample with that of the target population. 

 

Data analysis 

To ensure the quality of our data and assess the reliability and validity of our measurement 

instrument, we performed a Confirmatory Factor Analysis (CFA). The CFA was conducted 

using Amos v.25, and its purpose was to evaluate the ability of our data collection method to 

accurately capture information related to the phenomenon under study. 
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We also tested the construct reliability, convergent and discriminant validity (Hair et al., 2010). 

The first-order factors related to Job Crafting, Increasing social job resources and Increasing 

challenging job demands, presented a low value of AVE and therefore were excluded from the 

analysis. This result is different from the estimates of Rudolph et al. (2017), where the loadings 

of Increasing Social Job Resources and Decreasing Hindering Job Demands on the second 

order factor were lower than .5.  

The Maximum Shared variance (MSV) resulted always lower than the AVE value confirming 

a good discriminant validity.  

 A final control on convergent validity was done by comparing the Square root of AVE reported 

with the inter-construct correlations. Our Hypotheses were tested adopting a Structural 

Equation Model (Hair et al., 2017) which reflects the structure reported in Figure 1. We 

controlled the goodness of fit of the model with the addition of the control variables.  

 

Results 

The analysis of job crafting antecedents shows that workload (Hp 2a) and D-A fit (Hp 3a) have 

a positive significant impact on the dimension increasing structural job resources (i.e. 

behaviours aimed at increasing autonomy, skill variety, and other motivational characteristics 

of the job). This implies that Hp 2a and 3a are confirmed. On the contrary, work-home conflict 

(Hp 4b) and autonomy (Hp 1a) have a negative impact and this rejects our Hp 1a and Hp 4b. 

Social support has a weak positive impact on the increase of structural job resources, and this 

confirms our Hp 5a. 

As expected, however, the dimension of "decreasing hindering job demands" has a different 

relationship with the antecedents: work-home conflict (Hp 4b) and autonomy have a positive 

impact while workload (Hp 2b) a negative one. D-A fit (Hp 3b), on its turn, do not have an 

influence on this specific dimension of job crafting. Our Hp 4b, thus, is here confirmed, while 

Hp 2b a is rejected. We did not find, to date, in the literature, any paper that analyses the 

expected relationship between autonomy and the decrease of hindering job demands. 

As far as the job crafting outcomes, the two dimensions of job crafting considered in our model 

are both positively linked to job satisfaction, confirming our Hp 6a and b. 

As regards the control variables, the contextual digital literacy of local government in which 

RTD works positively influences job satisfaction, while top-management support and 

commitment does not appear to produce significant effects. 
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Among the other controls (gender, age, education, seniority in the public sector) only length of 

service in the public sector has a significant relationship with job satisfaction. The higher the 

seniority, the lower the job satisfaction. 

 

Discussion and conclusion 

While there is existing research on job crafting and its implications in various contexts, such as 

the private sector, limited attention has been directed towards investigating job crafting within 

the public sector. Our findings indicate that the specific empirical setting in which job crafting 

occurs can influence its antecedents. 

First of all, it is interesting to note that our model excluded two out of the four dimensions of 

job crafting, namely increasing challenging job demands and increasing social job resources. 

The role of social support in stimulating job crafting activities also appear to have minor 

relevance, together with the lack of relationship between the top-management support and 

commitment and job satisfaction. From these results, our findings apparently go in an opposite 

direction with respect to the extant literature as also the SDT posits that autonomy is a motivator 

to involve in job crafting activities and the support for job satisfaction, and these aspects would 

need further investigation. 

When looking at these findings together with the impact of autonomy on the increase of 

structural job resources, it emerges a context where classical job design issues appear to be 

more important in our empirical setting, with respect to the social ones. It is also confirmed by 

the respondents’ reactions to high-perceived workloads: they act for increasing the structural 

resources while for decreasing the hindering demands. High levels of autonomypush the RDTs 

to engage in reducing hindering job demands. Moreover, a partial explanation for the results 

could be find in the design of the research itself: we asked the respondents to answer thinking 

to their actual role of RDT (that is usually overlapping their native roles), so they appear to be 

more concerned in adapting the structural side of the job, and do not care so much about the 

social side. 

As far as the work-home conflict, the findings show a combination of results that suggest a sort 

of withdrawn attitude by respondents. High levels of work-home conflict, indeed, lead to the 

decrease of hindering job demands and to a negative relationship with the increase of structural 

job resources. This behaviour could be coherent with the predictions of the conservation of 

resources (COR) theory (Hobfoll, 2001) that states “individuals strive to obtain, retain, protect, 

and foster those things that they value” (p. 341). The behaviour that emerges from our analysis, 
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thus, could be protective reaction that implies not investing in job-related efforts to save 

cognitive and emotional energies for the home-side of the conflict. 

Finally, coherently with Buonocore and colleagues (2020), we found that high levels of 

contextual digital literacy have positive impact on RDTs job satisfaction. This relationship is 

not mediated nor moderated by job crafting activities and it makes digital literacy even stronger 

as a contextual issue that could foster employees’ job satisfaction. 

Our preliminary results rise a set of interesting research questions, that should be better 

investigated in future research. On our side, a deeper literature review is needed, in order to 

better clarify the relationships emerged among constructs and variables. Also the relationship 

between JD and JR should be investigated, as proposed by Bakker and Demerouti (2016), that 

ask for more studies on interactions within JDR. Moreover, high job resources such as social 

support and feedback may reduce job demands. (Bakker, Demerouti, Verbeke, 2004). Another 

body of literature, as discussed above, points out that job resources may be activated by 

challenging job environment, because workers tend to use resources when they are needed, in 

the so-called active jobs (Hobfoll, 2001; Karasek, 1979) 

The high significance of the regression coefficients in our model underscores the importance 

of delving deeper into the relationships among predictors and job crafting. To gain a better 

understanding of the results, it becomes crucial to clarify the definition of job crafting and its 

dimensions, as well as explore the reasons why two of the four dimensions did not emerge as 

significant in our research. Aside from these intrinsic issues, this work has several general 

limitations. Among them, the most relevant one is that our model focuses on contextual issues 

and doesn’t include personal characteristics as predictors of job crafting. 
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