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Abstract. With the rapid evolution of the digital economy, how individuals adapt
to the changing workplace has become an important issue in both academia and
practice. Job crafting is the process by which employees shape and redefine work
tasks, perceptions, and interactions to optimize their fit with work. It plays an
indispensable role in individual adaptation in the workplace. Therefore, based on
the Conservation of Resources (COR) theory, this study tested the hypotheses
using SPSS 27.0 with a sample of 598 questionnaires. The results indicate that
both promotion-focused and prevention-focused job crafting have positive im-
pacts on employees' adaptive performance. Thus, organizations should focus on
promoting employees' job crafting behaviors to enhance their adaptive perfor-
mance, thereby facilitating the adaptive development of the enterprise.
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1 Introduction

In recent years, the global economic situation has been characterized by complexity and
slow recovery, posing numerous challenges. In 2025, although the global economy has
a moderate recovery trend, but it still faces many constraints, including slow inflation
decline, rising debt risks, geopolitical tensions, and the resurgence of trade protection-
ism. This uncertainty in the global economy has placed higher demands on both organ-
izations and individuals. In the face of the ever-changing social and economic environ-
ment, how employees can effectively adapt has become crucial for both individual ca-
reer development and organizational success.

With the rapid development of the digital economy, digital transformation of enter-
prises has become an inevitable trend. McKinsey's report shows that 70% of enterprises
have failed due to employee resistance, which shows the important role of employee
participation and adaptation to enterprises in the digital age. Therefore, facing the or-
ganizational change of digital transformation, higher demands are placed on employees'
adaptive performance. Adaptive performance is related to employees' employ ability
and career sustainability, and it directly affects the implementation and effectiveness of
corporate digital transformation. Hence, both in management practice and theoretical

© The Author(s) 2025

W. Zang and C. Xia (eds.), Proceedings of the 2025 3rd International Conference on Digital Economy and
Management Science (CDEMS 2025), Advances in Economics, Business and Management Research 336,
https://doi.org/10.2991/978-94-6463-770-0_50


https://doi.org/10.2991/978-94-6463-770-0_50
http://crossmark.crossref.org/dialog/?doi=10.2991/978-94-6463-770-0_50&domain=pdf

The Impact of Job Crafting on Employees’ Adaptive Performance 437

construction, there is an urgent need for a systematic study of employees' adaptive per-
formance in the context of digital transformation.

According to the COR theory, individuals are motivated to acquire, protect, and
maintain their resources to safeguard the self and support social relationships!l. In the
face of potential resource loss, employees take corresponding measures to avoid such
losses, and if losses have already occurred, they seek to regain resources. When enter-
prises are in the context of digital transformation, individuals act to obtain resources or
prevent resource loss by engaging in behaviors that correspond to the changing envi-
ronment of the organization. This, in turn, triggers promotion-focused and prevention-
focused job crafting behaviors!?. The process of engaging in promotion-focused and
prevention-focused job crafting influences employees' adaptation to change. Therefore,
based on the COR theory, this study explores the impact of promotion-focused and
prevention-focused job crafting on employees' adaptive performance, aiming to provide
valuable insights for employees' adaptive performance in the context of corporate dig-
ital transformation.

2 The Oretical Analysis and Research Hypothesis

Job crafting is the proactive behavior of employees to adjust their work to meet their
own needs, skills, and preferences.*l. In the context of digital transformation, the im-
pact mechanism of job crafting on employees' adaptive performance is a complex pro-
cess involving the interplay of multiple factors. Tims et al. have categorized job crafting
into two types: promotion-focused and prevention-focused job crafting. These two
types of job crafting play distinct roles in influencing employees' adaptive perfor-
mancel*l.

According to the COR theory, individuals with richer resources are better equipped
to withstand the impact of organizational changes such as digital transformation. More-
over, they tend to exhibit higher levels of proactivity and adaptability when facing
change. Therefore, during corporate digital transformation, employees with abundant
resources are more likely to engage in promotion-focused job crafting in order to ac-
quire even more resources. Promotion-focused job crafting is a proactive work behavior
that involves employees actively altering their job content to enhance job challenges
and resource availability. This behavior is typically driven by employees' needs for
growth and development. They increase structural job resources such as autonomy, job
variety, and opportunities for advancement to gain control over their work and achieve
better personal growth and development.

Firstly, proactive job crafting enhances employees' perceived employability through
motivational job characteristics, which in turn helps employees better adapt to changing
job demands and environments.P!. Secondly, this type of job crafting not only affects
individual job performance but also enhances work-related well-being and performance
by increasing job meaning and identity'®l. Additionally, research has found that job
crafting behaviors that increase structural resources and challenging demands can sig-
nificantly enhance employees' work engagement, thereby promoting job performance
and improving employees' adaptability.l”!. In summary, promotion-focused job crafting
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positively impacts employees' adaptive performance by increasing job resources, en-
hancing challenging job demands, improving job meaning and identity, and boosting
job engagement and satisfaction.

H1: Promotion-focused job crafting positively affects employees' adaptive perfor-
mance.

Individuals with limited resources may perceive threats of resource loss when facing
digital transformation, such as outdated skills, job insecurity, and uncertainties in career
development. These perceived threats can trigger prevention-focused job crafting be-
haviors. Prevention-focused job crafting refers to the behaviors employees engage in to
avoid negative job characteristics and outcomes by reducing hindering job demands.

Firstly, prevention-focused job crafting helps employees cope with job stress by re-
ducing job demands and increasing job resources, which positively impacts job perfor-
mance and thereby has an indirect positive effect on adaptive performance.®). Secondly,
in some cases, prevention-focused job crafting can facilitate collaboration among team
members and enhance team performance.l.Lastly, defensive job crafting is typically
manifested by reducing hindering job demands, such as narrowing the scope of work,
reducing non-essential tasks, and minimizing unnecessary social interactions. These
actions help employees conserve psychological and emotional resources in high-stress
environments, thereby alleviating their work burden and enhancing their adaptability
to work.'%, Therefore, during the digital transformation of enterprises, employees can
adopt defensive job crafting to reduce stress, avoid negative impacts, and enhance their
adaptive performance.

H2: Prevention-focused job crafting positively affects employees' adaptive perfor-
mance.

The proposed conceptual model of this study was displayed in Figure 1.

Promotion-focused Job Crafting

employees' adaptive performance

Prevention-focused Job Crafting

Digital Transformation

Fig. 1. Research model.
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3 Method

3.1 Sample

This study collected data by distributing questionnaires to employees of enterprises un-
dergoing digital transformation. The questionnaires were conducted anonymously to
ensure the protection of relevant privacy. The survey covered multiple industries, in-
cluding finance, computer services and software, and manufacturing. A total of 723
questionnaires were distributed, and 686 were returned. After excluding 88 invalid
questionnaires, 598 valid questionnaires were obtained, with an effective response rate
of 87.17%. Among the respondents, the majority were male, with a total of 318 indi-
viduals, accounting for 53.18%. In terms of age, the largest group was aged between
25 and 34, with 242 individuals, representing 40.47%. Regarding education level, the
highest number of respondents had a bachelor's degree, with 222 individuals, account-
ing for 37.12%. In terms of work experience, the largest group had 3 to 5 years of work
experience, with a total of 206 individuals, representing 34.45%. Regarding the nature
of the enterprises, the majority were private companies, with 239 individuals, account-
ing for 39.97%. In terms of industry classification, the IT industry had the highest num-
ber of respondents, with 114 individuals, representing 19.06%.

3.2 Measures

To ensure the scientific validity and reliability of the measurement tools, this study
employed internationally recognized and well-established scales as the basis for meas-
urement. All variables were measured using a Likert five-point scale. The specific
scales are as follows:

(1) Promotion-Focused Job Crafting (PROJC): This study used the four-dimen-
sional, 21-item scale developed by Tims et al. (2012)™. For example, items include “I
actively seek to learn new knowledge and skills from my work” (increasing structural
job resources); “I actively seek feedback or suggestions from colleagues at work™ (in-
creasing social resources); and “If there is a new project, I will be among the first to
learn and try it” (increasing challenging job demands). Cronbach's o was 0.964.

Prevention-Focused Job Crafting (PREJC): This scale includes items such as “I try
to reduce the psychological pressure from work” (reducing hindering job demands).
Cronbach's o was 0.929.

(2) Adaptive Performance (AP): This study used the scale developed by Griffin et
al. (2007)!'11 selecting only the items related to adaptive performance to better fit the
research theme. For example, items include “Adapting well to changes in core tasks”
(individual task adaptive performance); “Effectively dealing with changes that affect
the work unit (e.g., new members)” (team member adaptive performance); and “Flexi-
bly responding to overall changes in the organization (e.g., changes in management)”
(organizational member adaptive performance). Cronbach's o was 0.944.
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Considering that demographic variables such as gender, age, education background,
and work experience may influence the research conclusions, these factors were in-
cluded as control variables in the analysis to enhance the accuracy of the research find-
ings.

4 Results

4.1 Common Method Bias Testing

To examine whether common method bias (CMB) exists in the data, this study em-
ployed a dual-testing approach for verification. First, the Harman single-factor test was
conducted. The analysis extracted three factors with eigenvalues greater than 1. The
variance explained by the first factor was 36.963%, which did not reach the critical
threshold of 40%. Second, the “unmeasured single-source latent factor method” was
used for further examination. After introducing a common method factor into the orig-
inal three-factor model, the results showed that the changes in model fit indices were
all below 0.03, and the overall model fit did not improve significantly. In conclusion,
the common method bias in this study is within an acceptable range.

4.2  Correlation Analysis

The results of the descriptive statistics and correlation analysis of the variables are pre-
sented in Table 1. The analysis shows that promotion-focused job crafting (r = 0.204,
p < 0.01) is significantly positively correlated with employee adaptive performance,
and prevention-focused job crafting (r = 0.386, p <0.01) is also significantly positively
correlated with employee adaptive performance. Therefore, Hypothesis 1 and Hypoth-
esis 2 are preliminarily supported.

Table 1. Results of descriptive statistics and correlation coefficients (N=598)

Mean Stand- 1 2 3 4 5 6 7
Variables Value ard de-
viation
Gender 1.470 0.500 1
Age 2.150 0.937 0.055 1
Education back- -
ground 2.520 0.743 -0.033 0.483%* 1
W"rt fc’;pe“' 2460 0985 0066  0.792%*  -0.478%* 1
PROJC 3.500 1.104 -0.055 0.092* -0.065 0.047 1
%
PREJC 3.469 1.177 0.002 -0.036 -0.019 -0.043 0'157 1
*
AP 3413 1.162 -0.011 -0.077 0.061 -0.04 0'294 0.386%* 1

Note: *p < 0.0, **p < 0.01, ***p < 0.001
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4.3  Hypothesis Testing

This study employed hierarchical regression analysis using SPSS 27.0 to further test
the hypotheses. The results are presented in Table 2. The analysis shows that promo-
tion-focused job crafting (r = 0.215, p < 0.001) is significantly positively correlated
with employee adaptive performance, and prevention-focused job crafting (r = 0.388,
p < 0.001) is also significantly positively correlated with employee adaptive perfor-
mance. Therefore, Hypothesis 1 and Hypothesis 2 are further supported.

Table 2. Results of regression analysis

AP
Variables
Ml M2 M3 M4

Gender -0.008 0.005 -0.009 0.001

Age -0.108 -0.138 -0.106 -0.127

Education background 0.039 0.047 0.058 0.063

Work Experience 0.068 0.084 0.092 0.102
PROJC 0.215%** 0.362%***
PREJC 0.388*** 0.154%**

R? 0.010 0.055 0.159 0.182

AR? 0.010 0.045 0.149 0.172
F 0.957 4.939%** 15.917***  16.329%**

Note: *p < 0.05, ** p < 0.0, ***p < 0.001

5 Conclusions

Based on the Conservation of Resources (COR) theory and empirical testing, this study
finds that both promotion-focused job crafting and prevention-focused job crafting have
positive impacts on employees' adaptive performance. This research enriches the liter-
ature on job crafting and adaptive performance in the context of digital transformation
and extends the antecedents of employees' adaptive performance.

In practical terms, during the process of digital transformation, first, companies
should encourage employees to engage in both promotion-focused and prevention-fo-
cused job crafting. Promotion-focused job crafting can help employees acquire new
knowledge and skills, enhance their adaptability and ability to cope with change, and
thereby promote the development of the enterprise. Second, prevention-focused job
crafting can reduce employees' work pressure and, in turn, mitigate negative emotions
related to work. Finally, it is essential to encourage employees to proactively learn new
knowledge and skills and to enhance their work autonomy. By granting employees
more autonomy and decision-making power, they can take initiative and be creative in
their work, further improving adaptive performance. Therefore, companies should
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break away from rigid management systems, encourage employees to actively partici-
pate in decision-making and innovation, and thereby stimulate their passion and crea-
tivity at work, leading to higher work efficiency and quality.

References

1. Hobfoll, S. E., Halbesleben, J., Neveu, J. P., & Westman, M. (2018). Conservation of re-
sources in the organizational context: The reality of resources and their consequences. An-
nual review of organizational psychology and organizational behavior, 5(1), 103-128.

2. Park, S., & Park, S. (2023). Contextual antecedents of job crafting: review and future re-
search agenda. European Journal of Training and Development, 47(1/2), 141-165.

3. Tims, M., Twemlow, M., & Fong, C. Y. M. (2022). A state-of-the-art overview of job-craft-
ing research: current trends and future research directions. Career Development Interna-
tional, 27(1), 54-78.

4. Tims, M., Bakker, A. B., & Derks, D. (2012). Development and validation of the job crafting
scale. Journal of vocational behavior, 80(1), 173-186.

5. Sameer, S. K., & Priyadarshi, P. (2022). Interplay of Job Characteristics, Promotion-and
Prevention-Focused Job Crafting and Internal Employability. Flexibility, Innovation, and
Sustainable Business, 25.

6. Lazazzara, A., Tims, M., & De Gennaro, D. (2020). The process of reinventing a job: A
meta—synthesis of qualitative job crafting research. Journal of Vocational Behavior, 116,
103267.

7. Get, W., & Oprea, B. (2024). Engaging leaders, proactive followers: engaging leadership
and followers’ job crafting, performance and intrapreneurship. Baltic Journal of Manage-
ment.

8. Liu, N. T. (2024). Every cloud has a silver lining: the moderating roles of job crafting strat-
egies in the relationships between two distinct aspects of job insecurity and interpersonal-
oriented counterproductive work behaviors. Current Psychology, 43(40), 31309-31326.

9. Mikikangas, A., Aunola, K., Seppild, P., & Hakanen, J. (2016). Work engagement—team
performance relationship: shared job crafting as a moderator. Journal of Occupational and
Organizational Psychology, 89(4), 772-790.

10. Fan, C., Dong, T., & Wang, J. (2024). Exploring the Impact of After-Hours Work Connec-
tivity on Employee Performance: Insights from a Job Crafting Perspective. Behavioral Sci-
ences, 14(11), 1078.

11. Griffin, M. A, Neal, A., & Parker, S. K. (2007). A new model of work role performance:
Positive behavior in uncertain and interdependent contexts. Academy of management jour-
nal, 50(2), 327-347.



The Impact of Job Crafting on Employees’ Adaptive Performance 443

Open Access This chapter is licensed under the terms of the Creative Commons Attribution-
NonCommercial 4.0 International License (http://creativecommons.org/licenses/by-nc/4.0/),
which permits any noncommercial use, sharing, adaptation, distribution and reproduction in any
medium or format, as long as you give appropriate credit to the original author(s) and the
source, provide a link to the Creative Commons license and indicate if changes were made.

The images or other third party material in this chapter are included in the chapter's
Creative Commons license, unless indicated otherwise in a credit line to the material. If material
is not included in the chapter's Creative Commons license and your intended use is not
permitted by statutory regulation or exceeds the permitted use, you will need to obtain
permission directly from the copyright holder.
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