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	 ABSTRACT

Purpose: To investigate the mediating role of flow at work on the 
relations of job crafting (task crafting, cognitive crafting and relational 
crafting) with positive mental health dimensions (emotional well-being, 
psychological well-being and social well-being).
Originality/value: The job crafting actions have been identified as ante-
cedents of the levels of well-being at work. The present study contributed 
to the literature examining the relationships between job crafting, flow 
at work and positive mental health, not yet investigated in previous 
empirical studies.
Design/methodology/approach: The quantitative approach was used 
through an online questionnaire composed of a sociodemographic ques-
tionnaire and three scales. The sample consisted of 386 professionals 
from different Brazilian states, of which 58% were female, with a mean 
age of 44 years (SD = 12 years). The data were analyzed through struc-
tural equations.
Findings: The results of the analysis of structural equations showed that 
relational crafting had a direct impact on positive mental health. The 
relations of cognitive crafting with positive mental health were totally 
mediated by flow at work. We concluded that job crafting, primarily 
cognitive crafting, influence occupational and general well-being.

	 KEYWORDS

Employee attitude. Flow. Job crafting. Mental health. Structural equation 
modelling. 



The role of job crafting on the promotion of flow and wellbeing

3

ISSN 1678-6971 (electronic version) • RAM, São Paulo, 21(1), eRAMD200113, 2020
doi:10.1590/1678-6971/eRAMD200113

	 1.	 INTRODUCTION

Because of the current shift from manufacturing economies to service 
and knowledge economies, organizations must increase their ability to 
respond to external pressures to be innovative and competitive. Internally, 
uncertainty and interdependence between job functions, formally less 
defined than in the past, has grown, leading managers to require employees 
to take initiative at work by anticipating and creating changes in how work 
is performed (Grant & Parker, 2009).

Traditional work designs defined by top-down management have been 
criticized for making workers passive recipients of their jobs (Wrzesniewski, 
LoBuglio, Dutton, & Berg, 2013) and for producing inefficiencies and 
inadequacies between person-job fit. (e.g., low engagement, illness, 
underutilization of skills, meaninglessness at work) (Demerouti, 2014). In 
contrast, the theoretical perspective of job crafting (Wrzesniewski & Dutton, 
2001) has emphasized the active role of employees in shaping their own 
work experience, positioning itself as a plausible and promising alternative 
to traditional work design theories (Rudolph, Katz, Lavigne, & Zacher, 
2017). The phrase “redesenho do trabalho” (Chinelato, Ferreira & Valentini, 
2015; Pimenta de Devotto & Wechsler, 2018) has been used in Brazilian 
Portuguese to refer to job crafting.

Job crafting encompasses employees’ proactive actions to physically or 
cognitively alter tasks and relationships at work in order to align them with 
their values, positive strengths (e.g., skills, attributes and talents) and 
passions (Wrzesniewski & Dutton, 2001; Berg, Dutton & Wrzesniewski, 
2013). Employees engage in job crafting 1. to build a more positive identity 
at work (Berg, Dutton, & Wrzesniewski, 2008), 2. to satisfy basic 
psychological needs and to increase well-being (Slemp & Vella-Brodrick, 
2014; Slemp, Kern, & Vella-Brodrick, 2015) and to optimize the level of job 
demands and job resources (Tims, Bakker & Derks, 2012).

According to Wrzesniewski and Dutton (2001), individuals recreate 
their own work through three types of strategies: 1. task crafting (e.g., 
physical changes in number, scope, and type of tasks), 2. cognitive crafting 
(e.g., changes in the way an individual perceives his or her work), and 3. 
relational crafting (e.g., changes in interactions with peers, supervisors, 
clients, and suppliers). Within the job demands-resources model (Bakker & 
Demerouti, 2016), job crafting has been proposed as a specific form of 
proactive behavior in which the individual initiates changes in the level of job 
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demands (e.g., increasing challenging demands and decreasing hindering  
job demands) and in the level of job resources (e.g., increasing structural 
and social job resources) to improve the fit between his or her job and his or 
her needs and personal resources (Tims & Bakker, 2010; Tims et al., 2012).

Job crafting is a predictor of work engagement (Bakker & Demerouti, 
2016). Work engagement is a positive mental state characterized by vigor, 
dedication and concentration at work and it has been considered an indicator 
of occupational health (Vazquez, Magnan, Pacico, Hutz, & Schaufeli, 2015). 
Findings from a recent meta-analysis indicated the strong correlation (rc = 
0.45) of job crafting with work engagement (Rudolph et al., 2017). 
Interventions aimed at stimulating job crafting behaviors have produced 
increases in work engagement, especially when employees use strategies 
aimed at increasing job resources (Wingerden, Bakker, & Derks, 2017) or 
modifying the meaning of work through cognitive crafting (Sakuraya, 
Shimazu, Imamura, Namba, & Kawakami, 2016).

Job crafting also predicted other indices of well-being at work. Tims, 
Bakker, and Derks (2013) found in a longitudinal study that employees 
who increased their job resources had higher job satisfaction and decreased 
burnout. Job crafting has been suggested to be functional in mitigating the 
feeling of boredom at work and consequently minimizing its negative 
outcomes (e.g., depressive complaints, counterproductive work behaviors, 
distress) (Hooff & Hooft, 2014). Slemp and Vella-Brodrick (2014) found 
that job crafting predicted the satisfaction of basic psychological needs 
(e.g., autonomy, competence, and relatedness), which, in turn, directly 
predicted the level of subjective well-being (e.g., positive affect and life 
satisfaction) and indirectly predicted psychological well-being (e.g., optimal 
functioning of the individual). Taken together, these findings suggest that 
job crafting may be a useful strategy for improving occupational well-being 
(e.g., work engagement, job satisfaction and decrease of burnout), as well 
as the overall well-being of employees (e.g., subjective well-being and 
psychological well-being).

Based on these findings, we propose that job crafting can create favorable 
conditions for employees to experience positive mental states at work and in 
life, in general. Among the indicators of occupational well-being, flow at 
work has been characterized as a relevant construct for assessing the 
emotional state of professionals (Demerouti & Mäkikangas, 2017; Salanova, 
Martínez, Cifre, & Schaufeli, 2005). Work-related flow can be described as a 
positive and transient state of mind, in which professionals are fully absorbed 
in performing their work activities, feel enjoyment and are intrinsically 
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motivated to develop them (Demerouti, Bakker, Sonnentag, & Fullagar, 
2012). To the best of our knowledge, there is no previous empirical study 
that has investigated the relationship between the three job crafting 
strategies (Wrzesniewski & Dutton, 2001) and flow at work.

Individual well-being has been mainly assessed from the hedonic (i.e., 
subjective well-being) (Diener, 1984) and eudaimonic perspectives (i.e., psy
chological well-being) (Ryff, 1989). Recently, it was noted that the evaluation 
of well-being by means of positive mental health (Keyes, 2002) has been 
increasingly valued in health research, which is an indicator of the integration 
and adaptation of the individual to his or her community (Sequeira et al., 
2014). Positive mental health encompasses the assessment of emotional 
well-being (also identified as subjective well-being), psychological well-
being and social well-being simultaneously (Keyes, 2002; Machado & 
Bandeira, 2015), and it is therefore an effective measure of general well-
being. Studies evaluating the relationship of job crafting strategies with 
positive mental health may contribute to the understanding of their beneficial 
effect on overall well-being.

Based on this research review, the present study contributed to the 
literature by examining: 1. whether job crafting produces work-related flow, 
2. whether job crafting directly contributes to the increase of positive mental 
health, and 3. whether the occurrence of flow at work mediates the 
relationship of job crafting with positive mental health. To the best of our 
knowledge, the relationships between these variables have not been 
investigated in previous empirical studies. In addition, this study provides 
evidence to support the development of job crafting as a management 
strategy that may increase levels of mental health at work through work-
related flow experiences.

	 2.	FLOW AT WORK

Flow is a positive and intense mental state of short duration in which a 
person performing an activity is fully immersed in a feeling of energized 
focus and full devotion to the present moment and is enjoying it intensely 
(Csikszentmihalyi, 1996). In the work context, the flow state is similar to 
other experiences studied empirically in sports and in the arts (Salanova et 
al., 2005). Work-related flow can be experienced in any type of work because 
its occurrence depends more on the quality of the experience than on the 
nature of the activity (Demerouti & Mäkikangas, 2017). Flow at work is 
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defined as an intense short-peak experience at work characterized by 
absorption, enjoyment and intrinsic motivation. Absorption is characterized 
by a state of total concentration in which the individual is completely 
immersed in his or her work. The notion of time is distorted, and there is a 
momentary loss of self. Work enjoyment refers to feeling happy and making 
positive evaluations of the flow experience. Intrinsic motivation at work 
refers to performing an activity for its own sake and satisfaction, without 
necessarily seeking some extrinsic reward (Bakker, 2008).

Work-related flow levels were generally higher than the levels of flow 
experienced in active or passive leisure activities (Engeser & Baumann, 
2016). The occurrence of flow at work is related to the perception that an 
individual has about his or her ability to respond to challenging demands at 
work (Bakker, 2005). Concurrently, the variety and availability of job 
resources (e.g., autonomy, social support, opportunities for development) 
were positively related to work-related flow experiences (Mäkikangas, 
Bakker, Aunola, & Demerouti, 2010) and fostered the occurrence of future 
flow at work (Salanova, Bakker, & Llorens, 2006). Thus, the state of flow 
was most often experienced in work contexts that combined an abundance 
of job resources with challenging job demands (Bakker & Woerkom, 2017; 
Demerouti & Mäkikangas, 2017).

Proactive individual job redesign optimizes the level of job demands and 
job resources with individual needs at work (Tims et al., 2012). By shaping 
their own work experience, employees create opportunities to use abilities 
(e.g., skills, talents, competencies), to exert passions (e.g., intrinsic 
motivations) and to build meaning at work that is aligned with their personal 
values (Berg et al., 2013). In line with these perspectives, Bakker and 
Woerkom (2017) proposed that individuals can create their own work-
related flow experiences by using proactive individual strategies such as job 
crafting. Recent empirical findings have shown that task crafting predicted 
flow in millennial youth (i.e., dimension of work engagement) (Mihelič & 
Aleksić, 2017). Accordingly, we suggest that the individual job redesign 
strategies that physically alter tasks (e.g., creating challenging demands, 
increasing structural job resources), relationships (e.g., increasing social job 
resources), and strategies that cognitively modify the perception of tasks 
and relationships are all strategies leading to flow at work. Therefore, we 
propose the following hypothesis:

•	 Hypothesis 1: Task crafting (1a), cognitive crafting (1b), and relational 
crafting (1c) are positively related to flow at work.
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	 3.	POSITIVE MENTAL HEALTH

The hedonic perspective of well-being, also known as subjective or 
emotional well-being, emphasizes happiness, the preponderance of positive 
affect over negative affect, and overall life satisfaction (Diener, 1984). The 
eudaimonic perspective, or psychological well-being, proposes that well-
being is achieved through optimal individual functioning in conjunction 
with the development of character strengths and virtues, and the self-
actualization of potential (Ryff 1989). Subsequently, Keyes (2002) combined 
the hedonic concept of well-being and the psychological and societal aspects 
of eudaimonic well-being to make up the definition of positive mental 
health. Social well-being refers to a person’s development of individual 
potential in relationships with others and his or her optimal functioning in 
community (Machado & Bandeira, 2015). The construct of positive mental 
health (Keyes, 2002) has three dimensions (e.g., emotional well-being, 
psychological well-being and social well-being) and aligns with the three 
core components of the World Health Organization’s definition of mental 
health: well-being, effective functioning of an individual, and effective 
functioning for a community (Machado & Bandeira, 2015).

Research on the relationship of job crafting and occupational well-being 
has yielded positive results using primarily positive (e.g., work engagement) 
and negative (e.g., burnout) occupational indicators (Nielsen & Abildgaard, 
2012; Tims et al., 2013). Some studies have assessed the positive impact of 
job crafting on emotional well-being (Heuvel, Demerouti, & Peeters, 2015; 
Hooff & Hooft, 2014) and psychological well-being (Slemp & Vella-Brodrick, 
2014). However, the relationship between job crafting and social well-being, 
a component of positive mental health (Keyes, 2002), remains unexplored. 
Therefore, in line with these studies, we propose the following hypothesis:

•	 Hypothesis 2: Task crafting (2a), cognitive crafting (2b), and relational 
crafting (2c) are positively related to positive mental health (e.g., 
emotional well-being, psychological well-being and social well-being).

	 4.	 JOB CRAFTING, FLOW AT WORK AND POSITIVE 
MENTAL HEALTH

Job crafting is known to directly influence occupational well-being (e.g., 
work engagement) and broader well-being (e.g., subjective well-being and 
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psychological well-being). By redesigning their own work, employees also 
facilitate the emergence of work-related flow experiences (Bakker & 
Woerkom, 2017). The flow at work, a motivating and self-rewarding state of 
mind, is fostered by the individual’s perception of the importance of its 
outcome (Engeser & Baumann, 2016) and can be functional for his or her 
development at work (Bakker, 2005, 2008).

Demerouti et al. (2012) found that in the face of insufficient recovery 
after work breaks, work enjoyment (i.e., pleasurable dimension of flow at 
work) had a strong positive effect on vigor and a negative effect on exhaustion 
after a workday. This finding suggested that the positivity engendered by 
flow at work functioned as a substitute for insufficient work breaks and as a 
protective factor in dealing with the negative impact of high job demands 
(Demerouti et al., 2012). It has also been noted that various work-related 
flow experiences over time have strengthened personal resources (e.g., self-
efficacy) (Salanova et al., 2006). Consistent with the hedonic and eudaimonic 
perspectives of well-being, these findings suggest that work-related flow 
may influence subjective well-being (e.g., presence of positive affect and 
decrease of negative affect) and psychological well-being (e.g., development 
of personal resources and resilience).

In addition, it was observed that the averages of flow at work were 
higher when individuals were immersed in core work activities, followed by 
activities in which they were necessarily relating to others at work (i.e., 
cooperation and communication) (Engeser & Baumann, 2016). Thus, flow 
at work may also influence social well-being (e.g., developing positive 
relationships with others). While not necessarily a state of happiness, flow 
at work could be a key ingredient for a good life.

Flow experiences produce ephemeral positive effects on the individual, 
but lose their intensity by the end of the activity; thus, various flow 
experiences over time broaden and strengthen the self (Csikszentmihalyi, 
1996). Work-related flow is expected to increase overall well-being. 
Therefore, we will investigate whether work-related flow, facilitated or 
produced by job crafting, is conducive to overall well-being:

•	 Hypothesis 3: Flow at work mediates the relationships of task crafting 
(3a), cognitive crafting (3b), and relational crafting (3c) to positive 
mental health (emotional well-being, psychological well-being and 
social well-being).

Therefore, we propose that flow at work mediates the relationships 
between job crafting and positive mental health. Thus, considering the 
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different hypotheses formulated in the present study, our objective is to test 
the model presented in Figure 4.1.

Figure 4.1

FLOW AT WORK AS A MEDIATOR OF THE RELATIONSHIPS OF JOB 
CRAFTING WITH THE POSITIVE MENTAL HEALTH DIMENSIONS 

Emotional 
well-being

Psychological 
well-being

Social 
well-being

Flow  
at work

Task 
crafting

Cognitive 
crafting

Relational 
crafting

H1a H3a

H2a

H2a H2b

H1b H2a H2c H3b

H2b

H2c

H2b H3c

H2c

H1c

Source: Elaborated by the authors.

	 5.	METHOD

5.1	 Participants

In the present study, we used a convenience sample composed of 386 
professionals from different Brazilian states, 58% female, aged between 18 
and 78 (M = 44 years of age, SD = 12 years of age). In this sample, 59% were 
married, 26% were single, 11% were divorced, 1% were widowed and 3% 
had other relationship types. The job tenure of the participants ranged from 
one to 50 years of experience (M = 10.4 years of experience, SD = 10.2 years 
of experience). Among the participants, 56% held a postgraduate degree, 
30% had completed higher education, 7% were in a postgraduate program, 
5% were attending higher education, and 3% had completed high school.
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5.2	 Instruments

•	 Job Crafting Questionnaire (JCQ) (Slemp & Vella-Brodrick, 2013, adapted 
to Brazilian Portuguese by Pimenta de Devotto & Machado, 2017):  
consists of 15 items, answered on a Likert scale of six points ranging 
from “rarely” (1) to “very often” (6). The scale evaluates three dimen-
sions (task crafting, fc = 0.80; cognitive crafting, fc = 0.93; and rela-
tional crafting, fc = 0.75) and presents satisfactory reliability indices 
(Pimenta de Devotto & Machado, 2017). The Cronbach’s alpha and the 
fit indices in this sample were satisfactory, suggesting adjustment of  
the instrument: task crafting (α = 0.76); cognitive crafting (α = 0.91); 
and relational crafting, (α = 0.82); CFI = 0.97; TLI = 0.96; RMSEA 
(90% CI) = 0.08 (0.07 – 0.09).

•	 Mental Health Continuum (Keyes, 2005, adapted to Brazilian Portuguese 
by Machado & Bandeira, 2015): The scale consists of 14 items, answered 
on a six-point Likert scale, in which the extremes are “never” (1) and 
“everyday” (6). Three subscales were used to assess subjective or emo-
tional well-being (three items), psychological well-being (six items), and 
social well-being (five items). The instrument presented internal con-
sistency for the dimensions of positive mental health (emotional well-
being, α = 0.88; psychological well-being, α = 0.89; and social well-being, 
α = 0.85) and satisfactory fit indices (CFI = 0.96; TLI = 0.95; RMSEA 
(90% CI) = 0.10 (0.09 – 0.11)) in the present sample.

•	 Work-Related Flow Inventory –WOLF (Bakker, 2008, adapted to Brazilian 
Portuguese by Freitas, Damásio, Haddad, & Koller, 2019): the scale 
consists of 13 items answered according to a seven-point Likert scale (1 = 
never to 7 = always). Three subscales were used to assess absorption 
(four items), enjoyment (four items) and intrinsic motivation (five items). 
Items presented adequate internal consistency indices: absorption, α = 
0.92; enjoyment, α = 0.97; and intrinsic motivation, α = 0.87) (Freitas 
et al., 2019). The inventory showed internal consistency (α = 0.94) and 
satisfactory fit indices (CFI = 0.93; TLI = 0.92; RMSEA (90% CI) = 
0.13 (0.12 – 0.14) in the sample studied.

•	 Sociodemographic questionnaire: the instrument identifies the study sample 
in relation to demographic variables relevant to the research (e.g., gender 
and age).

5.3	 Data collection

Data collection was carried out through an online questionnaire on  
the Survey Monkey platform that was disseminated in social and professional 
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networks, as well as by the human resources department of a private  
organization of the services sector in the countryside of São Paulo State, for 
all its employees. This research was approved, in November of 2015, by the 
Research Ethics Committee of Pontfícia Universidade Católica de Campinas, 
under number Certificado de Apresentação para Apreciação Ética (Caae)  
no. 49694115.0.0000.5481. Confidentiality about the identity of the partici-
pants was guaranteed, as stated in the Informed Consent Form, according  
to Guidelines no. 466/2012 and earlier of the National Health Council.

5.4	 Data analysis

Data analysis was performed by structural equation modeling using the 
weighted least squares mean and variance-adjusted (WLSMV) estimation 
method. The WLSMV estimation method was used because it is a robust 
estimation method for ordinal data (Muthén & Muthén, 2010). The fit 
indices to evaluate the models were CFI (> 0.90), TLI (> 0.90), and RMSEA 
(<0.08, with 90% confidence interval not exceeding 0.10) (Brown, 2006). 
The bootstrapping technique (1,000 resamples) was used in all analyses 
performed in this study, and the 95% confidence interval of the effects of the 
investigated relationships was evaluated. All data analysis was performed 
with Mplus software version 6.12.

The three hypotheses proposed in this study were tested in three steps. 
The first step investigated whether job crafting performed as an antecedent 
to flow at work. In the second step, we investigated whether task crafting, 
cognitive crafting, and relational crafting were associated with positive 
mental health indices (emotional well-being, psychological well-being, and 
social well-being). Finally, in the third step, we evaluated whether flow at 
work mediated the relationships between task crafting, cognitive crafting, 
relational crafting with emotional well-being, psychological well-being and 
social well-being.

	 6.	RESULTS

The first step of the analysis investigated hypothesis 1, which proposed 
that the three dimensions of job crafting contribute to the explanation of flow 
at work indices (task crafting, β = 0.16, EP = 0.04, p > 0.001 95% CI = - 0.01 
– 0.32; cognitive crafting, β = 0.56, EP = 0.05, p < 0.001, 95% CI = 0.32 – 0.60; 
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and relational crafting, β = 0.09, EP = 0.06, p > 0.001, 95% CI = -0.07 – 0.23). 
The results showed that only the cognitive crafting dimension was directly 
associated with flow at work levels. Because the task crafting and relational 
crafting dimensions did not contribute significantly to the explanation of 
flow at work, a second model was tested, inserting only cognitive crafting 
and flow at work. Both variables presented a positive relationship of high 
magnitude (cognitive crafting, β = 0.63, EP = 0.03, p < 0.001, 95% CI = 
0.52 – 0.70). The adjustment indices were adequate for both models tested 
(model 1, χ² (134) = 1,926.13, p < 0.001; CFI = 0.92; TLI = 0.91; RMSEA 
(90% CI) = 0.19 (0.18 – 0.19); and model 2, χ² (134) = 2,192.62, p < 0.001; 
CFI = 0.92; TLI = 0.91; RMSEA (90% CI) = 0.12 (0.11 – 0.12)).

To test hypothesis 2, we investigated whether the three dimensions of 
job crafting contributed to the explanation of positive mental health levels. 
Only the cognitive crafting dimension (β = 0.46, EP = 0.08; p < 0.001, 95% 
CI = 0.20 – 0.64) and relational crafting (β = 0.23, EP = 0.08, p < 0.001, 
95% CI = 0.04 – 0.44) explained the levels of emotional well-being. The 
same pattern of relationships was observed for psychological well-being, in 
which the cognitive crafting dimension (β = 0.40, EP = 0.07, p < 0.001, 
95% CI = 0.15 – 0.53) and relational crafting (β = 0.28, EP = 0.08, p < 
0.001, 95% CI = 0.15 – 0.60) contributed to explaining that dimension. The 
social well-being dimension also presented relationships of medium magni-
tude with the cognitive crafting dimensions (β = 0.41, EP = 0.07, p < 0.001, 
95% CI = 0.17 – 0.53) and relational crafting (β = 0.35, EP = 0.08, p < 
0.001, 95% CI = 0.15 – 0.55). The task crafting dimension did not yield 
statistically significant contributions to explain the three dimensions of  
positive mental health (psychological well-being, β = -0.05, EP = 0.10; p > 
0.001, 95% CI = -0.31 – 0.21; emotional well-being, β = 0.04, EP = 0.08;  
p > 0.001, 95% CI = -0.18 – 0.25; and social well-being, β = -0.02, EP = 
0.08; p > 0.001, 95% CI = -0.23 – 0.18).

Because the task crafting dimension did not contribute to the explanation 
of positive mental health, a second model was carried out to evaluate the 
direct effects of cognitive crafting and relational crafting on the dimensions of 
positive mental health. The results showed that these two dimensions made 
significant contributions of medium size magnitude in explaining levels of 
emotional well-being, psychological well-being and social well-being. The 
first model (χ² (362) = 1,034.27, p < 0.001; CFI = 0.95; TLI = 0.95; RMSEA 
(90% CI) = 0.07 (0.06 – 0, 07)) and the second model (χ² (242) = 852.45, 
p < 0.001; CFI = 0.95; TLI = 0.95; RMSEA (90% CI) = 0.8 (0.07 – 0.09)) 
presented adequate adjustment indices.
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The third hypothesis proposed that the relationships of job crafting with 
positive mental health levels would be mediated by flow at work. However, 
based on the results of the analysis in the previous steps, this hypothesis 
was reformulated. Thus, we evaluated whether flow at work mediated the 
relationship of the cognitive crafting dimension with positive mental health 
indices and whether the relational crafting dimension contributed to the 
explanation of emotional well-being, psychological well-being and social 
well-being. The results showed that flow at work fully mediated the 
relationship of cognitive crafting dimension (β = 0.75, EP = 0.03, p < 0.001, 
95% CI = 0.21 – 0.43), with positive mental health levels (emotional well-
being, β = 0.54, EP = 0.10; p <0.001, 95% CI = 0.36 – 0.89; psychological 
well-being, β = 0.44, EP = 0, 09; p < 0.001, 95% CI = 0.23 – 0.69, and 
social well-being, β = 0.32, EP = 0.09; p < 0.001, 95% CI = 0.14 – 0.65) 
(see Figure 6.1). The relational crafting dimension contributed to explaining 
higher levels of emotional well-being (β = 0.19, EP = 0.08; p < 0.001, 95% 
CI = 0.09 - 0.39), psychological well-being (β = 0.27, EP = 0.08; p < 0.001, 
95% CI = 0.02 – 0.45) and social well-being (β = 0.33, EP = 0.09; p < 
0.001, 95% CI = 0.11 – 0.59) (see Figure 6.1). In addition, the dimensions 
of positive mental health were positively related to each other (emotional 
well-being with psychological well-being, r = 0.64, PE = 0.03; p < 0.001, 
95% CI = 0.14 – 0.28; psychological well-being with social well-being, r = 
0.49, EP = 0.03; p < 0.001, 95% CI = 0.10 – 0.24; and emotional well-being 
with social well-being r = 0.42, EP = 0.03, p < 0.001, 95% CI = 0.09 – 0.24). 
The fit indices of this model were satisfactory (χ² (615) = 2,957.69; CFI = 
0.92; TLI = 0.91; RMSEA (90% CI) = 0.10 (0.09 – 0.10)), indicating the 
adequacy of the model.
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Figure 6.1

FINAL MEDIATIONAL MODEL WITH STANDARDIZED PARAMETERS

Psychological 
well-being

Social 
well-being

Emotional 
well-being

Cognitive 
crafting

Relational 
crafting

Flow  
at work

0.75*

0.54*

0.19*

0.03 (n.s.) 
(0.43*)

0.10 (n.s.) 
(0.42*)

0.44*

0.42*

0.49*

0.32*

0.27* 
(0.29*)

0.33* 
(0.35*)

0.16 (n.s.) 
(0.40*)

0.65*

0.64*

*  p < 0.001; values in parentheses are the values of relationships between variables (c’) without flow mediation.

Source: Elaborated by the authors.

	 7.	 DISCUSSION

Given the perspective of individual job redesign as a viable strategy for 
obtaining positive outcomes at work (Rudolph et al., 2017), the aims of the 
present study were to investigate the influence of the three job crafting 
strategies (Wrzesniewski & Dutton, 2001) on work-related flow (hypothe-
sis 1) and on positive mental health (hypothesis 2) and to test whether the 
occurrence of flow at work mediated the relationship of job crafting with 
positive mental health (hypothesis 3). Our findings partially corroborated 
these three hypotheses.

Our findings reinforced the proposition that individuals can create their 
own work-related flow experiences by means of job crafting (Bakker & 
Woerkom, 2017). However, considering the three dimensions of job crafting, 
only the dimension of cognitive crafting exerted a moderate positive 
influence on flow at work. Contrary to our expectations, tangible individual 
job redesign behaviors, such as task and relationship crafting, did not have 
a direct and significant impact on the occurrence of flow at work. This result 
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suggests that flow at work, a positive and intense mental state of short 
duration (Bakker, 2008), depends more on intangible changes (Lichtenthaler 
& Fischbach, 2016) than on physical changes made by employees to tasks 
and relationships at work.

The importance of the cognitive crafting dimension of job crafting was 
also noted in relation to positive mental health. Hypothesis 2 predicted that 
task crafting (2a), cognitive crafting (2b), and relational crafting (2c) would 
be positively related to positive mental health. The results showed that 
cognitive crafting made a significant contribution of an average magnitude 
in explaining the dimensions of positive mental health, while relational 
crafting had a low-magnitude, but a significant influence on the dimensions 
of positive mental health. Thus, hypotheses (2b) and (2c) were corroborated. 
Contrary to hypothesis 2a, task crafting did not contribute to overall well-
being. Therefore, our results provide new evidence about the preponderant 
role of cognitive crafting in relation to other job crafting strategies.

Previous studies have provided evidence of the beneficial role of job 
crafting on subjective well-being and psychological well-being (Slemp & 
Vella-Brodrick, 2015; Tims et al., 2012; Heuvel et al., 2015). However, the 
influence of job crafting on social well-being was unknown. Our findings 
demonstrated that individuals who cognitively crafted their work or changed 
their relationships at work experienced more social well-being. Specifically, 
the positive impact of increased levels of relational crafting on positive mental 
health demonstrated that employees who sought to develop positive 
relationships with their superiors and coworkers experienced higher levels 
of well-being, possibly because such crafting actions expanded their social 
job resources (e.g., social support, supervisor support). Individuals with 
high levels of social well-being have positive perceptions about the 
functioning of society, feel part of a community and contribute to its 
development (Machado & Bandeira, 2015). The relationships revealed in 
this study can be understood by observing that, in a collectivist culture such 
as Brazil (Minkov et al., 2017), employees who perceive having higher levels 
of social support at work may experience a greater number of positive work 
experiences, rely on peer support in different situations and perceive their 
lives as successful.

Job crafting takes place within the organizational boundaries of work 
(Wrzesniewski & Dutton, 2001) to change levels of job demands and job 
resources (Tims et al., 2012) or to satisfy the basic psychological needs of 
employees (Slemp & Vella-Brodrick, 2015). However, our findings suggest 
that job crafting outcomes go beyond the work context. Taking the direct 
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effects of cognitive crafting and relational crafting on the three dimensions 
of positive mental health, we concluded that job crafting can influence the 
broader and more permanent state of well-being. Job crafting contributes to 
hedonic and eudaimonic well-being, as well as to social well-being.

Finally, we found that flow at work, primarily produced by cognitive 
crafting, completely mediated the relationship of this dimension of job crafting 
with positive mental health. This finding fully corroborated hypothesis 3b. 
Individuals who cognitively crafted their own work experienced higher 
levels of flow at work, which, in turn, contributed to their emotional, psycho
logical and social well-being. As noted before, and contrary to our expecta
tions, task crafting did not contribute to promoting flow at work or influence 
positive mental health. Thus, hypothesis 3a was refuted. Relational crafting 
did not contribute to the occurrence of work-related flow, but it exerted a 
low-magnitude, but significant influence on the three dimensions of positive 
mental health.

Cognitive crafting changes employees’ perceptions of their own work  
to make it more meaningful and rewarding (Berg et al., 2013). Employees 
who engage in cognitive crafting often think about how their work brings 
meaning and purpose to life and how it contributes to their personal 
development and well-being. Moreover, job crafters keep in mind the value 
of their contributions to an organization’s success and to their community’s 
interests (Slemp & Vella-Brodrick, 2014). Scholars have suggested that 
cognitive crafting is the job crafting dimension that most closely aligns with 
the construction of a positive identity and meaning at work. Concurrently, 
organizations have an ethical and moral obligation to establish conditions 
that foster meaningful work (Michaelson, Pratt, Grant, & Dunn, 2014). 
Therefore, work conditions that facilitate job crafting should be promoted, 
especially those that stimulate cognitive crafting, because it has the potential 
to bring positive outcomes for employees and organizations.

Our findings called attention to the preponderant role of cognitive crafting, 
an intangible dimension of individual job redesign, in the promotion of 
work-related flow. The job crafting scale (JCS) (Tims et al., 2012), which is 
the most widely used job crafting instrument among researchers (Rudolph 
et al., 2017), operationalized job crafting in self-initiated behaviors of 
employees willing to make actual changes in the level of their job demands 
or job resources (Tims and Bakker, 2012), but it excludes the cognitive 
crafting dimension of the construct (Slemp & Vella-Brodrick, 2013). In the 
validation study of the job crafting questionnaire (Slemp & Vella Brodrick, 
2013) adapted to the Brazilian context, the authors found that cognitive 
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crafting was the most salient dimension of the construct compared to task 
and relational crafting. In the Brazilian sample, cognitive crafting showed 
the highest internal consistency, had precedence in the extraction of factors 
and explained a greater variance (Pimenta de Devotto, 2016). Empirical 
studies that evaluated the contribution of cognitive crafting to positive 
outcomes at work are scarce (Niessen, Weseler, & Kostova, 2016). Therefore, 
we suggest that the role of cognitive crafting should not be neglected when 
evaluating job crafting, and it deserves more attention from researchers.

The inclusion of the cognitive crafting dimension in the job crafting 
assessment allowed us to evaluate the temporal sequence of individual job 
redesign actions (Slemp & Vella-Brodrick, 2013). Our findings suggested 
that cognitive crafting may precede task and relational crafting. Once 
individuals have reformulated the meaning of their work, they should be 
better able to engage in tangible task crafting (e.g., adding new tasks to their 
work, changing the scope of tasks), as well as to make changes in the quantity 
and quality of work interactions. Sakuraya et al. (2016) found that, after an 
intervention program that stimulated job crafting behaviors in professionals 
in Japan, cognitive crafting significantly improved, but task and relational 
crafting did not. According to the authors, it may take a shorter time for 
employees to craft their own jobs cognitively and a longer time to craft their 
tasks and relationships at work. Task or relational crafting generate actual 
job changes, such crafting strategies may take more time to happen or 
require specific skills to be accomplished (Sakuraya et al., 2016).

In line with this perspective, Wrzesniewski et al. (2013) proposed three 
archetypal paths through which meanings and identities at work can lead to 
individual job redesign or be a result of it. Two archetypal pathways, 
alignment crafting (i.e., the pursuit of alignment between self and work) 
and aspirational crafting (i.e., changes in task and relationships to meet 
aspirations), would be driven by an a priori positive meaning and identity at 
work. The third archetypal pathway, called accidental crafting, is a process in 
which job crafting leads to an unintended discovery of more positive meaning 
at work. Therefore, in two of these three archetypal pathways, the cognitive 
crafting dimension precedes the tangible changes in tasks and relationships. 
Future studies can test the temporal sequence of the three job crafting 
strategies and investigate the factors and conditions, contributing to the 
different types of job crafting.

Despite its contributions, our research had three limitations. First, the 
exclusive use of self-report instruments may have produced bias related to 
the data collection method, so data need be analyzed with caution. The 
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second limitation refers to the use of a sample by convenience, which 
resulted in a highly educated sample. Sample characteristics and sample by 
convenience may limit the generalization of results to other types of research. 
Finally, the relationships between well-being and other types of variables, 
such as personality traits, personal resources and job demands, were not 
assessed. The lack of evaluation of such variables makes it difficult to 
generalize the results, as these variables are related to occupational well-
being (Demerouti, Bakker, & Gevers, 2015; Demerouti et al., 2012) and 
general well-being. (e.g., positive mental health) (Machado & Bandeira, 2015).

Regardless of these limitations, our study is of theoretical and practical 
relevance, as it demonstrated the role of job crafting in promoting work-
related flow and positive mental health. Future studies should investigate 
whether these relationships are replicated in occupational groups with 
different educational levels. In addition, longitudinal studies may uncover 
whether job crafting is a predictor of different well-being states (e.g., work-
related flow and positive mental health). Future research should contribute 
to the development of work-related interventions to promote occupational 
well-being and positive mental health.

O PAPEL DO REDESENHO DO TRABALHO NA PROMOÇÃO 
DO FLOW E DO BEM-ESTAR

	 RESUMO

Objetivo: Investigar o papel mediador do flow no trabalho entre as rela-
ções das dimensões de redesenho no trabalho (redesenho da tarefa, 
reformulação cognitiva e redesenho das relações) com as dimensões de 
saúde mental positiva (bem-estar emocional, bem-estar psicológico e 
bem-estar social).
Originalidade/valor: As ações de redesenho no trabalho têm sido valori-
zadas como antecedentes do bem-estar laboral dos profissionais. O pre-
sente estudo contribuiu para a literatura ao examinar as relações entre 
as ações de redesenho no trabalho, o flow no trabalho e a saúde mental 
positiva, ainda não investigadas em trabalhos empíricos prévios.
Design/metodologia/abordagem: Utilizou-se a abordagem quantitativa 
por meio de um questionário on-line composto por questionário socio
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demográfico e três escalas. A amostra foi composta por 386 profissio-
nais de diferentes estados brasileiros, sendo 58% do gênero feminino, 
com idade média de 44 anos (DP = 12 anos). Os dados foram analisados 
por meio de equações estruturais.
Resultados: Os resultados das análises de equações estruturais demons-
traram que o redesenho das relações apresentou um impacto direto 
sobre a saúde mental positiva. As relações da reformulação cognitiva 
com a saúde mental positiva foram totalmente mediadas pelos níveis de 
flow no trabalho. Conclui-se que as ações de redesenho do trabalho, pri-
mordialmente a reformulação cognitiva, influenciam o bem-estar labo-
ral e geral.

	 PALAVRAS-CHAVE

Atitudes dos empregados. Flow. Redesenho do trabalho. Saúde mental. 
Modelo de equações estruturais.
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