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Abstract

With the purpose of extending job crafting theory, the

current article outlines a comprehensive conceptual

model of work-related need crafting grounded in self-

determination theory—the Self-Determination Theory

Model of Need Crafting at Work. Specifically, by taking

as our basis the three basic psychological needs for

autonomy, competence, and relatedness, we introduce

the concept of work-related need crafting and outline its

underlying cognitive and behavioral components. We

also theorize how cognitive and behavioral forms of

need crafting are related and how cognitive and behav-

ioral need crafting foster well-being and optimal func-

tioning by enhancing need satisfaction and reducing

need frustration. Finally, we outline a reciprocal relation

between need crafting practices and the experience of

basic psychological needs, and thereby depict how need

crafting and basic psychological needs develop over

time. In sum, the Self-determination Theory Model of

Need Crafting at Work provides a theory-based frame-

work relevant for covering a wide breadth of different

need crafting practices that have the potential to signifi-

cantly advance future research on job crafting for the

benefit of both employees and organizations.
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INTRODUCTION

Job crafting has become a “hot” topic in the literature over the past 20 years. In the midst of the
knowledge society, employees are increasingly in charge of their own work experiences, and
employers also expect employees to be proactive and make adjustments in relation to their
work and the tasks they are to complete. In essence, job crafting is referred to as proactive
behaviors and cognitions that employees engage in with the aim of aligning their jobs with their
own preferences, motives, and passions (Wrzesniewski & Dutton, 2001). A rapidly growing
body of research has shown that job crafting is related to a wide variety of positive outcomes for
employee well-being (e.g., work engagement, job satisfaction, meaningfulness, and positive
affect) and performance (e.g., self-rated and other-rated performance) (Rudolph et al., 2017;
Zhang & Parker, 2019). Moreover, studies have suggested that job crafting may constitute a pro-
tective factor against the negative effects of job strain, such as burnout (Demerouti, 2015; Tims
et al., 2013).

The evolution of job crafting research started with the original role-based conceptualization
by Wrzesniewski and Dutton (2001) and continued with its adaptation to resource-based per-
spectives (Tims & Bakker, 2010) drawing from the Job Demands-Resources (JD-R) model
(Bakker et al., 2023). More recently, new conceptual developments in distinguishing crafting
practices (Bruning & Campion, 2018) have led to further evolution of both the role-based
(e.g., Bindl et al., 2019) and the resource-based (e.g., Zhang & Parker, 2019) perspectives of
crafting. However, most of this research has focused on the effects of proactive changes in exter-
nal factors of work such as crafting for job demands and resources, while individuals' own bene-
fits (e.g., motives and needs) as the foci of crafting behaviors and cognitions have so far been
left to the periphery. In this article, alongside an emerging literature of need crafting at the
work-nonwork interface and in the educational domain (de Bloom et al., 2020; Laporte
et al., 2021), we develop a third strand drawing on psychological needs (i.e., psychological nutri-
ments essential for adjustment, integrity, and growth) as key foci of crafting, extending prior
crafting research: a conceptualization of job crafting based on Self-Determination Theory (SDT;
Deci & Ryan, 2000; Ryan & Deci, 2017).

By introducing the concept “work-related need crafting” and a conceptual model depicting
how its cognitive (i.e., changing how the job is perceived) and behavioral (i.e., changing how
the job is conducted) forms are related and, further, how they play into a motivational process
predicting employee well-being and work functioning, we contribute to the literature on job
crafting in four important ways. First, existing research on job crafting drawing on prevailing
conceptualizations tends to overlook the full range of strategies that employees may use
(Demerouti et al., 2019) and that has been indicated in qualitative studies (see, for instance,
Lazazzara et al., 2020). Adopting a needs-based approach to crafting at work does not restrict
crafting behaviors and cognitions to a narrow set defined by external demands and resources.
For instance, shaping non-instrumental relationships that can foster relatedness, emphasizing
personally important tasks that can increase the sense of autonomy, and practices such as men-
tally expanding one's potential capabilities to foster the experience of competence, has been
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altogether left out of prior crafting conceptualizations, despite such strategies being widespread
in qualitative crafting research (Lazazzara et al., 2020). Due to the broad and universal nature
of basic psychological needs (Vansteenkiste et al., 2023), we can readily map a broad spectrum
of these crafting practices into our needs-based framework. This is in line with recent calls for a
clearer understanding of the diversity of forms crafting can take (Zhang et al., 2023).

Second, our model depicts cognitive crafting at work as a key antecedent to behavioral
crafting, an interrelation that has not been explicated in existing models. In particular, in con-
trast to a majority of job crafting research, which has generally focused on behavioral change
(e.g., Bakker et al., 2012; Tims et al., 2022), we propose that cognitive need crafting acts as a key
antecedent for behavioral need crafting, highlighting the importance of cognitive processes for
the initiation of behavioral crafting practices. Furthermore, we also describe how cognitive need
crafting may be, in turn, affected by behavioral need crafting through the concrete impact the
latter has on basic psychological needs. Third, by drawing on the basic SDT model in the work-
place (Deci et al., 2017), the Self-determination Theory Model of Need Crafting at Work pro-
vides a theory-based account for how the crafting process at work relates to well-being and
optimal employee functioning and how this process unfolds over time. With this, we extend
recent work in the literature on the reciprocal dynamics associated with crafting (e.g., Clinton
et al., 2024; Zhang et al., 2023) and the relationship between crafting and basic psychological
needs (e.g., Bakker & Van Woerkom, 2017). Specifically, satisfaction (i.e., the experience of ful-
fillment) and frustration (i.e., the experience of undermining) of the basic psychological needs
are proposed to represent the key intermediating mechanisms that translate the effects of
crafting practices on employee outcomes. Moreover, need satisfaction and frustration are pro-
posed to predict further engagement in crafting practices, depicting a reciprocal process
between work-related need crafting and basic needs where an increase in need satisfaction and
a decrease in frustration broadens the perspective regarding crafting opportunities and provides
additional energy to build on existing crafting efforts. Fourth, in addition to contributing to the
literature on job crafting, the creation of the concept of work-related need crafting serves as a
theoretical extension of SDT, in particular the basic SDT model in the workplace (Deci
et al., 2017), accounting for an individual level source of need satisfaction and frustration. With
this, need crafting broadens the scope of factors that are associated with motivational processes
within the realm of work.

Job crafting: takeaways from role-based, resource-based and approach-
avoidance models

Research on job crafting started with role-based models. In their seminal conceptualization,
Wrzesniewski and Dutton (2001) defined job crafting as “the physical and cognitive changes
individuals make in the task or relational boundaries of their work” (p. 179). They posited that
employees use three types of crafting strategies to change their work role identity and enhance
the meaning of their work: task, relational, and cognitive crafting. Task crafting entails altering
the type, number, or scope of the tasks (e.g., spending more time on fulfilling tasks). Relational
crafting refers to changing with whom one interacts or the nature of one's interactions in the
workplace (e.g., making an effort to get to know people well at work). Cognitive crafting refers
to altering how one views one's job––in terms of both how the job functions and what impact
the job has (e.g., seeing one's job as a meaningful contribution to society).
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A decade after job crafting was coined by Wrzesniewski and Dutton (2001), Tims and
Bakker (2010) introduced a resource-based view of crafting, integrating it within an existing
theoretical model of employee health, the job demands-resources (JD-R) model. Herein, job
demands are seen as characteristics of one's work that require sustained physical, emotional, or
mental effort, while job resources are job characteristics assumed to stimulate personal growth
and development, reduce job demands, or are functional in achieving work goals (Bakker &
Demerouti, 2017). Within this strand of crafting models, job crafting is described as the changes
that employees make to balance their job demands and job resources with their personal abili-
ties and needs (Tims & Bakker, 2010) to feel engaged in their work and to avoid exhaustion.
These models are organized around what overall categories of work characteristics are being
impacted by crafting (demands, resources) and how they are being impacted (increasing, reduc-
ing, and optimizing). Empirically, these models look at employees' increasing resources,
increasing challenging demands, reducing hindering demands (Petrou et al., 2012), and opti-
mizing hindering demands (Demerouti & Peeters, 2018). Accordingly, research using resource-
based models has primarily focused on behavioral crafting processes.

More recently, a new taxonomy has emerged in the literature (Bruning & Campion, 2018),
distinguishing between crafting processes that expand engagement toward desirable work out-
comes (approach crafting) and crafting processes that reduce engagement to prevent negative
work outcomes (avoidance crafting). This taxonomy has led to the creation of new integrative
models that combine the approach-avoidance dichotomy with resource-based crafting
(Zhang & Parker, 2019) and with role-based crafting (Bindl et al., 2019).

Looking at the key takeaways from the main strands of crafting, it can be argued that role-
based models (Bindl et al., 2019; Wrzesniewski & Dutton, 2001) are organized around what con-
crete aspects of work are being crafted (i.e., tasks, relations, skills, and personal perspectives),
thus distinguishing between the different forms of crafting. However, these models do not pro-
vide a substantial theoretical basis for the motivational underpinnings of crafting strategies,
making it unclear which set of potential needs, motives, or passions would explain how and
why a specific aspect of a job (e.g., tasks) is crafted. Moreover, they rely on a limited view of the
cognitive processes underlying cognitive crafting, focusing mainly on meaningfulness through
emphasizing importance of tasks and roles.

By contrast, resource-based models connect crafting with a well-established model of occu-
pational health antecedents, articulating how employees can increase or decrease specific
aspects of their work to support their health and well-being (see also Bruning &
Campion, 2018). Yet neither pioneering nor more recent models of resource-based crafting dis-
tinguish forms of crafting within the broad and rather abstract categories of demands and
resources, thus overlooking how distinct crafting processes (tasks, relations, skills, and personal
perspectives) may be sustained over time (Zhang et al., 2023). Moreover, this categorization
focuses on resources and demands that have an objective instrumental value for work effective-
ness, at the expense of other job aspects that may be just as necessary for thriving at work. For
instance, prior resource-based crafting research has emphasized asking for support and feed-
back from colleagues and supervisors (e.g., Tims et al., 2012), which focuses solely on the
instrumental side of work relationships (Petrou et al., 2012; Tims & Bakker, 2010). However,
there has been a growing interest in the literature regarding how workplace relationships can
be valuable without being instrumental (Bannya et al., 2023). Indeed, qualitative studies have
shown that employees engage in crafting to nurture affective workplace relationships based on
mutual liking rather than instrumental value (Lazazzara et al., 2020), highlighting the need to
incorporate this potentially key aspect of crafting for relatedness in crafting models. Finally, key
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behavioral crafting practices for autonomy, such as emphasizing tasks that are personally
important or aligned with one's personal values (Berg et al., 2010), have thus far not been inte-
grated with resource-based models of crafting.

Lastly, the approach-avoidance view on crafting is organized around how the same concrete
aspect of work can be crafted from two distinct perspectives: to increase its positive effects or to
reduce its negative consequences. Yet the avoidance side of this dichotomy is defined and inter-
preted differently across the literature, sometimes being considered as “crafting by doing less”
and therefore conducive to negative outcomes (Lichtenthaler & Fischbach, 2019), sometimes
being considered as “crafting by focusing on what is good” (Bindl et al., 2019) and therefore
conducive to positive outcomes, thus questioning the purpose and level of proactivity involved
in avoidance crafting.

We argue that centering crafting around basic psychological needs addresses these limita-
tions and provides a stronger theoretical basis for employees' crafting practices than modulating
external demands and resources, while encompassing both behaviors and cognitions neglected
in prior research. Accordingly, we argue in line with role-based models, that crafting should be
organized alongside the diversity of concrete experiences of employees rather than all-
encompassing collections of work characteristics, but, at the same time, alongside the resource-
based models, we posit that crafting should address both positive work experiences and negative
work experiences at the behavioral level. This approach affords the potential to encompass
crafting strategies for addressing all three basic needs that have been shown to be imperative
for thriving at work, not just the need for competence, which tends to be the more emphasized
one in existing crafting models (e.g., crafting for learning, feedback, and skills use). Our model
focuses on the approach side of crafting, as we consider that this side is more likely to encom-
pass all the proactive change processes that will positively impact basic psychological needs.
Beyond existing models and strands of research, we also introduce the importance of theorizing
the interplay between the cognitive and the behavioral facets of crafting, which has thus far just
been hinted at (Wrzesniewski & Dutton, 2001; Zhang & Parker, 2019) and only more recently
empirically explored (Costantini, 2022).

SDT and the potential of need-driven crafting models

SDT is a macro-theory of human motivation across life domains that has received increasing
attention in the organizational literature over the past 15 years. One of its main tenets revolves
around the existence of three basic psychological needs conceived as innate, essential, and uni-
versal (Deci & Ryan, 2000): the needs for autonomy, competence, and relatedness. The need for
autonomy designates the desire for individuals to choose actions and make decisions following
their own volition. The need for competence designates the desire for individuals to have a
sense of mastery in the processes or tasks they enact and the chance to develop one's abilities.
Finally, the need for relatedness designates the desire of individuals to feel part of a community
and have a sense of connection to those surrounding them. These three needs cover the essen-
tial experiences conducive for optimal human functioning (Vansteenkiste et al., 2020), making
satisfaction of them in the workplace of utmost importance for employees' psychosocial adjust-
ment and well-being. Indeed, research has shown that employees report more positively in rela-
tion to their work attitudes, productive work behavior, and work-related and general well-being
when their needs are satisfied at work (for a meta-analysis, see, e.g., Van den Broeck
et al., 2016). Whereas psychological need satisfaction is growth-conducive, the frustration of the
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same needs creates negative consequences for employees, including ill-being, negative attitudes,
and counterproductive behaviors (for a review, see Deci et al., 2017; Forest et al., 2023;
Olafsen & Deci, 2020).

Most research on need satisfaction and frustration to date has focused on the role of
social-contextual influences for employees' functioning, with less focus given to individual-level
factors and processes (Olafsen & Deci, 2020). Yet employees are not just passive recipients of
contextual need support. Particularly, in today's knowledge society, they can also proactively
steer their own work, thereby contributing to their own need satisfaction and potentially
uplifting their own functioning. According to SDT, humans are indeed “proactive organisms
that have the inclination to shape and optimize their own life conditions” (Vansteenkiste &
Ryan, 2013, p. 264). The idea that people have a natural inclination to seek and create work
environments that contribute to their own need satisfaction and growth is thus fully consistent
with SDT's organismic-dialectical perspective (Ryan & Deci, 2002) and recently also supported
in some emerging studies. In 2014, Slemp and Vella-Brodrick conducted the first exploration of
job crafting with relation to SDT, retaining the original structure and definition of job crafting
from Wrzesniewski and Dutton (2001) and expanding on the motivational factors behind
crafting processes. To that end, they aligned the original antecedents of job crafting (i.e., need
for control, need for positive self-image, and need to connect with others) with basic psychologi-
cal needs (i.e., need for autonomy, need for competence, and need for relatedness). Subsequent
studies have shown similar results, demonstrating how job crafting relates to increased need
satisfaction and decreased need frustration (Bakker & Oerlemans, 2019; Toyama et al., 2022).
Further, while these studies suggest that job crafting can be an initiator of basic psychological
need satisfaction, other studies examine job crafting as a consequence of motivational orienta-
tion (Berdicchia et al., 2021; Wu et al., 2022), suggesting a reciprocal process. With SDT's
assumption that individuals inherently possess an active organismic nature driving them to
seek need satisfaction, growth, optimal functioning, and wellness, job crafting emerges as a nat-
ural way for people to achieve these aspirations in the context of work. That is, job crafting
allows individuals to tailor their job roles, tasks, and interactions, enabling them to align their
work with their needs, growth, and wellness ambitions. At the same time, SDT underscores the
importance of an optimal motivational process that is inherently conducive to proactive behav-
iors, including job crafting. Therefore, work contexts that nurture employees' basic psychologi-
cal needs and foster autonomous work motivation amplify employees' inherent active nature,
thus facilitating more crafting behaviors. This highlights a synergistic relation: while job
crafting is an individual strategy to enhance need satisfaction within the workplace, the extent
and effectiveness of these crafting efforts are significantly influenced by the motivational quality
of the work environment.

With basic psychological needs being both central antecedents and outcomes of job crafting,
the reasoning turns to how crafting can be understood as a motivational process directly involv-
ing basic psychological needs. This need-driven conceptualization of crafting was first examined
by de Bloom et al. (2020), with a crafting model that emphasized individuals' psychological
needs as key factors forming the content and foci of crafting efforts across different life domains
and role identities. Drawing on the tenets of SDT, we further develop this need-driven approach
to crafting to propose a novel concept, work-related need crafting, as behaviors and cognitions
focused on enhancing need satisfaction and reducing need frustration at work, and by develop-
ing a conceptual model of how work-related need crafting constitutes a reciprocal motivational
process.
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AN INTEGRATED FRAMEWORK OF WORK-RELATED NEED
CRAFTING

Congruent with SDT's assumption of the inherent proactivity of humans to shape themselves
and their environment to better satisfy basic psychological needs (Vansteenkiste & Ryan, 2013),
one could argue that employees who craft to shape their demands and resources are indeed ulti-
mately engaging in these crafting practices in order to satisfy their basic psychological needs as
an intrinsic, underlying goal (see also Holman et al., 2024 on need satisfaction as a potential
key goal of demands- and resource-based job crafting). That is, crafting one's various job charac-
teristics to optimize one's work is a strategy that aims to self-fulfill one's basic psychological
needs for autonomy, competence, and relatedness and could hence be organized as such. As
such, we propose that the most proximal outcome of work-related need crafting is enhanced
need satisfaction and diminished need frustration, while external job demands and resources
are more distal outcomes of need crafting. In other words, through need crafting, individuals
shape themselves as well as their work environments.

An emerging strand of research has started to focus on proactive self-management of need-
based experiences among adolescents (Laporte et al., 2021), in non-work contexts
(e.g., Kujanpää et al., 2022), and recently in the work domain (Tušl et al., 2024), demonstrating
positive effects for psychological need satisfaction, health, and well-being across life domains.
According to Laporte et al. (2021, p. 68), need crafting entails both “awareness of one's personal
sources of psychological need satisfaction and a tendency to act upon this awareness,” thus
including both a cognitive and behavioral element. Moreover, de Bloom et al. (2020) proposed
needs-based crafting as proactive and self-initiated changes across different role identities
(e.g., parent and volunteer) targeted at individual needs (e.g., crafting for autonomy, for detach-
ment, and for relaxation).

The model we propose next aligns with prior studies in conceptualizing crafting around
basic psychological needs and the implications it has on further need experiences. However, we
argue that for cognitions or behaviors to be labeled as need crafting, they need to be proactive,
intentional, and self-initiated (de Bloom et al., 2020). As such, in contrast to the work by
Laporte et al. (2021) and Laporte, Soenens, et al. (2022), we conceptualize cognitive and behav-
ioral need crafting efforts at work more broadly than crafting centered purely on a mental state
of awareness and a behavioral tendency to act. Moreover, in contrast to de Bloom et al. (2020)
and Tušl et al. (2024), we differentiate between cognitive and behavioral need crafting as two
unique forms of crafting. In addition, and importantly, we further differentiate behavioral need
crafting in terms of resource- and demand-based need crafting to bring this concept to the work
context in a way that integrates the extensive prior literature on behavioral job crafting. This
makes the concept more uniquely tailored and applicable to crafting at work specifically than
prior conceptualizations of need crafting, as it applies to certain boundaries specific to this
domain. Moreover, we exclude facets of crafting related to detachment and relaxation from our
conceptualization of work-related need crafting, as these experiences may be complicated to
craft for within the work-domain as well as not meeting the criteria for being a basic need
within SDT.

We define work-related need crafting as the cognitive or behavioral processes, initiated by
an employee, aimed at increasing the satisfaction and reducing the frustration of their basic
psychological needs for autonomy, competence, and relatedness, through modifying the content
and context of their job. This definition entails two distinct forms of need crafting: behavioral
need crafting and cognitive need crafting. Additionally, behavioral need crafting can be
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distinguished into two sub-forms: need resources crafting and need demands crafting. While we
posit that there is an interaction between cognitive and behavioral forms of need crafting and
that they can predict each other over time, we nevertheless assume that they both remain part
of the unitary construct of work-related need crafting, in line with previous conceptualizations
(Wrzesniewski & Dutton, 2001) and empirical investigation (Costantini, 2022). In the following,
we will first present and define the two main forms of need crafting––cognitive need crafting
and behavioral need crafting––before moving on to describing the process model of work-
related need crafting.

Cognitive need crafting

The SDT perspective on human tendency toward proactively shaping and optimizing one's con-
ditions (Vansteenkiste & Ryan, 2013) can be exemplified through proactive cognitions, as it has
been shown that employees strive to build coherence between their work situation and work
motivation at a cognitive level (Hewett, 2022). Cognitive need crafting at work entails the
ensemble of cognitive changes enacted by an individual in the way they perceive, mentally orga-
nize, and reimagine the content and context of their work in order to enhance satisfaction and
reduce frustration of the basic psychological needs for autonomy, competence, and relatedness.
Cognitive need crafting relies on the mental representations that employees form of their job,
representations of what they think their job should be, and what they think their job could
be. These representations are underpinned by subjective theories of need satisfaction, also
called need-based schemas (Janssen et al., 2021), which orient the employee toward specific ele-
ments of their work content and context that they think are likely to satisfy their needs. Thus,
these schemas affect where they place their attention, what kind of information they prioritize
in their processing of their work environment, and the kind of outcomes they anticipate that
their behavior will produce. For instance, employees could form an autonomy-based schema on
how much they should take the lead in collaborative work, or a competence-based schema of
being effective in tackling specific tasks, or again a relatedness-based schema of having a posi-
tive informal relationship with their supervisor (Janssen et al., 2021). Need-based schemas are
either confirmed when needs are satisfied as expected or disconfirmed when the level of satis-
faction, or frustration, does not match expectations. Thus, cognitive need crafting entails the
intentional creation and modification of those need-based schemas.

Some existing need-based schemas are likely to clash with the physical and social reality of
the job (Janssen et al., 2021), thus creating situations of need frustration. For instance, the
employee, having formed a competence-based schema of being effective in tackling their work
tasks, and thus forming expectations of how those work tasks should be carried out, can
become frustrated if they realize that those tasks are more demanding than they expected. This
subverted expectation reveals a discrepancy between the individual's need-based schema and
their work reality. Resolving this discrepancy between the schema and the work reality can be
achieved in one of two ways: modifying the job or modifying the schema (Melo et al., 2021). In
relation to our model, modifying the job entails behavioral need crafting, whereas modifying
the schema entails cognitive need crafting. Modifying the schema can be done through different
forms of reframing (Hewett, 2022; Unsworth et al., 2004). Individuals can shift their attention,
for instance focusing their mind on the aspects of work that are more satisfying (Batova, 2018);
they can reevaluate their tasks and relationships, trying to perceive difficulties as positive
(e.g., Vuori et al., 2012); and finally, they may also reevaluate the outcomes of their role,
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focusing on the long-term consequences of their work (e.g., Singh & Singh, 2016) or their
impact on the broader society (e.g., Wrzesniewski & Dutton, 2001). From a need crafting point
of view, autonomy crafting may thus entail envisioning the significance of the job beyond daily
work duties, competence crafting may entail reframing challenges as learning opportunities,
and relatedness crafting may entail envisioning how colleagues experience their job (see
Table 1).

It is also possible that employees would form novel representations of their job that are not
limited by their current definition of their role (Janssen et al., 2016) and thereby satisfy their
needs in new ways. Individuals can therefore form need-based schemas that are based on per-
sonal callings (Berg et al., 2010) and thus expand their need crafting beyond their existing work
identity (de Bloom et al., 2020). As an example, an individual with a specific calling that is not
fulfilled by their role may form new autonomy-based schemas about the type of work responsi-
bilities that would match their calling. This explorative side of cognitive crafting may also be
driven by the individual's curiosity as the formation of new need-based schemas enables them
to seek new experiences in their role and gain new information (Kashdan et al., 2020). For
instance, an individual may be driven by their curiosity to form new relatedness-based schemas
of novel forms of interactions they could have with their colleagues (Randel et al., 2023). These
novel need-based schemas are likely to be more uncertain and ambiguous compared to existing
schemas, as they are less rooted in the established definition of one's work role.

TABLE 1 Examples of cognitive and behavioral crafting efforts for each basic psychological need.

Basic
psychological
need

Cognitive need
crafting

Behavioral need crafting

Need resources crafting Need demands crafting

Autonomy Envisioning
significance of job
beyond daily work
duties

Rearranging work to gain
control over one's own
schedule

Voicing one's opinion when
facing ethically challenging
policies at work

Rethinking job roles
toward personally
valued outcomes

Seeking out possibilities for
participating in assignments
that one finds interesting

Trying out new methods to
maintain interest while doing
assignments experienced as
boring

Competence Reframing obstacles
as learning
opportunities

Asking for feedback on one's
performance

Simplifying complex work tasks

Focusing attention
on accomplishments
at work

Learning new skills to master Carving out more time to
perform better in high-pressure
assignments

Relatedness Reflecting on
strategies for building
supportive
relationships

Finding moments to connect
with colleagues

Reaching out when feeling
isolated

Envisioning
colleagues' work
experiences

Becoming involved in new
social groups at work

Seeking emotional support when
feeling distressed

CRAFTING FOR AUTONOMY, COMPETENCE, AND RELATEDNESS:
A SELF-DETERMINATION THEORY MODEL OF NEED CRAFTING AT WORK
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Behavioral need crafting

Beyond cognitive need crafting, and again aligning with the SDT view of individuals as proac-
tive organisms, employees can also engage in proactive behaviors at work to effectively and
autonomously meet individual and organizational goals (Strauss & Parker, 2014). More specifi-
cally, behavioral need crafting at work can be defined as the proactive and self-initiated behaviors
enacted by an individual to change the content and context of their work in order to enhance the
satisfaction and decrease the frustration of the basic psychological needs for autonomy, compe-
tence, and relatedness (see also de Bloom et al., 2020; Laporte et al., 2021). This broad conceptu-
alization of work-related need crafting can more readily incorporate a diverse range of
behaviors focused on crafting for autonomy, competence, and relatedness than prior models.
For instance, crafting for autonomy, a concept that is mostly absent in prior behavioral job
crafting measures, is based on the idea of work autonomy not only as having control over one's
work tasks, but more generally as a sense of volition and personal freedom at work (Van den
Broeck, Vansteenkiste, & De Witte, 2008). Our conceptualization of crafting for autonomy
includes a broad set of proactive and self-initiated behaviors with the goal of enhancing one's
sense of autonomy, for example, rearranging one's work schedule, putting emphasis on person-
ally interesting tasks, or trying out new work methods to keep boredom at bay (see Table 1).
Similarly, crafting for competence concerns not only developing one's capabilities in relation to
one's current work tasks (Bruning & Campion, 2018; Tims et al., 2012) but can also include low-
ering or increasing the difficulty of tasks that are not optimally challenging (Deci & Ryan, 2000)
or learning in an unrelated field in order to gain a sense of mastery. Finally, crafting for related-
ness not only includes the idea of shaping one's work to increase the social support that one
receives (Petrou et al., 2012; Tims et al., 2012) but can also include, in a wider sense, efforts at
increasing one's sense of belongingness by showing interest in and caring for others
(Baumeister & Leary, 1995). Each need crafting dimension can incorporate crafting practices
focused on shaping a wide variety of demands and resources (e.g., crafting for autonomy sub-
sumes crafting focused on shaping job control, task enjoyment, decision latitude, task signifi-
cance, task variety, role clarity and conflict, value [in]congruence, and voice, to name a few).
As such, more parsimonious yet still comprehensive measures for behavioral crafting may be
developed using the SDT Model of Need Crafting at Work.

Integrating the concept of need crafting with prior crafting research focusing on resources
and demands (Tims & Bakker, 2010), we divide behavioral need crafting into two broad sub-cat-
egories: need resources crafting and need demands crafting. Need resource crafting entails proac-
tive behaviors focused on enhancing need satisfaction through the creation of new personal,
job, and social resources, or by shaping and rechanneling existing resources. Need resources
crafting has potential for role expansion, wherein employees' personal and work roles and iden-
tities become enriched through need crafting efforts such as proactively expanding one's job
content to take on more personally valued tasks or by broadening one's social roles at work
(Bruning & Campion, 2018). Moreover, need resources crafting aligns with frameworks used in
many SDT-based interventions, which involve enhancing and mobilizing personal resources to
pursue need-satisfying goals (e.g., Laporte, van den Bogaard, et al., 2022; Sheldon et al., 2010).
Need demands crafting, on the other hand, refers to proactive behaviors targeted at enhancing
need satisfaction and decreasing need frustration by shaping personal, job, and social demands.
Employees can adjust their demands through need crafting by decreasing demands that bring
about need frustration or by optimizing their demands to be more conducive to need satisfac-
tion (Bakker & Oerlemans, 2019; Zhang & Parker, 2022). As such, need demands crafting is a
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proactive, bottom-up approach that employees may utilize to create a less need-thwarting and
more need-supportive context for themselves at work. Need demands crafting can be a strategy
for role reduction, wherein employees reduce effort expenditure and pressures associated with
the job and create more space for roles and activities they value most (Bruning &
Campion, 2018).

A PROCESS MODEL OF NEED CRAFTING AT WORK FROM
AN SDT PERSPECTIVE

Having proposed and defined the concepts of behavioral and cognitive need crafting at work,
we now turn to how these concepts are related and, further, how they constitute a reciprocal
process in fostering well-being and optimal work functioning through basic psychological needs
and external work characteristics as displayed in Figure 1. We argue that cognitive crafting for
basic psychological needs precedes behavioral crafting of the very same needs and that
increased need crafting enhances need satisfaction and reduces need frustration at work
(Laporte et al., 2021; Laporte, Soenens, et al., 2022). We also propose that behavioral need
crafting can increase job resources and decrease job demands. In line with past research, the
model further posits a relation from job demands and resources to basic psychological need sat-
isfaction (Olafsen & Frølund, 2018; Van den Broeck, Vansteenkiste, de Witte, & Lens, 2008),
and that need satisfaction is, positively, and need frustration is, negatively, linked to employee
functioning (e.g., Niemiec et al., 2022; Olafsen et al., 2017; Van den Broeck, Vansteenkiste, de
Witte, & Lens, 2008). Finally, we propose a feedback loop, with changes in need satisfaction
and frustration acting as drivers of further engagement in cognitive and behavioral need
crafting practices at work.

FIGURE 1 The self-determination theory model of need crafting at work.

CRAFTING FOR AUTONOMY, COMPETENCE, AND RELATEDNESS:
A SELF-DETERMINATION THEORY MODEL OF NEED CRAFTING AT WORK
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The impact of work-related need crafting on basic psychological needs

There is evidence that cognitive forms of job crafting increase need satisfaction (Slemp & Vella-
Brodrick, 2014). By actively reshaping their perceptions of the job through cognitive need
crafting, individuals can enhance their work experience leading to increased need satisfaction
and reduced frustration at work. For instance, individuals can modify their need-based schemas
to enhance their awareness of opportunities leading to the satisfaction of specific needs in their
direct environment (Radel et al., 2011). Thus, enhancing awareness of opportunities for need
satisfaction may involve choosing to focus more on work aspects that reflect personal values,
thus increasing autonomy satisfaction, putting more attention on what is learned when tackling
specific tasks, thus increasing competence satisfaction, or being more sensitive to how col-
leagues contribute to good relations in the work group, thus increasing relatedness satisfaction.
Another instance of schema modification is reframing the meaning (Berg et al., 2010) and
impact (Hewett, 2022) of work situations. Employees can reframe unwanted work situations by
considering how they can gain access to new options, thereby increasing autonomy; how they
enable them to develop their skills, thereby increasing competence; and how they contribute to
the good functioning of the group, thereby increasing relatedness. Reframing has been shown
to increase autonomous work motivation (Berkovich & Eyal, 2017), a form of motivation cen-
trally underpinned by basic psychological need satisfaction (Olafsen et al., 2018, 2021). As such,
it is likely that reframing is also conducive to enhanced need satisfaction. Creation of new
need-based schemas is also likely to lead to need satisfaction. Luyckx et al. (2009) demonstrated
that individuals engaging in cognitive exploration of potential future self-related plans increase
their need satisfaction over time. Such cognitive exploration could be likened with the
redefining aspects of cognitive need crafting, which would entail the formation of new need-
based schemas as part of the new definition of one's job (Janssen et al., 2016). We can thus pos-
tulate that different forms of cognitive need crafting, by reshaping or creating need-based work
schemas, are likely to directly impact the basic psychological needs.

Proposition 1. Cognitive need crafting at work results in increased need satisfaction
and decreased need frustration.

Following previous research on job crafting in relation to basic psychological needs
(Bakker & Oerlemans, 2019; Slemp & Vella-Brodrick, 2014; Toyama et al., 2022), job crafting
serves to fulfill such needs of employees and, as we propose, reduce the experience of need frus-
tration. Behavioral need crafting aligns even closer with SDT than prior conceptualizations,
constituting employees' proactive efforts focused on enhancing the satisfaction and diminishing
the frustration of the needs for autonomy, competence, and relatedness at work. Thus, through
need crafting, employees can make bottom-up changes in their work that are conducive to a
more optimized situation for their own psychological needs. For instance, crafting for compe-
tence could result through creation of new skills, knowledge, and capabilities. Importantly,
such changes may not always involve changes in external job demands and resources, as need
crafting can also involve shaping skills and capabilities that are not directly related to the task
characteristics of one's job. As another example, crafting for relatedness could result in related-
ness satisfaction through showing mutual care and support for colleagues, even if the content
of such interactions would not be work-related. As a proactive, individual-level strategy, behav-
ioral need crafting constitutes a source of need satisfaction and reduced need frustration at
work that supplements contextual enhancers of need satisfaction identified in the literature

12 OLAFSEN ET AL.

 14640597, 0, D
ow

nloaded from
 https://iaap-journals.onlinelibrary.w

iley.com
/doi/10.1111/apps.12570, W

iley O
nline Library on [04/09/2024]. See the Term

s and Conditions (https://onlinelibrary.w
iley.com

/term
s-and-conditions) on W

iley O
nline Library for rules of use; O

A
 articles are governed by the applicable Creative Com

m
ons License



(e.g., need support, personal, job, and social resources) (Van den Broeck et al., 2016). Adapting
the matching perspective proposed by de Bloom et al. (2020), crafting focused on a specific need
can be expected to produce the highest positive effect for that needs' satisfaction
(e.g., autonomy crafting primarily enhances autonomy need satisfaction).

Proposition 2. Behavioral need crafting at work results in increased need satisfaction
and decreased need frustration.

The impact of work-related need crafting on job demands and resources

Following the model proposed by Wrzesniewski and Dutton (2001), engaging in job crafting
practices will change the characteristics (design) of the job. Coupling this with the JD-R
framework (Bakker & Demerouti, 2017), we propose that engaging in behavioral need
crafting will have an impact on external job demands and resources. More specifically, behav-
ioral need crafting is expected to lead to an increase in job resources and to a decrease in job
demands. Studies based on the JD-R model have shown that employees can increase their job
resources (e.g., task variety, development opportunities, and social support) through job
crafting, while the effects of crafting for job demands are less clear (Harju et al., 2021;
Holman et al., 2024; Tims et al., 2013). Similarly, through behavioral need crafting, employees
proactively shape their job contexts to be better aligned with their psychological needs, with
potential for enhancing job resources. That is, although behavioral need crafting centers on
behaviors focused on psychological need satisfaction and frustration, such crafting behaviors
can also influence the individual's external work context. For instance, crafting efforts focused
on enhancing autonomy need satisfaction may also help the individual to enhance their job
control, decision latitude, and task variety, as they shape their job characteristics in a way
that allows for a better integration with personal interests and values. Similarly, crafting
focused on competence could help employees to build ability-related job resources such as
skill utilization and developmental opportunities, and relatedness crafting could provide
employees with more supervisor and coworker support and feedback (in addition to boosting
relatedness experiences). Thus, behavioral need crafting at work has the potential to posi-
tively shape and increase an individual's job resources, in addition to providing them with
enhanced need satisfaction.

Need crafting efforts may also have an impact on job demands. For instance, autonomy
crafting could help employees to change task boundaries and voice opinions, which support the
individuals' role clarity and decrease external pressures posed by the job (see also Weinstein &
Ryan, 2011). Crafting for competence could help to manage heavy cognitive demands and
workload in a self-initiated way, as the individual actively reorganizes their job to tackle such
demands and reduce overload. Crafting focused on relatedness could help employees navigate
emotional demands and situations with interpersonal conflict by managing interactions with
coworkers, leaders, and clients and limiting social involvement when a mutual relationship is
very difficult to achieve.

Proposition 3. Behavioral need crafting at work results in an increase in job
resources and decrease in job demands.

CRAFTING FOR AUTONOMY, COMPETENCE, AND RELATEDNESS:
A SELF-DETERMINATION THEORY MODEL OF NEED CRAFTING AT WORK
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The impact of work-related need crafting on well-being and ill-being

With increased need satisfaction and decreased need frustration through the paths in Proposi-
tions 2–4, we can further expect positive effects for employees' optimal functioning, in terms of
enhanced well-being and diminished ill-being, as need-based experiences have been shown to
be a vital antecedent of a wide range of well-/ill-being indicators in numerous studies within
SDT (e.g., Olafsen et al., 2021, 2017; Van den Broeck et al., 2016). Thus, our model highlights
work-related need crafting as a bottom-up, self-initiated way through which individuals can
bring about changes in their well-being and ill-being, with psychological needs as the key vari-
able that translates employees' crafting efforts into well-being and ill-being outcomes. The paths
from crafting to needs directly and indirectly (i.e., through job demands and resources) provide
a holistic framework for describing crafting processes, well within the realm of SDT's postulate
of individuals being “proactive organisms” that shape both themselves and their environments
in order to function optimally (Vansteenkiste & Ryan, 2013). Thus, our model delineates that
cognitive and behavioral need crafting at work leads to enhanced well-being and diminished
ill-being, partially through changes in job demands and resources, and that need satisfaction
and frustration are key factors that transmit these effects to outcomes.

Proposition 4. Need crafting at work results in increased well-being and decreased
ill-being through a process involving changes in psychological need satisfaction and
frustration.

The interplay between cognitive and behavioral crafting

Melo et al. (2021) posited that behavioral crafting efforts likely stem from cognitive processes as
an individual is more intent on initiating effective changes in the content and context of their
job if they have first elaborated those changes mentally. Mäkikangas and Schaufeli (2021)
supported this, as they showed that employees who engaged most in cognitive crafting were
also the ones who engaged in high levels of behavioral crafting. There has also recently been
direct evidence for cognitive crafting predicting behavioral crafting over time (Costantini, 2022;
Zhang et al., 2023). Adding to these prior conceptualizations and findings, we posit that cogni-
tive need crafting, by aiming to resolve the discrepancy between need-based schemas and the
work reality of the individual, can lead to changes in that work reality through behavioral need
crafting. For instance, the reframing of an existing competence-based schema, where an indi-
vidual focuses their mind on the tasks that they find most satisfying, is likely to lead to behav-
ioral need crafting in terms of actively increasing the time and energy spent on those tasks. As
another example, reframing a relatedness-based schema to see interaction with colleagues in
terms of potential for mutual care rather than as purely instrumental is likely to lead the indi-
vidual to seek such interactions by behaviorally crafting for relatedness. Likewise, the formation
of new need-based schemas, driven by employee curiosity, is likely to lead to explorative need
crafting behaviors of seeking new experiences and information (Kashdan et al., 2020), finding
opportunities with the potential to satisfy needs in new ways. We thus argue that individuals
engaging in cognitive need crafting at work, by either reshaping existing need-based schemas or
creating new ones, will also be more likely to engage in behavioral need crafting.
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Proposition 5. Cognitive need crafting at work results in increased behavioral need
crafting.

As cognitive crafting affects behavioral crafting, the reciprocal relationship has also been
evidenced (Costantini, 2022; Zhang et al., 2023). If cognitive crafting can be elicited by a dis-
crepancy between work reality and work representations, then changes to the employee's work
reality through their own behavioral crafting are also likely to further create such a discrepancy
by opening the potential for further positive change. For instance, an employee proactively tak-
ing on an assignment they find highly interesting may increase their autonomy satisfaction,
leading them to reframe and broaden their perspective of what their job can offer in terms of
interesting projects. Behavioral crafting can thus not only bring a resolution to the discrepancy
between need-based schemas and work reality by its impact on need satisfaction, but this suc-
cessful impact also opens new opportunities. Indeed, by demonstrating the employee's capacity
to change their work reality positively, behavioral crafting also bolsters the employee to recon-
sider their job and envision what new concrete changes they could bring to their work, which is
akin to cognitive crafting. In that regard, we would argue that behavioral crafting, by having an
impact on basic psychological need satisfaction and frustration, changes both the reality of
employees' work and their sense of what they can craft, leading them to change their need-
based schemas accordingly through cognitive need crafting.

Proposition 6. Behavioral need crafting at work results in increased cognitive need
crafting through increased satisfaction and reduced frustration of basic psychological
needs.

The feedback loop between basic needs and work-related need crafting

Besides the potential positive effects for well-being and ill-being, sustained use of need
crafting practices is also likely to create positive feedback loops, where enhanced need satisfac-
tion helps employees to become more energized, making further need crafting practices easier
to implement (see also Quinn et al., 2012). Complementarily, instances of enhanced need frus-
tration are also likely to create a dynamic of need restoration (Dalgas et al., 2024) with
employees engaging in crafting as an attempt to resolve their frustration.

Existing models of well-being and flow argue that proactive work behaviors (Cangiano &
Parker, 2015), work cognitions, and job crafting (Bakker & Van Woerkom, 2017) lead to an
increase in basic need satisfaction, which, in turn, indirectly leads to further engagement in
those proactive processes. These models refer to the broaden-and-build theory of positive affect
(Fredrickson, 2001), which posits that experiencing positive emotions leads individuals to
broaden their thought-action repertoire and build their personal resources. At the empirical
level, Clinton et al. (2024) have shown that there is a positive and sustaining reciprocal relation-
ship over time between job crafting and self-concordant goal attainment, with self-concordant
goal pursuit and attainment being underpinned by satisfaction of basic psychological needs
(Sheldon & Houser-Marko, 2001). Likewise, Zhang et al. (2023) have shown that there is a posi-
tive and sustaining feedback loop across multiple time points between job crafting and passion,
with passion being underpinned by satisfaction of basic psychological needs (Vallerand, 2015).
As Zhang et al. (2023) argue that there is an affective component and a motivational component
to the interplay between passion and crafting, we propose that there is a positive feedback loop
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between need crafting and basic psychological needs (motivational component) and a positive
feedback loop between well-being and need crafting (affective component). We argue that the
feedback loop between crafting and needs is direct. More specifically, as need crafting is primar-
ily geared toward addressing needs, and needs are also motivational antecedents for crafting,
basic need satisfaction and frustration are both proximal outcomes and proximal drivers of
work-related need crafting. We also posit that the feedback loop between crafting and well-
being is indirect, through the mediation of the satisfaction and frustration of basic psychological
needs, such that improvements in well-being have an additional positive effect on further
crafting efforts on top of basic psychological needs. Furthermore, we advance that cognitive
need crafting corresponds to “broaden” and behavioral need crafting to “build” of the broaden-
and-build theory.

On the cognitive side, studies have shown that need satisfaction generally predicts enhanced
awareness of the environment (Olafsen, 2017) and the formation of innovative ideas
(Messmann et al., 2022). Regarding specific needs, autonomy satisfaction has been shown to
increase curiosity (Schutte & Malouff, 2019), which is itself a predictor of job crafting (Kashdan
et al., 2020). Moreover, relatedness satisfaction has been shown to increase anticipation of fur-
ther satisfaction from new social encounters (Moller et al., 2010). Taken together, need satisfac-
tion enhances curiosity and attention, creates further anticipation of satisfaction, and bolsters
idea production and predicts crafting efforts, all elements that are considered to be part of the
broaden effect (attention, creativity, and social cognition) (Conway et al., 2012). Need satisfac-
tion thus not only brings direct confirmation to existing need-based schemas, but through the
enhanced anticipation and curiosity it fosters, it also pushes for the broadening of these existing
schemas and the creation of new ones, which is akin to cognitive crafting. We can thus posit
that higher need satisfaction and lower need frustration gained through need crafting practices
is conducive to the use of more cognitive need crafting practices in the future.

On the behavioral side, Grant and Ashford (2008) have proposed that autonomy and experi-
enced efficacy (a mental state close to competence) are key situational enhancers of proactive
work behavior. Indeed, increases in need satisfaction and decreases in need frustration can
enable employees to keep or even increase their motivation for modifying the content and con-
text of their job and thus build further their own resources. Support for the potential stimulat-
ing effect of need satisfaction has been found longitudinally for proactive work behavior in
general (Chen et al., 2021) and also cross-sectionally in a recent study on job crafting (Wu
et al., 2022). To summarize, we posit that a higher need satisfaction and lower need frustration
through need crafting practices, together with well-being, energize further engagement in
behavioral need crafting, creating a feedback loop.

Proposition 7. Sustained use of need crafting practices at work creates a positive
feedback loop over time, where (a) enhanced need satisfaction and diminished need
frustration result in increased use of cognitive and behavioral need crafting practices
over time and (b) enhanced well-being resulting in further increased use of both forms
of crafting.

CONCEPTUAL ADVANCES AND FUTURE DIRECTIONS

While the literature on job crafting continues to receive empirical and theoretical attention and
recent efforts have provided advancements in reconciling the two dominant frameworks,
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certain questions remain. In the Self-determination Theory Model of Need Crafting at Work,
we have outlined how job crafting can be conceptualized as crafting for the basic psychological
needs for autonomy, competence, and relatedness and how both cognitive and behavioral forms
of these types of crafting should be accounted for in a reciprocal motivational process leading to
employee well-being and optimal work functioning. Cognitive need crafting involves develop-
ing and altering work expectations (i.e., need-based schemas). Behavioral need crafting encom-
passes two dimensions: need demands crafting and need resources crafting. This approach to
job crafting aligns with previous job crafting research while adhering to the SDT view of
employees as proactive agents who actively shape their own need experiences in their surround-
ing environments. In the following, we highlight the theoretical contributions of the Self-
determination Theory Model of Need Crafting and the avenues for future research it provides.

Behavioral and cognitive need crafting as two forms of job crafting

The concept of work-related need crafting can be seen as an expansion of previous job
crafting frameworks. Indeed, our conceptualization integrates and expands existing approaches
by encompassing both cognitive and behavioral forms of crafting and theorizing how these
forms are interrelated. Yet, by basing crafting strategies on three universal basic psychological
needs, our model offers a new type or structure of crafting with broader categories
encompassing a wide range of various crafting practices more relevant for a broader spectrum
of occupations and jobs. The proposed structure has obvious links to the conceptualization of
Wrzesniewski and Dutton (2001), who argued for individuals crafting their job to maintain con-
trol over their work, to create a positive self-image for themselves in their work, and to connect
with others in the workplace, aligning closely with the three SDT needs for autonomy, compe-
tence, and relatedness, respectively. However, structuring job crafting around the basic psycho-
logical needs allows for a clear framework for not only describing the motivational force but
also the content of the crafting efforts themselves.

The concept of behavioral need crafting is linked to previous conceptualizations of job
crafting that have focused on crafting as a proactive behavioral strategy (e.g., Tims et al., 2012;
Tims & Bakker, 2010) but, again, organizes behavioral need crafting practices around the basic
psychological needs within SDT. The concept of behavioral need crafting brings theoretical clar-
ity to SDT-based research on behavioral change, which has examined a wide variety of behav-
iors related to experiences of need satisfaction without fully theorizing their content and related
processes (Knittle et al., 2020). Behavioral need crafting, according to the Self-determination
Theory Model of Need Crafting at Work, also has similarities to the “action” component of need
crafting as developed by Laporte et al. (2021). However, the model highlights that behavioral
need crafting is not only a general “action-oriented approach” (Laporte et al., 2021, p. 69), but
more specifically a self-initiated and proactive shaping of the self and the environment
(e.g., demands and resources) in order to satisfy psychological needs.

The concept of cognitive need crafting integrates two main research strands, namely, litera-
ture on the cognitive underpinnings of job crafting (e.g., meaning and identity, demands and
resources, and sensemaking; Melo et al., 2021; Wrzesniewski & Dutton, 2001; Zhang &
Parker, 2019), and SDT-based studies on cognitive processes related to work and motivation,
such as the conceptualization of need-based schemas (Janssen et al., 2021) and motivational
internalization processes (Hewett, 2022). Cognitive need crafting is distinct from existing con-
cepts of cognitive crafting (e.g., Melo et al., 2021; Zhang & Parker, 2019) in that it focuses on
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the schemas organizing the subjective experience of need satisfaction or need frustration at
work rather than on the shifts in perception of work characteristics identified as resources or
demands, therefore aligning well with studies on the role of intrinsic goal-oriented processes
behind expressions of proactivity (Wu & Parker, 2013). It is also distinct from prior conceptuali-
zations of crafting for need-based experiences in that, unlike the concept of need crafting by
Laporte et al. (2021), work-related cognitive crafting entails self-initiated need-centered cogni-
tive change processes rather than states of need awareness as a complement to behavioral
efforts. Moreover, our conceptualization of cognitive need crafting refines the work of Kujanpää
et al. (2022) and Tušl et al. (2024), who do not delineate specific cognitive change processes
related to needs-based crafting and do not distinguish cognitive crafting from behavioral
crafting.

With the conceptualization of work-related need crafting, a next and important step is to
look at the operationalization of this concept and its underlying forms and dimensions. In doing
so, it will be important to capture both the bottom-up, self-initiated nature of need crafting at
work, and its focus on efforts made in order to satisfy basic psychological needs. Further,
because we argue that the concept of work-related need crafting can possibly cover a large
breadth of crafting efforts, scale items should refer to needs in a broad manner, capturing sev-
eral of the aspects related to each need for best coverage. Moreover, it seems important to exam-
ine the incremental predictive power of an operationalization of work-related need crafting
over existing scales, given that individual perceptions and behaviors focused on psychological
needs may be more flexibly crafted over time than work characteristics as well as encompassing
a wider breadth of possible crafting strategies employees engage in. Moreover, as suggested by
others (e.g., Zhang & Parker, 2019), we find it important that efforts to develop measurement
scales for work-related need crafting, follow the definitions of the constructs and their underly-
ing forms and dimensions, such that the items capture the proactivity that crafting constitutes
(i.e., I actively seek […], I reorganize […], and I modify […]). As we expect cognitive crafting,
behavioral resources crafting, and behavioral demands crafting to each entail distinct processes
with distinct aims, they should be represented as distinct dimensions of the work-related need
crafting construct (see Table 1).

The interrelation between cognitive and behavioral crafting

While previous frameworks have acknowledged the concept of cognitive crafting, as pointed
out by Zhang and Parker (2019), research to date has not been specific when it comes to its rela-
tion with other forms of crafting. Former conceptual works, for instance, the job crafting
models by Wrzesniewski and Dutton (2001) and Zhang and Parker (2019), have hinted at the
potential influence of cognitive crafting on behavioral crafting, without theorizing it fully,
though there has been subsequent empirical inquiry into that relation (Costantini, 2022). Like-
wise, the conceptualization of need crafting by Laporte et al. (2021) assumes that awareness of
the level of need satisfaction is a prerequisite for engaging in need crafting behaviors, describing
a path from experiences to behavioral crafting yet omits the necessary cognitive elaboration in-
between that would effectively connect the two parts. The Self-determination Theory Model of
Need Crafting at Work proposes that cognitive need crafting and behavioral need crafting con-
stitute a reciprocal process where reshaping existing or creating new need-based schemas
(i.e., cognitive need crafting) is likely to lead to engagement in related tasks at the behavioral
level (i.e., behavioral need crafting), which, in turn, by changing the reality of work in terms of
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the need satisfaction and frustration, is likely to lead to further changes in need-based schemas
that integrate this new reality, as shown in Figure 1. Future empirical research can examine
this proposition in determining the temporal interrelation between the two forms of work-
related need crafting.

Need crafting as a reciprocal process model of motivation

The process outlined in the Self-determination Theory Model of Need Crafting at Work in
Figure 1 showcases how cognitive and behavioral need crafting brings about need satisfaction
(and reduced need frustration) that, in turn, contributes to optimal employee motivation and
well-being and protects against ill-being. In addition, as a motivational process supported by
need satisfaction is likely to facilitate more proactive behaviors (e.g., Huang et al., 2022; Wu
et al., 2022), we also propose a reciprocal process whereby increased need satisfaction (and
reduced need frustration) contributes to more need crafting, with increased well-being having
an additional positive effect on crafting on top of need satisfaction. Future studies could exam-
ine the interplay between need crafting at work, need satisfaction and frustration, and well-
being over time; for instance, it would be interesting to explore how need crafting can be used
for need restoration (Dalgas et al., 2024) in situations where need frustration strongly impacts
ill-being. Likewise, it would be interesting to explore how long it takes for need crafting prac-
tices to create an effect on well-being. It would also be useful to examine how work-related
need crafting may influence reciprocal relationships between external job demands and
resources and psychological need states over time.

Work-related need crafting as an extension of SDT

In addition to the specific contributions to the job crafting literature, our conceptual model also
advances SDT as it applies to the study of organizational psychology. Indeed, work-related need
crafting is a theoretical extension of SDT, with previous research mainly focusing on how the
social-contextual environment either supports or hinders the human tendency of psychological
growth, functioning, and well-being by supporting or thwarting the three basic human psycho-
logical needs at work (Deci et al., 2017; Forest et al., 2023; Olafsen & Deci, 2020). As such,
although the idea that people have a natural inclination to seek and create work environments
that contribute to their own need satisfaction and growth is consistent with SDT's organismic-
dialectical perspective (Ryan & Deci, 2002), this idea has so far not been well-integrated into
the theory. By engaging in need crafting at work, rather than being solely dependent on sup-
portive work environments to get their basic psychological needs met, employees can contribute
actively to their own optimal functioning and well-being by crafting their experiences of need
satisfaction.

Further, while the idea of need crafting was recently introduced by Laporte et al. (2021) in
the educational domain, this conceptualization did not fully take previous conceptualizations
and prior empirical research on crafting into account. In the Self-determination Theory Model
of Need Crafting at Work, we outline how the basic psychological needs can be used to encom-
pass previous forms of crafting, expanding them into broader categories, and clearly dis-
tinguishing cognitive and behavioral need crafting. Consequently, introducing the concept of
work-related need crafting opens an avenue of future research on how crafting for each basic
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psychological need, accounting for both cognitive and behavioral processes, can bring about
positive motivational processes particularly in the work domain. With the large literature of
SDT in the organizational domain showing the importance of a supporting external environ-
ment for the basic psychological needs, future studies might also take into consideration the
interaction of individual and external factors in predicting motivational processes unfolding at
work. Indeed, it seems likely that need-supportive work environments are conducive to a moti-
vational process stimulating more need crafting (Slemp et al., 2015; Wu et al., 2022) or, as
suggested by Laporte et al. (2021), that need crafting can serve as a buffer against the detrimen-
tal effects of need-thwarting contexts. Finally, with regard to the emerging stream of research
on the tripartite approach to basic psychological needs states (e.g., Huyghebaert-Zouaghi
et al., 2021), future research might attempt to integrate the concept of need unfulfillment and
evaluate the role of cognitive and behavioral need crafting in alleviate unfulfilling experiences.

PRACTICAL IMPLICATIONS

While theoretical in nature, our model also has several implications for practice. First, the con-
cept of work-related need crafting is informative for crafting interventions, which can benefit
from the decisively bottom-up focus of crafting for psychological needs, complementing earlier
approaches that mostly focus on shaping external demands and resources, some even adding
organizationally defined objectives to the intervention agenda (Oprea et al., 2019). As percep-
tions of the same objective work environment may differ between employees, emphasizing
employees' subjective experience of their job by focusing on individual needs as the basis of
crafting interventions may produce higher compliance toward the intervention, as well as better
results especially for motivational outcomes (e.g., work engagement and autonomous work
motivation). Moreover, need crafting can be a readily applicable framework for employees to
consider how they may self-initiate changes to optimize their work functioning based on basic
psychological needs. Work-related need crafting is applicable to a wide range of work and life
situations, even for flexible, emerging jobs that may not have a clearly definable array of
demands and resources (Janssen et al., 2016). Finally, the idea of work-related need crafting has
the potential to complement previous SDT interventions in the workplace by offering a bottom-
up approach to enhancing employees' need satisfaction, autonomous motivation, and in turn
well-being and optimal work-functioning.

CONCLUSION

Based on SDT, we develop a novel conceptualization and model of work-related need crafting
focusing on the basic psychological needs for autonomy, competence, and relatedness. First, we
define cognitive and behavioral need crafting as two main forms of work-related crafting, each
addressing autonomy, competence, and relatedness. Second, through seven propositions, we
showcase how cognitive and behavioral need crafting are related and propose a reciprocal pro-
cess of how these forms of need crafting bring about enhanced employee well-being and dimin-
ished ill-being through increasing need satisfaction and decreasing need frustration. The Self-
determination Theory Model of Need Crafting at Work has implications for future studies on
crafting at work by broadening the scope of crafting practices and explaining the underlying
processes of how crafting for autonomy, competence, and relatedness brings about positive
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consequences for employees, stimulating even further crafting efforts. In addition, it has impli-
cations for future SDT-based studies by emphasizing a new individual-level construct to con-
sider when examining motivational processes at work. This provides a novel addition to the
SDT model of motivation at work that acknowledges humans' proactive nature in pursuing
growth and full functioning. Moreover, this extension of the framework aligns with the empha-
sis on employees' proactive behaviors in today's knowledge society.
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