& frontiers

@ Check for updates

OPEN ACCESS

EDITED BY
Anh-Duc Hoang,
RMIT University Vietnam, Vietnam

REVIEWED BY

Jinpeng Niu,

Southwest University, China
Ugur Ozbilen,

Akdeniz University, Turkiye

*CORRESPONDENCE
Xianhan Huang
xhhuang@eduhk.hk

RECEIVED 05 March 2025
ACCEPTED 28 August 2025
PUBLISHED 06 October 2025

CITATION

Zhang S, Huang X and Wang C (2025)
Exploring job crafting behaviors among
primary and secondary school teachers in
China: a descriptive analysis.

Front. Educ. 10:1588036.

doi: 10.3389/feduc.2025.1588036

COPYRIGHT

© 2025 Zhang, Huang and Wang. This is an
open-access article distributed under the
terms of the Creative Commons Attribution
License (CC BY). The use, distribution or
reproduction in other forums is permitted,
provided the original author(s) and the
copyright owner(s) are credited and that the
original publication in this journal is cited, in
accordance with accepted academic
practice. No use, distribution or reproduction
is permitted which does not comply with
these terms.

Frontiers in Education

Frontiers in Education

TYPE Original Research
PUBLISHED 06 October 2025
pol 10.3389/feduc.2025.1588036

Exploring job crafting behaviors
among primary and secondary
school teachers in China: a
descriptive analysis

Shiyu Zhang?, Xianhan Huang?* and Chan Wang?

!Faculty of Education, The University of Hong Kong, Pokfulam, Hong Kong SAR, China, ?2Department
of Curriculum and Instruction, The Education University of Hong Kong, Tai Po, Hong Kong SAR,
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The evolving landscape of educational reform, coupled with the unique nature
of the teaching profession, has positioned job crafting as a promising strategy
to enhance teachers’ ability to deliver knowledge, foster student development,
and support their own professional growth. This study aims to investigate the job
crafting behaviors and their influencing factors among primary and secondary
school teachers. A total of 1,886 teachers from Yunnan and Gansu provinces in
western China were randomly surveyed using a structured self-report questionnaire.
The instrument included demographic items and a five-dimensional job crafting
Likert-scale. Descriptive statistics, independent sample t-tests, one-way ANOVA,
and correlation and regression analyses were conducted using SPSS. To ensure
the construct validity of the job crafting scale, confirmatory factor analysis was
performed using Mplus. The results yielded four main findings: (1) Gender did not
significantly impact overall job crafting behaviors; however, male teachers reported
higher scores in increasing social and challenging job resources compared to their
female counterparts. (2) Both age and years of teaching experience significantly
influenced teachers’ overall job crafting behaviors, with older teachers and those
with more experience exhibiting higher job crafting scores. (3) Regarding teaching
positions, school administrators reported higher levels of job crafting in increasing
social job resources, increasing challenging job demands, and optimizing job
demands. (4) Teachers from different types of schools showed significant differences
in increasing structural job resources, with teachers from district-level schools
scoring lower in this dimension.

KEYWORDS

primary and secondary school teachers, job crafting, descriptive analysis,
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1 Problem statement

China’s education system is undergoing significant transformation. National policies—
including the Outline of the National Medium- and Long-Term Education Reform and
Development Plan (2010-2020), the Opinion on Strengthening the Teaching Workforce [State
(2012) No. 41], the Opinion on Intensifying Training for Primary and Secondary School
Teachers [Teacher (2011) No. 1], and the 14th Five-Year Plan—identify the development of a
high-quality, professional teaching force as a strategic priority (Ministry of Education of the
People’s Republic of China, 2010, 2011; State Council of the People's Republic of China, 2012,
2021). Under the New Curriculum Reform, teachers’ roles have shifted from knowledge
transmitters to curriculum designers and learning facilitators, increasing job complexity and
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cognitive and emotional demands. In this context, job crafting (JC)—
self-initiated adjustments to job resources and demands—has been
advanced as a promising, bottom-up means for teachers to respond to
classroom uncertainties, sustain professional growth, and enhance
well-being and engagement (Loughran and Hamilton, 2016; Huang
et al., 2022, 2025a; Huang et al., 2019; Ma, 2022; Qi and Wu, 2016; Qi
etal, 2016; Zheng et al., 2023).

Over the past decade, empirical work on teachers’ JC in China has
grown steadily, with most studies focusing on primary and secondary
school teachers (Ma, 2022). Findings converge on a moderate level of
overall JC among Chinese primary and secondary school teachers (Li
and Tang, 2022; Zhao et al, 2021), with discernible subgroup
differences and dimension-specific patterns. For instance, urban
teachers tend to report higher JC than rural teachers, and female
report greater JC engagement than male (Zhao and Li, 2019). Studies
also indicate comparatively higher scores on structural and task
crafting than on other dimensions (Zhao et al, 2021; Li and
Tang, 2022).

Nowwithstanding these contributions, two key problems remain
salient. First, the field lacks large-sample, multi-region studies that
provide a systematic portrait of overall JC and the concrete
manifestations of each JC dimension among Chinese primary and
secondary teachers. Second, personal determinants of teachers job
crafting, particularly internal demographic characteristics, are
insufficiently explored in prior studies (Wang et al., 2023), and some
of them vyield inconsistent findings (Lyu and Fan, 2020; Zhao and Li,
2019). Addressing these problems requires robust descriptive evidence
that documents the current JC levels across teacher subgroups,
delineates dimension-specific profiles, and clarifies how JC varies
across demographic subgroups.

To respond, the present study conducts a large-sample descriptive
analysis of JC among primary and secondary teachers in central and
western China. We examine how demographic factors and school
characteristics are associated with JC, thereby establishing a baseline
profile of JC in the Chinese context. The findings of this research are
expected to contribute to theoretical advancements in the field of
teacher behavior and offer practical recommendations for teacher
training, educational programs, and school policies aimed at
enhancing teacher performance and professional development.

2 Literature review
2.1 Teachers' job crafting

Job crafting (JC), adopting resource-based perspective, is defined as
a proactive, bottom-up process in which employees intentionally modify
and customize job resources and/or job demands to fit in with their
needs, capabilities, and preferences, and to attain their personal work
goals (Tims and Bakker, 2010; Tims et al., 2012). Teachers’ JC thus can
be conceptualized as an adaptive process (Ghitulescu, 2006; Peral and
Geldenhuys, 2016), wherein educators leverage available job resources
to navigate the landscape of job demands and imbue their work with
intrinsic significance (Li and Tang, 2022). In the teaching profession, job
crafting manifests in various forms, such as collaborating with colleagues
to adjust teaching methods, implementing educational reforms to foster
a sense of professional identity, and bridging boundaries between
different subjects and classroom environments (Huang et al., 2022; Pang

Frontiers in Education

10.3389/feduc.2025.1588036

et al,, 2018). Teachers endeavor in JC has been proven positively
associated with the enhanced well-being, such as job satisfaction,
positive affect, and engagement (Dreer, 2022; Huang et al., 2019; Huang
etal., 2022), as well as work performance, such as teaching for creativity
(Huang et al,, 2022) and innovative teaching (Zheng et al., 2023).
Moreover, teachers who actively engage in job crafting are better
equipped to adapt to the evolving demands of society, thus playing a
critical role in school improvement and educational reform (Day and
Sachs, 2004; Ghitulescu, 2006; Loughran and Hamilton, 2016).

The Job Crafting Scale, developed by Tims and Bakker (2010)
based on the Job Demands-Resources (JD-R) model, is widely utilized
in research. It identifies four dimensions of job crafting: increasing
structural job resources (e.g., acquiring new professional skills),
increasing social job resources (e.g., seeking feedback and support
from colleagues), increasing challenging job demands (e.g., taking on
additional tasks), and decreasing hindering job demands (e.g.,
emotional avoidance to reduce stress). Building on Elliot’s (2006)
distinction between approach and avoidance motivations, job crafting
behaviors can be categorized into two types: approach-oriented and
avoidance-oriented. The first three dimensions—structural and social
job resources, as well as challenging job demands—are considered
approach-oriented job crafting. In contrast, decreasing hindering job
demands is classified as avoidance-oriented. Recently, Demerouti and
Peeters (2018) introduced a new form of avoidance-oriented job
crafting: optimizing job demands. Unlike merely decreasing hindering
job demands, optimizing job demands involves defensive strategies to
prevent resource loss and maintain person-job fit. Common behaviors
in this category include simplifying work processes to enhance
efficiency (Hu et al, 2020). However, this aspect of job crafting
remains underexplored in teacher education research (Huang et al.,
2022). This gap in the literature highlights the need to incorporate the
optimizing job demands dimension into the current study’s instrument.

Existing evidence suggests that job crafting among Chinese primary
and secondary teachers generally sits at a moderate level (Li and Tang,
2022; Sun and Du, 2023; Zhao et al., 2021), with discernible subgroup
differences and dimension-specific patterns (Zhao and Li, 2019). For
example, Zhao and Li (2019), in a survey of 359 teachers, found higher
JC scores among urban than rural teachers and higher frequencies
among female than male. Similarly, Zhao et al. (2021) reported that most
teachers’ moderate-level of engagement in job crafting and relatively
higher scores on structural crafting dimension. Research on compulsory-
education teachers has likewise indicated that their overall JC remains at
a moderate level, with considerable room for improvement, and
comparatively higher scores on task crafting (Li and Tang, 2022). Despite
these advances, there is a lack of large-sample, multi-region studies that
provide a systematic portrait of overall JC and the concrete manifestations
of each JC dimension among Chinese primary and secondary teachers.
Addressing this gap requires comprehensive descriptive evidence that
delineates the current status and dimensional profile of JC across teacher
subgroups, thereby establishing a baseline for subsequent mechanism-
oriented research and targeted professional support.

2.2 Factors influencing teachers’ job
crafting

Research on the antecedents of job crafting has predominantly
focused on two main perspectives: individual attributes and

frontiersin.org


https://doi.org/10.3389/feduc.2025.1588036
https://www.frontiersin.org/journals/education
https://www.frontiersin.org

Zhang et al.

organizational characteristics. At the individual level, personality
differences and demographic variables are key factors that have
been frequently explored (Bindl and Parker, 2011; Tornau and
Frese, 2013). As with other work behaviors, job crafting is closely
tied to personal identity and individual traits, which shape how
employees adapt their jobs to better suit their needs
and preferences.

Rudolph et al. (2017) proposed a comprehensive conceptual
model of job crafting, which examined common demographic
factors—such as gender, age, and education—and job characteristics—
such as tenure and work duration—individually. However, research
specifically examining the antecedents of job crafting among teachers,
particularly in China, remains limited and yields inconsistent findings.
For example, studies on gender differences in job crafting have
produced conflicting results. Some studies suggest that female teachers
engage in job crafting more frequently than their male counterparts
(Rudolph et al., 2017; Zhao and Li, 2019), while others report the
opposite trend (Ali et al., 2020; Lyu and Fan, 2020). Similarly, research
on the role of tenure in influencing job crafting is also mixed. Tornau
and Frese (2013) found no significant relationship between tenure and
job crafting, whereas the findings of Rudolph et al. (2017) meta-
analysis identified a negative correlation. Given the unique nature of
the teaching profession, it is essential to explore whether age and
tenure serve as boundary conditions that affect the relationship
between job crafting and various job outcomes.

In addition to individual factors, job characteristics also play a
crucial role in shaping teachers” job crafting behaviors. However,
studies examining how job crafting differs across teaching positions
remain scarce. In mainland China, schools are typically classified
based on administrative level (e.g., provincial, municipal, district, or
township) or educational stage (e.g., primary school, junior high
school, and senior high school). Some studies have explored the
influence of school type, particularly comparing urban and rural
schools, and found that urban teachers tend to engage in job crafting
more frequently than their rural counterparts (Zhao and Li, 2019).
However, a more systematic analysis is needed to explore how various
job characteristics, including teacher position and school type,
influence job crafting behaviors among primary and secondary
school teachers.

3 Research methodology
3.1 Procedures and participants

Participants in this study were recruited from primary and
secondary schools in two provinces of mainland China—Yunnan and
Gansu. A random sampling strategy was employed to select
participating schools, which included both urban and rural areas. The
survey was administered online through Wenjuanxing (a platform
comparable to SurveyMonkey) and distributed via several WeChat
groups. Teachers were invited to participate anonymously and
voluntarily, with an informed consent form provided at the beginning
of the survey. Data collection took place over a three-week period.
This dataset forms part of a larger research project led by the
corresponding author. Although shared with other studies (Huang
et al., 2022), the variable associations analyzed in the present work
have not been examined previously.
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A total of 2,137 teachers completed the questionnaire. After data
cleaning—excluding cases with completion time shorter than
one-third of the median response time or with inconsistent responses
to oppositely valenced item pairs (Dewitt et al., 2019)—1,886 valid
responses remained. No missing data were detected. Of the final
sample, 1,343 participants were female and 543 were male. Teachers
were predominantly from urban schools (N = 1,444, 76.5%), with 442
from rural schools. The sample comprised 840 primary school
teachers and 1,046 were secondary school teachers. Most participants
were employed in public schools (N = 1,849, 98.0%). Regarding
educational background, 61.2% held a bachelor’s degree, 13.1% held
a postgraduate degree, and the remaining 26.7% possessed an
associate degree or lower qualification. In terms of professional roles,
1,488 were regular teachers, 387 were teacher leaders, and 11were
adminitrative staff. The average age of the teachers was 39.64 years
(8D =9.03), with an average teaching experience of 16.5 years
(SD = 10.13).

3.2 Instrument

To measure teachers’ job crafting behaviors, this study adapted
scales developed by Tims and Bakker (2010) and Demerouti and
Peeters (2018) considering the school environment and the work
characteristics of the teaching profession. The 30-item scale comprises
five subscales: increasing structural job resources (5 items, @ = 0.93,
e.g., Ttry to develop me capabilities at work’), increasing social job
resources (8 items, @ = 0.93, e.g., T ask for feedback on my performance
from my mentors/supervisors’), increasing challenging job demands (5
items, a = 0.89, e.g., ‘When there is not much to do at work, I see it as
a chance to start new projects’), decreasing hindering job demands (7
items, a = 0.93, e.g., T make sure that my work is mentally less intense’),
and optimizing job demands (5 items, @ = 0.95, e.g., T look for ways to
do my work more efficiently’). Participants rated items using a 5-point
Likert scale, with 1 representing “never” and 5 representing “always.”
Higher scores indicate more frequent proactive job crafting behaviors.

3.3 Analytical strategy

Data processing and analysis were conducted using SPSS (Version
26.0) and Mplus (Version 8.3). To examine the internal construct
validity of the job crafting scale for the teacher population, the total
dataset was randomly split in half. Exploratory factor analysis (EFA)
was performed on one half to identify the underlying factor structure,
followed by confirmatory factor analysis (CFA) on the other half to
validate the factor structure. Consistent with established guidelines,
only items with factor loadings of 0.40 or higher were retained
(Nunnally, 1994).

Descriptive statistics (means and standard deviations) were
calculated to summarize teachers’ scores across the different
dimensions of job crafting. Spearman’s correlation analysis was
conducted to examine the relationships among variables, while
stepwise regression analysis was applied to explore the effects of
teachers’ age and professional position on job crafting behaviors.
Additionally, independent-samples t-tests and one-way analyses of
variance (ANOVA) were employed to assess differences in job crafting
scores across various demographic and school-related variables.
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TABLE 1 Descriptive statistics and correlation analysis of job crafting variables (N = 1, 886).

Variable M SD 1 2 3 4 5
1. Increasing structural job resources 4.03 0.85

2. Increasing social job resources 3.42 0.96 0.65%*

3. Increasing challenging job demands 3.49 0.94 0.67%% 0.67%*

4. Decreasing hindering job demands 3.77 0.86 0.627%* 0.75%%* 0.59%%*

5. Optimizing job demands 3.76 0.91 0.687%* 0.66** 0.78%%* 0.59%*

*p <0.05; **p < 0.01; ##¥p < 0.001.

4 Research results
4.1 Preliminary analysis

The EFA results on teacher job crafting showed five factors. The
overall Cronbach’s alpha (a) for the whole scale in this study was 0.97,
demonstrating excellent reliability. No scale items were deleted
because of the acceptable factor loadings (see Table A1). Furthermore,
the CFA results revealed factor loadings ranging from 0.60 to 0.97 (all
above 0.5), confirming that each item effectively measured its intended
construct. The model fit indices were as follows: RMSEA = 0.079,
CFI =0.919, TLI = 0.910, and SRMR = 0.065, all of which suggest
good validity.

4.2 Descriptive statistics and correlation
analysis

The descriptive statistics and correlation analysis results for
teachers’ job crafting behaviors are summarized in Table 1. The
overall mean score for job crafting among teachers was 3.69
(SD = 0.77). The scores for the individual dimensions of job crafting,
in descending order, were as follows: increasing structural job
resources (M = 4.03, SD = 0.85), decreasing hindering job demands
(M =377, SD=0.86), optimizing job demands (M =3.76,
SD =0.91), increasing challenging job demands (M =3.49,
SD =0.94), and increasing social job resources (M =3.42,
SD =0.96). These findings suggest that, overall, job crafting
behaviors among primary and secondary school teachers are
generally above average.

Pearson correlation coefficients were calculated to assess the
relationships among the five dimensions of job crafting. The
results (see Table 1) indicate significant positive correlations
between all pairs of variables (p < 0.001), with all correlation
coefficients exceeding 0. This suggests that as one dimension of
job crafting increases, other dimensions tend to increase as well.
Notably, the correlations between increasing challenging job
demands and optimizing job demands (r = 0.78), and between
increasing social resources and decreasing hindering job demands
(r = 0.75), were particularly high, indicating a strong relationship
between these dimensions.

4.3 Regression analysis

To further examine the impact of demographic and school-related
characteristics on teachers’ job crafting behaviors, a stepwise
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TABLE 2 Regression analysis of job crafting by age groups and teaching
position.

Variable p-value t-value
Age 0.08 3,265
Teaching position 0.07 2.89%#
R 0.01

F 11,67

#p < 0.05; **p < 0.01; **¥p < 0.001.

regression analysis was performed. Variables such as gender, years of
teaching experience, educational background, position, and school
type were added progressively to build a regression model. The results,
as shown in Table 2, reveal that age and teaching position had a
significant positive impact on overall job crafting behaviors, with
regression coeflicients of 0.08 and 0.07, respectively, both significant
at the p <0.05 level. Among these variables, age had the greater
influence on teachers’ job crafting behaviors. Other variables, such as
gender, educational background, and school type, did not exhibit
significant effects (p > 0.05) and were excluded from the final model
due to their minimal impacts.

4.4 Comparative analysis of demographic
and school characteristics

Building on the conceptual model from Rudolph et al. (2017)
meta-analysis of job crafting, this study explores the differences in job
crafting behaviors across various demographic factors (gender, age,
education, teaching position, and teaching experience) and work-
related variables (school type and teaching level). The findings are
summarized in Tables 3-5.

Firstly, no significant differences were found in overall job crafting
behaviors between male and female teachers (p = 0.78 > 0.05). However,
gender differences emerged in specific dimensions. Male teachers
scored significantly higher than female teachers in both increasing
social job resources (M_male = 3.50, SD = 0.97 vs. M_female = 3.39,
SD =0.95) and increasing challenging job demands (M_male = 3.57,
SD =0.91 vs. M_female = 3.45, SD = 0.96) (p < 0.05). No significant
gender differences were found in the remaining dimensions.

Significant differences were observed in job crafting behaviors
based on teachers’ age and teaching experience. Younger and less
experienced teachers scored lower in dimensions such as increasing
structural job resources, decreasing hindering job demands, and
optimizing job demands (p <0.05). However, no significant
differences were found between age groups or teaching experience
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TABLE 3 Comparison of differences in the five dimensions of job crafting by demographic variables (Gender, age, and years of teaching experience).

Variables Gender Age Years of teaching experience

Female <30 31-40 41-50 >51 < 6-15 16-25 >26
Increasing structural job resources 4.03 £0.82 4.03 £ 0.86 0.28 3.93+0.78 4.00 £ 0.84 4.09 £0.88 4.13 £0.85 4.46%* 3.96 £0.79 3.94+0.83 4.09 £0.83 4.11£0.91 5.03%*
Increasing social job resources 3.50 £0.97 3.39+£0.95 2.12% 3.39£0.86 3.41+0.96 3.45+1.01 3.46 +0.96 0.56 3.44+£0.86 3.33+£0.95 3.45+0.98 3.48+0.99 2.18
Increasing challenging job demands 3.57+0.91 3.45+0.96 2.50% 3.42+0.91 3.48+0.93 353+097 = 3.54+0.98 1.34 345+0.88 | 3.41+093 | 355+094 | 3.51%1.01 218
Decreasing hindering job demands 3.79 £0.81 3.76 £ 0.88 0.75 3.65+0.82 3.73+0.84 3.86 +0.88 3.83 +£0.89 5.80%** 3.68 £0.79 3.69 £0.85 3.83+0.85 3.83+0.93 4.37%%
Optimizing job demands 3.80 +£0.86 3.74+0.93 1.48 3.61£0.89 3.68 £ 0.89 3.87£0.94 3.92 +£0.89 11.22%%* 3.61 £0.86 3.66 +0.89 3.81+091 3.91+0.94 9.66%+*

#p < 0.05; #¥p < 0.01; ##¥p < 0.001.

TABLE 4 Comparison of differences in the five dimensions of job crafting based on demographic variables (education background, teaching position, and teaching stage).

Variables Education background Teaching position Teaching stage
Master Bachelor Vocational Secondary Others Principal/ Secretary Leader of Teachers Others Primary Secondary
degeree degree degree or Techinical Vice- of Youth = teaching school school

or secondary principal League and
above qualification Commitee research
group

Increasing structural | 3.98+0.84 | 4.05+0.84  4.11+0.88 4.07+0.98 395+0.86 | 1.37 = 4.27%0.70 4.05+0.77 4.08+0.85 4014086  3.84+077 195 | 4.04+087  4.02+083 041

job resources

Increasing social job | 3.32+0.93 343096 = 3.49+1.00 3.69 + 1.17 344+094 105  3.95%0.89 3.64 +0.97 3.37+0.95 339+095 | 353+0.86 7.79% 3.47+098 3394093 | 1.90%

resources

Increasing 346+093 | 3.50+095  3.44%0.99 3.77+1.12 349+091 032 | 3.84+0.85 3.69+0.91 3.56+0.90 344+095 | 3.66+0.93  520% 3.50+0.97 348+092 | 058

challenging job

demands

Decreading hindering | 3.75+0.78 | 3.78+0.86  3.80 +0.93 3.83 +1.09 3714085 | 048 = 4.02%0.70 3.74+0.82 3.77+0.82 376+0.87 | 3.58+092 180  3.80 +0.89 374+083 131

job demands

Optimizing job 3714086 378+091  3.81+098 3.90 +0.98 3.68+091 097  415+0.76 3.79+0.86 3.76 £0.91 3744092 | 3.62+089 358% 3.78+0.95 3744088 | 085

demands

%p < 0.05; #%p < 0.01; *#%p < 0,001,

1e1e bueyz
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TABLE 5 Comparison of differences in job crafting based on job characteristics.

Variable School type Nature of the institution
Provincial City District Township Public  Private Non- Others
level level level level school school state-run
(el glolell

Increasing structural job 4024066 | 404+083  3.99+086  412+083 | 2.64* 403+085 393+061 416084  3.88+094 027
resources

Increasing social job 343+075 | 338+093  343+096  3.44+0.99 039 | 342+096 3434093 35141045 352+113 | 0.07
resources

Increasing challengingjob | 3.56+0.70  3.53+0.89 3.49+095  3.43+1.00 086 | 349+094 & 3314084  371+101 | 3.60+1.08 041
demands

Decreasing hindering job 378+0.70 | 374+082  375+086  3.83%0.90 120 377+086  3.50+074 | 424075 | 3.67+0.80 | 146
demands

Optimizing job demands 379+074 | 375+089  373+091  3.83+0.94 150 | 3.76+091  3.63+064 | 3.87+083 | 383+098 | 0.17

#p < 0.05; **p < 0.01; **¥p < 0.001.

levels in increasing social job resources and increasing challenging job
demands (p > 0.05).

Regarding educational background, no significant differences
were found in overall job crafting behaviors or any of the five
dimensions (p > 0.05).

Differences based on teaching position were significant in
increasing social job resources, increasing challenging job demands,
and optimizing job demands (p < 0.05). School leaders (e.g., school
principals and grade leaders) scored higher in these dimensions
compared to regular teachers. No significant differences were found
in the other two dimensions (p > 0.05).

Teachers from different school types also showed significant
differences in increasing structural job resources (p < 0.05), with
teachers from district-level schools scoring lower. However, no
significant differences were found across the other four dimensions.
Lastly, no significant differences were found between middle school
and primary school teachers in any aspect of job crafting (p > 0.05),
suggesting no variance between these teaching levels.

5 Discussion

5.1 Analysis of descriptive statistics results
for teachers’ job crafting

The mean score for teachers’ overall job crafting in the present
study (M = 3.69) demonstrated an above-average level of job crafting
behavior. Similar findings have been reported among rural primary
teachers in China (M = 3.87), suggesting that Chinese teachers are
increasingly proactive in reshaping their work to meet personal and
professional needs (Sun and Du, 2023). This job crafting tendency can
be explained through Chinese cultural context. Confucianism and
Zhong Yong (The Doctrine of the Mean) emphasize harmony between
individuals and the collective, as well as values of responsibility and
ethical conduct, all of which positively influence job crafting in China
(Hu et al., 2017). Specifically, Confucianism is found to enhance both
job crafting through the mechanism of psychological contract
fulfillment; that is, when teachers feel their moral expectations and
reciprocal obligations are met, they are more likely to engage in job
crafting behaviors (Liu and Zhang, 2022). Thus, Chinese teachers’ job
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crafting often prioritizes group congruence and meaningful
engagement rather than radical change.

Across dimensions, the highest scores were observed in increasing
structural job resources, echoing prior research (Zhao et al., 2021).
This likely reflects the strong emphasis on self-improvement and
mastery in Chinese educational culture (Li, 2009). By contrast, lower
scores were found in increasing challenging job demands and
increasing social job resources. Several cultural and organizational
factors may account for this pattern. Norms of modesty and risk-
avoidance can discourage teachers from seeking out extra challenges
or social interactions that might be perceived as overstepping
boundaries or “showing oft” (Liu and Zhang, 2022), while traditional
respect for hierarchy and seniority may also limit junior teachers’
willingness to request support or propose challenging new initiatives
(Truong et al., 2017). Furthermore, especially in rural settings, limited
collaborative structures and heavy workloads constrain teachers’
opportunities to cultivate social resources or pursue initiating new
tasks (Li et al., 2023).

5.2 Analysis of differences in job crafting
among demographic variables for teachers

The study revealed that there were no significant differences in
overall job crafting behaviors between male and female teachers,
which aligns with findings from both domestic and international
studies (Miraglia et al., 2017; Xue et al., 2021). Social feminism theory
suggests that when men and women possess similar attributes, they
tend to achieve comparable job performance levels (Black, 2019).
Kanter (2008) further argued that observed gender differences are
often more reflective of organizational structures than individual
characteristics. Gender differences in job crafting strategies are
primarily shaped by variations in organizational culture, societal
factors, and environmental influences such as organizational type and
corporate culture (Ali et al., 2020).

A deeper analysis of specific job crafting behaviors revealed that
male teachers were more inclined to engage in strategies that
increase social and challenging job resources. Ali et al. (2020)
similarly found that male managers were more proactive in
interacting with peers and engaging in exploratory activities, which
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enhanced job performance. This tendency could be explained by the
fact that, in career development, men generally find it easier to
handle challenging work experiences and are more driven by career
success (Xue et al.,, 2021). Gender role theory supports this by
suggesting that men use their work roles to construct their self-
concept, seeking opportunities that allow them to expand their
competencies. By engaging in job crafting strategies that enhance
social resources, men aim to build professional networks that
increase work efficiency and contribute to a greater sense of job
meaning and achievement (Tims and Bakker, 2010). Additionally,
statistics from the Ministry of Education in 2020 indicate that while
male teachers constitute less than 30% of the teaching workforce,
they hold a disproportionately high percentage of senior
administrative positions (Zuraik et al., 2020). This may provide male
teachers with greater job autonomy and access to resources, enabling
them to explore more challenging opportunities and collaborate
with peers.

The study also found that age and teaching experience were
positively correlated with overall job crafting behaviors. Teachers who
were slightly older and had more teaching experience tended to score
higher on job crafting. This finding contrasts with the results of
Rudolph et al. (2017), who reported a negative or no correlation
between age and job crafting. However, Tornau and Frese (2013)
found a positive link between personal growth initiative and age. Our
findings suggest that older teachers with more experience are better
positioned to engage in job crafting due to their established
professional identity, passion for education, and high achievement
motivation. With accumulated teaching experience, these teachers
have a greater sense of work meaning and value, which drives their
motivation to align their roles with personal strengths (Griep et al.,
2022; Li and Tang, 2022; Ingusci et al., 2016). Additionally, older and
more experienced teachers possess greater autonomy and flexibility in
adjusting their tasks, which allows them to engage more in job
crafting, such as reducing and optimizing demands (Li et al., 2022).

5.3 Analysis of job crafting differences
among school characteristics for teachers

Regarding job crafting based on school characteristics, the study
found that school administrators (principals and vice-principals)
scored higher in increasing social job resources, increasing challenging
job demands, and optimizing job demands. This may be due to several
factors. First, according to self-determination theory, principals and
vice-principals typically have more job autonomy and control over
their tasks, which enables them to engage in job crafting behaviors
that increase challenging job demands (Ghitulescu, 2006; Ryan and
Deci, 2020). Previous research by Harju et al. (2016) has shown that
increasing challenging job demands enhances work engagement and
promotes additional job crafting behaviors. Furthermore, job
autonomy, as both a flexible work resource and external environmental
resource, allows school administrators to feel supported by senior
administrators and stakeholders, fostering positive work experiences
and collaborative efforts (Chang et al., 2015).

Additionally, teachers in positions of leadership, such as school
administrators, are likely to have greater career planning awareness
and work adaptability, which enable them to manage complex job
demands effectively. They are better equipped to prioritize tasks,
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embrace challenges, and continuously acquire new skills, thereby
enhancing their job crafting behaviors and their adaptability in
the workplace.

The study also identified significant differences in job crafting
behaviors based on school type, specifically in increasing structural
resources. Teachers in township schools scored higher, while those in
district-level schools scored lower. These findings contradict some
earlier research, which suggested that rural teachers generally engage
more in job crafting than their urban counterparts (Zhao and Li,
2019). The discrepancy may be explained by sample size variations
and differences in school classifications. Taking China’s educational
context into consideration, several factors might contribute to these
results. Township schools often face more infrastructure and resource
limitations than urban schools, but these challenges can create unique
career growth opportunities for teachers. This may encourage
township teachers to adopt proactive strategies, such as adapting
course content to meet the needs of their students, incorporating
flexible curriculum adjustments, and localizing teaching methods
(Wang, 2018; Zeng and Gao, 2018). Additionally, recent policies have
bolstered township schools by providing additional resources,
including equipment, funding, and personnel, which enhances the
capacity for structural job crafting (Xue et al., 2021).

In contrast, district-level schools, despite being positioned as
educational research institutions, often struggle with policy constraints
and resource limitations. These schools may not receive the same level
of support as provincial or municipal schools, making it more difficult
for teachers to engage in meaningful job crafting (Li, 2018; Li, 2003).
This lack of distinctive advantages may limit the extent to which
teachers in district-level schools can engage in job crafting, especially
in the areas of structural resources and challenging job demands.

6 Limitations and future directions

While this study provides valuable insights into the demographic
and job characteristic differences in job crafting among primary and
secondary school teachers, it is important to acknowledge the
limitations inherent in its design. This research utilized a cross-
sectional design, which captures a snapshot of teachers’ job crafting
behaviors at a single point in time. However, the cross-sectional nature
of the study restricts our ability to draw causal inferences or observe
changes over time. To gain deeper and more nuanced insights, future
research should consider employing longitudinal designs or other
robust methodologies that can track changes in job crafting behaviors
and better establish causal relationships.

Moreover, while this study identified gender differences in job
crafting approaches, it did not delve into the underlying mechanisms
driving these differences. Future research could further explore the
role of gender within various social contexts to better understand how
social, cultural, and organizational factors may shape male and female
teachers’ job crafting behaviors. This would help to clarify the
complexities surrounding gender differences in job crafting and
contribute to  more inclusive models of teacher
professional development.

Additionally, this study focused on the influence of demographic
and school characteristic variables on job crafting behaviors, but
previous research suggests that other situational factors also play a

significant role. Factors such as school climate, school culture,
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leadership styles, career growth opportunities, and teacher autonomy
may all contribute to shaping teachers’ job crafting behaviors. Future
studies that explore these additional antecedents could provide a more
holistic view of the factors that influence job crafting and offer
practical recommendations for fostering supportive environments
that encourage teachers to engage in job crafting.

7 Conclusions and implications

This study highlighted significant variations in job crafting
behaviors among teachers, influenced by factors such as gender, age,
years of teaching experience, teaching position, and school type.
These findings provide valuable practical insights that can inform
strategies to enhance teacher job crafting and professional
development.

Firstly, the study revealed that age and years of teaching experience
are key factors that influence job crafting behaviors. Older and more
experienced teachers were found to engage more actively in job
crafting, suggesting that these teachers have a deeper understanding
of their roles and greater autonomy in adapting their tasks. Based on
these findings, school administrators could consider establishing
professional learning communities (PLCs) to facilitate the exchange
of job crafting strategies between experienced and newer teachers.
Such platforms would allow for mentoring relationships, knowledge
sharing, and collaborative problem-solving, thereby fostering a culture
of continuous professional growth.

Secondly, the study found that teachers’ teaching positions within
the school, such as administrative roles, significantly impact their job
crafting behaviors. School administrators who hold leadership
positions tend to engage in more proactive job crafting, likely due to
their increased job autonomy and control over task decisions. To
further enhance job crafting behaviors among teachers, school
leaders should focus on empowering teachers by promoting
autonomy and providing both formal and informal leadership
opportunities. Offering teachers greater control over their work and
leadership roles could inspire them to engage more deeply in job
crafting, ultimately contributing to enhanced job satisfaction and
professional development.

Furthermore, this nuanced pattern of the present study
underscores that job crafting among Chinese teachers is an adaptive,
culturally embedded process through which they navigate
demographic and contextual challenges to sustain meaningful
professional lives. The relatively strong tendency to increase structural
job resources reflects teachers’ emphasis on self-improvement and
mastery. Professional development programs can therefore build on
this strength by offering workshops, mentorship, and leadership
training that enhance autonomy, skill variety, and reflective practice.
In parallel, reducing administrative burdens and providing flexible
scheduling will create the time and capacity necessary for teachers to
actively pursue professional growth.

By contrast, the comparatively lower engagement in increasing
social job resources and increasing challenging job demands
highlights areas where targeted support is needed. Previous research
has demonstrated that engaging in challenging tasks serves as a key
mechanism linking teachers’ formal professional development with
informal, practice-based learning (Huang et al., 2025b). Strengthening
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collegial networks through professional learning communities,
structured peer-mentoring, and cross-school exchanges can help
normalize collaboration and make help-seeking less risky in
hierarchical settings. At the same time, embedding opportunities for
experimentation—such as small-scale innovation projects, curriculum
design initiatives, or interdisciplinary collaborations—can encourage
teachers to assume challenging responsibilities within a safe and
supportive environment. Aligning recognition and evaluation systems
to value collaborative contribution and responsible risk-taking further
reinforces such behaviors.
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Appendix

TABLE Al Items’ means, standard deviations, Cronbach’s alphas, and factor loadings of the job crafting scale (N = 1,886).

Factor loadings ())

3
Increasing structural job resources 0.93
1 4.09 0.95 0.81
2 414 0.93 0.85
3 4.16 0.91 0.85
4 4.08 0.92 0.78
5 3.67 1.05 0.48
Increasing social job resources 0.93
6 3.82 0.98 0.56
7 3.68 1.08 0.68
8 3.40 1.21 0.81
9 3.72 1.04 0.63
10 3.75 1.04 0.47
11 3.08 1.32 0.81
12 293 1.35 0.80
13 3.02 1.29 0.79
Increasing challenging job demands 0.89
14 3.31 1.16 0.67
15 3.47 1.10 0.63
16 3.69 1.18 0.61
17 3.42 1.16 0.63
18 3.55 1.10 0.55
Decreasing hindering job demands 0.93
19 3.86 0.99 0.62
20 3.74 1.04 0.70
21 3.87 1.03 0.80
22 3.76 1.02 0.73
23 3.80 1.02 0.80
24 3.70 1.02 0.70
25 3.64 1.01 0.48
Optimizing job demands 0.95
26 3.72 1.01 0.76
27 3.71 1.01 0.79
28 3.74 1.00 0.80
29 3.84 0.97 0.72
30 3.78 0.99 0.69
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