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Encouraging job crafting in the 
workplace for newcomers: A 
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It is important to identify the antecedents of newcomers’ job crafting as it assists 

with their adjustment in the workplace. This study made use of transformational 

leadership and newcomers’ calling as organizational and personal resources 

that predict job crafting. We hypothesized that transformational leadership 

would have an indirect relationship with newcomers’ job crafting after 2 

years through their occupational self-efficacy and that their calling would 

moderate this mediational path. A multi-wave approach was employed 

wherein data from 280 new employees were collected three times during the 

first 2 years of their careers. The survey was completed by 150 participants. 

The results illustrated that transformational leadership was positively related 

to newcomers’ job crafting after 2 years of entry through their occupational 

self-efficacy. Additionally, newcomers’ calling moderated the mediating effect 

of occupational self-efficacy between transformational leadership and job 

crafting. The theoretical and practical implications of this study are discussed.
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Introduction

In order to respond to situations with high uncertainty and rapid changes in the 
organizational or occupational environment, the members of the organization need to 
be proactive (Griffin et al., 2010). A top-down approach introduced by an organization 
might be partly effective in addressing the current organizational environment. However, 
a bottom-up approach initiated by proactive employees remains essential (Wang et al., 
2017) as they enhance their performance in a rapidly changing work environment (Petrou 
et al., 2015). In addition, job crafting, which is one of the proactive behavior, is known to 
be related to work engagement (Frederick and VanderWeele, 2020), job satisfaction (Slemp 
et al., 2015; Yeşilkaya and Yıldız, 2022), low burnout (Tims et al., 2013; Pijpker et al., 2022), 
high performance (Tims et al., 2015; Boehnlein and Baum, 2022), and a person-job fit 
(Tims et al., 2016), resulting in positive outcomes for both individual and organization. 
Therefore, investigating factors that could promote the employees’ proactivity is a matter 
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of urgency and this study focuses on the psychological mechanism 
for encouraging job crafting, which is one of the proactive activities.

The modification of the conditions and boundaries of job 
tasks, relationships, and the meaning of work is what job crafting 
entails (Wrzesniewski and Dutton, 2001). It holds significance as 
it involves a bottom-up approach, which provides the employees 
with opportunities not only to be productive in the workplace but 
also for their self-improvement (Tims and Bakker, 2010). 
Wrzesniewski and Dutton (2001) classified job crafting into three 
sub-factors: task crafting—instigating the change in job tasks; 
relational crafting—changing the nature of the interactions at 
work; and cognitive crafting—modifying the employees’ 
perspectives on the meaning and importance of the job.

Who has the potential to develop as a job crafter? A model of 
job crafting presented by Wrzesniewski and Dutton (2001), who 
first illustrated the overall process in this regard, explains job 
crafting through the role of work identity, which is developed on 
the job. In particular, employees’ positive work identity impacts 
their decisions on their behavior (Golden-Biddle and Rao, 1997), 
provides self-feedback to employees, and motivates them to 
continue job crafting (Wrzesniewski and Dutton, 2001). Based on 
the model of job crafting (Wrzesniewski and Dutton, 2001), many 
studies have identified the antecedents of job crafting among 
employees in general (e.g., Rudolph et al., 2017). However, few 
studies (e.g., Chiesa et al., 2020; Cheng et al., 2022) have focused 
on job crafting and the proactive behavior among the new 
graduates or newcomers. Therefore, understanding how to 
encourage job crafting in an organization among newcomers is 
somewhat limited.

Investigating antecedents of job crafting among newcomers is 
extremely important. Newcomers, who leave university and 
become employees, are in the school-to-work transition phase (Ng 
and Feldman, 2007; Schoon and Heckhausen, 2019), wherein 
identities as a student and worker are the most salient (Super, 
1990). Further, efficiently identifying a work role is critical in 
determining school-to-work transition success (Ng and Feldman, 
2007; Masdonati et  al., 2022). If an organization can help 
newcomers understand their positive work identity when they 
establish their attitudes and identities toward their careers, 
newcomers are more likely to endeavor toward job crafting and 
immensely benefit from it. As such, this study explores the 
variables that can predict job crafting among newcomers who 
become employed immediately after graduating from college.

In particular, this study identified organizational and personal 
factors as antecedents of job crafting. Some studies have examined 
the interaction between the leaders’ behavior and newcomers’ 
personal characteristics in promoting job crafting and enhancing 
the early organizational adaptation (e.g., Ji and Yoon, 2021; Cheng 
et al., 2022). Therefore, in line with recent research, this study 
identified the positive relationship between the transformational 
leadership and job crafting through occupational self-efficacy. In 
addition, adopting calling as an individual’s positive occupational 
attitude, this study examined its effect on the indirect pathway 

between transformational leadership, occupational self-efficacy, 
and job crafting.

There are many empirical studies that argue that both the 
positive organizational factors and the personal psychological 
resources are needed to form a positive identity (e.g., professional 
identity, Wang et al., 2016), which is required for an employee’s 
growth as a job crafter. Firstly, in an organizational context, the 
role of a positive leader who can promote motivation for job 
crafting and provide task-based opportunities and psychological 
support is a critical predisposing factor in promoting job crafting 
among the employees (Li et  al., 2013; Afsar et  al., 2019). The 
proactive identity and attitude of a leader is an important factor in 
fostering a proactive attitude of subordinates through reciprocal 
social exchanges (e.g., vicarious learning; Chen et al., 2015), which 
serves as a key context in establishing one’s identity as a job crafter 
(Wang et al., 2017). Transformational leadership, in particular, not 
only motivates members to engage in job crafting but also 
promotes proactive behaviors by respecting their positive identity, 
as demonstrated in several previous studies (Afsar et al., 2019; 
Naeem et  al., 2021). Thus, this study examines whether 
transformational leadership functions as an organizational factor 
with regard to job crafting.

Secondly, as a personal psychological resource, an individual’s 
calling can facilitate the forming of one’s identity as a job crafter. 
A sense of calling as a positive attitude toward work provides a 
confident response to change and enhances positive engagement 
in the work environment to achieve goals. This is essential in 
promoting proactive behavior such as job crafting (Crant, 2000). 
In addition, the chance to attempt job crafting depends on an 
individual’s work orientation (Wrzesniewski and Dutton, 2001). 
In particular, those with a sense of calling are more willing to 
utilize the support and opportunities from a transformational 
leader as they consider work to be  a key factor in their life 
(Wrzesniewski et  al., 1997). Further, they tend to devote 
themselves to work (Duffy et al., 2011) and strive to live up to their 
calling (Duffy and Autin, 2013). The empirical research suggests 
that providing mentoring and organizational support to 
individuals with a calling leads to the increased proactive behavior 
(Cai et al., 2021). This study therefore aimed to empirically explore 
whether a sense of calling functions as a personal resource that 
can predict job crafting through its interaction with 
transformational leadership.

Based on the aforementioned call for research, this study 
identified antecedents that are positively related to job crafting 
using a multi-wave research design spanned by three different data 
collection periods over 2 years, starting from the beginning of the 
newcomers’ careers at their current workplace. The use of this 
design can minimize common method variance, which is a 
methodological concern researchers should consider when using 
self-report surveys (Cooper et  al., 2020). This approach 
theoretically supports the mechanism proposed by Wrzesniewski 
and Dutton (2001), while providing practical implications for 
corporate management to assist newcomers with regards to 
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adjusting and nurturing their proactivity. Figure  1 shows this 
study’s overall model.

Theoretical background

Transformational leadership and job 
crafting

Leaders have tremendous influence on the job crafting 
behavior as an organizational factor (Zhang and Parker, 2019). 
There are several recent studies (Wang et al., 2017; Hetland et al., 
2018) that have revealed that transformational leaders who 
provide inspiration toward consistent changes to their 
subordinates (Bass, 1985; Stock et  al., 2022), can promote the 
employees’ job crafting.

The members of these organizations often define who they are 
based on the work they do (e.g., role identity theory; Stets and 
Burke, 2000; Ashforth and Schinoff, 2016; Shepherd and Williams, 
2018). Thus, situational and contextual factors considerably 
influence the establishment of the employees’ identity (Kroger, 
1997). Moreover, individuals form their identity through 
interactions with the various social environments (Bothma et al., 
2015). During this process, transformational leaders function as 
an organizational resource for newcomers to experience growth 
as proactive crafters based on their self-awareness. In particular, 
transformational leaders assist employees in understanding their 
goals and values (Bass, 1985) and enable them to set clear goals 
and responsibilities (Bass and Stogdill, 1990). Furthermore, 
transformational leaders act as good role models for newcomers 
by demonstrating an active response to change and proactiveness 
(Wang et al., 2016). Moreover, transformational leaders might 
have a greater influence on newcomers as a result of their need to 
change their identity from students to workers (Ng and Feldman, 
2007; Schoon and Heckhausen, 2019). Consequently, newcomers 
who received positive influence from their role models undergo 

growth as proactive members (e.g., work identity) in their new 
organization and have a greater chance of finding their direction 
with regards to job crafting and implementing it accordingly 
(Wrzesniewski and Dutton, 2001).

In addition, transformational leaders might enable their 
subordinates to try novel ways of working or encourage them to 
do extra work proactively by setting challenging goals and 
instilling the confidence to achieve them (Bass, 1985; Stock et al., 
2022). The subordinates can attempt to build good relationships 
with their co-workers as a result of transformational leaders, who 
tend to be considerate, support each member (Bass, 1985) and 
endeavor to increase trust as well as cooperation among 
employees (Carless et al., 2000). The transformational leaders 
further aid employees in understanding their goals and values 
(Bass, 1985) and in taking different perspectives of others rather 
than taking a self-centered view (Stock et al., 2022). Consequently, 
the subordinates can reflect on the positive impact and 
contribution of their work to society. Based on the above 
discussion and the role that a transformational leader actively 
plays in inducing a positive impact on job crafting among 
employees, the following hypothesis was established.

H1: Transformational leadership has a positive effect on 
newcomers’ job crafting.

The mediating effect of occupational 
self-efficacy

Self-efficacy refers to the trust in one’s ability to achieve a 
given goal (Bandura, 1997). Specifically, belief in one’s ability to 
successfully perform work-related tasks is defined as occupational 
self-efficacy (Rigotti et al., 2008). As newcomers face a new task in 
their school-to-work transition phase (Ng and Feldman, 2007), 
examining their self-efficacy may be very important in predicting 
their workplace behavior and adjustment thereof. Previous 

FIGURE 1

The research model.
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research indicates that individual and organizational effectiveness 
arise in the process of perceived transformational leadership, 
which increases an employee’s self-efficacy (Nielsen et al., 2009). 
Based on the previous findings, this study aims to examine the role 
of the perceived self-efficacy on the relationship between 
transformational leadership and job crafting among newcomers.

Self-efficacy is formed through the cognitive process of 
evaluating various experiences (Bandura, 1997). As humans have 
the tendency to interpret new information based on their prior 
beliefs about themselves (Schwartz et al., 2011), positive attitudes 
and thoughts of the self can lead to a positive evaluation of new 
experiences and information, which encourages self-efficacy 
(Sung et al., 2015; Kundu and Ghose, 2016). As such, newcomers 
who have a clear and positive perception of themselves, with the 
help of a transformational leader, will therefore accept and 
interpret their experiences with confidence, and thus experience 
occupational self-efficacy. In addition, transformational leaders 
demonstrate individualized consideration of their subordinates 
and encourage intellectual stimulation (Bass and Avolio, 1994; 
Stock et al., 2022), along with high expectations, confidence that 
the subordinate can achieve the desired outcomes, and charismatic 
behaviors involving modeling and exemplary behaviors (Yukl, 
1999). The characteristics and behavior of transformational 
leaders serve as a basis for self-efficacy (Nielsen et  al., 2009) 
through mastery and vicarious experiences provided by the social 
model and social persuasion (Bandura, 1994).

Previous research suggests that self-efficacy is a predictor of 
various successful outcomes, such as academic achievement among 
undergraduate students (Mazzetti et al., 2020) and job crafting 
among newcomers (Crant, 2000; Parker et al., 2006; Den Hartog 
and Belschak, 2012). The motivation of humans is formed through 
the interaction between the desired outcomes and the feasibility 
(Vroom, 1982). Even if the desired outcomes are established, 
however, subjective awareness of feasibility is required for the 
motivation to be  strong enough to lead to a practical action. 
Therefore, self-efficacy, a positive belief that a task is do-able, may 
act as a predisposing factor for proactive behavior, such as job 
crafting. The studies on various cultures and occupational groups 
have indeed revealed that self-efficacy can be a significant predictor 
of job crafting (Tims et al., 2014; Miraglia et al., 2017; Zhang and 
Parker, 2019; Wang et al., 2020). In summary, newcomers who have 
experienced self-efficacy through a transformational leader are 
likely to be motivated to engage in job crafting based on their 
positive perceptions of its feasibility. Based on the above discussion, 
the following hypothesis was established.

H2: Occupational self-efficacy mediates the relationship 
between transformational leadership and job crafting.

The moderating effect of calling

A calling is one of three types of work orientation (i.e., job, 
career, calling; Wrzesniewski et al., 1997). The individuals with a 
sense of calling tend to believe that their job is the most important 

part of their life and a key factor in defining their identity 
(Wrzesniewski et al., 1997). The effectiveness of leadership can 
differ based on situational factors, such as the organizational 
circumstances and the employee’s characteristics (e.g., 
Contingency theory; Fiedler, 1967; House, 1971; Hersey and 
Blanchard, 1984). Further, calling, as one of the subordinates’ 
characteristics, can interact with organizational factors (Duffy 
et al., 2018) and enhance positive work attitudes and behaviors. 
The work orientation specifically includes the calling of acts as a 
moderating factor influencing job crafting within, as exhibited in 
Wrzesniewski and Dutton’s (2001) job crafting model. Therefore, 
this study investigates the role of having a calling, which can 
interact with transformational leadership.

Transformational leaders encourage employees’ job crafting 
by challenging the present situation and developing higher goals 
and values among subordinates (Bass and Stogdill, 1990; Wang 
et  al., 2016). However, people perceive opportunities for job 
crafting in an organization differently according to their work 
orientation despite being in the same situation (Wrzesniewski and 
Dutton, 2001). As a result, the positive relationship between 
transformational leadership, occupational self-efficacy, and job 
crafting can differ based on the subordinates’ work orientation 
despite the transformational leaders providing equal opportunities. 
The individuals with a job or career orientation may neglect or fail 
to utilize opportunities for job crafting as they only focus on 
financial rewards, promotion or success in the workplace. 
However, people with a calling are more likely to use the 
opportunities presented to them to craft their job as they consider 
work significant in their life (Wrzesniewski et al., 1997) and try to 
pursue their life purpose in the work environment (Dik et al., 
2012). Therefore, newcomers with a higher calling tend to actively 
utilize opportunities provided by transformational leaders.

Further, the subordinates’ need for the support and 
intervention from their leader can change the effectiveness of the 
leadership (De Vries et  al., 2002). If subordinates require 
intervention from their leader because they consider it helpful in 
achieving their work goal, they will accept the leader’s support. 
Consequently, the effectiveness of the support needed will 
increase. Newcomers who have a calling might specifically require 
support from their leader as they need to identify their work role 
clearly (e.g., school-to-work transition; Ng and Feldman, 2007) 
and gain greatly value from their work (Wrzesniewski et al., 1997). 
Therefore, newcomers with a calling are more likely to be affected 
by transformational leaders than employees with other work 
orientations. In summation, we expected that newcomers’ high 
level of calling would increase the positive effect of 
transformational leadership on occupational self-efficacy. Based 
on the above, Hypothesis 3 was established accordingly.

H3a: Newcomers’ calling moderates the relationship between 
transformational leadership and occupational self-efficacy. 
Further, this relationship is stronger when newcomers’ calling 
is higher (as opposed to when it is lower).
H3b: Newcomers’ calling moderates the indirect effect of 
transformational leadership in promoting job crafting 
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through occupational self-efficacy. Further, this relationship 
is stronger when newcomers’ calling is higher (as opposed to 
when it is lower).

Materials and method

Participants and procedures

The participants of this study were 280 new employees 
belonging to a large corporation, which provided a wide range of 
services from digital devices to financial investment in South Korea. 
Before collecting the data, we  received approval from the 
university’s institutional review board (IRB). All participants 
voluntarily participated in this survey, and they had the right to stop 
answering the questionnaire at any time if they felt uncomfortable.

The questionnaire was administered during three different 
periods during the first two working years of new employees. To 
recruit the participants, online survey links were sent through 
e-mail. At the end of the questionnaire at Time 1, the respondents 
were asked whether they wanted to participate in two more 
surveys; only the respondents who agreed to further participation 
in the study provided their e-mail addresses. Subsequent survey 
links at Times 2 and 3 were sent through e-mail. This data 
collection process was done to minimize the common method 
variance and increase the validity of this study, even though this 
long-term process might become a burden for the participants,

In the first wave (T1), 280 participants responded to measures 
of perceived transformational leadership, their calling, and their 
demographic questionnaire, such as their age, gender, and religion 
status during their first week of newcomer orientation. Those who 
agreed to further participate voluntarily provided their e-mail 
address. In the second wave (T2), one year later, 187 questionnaires 
were collected for occupational self-efficacy and the response rate 
was 66.7%. In the third wave (T3), 1 year later (i.e., 2 years after 
T1), 150 respondents answered the questionnaires with regard to 
job crafting, and the final response rate was 53.2%.

After the data collection, the responses were matched using 
the e-mail addresses of the participants. The participants were 
given a unique random ID to manage their data, guarantee their 
anonymity, and eliminate their e-mail addresses from the data for 
analysis. The systematic attrition of participants from the study 
was a methodological concern, the independent t-tests were 
therefore performed and compared participants who answered the 
entire questionnaire to those who dropped out of the study. To 
assess the attrition, the T1 data for the multi-wave sample (n = 150) 
from the participants who completed the study and the T1 data 
from participants who dropped out at T2 or T3 (n = 130) were 
compared using a t-test. This analysis revealed no significant 
differences between the multi-wave and attrition groups in terms 
of age [t(278) = 0.29, p > 0.05], gender [t(278) = −0.76, p > 0.05], 
religious status [t(278) = 0.70, p > 0.05], transformational 
leadership [t(278) = −1.03, p > 0.05], and calling [t(278) = 0.62, 
p > 0.05]. These results suggest that attrition was not systematic 
concerning the study variables.

Finally, data from the 150 respondents who participated in all 
three questionnaire surveys were used in analyzing the data. The 
final participants were all South Korean, primarily men (72.7%, 
n = 109), had a religion (87.3%, n = 131), and at least four-year 
university degrees (91.3%, n = 137). The participants’ ages ranged 
from 21 to 30 years, with an average age of 25.10 (SD = 1.75).

Instruments

To measure the calling, the occupational self-efficacy, and job 
crafting at T1, T2, and T3, respectively, validated the Korean 
versions of questionnaires which were administered to the 
participants. The Global Transformational Leadership Scale (GTL) 
was not validated in South Korea, the authors therefore, carefully 
translated the items using the translation and back-translation 
method (Hui and Triandis, 1985; Cha et al., 2007).

Transformational leadership
The transformational leadership perceived by the employee 

was measured at T1 using the Global Transformational Leadership 
Scale (GTL) developed by Carless et al. (2000). This scale consists 
of seven sub-dimensions: vision, staff development, support, 
empowerment, innovative thinking, leading by example, and 
charisma. The sample items for vision and staff development 
included “My leader communicates a clear and positive vision of 
the future” and “My leader treats staff as individuals, supports and 
encourages their development,” respectively. The followers 
responded to 7-items on a 5-point Likert scale ranging from 1 (not 
at all) to 5 (very likely). The higher the total score of the GTL, the 
higher the perception of a leader’s transformational leadership. 
The Cronbach’s alpha was.91 in this study.

Calling
The calling an employee had was measured at T1, using the 

Korean Version of the Calling and Vocation Questionnaire 
(CVQ-K; Shim and Yoo, 2012), based on the CVQ developed by 
Dik et al. (2012). In this study, among 24 total items, 12 items 
measuring the presence of the calling were used. This twelve-item 
inventory consists of three sub-dimensions: the transcendent 
summons (e.g., I believe that I have been called to my current line 
of work), the purposeful work (e.g., My work helps me live out my 
life’s purpose), and the prosocial orientation (e.g., The most 
important aspect of my career is its role in helping to meet the 
needs of others), with each dimension composed of four items. 
Each item was rated on a 5-point Likert scale ranging from 1 (not 
at all true of me) to 5 (absolutely true of me). The higher the total 
score on the CVQ-K, the higher the perception of the occupational 
calling. The Cronbach’s alpha was.88 in this study.

Occupational self-efficacy
The occupational self-efficacy was assessed at T2, using the 

8-item scale developed by Jones (1986) and translated by An 
(2009), to assess work-related self-efficacy. In An (2009)’s study, 
the exploratory and confirmatory factor analysis was conducted 
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TABLE 1 The descriptive statistics and correlation analysis.

M SD 1 2 3 4

1. Transformational leadership (T1) 3.81 0.68 –

2. Calling (T1) 3.26 0.63 0.33 –

3. Occupational self-efficacy (T2) 4.69 0.88 0.31 0.33 –

4. Job crafting (T3) 4.24 0.72 0.35 0.55 0.36 –

n = 150, All correlations were statistically significant (p < 0.01).

to confirm the factor structures and revealed the positive 
relationship between transformational leadership and 
occupational self-efficacy. This measurement also has been widely 
used in studies on various employee groups, such as newcomers, 
teachers, counselors, and salespersons to test the relationship 
between the occupational self-efficacy and work-related outcomes 
(Park et al., 2016). Each item was rated on a 5-point Likert scale 
ranging from 1 (strongly disagree) to 7 (strongly agree). The 
examples included “My new job is well within the scope of my 
abilities” and “I do not anticipate any problems in adjusting to 
work in this organization.” The higher the total score on this scale, 
the higher the perception of occupational self-efficacy. The 
reliability of this scale (Cronbach’s alpha) was.85 in this study.

Job crafting
The job crafting was measured at T3, using the Korean version 

of the Job Crafting Questionnaire (JCQ-K), which was validated 
by Lim et al. (2014) based on the original JCQ developed by Slemp 
and Vella-Brodrick (2013). This 15-item inventory consists of 
three sub-dimensions: task crafting (e.g., Introduce new 
approaches to improve your work), cognitive crafting (e.g., Think 
about how your job gives your life purpose), and relational crafting 
(e.g., Make an effort to get to know people well at work). Each item 
was rated on a 6-point Likert scale ranging from 1 (strongly 
disagree) to 6 (strongly agree). The higher the total score of the 
JCQ, the higher the level with regard to job crafting. The reliability 
of this scale (Cronbach’s alpha) was 0.92 in this present study.

Even though job crafting is classified into three sub-factors, 
we investigate job crafting as one construct rather than considering 
the three dimensions separately. However, it is possible that there 
are differences among the three sub-dimensions related to job 
crafting. We have therefore conducted further data analysis to 
confirm this when the three dimensions are examined separately. 
However, the results were not different and we provided them in 
the Appendix. We therefore used one overall variable in relation 
to job crafting for further analysis.

Statistical analysis

We conducted the preliminary analyzes and descriptive 
statistics using the SPSS 25.0, to examine the skewness and kurtosis 
of the data regarding the research variables. Furthermore, this study 
was a three-wave multi-wave research design, it was therefore 
necessary to ensure that the samples were systematically reduced. 
Therefore, we  performed an independent t-test comparison 
between the samples in which the participants responded at all time 
points, and the samples in which the participants did not respond 
at all time points, resulting in the samples being disregarded.

We used Mplus 6.0 to evaluate this study’s measurement 
model to confirm that the four study variables (e.g., 
transformational leadership, calling, occupational self-efficacy, and 
job crafting) could be distinguished from each other. We examined 
this study’s model using the following model fit indices based on 

the Hu and Bentler’s (1999) guidelines: the chi-square ( 2χ ), the 
comparative fit index (CFI), the Tucker-Lewis index (TLI), the 
standardized root-mean-square residual (SRMR), and the root-
mean-square error of approximation (RMSEA).

This study was designed to confirm a moderated mediation 
model. The moderated mediation means that the mediation effect 
changed depending on the level of the moderator (Muller et al., 2005). 
In this study, we hypothesized a mediating relationship between the 
transformational leadership, the occupational self-efficacy, and the 
job crafting, as well as the moderating effect of having a calling on the 
mediation path. Although it was recommended to use the structural 
equation modeling (SEM) to analyze the hypothesis models, the 
relatively small sample size due to the multi-wave study design 
contributed to the lack of power for using the structural equation 
models (Westland, 2010). For this reason, we  used the SPSS 
PROCESS Macro to test the hypotheses and examine the conditional 
indirect effects suggested by Hayes (2013).

Results

Preliminary analysis

We examined the skewness and kurtosis of the data for the 
research variables using the guidelines of Weston and Gore (2006). 
The skewness and kurtosis value of the study variables were less 
than what was set to be the recommended thresholds (skewness > 
|3|or kurtosis >|10|).

Descriptive statistics and correlation 
analysis

Table 1 displays the results of the descriptive statistics as well 
as the correlation coefficients of the study variables. This study’s 
analysis revealed that all our study variables were significantly 
correlated with each other. Specifically, the transformational 
leadership was positively related to having a calling (r = 0.33, 
p < 0.01), the occupational self-efficacy (r = 0.31, p < 0.01), and job 
crafting (r = 0.35, p < 0.01). The calling was also positively related 
to occupational self-efficacy (r = 0.33, p < 0.01) and job crafting 
(r = 0.55, p < 0.01). Lastly, a positive relationship was found 
between the occupational self-efficacy and job crafting (r = 0.36, 
p < 0.01). However, the demographic variables such as gender, age, 
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education level, and religious status were not significantly 
correlated with the main variables of this study.

Confirmatory factor analysis

To examine the discrimination of the measured constructs, 
we conducted a confirmatory factor analysis using Mplus 6.0. The 
results showed that the four-factor model (i.e., T1 transformational 
leadership, T1 calling, T2 occupational self-efficacy, and T3 job 
crafting) demonstrated a good fit to this study’s data, χ 2

(48) = 87.14, p < 0.001, CFI = 0.95, TLI = 0.94, RMSEA = 0.07 [90% 
confidence interval = 0.04 to 0.09], SRMR = 0.05. The results 
indicated that no other models showed a better fit than the four-
factor model, as shown in Table 2.

Tests of hypotheses

We expected that calling would moderate the indirect 
relationship between transformational leadership, occupational 
self-efficacy, and job crafting. To examine this moderated 
mediation model, we used the approach suggested by Muller et al. 
(2005), according to whom there were three statistical stages: the 
moderation analysis, the mediation analysis, and the moderated 
mediation analysis, as shown in Table 3.

Firstly, we tested the total direct effect of transformational 
leadership on job crafting, and the results showed that the 
transformational leadership was significantly and positively 
related to job crafting (β = 0.20, SE = 0.07, p < 0.01); thus, 
Hypothesis 1 was supported. In stage 1, we confirmed a statistically 
insignificant interaction effect of calling on the relationship 
between the transformational leadership and job crafting 
(β = −0.02, SE = 0.08, p = 0.79). These results indicated that the 
amount of the total direct effect did not change depending on the 
level of calling (Muller et al., 2005).

In the next stage, we  examined the mediation model of 
transformational leadership, occupational self-efficacy, and job 
crafting without the moderator by using the multiple regression 
analysis and Hayes’s (2013) SPSS Macro PROCESS Macro Model 4. 
The results showed that transformational leadership was 
significantly related to occupational self-efficacy (β = 0.40, SE = 0.10, 
p < 0.001). Transformational leadership was also significantly related 

to job crafting (β = 0.28, SE = 0.08, p < 0.001) even after controlling 
for occupational self-efficacy (β = 0.23, SE = 0.06, p < 0.001). We also 
tested the statistical significance of the indirect effect using the 
bootstrapping analysis (Shrout and Bolger, 2002). The bias-corrected 
95% bootstrapping, the confidence interval did not include zero [BC 
95% CI (0.03, 0.17)]. These results indicate that the indirect effect is 
statistically significant. Overall, Hypothesis 2 was supported.

Finally, we tested the moderated mediation model using the 
SPSS PROCESS Macro Model 7. Hypothesis 3 proposed that the 
indirect relationship between transformational leadership and job 
crafting through the occupational self-efficacy was stronger for 
those who had a calling. We examined whether the indirect effect of 
mediational relationships changed depending on the level of calling. 
The interaction term (transformational leadership ×  calling) was 
significantly associated with the occupational self-efficacy (β = 0.25, 
SE = 0.12, p < 0.05), indicating that the effect of the transformational 
leadership on the occupational self-efficacy varied with the level of 
calling, as shown in Figure 2. These results supported Hypothesis 3-a.

To confirm Hypothesis 3-b, we  calculated the index of 
moderated mediation (Hayes, 2015). As shown in Table  4, the 
results revealed that the index was statistically significant 
[index = 0.05, SE = 0.03, BC 95% CI (0.04, 0.20)], indicating that the 
indirect effect of transformational leadership on job crafting was 
moderated by calling. We additionally examined the conditional 
indirect effects on the values of the moderator (the mean, one 
standard deviation above, one standard deviation below), as shown 
in Table 5. The indirect effect was statistically significant for both 
the high calling (+1SD) [standardized indirect effect = 0.10, 95% CI 
(0.04, 0.20)], and mean [standardized indirect effect = 0.06, 95% CI 
(0.02, 0.14)]. However, in the circumstance of an employee having 
a low calling (−1SD), the indirect effect was not significant 
[standardized indirect effect = 0.03, 95% CI (−0.02, 0.10)]. These 
results suggest that the indirect effect of transformational leadership 
on job crafting through occupational self-efficacy could be achieved 
under certain conditions of high (+1SD) and mean calling of 
newcomers, which might not be  achieved under a low calling 
(−1SD). Therefore, Hypothesis 3-b was supported (Figure 3).

Discussion

Job crafting is an essential employee behavior from the 
perspective of organizational prosperity. For newcomers, job 

TABLE 2 The confirmatory factor analysis results.

Category 2χ df /2 dfχ CFI TLI RMSEA SRMR

Model 1 (1 factor) 500.28 54 9.26 0.52 0.42 0.23 0.14

Model 2 (2 factors) 372.20 53 7.02 0.66 0.58 0.20 0.18

Model 3 (3 factors) 239.26 51 4.69 0.80 0.74 0.15 0.14

Research Model (4 factors) 87.14 48 1.81 0.95 0.94 0.07 0.05

n = 150, CFI, Comparative fit index; TLI, Tucker-Lewis index; RMSEA, Root-mean square error of approximation; SRMR, Standardized root-mean square residual. Model 1 (1 factor): All 
items are loaded on one factor. Model 2 (2 factors): T1 (Transformational leadership, Calling), T2/3 (Occupational self-efficacy, Job crafting). Model 3 (3 factors): T1 (Transformational 
leadership, Calling), T2 (Occupational self-efficacy), T3 (Job crafting). Research Model (4 factors): Transformational leadership, Calling, Occupational self-efficacy, Job crafting.
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FIGURE 2

The interaction between transformational leadership and the calling on occupational self-efficacy.

TABLE 4 The index of moderated mediation.

Index Boot SE 95% boot LLCI 95% boot ULCI

Calling 0.06 0.03 0.01 0.14

Bootstrap sample size = 10,000, 95% Boot LLCI = 95% Bootstrapping Lower Limit Confidence Interval, 95% Boot ULCI = 95% Bootstrapping Upper Limit Confidence Interval.

TABLE 3 The results for testing the hypotheses.

β SE t LLCI ULCI 2R F

Step 1: Moderation analysis (Moderation effect of calling between Transformational leadership and Job crafting)

Outcome variable: Job crafting

Constant – 0.05 84.87*** 0.40 0.72 0.58 25.55***

Transformational leadership 0.20 0.07 2.67** 0.05 0.34

Calling 0.25 0.08 6.96** 0.40 0.72

Transformational leadership ×  Calling −0.02 0.08 −0.25 −0.19 0.15

Step 2: Mediation analysis

Outcome variable: Occupational self-efficacy

Constant 3.15 0.38 8.10*** 2.38 3.91 0.31 16.37***

Transformational leadership 0.40 0.10 4.04*** 0.20 0.60

Outcome variable: Job crafting

Constant 2.08 0.36 5.72*** 1.36 2.79 0.44 18.12***

Transformational leadership 0.28 0.08 3.43*** 0.11 0.44

Occupational self-efficacy 0.23 0.06 3.61*** 0.10 0.35

Step 3: Moderated mediation analysis

Outcome variable: Occupational self-efficacy

Constant 4.66 0.06 68.33*** 4.52 4.79 0.42 11.00***

Transformational leadership 0.29 0.10 2.91** 0.09 0.49

Calling 0.35 0.11 3.17** 0.13 0.57

Transformational leadership ×  Calling 0.25 0.12 2.11** 0.01 0.49

Outcome variable: Job crafting

Constant 3.15 0.30 10.34*** 2.55 3.75 0.44 18.12***

Transformational leadership 0.25 0.08 3.43*** 0.11 0.44

Occupational self-efficacy 0.23 0.06 3.61*** 0.10 0.35

n = 150, Bootstrap sample size = 10,000. LLCI, Lower Limit Confidence Interval; ULCI, Upper Limit Confidence Interval. *p < 0.05, **p < 0.01, ***p < 0.001.
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crafting is especially important as it can be a strong indicator of 
successful adjustment to the workplace (Crant, 2000; Saks et al., 
2011). This two-year multi-wave study on newcomers aimed to 
identify the antecedents that predict job crafting as well as its 
mechanism. We examined organizational and personal factors 
based on the role of work identity that influences job crafting 
attempts, as suggested by Wrzesniewski and Dutton (2001). The 
transformational leadership was selected as an organizational 
factor aiding the formation of a positive identity, which enables 
newcomers to experience growth as a job crafter. The calling was 
selected as a personal psychological resource. This study 
specifically examined whether the transformational leadership 
perceived by newcomers at the beginning of their careers (T1) was 
positively correlated to job crafting after 2 years (T3), mediated by 
their occupational self-efficacy 1 year after starting the job (T2). 
Furthermore, this study aimed to explore whether newcomers’ 
sense of calling moderates the mediating effect of the relationship 
between the transformational leadership and occupational self-
efficacy on newcomers’ engagement in job crafting.

The main findings are as follows. Firstly, the transformational 
leadership perceived by newcomers in T1 showed a positive 
association with job crafting in T3. Additionally, this was mediated 
by the occupational self-efficacy experienced in T2. This suggests 
that transformational leadership was not only able to predict job 
crafting directly but was also indirectly related to job crafting 
through the occupational self-efficacy. Secondly, the findings 
confirmed that having a calling moderated the relationship 

between transformational leadership in T1 and occupational self-
efficacy experienced in T2. Newcomers with a relatively high sense 
of calling (+1SD, mean level) felt a greater sense of occupational 
self-efficacy when connected to a transformational leader 
compared to those with a relatively low sense of calling (−1SD). 
Thirdly, a moderated mediation analysis demonstrated that the 
calling moderated the relationship between transformational 
leadership and job crafting through occupational self-efficacy. 
That is, a significant conditional indirect effect of calling on the 
mediation path was observed in newcomers, especially, with an 
average or above-average level of calling (+1SD). Thus, this 
indicates that for newcomers to grow as proactive job crafters, 
their calling plays an important role in receiving support from 
transformational leaders as one of the organizational resources.

Theoretical implications

This study explored the organizational and personal factors 
which are positively related to job crafting based on the job 
crafting model proposed by Wrzesniewski and Dutton (2001). 
Focusing on how work identity affects job crafting, 
transformational leadership and calling were positively related 
to job crafting by promoting the development of positive 
identities. A leader’s role has been identified as an essential factor 
in promoting job crafting (Zhang and Parker, 2019). Previous 
research revealed the positive impact of transformational 

TABLE 5 The results for the conditional indirect effect analysis.

Calling Indirect effect Boot SE 95% boot LLCI 95% boot ULCI

+1SD (+0.63) 0.10 0.04 0.04 0.20

Mean 0.06 0.02 0.02 0.14

−1SD (−0.63) 0.03 0.03 −0.02 0.10

Bootstrap sample size = 10,000, 95% Boot LLCI = 95% Bootstrapping Lower Limit Confidence Interval, 95% Boot ULCI = 95% Bootstrapping Upper Limit Confidence Interval.

FIGURE 3

The moderated mediation model with the standardized coefficients. The number in parentheses is the direct path coefficient before the other 
variables are entered. *p < 0.05, **p < 0.01, ***p < 0.001.
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leadership on employees’ proactive job crafting (Wang et al., 
2017; Hetland et al., 2018). The findings of this study not only 
offer theoretical support for leaders’ positive influence on 
employees but also provide empirical evidence to the positive 
influence of transformational leadership. This study also revealed 
that newcomers’ sense of calling functions as an individual 
resource, supporting the establishment of a clear identity as a job 
crafter. These results not only serve as empirical evidence for 
work orientation, another core individual factor proposed in the 
job crafting model (Wrzesniewski and Dutton, 2001), but also 
supports previous research findings that demonstrated a positive 
work attitude (Bunderson and Thompson, 2009), and motivation 
in individuals with a sense of calling (Duffy and Autin, 2013). 
Furthermore, since newcomers start forming their occupational 
identity in a workplace for the first time, calling can have an even 
more significant impact on the construction of proactive  
attitudes.

This study also demonstrates the specific mechanisms 
underlying these variables. Previous research has demonstrated 
that self-efficacy mediates transformational leadership and 
positive individual and organizational outcomes perceived by the 
employees (Nielsen et  al., 2009). This study revealed that 
occupational self-efficacy, the belief that one can successfully 
perform a task, is a mediating factor promoting proactive behavior 
among newcomers. This is consistent with previous research 
suggesting that self-efficacy is an important factor in promoting 
proactivity among newcomers experiencing the workplace 
environment for the first time (Crant, 2000).

Furthermore, this study identified the role of transformational 
leadership as an organizational resource and role of calling as an 
individual resource. Through these findings and previous research 
(e.g., A job crafting model; Wrzesniewski and Dutton, 2001), 
we can clearly articulate an integrated mechanism that explains 
why and how newcomers engage in job crafting. More specifically, 
newcomers in their school-to-work transition period are required 
to establish their identity as a worker (Ng and Feldman, 2007). The 
transformational leaders have a positive effect on their job crafting 
by clearly explaining goals and values. In addition, their calling 
also helps newcomers become aware of their identity as a worker 
because it contributes to their definition of themselves.

This study also identified the role of a calling as a 
moderating factor, reaffirming the interaction between the 
organizational factors and individual characteristics. In order 
to verify the effectiveness of leadership, it is necessary to 
observe not only the leader’s behavior, but also the situational 
factors, such as the circumstances of the organization and the 
subordinates’ characteristics (e.g., Contingency theory; Fiedler, 
1967; House, 1971; Hersey and Blanchard, 1984). Based on the 
above suggestion, this study took an integrated approach to 
explore the mechanism by which transformational leadership 
encourages job crafting in addition to the moderating function 
of a calling, an employee characteristic. Furthermore, this 
study supported the Work as Calling Theory (WCT; Duffy 
et  al., 2018), suggesting that a calling interacted with 

organizational support and led to various outcomes. The 
significance of this study lies in the fact that it provides 
empirical evidence for yet another positive finding (e.g., 
occupational self-efficacy, job crafting) of the interaction 
between a calling and organizational support, as suggested in 
the WCT model.

Lastly, this study minimizes the common method variance 
by adopting the multi-wave research design. The research topics 
in the vocational behavior field are often personal and 
subjective, making the self-report surveys ideal tools for 
measuring the subjective constructs (Conway and Lance, 2010). 
However, significant methodological concerns, such as a 
common method variance, existed in regard to the cross-
sectional self-report data from the same respondent. The 
common method variance can decrease the validity and 
accuracy of the results of a study because it causes artificial 
inflation of the parameter estimates (Podsakoff et  al., 2012) 
while deflating the effects on the parameter estimates specifically 
examining the interaction effects (Siemsen et  al., 2010). To 
address such a significant problem, temporal separation was 
used during data collection thus contributing to this field 
of study.

Practical contribution

This study provides insight into how newcomers can develop 
into proactive crafters, as well as useful guidance to practitioners 
managing newcomers in real corporate and organizational 
environments. Firstly, the findings of this study suggest methods 
to increase the job crafting among newcomers in organizations. It 
will be effective to support transformational leaders in educating 
newcomers and improving their occupational self-efficacy as well 
as providing transformational leadership training (Kelloway et al., 
2000) to managers working with newcomers to encourage job 
crafting. Many companies have recognized the necessity of job 
crafting and have utilized intervention programs to promote it 
(van den Heuvel et al., 2015; Sakuraya et al., 2016; van Wingerden 
et al., 2017; Verelst et al., 2021), thus the results of this study can 
significantly contribute to the field. However, corporate 
management or HR team should carefully interpret and utilize the 
results of this study as this study cannot confirm the causal 
relationship between the different variables.

It will also be necessary to support newcomers in discovering 
their sense of calling as well as engaging in work with a positive 
attitude and demonstrating proactiveness. People with positive 
work orientation such as calling can fully utilize these 
opportunities to craft their work. Employees who experience a 
sense of calling gain confidence in themselves based on various 
experiences of success and can have self-efficacy (Hall and 
Chandler, 2005). Also, people with a calling have high intrinsic 
motivation and proactive attitude, so these positive characteristics 
of calling can encourage job crafting (Chang et al., 2020). As such, 
education (Harzer and Ruch, 2016) and counseling (Dik et al., 
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2009) could support newcomers in understanding and finding 
their calling clearly. Since research suggests that newcomers’ 
calling is reduced during the transition phase from school-to-
work (Zhang et al., 2021), identifying strategies to maintain and 
promote newcomers’ calling is important.

Finally, it is necessary for newcomers to experience 
occupational self-efficacy, which was found to mediate the 
relationship between transformational leadership and job crafting. 
As such, newcomers should be provided with opportunities and 
interventions to cultivate self-efficacy in a new workplace 
environment. Empirical research (e.g., van den Heuvel et al., 2015; 
van Wingerden et al., 2017; Costantini et al., 2022) has further 
revealed that providing intervention programs can enhance 
self-efficacy.

Limitations

Despite numerous theoretical and practical implications, this 
study has several limitations. Firstly, this study focused on 
newcomers in Korean corporations who are part of the East Asian 
culture and have a relatively high level of education. As such, it 
may be difficult to generalize or replicate the study findings when 
exploring a different sample. Thus, additional follow-up studies on 
newcomers in various cultures and organizational environments 
are needed.

Secondly, all variables in this study were measured using 
self-reported surveys. Although self-reported measurement is a 
good method of subjectively perceived leadership and individual 
status, there is potential for social desirability bias, which, in 
turn, can lead to difficulties in accurate measurements (Del Boca 
and Noll, 2000) and common method bias, which is prevalent in 
studies that rely on self-report measures (Cooper et al., 2020). 
Given that this study aimed to examine the existence of a positive 
relationship between newcomers’ perceived transformational 
leadership and their calling through occupational self-efficacy, a 
self-report survey was inevitably adopted. However, the common 
method variance was minimized by employing a multi-wave 
research design. Nevertheless, future research should increase 
the validity of the study’s findings by incorporating various 
methods including more data that is objective, such as the 
newcomers’ initial onboarding data or evaluations from leaders 
or colleagues.

Finally, due to the limitations of the multi-wave research 
design, the causality between study variables cannot be confirmed 
precisely. To establish a causal relationship between variables, 
researchers should measure the study variables at least three times 
by utilizing repeated measure to identify intra-individual change 
with strong evidence of a causal relationship (Taris et al., 2021). 
Multi-wave data collection involving only temporal separation 
without repeated measures is insufficient to confirm a causal 
relationship. Indeed, some research suggests that job crafting can 
positively relate to the leader–member exchange (Wang et al., 
2018), subsequently affecting the leader in the long term. Many 

studies have thus emphasized the need for longitudinal research 
to clarify causal or reciprocal relationships (Hetland et al., 2018; 
Tims et al., 2021). Further, some empirical studies have postulated 
the effectiveness of self-efficacy in promoting proactive behavior 
among undergraduate students before they start employment 
(e.g., Mazzetti et al., 2020). Therefore, people who perceive high 
self-efficacy may attempt job crafting without support from an 
organization. Future research should therefore investigate the 
causal relationship between the study variables using a 
longitudinal research approach.

Despite such limitations, this 2-year multi-wave study is 
important because it expands the predisposing factors of job 
crafting into leadership and calling. Furthermore, the findings of 
this study will provide support for the establishment of 
intervention plans to help newcomers adjust to the early stages of 
joining a company to increase their proactiveness.
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