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Abstract

There is mounting evidence that psychosocial safety climate
(PSC) is positively associated with employees' mental well-
being and negatively associated with burnout. Drawing on a
crafting perspective, we hypothesized that these relationships
are mediated by both on-job and off-job crafting. We further
hypothesized that organizational identification moderates
the relationship between PSC and crafting, constituting a
first-stage moderated mediation model. In a pre-registered,
time-lagged study with three measurement waves, we
collected data from 266 employees. As predicted, PSC was
positively related to mental well-being and negatively to
both disengagement and emotional exhaustion. Supporting
our hypotheses, on-job crafting mediated the relationships
between PSC and mental well-being, and between PSC
and disengagement, but not emotional exhaustion. Off-
job crafting, in turn, mediated the relationships between
PSC and both well-being and emotional exhaustion, but
not disengagement. Although organizational identification
did not moderate indirect effects via on-job crafting, it did
moderate the mediation pathways through off-job crafting
for both mental well-being and emotional exhaustion, but
not disengagement. In conclusion, our study advances PSC
research by integrating a job crafting lens and by identifying
organizational identification as a key boundary condition
influencing PSC's effectiveness.
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Practitioner points

* When leaders cultivate an environment that prioritizes employees' psychological health and
safety, referred to as a strong psychosocial safety climate (PSC), employees tend to experi-
ence greater mental well-being and reduced burnout.

* Perceiving a high PSC encourages employees to proactively shape both their work and non-
work lives to better meet their individual needs, a process known as on-job and off-job
crafting,

* Employees who engage in promotion-focused crafting — secking resources, growth
opportunities, and new challenges — benefit most in terms of well-being. In contrast, those
who adopt a prevention-focused approach, aimed at avoiding job demands, may remain
vulnerable to disengagement and burnout, even in a supportive climate.

e The degree to which employees identify with their organization predicts whether PSC
translates into off-job crafting. Higher levels of organizational identification strengthen
this link, resulting in greater off-job crafting, enhanced well-being, and reduced emotional
exhaustion.

BACKGROUND

Recent research on the impact of work environments on occupational health has identified psychosocial
safety climate (PSC) as a vital factor for enhancing health and well-being (Dollard & Bakker, 2010).
PSC is defined as ‘policies, practices and procedures that protect worker psychological health and safety’
(Dollard & Bakker, 2010, p. 580). It has been linked to higher levels of job resources and personal
resilience and negatively related to burnout, bullying, verbal abuse, and the risk of injury (for an
overview, see Amoadu et al., 2023). While research has consistently demonstrated the beneficial effects
of PSC, much of it — rooted in the Job-Demand-Resources (JD-R) model (Demerouti et al., 2001) —
has concentrated on working conditions as mediators. Thus, prior studies have largely overlooked the
individual behavioural and psychological processes that could explain or shape the relationship between
PSC and individual health outcomes (Loh et al., 2019).

Regarding the individual behavioural pathways that may mediate the relationship between PSC
and psychological health, a fruitful line of research concerns employees' on-job and off-job crafting
(de Bloom et al., 2020). Crafting entails proactive efforts by employees to improve their personal
and professional situation (Berg et al., 2010; Lichtenthaler & Fischbach, 2019). More specifically,
it comprises self-initiated and voluntary actions aimed at adapting both work (on-job crafting) and
non-work (off-job crafting) domains to better fit employees' needs, abilities, and preferences, ulti-
mately fostering job fit and well-being (Kujanpii et al., 2022; Tims et al., 2012; Wrzesniewski &
Dutton, 2001).

The association of an organizational climate on individual employees often depends on how percep-
tions of climate translate into behavioural expectations (Beus et al., 2023). Accordingly, organizational
identification should serve as a key moderator of the extent to which PSC leads to adaptive behaviours
(Loh et al., 2019). According to the social identity approach (Tajfel & Turner, 1979; Turner, 1985),
individuals are more susceptible to normative cues, and hence, are more likely to be affected when
they strongly identify with a relevant group or social entity, such as their organization (Duderstadt
et al., 2024; Hogg & Turner, 1985). Hence, employees with higher organizational identification are
more likely to adopt behaviours and attitudes they perceive as typical within their organization (Lee
etal., 2015).
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The key idea of the present paper is that PSC should foster both on-job and off-job crafting. A
strong PSC not only provides resources for crafting efforts but also signals that healthy and sustain-
able work practices are valued, thereby motivating employees to craft their lives in ways that better
serve their needs and preferences. We thus hypothesized that employees who perceive a higher
PSC would engage more strongly in both on-job and off-job crafting. As a result, these crafting
behaviours were expected to correspond to higher levels of mental well-being and lower levels
of burnout, enhancing overall psychological well-being. Moreover, we argue that employees with
higher organizational identification should be more inclined to translate PSC into behavioural re-
actions. To investigate these assumptions, we conducted a pre-registered, three-wave study with US
employees (https://osf.io/h5du8/?view_only=797cacb6d8e74b798d850£ff46ffcadd). Our theoretical
model is displayed in Figure 1.

Our research makes several contributions to the literature. First, it extends PSC research by investi-
gating on-job and off-job crafting as mediators that translate climate perceptions into individual health
outcomes. This approach deepens our understanding of the behavioural mechanisms linking PSC to
mental health.

Second, we contribute to the literature on crafting by examining how PSC relates to both on-job
and off-job crafting, thereby extending the organizational climate perspective beyond organizational
boundaries. Given that mental health is multi-determined and cannot be explained by workplace pre-
dictors alone, this broader view is essential.

Finally, we follow recommendations to investigate boundary conditions of organizational climate
(Busse et al., 2017; Schneider et al., 2013). We argue that the effects of PSC on employee behaviour (such
as crafting) critically depend on the degree to which employees identify with their organization and
internalize its values and norms. This highlights the role of organizational identification as a moderator
of PSC's effectiveness and contributes to the relatively sparse literature on the intersection of organiza-
tional climate and identification.

Organizational
Identification at T1

On-Job Crafting at T2

Mental Well-Being at
T3

Psychosocial Safety
Climateat T1 | ~~==}==ao__

Burnout at T3

Off-Job Crafting at T2

FIGURE 1 Hypothesized relationships between organizational and psychological constructs over three time points (t1,
t2, t3). Dashed lines resemble negative relationships.
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Theoretical background: Psychosocial safety climate

PSCis a facet-specific dimension of organizational climate that emphasizes the importance of employees'
psychological health (Hall et al., 2010). It reflects employees' perceptions of organizational policies and
practices aimed at safeguarding workers' psychological health and safety (Dollard & Bakker, 2010). As
with other forms of organizational climate, PSC levels are largely shaped by management behaviour
and practices (Loh et al.,, 2021). For example, when leaders explicitly prioritize psychological health
alongside production goals, they signal to employees that mental well-being is a valued organizational
concern (Hall et al., 2010).

Conceptually, PSC is grounded in the JD-R model (Demerouti et al., 2001). Within this framework,
PSC functions as an organizational resource that both mitigates job demands and enhances job re-
sources, thereby supporting employees' psychological health (Dollard & Bakker, 2010). Reviews further
highlight that PSC fosters social resources, supportive interactions, and positive emotional experiences,
all of which help reduce energy depletion at work and sustain long-term psychological health (Loh
et al., 2019). In high-PSC organizations, employees perceive their psychological health as a valued asset
and experience active support, information, and encouragement from management to improve their
well-being.

A growing body of literature across domains shows that higher PSC levels benefit mental health
and safety outcomes (Amoadu et al., 2023; Dollard et al., 2012; Garrick et al., 2014; Loh et al., 2018;
Loh & Dollard, 2024). Studies consistently find that higher PSC is associated with reduced burnout
and enhanced overall well-being (Amoadu et al., 2023; Bailey et al., 2015; Dollard et al., 2017; Idris
et al., 2014; Parkin et al., 2023). Because PSC is theorized to increase job resources and decrease job
demands (Dollard & Bakker, 2010), we expect that higher perceived PSC will predict lower levels of
the two burnout dimensions, disengagement and emotional exhaustion, as these are closely tied to job
resources and job demands (Halbesleben & Demerouti, 2005). Moreover, we predict that higher PSC
will be associated with better mental well-being, defined as the subjective experience of happiness and
life satisfaction (Tennant et al., 2007), due to its proximal and distal beneficial effects.

Organizational climate is often defined and measured as a shared construct (Schneider et al., 2013).
However, some perspectives argue that even though individual perceptions may be affected by sit-
uational factors or emotions, they nevertheless provide crucial information (James & Jones, 1974).
Following recent discussions on this issue (Kessler, 2019; Loh et al., 2019), we decided to measure PSC
as a perceived climate, particularly given our focus on individual-level outcomes and mediators, includ-
ing off-job behaviour. Accordingly, we pre-registered the following hypotheses for the present study:

H1la. PSCis positively related to mental well-being (greater PSC will predict more overall
mental well-being).

Hi1b. PSC is negatively related to burnout (greater PSC will predict lower levels of
burnout).

Psychosocial safety climate and employee behaviour

By definition, organizational climate encompasses the behaviours that are expected and rewarded
within an organization (Schneider et al., 2013). In the context of PSC, this implies that organizations
actively encourage engagement in psychological safety and health-related behaviours (Hall et al., 2010).
Because climate perceptions typically guide individual behaviour in the organizational context (Beus
et al., 2023), PSC should function as an antecedent of behaviours aimed at supporting employee well-
being (Hall et al., 2010). Yet, most PSC research has focused on working conditions as mediators (L.oh
et al., 2019), leaving the underlying behavioural pathways insufficiently explored. However, individual
health behaviour and proactive behaviours are important drivers of well-being, beyond contextual
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workplace or organizational factors (Sonnentag et al., 2023). To date, only a few studies have linked
PSC to concrete employee behaviours (Bronkhorst, 2015; Lawrie et al., 2018; Yulita et al., 2022), and a
unifying theoretical framework for these behavioural mechanisms is still lacking.

Moreover, health-related organizational climates such as PSC might not be confined to organiza-
tional boundaries but should also affect behaviour in the non-work domain (Hubert et al., 2022; Naveh
& Katz-Navon, 2015; Roswag et al., 2023; Sonnentag & Pundt, 2016). Theoretically, PSC could affect
off-job outcomes through behavioural and psychological transfer (Edwards & Rothbard, 2000; ten
Brummelhuis & Bakker, 2012). Nevertheless, this perspective has been largely overlooked in the PSC
literature. In particular, because health and well-being are shaped by multiple factors and extend physi-
cal boundaries of the workplace, a more holistic perspective is required that explicitly incorporates both
the work and non-work domains (Sonnentag et al., 2023). Taken together, we argue that a unifying,
theory-based behavioural mechanism is needed to investigate the effects of PSC on employees' psycho-
logical health both at work and in the non-work domain.

A crafting behaviour perspective on the relationship between psychosocial safety
climate and well-being

In this article, we propose that job crafting represents a key behavioural mechanism explaining why
PSC relates to employee health and well-being. From a job crafting perspective, employees are viewed as
proactive agents who adapt their jobs to better fit their individual needs and preferences (Lichtenthaler
& Fischbach, 2019; Wrzesniewski & Dutton, 2001). Job crafting includes self-initiated behaviours —
either expanding or reducing job aspects — that transform the structure and content of jobs through
a bottom-up process (Lichtenthaler & Fischbach, 2019). Several scholars have proposed a distinction
between on-job and off-job crafting (de Bloom et al., 2020). On-job crafting refers to proactive changes
that employees make within the boundaries of their work role and work environment. To illustrate,
employees high in on-job crafting may actively seeck supervisor feedback or take steps to prevent
emotional overload. By contrast, off-job crafting is defined as ‘workers' proactive and self-initiated
changes in their off-job lives” (Kujanpii et al., 2022, p. 02). This notion integrates research on home
and leisure crafting (Berg et al., 2010; Demerouti et al., 2020) and extends the crafting perspective
to employees' non-work domain. Such behaviours may include, for example, engaging in recreational
activities to recover from work (Abdel Hadi et al., 2021).

More recently, crafting has also been studied from a regulatory focus perspective (Higgins etal., 1997),
distinguishing between promotion-focused crafting (e.g., increasing challenges or job resources) and
prevention-focused crafting (e.g., decreasing hindrances) (de Bloom et al., 2020; Lichtenthaler &
Fischbach, 2019). Integrating these insights, de Bloom et al. (2020) argued that crafting can be under-
stood as a way of optimizing functioning across identity domains, with positive consequences for both
work and non-work outcomes, including work-related well-being and life satisfaction. Therefore, on-job
and off-job crafting may form an important, yet underexplored, link between PSC and psychological
health. But how could PSC stimulate such proactive crafting efforts?

Conceptualized as an upstream resource, we argue that PSC signals organizational support for em-
ployees' autonomy over their work schedules and methods as well as opportunities for skill development
(Dollard & Bakker, 2010). These signals are often conveyed through employee involvement in psycholog-
ical safety and health issues or through management's willingness to listen to concerns (Hall et al., 2010).
Therefore, a strong PSC reflects a resource-rich environment that not only fosters autonomy but also pro-
vides a motivational trigger for crafting (Rudolph et al., 2017). Moreover, employees are theorized to engage
in crafting when they experience a discrepancy between their needs and the extent to which these needs are
met (de Bloom et al., 2020). Employees' perceptions of the workplace climate shape what employees expect
will happen if they act in certain ways (e.g., ‘Management expects me to behave like this’). These expecta-
tions, in turn, guide behaviours in that particular climate (Beus et al., 2023). A strong PSC communicates
to employees that psychosocial safety at the workplace is prioritized (Hall et al., 2010) and thereby provides
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meaning in their work environment (Beus et al., 2023). This, in turn, should trigger specific crafting mo-
tives aligned with management's priorities. Motreover, PSC signals clear goals that can help attune and
validate individual need satisfaction (de Bloom et al., 2020). Therefore, a strong PSC establishes expected
norms and behaviours, and when discrepancies between needs and resources arise, these signals should
trigger corresponding crafting behaviour.

Previous theory further suggests that work resources can build non-work resources, which in turn
feed back into the work domain (ten Brummelhuis & Bakker, 2012). Therefore, the positive effects of
PSC should not only be limited to the workplace but, consistent with conservation of resources theory
(Hobfoll, 1989), also extend to the non-work domain (ten Brummelhuis & Bakker, 2012). In this sense,
we argue that PSC should encourage employees to act as proactive agents not only at work but also in the
non-work domain. Furthermore, recent crafting theory suggests that unmet needs in the work domain
may elicit compensatory crafting in the non-work domain (de Bloom et al., 2020). Therefore, satisfying
individual needs through crafting should promote optimal functioning in both the work and non-work
domains (de Bloom et al., 2020), further supporting the idea that PSC facilitates off-job crafting and
thereby enhances broader psychological well-being.

Preliminary evidence for our model comes from a study showing that on-job crafting mediates the
effects of PSC on work engagement and organizational commitment and that PSC is positively related to
perceived job resources and crafting behaviours (Hu et al., 2022). However, these findings are restricted
to workplace behaviours and motivational outcomes. While there is tentative evidence that PSC may also
shape behaviour in the non-work domain (Lawrie et al., 2018; Yulita et al., 2022), no empirical study has,
to the best of our knowledge, examined the relationship between PSC and off-job crafting. We argue that
PSC should facilitate both on-job and off-job crafting by providing the resources and motivational triggers
necessary for employees to engage in proactive behaviour both at work and in the non-work domain.

Based on this reasoning, we pre-registered the following hypotheses

H2. PSC is positively related to on-job crafting (greater PSC will predict more on-job
crafting).

H3. PSC is positively related to off-job crafting (greater PSC will predict more off-job
crafting).

Previous findings demonstrate that both on-job and off-job crafting predict greater employee well-
being (Robledo et al., 2019; Tims et al., 2013; Tusl et al., 2022). Building on this evidence, we propose
that PSC affects well-being and burnout indirectly through its impact on on-job and off-job crafting,
Given the multi-determined and complex nature of well-being, we argue that considering both forms of
crafting is essential to understand how PSC affects employee behaviour. Accordingly, we pre-registered
the following hypotheses

H4a. The effect of PSC on overall mental well-being is mediated through on-job crafting
(greater PSC will predict more on-job crafting, which in turn will predict higher mental
well-being).

H4b. The effect of PSC on burnout is mediated through on-job crafting (greater PSC will
predict more on-job crafting, which in turn will predict lower levels of burnout).

Hb5a. The effect of PSC on overall mental well-being is mediated through off-job crafting
(greater PSC will predict more off-job crafting, which in turn will predict higher mental
well-being).

H5b. The effect of PSC on burnout is mediated through off-job crafting (greater PSC
will predict more off-job crafting, which in turn will predict lower levels of burnout).
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The moderating role of organizational identification

Psychological factors that could moderate the relationship between organizational climate and
health have rarely been investigated (for an exception, see Hubert et al., 2025). To address this gap,
we examine organizational identification as a potential moderator of the relationship between PSC
and employees' crafting behaviours. The social identity approach (Haslam, 2012; van Knippenberg
etal., 2002), which encompasses social identity theory (Tajfel & Turner, 1979) and self-categorization
theory (Turner, 1985), provides a useful framework for this purpose. Social identity has been defined
as ‘that part of an individual's self-concept which derives from his [sic] knowledge of his membership
of a social group (or groups) together with the value and emotional significance attached to that
membership’ (Tajfel, 1978, p. 68; Tajfel & Turner, 1979). Thus, once a shared group membership
is salient, individuals tend to align their attitudes and behaviours with group norms and values
(Haslam et al., 2009).

In organizational contexts, stronger identification means that as employees integrate the organiza-
tion into their self-concept (Ashforth et al., 2008). This integration heightens the impact of group-based
social cues (Turner, 1985), making employees with high organizational identification more likely to
adopt the behaviours and values endorsed by their organization (Lee et al., 2015; van Dick et al., 2008).
In such cases, perceived values and norms are judged as more valid and more reliable (Spears, 2021) and
therefore become stronger behavioural guides, especially when organizational membership is central to
one's identity (Duderstadt et al., 2024; Terry & Hogg, 19906). As a result, organizational climate is more
readily internalized through self-categorization processes (Ashforth et al., 2000; Kaluza et al., 2020;
Spears, 2021).

Applied to PSC, employees with strong organizational identification should be more attentive
and receptive to managerial actions, communications, and support related to psychosocial safety.
They are also more likely to assign greater subjective value to such information, increasing the
likelihood that PSC is internalized and shapes their job crafting motivations. Moreover, when orga-
nizational identification is high, the boundaries between work and personal identity become more
permeable, making it more likely that the behavioural expectations implied by PSC extend into
stronger crafting behaviours (Ashforth et al., 2000). Based on this reasoning, we pre-registered the
following hypotheses:

Ho6a. Organizational identification moderates the mediation described in H4a (first-stage
moderated mediation): The indirect effect of PSC on mental well-being via on-job crafting
is stronger when organizational identification is high compared with when identification is
low.

H6b. Organizational identification moderates the mediation described in H4b (first-
stage moderated mediation): The indirect effect of PSC on burnout via on-job crafting
is stronger when organizational identification is high compared with when identification
is low.

H7a. Organizational identification moderates the mediation described in H5a (first-stage
moderated mediation): The indirect effect of PSC on mental well-being via off-job crafting
is stronger when organizational identification is high compared with when identification is
low.

H7b. Organizational identification moderates the mediation described in H5b (first-
stage moderated mediation): The indirect effect of PSC on burnout via off-job crafting
is stronger when organizational identification is high compared with when identification
is low.
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METHOD
Participants and procedure

The study was pre-registered at the Open Science Framework (OSF; https://osf.io/h5du8/?view_
only=797eacb6d8e74b798d850ftf46ffcadd). We conducted a survey with three measurement points
and a time lag of 5 weeks between each measurement point through an international panel provider
(Prolific.com). Participants were prescreened through Prolific and had to be US residents, work at
least 21 hours per week, and have an organizational tenure of at least six months. As pre-registered,
we invited 400 participants (anticipating ~25% attrition across waves). Ultimately, 308 participants
completed all three waves. As a first step, we excluded participants who either failed attention
checks or responded extremely quickly (completing a page in less than half the mean response time),
a procedure recommended for online questionnaires (Leiner, 2019). Moreover, in line with our pre-
registered inclusion criteria, we excluded 19 individuals who indicated they were self-employed. The
final sample consisted of 266 participants and included 91 women, 169 men, and 6 individuals who
identified as ‘other’. The mean age of participants was M=41.06 (§D=11.62). Participants worked
an average of 40.19 hours per week (§D = 6.84) across 5.03 days (5§D =.62). All constructs were meas-
ured at all three waves (demographic variables were only assessed at T'1). Participants received £3.80
(= $4.79) for their participation in all three measurement points. Participants gave informed con-
sent, and the study received ethical approval by the local institutional review board.

Measures
Psychosocial safety climate

PSC was measured using a 12-item scale (Hall et al., 2010). Sample item: ‘In my workplace senior
management acts quickly to correct problems/issues that affect employees' psychological health” on a
5-point scale (1 = ‘strongly disagree’, 5= ‘strongly agree’, @ =.97).

On-job crafting

On-job crafting was assessed with a 21-item scale (Tims et al., 2012). While on-job crafting was assessed
over four factors: ‘increasing structural job resources’, ‘increasing social job resources’, ‘increasing
challenging job demands’, and ‘decreasing hindering job demands’ (sample item: ‘I try to ensure that
my work is emotionally less intense’), we used an overall mean-score for our analysis. All items were
answered using a 5-point frequency scale (1 ="‘never’, 5="‘often’, w =.72).

Off-job crafting

Off-job crafting was measured with a questionnaire by Kujanpii et al. (2022). This questionnaire uses
an 18-item scale to assess off-job crafting over six dimensions (detachment, relaxation, autonomy,
mastery, meaning, and affiliation; sample item: ‘I've made sure to experience close connections to
the people around me during off-job time’). Similar to on-job crafting, we used the overall mean
for our analysis. Items were answered using a 5-point frequency scale (1 =‘never’, 5= ‘very often’,
o =.87).
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Organizational identification

Organizational identification was assessed with a commonly used measure (Doosje et al., 1995)
consisting of four items (sample item: ‘T identify myself with my organization’) on a seven-point scale (1
= ‘strongly disagree’, 7 = ‘strongly agree’; @ = .94).

Burnout

Burnout was assessed using the English translation of the Oldenburg-Burnout Inventory (OLBI;
Halbesleben & Demerouti, 2005), which captures two dimensions: disengagement and emotional
exhaustion. Both factors are theorized to have different causes (Demerouti et al., 2010; Halbesleben &
Demerouti, 2005; Maslach et al., 2001) and to differ in their temporal order (Edu-Valsania et al., 2022;
Rogala et al., 2016). Despite the common practice of assessing burnout using only the exhaustion
component (Shoman et al., 2021), we included both disengagement and emotional exhaustion as separate
outcomes. This decision was grounded in theory and supported by model fit (see ‘Statistical Analysis’).
The significant difference tests indicated that treating exhaustion and disengagement as separate
dimensions provided a better fit than combining them. We therefore decided to include disengagement
and emotional exhaustion as separate outcome variables in our model.

Each dimension was measured using eight items, rated on a 5-point Likert scale (1 ="‘strongly dis-
agree’, 5 = ‘strongly agree’, sample item for emotional exhaustion: ‘During my work, I often feel emo-
tionally drained’, w=.92, sample item for disengagement: ‘It happens more and more often that I talk
about my work in a negative way’, w =.90).

Mental well-being

Mental well-being was assessed using the Warwick—Edinburgh mental well-being scale (WEMWBS)
which focuses entirely on positive aspects of mental health (Tennant et al., 2007). Following the
instructions, mental well-being was assessed retrospectively for the last 2weeks. The WEMWBS uses
14 items on a 5-point scale (1 = ‘none of the time’, 5 = ‘all of the time’) and conceptualizes mental well-
being as a single factor (sample item: ‘I've been feeling relaxed’, w =.95).

Statistical analysis

For our analysis, we used R (R Core Team, 2023), lavaan (Rosseel, 2012), and the semTools package
(Jorgensen et al., 2022) to conduct further analyses. For the moderation analysis, we calculated the
interaction term between PSC and organizational identification, as recommended for structural equation
modelling (Lin et al., 2010; Marsh et al., 2004). Furthermore, we used an overall model which included
all our relevant variables and interactions to calculate our results. Standard errors and confidence
intervals were bootstrapped with 5000 replications.

The scales used in this study are well established in psychological and organizational research,
consistently demonstrating conceptual clarity and coherent factor structures (Cooke et al., 2016;
Morstatt et al., 2025; Shee et al., 2025). A confirmatory factor analysis (CFA) revealed that the
seven-factor model with PSC, organizational identification, on-job crafting, off-job crafting, emo-
tional exhaustion, disengagement and mental well-being showed an acceptable fit, ;(2: 6426.735
df=3438, p<.001, RMSEA =.057, CFI=.849. The seven-factor model was superior to a six-factor
model (combining exhaustion and disengagement to one factor), resulting in a significant difference
in the comparison of both models, A){z(G) =144.45, p<.001. Moreover, it was also superior to a five-
factor model where both dimensions of crafting were combined, A;(Z(S) =3384.3, p<.001. It was
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also superior to a one-factor model, resulting in a significant difference, A){z(15) =2538.81, p<.001.
However, the seven-factor model fit significantly worse than an eight-factor model, Ay (7)=129.75,
»<.001, in which on-job crafting was split into promotion-focused and prevention-focused dimen-
sions (Lichtenthaler & Fischbach, 2019; Zhang & Parker, 2019). As we pre-registered our hypoth-
eses using a global scale of on-job crafting, we included an explanatory analysis in the Supporting
Information to account for differences between a promotion and prevention focus that have been
identified in recent research (Lichtenthaler & Fischbach, 2019; Rudolph et al., 2017; Zhang &
Parker, 2019).

RESULTS

Mean, standard deviations, and correlations between all variables are displayed in Table 1. The results
of our path analysis are displayed in Table 2. Our results revealed that greater PSC at T was related to
higher overall mental well-being at T3 (f=.33, SE=.006, p<.001, 95% CI [.20, .45]) and to lower levels
of emotional exhaustion (f=—.47, SE=.006, p<.001, 95% CI [-.59, —.35]) as well as disengagement at
T3 (f=—44, SE=.06, p<.001, 95% CI [-.57, —.32]), supporting Hypothesis 1a and Hypothesis 1b.
Moreover, greater PSC at T1 was related to more on-job crafting at T2 (f=.32, SE=.006, p<.001, 95%
CI [.20, .44]) as well as more off-job crafting at T2 (f=.22, SE=.09, p=.011, 95% CI [.04, .37]), thereby
supporting Hypotheses 2 and 3.

We next analysed whether on-job crafting (Hypothesis 4) and off-job crafting (Hypothesis 5) medi-
ated the relationship between PSC, emotional exhaustion and mental well-being. Partially supporting
the b-paths of the proposed mediations, greater on-job crafting was positively related to mental well-
being (f=.16, SE=.07, p=.028, 95% CI [.02, .30]) and negatively related to disengagement (f=—.28,
SE=.07, p<.001, 95% CI [-.41, —.16]), but not related to lower emotional exhaustion (§=—.09, SE=.07,
p=.164, 95% CI [-.23, .04]). Consequently, on-job crafting mediated the relationships between PSC
and mental well-being (§=.05, SE=.03, p=.047, 95% CI [.01, .11]), and between PSC and disengage-
ment (§=-.09, SE=.02, p<.001, 95% CI [-.14, —.05]), but not between PSC and emotional exhaus-
tion (f=—.03, SE=.02, p=.182, 95% CI [-.08, .01]). Higher PSC was linked to more on-job crafting,
which in turn related to greater mental well-being and lower disengagement. No indirect relationship
(via on-job crafting) was found with emotional exhaustion. Thus, Hypothesis 4a is supported, while
Hypothesis 4b was only partially supported.

Moreover, partially supporting the b-paths of the proposed mediations, greater off-job crafting was
positively related to mental well-being (f=.35, SE=.006, p<.001, 95% CI [.23, .46]) and negatively
to emotional exhaustion (f=-.19, SE=.06, p<.001, 95% CI [-.30, —.09]), but not to disengagement
(=.00, SE=.06, p=.939, 95% CI [-.01, .01]). Consequently, off-job crafting mediated the relationship
between PSC and mental well-being (=.08, SE=.03, p=.017, 95% CI [.01, .14]), and the relation-
ship between PSC and emotional exhaustion (f=—.04, SE=.02, p=.023, 95% CI [-.09, —.01]), but
not the relationship between PSC and disengagement (§=.00, SE=.01, p=.940, 95% CI [-.02, .03]).
Higher PSC was linked to more off-job crafting, which in turn related to better mental well-being and
lower emotional exhaustion. No indirect effect was found for disengagement; therefore, supporting
Hypothesis 5a, but only partially supporting Hypothesis 5b.

In a final step, we analysed whether organizational identification at T1 acts as a first-stage
moderator of the mediations (Hypotheses 6 and 7); results revealed that organizational identifica-
tion did not moderate the indirect effects of PSC via on-job crafting on mental well-being (=.01,
SE=.01, p=.633, 95% CI [-.02, .02]), nor emotional exhaustion (f=-.00, SE=.01, p=.631, 95%
CI [-.02, .01]), nor disengagement (f=—.01, SE=.02, p=.637, 95% CI [-.04, .03]). Therefore,
Hypotheses 6a and 6b were not supported. Nonetheless, the results revealed that organizational iden-
tification moderated the indirect effects from PSC on mental well-being via off-job crafting (§=.05,
SE=.02, p=.015, 95% CI [.01, .10]) and from PSC on emotional exhaustion via off-job crafting
(f=-.03, SE=.01, p=.026, 95% CI [-.06, —.004]), but not on disengagement via off-job crafting
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TABLE 2 Estimated path coefficients for the proposed structural equations model.

Hypotheses Predictor — Outcome p SE p 95% CI

Hla PSC (T1) — Mental Well-Being (T3) .33 .06 .000 [.20, .45]

Hib PSC (T1) — Emotional Exhaustion (T3) —A47 .06 .000 [=.59, —.34]

Hib PSC (T1) — Disengagement (T3) —44 06 000 [56,—31]
On-job crafting

H2 PSC (T1) — On-Job Crafting (T2) .32 .06 .000 [-20, .44]
Organizational Identification (T1) — On-Job Crafting 40 .07 .000 [-26, .53]
(12)
Interaction PSC (T1) and Organizational Identification .03 .06 .645 [=.09, .16]
(T1) — On-Job Crafting (T2)
On-Job Crafting (T2) — Mental Well-Being at T3 .16 .07 .028 [.02,.30]
On-Job Crafting (T2) — Emotional Exhaustion at T3 —.09 .07 164 [-.23,.04]
On-Job Crafting (T2) — Disengagement at T3 —.28 .07 .000 [=.22, —.41]

H4a Indirect Effect PSC (T1) on Well-Being (T3) via On-Job .05 .03 .047 [.01,.11]
Crafting (T2)

H4b Indirect Effect PSC (T1) on Emotional Exhaustion (T3) —.03 .02 182 [=.08, .01]
via On-Job Crafting (T2)

H4b Indirect Effect PSC (T1) on Disengagement (T3) via On-  —.09 .02 .000 [—.14, —.05]
Job Crafting (T2)

Ho6a Moderation of the Indirect Effect from PSC (T1) via .01 .01 .633 [—.02,.02]
On-Job Crafting (T2) on Well-Being (T3) through
Organizational Identification (T1)

Hob Moderation of the Indirect Effect from PSC (T1) via —.00 .01 .631 [-.02,.01]
On-Job Crafting (T2) on Emotional Exhaustion (T3)
through Organizational Identification (T1)

Ho6b Moderation of the Indirect Effect from PSC (T1) via —.01 .02 .637 [—.02, .01]
On-Job Crafting (T2) on Disengagement (T3) through
Organizational Identification (T1)
Off-Job Crafting

H3 PSC (T1) — Off-Job Crafting at T2 22 .09 .011 [.04, .38]
Organizational Identification (T1) — Off-Job Crafting .00 .09 986 =17, .18]
(T2)
Interaction PSC (T1) and Organizational Identification 16 .07 .014 [.02, .28]
(T1) — Off-Job Crafting at T2
Off-Job Crafting (T2) — Mental Well-Being (T3) 35 .06 .000  [.23,.46]
Off-Job Crafting (T2) — Emotional Exhaustion (T3) -19 .06 .000 [—.30, —.09]
Off-Job Crafting (T2) — Disengagement (T3) .00 .05 939 [—.01,.01]

H5a Indirect Effect PSC (T1) on Well-Being (T3) via Off-Job .08 .03 .017 [.01, .14]
Crafting (T2)

H5b Indirect Effect PSC (T'1) on Emotional Exhaustion (T3) —.04 .02 .023 [~.09, —.01]
via Off-Job Crafting (T2)

H5b Indirect Effect PSC (T1) on Disengagement (T3) via —.00 .01 940 [=.02, .03]
Off-Job Crafting (T2)

H7a Moderation of the Indirect Effect from PSC (T1) via .05 .02 .015 [.01,.10]
Off-Job Crafting (T2) on Well-Being (T3) through
Organizational Identification (T1)

H7b Moderation of the Indirect Effect from PSC (T1) via -.03 .01 .026 [=.06, —.004]

Off-Job Crafting (T2) on Emotional Exhaustion (T3)
through Organizational Identification (T1)
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TABLE 2 (Continued)

Hypotheses Predictor — Outcome p SE P 95% CI

H7b Moderation of the Indirect Effect from PSC (T1) via .00 .01 939 [—.02,.02]
Off-Job Crafting (T2) on Disengagement (T3) through
Organizational Identification (T1)

Total Effect on Well-Being (T3) 46 .06 .000 [.33,.57]
Total Effect on Emotional Exhaustion (T3) —.54 .05 .000 [—.64, —.44]
Total Effect on Disengagement (T3) —.53 .05 .000 [—.64, —.43]

Note: The moderator variable was double mean centred.

Qnjobcrafting Qffjobcrafting

31 N " 34 " "
g Organizational Identification E’ Organizational Identification
g
o 019" © — 019"
5 / high = 0.19 5 / high = 0.19
§ low =0.17* § low =0.09
< medium = 0.18" F medium = 0.14*
S 2 / & 5 /
149 1
0 04
T T T T T T T T T T
1 2 3 4 5 6 1 2 3 4 5 6
PSC psc

Note. The moderator variable was double mean centered.

FIGURE 2 Results of simple slope analysis depicting the effect of different levels of organizational identification on the
relationship between perceived psychosocial safety climate and crafting. The moderator variable was double mean centred.

(p=.00, SE=.01, p=.939, 95% CI [-.02, .02]). Overall, organizational identification strengthened
the indirect effects of PSC via off-job crafting on mental well-being and emotional exhaustion, but
not on disengagement, thereby rejecting Hypotheses 6a and 6b, while supporting Hypothesis 7a and
partially supporting 7b.

Following up on this finding, we used a simple slope (=1 SD, 0 §D and +1 $D) analysis to distinguish
between low-, medium- and high-identified employees. The positive relationship between perceived
PSC and off-job crafting was significant and strongest for high-identified employees (f=.19, p=.002,
95% CI [.07, .32]). Medium-identified employees also showed a positive, but weaker relationship (§=.14,
p=.013, 95% CI [.03, .25]). By contrast, no significant relationship was found for low-identified employ-
ees (f=.01, p=.127, 95% CI [-.03, .2]). Results are displayed in Figure 2.

DISCUSSION

Previous research found that PSC is positively related to mental well-being and negatively related to
burnout (Amoadu et al., 2023; Dollard et al., 2017; Parkin et al., 2023). However, research is needed
on the psychological underpinnings and individual behavioural pathways of these effects. To deepen
the understanding of how and when the effects of PSC unfold, we studied PSC through a crafting and
identity perspective.
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The results of our pre-registered three-wave study supported our hypotheses that PSC is associated
with increased overall mental well-being and decreased levels of burnout (in terms of lower emotional
exhaustion and disengagement). As predicted, we found that greater perceived PSC is positively related
to both on-job and off-job crafting. In our mediation analyses, we observed that these positive effects
extended to overall mental well-being, and partially to burnout (only for disengagement but not for
emotional exhaustion). Furthermore, off-job crafting proved to be a significant mediator for the re-
lationship between PSC and overall mental well-being, and partially for burnout (only for emotional
exhaustion but not for disengagement). Finally, while organizational identification did not moderate
the pathways of PSC on well-being and burnout through on-job crafting, it moderated the indirect
association of PSC and overall mental well-being and emotional exhaustion through off-job crafting,
In particular, the relationship between PSC and off-job crafting — and its impact on well-being and
exhaustion — was stronger among employees with high organizational identification than among those
with low identification.

Theoretical implications

Adopting a job crafting perspective on PSC, our study examined how PSC as a perceived working con-
dition translates to subjective well-being by altering employees' proactive behaviour at work. Beyond
the well-studied role of working conditions in PSC (Loh et al., 2019), our study provides tentative evi-
dence on how and when PSC triggers proactive employee behaviour directed at positive changes in the
work environment. These changes in turn increase mental health and well-being. Firstly, this is in line
with research indicating person-directed measures that focus on individual work conditions in organi-
zations are especially effective in fostering psychological well-being (Dreison et al., 2018; Sonnentag
et al., 2023). Second, this contributes to the call to investigate more undetlying psychological mecha-
nisms of the JD-R framework (Bakker & Demerouti, 2017). Conceptualizing crafting as proactive be-
haviour in managing work time and aligning demands with personal preferences (de Bloom et al., 2020)
offers further insight into how perceptions of the work environment shape individual health. Recent
evidence suggests that lower PSC leads to higher emotional exhaustion via basic psychological need
frustration (Shee et al., 2025). Typically, job crafting is perceived as an individual behaviour to reshape
aspects of the job — such as tasks, relationships, or perceptions — to better align with individual needs
(Tims et al.,, 2012). Consequently, our findings suggest that crafting may help prevent frustration of
basic needs (autonomy, competence, and relatedness; Deci et al., 2017) by enabling employees to pro-
actively alter their work environment when PSC is high. Moreover, conceptualizing job crafting as a
domain-independent mechanism (Beus et al., 2023) extends the relevance of our findings beyond PSC,
with potential implications for other climate domains (e.g., safety or service climate).

Second, our study extends the literature by demonstrating that PSC is also associated with crafting
efforts in the non-work domain, supporting previous findings on climate to non-work domain trans-
fer (Edwards & Rothbard, 2000; Hubert et al., 2022; Naveh & Katz-Navon, 2015). Resources such as
increased autonomy fostered by a strong PSC might therefore also lead to accumulating resources in
the non-work domain (Hobfoll, 2002; ten Brummelhuis & Bakker, 2012), enabling off-job crafting,
Moreover, this finding can be explained by the fact that priorities, values, and behavioural expectations
signalled by PSC generalize to the non-work domain (Edwards & Rothbard, 2000): The importance of
health and well-being stimulates off-job crafting, thereby enhancing mental health and well-being (de
Bloom et al., 2020).

Our mixed results for the two forms of crafting highlight the particular importance of off-job
crafting for affective well-being when sub-facets of well-being are considered (Kujanpii et al., 2022).
Theoretically, this can be explained by the JD-R model, which underpins PSC (Dollard & Karasek, 2010).
According to the JD-R framework, it has been argued that affective outcomes, such as emotional ex-
haustion, are primarily linked to job demands, while motivational outcomes, such as disengagement,
are more strongly linked to job resources (Demerouti et al., 2001). As such, reducing the impact of job
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demands may require recovery-oriented behaviours outside of work, such as off-job crafting, which are
less likely to affect motivational constructs like disengagement, which might rely on proactive behaviour
and therefore on-job crafting at the workplace.

Finally, we investigated organizational identification as a potential moderator of the relationship be-
tween PSC and on-job and off-job crafting. While our results did not fully align with our pre-registered
hypotheses, they point to organizational identification playing a particularly important role in facili-
tating the transfer of PSC to the non-work domain via off-job crafting. These results are in line with
previous findings on the moderating effect of organizational identification on the relationship between
safety climate and safety behaviour in the non-work domain (Hubert et al., 2025). Thus, in non-work
settings, where work-related cues of PSC are less salient, the extent to which employees internalize or-
ganizational norms may become critical (Ashforth et al., 2000; de Bloom et al., 2020; Lee et al., 2015).
Higher organizational identification appears to enable this internalization, aligning with recent job
crafting theorizing stating that ‘one domain might be an extension of the other, leading to similar
crafting motives, efforts, and outcomes in all domains’ (de Bloom et al., 2020, p. 1437). In conclusion,
our results suggest that organizational identification might be an important boundary condition (Busse
et al., 2017) for the beneficial consequences of PSC, particularly in shaping off-job behaviours that
contribute to psychological health.

Practical implications

Our results offer several practical implications. Foremost, enhancing PSC in the organization seems to
be an important factor overall for promoting both on-job and off-job crafting. Our additional analyses
indicate that leaders and intervention designers should foster promotion-focused behaviours, such as
enhancing employees' growth, advancement, and development needs (Lichtenthaler & Fischbach, 2019).
Our results suggest that organizational health practitioners should be encouraged to think beyond
organizational boundaries, as off-job crafting mediated the effects of PSC on emotional exhaustion.
Therefore, it is not only important to provide resources and autonomy for employees to engage in on-job
crafting, but also to advise and support employees in engaging in off-job crafting activities. Moreover,
our results suggest that organizational identification can play a crucial role in how PSC impacts off-job
crafting in particular and therefore mental well-being and emotional exhaustion. Hence, organizations
should cultivate a strong sense of identification among employees to extend the effects of PSC into their
non-work lives. This could involve reinforcing shared values and fostering a sense of belonging within
the organization.

Limitations and directions for future research

Scholars have increasingly acknowledged the ambivalent outcomes of job crafting (Lichtenthaler &
Fischbach, 2019; Zhang & Parker, 2019). This highlights a limitation of our study, as we only considered
the differential effects of motivational orientations within crafting behaviour in our Supplementary
Analyses. In line with these ongoing discussions, our exploratory findings suggest that simply fos-
tering crafting does not provide beneficial effects for psychological health per se. Consistent with
previous theorizing (de Bloom et al., 2020; Lichtenthaler & Fischbach, 2019; Zhang & Parker, 2019),
promotion-focused job crafting (e.g., increasing resources and taking on challenges) was positively as-
sociated with well-being outcomes, including higher mental well-being and lower disengagement and
emotional exhaustion. By contrast, prevention-focused job crafting (e.g., reducing hindering demands)
was either unrelated to well-being or showed even negative associations. These findings suggest that
the behavioural signals conveyed by PSC may be particularly effective when they emphasize promotion-
oriented strategies, which increase resources and positive affect. Conversely, if PSC emphasizes the
avoidance of negative end-states, it may foster a prevention focus, which could undermine well-being
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because ‘prevention-focused job crafting is about keeping things from happening’ (Lichtenthaler &
Fischbach, 2019, p. 3). Therefore, employees might cure the symptoms but not the causes of their work
situation, leading to lower levels of well-being in the long term. These insights could have important
implications for PSC research. Future research should therefore explore the nuanced role of crafting
focus in the relationship between PSC and psychological health. Understanding these dynamics may
help organizations better tailor PSC initiatives to foster not just more crafting, but the right kind of
crafting that supports employee well-being.

Although the seven-factor model was theoretically grounded and showed acceptable local fit, global
fit indices fell below conventional thresholds despite a good RMSEA. This may be due to the modest
sample size (N=266) combined with model complexity, which in turn can attenuate incremental fit
indices (Shi et al., 2019). We retained the model because it was pre-registered, grounded in validated
measures (Halbesleben & Demerouti, 2005; Hall et al., 2010; Kujanpii et al., 2022; Tennant et al., 2007;
Tims et al., 2012) and aligned with prior work (Morstatt et al., 2025). Future research should replicate
the model in larger, more diverse, and longitudinal samples (see our Supplemental Analysis).

A further limitation of this study that should be addressed in future research is that we did not as-
sess actual (observable) crafting behaviour. For a more profound understanding of how such behaviour
unfolds, more incident-based measures like diary studies would be a fruitful strategy. However, a review
of organizational health climate comparing studies that reduced common method bias with those that
did not suggests that common method bias has little impact on organizational climate research (Loh
et al.,, 2019). Still, it is important to note that we only used self-reported data, and that observed be-
haviour might provide further insights into specific actions carried out in response to PSC. Moreover,
a recent study highlighted that employees engaging in off-job crafting would be more proactive when
they had high levels of home development possibilities (Ho et al., 2024). Our present study only focused
on PSC, but it seems plausible that the home environment could play an important role too. Therefore,
future research should also assess crafting antecedents in the home environment. Lastly, as this study,
to our knowledge, is the first to examine the interplay between PSC and off-job crafting, further studies
should build on this and identify mechanisms through which PSC can lead to more crafting behaviour.
Here, both scientists and practitioners could gain more insights into what kind of interventions would
be especially effective to promote off-job crafting behaviour.

CONCLUSION

The present study examined how PSC, on-job and off-job crafting, and organizational identification
interact to predict employees' psychological health. We showed that PSC has the potential to foster
on-job and off-job crafting, suggesting that a mental health-supportive workplace climate encourages
employees to proactively shape their work roles and extend this proactive behaviour to the non-
work domain. Our results also suggest that crafting efforts with a promotion focus at the workplace
were associated with more favourable health outcomes, highlighting the value of approach-oriented
strategies in enhancing well-being. Additionally, our results emphasize that off-job crafting remains an
underexplored mechanism through which PSC contributes to psychological health, offering a promising
pathway for future organizational climate research. Finally, organizational identification emerged as a
key moderator, with higher levels of identification being associated with a stronger relationship between
PSC and off-job crafting. This finding highlights the importance of organizational identification in
enabling the spillover of organizational climate into non-work life.
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