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Introduction: Many employees perceived the move to remote work due to the COVID-19 pandemic as an abrupt organizational change. While research on work engagement has examined this construct in different contexts, it is unclear what may happen to work engagement in such an extreme context and over the course of time. In the current study, we examined the relationship between time and employees' work engagement after an abrupt change as well as the way job crafting interacts with this relationship. We hypothesized that a pre-transition high level of approach crafting strategies will have a negative effect, harming employees' ability to maintain their engagement over time, while a pre-transition high level of avoidance crafting strategies will actually have a mitigating effect, weakening the decrease in engagement.

Materials: We used a three-wave longitudinal study design, collecting data during the first 3 months of the pandemic. The sample included employees from different organizations across the U.S randomly recruited through Amazon Mechanical Turk. We utilized a multilevel repeated measures approach to analyze the data.

Results: Results supported our first hypothesis, demonstrating a negative relationship between time and engagement such that engagement declined over time. Our second hypothesis was partially supported, showing that the job crafting strategy of increasing challenging demands moderated the relationship between time and engagement, such that for employees that job craft by increasing their challenging demands, at the onset of the transition, the decrease in work engagement over time was more substantial. We did not find support for our hypothesis regarding the positive effect of avoidance crafting strategies on the decrease in work engagement.

Discussion: Our findings suggest that the tendency to job craft by pursuing more challenging demands at the onset of the pandemic, as an approach strategy of job crafting, gives employees an unnecessary added workload that requires the use of more resources. Over time, this extra load, depletes resource reservoirs and prohibits remaining engaged over time. In contrast, other types of approach crafting strategies seem to have no such harmful effect. Our findings highlight the importance of context, suggesting that under specifics conditions some job crafting strategies may be more energy draining than others.
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1 Introduction

It has long been suggested that organizational change is associated with a reduction in employee wellbeing (Kaltiainen et al., 2020). One highly studied determinant of employee wellbeing is work engagement (i.e., a positive, fulfilling, work-related state of mind; González-Romá et al., 2006). Many organizations are concerned with boosting and upholding their employees' level of work engagement, due to its strong association with employee wellbeing and performance (Knight et al., 2017). It was also found that enhancing work engagement during organizational change is beneficial for adaptation (Hobfoll et al., 2018) and shapes employees' future expectations regarding the evolving change processes, increasing positive reactions and mitigating negative reactions (Kaltiainen et al., 2020). Yet, it is unclear whether abrupt organizational changes, i.e., sudden unexpected organizational events that require an immediate change, have a onetime effect on employee work engagement and as a result on employee wellbeing or whether they will lead to an ongoing decrease in work engagement and thus in wellbeing.

Much of the research on work engagement considers it to be a long-lasting and stable state (Seppälä et al., 2015, 2009) and research on the dynamic and temporal aspects of work engagement has mainly focused on daily (e.g., Baethge et al., 2021; Bakker and Oerlemans, 2019) and weekly fluctuations (e.g., Bakker and Bal, 2010). This research showed that despite temporary fluctuations, work engagement returns to its usual level (Lesener et al., 2020; Mäkikangas et al., 2016). Thus, if organizations want to continue to rely on work engagement as a mechanism that protects against ongoing reduction in wellbeing, it is important to understand (a) what happens to work engagement after an abrupt change over longer periods of time and (b) assuming work engagement declines, what factors might inhibit such a decrease. In an attempt to answer these questions, we took advantage of the COVID-19 pandemic and the sudden transition to remote work, to examine the dynamic change in work engagement (Adisa et al., 2023; Hajjami and Crocco, 2023), and the factors that might interfere with this change.

Though remote work has been widely investigated over the past decades (Bailey and Kurland, 2002; Spreitzer et al., 2017), most research considered this working arrangement a result of mutual choice and agreement between the employees and their employers (Spreitzer et al., 2017). However, situations such as the outbreak of the COVID-19 pandemic, caused many employees in different occupations and roles to suddenly shift to work from home (Waizenegger et al., 2020) and adjust to dramatically different working conditions regardless of any previous experience or prior preference. This shift to remote work lacked the elements of flexibility and choice that were typically characteristic of remote work arrangements (Lapierre et al., 2016) and may have had a negative effect on employees. In order to predict the manner in which engagement changes over time, in such a context of a highly demanding change event, we used the Job-Demands-Resources (JDR) model (Demerouti et al., 2001a,b) and Hobfoll's (1989) Conservation of Resources (COR) theory as our underlying theoretical framework. We hypothesized that after an abrupt transition to remote work, work engagement would decline over time. In addition, we explored how various levels of job crafting strategies, a type of proactive behavior aimed at redesigning one's job demands and resources (Tims and Bakker, 2010), are related to these changes. We used a three-wave longitudinal study design, collecting data during the first 3 months of the pandemic, and utilized a multilevel repeated measures approach to analyze the data.

This study has the potential to contribute to organizational theory. First, our study is likely to contribute to the work engagement literature by highlighting the importance of investigating work engagement as an ongoing dynamic construct. By showing that employees' work engagement drops during the first weeks of the pandemic, we have the potential to contribute to the growing understanding that a one-time assessment of engagement may provide a very partial picture. This may mean that theories of engagement should turn from explaining engagement as a stable or fluctuating phenomenon to explaining the trends and changes in engagement over longer periods of time. Second, we are likely to add to the job crafting literature by continuing the line of research showing that under some conditions, some elements of job crafting may actually be detrimental. We lean on previous work emphasizing the importance of distinguishing among the different dimensions of job crafting (e.g., Rudolph et al., 2017; Zhang and Parker, 2019) and examine the effect of different job crafting strategies setting the stage for a more comprehensive job crafting theoretical model.



2 Theory and hypotheses


2.1 Work engagement and resource based theories

Work engagement is “a positive, fulfilling, work-related state of mind that is characterized by vigor, dedication and absorption” (González-Romá et al., 2006, p. 166). Vigor refers to high levels of energy and willingness to invest effort in one's job. Dedication refers to a strong involvement in one's work, accompanied by feelings of enthusiasm and significance. Finally, absorption refers to a state of total immersion in one's work, characterized by time passing quickly and being unable to detach oneself from the job (Maslach et al., 2001). A high level of work engagement is a desired outcome for both employees and employers. Studies have demonstrated its link with numerous outcomes such as; task performance (Neuber et al., 2022); organizational citizenship behavior (Farid et al., 2019) and innovative behavior (Kong and Li, 2018). Moreover, job engagement has been found to be negatively related to self-reported anxiety, depression (Peterson et al., 2008) and psychosomatic health complaints (Demerouti et al., 2001a,b).

Most of the engagement literature has stressed that work engagement is likely to remain relatively stable over time (Schaufeli et al., 2002a,b; Lesener et al., 2020; Mauno et al., 2007). However, an emerging body of literature has begun considering the dynamic and temporal aspects of work engagement, with some examining fluctuations in engagement from day to day and some with longer intervals (e.g.; Baethge et al., 2021; Bakker and Bal, 2010; Parent-Lamarche and Marchand, 2023; Pluut et al., 2024). To understand these fluctuations, researchers often employ the job demands–resources (JD-R) model, which suggests that changes in job demands and job resources predict changes in work engagement (Bakker and Demerouti, 2017). For example, Bakker and Bal (2010) measured week to week fluctuations in work engagement among teachers, and found that job resources such as autonomy and exchanges with supervisors were positively related to weekly changes in engagement.

The job demands–resources (JD-R) theory (Bakker et al., 2014) has been widely used to explain wellbeing and motivation in general, and employees' engagement in particular (Saks and Gruman, 2014). The main proposition of the JD-R theory is that all work-environments or job characteristics can be classified into two categories: job demands and job resources (Demerouti et al., 2001a,b; Bakker and Demerouti, 2014) with high demands often activating a health impairment process (i.e., due to energy depletion resulting in exhaustion and burnout), and high levels of resources activating a motivational process (i.e., higher engagement; Bakker and Demerouti, 2007, 2008). Thus, according to this theory, when examining the change in engagement over time, as in the current study, it is important to understand the interplay between job resources (i.e., the physical, psychological, social, or organizational aspects of the job that help in achieving work goals and stimulate personal growth, learning, and development) and job demands (i.e., those aspects of the job that require sustained physical and/or psychological effort and are therefore associated with certain physiological and/or psychological costs). Moreover, conservation of resources (COR) theory (Hobfoll, 1989) provides a basis for hypothesizing about the dynamics of such aspects and their outcomes. More specifically, COR claims that when resources are lost (e.g., when people feel they no longer have the social support they are used to as people are struggling themselves to cope with the new consequences brought on by the pandemic) this is disproportionately more salient than resource gain and as such, tends to affect people more rapidly and at increasing speed over time often causing a loss spiral (Hobfoll et al., 2018). Accordingly, as we explain below, if the abrupt change caused by the outbreak of COVID-19 caused a loss of resources, such a spiral is likely to occur.

The outbreak of COVID-19 led organizations to alter their workforce in a way that forced employees to adapt and cope with radical and demanding changes occurring in their work and social environment (Carnevale and Hatak, 2020), with many organizations turning to home-based remote work (Spurk and Straub, 2020). More specifically, the pandemic created a situation in which many organizations had to make remote work compulsory, giving employees no choice in the matter (Waizenegger et al., 2020). Employees who used to spend all or most of their time working inside their organization's physical boundaries were forced to quickly adjust to remote work environments (Carnevale and Hatak, 2020). Such remote work lacks the elements of control and choice, i.e., resources, that are usually inherent in such arrangements (Hill et al., 2001). Not only were these resources absent, but the radical transformation in working conditions often placed greater demands on employees including; increased workload due to limited ability to rapidly delegate work between team members, in-home conflict, stress and a sense of isolation (Kniffin et al., 2021; Vaziri et al., 2020; Sinclair et al., 2020).

According to the JD-R model, when job demands exceed the resources that employees have for dealing with them, their reaction is burnout rather than engagement. In addition, dealing with change requires energetic resources from employees in order to adapt successfully (Parker et al., 2010). Furthermore, following COR theory, any pre-existing personal resources that might have helped employees in routine times maintain their level of engagement were likely to be exhausted as time went by because employees used them up, facing the changing demands. The prolonged loss of resources and increased demands was likely to lead to the depletion of more resources such as energy and a spiral loss of resources (Hobfoll et al., 1990), resulting in a situation in which engagement is likely to decline over time. Hence, we hypothesize that:

• H1: Time will be negatively related to work engagement, such that work engagement will decline over time.



2.2 Job crafting

One of the well-studied antecedents of work engagement has been job crafting. Job crafting is a type of proactive behavior defined as “the physical and cognitive changes individuals make in the task or relational boundaries of their work” (Wrzesniewski and Dutton, 2001, p. 179). Job crafting is aimed at redesigning one's job (Tims and Bakker, 2010) and can be seen as a set of strategies used to improve the fit between the person and his/her job. Employees who feel that they have a good fit with their jobs experience more job engagement (e.g; Bakker and Oerlemans, 2019; Chen et al., 2014; De Beer et al., 2016) hence the manner in which employees achieve such fit may be linked to changes in engagement over time. Job crafting differs from other types of proactive behaviors in that “it is about proactive changes in the job design that are not specific arrangements that are negotiated with the organization” (Tims and Bakker, 2010, p. 3). In addition, job crafting helps employees deal with increasing job demands and unpleasant conditions (Harju et al., 2016) making it a relevant strategy for coping with sudden changes such as those occurring when the working conditions dramatically change.

Tims and Bakker (2010) proposed a conceptualization of job crafting based on the job demands-resources model (Demerouti et al., 2001a,b). They stated that job crafting occurs when employees make self-initiated changes to the levels of their job demands and job resources, in order to align them with their own abilities and preferences. Employees can craft their job by increasing structural resources (e.g., seeking opportunities for professional development) or increasing social resources (e.g., asking for feedback from supervisors). Employees can also craft their job by increasing challenging demands (e.g., voluntarily taking on additional responsibilities or extra challenging tasks), or by decreasing hindering demands (e.g., avoiding contact with emotionally demanding colleagues; Tims and Bakker, 2010).

Recent literature on job crafting has built on the approach-avoidance framework (Elliot, 1999; Elliot and Thrash, 2001) to distinguish between approach and avoidance crafting. Approach crafting refers to proactive and effortful behaviors toward problem solving and improvements (i.e., increasing social resources, increasing structural resources and increasing challenging demands), while avoidance crafting involves active efforts to avoid, reduce or eliminate negative outcomes (i.e., decreasing hindering demands) (Bruning and Campion, 2018; Zhang and Parker, 2019). Following COR theory's tenet, that individuals seek to foster their wellbeing by increasing and maintaining things that are central to their goal achievement in a given context (Hobfoll et al., 2018), approach crafting strategies may express a resource acquisition process. By approach crafting employees increase job resources and challenges (i.e., increasing social resources, increasing structural resources and increasing challenging demands) in order to enhance their wellbeing at work (Harju et al., 2021). In contrast, following COR theory's tenet that potential or actual loss of resources provokes individuals to conserve their resources (Hobfoll et al., 2018), avoidance crafting may represent a resource conservation process. By avoidance crafting employees seek to maintain their wellbeing by trying to decrease the straining effects of hindering demands (Harju et al., 2021).

Previous literature has shown that approach crafting is positively associated with employee wellbeing and with work engagement (Boehnlein and Baum, 2022; Harju et al., 2016). In contrast, avoidance crafting has been generally negatively associated with engagement and other wellbeing indicators and positively associated with burnout (Lichtenthaler and Fischbach, 2019; Rudolph et al., 2017). Despite the above-mentioned findings, recent work has suggested that under specific conditions the relationships between engagement and approach crafting or between engagement and avoidance crafting may be different. For example, Harju et al. (2021), distinguished between two types of challenging demands: job complexity and workload. They found that while approach crafting was related to an increase in work engagement through an increase in job complexity, it was also related to an increase in burnout through an increase in workload. In addition, they found that avoidance crafting was related to a decrease in work engagement and an increase in burnout, through a decrease in job complexity. They further suggested that perhaps different motivations behind approach crafting (i.e., performance goals or mastery goals), even though not tested in their study, may explain why in some situations approach crafting may increase work engagement while in others decrease work engagement.



2.3 Job crafting and the context of abrupt change

In times of change, focusing on changing the design of one's job is likely to be related to job engagement. Although it has been suggested that job crafters cope better with changes, the nature of the change matters (i.e., the extent of impact on daily life; Petrou et al., 2012). One study, for example, compared two different types of organizational changes: a major change in the form of cutbacks due to a financial recession and a regular change due to a reorganization (Petrou et al., 2017). Petrou et al. (2017) found that while most aspects of job crafting such as seeking resources and seeking challenges were associated with more engagement and less exhaustion in both contexts, there were several differences between the two conditions. For example, seeking resources was related to less exhaustion for employees in the regular change condition but not for employees in the major change condition. The authors suggested that, in the face of a major change, seeking resources might not be efficient. In addition, in the regular change condition reducing demands had a significant positive relationship with exhaustion. The more employees tried to reduce their demands, the more exhausted they felt. However, this significant correlation occurred only in the regular change condition, not in the major change one. The authors suggested that in the context of a major change, reducing demands might not have an effect, at least not a linear one (Petrou et al., 2017). Thus, it seems that different strategies of job crafting might result in different outcomes under different types of change conditions.

The above study suggests that in a major change, job crafting, in the form of seeking resources or in the form of reducing demands may not enhance work engagement. Yet, based on recent literature on the nature of the remote work transition due to the COVID-19 pandemic (e.g., van Zoonen et al., 2021), we claim that in such an abrupt, global, profound change (i.e., a change that is beyond what has previously been defined as a “major change”), these job crafting strategies may play a different role. More specifically, we claim that job crafting in the form of seeking resources (i.e., approach strategies) may not only be ineffective but may actually be detrimental for work engagement, while job crafting in the form of reducing demands (i.e., avoidance strategies) may actually be beneficial.

Beyond the impact on the working world, the outbreak of COVID-19 pandemic led to a macro crisis, which created many shifts in people's lives around the world; People felt insecurity, lost boundaries between work and home and were stressed about the health and safety of themselves and their love ones (Vaziri et al., 2020). In the organizational world, the COVID-19 pandemic was too conceptualized as a macro-level crisis, as a threatening and stressful event, causing a demanding work environment (Straus et al., 2023). In accordance to the Event Systems Theory (EST; Morgeson et al., 2015) it is characterized as a novel, disruptive and critical event that can create changes in employees' wellbeing, even within a few weeks of the crisis (Vaziri et al., 2020). Moreover, stress scholars argue that being also unpredictable and uncontrollable, the pandemic should be considered a unique stressor with severe implications for health and wellbeing (Pfeifer et al., 2021). With all this in place, we claim that the abrupt change in working conditions due to the immediate transition to remote work as part of the consequences of the COVID-19 pandemic is a special condition affecting the role of job crafting strategies play.

Hobfoll (1998) claimed that COR theory had to be viewed in context. He further suggests that resources can operate differently under different ecological contexts. In one context a resource can have a positive role and in another a negative one (Hobfoll et al., 2018). Extending this notion, we suggest that job crafting strategies, as a tendency to craft resources and demands, may also have positive or negative outcomes. Though, it is not necessarily the type of resources or demands or their valence in a specific context (i.e., structural resources, social resources, challenging demands or hindering demands), rather it is a matter of whether this crafting strategy is draining more or less energy, under the specific context of the stress situation.

In the context of a major stress event and a sudden transition to remote work that abruptly changes the working conditions, when resources need to be preserved rather than exhausted, we claim that approach crafting may have negative consequences. While in a regular context approach crafting is seen as enhancing motivation, that in turn lead to positive outcomes (Zhang and Parker, 2019), employees' tendency at the onset of the transition to remote work, to proactively craft their jobs by approach strategies may strengthen the process of resource depletion. For example, in such context increasing challenging demands (e.g., by initiating and taking on extra tasks to challenge oneself) may result in an unnecessary load rather than serving as a fulfilling challenge, requiring even more resources to handle. In the same manner, increasing structural or social resources involves effortful and directed actions to seek positive aspects of work (Zhang and Parker, 2019). This investment in resource gain, that itself takes energy, may lead to depletion in resources and in turn harm employees' ability to remain engaged, since resource gain is of less magnitude and much slower than resource loss (Hobfoll et al., 2018). In the context of an abrupt change that involves a major resource loss, approach crafting may be harmful. Thus, we hypothesize that:

• H2: Approach Job crafting (i.e., increasing challenging demands, increasing structural and increasing social resources) moderates the relationship between time and work engagement, such that when employees engage in a great deal of approach job crafting, the negative relationship between time and engagement will be stronger.

Turning to avoidance crafting, previous research suggests that avoidance crafting may lead to burnout and decreased engagement, since avoiding dealing with demands may result in accumulation of demands that eventually drains employees' energy (Lichtenthaler and Fischbach, 2019). However, in the context of a major stress event in which the working conditions abruptly change, we argue that avoidance crafting may serve as a preserving mechanism that can actually mitigate the decrease in work engagement. Avoidance crafting (i.e., decreasing hindering demands) may be an effective coping strategy in the face of excessive job demands (Zhang and Parker, 2019), such as the ones brought upon by the pandemic and the sudden transition to working from home. Thus, we hypothesize that:

• H3: Avoidance Job crafting (i.e., decreasing hindering demands) moderates the relationship between time and work engagement, such that when employees engage in a great deal of avoidance job crafting, the negative relationship between time and engagement will be weaker.




3 Materials and methods


3.1 Sample and procedure

We used a sample of employees from different organizations across the U.S. randomly recruited through the Amazon Mechanical Turk platform. The data was collected from each participant at three points in time. Time 0 (T0) data were collected in April 2020, at the onset of the pandemic, approximately a month after a national health emergency was announced in the U.S., Time 1 (T1) data were collected 3 weeks later, and Time 2 (T2) data were collected 3 weeks after T1; overall, a period of 6-weeks. Hence, the study focuses on the first stages of the transition, targeting employees' initial attitudes, perceptions and adjustment responses to the abrupt transitioning to working from home. Participants received a monetary reward each time they completed the survey ($2.50–$5.00). The current research received the required ethics committee approval. Participants were included in the sample if they met all of the following criteria: (1) moved to work from home due to the pandemic, (2) worked from home at T0, (3) were 18–70 years old, (4) worked for an organization (i.e., not freelancers). In addition, following Aguinis et al. (2021) recommendation, in each wave of data collection, a different set of attention checks were implemented in the survey, to make sure participants were actually reading the items and answering accordingly. We used both open questions (e.g., “who is the current president of the U.S?”, “what was the year 2 years ago?”) and closed questions (e.g., “please mark the third star”). Only participants who answered correctly both questions on each survey were included in the final sample. In addition, since average time for completing the surveys was estimated to be approximately 15 min, participants who completed the survey in < 5 min were also excluded from the final sample.

The final sample included 143 employees who completed the online survey at all three times (the response rate was 76% from T0 to T1, and 74% from T1 to T2). This is in accordance with previous literature examining longitudinal M-Turk data, proving its reliability and generalizability (Daly and Nataraajan, 2015). When comparing the demographic variables between those who did not continue to participate in the study and those who did, we found no significant differences between these two groups. In the final sample, the mean age was 37.36 years (SD = 9.89); 42.3% were women and 50% had children. As for workers' industry, 25.9% participants identified as working in the service sector, 24.5% in high tech, 10.5% in health care, 8.4% work in retail, 8.4% in manufacturing, 3.5% in the construction industry and 18.9% have reported working in “other” industry. 56.3% were working in an industry relatively less affected by the transition to remote work. This includes health care, hi-tech (in which remote work was relatively familiar), retail and other. 43.7% were working in an industry more affected by the transition to remote work, such as services, manufacturing and construction, in which remote work was less used prior to the pandemic. The mean of seniority in the current job was 6.37 years (ranging from 1 year to 40) and 53.5% worked from home before the pandemic.



3.2 Measures
 
3.2.1 Dependent variable

We assessed the dependent variable, work engagement, three times (T0, T1, T2) using the17-item Utrecht Work Engagement Scale (UWES) (Schaufeli et al., 2002b). This scale was designed to measure employees' engagement using the three-factor structure of engagement: vigor, dedication, and absorption. A sample item is “When I am working, I feel bursting with energy.” Respondents were asked to rate the frequency with which they experienced the feeling in each statement using a 7-point Likert-type scale (1 = never; 7 = always).



3.2.2 Independent variables

The first independent variable was time. We coded it as a categorical variable with three values based on the three points in times that data was collected (T0 = 0, T1 = 1 and T2 = 2). Job crafting was assessed using 20 items from the Job Crafting Scale (Tims et al., 2012). This scale was designed to measure job crafting behavior based on the four job crafting dimensions: increasing social job resources, increasing structural job resources, increasing challenging job demands, and reducing hindering job demands. A sample item for increasing social job resources dimension is “I ask others for feedback on my job performance.” A sample item for increasing structural resources dimension is “I try to develop myself professionally.” A sample item for reducing hindering demands dimension is “I make sure that my work is mentally less intense.” A sample item for increasing challenging demands dimension is “When an interesting project comes along, I offer myself proactively as project co-worker.” Respondents were asked to indicate the extent to which they engaged in each behavior or cognition using a 6-point Likert-type scale (1 = never; 6 = often). Since we examined the way a tendency for job crafting, as a pre-change tendency, will be related to the post-change decrease in engagement, we measure job crafting at T0. We also measured job crafting at T1, to make sure job crafting can be considered a stable rather than a dynamic construct. We compared the means of participant's job crafting on each sub-scale between T0 and T1 and found no significant differences [subscale 1 (i.e., increasing social job resources): t(142) = 1.649, n.s; subscale 2 (i.e., reducing hindering job demands): t(142) = 0.223, n.s; subscale3 (i.e., increasing structural resources dimension): t(142) = 0.853, n.s; subscale 4 (i.e., increasing challenging demands): t(142) = 0.253, n.s].



3.2.3 Control variables

We used previous experience with remote work as a control variable in order to examine our proposed effects above and beyond employees' current experience. Participants were asked to indicate whether they had worked from home before COVID-19, either partially or full time, or hadn't worked from home at all before COVID-19. While this variable originally had three levels (i.e., haven't worked from home before, worked partially, worked from home full time), we re-scaled it to include only two levels (i.e., worked from home before, had not worked from home) to make the model simpler, after no differences were found between the models when using either of the categorization. In addition, participants were asked to answer a few demographic questions including gender, age, seniority in their current job and the industry they worked in. We included the last variable in our measurements because in some industries such as low-tech industries, the introduction of remote work arrangements has rarely been used before the pandemic, a factor that might affect employees' experience during the transition to remote work.




3.3 Data analysis

We used a multilevel linear model (MLM) with the SAS PROC MIXED procedure (Jones and Huddleston, 2009), which takes into account a nested data structure (multiple work engagement measurements nested within each participant; see for example Azoulay and Orkibi, 2018). This analysis takes the natural hierarchical data structure into account as measurements are nested within cases. Engagement was measured at T0, T1, and T2 for each participant, representing a within-person variable. Job crafting strategies measured at T0 represented the between-person variable. Changes in engagement were represented by the inclusion of time as a predictor, indicating the extent to which engagement changed within a person over time. Interactions between time and job crafting indicated that job crafting was related to the changes in engagement over time (for SAS syntax see Appendix A). When examining the changes in engagement over time, none of the demographic variables such as gender, age, seniority and industry exhibited a significant relationship with this change. Thus, the final models included only previous home-based remote work as a control variable. In addition, we conducted an invariance analysis for work engagemen, examining configural, metric and scalar invariance analyses. The ΔCFI and ΔRMSEA between the configural and metric invariance analysis was −0.002 and 0.004 respectively and between the metric and scalar invariance analysis was 0.000 and 0.004 respectively. Thus, our measurement model shows invariance over time (see Assunção et al., 2020). Table 1 displays the means, standard deviations, Alpha Cronbach's and inter-correlations among the study's variables.


TABLE 1 Descriptive statistics and correlations.

[image: Table 1]




4 Results

Hypothesis 1 predicted that time would be negatively related to work engagement. To test this hypothesis, we regressed work engagement on time. Results demonstrated that engagement declined significantly over time (γ = −0.1, SE = 0.05, p < 0.05; see Model 1 in Table 2). Hypothesis 2 predicted that approach job crafting would be related to the changes in engagement over time such that when employees engaged in a greater deal of approach job crafting, the negative relationship between time and engagement would be stronger. Hypothesis 3 predicted that avoidance job crafting would be related to the changes in engagement over time such that when employees engaged in a greater deal of avoidance job crafting, the negative relationship between time and engagement would be weaker. To test these hypotheses, we examined the interactions between time and each of the job crafting sub-scales. As can be seen in Model 3 of Table 2, the two-way interaction between time and increasing structural resources (i.e., approach crafting strategy) was not significant (γ = −0.05, SE= 0.04, n.s). The two-way interaction between time and decreasing hindering job demands (i.e., avoidance crafting strategy) was not significant (γ = −0.03, SE = 0.03, n.s). The two-way interaction between time and increasing social job resources (i.e., approach crafting strategy) was not significant (γ = 0.004, SE = 0.03, n.s). The only interaction found significant, was the interaction between time and job crafting strategy of increasing challenging demands (γ = −0.09, SE = 0.03, p < 0.01). As can be seen in Figure 1, a simple slopes analysis showed that high and medium levels of increasing challenging demands were significantly and negatively related to the changes in engagement over time, whereas low levels of increasing challenging demands were not. Thus, hypothesis 2 was partially supported with only one type of approach crafting (i.e., increasing challenging demands) found to be significantly related to the changes in engagement over time, indicating that indeed high levels of the use of this strategy are related to a more extreme decrease in work engagement. Avoidance crafting was not related to the changes in engagement over time, providing no support for hypothesis 3.


TABLE 2 Repeated measures regression with work engagement as the dependent variable.
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FIGURE 1
 Simple slope analysis of the job crafting strategy of increasing challenging demands coefficients. * < 0.05, ** < 0.01.




5 Discussion

In this research, we investigated the relationship between time and engagement in the context of an abrupt shift to remote work and the way job crafting interfere with this relationship. We found a negative relationship between time and engagement, such that engagement of employees who moved to work from home declined over time. Using a combination of the JD-R model and the COR theory as a resource based theoretical framework, the decrease in work engagement was likely to result from the ongoing imbalance between the demands of the employees' jobs and the resources they had to meet them. At the initial stage of the transitioning to remote work, employees' efforts were likely directed toward having to suddenly adjust to home-based conditions and their implications. In doing so, they exhausted any pre-existing resources. According to the JD-R model, when job demands exceed the resources that employees have for dealing with them, their reaction is burnout rather than engagement. Thus, it is reasonable to assume that the sudden transitioning to enforced remote work prompted a decline in the level of employees' engagement. In addition, as COR theory suggests, (Hobfoll et al., 1990), a continuous experience of resource loss and increased demands can lead to the depletion of more resources. Hence, it is possible that a spiral loss of resources is the basis for the continuing drop in employees' engagement. Another explanation for our finding regarding the decline in engagement is that the decline in engagement over time is actually a manifestation of disengagement. Following the conservation of resources theory that people try to minimize their net loss of resources (Hobfoll, 1989), individuals may simply withdraw from the situation to prevent further loss of resources (Whitman et al., 2014). Though we didn't measure disengagement directly, it may be that the observed decline in engagement is actually an expression of employees' disengagement from work, as a strategy to minimize further resources loss.

The most interesting finding in the current study is that the approach job crafting strategy of increasing challenging demands was related to the changes in engagement over time, such that for employees with strong tendency to craft their jobs by increasing challenging demands, the decline in work engagement over time was more substantial. As theorized, in normal circumstances, employees might be tempted to pursue more challenging demands with the goal of increasing their work engagement by enhancing their workload or choosing tasks that require acquiring new skills. Increasing challenging demands in regular times functions as a resource accumulation, as these demands motivate employees and foster their wellbeing (Hobfoll, 2011). However, pursuing this strategy at the onset of an abrupt change to remote work had the opposite effect. Having taken on extra tasks at such a time likely enhanced their workload and required even more resources to handle. Over time, this extra load seems to have depleted their resources and they were not able to remain engaged. In addition, in a unique stress context such as the one provided by the pandemic and its following transition to remote work, the motivational role of these demands may diminish as employees try to preserve resources and avoid losing more of them, differently prioritizing their use of energy.

Surprisingly, for employees with a low tendency to craft their jobs by increasing challenging demands, there was no significant relationship between time and engagement. One might expect that the decline in engagement for this group of employees would be less salient, but the results demonstrated no significant drop at all. One possible explanation is that employees who do not tend to engage in this type of job crafting rely on other strategies to maintain their fit with their job. Perhaps different forms of job crafting (e.g., role-based job crafting; Wrzesniewski and Dutton, 2001) not measured in this study, or other coping mechanisms helped them adjust more easily to the new working conditions, helping them maintain their level of engagement. Yet, it is important to note, as we discuss later, that their level of work engagement was not very high to begin with.

In contrast to our hypothesis, the other approach job crafting strategies, i.e., increasing structural resources and increasing social resources did not impact the changes in engagement at all. Contrary to our theorizing, the pre-transition tendency to craft one's job by increasing structural and social resources did not intensify the drop in work engagement. One explanation might be that these strategies are less draining than increasing challenging demands in this specific context. Perhaps, in the context of an abrupt transition to remote work employees understand that social and structural resources will have to be changed, making their use perceived as less draining. For example, in a situation when managers have to work from home too, sharing their space with other family members, their availability to their subordinates may decrease compares to their availability prior the transition to remote work. In such a case, for employees, increasing a social resource such as supervisor support may seem more straightforward and more necessary, thus less draining (i.e., at least in comparison to increasing challenging demands which is less straight forward and more likely to feel like a burden).

Turning to our third hypothesis, that avoidance job crafting strategies (i.e., decreasing hindering demands) will result in a lower decrease in engagement, our findings show no support for such a hypothesis. Contrary to our theorizing, avoidance crafting was not found to mitigate the decline in engagement. One explanation might be that although suggested as “a health-protecting coping mechanism” (Demerouti, 2014, p. 239), decreasing hindering demands is not sufficient on its own to protect against the decline in work engagement after such an abrupt change. It is important to note that this job crafting strategy, did not have any significant effect on the decrease in work engagement indicating that after an abrupt change, this strategy neither helps nor harms the change in engagement.


5.1 Theoretical and practical contribution

Our study offers several theoretical and practical contributions. First, our findings highlight the relevance of investigating engagement as a dynamic construct rather than a stable one. By showing that employees' work engagement dropped over the first weeks after the abrupt transition to remote work, we support to the growing understanding that a onetime assessment of engagement may provide a very partial picture. In addition, daily fluctuations that tend to be stabilized over longer periods of time (Lesener et al., 2020; Mäkikangas et al., 2016) may also miss relevant dynamics of work engagement. Since previous research suggests that enhancing work engagement during organizational change may play a role in predicting its outcomes (Kaltiainen et al., 2020), examining immediate trends in work engagement after abrupt changes occur may be of high importance. Thus, we add to the emerging literature of engagement as a changing phenomenon, calling for future studies to examine trends and dynamic changes in work engagement.

Second, we lean on previous work emphasizing the importance of distinguishing among the different dimensions of job crafting (e.g., Rudolph et al., 2017; Zhang and Parker, 2019) and contribute to the job crafting literature by showing that even when distinguishing between avoidance and approach crafting strategies, under some conditions, some elements of job crafting may actually be detrimental. Our findings suggest that under extreme change conditions, increasing challenging demands as a way to craft one's job may harm employees' ability to respond to a radical organizational change such as a sudden shift to work from home and maintain their level of engagement. Though not directly measured in our study, the framing of draining vs. not draining job crafting strategies may be significant in determining the consequences of these strategies under different situations. We suggest that future models of job crafting and their predicted outcomes should include an energy draining classification and consider the context in which job crafting take place. Drawing on Zhang and Parkers' (2018) hierarchical classification of job crafting types, adding a level of classification that distinguish between low energy-draining crafting and high energy-draining crafting could end up in additional types of job crafting. Future studies could empirically test weather, under specific contexts; some job crafting strategies are more draining than in other contexts and whether differences in the level of energy-drain indeed account for perceived outcomes. This understanding would have important implications for practice as well. In face of future changes and major stress events, HRM practitioners could encourage employees to reflect on their crafting strategies and whether under the changing conditions they continue to be efficient. Managers should also take into consideration that in different situations one strategy may be more or less draining, hence more or less harmful/beneficial, allocating demands and resources accordingly.

Last, focusing on the transitioning to remote work, we contribute to the remote work literature by suggesting that special attention should be paid to the “transitioning to remote work” phase. The factors that impact employees' adjustment to abrupt remote work transitions (e.g., van Zoonen et al., 2021) may be different than those that have been found to be important when comparing people who work remotely to those who so not. We call future research to differentiate between remote work as a stable work arrangement and transitioning to remote work as a phase and to investigate the evolving consequences associated with moving from office work to remote work.



5.2 Limitations and future research

As in any study, several limitations should be taken into consideration. First, the main limitation of our study is its cross-sectional nature. While we examined work engagement at three points in time, we obtained the information on the employees' work engagement and job crafting from individuals responding to the same survey, thus enhancing the probability of same-source bias. In addition, our data come from workers recruited via MTurk. Although our sample included several industries, findings may not generalize to all occupations. In addition, despite our interest in the initial stages of moving to working from home, perhaps over time, after the change has been understood and employees have adjusted, employees manage to adjust to the new conditions enhancing their work engagement. In that case, the role of job crafting may return to its original effect. Future studies could examine whether the decrease in engagement flattens out over time, and weather the relationships between the pre-change strategies for job crafting to changes in engagement alters as well. In the same manner, in our model job crafting was considered as a pre-change tendency to craft resources and demands, that predicts changes in engagement over time. However, recent work by Lopper et al. (2023) has suggested a reciprocal relationship between the two constructs, highlighting the importance in examining the dynamic and temporal aspects of job crafting as well. Thus, future research could continue to examine the reciprocal relationships between job crafting and engagement, taking into consideration the way external factors, such as disruptive events relate to these relationships. Another limitation may be that while we saw a link between job crafting tendencies at T0 to changes in engagement over three points of time, we did not measure actual changes in demands and resources. Selecting relevant actual demands such as workload, and cognitive and emotional demands and resources such as peer and organizational support, and measuring them as part of the research model would strengthen the results. In addition, directly measuring employees' perceptions regarding the magnitude of the transition and how demanding they perceive it to be would have helped to broaden the understanding on the mechanisms explaining the relationships found in the study. Last, though playing a major role in our theorizing, the context of the study (i.e., transitioning to remote work due to of COVID-10 pandemic) was not operationalizes as a variable rather as a constant. We did not compare between “routine” to “crisis” contexts, hence suggestions regarding the role of the context in determining job crafting strategies consequences require further empirical invitation. We also did not collect data before the outbreak of the pandemic and could not compare individuals' trends in engagement to their pre-pandemic level of engagement. Indeed, as can be seen from the simple slopes analysis in Figure 1, those with high job crafting started from a higher engagement level to begin with compared to those who were not using job crafting strategies. Having “before” data would have helped to shed light on the severity of the decline. Thus, future research should both compare different contexts and find ways to examine job crafting and engagement before the change occurs.




6 Conclusions

To conclude, our study highlights the importance in examining engagement as a dynamic construct, as well as in distinguishing among the different dimensions of job crafting under different contexts. Future disruption events (e.g., the next pandemic; Osterholm, 2020) may again lead organizations to suddenly shift to remote work or create other abrupt changes yet to be predicted. This stresses the importance in understanding the impact of transitioning from one form of working arrangement to the other, the implications of such transitions on engagement and wellbeing and factors mitigating the potential negative implications.



Data availability statement

The raw data supporting the conclusions of this article will be made available by the authors, without undue reservation.



Ethics statement

The studies involving humans were approved by School of Psychology Review Board, Reichman University. The studies were conducted in accordance with the local legislation and institutional requirements. The participants provided their written informed consent to participate in this study.



Author contributions

NB: Project administration, Methodology, Formal analysis, Data curation, Writing – review & editing, Writing – original draft. TK-N: Validation, Supervision, Writing – review & editing, Writing – original draft. DV: Validation, Supervision, Methodology, Formal analysis, Writing – review & editing, Writing – original draft. HH: Supervision, Writing – review & editing, Writing – original draft.



Funding

The author(s) declare that no financial support was received for the research, authorship, and/or publication of this article.



Conflict of interest

The authors declare that the research was conducted in the absence of any commercial or financial relationships that could be construed as a potential conflict of interest.



Publisher's note

All claims expressed in this article are solely those of the authors and do not necessarily represent those of their affiliated organizations, or those of the publisher, the editors and the reviewers. Any product that may be evaluated in this article, or claim that may be made by its manufacturer, is not guaranteed or endorsed by the publisher.



References

 Adisa, T. A., Ogbonnaya, C., and Adekoya, O. D. (2023). Remote working and employee engagement: a qualitative study of British workers during the pandemic. Inform. Technol. People 36, 1835–1850. doi: 10.1108/ITP-12-2020-0850

 Aguinis, H., Villamor, I., and Ramani, R. S. (2021). MTurk research: review and recommendations. J. Manag. 47, 823–837. doi: 10.1177/0149206320969787

 Assunção, H., Lin, S. W., Sit, P. S., Cheung, K. C., Harju-Luukkainen, H., Smith, T., et al. (2020). University student engagement inventory (USEI): transcultural validity evidence across four continents. Front. Psychol. 10:2796. doi: 10.3389/fpsyg.2019.02796

 Azoulay, B., and Orkibi, H. (2018). Helpful and hindering factors in psychodrama field training: a longitudinal mixed methods study of student development. Front. Psychol. 9:196. doi: 10.3389/fpsyg.2018.00196

 Baethge, A., Junker, N. M., and Rigotti, T. (2021). Does work engagement physiologically deplete? Results from a daily diary study. Work Stress 35, 283–300. doi: 10.1080/02678373.2020.1857466

 Bailey, D. E., and Kurland, N. B. (2002). A review of telework research: findings, new directions, and lessons for the study of modern work. J. Organ. Behav. 23, 383–400. doi: 10.1002/job.144

 Bakker, A. B., and Bal, M. P. (2010). Weekly work engagement and performance: a study among starting teachers. J. Occup. Organ. Psychol. 83, 189–206. doi: 10.1348/096317909X402596

 Bakker, A. B., and Demerouti, E. (2007). The job demands-resources model: state of the art. J. Manag. Psychol. 22, 309–328. doi: 10.1108/02683940710733115

 Bakker, A. B., and Demerouti, E. (2008). Towards a model of work engagement. Career Dev. Int. 13, 209–223. doi: 10.1108/13620430810870476

 Bakker, A. B., and Demerouti, E. (2014). “Job demands–resources theory,” in Wellbeing: A Complete Reference Guide, eds. P. Y. Chen, and C. L. Cooper (New York, NY: John Wiley & Sons),1–28. doi: 10.1002/9781118539415.wbwell019

 Bakker, A. B., and Demerouti, E. (2017). Job demands–resources theory: taking stock and looking forward. J. Occup. Health Psychol. 22:273. doi: 10.1037/ocp0000056

 Bakker, A. B., Demerouti, E., and Sanz-Vergel, A. I. (2014). Burnout and work engagement: the JD–R approach. Annu. Rev. Organ. Psychol. Organ. Behav. 1, 389–411.doi: 10.1146/annurev-orgpsych-031413-091235

 Bakker, A. B., and Oerlemans, W. G. (2019). Daily job crafting and momentary work engagement: a self-determination and self-regulation perspective. J. Vocat. Behav. 112, 417–430. doi: 10.1016/j.jvb.2018.12.005

 Boehnlein, P., and Baum, M. (2022). Does job crafting always lead to employee well-being and performance? Meta-analytical evidence on the moderating role of societal culture. Int. J. Hum. Resour. Manag. 33, 647–685. doi: 10.1080/09585192.2020.1737177

 Bruning, P. F., and Campion, M. A. (2018). A role–resource approach–avoidance model of job crafting: a multimethod integration and extension of job crafting theory. Acad. Manag. J. 61, 499–522. doi: 10.5465/amj.2015.0604

 Carnevale, J. B., and Hatak, I. (2020). Employee adjustment and well-being in the era of COVID-19: implications for human resource management. J. Bus. Res. 116, 183–187. doi: 10.1016/j.jbusres.2020.05.037

 Chen, C. Y., Yen, C. H., and Tsai, F. C. (2014). Job crafting and job engagement: the mediating role of person-job fit. Int. J. Hosp. Manag. 37, 21–28. doi: 10.1016/j.ijhm.2013.10.006

 Daly, T. M., and Nataraajan, R. (2015). Swapping bricks for clicks: crowdsourcing longitudinal data on Amazon Turk. J. Bus. Res. 68, 2603–2609. doi: 10.1016/j.jbusres.2015.05.001

 De Beer, L. T., Rothmann Jr, S., and Mostert, K. (2016). The bidirectional relationship between person-job fit and work engagement: a three-wave study. J. Personnel Psychol. 15:4. doi: 10.1027/1866-5888/a000143

 Demerouti, E. (2014). Design your own job through job crafting. Eur. Psychol. 19:239. doi: 10.1027/1016-9040/a000188

 Demerouti, E., Bakker, A. B., De Jonge, J., Janssen, P. P., and Schaufeli, W. B. (2001a). Burnout and engagement at work as a function of demands and control. Scand. J. Work Environ. Health 27, 279–286. doi: 10.5271/sjweh.615

 Demerouti, E., Bakker, A. B., Nachreiner, F., and Schaufeli, W. B. (2001b). The job demands-resources model of burnout. J. Appl. Psychol. 86:499. doi: 10.1037/0021-9010.86.3.499

 Elliot, A. J. (1999). Approach and avoidance motivation and achievement goals. Educ. Psychol. 34, 169–189.

 Elliot, A. J., and Thrash, T. M. (2001). Achievement goals and the hierarchical model of achievement motivation. Educ. Psychol. Rev. 13, 139–156.

 Farid, T., Iqbal, S., Ma, J., Castro-González, S., Khattak, A., Khan, M. K., et al. (2019). Employees' perceptions of CSR, work engagement, and organizational citizenship behavior: the mediating effects of organizational justice. Int. J. Environ. Res. Public Health 16:1731. doi: 10.3390/ijerph16101731

 González-Romá, V., Schaufeli, W. B., Bakker, A. B., and Lloret, S. (2006). Burnout and work engagement: independent factors or opposite poles? J. Vocat. Behav. 68, 165–174. doi: 10.1016/j.jvb.2005.01.003

 Hajjami, O., and Crocco, O. S. (2023). Evolving approaches to employee engagement: comparing antecedents in remote work and traditional workplaces. Eur. J. Train. Dev. 48, 375–392. doi: 10.1108/EJTD-10-2022-0103

 Harju, L. K., Hakanen, J. J., and Schaufeli, W. B. (2016). Can job crafting reduce job boredom and increase work engagement? A three-year cross-lagged panel study. J. Vocat. Behav. 95, 11–20. doi: 10.1016/j.jvb.2016.07.001

 Harju, L. K., Kaltiainen, J., and Hakanen, J. J. (2021). The double-edged sword of job crafting: the effects of job crafting on changes in job demands and employee well-being. Hum. Resour. Manag. 60, 953–968. doi: 10.1002/hrm.22054

 Hill, E. J., Hawkins, A. J., Ferris, M., and Weitzman, M. (2001). Finding an extra day a week: the positive influence of perceived job flexibility on work and family life balance. Fam. Relat. 50, 49–58. doi: 10.1111/j.1741-3729.2001.00049.x

 Hobfoll, S. E. (1989). Conservation of resources: a new attempt at conceptualizing stress. Am. Psychol. 44:513. doi: 10.1037/0003-066X.44.3.513

 Hobfoll, S. E. (1998). Stress, Culture, and Community: The Psychology and Philosophy of Stress. New York, NY: Plenum.

 Hobfoll, S. E. (2011). “Conservation of resources theory: its implication for stress, health, and resilience,” in The Oxford Handbook Of Stress, Health, and Coping, ed. S. Folkman (Oxford: Oxford University Press), 127–147. doi: 10.1093/oxfordhb/9780195375343.013.0007

 Hobfoll, S. E., Freedy, J., Lane, C., and Geller, P. (1990). Conservation of social resources: social support resource theory. J. Soc. Pers. Relatsh. 7, 465–478. doi: 10.1177/0265407590074004

 Hobfoll, S. E., Halbesleben, J., Neveu, J. P., and Westman, M. (2018). Conservation of resources in the organizational context: the reality of resources and their consequences. Ann. Rev. Organ. Psychol. Organ. Behav. 5, 103–128. doi: 10.1146/annurev-orgpsych-032117-104640

 Jones, A., and Huddleston, E. (2009). SAS/STAT 9.2 User's Guide, 2nd Edn. Cary, NC: SAS Institute.

 Kaltiainen, J., Lipponen, J., Fugate, M., and Vakola, M. (2020). Spiraling work engagement and change appraisals: a three-wave longitudinal study during organizational change. J. Occup. Health Psychol. 25:244. doi: 10.1037/ocp0000163

 Kniffin, K. M., Narayanan, J., Anseel, F., Antonakis, J., Ashford, S. P., Bakker, A. B., et al. (2021). COVID-19 and the workplace: implications, issues, and insights for future research and action. Am. Psychol. 76:63. doi: 10.1037/amp0000716

 Knight, C., Patterson, M., and Dawson, J. (2017). Building work engagement: a systematic review and meta-analysis investigating the effectiveness of work engagement interventions. J. Organ. Behav. 38, 792–812. doi: 10.1002/job.2167

 Kong, Y., and Li, M. (2018). Proactive personality and innovative behavior: the mediating roles of job-related affect and work engagement. Soc. Behav. Personal. 46, 431–446. doi: 10.2224/sbp.6618

 Lapierre, L. M., Van Steenbergen, E. F., Peeters, M. C., and Kluwer, E. S. (2016). Juggling work and family responsibilities when involuntarily working more from home: a multiwave sudy of financial sales professionals. J. Organ. Behav. 37, 804–822. doi: 10.1002/job.2075

 Lesener, T., Gusy, B., Jochmann, A., and Wolter, C. (2020). The drivers of work engagement: a meta-analytic review of longitudinal evidence. Work Stress 34, 259–278. doi: 10.1080/02678373.2019.1686440

 Lichtenthaler, P. W., and Fischbach, A. (2019). A meta-analysis on promotion-and prevention-focused job crafting. Eur. J. Work Organ. Psychol. 28, 30–50. doi: 10.1080/1359432X.2018.1527767

 Lopper, E., Milius, M., Reis, D., Nitz, S., and Hoppe, A. (2023). Weekly reciprocal relationships between job crafting, work engagement, and performancea within-person approach. Front. Organ. Psychol. 1:1200117. doi: 10.3389/forgp.2023.1200117

 Mäkikangas, A., Kinnunen, U., Feldt, T., and Schaufeli, W. (2016). The longitudinal development of employee well-being: a systematic review. Work Stress 30, 46–70. doi: 10.1080/02678373.2015.1126870

 Maslach, C., Schaufeli, W. B., and Leiter, M. P. (2001). Job burnout. Ann. Rev. Psychol. 52, 397–422. doi: 10.1146/annurev.psych.52.1.397

 Mauno, S., Kinnunen, U., and Ruokolainen, M. (2007). Job demands and resources as antecedents of work engagement: a longitudinal study. J. Vocat. Behav. 70, 149–171. doi: 10.1016/j.jvb.2006.09.002

 Morgeson, F. P., Mitchell, T. R., and Liu, D. (2015). Event system theory: An event-oriented approach to the organizational sciences. Acad. Management Rev. 40, 515–537.

 Neuber, L., Englitz, C., Schulte, N., Forthmann, B., and Holling, H. (2022). How work engagement relates to performance and absenteeism: a meta-analysis. Eur. J. Work Organ. Psychol. 31, 292–315. doi: 10.1080/1359432X.2021.1953989

 Osterholm, M. T. (2020). “Preparing for the next pandemic,” in The Covid-19 Reader (London: Routledge), 11–20. doi: 10.4324/9781003141402-2

 Parent-Lamarche, A., and Marchand, A. (2023). Trajectories of teleworking via work organization conditions: unraveling the effect on work engagement and intention to quit with path analyses. Sustainability 15:8476. doi: 10.3390/su15118476

 Parker, S. K., Bindl, U. K., and Strauss, K. (2010). Making things happen: a model of proactive motivation. J. Manag. 36, 827–856. doi: 10.1177/0149206310363732

 Peterson, U., Demerouti, E., Bergström, G., Samuelsson, M., Åsberg, M., Nygren, Å., et al. (2008). Burnout and physical and mental health among Swedish healthcare workers. J. Adv. Nurs. 62, 84–95. doi: 10.1111/j.1365-2648.2007.04580.x

 Petrou, P., Demerouti, E., Peeters, M. C., Schaufeli, W. B., and Hetland, J. (2012). Crafting a job on a daily basis: contextual correlates and the link to work engagement. J. Organ. Behav. 33, 1120–1141. doi: 10.1002/job.1783

 Petrou, P., Demerouti, E., and Xanthopoulou, D. (2017). Regular versus cutback-related change: the role of employee job crafting in organizational change contexts of different nature. Int. J. Stress Manag. 24:62. doi: 10.1037/str0000033

 Pfeifer, L. S., Heyers, K., Ocklenburg, S., and Wolf, O. T. (2021). Stress research during the COVID-19 pandemic and beyond. Neurosci. Biobehav. Rev. 131, 581–596. doi: 10.1016/j.neubiorev.2021.09.045

 Pluut, H., Darouei, M., and Zeijen, M. E. (2024). Why and when does multitasking impair flow and subjective performance? A daily diary study on the role of task appraisals and work engagement. Front. Psychol. 15:1384453. doi: 10.3389/fpsyg.2024.1384453

 Rudolph, C. W., Katz, I. M., Lavigne, K. N., and Zacher, H. (2017). Job crafting: a meta-analysis of relationships with individual differences, job characteristics, and work outcomes. J. Vocat. Behav. 102, 112–138. doi: 10.1016/j.jvb.2017.05.008

 Saks, A. M., and Gruman, J. A. (2014). What do we really know about employee engagement? Hum. Resour. Dev. Q. 25, 155–182. doi: 10.1002/hrdq.21187

 Schaufeli, W. B., Martinez, I. M., Pinto, A. M., Salanova, M., and Bakker, A. B. (2002a). Burnout and engagement in university students: a cross-national study. J. Cross-Cult. Psychol. 33, 464–481. doi: 10.1177/0022022102033005003

 Schaufeli, W. B., Salanova, M., González-Romá, V., and Bakker, A. B. (2002b). The measurement of engagement and burnout: a two sample confirmatory factor analytic approach. J. Happiness Stud. 3, 71–92. doi: 10.1023/A:1015630930326

 Seppälä, P., Hakanen, J., Mauno, S., Perhoniemi, R., Tolvanen, A., Schaufeli, W., et al. (2015). Stability and change model of job resources and work engagement: a seven-year three-wave follow-up study. Eur. J. Work Organ. Psychol. 24, 360–375. doi: 10.1080/1359432X.2014.910510

 Seppälä, P., Mauno, S., Feldt, T., Hakanen, J., Kinnunen, U., Tolvanen, A., et al. (2009). The construct validity of the Utrecht Work Engagement Scale: multisample and longitudinal evidence. J. Happiness Stud. 10, 459–481. doi: 10.1007/s10902-008-9100-y

 Sinclair, R. R., Allen, T., Barber, L., Bergman, M., Britt, T., Butler, A., et al. (2020). Occupational health science in the time of COVID-19: Now more than ever. Occup. Health Sci. 4, 1–22. doi: 10.1007/s41542-020-00064-3

 Spreitzer, G. M., Cameron, L., and Garrett, L. (2017). Alternative work arrangements: two images of the new world of work. Annu. Rev. Organ. Psychol. Organ. Behav. 4, 473–499. doi: 10.1146/annurev-orgpsych-032516-113332

 Spurk, D., and Straub, C. (2020). Flexible employment relationships and careers in times of the COVID-19 pandemic. J. Vocat. Behav. 119:03435. doi: 10.1016/j.jvb.2020.103435

 Straus, E., Uhlig, L., Kühnel, J., and Korunka, C. (2023). Remote workers' well-being, perceived productivity, and engagement: which resources should HRM improve during COVID-19? A longitudinal diary study. Int. J. Hum. Resour. Manag. 34, 2960–2990. doi: 10.1080/09585192.2022.2075235

 Tims, M., and Bakker, A. B. (2010). Job crafting: towards a new model of individual job redesign. SA J. Ind. Psychol. 36, 1–9. doi: 10.4102/sajip.v36i2.841

 Tims, M., Bakker, A. B., and Derks, D. (2012). Development and validation of the job crafting scale. J. Vocat. Behav. 80, 173–186. doi: 10.1016/j.jvb.2011.05.009

 van Zoonen, W., Sivunen, A., Blomqvist, K., Olsson, T., Ropponen, A., Henttonen, K., et al. (2021). Factors influencing adjustment to remote work: employees' initial responses to the COVID-19 pandemic. Int. J. Environ. Res. Public Health 18:6966. doi: 10.3390/ijerph18136966

 Vaziri, H., Casper, W. J., Wayne, J. H., and Matthews, R. A. (2020). Changes to the work–family interface during the COVID-19 pandemic: examining predictors and implications using latent transition analysis. J. Appl. Psychol. 105, 1073–1087. doi: 10.1037/apl0000819

 Waizenegger, L., McKenna, B., Cai, W., and Bendz, T. (2020). An affordance perspective of team collaboration and enforced working from home during COVID-19. Eur. J. Inform. Syst. 29, 429–442. doi: 10.1080/0960085X.2020.1800417

 Whitman, M. V., Halbesleben, J. R., and Holmes, I. V. O. (2014). Abusive supervision and feedback avoidance: the mediating role of emotional exhaustion. J. Organ. Behav. 35, 38–53. doi: 10.1002/job.1852

 Wrzesniewski, A., and Dutton, J. E. (2001). Crafting a job: revisioning employees as active crafters of their work. Acad. Manag. Rev. 26, 179–201. doi: 10.2307/259118

 Zhang, F., and Parker, S. K. (2019). Reorienting job crafting research: a hierarchical structure of job crafting concepts and integrative review. J. Organ. Behav. 40, 126–146. doi: 10.1002/job.2332



7 Appendix A

SAS syntax for the interaction effect model predicting work engagement below:

proc mixed data = engagement method=ml covtest;

class id WorkedBefore;

model WorkEngagement_scale = time|WorkedBefore_bin time|JC0_sub1 time|JC0_sub2 time|JC0_sub3 time|JC0_sub4 /solution ;

repeated / type=un subject= id;

run;

id is the variable identifying each participant; WorkEngagement is the work engagement scale score measured at each point in time, time is a variable that represents the three points in time in which data was collected (i.e., 0, 1, 2) WorkedBefore is a binary variable indicating whether the participant worked before from home either full or part time or not. JC0_sub1- JC0_sub4 are the sub scales for the job crafting construct measured at T0. The repeated statement allows for correlated residuals within participants.
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