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Introduction

Entering the labour market is a growing challenge in Europe especially for 
people facing barriers such as the low-skilled and those with disabilities, many 
of whom are long-term unemployed. To provide some numbers: in 2018, 7.2 
million people or 43% of all unemployed people in the EU were unemployed for 
more than a year (Eurostat, 2019). Since long-term unemployment can reduce 
productivity (Edin & Gustavsson, 2008), the EU calls for holistic, individualised 
support and for the involvement of employers.2  

Job carving and job crafting can be effective strategies to overcome the 
challenges of labour market (re)integration and to keep workers employed by 
creating meaningful and productive employment. Both approaches aim to match 
the needs of enterprises with people’s individual talents, needs and interests. 
Activities of this kind can benefit the individuals concerned, the companies, and 
society in general. These strategies can also contribute to the humanisation of 
work and may well gain importance due to digitalisation and automatisation 
processes that drive the changes in the world of work.

This Policy Brief aims to raise awareness and promote job carving and job 
crafting activities within the EU. It provides insights into current activities 
implemented in EU Member States in the context of the European Social Fund 
(ESF). Promising practices in offering holistic support to employers, employees 
and unemployed people during job carving and/or job crafting processes are 
presented and recommendations drawn for policy designers interested in 
implementing these approaches and/or improving their practices.
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1 The results presented here are based on the paper ‘Job Carving and Job Crafting: A Review 
of Practices’ (Scoppetta et al., 2019) that was commissioned by the Employment Thematic 
Network, a network of the European Social Fund/ESF Transnational Platform (on behalf of 
AEIDL) by order of the European Commission, DG Employment, Social Affairs and Inclusion. 
The opinions expressed in this Policy Brief are those of the authors and do not necessarily 
represent those of the funding organisation. We are grateful for comments received from 
Sonila Danaj. We would also like to thank Willem Stamatiou for the editing and layout of this 
Policy Brief.

2 Council recommendation of 15 February 2016 on the integration of the long-term unem-
ployed into the labour market, 2016/C 67/01
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Job carving and job crafting: definitions, differences 
and added value 

Job carving and job crafting are new approaches that aim at solving an old 
problem: matching employers’ and employees’ needs. More specifically, the 
approaches aim at helping people not (yet) integrated into the labour market to 
find employment and at preventing job losses because of the changing economic 
and technological environment by adapting work tasks. 

More recently, these activities have also been discussed under the headings 
“Job design”, “Job enrichment”, “Job satisfaction” and “Work customisation”. 
Ideas of this kind are grounded in the recognition of the legitimate needs and 
interests of both the worker and the employer. They are strongly linked to the 
concept of humanising work by resizing the job so that it suits the capacity of 
the worker. This is of great importance as an approach to address problems 
which can emerge from the intensification of work, the pace of work, and the 
fact that many jobs become burdensome and physically demanding or cause 
workers to operate under acute pressure with subsequent risks for their health 
and well-being. 

Job carving refers to the practice of rearranging work tasks within a company to 
create tailor-made employment opportunities for all people, but especially for 
people with reduced work capacities or for people who for other reasons are 
constrained in the tasks they carry out (Griffin et al., 2007; LWL-Integrationsamt 
Westfalen, 2017). Carving activities can result in customised employment 
opportunities for new employees, but it also refers to the rearrangement of 
existing workplaces and tasks. Usually, carving is done by managers, often 
together with specialised consultants. Areas are identified in which tasks and 
processes can be rearranged to create new positions within firms. The process 
can be accompanied by training, ongoing support measures to advance people 
in their further careers, and by specific offers to enterprises (e.g. workplace 
adjustments).

Job crafting refers to the practice of employees designing their tasks and work 
processes themselves. It is defined as “the physical and cognitive changes 
individuals make in the task or relational boundaries of their work” (Wrzesniewski 
& Dutton, 2001: 179). In contrast to carving, job crafting describes a bottom-up 
process: employees are granted the freedom to decide on how they work, 
which allows them to change their work identity and the meaning of their work. 
This can help employees increase job satisfaction and decrease the risk of 
burnout (Tims et al., 2013).

Contribution to the 
humanisation of work 

in times of streamlined 
processes and  

deteriorating working 
conditions
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Hence, different actors drive the processes. As shown in Figure 1, job carving 
is a top-down process driven by management to adapt tasks, processes or 
workplaces based on the talents, needs and interests of current or future 
employees. By contrast, job crafting is a bottom-up process driven by employees. 

Table 1: Understanding job carving and job crafting

Source: Own illustration.

Based upon the drivers, the target group varies (see Table 1 regarding the key 
features of the concepts): the primary target group of crafting initiatives are 
employees, while job carving can be conducted with and for both the 
unemployed and the employed. Amongst potential beneficiaries are male and 
female low-skilled, long-term unemployed, people with disabilities, older male 
and female workers, migrants, and carers. The focus of crafting is on increasing 
the match between employees and the work they are tasked to perform, while 
carving is a process of creating new positions, roles or jobs. Finally, there are 
also differences regarding the role of public funding within the EU: while public 
financial support for crafting activities seems to be very limited, job carving 
activities receive public funding, especially from the ESF in some EU Member 
States.

Table 1: Understanding job carving and job crafting

Field of Activities/ 
Features

Job Crafting Job Carving

Drivers Employees (Bottom-up) Management-driven  
(Top-down) 

Target group Employed Employed & Unemployed

Focus of the  
approach

Adapt job tasks to  
individual needs

Create new positions/
roles/jobs

Funding Little/no public funding Partly ESF-funded (train-
ings, consultancy, etc.)

Source: Own illustration.

 

Differences in  
drivers, target group, 

and focus of the  
approaches
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What both concepts have in common is that they show clear economic benefits 
for the companies, the employees and society in general. Job carving and job 
crafting can add value by enhancing productivity and by increasing the health of 
workers and their job satisfaction (Tims et al., 2013; Van Wingerden & Poell, 
2017).

Relevance, challenges and opportunities

People with significant barriers to employment are frequently excluded from 
labour market integration. Callahan (2002), for instance, has noted that services 
and programmes relying on traditional methods do not result in sustainable 
employment outcomes for people with complex support needs. Other scholars 
found these people as often “unable to successfully complete the complex 
variety of responsibilities associated with existing jobs” (Condon et al., 2004: 1). 
In response, Griffin et al. (2007) challenged the view that one must be ‘close to 
perfect’ before entering the world of work. 

Work customisation generally, whether through job carving or job crafting, can 
help employers to overcome recruitment difficulties. This is of growing concern 
in many advanced economies because of the ageing workforce. The increasing 
focus on service sector employment changes traditional employment models, 
resulting in raising opportunities to promote work customisation. As competition 
for workers increases, employers are recognising the need to be more flexible. 
They can benefit from help to address current employment dynamics (e.g. 
labour shortages, high turnover rates), enhance business organisation and 
increase efficiency and productivity by using the skills of all employees to their 
best advantage. This can be done through re-assigning jobs to match skills, 
re-organising workflows to increase productivity, identifying unmet needs 
in the workplace through negotiating customized jobs, increasing customer 
satisfaction, and helping employers to better reflect the existing diversity in 
their communities.

Job carving and job crafting thus can add enormous value to the economy. 
However, there are not only opportunities but also potential risks, as we will 
see in the following: 

• Job carving can lead to a downgrading of salaries when identifying and carv-
ing out easy or elementary tasks. To avoid developing positions of lower val-
ue, consultants should ensure that the talents and the benefits the new em-
ployees will bring to the companies are in the focus of all concerns. Moreover, 
the engagement of and dialogue with social partners should be fostered.

Benefits are gained 
for the firms, the  

employees and  
society in general
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• There are several practical challenges associated with job carving. Guidance 
is needed on how to better connect companies’ resources with potential 
workers (see Griffin et al., 2007) and identify the areas where people’s 
talents best fit. Thus, target group-specific approaches are required.

• At a more general level, there are negative stereotypes which need to be 
addressed. As is well-known, one challenge to employment is what has 
been called the “vicious circle of low expectations” (Rinaldi & Perkins, 2005): 
employers believe that, for example, people with disabilities cannot work 
and therefore do not employ them. The low employment rate of members 
of this group confirms that they are unlikely to find work. Consequently, they 
are disheartened and do not apply for jobs. 

• In taking the gender perspective, opportunities include, amongst others, the 
detection of gender discrimination during the process of job carving and 
the targeted approach for women facing barriers to entering employment. 
Consequently, the challenges are reducing barriers without reinforcing 
stereotypes associated with target groups, such as concentrating on offering 
low-paid or part-time jobs (Wuiame, 2019).

• Opportunities include the prospect of providing meaningful work, increasing 
the productivity and health of individual workers, increased engagement, 
job satisfaction and decreased burnout. Hence, job crafting can be regarded 
as an important strategy for improving workers’ health. 

• Job carving can offer people the opportunity to fully integrate into open 
working environments, reducing the tendency for people with limited 
capacity and disabilities to rely on segregated sheltered workplaces. These 
are sometimes associated with low wages, isolated social environments, and 
very little or non-existant prospects for advancement.   

• Finally, the approaches can lead to improved employer-employee relations 
for the benefit of both the employer and the employee.

To conclude, the challenges and opportunities of job carving and job crafting 
can be summarised as follows: win-win situations are created where enterprises 
benefit from the talents of people and where people add value to firms and 
society at large.

Promising practice

During the Employment Thematic Network on 14-15 May 2019 in Malta, 
representatives of EU Member States presented their approaches in 
implementing job carving and job crafting. Some Member States clearly stated 

Meaningful,  
productive and  

sustainable  
employment can be 

created for all people

Job carving and 
job crafting are new 
practices that await 

their implementation in 
many EU countries
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that this is a new practice which has not yet been implemented by them. 
Amongst the EU frontrunners for job carving implementation are Malta and 
Belgium. Please see a brief description of the promising Maltese practice in 
Table 2 below.

Table 2: Promising practice implemented in Malta

Job carving for job-seekers with disabilities

Country Malta 

Rationale As a consequence of the enforcement of the 2% employment 
quota for persons with disabilities in Maltese enterprises, a 
substantial number of enterprises wanted to integrate per-
sons with disabilities. Due to the gap between the “require-
ments” of existing vacancies and the “preparedness” of the 
disabled job-seeker, job-carving was adopted.

Specificities  
of the  
approach

Jobsplus, the Maltese Public Employment Service, entered 
into a partnership with the Lino Spiteri Foundation (LSF), 
which is an entity specialising in the labour market integra-
tion of job-seekers with disabilities. LSF set up a corporate 
relations unit to support enterprises in the recruitment of 
persons with disabilities. The Corporate Relations Executive 
identifies existing occupations within the enterprise which 
are potentially suitable for job-seekers with disabilities. The 
“carving” exercise is driven by the enterprise requirements 
and the existing competencies and skills of the registered 
job-seekers with disabilities. This is coupled with pre-employ-
ment efforts such as training and work exposure schemes 
offered by Jobsplus to improve the employability and prepar-
edness of the registered disabled job-seeker.

Aims •   Increase the labour market integration of job-seekers with  
     disabilities; and
•   Change the perspective of employers on the employment   
     of people with disabilities.

Challenges Corporate Relations Executives encountered difficulties in 
finding suitable jobs for job-seekers with disabilities given 
that enterprises willing to integrate persons with disabilities 
often offer jobs requesting complex qualifications, compe-
tences and/or tasks that, overall, cannot be met by disabled 
job-seekers. By carefully analysing the enterprise require-
ments and operation/workflow, the Corporate Relations Ex-
ecutives identify elements, tasks and outcomes from existing 
jobs in the enterprise to design a new job or a workflow that 
can integrate a person with a disability or a mixed-ability 
group of persons with disabilities. 

Impact As of April 2018, it was possible to create 278 jobs suitable to 
job-seekers with disabilities by making use of the job carving 
approach.

Source: European Commission, 2018.
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Other promising practices of job carving implemented within the EU include the 
Flemish/Belgium projects “WEB+”, “Road 67” (see Scoppetta & Aparicio Jodar, 
2019) as well as actions taken by Mooi Werk Makers and the Lithuanian project 
“Active and Needed”.

Recommendations and conclusion

Although promising practices are still rare within the EU, job carving and job 
crafting can be effective strategies to overcome the challenges in labour market 
(re)integration facing people with barriers to (re)employment, and to keep 
workers employed by creating meaningful and productive employment. Win-
win situations are created where enterprises can benefit from the talents of 
people and where people can add value to firms and society at large. The 
approaches also contribute to the humanisation of work in times of streamlined 
processes and the deterioration of working conditions. Job carving and job 
crafting even may gain importance due to digitalisation and automatisation 
processes that drive the changes in the world of work and may help combat the 
growth of precarious employment. 

Within the EU, job carving and job crafting activities, however, are rare. In some 
EU Member States such as Malta, Belgium and Lithuania, job carving activities 
are already supported by the ESF. Still, activities of this kind are often not 
identified as such (some projects are described under general headings such as 
Job Design), and holistic implementation approaches are frequently absent. 
Support is needed in helping employers to identify possible areas for job carving, 
offering preparatory training to people, matching the demands of enterprises 
and employees/the unemployed, and building well-established cooperation 
with enterprises linked to outreach activities. In order to enable widespread 
implementation, guidance must be provided not only to employers and the 
unemployed and their families, but also to labour market institutions (ESF 
bodies, Public Employment Services, NGOs, etc.). Advice should be offered 
based on findings from practices already implemented such as those applied in 
Malta.

Implementing job carving and job crafting adds value to policy implementation 
within the EU, particularly supporting the agenda to reduce long-term 
unemployment, due to their potential for achieving enhanced social inclusion. 
To minimise the risk of a potential downgrading of salaries for the new jobs, 
roles or positions created, an individual’s talents must be put at the centre of 
all policy concerns. In this regard, job carving and job crafting require holistic 
support and a wider impact on related policy areas such as social insurance/

Win-win situations 
are created

Job carving and job 
crafting require support 

to be effective
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assistance, employment legislation, and minimum wage legislation. Sufficient 
resources must therefore be made available to support firms and individuals 
to realise meaningful, productive and sustainable employment for all groups of 
our society.

References

Callahan, M. (2002). Employment from competitive to customised. TASH Connections 
Newsletter, 2(9), 16-19.

Condon, C., Enein-Donovan, L., Gilmore, M. & Jordan, M. (2004). When existing jobs don’t fit: a 
guide to job creation. The Institute Brief. Issue 17. Institute for Community Inclusion. 

Edin, P.A. & Gustavsson, M. (2008). Time out of Work and Skill Depreciation. Industrial and Labor 
Relations Review, 61(2).

European Commission (2018). Promising PES Practice – Job-carving for jobseekers with 
disabilities. Luxembourg: Publications Office of the European Union. 

Eurostat (2019). Long-term unemployment rate by sex in %. Available at: https://ec.europa.eu/
eurostat/tgm/table.do?tab=table&init=1&language=en&pcode=tesem130&plugin=1 (Download 
20 May 2019).

Griffin, C., Hammis, D. & Geary, T. (2007). The job developer’s handbook. practical tactics for 
customized employment. Baltimore: Brookes Publishing. 

LWL-Integrationsamt Westfalen (2017). Job Carving – Entwicklung von angepassten 
Arbeitsplätzen für Menschen mit Behinderungen in Betrieben des ersten Arbeitsmarktes. 
Münster: Landwirtschaftsverlag GmbH. 

Rinaldi, M. & Perkins, R. (2005). Early intervention: a hand up the slippery slope. In: Grove, B., 
Secker, J. & Seebohm, P. (Eds.), New thinking about mental health and employment. Radcliffe 
Press.

Scoppetta, A. & Aparicio Jodar, L. (2019). Career management & age management. a discussion 
paper from the Employment Thematic Network. European Commission – ESF Transnational 
Cooperation. 

Scoppetta, A., Davern, E. & Geyer, L. (2019). Job carving and Job crafting. Joint paper of the 
Employment Thematic Network and Long-term Unemployment project (on behalf of AEIDL/
European Commission). Brussels: ESF Transnational Platform.

Tims, M., Bakker, A. B. & Derks, D. (2013). The impact of job crafting on job demands, job 
resources, and well-being. Journal of Occupational Health Psychology, 18(2), 230-240.

Van Wingerden, J. & Poell, R.F. (2017). Employees’ perceived opportunities to craft and in-role 
performance: the mediating role of job crafting and work engagement. Frontiers in Psychology, 
8, Art. 1876.

Wuiame, N. (2019). Job carving and job crafting: a gender perspective. Ppt presented at the 
Employment Thematic Network meeting in Malta, 21 May 2019. 

Wrzesniewski, A. & Dutton, J. E. (2001). Crafting a job: revisioning employees as active crafters 
of their work. The Academy of Management Review, 26(2), 179-201.



9

About the European Centre  
for Social Welfare Policy and Research

The European Centre for Social Welfare Policy and Research is an intergovernmental 
organisation affiliated to the United Nations. Its purpose is to foster the collaboration 
between governments, research and other stakeholders in the field of social welfare.

Core Functions
• Providing applied social science and comparative empirical research on social policy 

in the UN-European Region

• Forging the evidence-base for social policy making and mutual learning on social 
welfare issues

• Initiating future-oriented public policy debates on social welfare issues by networking 
across the UN-European Region

Research Focus
The European Centre provides expertise in the fields of welfare and social policy 
development in a broad sense – in particular in areas where multi- or interdisciplinary 
approaches, integrated policies and inter-sectoral action are called for.

European Centre expertise includes issues of demographic development, work and 
employment, incomes, poverty and social exclusion, social security, migration and social 
integration, human security, care, health and well-being through the provision of public 
goods and personal services. The focus is on the interplay of socio-economic develop-
ments with institutions, public policies, monetary transfers and in-kind benefits, popula-
tion needs and the balance of rights and obligations of all stakeholders involved.

European Centre Publications
• ‘Policy Briefs’ contain recent research and policy advice results

• ‘European Centre Reports’ expose results of studies or research carried out in the 
context of national or international projects

• ‘European Centre Working Papers’ comprise preliminary findings or innovative ideas 
to be shared with a wider public

• The European Centre Newsletter is published in English on a bi-monthly basis and 
synthesizes the news published regularly on our website

Furthermore, scientific staff of the European Centre regularly publish books, peer- 
reviewed articles or contributions to books.  
Please contact us (stamatiou@euro.centre.org) if you want to get informed on a  
regular basis about our activities and publications.

More information: 
http://www.euro.centre.org

Contact
Berggasse 17
A – 1090 Vienna
Tel: +43 / 1 / 319 45 05 - 0
Email: ec@euro.centre.org

The Policy Briefs series  
of the European Centre  
is edited by  
Ricardo Rodrigues and  
Sonila Danaj


