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“Suddenly, The Netherlands has four times as many women at the top (namely four)” 
                  Van Kampen (2014) 
The above quote represents the alarming situation of gender inequality at work in the 
Netherlands. Of the 25 AEX-index listed organizations in The Netherlands only four 
have women in CEO or CFO positions. At the current rate, gender equality at work will 
not be reached until 2060 (Stichting de Beauvoir, 2012). These numbers point out a 
societal problem of female talent going to waste, especially considering the fact that 
more Dutch women, compared to men, are nowadays earning university degrees and 
are doing so at a faster rate (Centraal Bureau voor de Statistiek, 2014; Stichting de 
Beauvoir, 2012). Within academia the situation is not any better. Although the 
percentage of women earning PhD degrees in the United States and Europe has 
increased and in some fields (e.g., humanities, agriculture, education, health) more 
than half of the degrees are earned by women (European Commission, 2012; National 
Science Foundation, 2010), this has not translated into equal numbers of women 
becoming full professors. It is evident that in terms of gender equality, still a lot needs 
to be done in the Netherlands. 
 Bringing about change to achieve this gender equality is hard and extremely 
complex as it involves many factors at different levels (Van den Brink & Stobbe, 2014). 
At the macro-level it involves changing persistent gender stereotypes within society 
(Diekman & Eagly, 2000), at the meso-level it involves challenging and changing how 
things are done within organizations (Benschop & Doorewaard, 1998, 2012; 
Ridgeway & Correll, 2004; Risman, 2004), and at the micro-level it involves 
strengthening factors that contribute to women’s success and minimizing behaviors 
that may hamper that success.  In this dissertation, we will mostly focus on the micro-
level of gender inequality at work, because we want to focus on factors that can be 
affected and altered by individuals themselves. Research on gender inequality at work 
has predominantly looked at the obstacles and difficulties that women face at work 
(e.g., Blickenstaff, 2005; Ceci & Williams, 2011; De Pater, Van Vianen, & Bechtoldt, 
2009; Eagly & Carli, 2007; Gersick, Dutton, & Bartunek, 2000; Heilman, 2012; Rudman 
& Phelan, 2008; Ryan & Haslam, 2005) whereas hardly any attention has been paid to 
factors positively contributing to women’s success at work. This is remarkable given 
the abundance of literature on employee functioning (e.g., Bakker & Demerouti, 2007; 
Carver & Scheier, 1998; Christian, Garza, & Slaughter, 2011; Grant & Ashford, 2008; 
Neck Houghton, 2006; Ryan & Deci, 2000). The current dissertation tries to bridge this 
gap by bringing together the gender literature with the employee functioning 
literature to shed a different light on gender inequality at work. More specifically, we 
focus on discovering facilitating factors for women’s success in minority positions.  

Gender literature 
Two streams of literature within the gender field can be identified that have tried to 
explain the differences between women and men at work. Most of this research has 
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focused on the disadvantages that women face. The first stream of literature focuses 
on how gender is made up or constructed within society (i.e., doing gender; Bakan, 
1966; Benschop & Doorewaard, 1998, 2012; Branscombe, Schmitt, & Harvey, 1999; 
Heilman, 2001; Lorber, 1994; Ridgeway & Correll, 2004; Risman, 2004; West & 
Zimmerman, 1987). According to this stream of literature, gender is a set of social 
practices that influences society, its entities, and its processes. That is, gender 
determines how we see ourselves and others, how we evaluate and interact with 
others, and how processes (e.g., organizational structures, job design, being asked for 
promotion) are designed. In other words, gender is present in a lot of things that we 
see and do (i.e., doing gender).  

Doing gender is based on gender stereotypes. These stereotypes stem from beliefs 
about the social roles that women and men traditionally fulfill (Diekman & Eagly, 
2000). The fulfillment of these roles is bound to certain characteristics and these 
characteristics are descriptive and prescriptive of women’s and men’s behavior. 
Descriptive stereotypes describe what type of characteristics women and men have 
and prescriptive stereotypes prescribe what women and men should be like (Heilman, 
2001). For instance, women are often described as communal, meaning that they are 
friendly, helpful, and obedient (Bakan, 1966). Men are more often described as being 
agentic in terms of assertiveness, decisiveness, and competence. These stereotypes 
result in a higher status for men within society (Risman, 2004). Therefore, most of 
how gender is done is in favor of men and disadvantages women (Benschop & 
Doorewaard, 1998, 2012; Lorber, 1994; Ridgeway & Correll, 2004). That is, men have 
certain privileges at work that women do not have. For example, men are 
automatically seen as suitable for management positions or positions within male-
dominated work fields (Heilman, 2012).  

A second stream of literature focuses on the (negative) consequences of doing 
gender at work. Benevolent sexism is a good example of such a consequence and is 
defined as seemingly positive beliefs about women that are actually harmful for them 
(Barreto & Ellemers, 2005). For example, protecting women from a large workload 
and thereby limiting the amount of learning opportunities for them. These beliefs 
contribute to gender inequality because they provide reasons for the existing status 
quo (e.g., women and men have different places within society, men as the 
breadwinners, and women as the caretakers). Moreover, benevolent sexism can have 
a negative effect on women’s career aspirations because this form of sexism affects 
their self-description (Barreto, Ellemers, Piebinga, & Moya, 2010). Benevolent sexism 
encourages women to acknowledge their social skills and downplay their task skills. 
This can result in women seeing themselves as less suitable for leadership positions. 
Another example into the consequences of doing gender has focused on the backlash 
that women face at work when performing a non-stereotypical role or task (e.g., 
management role; Rudman & Phelan, 2008). The backlash-effect is defined as the 
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social repercussions that women face when performing or displaying masculine 
characteristics (e.g., seen as less friendly when successfully performing an agentic 
task; Rudman & Glick, 2001). Women performing in non-stereotypical roles thus need 
to prove their competence and friendliness at the same time. Another research area 
has focused specifically on the problems that women face while trying to reach top 
management positions (e.g., glass cliff phenomenon and glass ceiling effect; Ryan, 
Haslam, & Kulich, 2010; Ryan & Haslam, 2005; Weyer, 2007). The glass cliff 
phenomenon is one of the most studied phenomena in this respect and suggests that 
women are more likely to be hired for risky management positions. Risky 
management positions may for instance be positions within organizations that are in 
economic turmoil. The economic conditions of the organization make it more difficult 
to achieve success.  

These two gender literature streams provide us with a thorough understanding of 
gender and how it is related to the disadvantaged position of women at work. 
However, these theories do not offer an explanation for women’s success at work nor 
do they identify factors that may help them do excel as they focus mainly on those 
aspects that limit women’s functioning. Research on these factors is necessary not 
only to gain a better understanding of women but also to identify factors that can be 
strengthened to empower women at work. Therefore, this dissertation uses the 
literature on employee functioning as a stepping stone to unravel factors that may 
particularly help women succeed in minority positions.  

Employee functioning 
There has been a lot of research on how employees in general excel at work but 
unfortunately those studies have not examined gender differences. One area of 
research on employee functioning has focused on what type of behavior is important 
to become successful at work and in one’s career. Proactive behavior is very 
important for success in contemporary organizations (Crant, 2000; Demerouti, 2015; 
Grant & Ashford, 2008; Seibert, Kraimer & Crant, 2001) and is defined as employees’ 
anticipatory action to influence themselves and/or the work environment (Grant & 
Ashford, 2008). The globalizing economy forces organizations to shift from production 
organizations to knowledge organizations (Grant & Ashford, 2008), meaning that 
employees are required to be proactive in order to stay creative, innovative, and 
adaptive to change.  

Another important factor for work success is well-being. Here we focus on two 
positive well-being indicators, namely work engagement and self-work facilitation. 
Both work engagement and self-work facilitation are indicators of employees’ well-
being in terms of energy and goal-directedness. Work engagement is defined as “a 
positive, fulfilling, work-related state of mind that is characterized by vigor, 
dedication, and absorption” (Schaufeli, Salanova, González-Romá, & Bakker, 2002, p. 
74). Employees become engaged when the work environment provides the resources 
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needed for goal fulfillment and in turn engaged employees have more energy to fulfil 
their job (Bakker & Demerouti, 2007). The importance of work engagement for 
performance has been found in a multitude of studies as it affects a variety of 
outcomes such as employee performance (for an overview see Christian, Garza, & 
Slaughter, 2011; Demerouti & Cropanzano, 2010) and has even been linked to 
financial turnover (Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009). The second 
indicator of well-being - self-work facilitation- is defined as the transfer of energy, 
motivation, and intention from the self-domain to the work-domain (Demerouti, 
2009). The self-domain involves activities, desires, and interests that are done for 
one’s own satisfaction (Demerouti, 2012). Many studies demonstrated benefits of 
engaging in multiple life domains for work success (e.g., Barnett & Hyde, 2001; 
Demerouti, Bakker, & Voydanoff, 2010; Ruderman, Ohlott, Panzer, & King, 2002; Ten 
Brummelhuis & Trougakos, 2013) indicating that engaging in multiple life domains 
results in an expansion of resources. However, both the work engagement and the life 
domain research have not examined whether certain groups may benefit more from it 
than others.   

This dissertation combines the gender literature with employee functioning 
literature to get an insight into factors that may positively contribute to women’s 
successful functioning at work.  We think such a focus is important, because by 
unravelling such factors it may be possible to create the circumstances that support 
women at work and to help them reach top positions. Moreover, this type of research 
may result in recommendations for organizations that can help them improve the 
gender equality within their organization. Instead of just helping women survive 
within the workplace, a focus on positive factors can help us draw conclusions about 
what helps women thrive at work (c.f., Seligman & Csikszentmihalyi, 2000) and make 
recommendations to facilitate gender equality at work. We have three research aims, 
the first aim is to get an insight into the work environment of women in terms of job 
demands and job resources. We specifically focused on these job characteristics, 
because they are antecedents of positive well-being indicators and performance 
(Bakker & Demerouti, 2007) and can be changed and complemented by individuals 
themselves (Demerouti, 2009, 2015; Tims & Bakker, 2010). The latter is part of the 
second aim of this dissertation, namely examining which proactive strategies help 
women to gather the resources they need for successful functioning and that are 
within their own sphere of influence. The last research aim of this dissertation is to 
examine whether such proactive strategies are trainable.  

But what type of outcomes may be positively affected by proactivity? Previous 
studies have shown that proactive behavior is relevant for both positive well-being 
indicators (e.g., work engagement; Bakker, Tims, & Derks, 2012) as well as employee 
and organization outcomes (e.g., career success and innovation; D’Intino et al., 2007; 
De Stobbeleir et al., 2011). Given that both types of outcomes are relevant for 
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employee and organizational effectiveness, we study the impact of proactive behavior 
on both. More specifically, we study the effect of proactive behavior on two positive 
well-being indicators, namely work engagement and self-work facilitation. We chose 
to focus on work engagement, because it represents an extreme form of work 
motivation (Schaufeli et al., 2002). Self-work facilitation represents another source of 
energy that may be used at work using resources gained in the self-domain 
(Demerouti, 2009). We specifically chose the self-domain as it is the only life domain 
in which individuals do activities only for their own enjoyment. 

In terms of employee and organizational outcomes, we aim to link proactive 
behavior with women’s performance (i.e., in-role performance, academic 
performance, and task performance) because the level of performance determines 
whether employees may stay within an organization (Batt & Colvin, 2011). Moreover, 
we aim to link women’s proactive behavior with their career satisfaction. Career 
satisfaction is indicative of employees’ willingness to stay within the organization 
(August & Waltman, 2004). By studying different types of outcomes, we get a broad 
overview of how well women are doing and whether proactive behavior helps them 
achieve their goals. Based on our overall research model, we derived the four research 
questions that are explained in more detail below. 

Setting the stage: Women in minority positions 
As said earlier gender is an institutionalized system of social practices that 
differentiate women from men and this difference results in gender inequality 
(Ridgeway & Correll, 2004). This gender inequality is in favor of men, because it is a 
consequence of men’s higher status within society (Ridgeway & Correll, 2004; Risman, 
2004; Schmitt, Branscombe, & Kobrynowicz, & Owen, 2002). This means that in 
organizations where the number of women and men is equal, men still have more 
benefits than women. These gender differences are expected to be larger when men 
outnumber women at work (Kanter, 1977). In order to fully grasp the ramifications of 
a minority position, it is important to clarify what the definition of a minority position 
is. Four different types of representations of groups within organizations can be 
identified: uniform groups, skewed groups, tilted groups, and balanced groups 
(Kanter, 1977). Uniform groups can be found in settings where there is only one type 
of person, that is every one belongs to one social type (e.g., only male employees). In a 
skewed group, there is also a token group besides the dominant group (e.g., 15% vs. 
85%). These tokens are treated as symbols of their group.  

Tilted groups are less extreme, within such a group the minority still has a token 
position but can also exert influence on the culture within the group (i.e., 35% vs. 
65%). The members of the minority are not only seen as part of their minority group, 
but also as an individual. The last group is a balanced group in which the culture and 
interactions represent both groups and their needs (i.e., 50% vs. 50%). In short, the 
representation of a certain group within an organization affects important processes   



Chapter 1 

9 
 

Proactive behavior 
- Self-regulation strategies 
- Task-focused strategies 
- Job crafting strategies 

W
ork characteristics 

- Job dem
ands 

- Job resources 

Gender discrim
ination 

  

Positive w
ell-being 

indicators 
- W

ork engagem
ent 

- Self-w
ork facilitation 

Em
ployee and 

organizational outcom
es 

- Perform
ance 

- Career satisfaction 

Gender 

3, 4 
3, 4 

2 

5 

Figure 1. Overall research m
odel of this dissertation. The num

bers refer to the respective Chapters of this dissertation. 

 



Chapter 1 

10 
 

within that organization. It determines how this group is treated and whether the 
group can influence processes and decisions within an organization. In this 
dissertation, we focus on skewed and tilted groups in which women are the minority 
group within male-dominated organizations.  

Because of this unequal representation of women and men within male-dominated 
organizations, the arrangements and norms of the organization have a gender subtext 
in favor of men (Benschop & Doorewaard, 1998, 2012; Sappleton & Takruri-Rizk, 
2008). This means that arrangements (e.g., career tracks) are designed such that they 
support the functioning of the majority (i.e., men) and can pose a serious issue for the 
minority (i.e., women). Although the gendered nature of these arrangements is often 
subtle (e.g., to make a career within the organization working fulltime is required), 
they contribute to the maintenance of gender inequality in the workplace and are 
difficult to change because in general people do not perceive them to be harmful. 

Besides the gender subtext, women in minority positions also face prevailing 
gender stereotypes within society. Because of the descriptive and prescriptive nature 
of stereotypes, they create normative expectations about behavior, which results in 
devaluation of the individual when norms are violated (Heilman, 2001). These 
normative expectations can have severe consequences for working women especially 
when they are a minority at work. That is, the negative effects of stereotypes are more 
profound in organizations and positions that are traditionally male-dominated (Cejka 
& Eagly, 1999; Gaucher, Friesen, & Kay, 2011). In a male-dominated work 
environment, the image of the typical employee reflects mostly masculine 
characteristics such as someone who likes to work individually and is competitive 
(Benschop & Brouns, 2003; Fox & Colatrella, 2006; Sonnert, Fox, & Adkins, 2007). For 
women this poses a problem because when they do not display these characteristics, 
they are likely seen as unsuitable for the job, but when they do display masculine 
characteristics they can encounter a backlash for doing so (Rudman & Glick, 2001; 
Rudman & Phelan, 2008; Rudman, 1998). Even when women are seen as suitable for 
the job, they are judged as less likeable and are less likely to be hired (Inesi & Cable, 
2014; Rudman & Glick, 2001). Thus, women not only have to cope with a discrepancy 
between how they are seen by others and the job that they desire themselves (Eagly & 
Karau, 2002; Heilman, 2012; Rudman & Phelan, 2008), but they also have to cope with 
the negative consequences stemming from this discrepancy. Women’s suitability to fit 
in masculine organizations is not only questioned (Heilman, 2012), but women may 
also be expected to fail at the job (Heilman, 2001). Other negative effects of gender 
stereotypes for working women are lower performance ratings (Heilman, 2001) and 
slower career progress (Heilman, Wallen, Fuchs, & Tamkins, 2004). 

One would expect that the gendered social practices, the gender stereotypes, and 
the gender subtext would gradually change, because more and more women are 
joining the workforce. A study by Diekman and Eagly (2000) aimed to map the change 
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in gender stereotypes over time, showed that occupational segregation (e.g., women 
as nurses, men as managers) and the division of labor at home have indeed changed. 
People are more accepting of women in masculine occupations and also see a man’s 
responsibility in taking care of children. Women in particular, are nowadays seen as 
more masculine whereas the male stereotype has not substantially changed. Their 
study also noted that the pace at which change occurs is modest and that there is still 
a long way to go before gender equality is reached. Moreover, equal opportunity 
initiatives focused on changing arrangements within organizations have yet to reach 
their goals (Benschop & Brouns, 2003). 

As long as the gendered context and constraints are not changing, it is interesting 
to look at individual factors because these may contribute to women’s success and 
may help to influence their job characteristics in a positive manner. Before identifying 
behavior we need to know more about the constellation of women’s job 
characteristics. That is why we examine the job resources and job demands of women 
because if necessary, demands can be altered and resources can gained by the 
individual (Hobfoll, 2002; Tims & Bakker, 2010; Westman et al., 2004). Although 
previous research suggests that the work environment is designed such that it favors 
men (e.g., Benschop & Doorewaard, 1998, 2012; Ridgeway & Correll, 2004), we do not 
know exactly what this means in terms of the constellation of women’s job demands 
and job resources. This dissertation aims to examine this by focusing on the 
constellation of the job demands and job resources of women (in minority positions) 
and how it is related to gender discrimination. If these job characteristics are affected 
by gender discrimination then strategies that focus on changing work characteristics 
may be advantageous for women in minority positions. 

Job Demands-Resources theory 
Every work environment and job has aspects that cost energy and aspects that give 
energy. Work aspects that cost energy are, according to the Job Demands-Resources 
model, job demands which are defined as those aspects that require employee effort 
and may therefore result in physical or psychological costs (Bakker & Demerouti, 
2007, 2014; Demerouti, Bakker, De Jonge, Janssen, & Schaufeli, 2001). For instance, an 
employee who has a high workload may have to work long hours to finish tasks and 
that may be strenuous for the employee. To cope with these job demands, employees 
need job resources, which are those aspects at work that are energizing, facilitate goal 
achievement, and facilitate personal development (Bakker & Demerouti, 2007). An 
example of a job resource is advice given by a coworker. Of course, every work 
environment has its own set of job demands and job resources. Moreover, employees 
have their own preferences regarding the level of job demands and resources.  

Given the earlier-mentioned gender literature, the question arises whether the 
constellation of job characteristics of women in minority positions is different from 
that of men. It has been suggested that the work environment is less favorable for 
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women in minority positions (Benschop & Doorewaard, 1998, 2012; Sappleton & 
Takruri-Rizk, 2008). Likewise, past research on gender discrimination has mostly 
focused on its negative effect on a single work characteristic (e.g., De Pater et al., 2009; 
Forret & Dougherty, 2004). For instance, a study on the differential assignment of 
challenges showed that male supervisors are more likely to hand challenges to their 
male subordinates, because they perceive them as similar to themselves and therefore 
capable of successfully mastering those challenges (De Pater et al., 2009). To our 
knowledge, so far no research has been conducted that specifically focused on the 
constellation of the job demands and job resources of these women. In the same vain, 
studies examining job demands and job resources have mostly looked at these aspects 
from a general perspective without including gender as a distinguishing attribute (for 
an overview see; Bakker & Demerouti, 2014). By combining these two research areas, 
our research aims to provide insight into the relationship between gender 
discrimination and the constellation of job characteristics of women. Further, 
uncovering this relationship can contribute to important conclusions about women’s 
well-being, functioning, and success at work. 

Research question 1: Is the constellation of job characteristics in terms of job 
demands and job resources different for women compared to men? 

Proactive behavior 
Proactive behavior  is a particular form of motivated behavior at work (Bateman & 
Crant, 1993) and comprises of a variety of behaviors which all have the same 
underlying mechanism, namely playing an active role in the work environment by 
improving it and creating new favorable conditions (Crant, 2000). In this dissertation 
the focus is on proactive strategies aimed at using or creating resources that may help 
to create more favorable conditions at work. We hypothesize that women in minority 
positions benefit from proactive behavior in particular for two reasons. First, women 
have to navigate through a labyrinth of obstacles and expectations about their 
behavior, therefore they may particularly benefit from proactive behavior at work 
(Eagly & Carli, 2007). Social-identity theory and the research on the gender subtext of 
organizations suggest that group membership is highly influential in the way 
individuals are treated and what their work environment looks like (e.g., Benschop & 
Doorewaard, 1998, 2012; Ellemers et al., 2002; Heilman, 2012). After all, a minority 
group membership comes with less favorable treatment compared to the majority 
(Benschop & Doorewaard, 1998, 2012; Heilman, 2012). Instead of waiting for things 
to change, proactive behavior can help women to create changes themselves.  

Second, women need to prove their competence at work while working in a male-
dominated work environment (Heilman, 2001). In such work environments men 
receive more favors than women and may not necessarily have access to the same 
resources as men (Benschop & Doorewaard, 1998, 2012; Lorber, 1994; Ridgeway & 
Correll, 2004; Risman, 2004). In highly demanding jobs, proactively looking for (new) 



Chapter 1 

13 
 

resources is not only necessary (Bakker, Demerouti, & Euwema, 2005; Bakker & 
Demerouti, 2007; Feldt, Kinnunen, & Mauno, 2000; Van Vegchel, De Jonge, Bosma, & 
Schaufeli, 2005), but also a natural tendency of employees because employees are 
naturally inclined to change suboptimal circumstances by protecting or looking for 
new resources (Hobfoll, 2002). These resources can be anything that the individual 
perceives as helpful to attain his or her goal (Halbesleben, Neveu, Paustian-Underdahl, 
& Westman, 2014). Further, resources are more valuable for employees that 
experience suboptimal conditions and these employees need to invest more effort into 
acquiring new resources (Hobfoll, 2002). Proactivity may enable women to adapt 
their behavior and work conditions to overcome the obstacles and expectations such 
that it helps them to create conditions that are helpful for them within a work 
environment that may not necessarily meet their needs. 

By studying proactive strategies, this dissertation extends previous research by 
differentiating between minority and majority group members when it comes to the 
effectiveness of proactive behavior. Previous research mostly focused on the 
beneficial outcomes of proactivity for employees in general (e.g., Demerouti, 2014; 
Kozlowski et al., 2001; Locke & Latham, 2002; Neck & Houghton, 2006) but it remains 
unclear whether proactive behavior can be a vehicle to success for those employees 
that hold a minority position at work.  Although Grant and Ashford (2008) called for 
more research into the situational factors that may trigger proactivity, thus far, 
research has not looked into the opportunities of proactive behavior for women in 
minority positions. By studying the benefits of proactive behavior for women in 
minority positions this dissertation bridges the gap between gender literature and 
proactive behavior literature. Three different types of proactive behavior strategies 
are studied in this dissertation which cover three domains relevant for employee 
outcomes, namely the self (i.e., self-regulation strategies; Chapter 3), the tasks within 
one’s job (i.e., task-focused strategies; Chapter 4), and the work environment (i.e., job 
crafting; Chapter 5).  

The underlying idea of proactive behavior is consistent with the social cognitive 
theory of self-regulation which underscores that individuals are able to actively 
exercise control over their environment and that their behavior is goal-driven 
(Bandura, 1991, 2001). According to this theory, individuals’ behavior is always 
motivated and regulated to achieve a certain goal. By regulating their behavior, 
individuals are able to adapt to changing circumstances in order to maintain goal 
achievement (Bandura, 2001). Self-regulation strategies are a form of proactive 
behavior that help to create a balance between job demands and resources to achieve 
(personal) goals (Gestsdottir & Lerner, 2008). Therefore, these strategies can be 
particularly relevant for women in minority positions because they work in an 
environment that requires them to actively look for resources to successfully attain 
goals. 
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The task-focused strategies that are studied in this dissertation are networking 
behavior and time control (Chapter 4), because of their importance for our academic 
sample. Networking is proactively engaging in and maintaining relationships valuable 
for work or career goals (Kram, 1985). Time control is defined as using time 
effectively and having a sense of control of one’s time (Britton & Tesser, 1991). 
However, these task-focused strategies may be less beneficial for women compared to 
men. Past research suggested that networking leads to more positive outcomes for 
men compared to women (Van Emmerik, Euwema, Geschiere, & Schouten, 2006). 
Women have to put more effort into joining a network as the most influential 
networks are often old boys’ networks. Therefore, gains from networking may not 
outweigh the investments that women need to make to enter the network. 
Furthermore, research suggests that men have more control over their time schedules 
and are less dependent on that of others than women (Acker & Armenti, 2004; 
Hessing, 1994; Santos & Cabral-Cardoso, 2008). That is, time schedules are often made 
to fit the needs of the majority (i.e., men; Santos & Cabral-Cardoso, 2008) and women 
are more often responsible for care tasks (Hessing, 1994). Therefore, these two 
strategies may have a positive influence on men’s work engagement but not on 
women’s work engagement. 

The last set of proactive behavioral strategies that are studied in this dissertation 
are job crafting strategies (Chapter 5). Job crafting are the small changes to job 
demands and job resources that employees make to increase their person-job fit 
(Tims & Bakker, 2010). This fit entails that the requirements of the job are in line with 
the resources, skills, abilities, and needs an individual has. This can be done by 
increasing the challenges at work (e.g., following a course), increasing the amount of 
job resources (e.g., asking feedback), or by decreasing the amount of demands at work 
(e.g., checking e-mail only twice a day). Job crafting may help women to change those 
things in their work environment that are currently not fulfilling their needs. 

Research question 2: What type of proactive strategies will facilitate work 
functioning for women in minority positions? 

Positive well-being indicators 
Besides the influence proactive behavior has on performance, research has also found 
proactive behavior to predict work engagement (e.g., Breevaart, Bakker, & Demerouti, 
2014; Sonnentag, 2003; Tims, Bakker, & Derks, 2013). Work engagement consists of 
three elements, namely vigor, dedication, and absorption (Schaufeli et al., 2002). Vigor 
shows itself in the form of high levels of energy, mental resilience, willingness to 
spend effort in work, and persistence when faced with difficulties. Dedication is 
defined as being enthusiastic and proud about work, being inspired and feeling 
challenged. Lastly, absorption is described as being fully concentrated and involved in 
work such that time passes quickly and it is difficult to detach from work. It has been 
suggested that employees, who are engaged in their job, have a competitive advantage 
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over non-engaged workers (Christian et al., 2011). They have high-levels of energy, 
are focused on their job, and because of that they are better able to affect their 
surroundings and to achieve their goals.   
 In this dissertation, we investigated whether work engagement would be 
advantageous for minorities in particular, more specifically women in minority 
positions. The advantage of work engagement for minorities lies in the positive effects 
that work engagement can have for their approach of work. For instance, work 
engagement enables employees to be open to opportunities and to be resilient when 
faced with obstacles (Bakker & Demerouti, 2008). Furthermore, it helps employees to 
focus on their goals and to ignore irrelevant information (Christian et al., 2011). Thus, 
work engagement may help women in minority positions because it triggers 
persistence, a focus on goals and available opportunities instead of a focus on 
obstacles. Previous research hardly looked at the differential impact of work 
engagement on outcomes of minority groups compared to majority groups. This is 
unfortunate because of work engagements goal-directedness. This dissertation 
contributes to the literature on work engagement by looking at the relationship 
between work engagement and academic performance (i.e., number of publications) 
and whether work engagement is particularly beneficial for (academic) performance 
of women in a male-dominated environment (i.e., science, technology, engineering, 
and mathematics (STEM) university). 
 Secondly, we examined self-work facilitation as another energy source and positive 
well-being indicator of employees. Self-work facilitation is the transfer of energy, 
motivation, and intention from the self-domain to the work-domain (Demerouti, 
2009). The self-domain describes all activities, desires, and interests that are not 
related to work or family (Demerouti, 2012). An example of self-work facilitation is an 
employee who went running in the evening and because of that feels more energetic 
and motivated the next day at work. Many studies investigated the benefits of 
engaging in multiple life domains and found benefits in terms of higher well-being and 
performance (e.g., Barnett & Hyde, 2001; Demerouti, Bakker, & Voydanoff, 2010; 
Perry-Jenkins, Repetti, & Crouter, 2000; Ruderman, Ohlott, Panzer, & King, 2002; Ten 
Brummelhuis & Trougakos, 2013). Nonetheless, research into what type of employees 
(i.e., minority group members or majority group members) would benefit from the 
resources from another life domain is lacking. We propose that self-work facilitation 
may be particularly relevant for women in minority positions as these women work in 
an environment tailored to men’s needs (Benschop & Doorewaard, 1998, 2012; De 
Pater et al., 2009; Durbin, 2011; Ridgeway & Correll, 2004). It may help women to 
benefit from resources from the self-domain at work. Therefore, this study contributes 
to the literature by examining the positive effect that self-work facilitation may have 
for women’s performance in particular.  
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Research question 3: Are positive well-being indicators especially helpful for 
women’s performance? 

Training proactive behavior 
If proactive behavior helps women in minority positions, it is valuable to know 
whether this type of behavior is trainable. When trainable, organizations can 
intervene and stimulate these behaviors among their employees in order to enhance 
employees’ functioning at work. Although this dissertation focuses on the benefits of 
different types of proactive behavior, the intervention will solely focus on job crafting 
behavior. We chose to focus on job crafting, because it is an upcoming research area 
that fits the spirit of time (Demerouti, 2015), that is, work conditions change more 
rapidly than ever (e.g., working from home, technological changes, and more project-
focused team work). Moreover, in line with our first research question, job crafting 
strategies are theorized to allow employees to individually shape their work 
conditions so that it helps them achieve their work goals (Wrzesniewski & Dutton, 
2001). Therefore, job crafting may be a great strategy for women in minority positions 
to alter their job characteristics when the constellation of these characteristics is 
suboptimal. Training job crafting behavior may be a great tool for organizations to 
support their minorities, yet empirical evidence of the effectiveness of job crafting 
training is still scarce (Demerouti, 2015).  

We examined whether an intervention increases employees’ job crafting behavior 
and thereby increases the person-job fit. Job crafting enables individuals to choose the 
job demands and resources that are in line with their motivational, career, and task 
needs (Tims & Bakker, 2010). More specifically, our study investigated the mechanism 
through which an intervention can affect employee outcomes. We studied whether a 
tailored job crafting intervention improved employees’ work engagement, career 
satisfaction, and task performance because of an increase in job crafting behavior. 
Recent job crafting studies have proven the value of these types of interventions, 
however, they failed to study the mechanism through which such an intervention 
impacts employee outcomes (e.g., Gordon et al., 2014; Van den Heuvel, Demerouti, & 
Peeters, 2015). When examining the effects of an intervention, it is important to pay 
attention to the underlying mechanism that explains the changes in employee 
outcomes to rule out a Hawthorne effect (Holman, Axtell, Sprigg, Totterdell, & Wall, 
2010). That is, it is necessary to show that the intervention and the behavior that it 
targets are responsible for the changes in employee outcomes. Otherwise, one could 
argue that simply paying attention to employees would be enough to improve 
employees’ functioning. Therefore, the current intervention study extends past 
research by studying this mechanism and could broaden our understanding of these 
types of interventions and their effectiveness. 

Research question 4: Can proactive strategies of women (and men) be trained in 
a minority context? 
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Summary and chapter overview 
Chapter 2 describes two cross-sectional studies that address the first research 
question. These two studies focused on examining the relationship between gender 
discrimination and job demands and job resources within two different work 
environments, namely a male-dominated work environment and a gender-balanced 
work environment. Both studies asked female and male employees to report their 
perceived gender discrimination of women within the organization and the job 
demands and job resources available to them. Chapter 3 examines the role that self-
regulation plays in mobilizing resources in the self-domain for work purposes for 
women (Research question 2) and whether this is related to in-role performance 
(Research question 3). This was done through a diary study among employees of a 
university focused on science, technology, engineering, and mathematics (STEM; both 
supportive and academic staff) in which women had a clear minority position. Chapter 
4 presents another diary study focused on the motivational potential of task-related 
strategies for women’s and men’s work engagement (Research question 2) within a 
tilted STEM work environment. Moreover, this study looked into the potential benefit 
of work engagement for women’s performance within a minority position (Research 
question 3). The last empirical study is presented in Chapter 5, which describes two 
studies (i.e., longitudinal study and a quasi-experimental study) that examine job 
crafting. The first study of this Chapter examines whether job crafting is more 
beneficial for women in minority positions compared to men (Research question 2). 
The second study of this chapter aims to replicate the findings of Study 1 and 
describes a job crafting intervention to test whether job crafting is trainable and has 
benefits in terms of increased employee outcomes (Research question 4). Lastly, 
Chapter 6 describes the main contributions of the dissertation, as well as future 
research ideas1.   

                                                             
1 Please note that all empirical chapters (Chapter 2-5) were written as independent 
manuscripts and may also be read as such. Moreover, I am the first author of all chapters 
meaning that I am the main contributor both on a theoretical as well as a methodological level. 
However, revisions were made based on the feedback of the co-authors. 
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It is well-known that women’s career progress is slower and that women are 
underrepresented in certain organizations (e.g., IT organizations) and in top 
management positions compared to men. Research into women’s minority position 
showed that due to men’s higher status within society men have a more privileged 
position (Risman, 2004). These privileges translate into organizational arrangements 
that support men’s functioning and career progress in particular (Benschop & 
Doorewaard, 1998, 2012; Ely & Meyerson, 2000; Ridgeway, 2007). Gender research 
has mainly focused on the norms, rights, and arrangements that are influenced by 
gender (e.g., management is associated with men), but hardly any research has 
focused on the constellation of the job characteristics of women. According to the Job-
Demands Resources model (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001), this 
constellation in terms of job demands and job resources greatly influences the work 
engagement, well-being, and performance of employees (Bakker & Demerouti, 2014). 
Moreover, this constellation plays an important role in both the daily functioning of 
individuals as well as in their career trajectory.  

This paper aims to bridge the gap between the gender literature and the Job 
Demands-Resources model by examining how gender is related to the constellation of 
the job characteristics. Although research suggests that less privileged groups (i.e., 
women) within an organization face more adversity when faced with discrimination 
(Branscombe, Schmitt, & Harvey, 1999), no studies that we know of have focused on 
the relationship between gender and the available job demands and job resources 
within a given work environment. This paper therefore takes a more comprehensive 
perspective by examining the role of gender discrimination in women’s perceptions of 
job demands and job resources. This way, it will give us insight into the constellation 
of women’s job characteristics in different organizations and by extension may explain 
previous found gender differences in well-being at work (Schmitt, Branscombe, 
Kobrynowicz, & Owen, 2002). We define gender discrimination as all decisions that 
are made within an organization that are based on gender instead of individuals’ 
productivity or qualifications (Gutek, Cohen, & Tsui, 1996).  Job demands are aspects 
within the organization that require sustained effort or skills and can cause strain 
(Bakker & Demerouti, 2007). Job resources are those aspects within the organization 
that are useful in goal attainment, personal development, and help to cope with the 
demands present. Insight into the constellation job characteristics will enhance our 
understanding of the working conditions of women which is pivotal for employee 
functioning (Bakker & Demerouti, 2007).  
 We examine the associations between gender discrimination and employees’ 
perceptions of the job characteristics in two different organizations (i.e., male-
dominated vs. gender balanced) in order to see whether these relationships are 
different depending on the numerical representation of women working within the 
organization. Gender discrimination is related to the overall culture within a country 
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(Heilman, 2001) and may thus be present in both organizations. Research also 
suggests that the numerical underrepresentation of women within an organization 
can aggravate the effects of discrimination such that the more women are 
underrepresented within the organization the larger are the negative effects of 
discrimination (i.e., tilted vs. balanced organizations; Kanter, 1977). Therefore, it is 
necessary to examine whether there are different relationships between gender 
discrimination and the constellation of job characteristics in a gender-balanced work 
environment and a male-dominated work environment.  
Job Demands-Resources model 
According to the Job Demands-Resources model (Demerouti et al., 2001), job demands 
and job resources play an important role in two processes within the work 
environment, namely the energy-driven process and the motivation-driven process 
(Bakker & Demerouti, 2007). Job demands (e.g., workload, job insecurity) are part of 
the energy-driven process and can deplete energetic resources when demands are 
high and when there is a lack of resources to cope with them. In contrast, job 
resources (e.g., development opportunities, supervisor support) are part of the 
motivation-driven process and increase employees’ work engagement and 
commitment to an organization. The optimal performance conditions are 
environments where employees have moderately high job demands and high job 
resources to fulfill them (Bakker, Hakanen, Demerouti, & Xanthopoulou, 2007). 
 A multitude of studies has shown that it is important to pay attention to the job 
demands and job resources provided to employees, because of the key role that they 
have for employees’ functioning. Demands and resources have an effect on subjective 
experiences such as intention to leave the organization (Jourdain & Chenevert, 2010) 
and task enjoyment (Bakker, Van Veldhoven, & Xanthopoulou, 2010), but also on 
objective outcomes such as financial output (Xanthopoulou, Bakker, Demerouti, & 
Schaufeli, 2009). Thus, job demands and job resources are not only important for 
employee outcomes but also for organizational outcomes. If gender discrimination is 
related to these job characteristics this may have serious implications for women’s 
functioning at work. For example, gender discrimination may be associated with less 
optimal job characteristics for women, which in turn may lead to burnout symptoms 
and absenteeism (Schaufeli, Bakker, & Van Rhenen, 2009). 
Gender at work 
We propose that gender discrimination is negatively related to the job demands and 
job resources, such that women who perceive to be discriminated against, perceive 
higher job demands and lower job resources than men and women who do not 
perceive discrimination. We base our expectations on gender stereotypes (Bakan, 
1966; Heilman, 2001), the social construction of gender theory (Lorber, 1994), the 
rejection-identification model (Branscombe et al., 1999), the theory of gender as a 
social structure (Risman, 2004), and the theory of the gender subtext of organizations 
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(Benschop & Doorewaard, 1998, 2012). First of all according to these theories, gender 
is part of society, its entities, and its processes. This entails that gender is present in 
the way we interact with and evaluate individuals, the way organizations are 
designed, and in the way that work is conducted. Thus, gender affects not only which 
function one has, the responsibilities and tasks that one has to fulfil, but also the work 
environment in which the job is conducted.  

Second, the differential evaluation and treatment (i.e., gender discrimination) of 
women and men stems from persistent gender stereotypes about what women and 
men are and should be like (Heilman, 2001). They originate from the traditional role 
division of women as caretakers and men as breadwinners (Diekman & Eagly, 2000). 
Women are expected to be communal (e.g., friendly, submissive, cooperative) and men 
are supposed to be agentic (e.g., competitive, assertive; Bakan, 1966). According to 
these gender stereotypes, men are expected to possess characteristics that represent 
competence at the work floor, whereas women are expected to possess characteristics 
that help them care for others. Due to these persistent stereotypes men have a higher 
status within society than women (Risman, 2004). 

Previous research has shown that a higher status comes with privileges as it 
creates a cognitive bias to privilege those with a higher status (Branscombe et al., 
2002; Risman, 2004; Schmitt et al., 2002). That is, privileged groups are more likely to 
receive positive outcomes and more often hold positions of power which gives them 
more access to resources (Branscombe et al., 1999; Schmitt et al., 2002). These 
differences in status thus result in differential treatment (i.e., gender discrimination) 
and the disadvantaged group experience more harmful, negative consequences due to 
discrimination (Branscombe et al., 1999). The privileges that are associated with a 
higher status (Branscombe et al., 1999; Risman, 2004) are likely to result in more 
favorable job demands and job resources. Men’s privileged position comes with a 
better person-job fit because the arrangements within the organization are tailored to 
their needs in particular (Benschop & Doorewaard, 1998, 2012). This also implies that 
the person-job fit of women is less than that of men and arrangements designed to 
meet men’s preferences can even be harmful for women’s functioning. 

Third, because men more often hold positions of power (Catalyst, 2014) they are 
also in charge of the distribution of workload and job characteristics. Individuals are 
more likely to interact with and to assign resources to similar others (Ramaswami, 
Dreher, Bretz, & Wiethoff, 2010). For example, a study on the development 
opportunities distributed by supervisors to subordinates found that male supervisors 
are more inclined to give men challenging development opportunities than women 
(De Pater, Van Vianen, & Bechtoldt, 2009). These supervisors did so, because they 
believed that their male subordinates were better able to handle these opportunities. 
Therefore, gender discrimination at work may translate into more job demands and 
fewer job resources for women. 
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Lastly, individuals that perceive to be discriminated against often have a more 
negative outlook to their surroundings (Brondolo et al., 2005). This suggests that 
when women perceive they are treated differently than men, they are likely to 
evaluate their job characteristics accordingly. That is, given the negative consequences 
of gender discrimination it is likely that women concurrently perceive a high level of 
job demands and a low level of job resources. According to the Job Demands-
Resources model, high job demands and low job resources represent the most 
suboptimal constellation of job characteristics as individuals experience high levels of 
strain without the resources to cope with it (Bakker & Demerouti, 2007; Van Vegchel, 
De Jonge, Bosma, & Schaufeli, 2005). Thus, if discrimination triggers a negative 
outlook we suspect women to judge their job characteristics as suboptimal.  

We focused on three job demands and four job resources. The job demand 
workload is relevant in every profession (Bakker & Demerouti, 2007). The other job 
demands (i.e., work-family conflict and job insecurity; Cinamon & Rich, 2002; 
Heilman, 2001) and job resources (i.e., development opportunities, performance 
feedback, supervisor support, and procedural fairness; (Benschop & Doorewaard, 
2012; De Pater et al., 2009; Ramaswami et al., 2010) are likely to be affected by gender 
discrimination. Furthermore, HR managers of the respective organizations indicated 
that these job demands and job resources were relevant and important for all their 
employees. 

Hypothesis 1: Gender moderates the relationship between perceptions of gender 
discrimination and perceptions of a) job insecurity, b) workload, and c) work-
family conflict such that gender discrimination is stronger positively associated 
with women’s job demands than men’s. 
Hypothesis 2: Gender moderates the relationship between perceptions of gender 
discrimination and perceptions of a) development opportunities, b) 
performance feedback, c) procedural fairness, and d) supervisor support such 
that gender discrimination is stronger negatively associated with women’s job 
resources than men’s. 

As said above, we tested our Hypotheses in two different environments (i.e., male-
dominated work environment and a gender-balanced work environment). Within 
organizations with a skewed representation of gender (e.g., 15% vs. 85%), such as a 
male-dominated work environment, women have a limited influence on the 
organization and its culture (Kanter, 1977). Within more balanced environments (e.g., 
50% vs. 50%), both genders can exert influence on the organization and its culture. 
Therefore, we argue that gender discrimination may be present in both work 
environments, as it is present in society at large, but its effects are likely to be less 
severe in the gender-balanced work environment (Cejka & Eagly, 1999; Kanter, 1977). 
To examine whether there are differences between the two organizations, we tested 
the same Hypotheses in both work environments. 
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Method 
Procedure and participants 
Study 1. Study 1 was conducted in an IT-organization in the Netherlands. In total, 495 
employees (12.3% women) received an invitation to participate in the study. The 
researchers made an extra effort to contact the women within the organization to 
ensure women’s participation. In total, 179 employees participated (response rate 
36.2%) of which 44 were women (24.6%). On average employees were working 11.0 
years (SD = 9.09) for the organization, and worked 38.3 hours a week (SD = 10.7).  
Study 2. Study 2 took place at a high school in the Netherlands. Approximately, equal 
numbers of women (56.5%) and men (43.5%) were working at this school. The 
profession of teaching is in line with the female stereotype, namely caring for others 
and being helpful. As expected, most management positions within the organization 
were occupied by men (60%). In total, 174 employees (58.0% women) received an 
invitation email of which 103 filled out the questionnaire (response rate 59.2%; 
50.4% women). On average employees were working 12.3 years (SD = 10.4) at the 
organization and were working 30.0 hours (SD = 10.5) per week. In both studies, we 
assured participants that their responses were processed with care to ensure 
anonymity.   
Measures 
Gender. Participants were asked to indicate their gender. 
Gender discrimination. The Prejudice and Gender Discrimination Experienced Scale 
(Derks, Ellemers, Van Laar, & De Groot, 2011) was used to measure gender 
discrimination (α1 = .91 and α2 = .90). Items were reframed in such a way that men 
could also answer the questions, an example item is: “In my career, I experienced that 
ambitious women were hindered in pursuing their career and aspirations”. Answers 
were given on a five-point scale (1= completely disagree, 5 = completely agree).  
Job demands. Job insecurity was measured with four items (α1 = .54 and α2= .76) 
which were scored on a five-point scale (1 = completely disagree, 5 = completely agree; 
Mauno, Leskinen, & Kinnunen, 2001). Removing items did not improve Cronbach’s 
alpha in Study 1. Therefore, we used all four items in both studies. An example item is: 
“I am worried about the possibility of being fired.” Workload was measured with three 
items (α1 = .86 and α2 = .82) which were scored on a five-point scale (1 = never, 5 = 
always; Bakker, Demerouti, Taris, Schaufeli, & Schreurs, 2003). An example is: “I have 
to work fast.” Work-family conflict was measured with three items (α1 = .82 and α2 = 
.80) which were scored on a five-point scale (1 = never, 5 = always; Geurts et al., 2005). 
For example: “How often does it happen to you that your work schedule makes it 
difficult for you to fulfill your domestic obligations?”  
Job resources. Development opportunities was measured with three items (α1 =.85 
and α2 = .83) which were scored on a five-point scale (1 = completely disagree, 5 = 
completely agree; Bakker et al., 2003). An example is: “My job offers me the 
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opportunity to learn new things.” Performance feedback was measured with three 
items (α1 = .82 and α2 = .83) which were scored on a five-point scale (1 = never, 5 = 
always; Bakker et al., 2003). An example is: “Do you get enough information about the 
result of your work?” Procedural fairness was measured with seven items (α1 = .80 and 
α2 = .88) which were scored on a five-point scale (1 = to a small extent, 5 = to a large 
extent; Colquitt, 2001). An example is: “The procedures are applied consistently”. 
Supervisor support was measured with three items (α1 = .73 and α2 = .89) which were 
scored on a five-point scale (1 = never, 5 = always; Bakker, Demerouti, & Verbeke, 
2004). An example is: “At work, do you feel that you are appreciated by your 
supervisor?”  
Analyses 
We used AMOS to conduct structural equation modelling and more specifically a 
multi-group analysis (Arbuckle, 2012). The advantage of using structural equation 
modelling is that we can evaluate job demands and job resources simultaneously 
(Schaufeli & Taris, 2013). Maximum likelihood estimation was used to test the 
hypotheses. We included all variables as manifest variables with gender 
discrimination as predictor and all the job demands and job resources as outcomes 
(see Figure 1). We compared an unconstrained model (i.e., relationships were allowed 
to be different for women and men) with a constrained model (i.e., relationships were 
regarded as equal for women and men). Due to the sample size, we did not include 
items in our model but relied on the averaged overall scale of the constructs (Bakker, 
Demerouti, & Ten Brummelhuis, 2012).  
 The fit of the models was assessed with several fit indices among these indices was 
the χ2 test as this test is sensitive to sample size we also looked at the Goodness-of-Fit 
Index (GFI), the Root Mean Square Error of Approximation (RMSEA) and its 
confidence interval (i.e., LO90 and HI90), the Comparative Fit Index (CFI), the 
Incremental Fit Index (IFI), and the Non-Normed Fit Index (NNFI). A model fits well to 
the data when the GFI, CFI, IFI, and NNFI are .95 or above and the RMSEA should be 
below 0.07 (Hair, Black, Babin, Anderson, & Tatham, 2006). The confidence interval of 
the RMSEA should be narrow.  

Results Study 1 
Means, standard deviations, correlations, and coefficient alphas of all study variables 
are presented in Table 1. The average perceived gender discrimination was 2.68, 
which means that employees experienced low levels of gender discrimination, 
suggesting that our results could be regarded as a conservative test of our model. 

To establish the moderation effect of gender in our model, we first tested a fully 
constrained model in which the relationships between the variables were constrained 
to be equal for women and men. The results show that the model fits well to the data 
(χ2 = 58.48, df = 31, GFI = 0.93, RMSEA = 0.07, LO90 = 0.04, HI90 = 0.10, CFI= 0.92, IFI 
= 0.92, NNFI = 0.85). After that, an unconstrained model was tested in 
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Figure 1. Model tested with multi-group analyses (i.e., men and women) in which gender 
discrimination acted as a predictor and the job demands and job resources as outcomes. 
 
which the paths were allowed to differ for women and men. The fit of this model was 
well (χ2 = 38.47, df = 24, GFI = 0.95, RMSEA = 0.06, LO90 = 0.02, HI90 = 0.09, CFI = 
0.96, IFI = 0.96, NNFI = 0.90) and had an improved fit over the constrained model (Δχ2 
= 20.01, Δdf = 7, p = .06). We can cautiously assume that it is valuable to look at the 
different relationships between gender discrimination, job demands, and job 
resources for women and men. 
Hypotheses testing 
Gender did not moderate the relationship between gender discrimination and job 
insecurity (women: β = -0.13, SE = 0.12, t = -0.83, ns; men: β = 0.16, SE = 0.05, t = 1.89, 
ns). Hypothesis 1a was not supported. Gender did moderate the relationship between 
gender discrimination and workload (women: β = 0.46, SE = 0.12, t = 3.39, p ≤ .01; 
men: β = -0.02, SE = 0.08, t = -0.21, ns) such that we found a positive relationship for 
women and no relationship for men. Therefore, Hypothesis 1b was supported. Gender 
also moderated the relationship between gender discrimination and work-family 
conflict (women: β = 0.50, SE = 0.10, t = 3.76, p ≤ .01; men: β = 0.02, SE = 0.06, t = 0.19, 
ns) such that we found a positive relationship for women and no relationship for men. 
Therefore, Hypothesis 1c was supported.  
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Table 2 
Relationships between Gender Discrimination and the Job Demands and Resources in 
Study 1 

 Women Men 

 β t-value β t-value 

Job insecurity -0.13 -0.83 0.16 1.89 

Workload 0.46 3.39** -0.02 -0.21 

Work-family conflict 0.50 3.76** 0.02 0.19 

Development opportunities -0.31 -2.18* -0.36 -4.48** 

Performance feedback -0.49 -3.73** -0.22 -2.55* 

Procedural fairness -0.39 -2.83** -0.08 -0.87 

Supervisor support -0.36 -2.56** -0.17 -2.00* 

Note: *p ≤ .05; ** p ≤ .01. 

Discussion Study 1 
This first study aimed to provide insight into the effect of the perceptions of gender 
discrimination on the perceptions of job demands and resources of women working 
within a male-dominated organization. Looking at job characteristics from a gender 
perspective provides us with more insight into the difficulties that women face in their 
daily work. In line with our expectations, the results showed that relatively low levels 
of discrimination already triggered a negative perception (Brondolo et al., 2005) of job 
characteristics such that gender discrimination was positively associated with 
women’s perceived job demands (i.e., workload and work-family conflict) whereas it 
was negatively associated with women’s perceived job resources (i.e., development 
opportunities, performance feedback, procedural fairness, supervisor support). These 
findings further underline the less privileged position of women in minority positions 
at work (Risman, 2004; Schmitt et al., 2002) as they are not only discriminated against 
but also experience a less optimal constellation of job characteristics. Thus, the job 
characteristics fulfill women’s needs to a lesser extent which is in line with studies 
that suggest that male-dominated organizations meet men’s needs in particular 
(Benschop & Doorewaard, 1998, 2012). 

Interestingly enough, gender discrimination was also negatively associated with 
men’s perceived development opportunities, received performance feedback, and 
perceived supervisor support. These last results suggest that when employees 
perceive that one group of employees is discriminated against it creates an unsafe 
work environment for all employees. These findings are in line with research on the 
psychosocial safety climate at work that shows that policies and communication can 
contribute to an unsafe work environment (Dollard & Bakker, 2010; Patterson, Warr, 
& West, 2004). The organizational climate is representative of how much employees 
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are valued by the organization. When employees perceive that women are 
disadvantaged this may trigger employees to evaluate their work environment less 
positively.  

We did not find a moderation effect of gender in the relationship between gender 
discrimination and job insecurity. We used a scale that was validated (Mauno et al., 
2001, 2005), but the internal reliability of the job insecurity scale was low in our 
study. This may explain why we did not find an interaction effect between gender 
discrimination and gender on job insecurity.  

In the first study, we demonstrated the value of looking at job demands and job 
resources from a gender perspective to pinpoint differences between women’s and 
men’s perceived job characteristics. However, since this particular organization 
mainly employed men, the relationship between gender discrimination, job demands, 
and job resources may be more profound compared to a more gender-balanced 
environment. Previous studies have shown that the negative effects of gender 
stereotypes are more severe in masculine environments (Cejka & Eagly, 1999).  

Results Study 2 
Descriptive statistics, correlations, and Cronbach’s alphas of all study variables are 
presented in Table 3. The mean perceived gender discrimination was 1.99, which is 
lower than in Study 1. Our results could be considered as a conservative test of the 
hypothesized relationships. The results of the regression analyses are provided in 
Table 4.  

We used the same procedure as in Study 1 to conduct the analyses. We first tested 
a fully constrained model in which the relationships between the variables were 
constrained to be equal for women and men. The results show that the model has a 
moderate fit to the data (χ2 = 62.76, df = 31, GFI = 0.88, RMSEA = 0.10, LO90 = 0.06, 
HI90 = 0.14, CFI = 0.85, IFI = 0.86, NNFI = 0.76). After that, a multi-group model was 
tested in which the relationships were allowed to vary for women and men. The 
unconstrained model showed a better fit compared to the constrained model (Δχ2 = 
13.71, Δdf = 7, p = .06). The fit was acceptable (χ2 = 49.05, df = 24, GFI = 0.90, RMSEA = 
0.10, LO90 = 0.06, HI90 = 0.14, CFI = 0.88, IFI = 0.90, NNFI = 0.81).  
Hypotheses testing 
Hypothesis 1a suggesting that the relationship between gender discrimination and job 
insecurity was moderated by gender, was supported such that women perceived more 
job insecurity when perceiving discrimination (β = 0.32, SE = 0.15, t = 2.44, p ≤ .05) 
whereas for men there was no relationship (β = 0.05, SE = 0.11, t = 0.35, ns). Gender 
did not moderate the relationship between gender discrimination and workload 
(women: β = -0.25, SE = 0.15, t = -1.84, ns; men: β = -0.03, SE = 0.11, t = -0.22, ns). 
Hypothesis 1b was not supported. Gender also did not moderate the relationship 
between gender discrimination and work-family conflict (women: β = -0.22, SE = 0.14, 



Chapter 2 

38 
 

Ta
bl

e 
3 

St
an

da
rd

 D
ev

ia
tio

ns
, I

nt
er

na
l C

on
si

st
en

ci
es

, C
or

re
la

tio
ns

 b
et

w
ee

n 
th

e 
St

ud
y 

Va
ri

ab
le

s o
f S

tu
dy

 2
 

9.
         

(.8
9)

 

N
ot

e:
 G

en
de

r i
s c

od
ed

 a
s 1

 =
 m

al
e;

 2
 =

 fe
m

al
e.

 A
ll 

va
ri

ab
le

s h
ad

 a
 ra

ng
e 

fr
om

 1
 to

 5
. N

 =
 1

79
. *

p 
≤ 

.0
5;

 **
 p

 ≤
 .0

1.
 

  

8.
        

(.8
8)

 

.5
7*

* 

7.
       

(.8
3)

 

.6
0*

* 

.5
3*

* 

6.
      

(.8
3)

 

.3
8*

* 

.4
5*

* 

.3
9*

* 

5.
     

(.8
0)

 

-.3
7*

* 

-.0
9 

-.1
7 

-.0
7 

4.
    

(.8
2)

 

.6
1*

* 

-.1
6 

-.0
6 

-.2
1*

 

-.0
7 

3.
   

(.7
6)

 

-.0
1 

.2
5*

* 

-.3
3*

* 

-.2
6*

* 

-.2
3*

 

-.2
6*

* 

2.
  

(.9
0)

 

.1
6 

-.1
2 

-.0
5 

-.1
5 

-.0
3 

-.1
4 

-.0
6 

1.
 

(-
) 

-.0
5 

-.0
2 

-.0
1 

-.0
6 

-.0
4 

-.2
1*

 

-.0
5 

-.1
0 

SD
 

0.
50

 

0.
96

 

0.
86

 

0.
87

 

0.
80

 

0.
70

 

0.
83

 

0.
69

 

1.
04

 

M
 

1.
50

 

1.
99

 

2.
09

 

2.
90

 

2.
05

 

3.
73

 

2.
91

 

3.
10

 

3.
64

 

 1.
 G

en
de

r 

2.
 G

en
de

r d
is

cr
im

in
at

io
n 

3.
 Jo

b 
in

se
cu

ri
ty

 

4.
 W

or
kl

oa
d 

5.
 W

or
k-

fa
m

ily
 co

nf
lic

t 

6.
 D

ev
el

op
m

en
t o

pp
or

tu
ni

tie
s 

7.
 P

er
fo

rm
an

ce
 fe

ed
ba

ck
 

8.
 P

ro
ce

du
ra

l f
ai

rn
es

s 

9.
 S

up
er

vi
so

r s
up

po
rt

 



 Chapter 2 

39 
 

t = -1.58, ns; men: β = 0.06, SE = 0.10, t = 0.41, ns). Hypothesis 1c was not supported.  
The results regarding the job resources showed that gender moderated the 

relationship between gender discrimination and development opportunities (women: 
β = -0.30, SE = 0.13, t = -2.22, p ≤ .05; men: β = -0.04, SE = 0.08, t = -0.29, ns). Thus, for 
women there was a negative relationship between gender discrimination and 
development opportunities whereas for men there was no relationship, supporting 
Hypothesis 2a. Gender did not moderate the relationship between gender 
discrimination and performance feedback (women: β = -0.17, SE = 0.15, t = -1.21, ns; 
men: β = 0.04, SE = 0.10, t = 0.36, ns). Hypothesis 2b was not supported. Gender did 
moderate the relationship between gender discrimination and procedural fairness 
(women: β = -0.35, SE = 0.11, t = -2.69, p ≤ .01; men: β = -0.01, SE = 0.09, t = -0.09, ns) 
such that women evaluated procedures as less fair when they experienced gender 
discrimination. Therefore Hypothesis 2c was supported. In addition, gender did also 
moderate the relationship between gender discrimination and supervisor support 
(women: β = -0.29, SE = 0.17, t = -2.12, p ≤ .05; men: β = 0.07, SE = 0.14, t = 0.51, ns). 
Women who perceived more gender discrimination also perceived that their 
supervisor was less supportive, for men there was no relationship. Therefore, 
Hypothesis 2d was supported.  
 
Table 4 
Relationships between Gender Discrimination and the Job Demands and Resources in 
Study 2 

 Women Men 

 β t-value β t-value 

Job insecurity 0.32 2.44* 0.05 0.35 

Workload -0.25 -1.84 -0.03 -0.22 

Work-family conflict -0.22 -1.58 0.06 0.41 

Development opportunities -0.30 -2.22* -0.04 -0.29 

Performance feedback -0.17 -1.21 0.05 0.36 

Procedural fairness -0.35 -2.69** -0.01 -0.09 

Supervisor support -0.29 -2.12* 0.07 0.51 

Note: *p ≤ .05; ** p ≤ .01. 
 

Discussion Study 2 
Study 2 aimed to examine whether gender discrimination was present within a 
gender-balanced organization as well as whether gender discrimination had similar 
associations with women’s perceived job characteristics. Note that the sample size of 
Study 2 was small and therefore the results needs to be interpreted with caution. Once 
again, we found that even a low level of gender discrimination was associated with 
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different perceptions of job demands and resources for women compared to men. 
Gender discrimination was again positively related to women’s job demands (i.e., job 
insecurity) and negatively associated with women’s job resources (i.e., development 
opportunities, procedural fairness, and supervisor support). Thus, although low levels 
of gender discrimination were perceived by the employees, it still had an impact on 
the constellation of job characteristics. These findings underline that gender 
stereotypes are present in society at large (Heilman, 2001) and that gender 
discrimination triggers a negative outlook (Brondolo et al., 2005). 

Compared to the male-dominated work environment, men’s work characteristics 
in the gender-balanced work environment were not related to perceptions of 
discrimination. This seems to suggest that, the numerical representation of women 
and men affects whether men do or do not experience negative outcomes from 
perceiving discrimination against women. It could be that, because of the seemingly 
equal numerical representation of women and men, discrimination is not seen as 
harmful by men as in a male-dominated organization. 

General discussion 
The two studies aimed to contribute to the organizational psychology literature by 
examining job characteristics from a gender perspective. Similar results were found 
within the two organizations which suggests that gender discrimination is related to 
women’s constellation of job characteristics regardless of women’s numerical 
representation within the organization. The overall picture is that when women 
experience gender discrimination this is associated with perceptions of more job 
demands and less job resources. Furthermore, the results across the two 
organizations were pretty consistent regarding the job resources. This may be 
explained by the nature of job resources. Job resources are characteristics that 
individuals can arrange for themselves (Hobfoll, 2002). It could be that it is more 
difficult for women to arrange more job resources due to contextual constraints such 
as supervisors that prefer to interact with similar others (i.e., men; Ramaswami et al., 
2010) and women’s status in general (Ely & Meyerson, 2000; Ridgeway & Correll, 
2004). The results also seem to suggest that simply increasing the number of women 
within organizations, for instance with gender quotas (Dahlerup & Freidenvall, 2005), 
does not eliminate gender discrimination and the associated negative consequences.  

Interestingly, within the male-dominated work environment men’s job resources 
were also negatively associated with perceived gender discrimination. Thus, the 
consequences of gender discrimination are so severe that it is also related to men’s 
perceptions of their job characteristics. Gender discrimination seems to create an 
unsafe work environment. This is in line with theory on the psychosocial safety 
climate within organizations (Dollard & Bakker, 2010). This theory suggest that how 
employees are treated and valued affects their sense of belonging and safety within 
the organization, additionally, the psychosocial safety climate has consequences for 
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employee engagement and health. Thus, gender discrimination against women seems 
to be harmful for all employees. 

Gender discrimination was related to the perceptions of the tangible job 
characteristics of women within two different organizations. Our findings are in line 
with research that suggests that gender stereotypes are present in society at large and 
therefore have an influence in a wide range of organizations (Heilman, 2001). 
Moreover, it underlines the theories that regard gender as a social structure (e.g., Ely 
& Meyerson, 2000; Lorber, 1994; Ridgeway & Correll, 2004). We think our paper 
contributes to the literature because it combines the Job Demands-Resources model 
with literature on gender to map the job characteristics of women and men. Instead of 
suggesting that women in general face more disadvantages at work (e.g., Lorber, 
1994; Risman, 2004), our paper actually links gender and gender discrimination to the 
constellation of quantifiable job characteristics. Our findings may explain previous 
research that found that gender discrimination had a more negative impact on the 
well-being of women at work (Schmitt et al., 2002). Women’s perceptions of a 
suboptimal constellation of job characteristics may be the explaining mechanism 
between gender discrimination and lower well-being of women. 
Limitations and future research 
Besides the strengths, the presented studies also have their limitations. Due to our 
study design the causality of the relationships is unclear. Does a lack of resources 
increase gender discrimination or is it the other way around? Research suggests that a 
competition over scarce resources can increase antagonistic believes between groups 
(Coenders & Scheepers, 2003). In contrast, it may be that gender discrimination 
affects the perceptions of the available resources, which is more in line with our 
assumptions. Future research needs to study the effects of gender discrimination on 
job characteristics over time. For example, by studying employees at the beginning of 
their career and employees who have been working for a while, in order to uncover 
whether the relationship between gender discrimination and the job characteristics 
becomes stronger over time or whether employees develop strategies to overcome 
the negative effects of gender discrimination. 

We used self-report questionnaires to measure employees’ perceptions. 
Perceptions do not necessarily capture the objective characteristics and could be 
biased. However, they are an important indicator of how people experience their 
reality and have been shown to influence both employee as well as organizational 
outcomes (e.g., Riggle, Edmondson, & Hansen, 2009). We have reasons to believe that 
we would have found similar results when we measured job characteristics more 
objectively. A study by Demerouti et al. (2001) indicates that employees’ perceptions 
of job demands and job resources correlate highly with their respective observer 
ratings.  
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Moreover, in both our samples participants reported low levels of gender 
discrimination, therefore the two studies were conservative tests of our model. 
Previous research showed that it is difficult for individuals to perceive and report 
discrimination (Barreto, Ellemers, Piebinga, & Moya, 2010). Replicating these results 
with other measures of gender discrimination in organizations is necessary to obtain a 
more complete view of discrimination. For example, looking at turnover and 
promotion rates of women compared to those of men may provide us with a broader 
insight into the gender discrimination present. 

Previous research suggests that minorities who highly identify themselves with 
their minority group are not only more aware of discrimination, they are also more 
often targets of discrimination due to high identification with their group (Barreto & 
Ellemers, 2010). Given the pivotal role that identification plays in experiencing gender 
discrimination, future research is advised to measure gender identification to see 
whether the relationships found in these studies differentiate between high and low 
identifiers.  

Gender inequality is a serious issue in the Netherlands, compared to other 
countries the Netherlands falls behind in terms of women in top management 
positions (Grant Thornton International Ltd, 2012). Therefore, gender discrimination 
could have a stronger association with the job characteristics of female employees in 
the Netherlands compared to other countries. Research is needed to examine whether 
the relationships found in our studies can also be found in other countries. 
Practical implications and conclusion 
Since even a low level of gender discrimination is associated with gender differences 
in job demands and resources, organizations need to be aware of the prescriptive and 
descriptive stereotypes that are present within the organization. Recent research 
suggested that diversity training may help to decrease implicit and explicit biases 
present within organizations (Moss-Racusin et al., 2014). Such an intervention targets 
the precursors of gender discrimination and, in line with our findings, could diminish 
its effects on job demands and resources.  
 The results indicate that women are not only disadvantaged in hiring decisions 
(e.g., Van den Brink, Brouns, & Waslander, 2006), but their perceptions of their job 
characteristics are also affected by gender discrimination. Organizations may want to 
critically assess how job demands and resources are distributed among employees. 
This way, discriminatory practices could be found and diminished to increase equality 
among employees. In addition, organizations can implement interventions focused on 
increasing employees’ own proactive behavior that targets job demands and 
resources (e.g., job crafting; Van den Heuvel, Demerouti, & Peeters, 2015) such that 
employees themselves can mobilize their job characteristics in a way that suits their 
needs. 
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 To conclude, gender discrimination is associated with perceptions of more job 
demands and less job resources for women in male-dominated and gender-balanced 
organizations. By examining the disadvantaged position of women at work from a job 
demands and resources perspective, we opened a window of opportunity to improve 
women’s work environment, which is likely to also improve their overall position at 
work. 
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Women in minority positions often need to work within a suboptimal environment in 
which the composition of the organization is geared towards fulfilling the needs of the 
majority (i.e., men) and hinders the advancement and functioning of the minority (i.e., 
women; Benschop & Doorewaard, 1998, 2012; Chapter 2; Ridgeway & Correll, 2004). 
For women that have a minority position, this results in higher job demands (e.g., 
higher performance expectations) and less job resources (e.g., development 
opportunities, social support; Benschop & Doorewaard, 2012; Chapter 2; De Pater, 
Van Vianen, & Bechtoldt, 2009; Durbin, 2011; Kmec, 2013; Powell, Bagilhole, & Dainty, 
2009; Ridgeway & Correll, 2004; Sappleton & Takruri-Rizk, 2008). 

This combination of job characteristics can have severe consequences for 
employees such as lower motivation, lower performance, and decreased health 
(Bakker, Demerouti, & Euwema, 2005; Bakker & Demerouti, 2007; Feldt, Kinnunen, & 
Mauno, 2000; Van Vegchel, De Jonge, Bosma, & Schaufeli, 2005). Employees are 
naturally inclined to change this situation by increasing and protecting their own 
resources (Hobfoll, 2001). However, for individuals that already have fewer job 
resources (e.g., minorities at work) it is more difficult to acquire new ones at work and 
therefore they have to invest more effort into gaining resources (Westman et al., 
2004). When job resources are scarce, employees may tap into the resources from 
other life domains (Geurts & Demerouti, 2003). In this paper, we focus on resources 
gained from the self-domain, more specifically on self-work facilitation which is the 
energy, motivation, and intention gained in the self-domain (Demerouti, 2009) that 
can facilitate functioning in the work domain (Demerouti, 2012). 

In order to function optimally, women that have minority positions at work may 
tap into the resources from the self-domain to compensate for the fewer resources in 
the work domain. To do this, they need strategies that, on the one hand, help to create 
a balance between job demands, job resources, and personal needs, and on the other 
hand help to focus and tap into the resources that are available to them. Here, the 
focus is on self-regulation strategies (i.e., mastery approach, self-goal setting, and self-
rewarding) which aim to enhance this balance (Gestsdottir & Lerner, 2008) and focus 
on (creating) resources (Kozlowski et al., 2001; Locke & Latham, 2002; Manz & Sims, 
1980; Neck & Houghton, 2006). This paper aims to contribute to the organizational 
behavior literature by examining whether self-regulation strategies can be especially 
beneficial for women’s in-role performance in minority positions by enhancing their 
self-work facilitation. Self-regulation is thought to be more relevant for women than 
for men, because of women’s lower status within society the work environment is 
suboptimal for women in particular (Benschop & Doorewaard, 2012; Ridgeway & 
Correll, 2004). Therefore, they have to arrange the resources that are relevant for goal 
accomplishment themselves. Our view deviates from traditional views on 
performance and self-regulation, because of the distinction we make between women 
(i.e., minority) and men (i.e., majority). Previous research predominantly adopted a 
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more general approach (e.g., Bandura, 1991; Carver & Scheier, 1998). We think our 
view is relevant, because the work environment provides more benefits and resources 
for men compared to women (Benschop & Doorewaard, 2012; Ridgeway & Correll, 
2004) and hence our distinction allows us to examine whether self-regulation is 
indeed more beneficial for women in minority positions. Of course, diversity 
management within organizations should not result in work environments in which 
women are heavily underrepresented. However, creating a diverse workforce takes 
time and thus it would be beneficial for all stakeholders to identify factors, such as 
self-regulation, that facilitate functioning (Seligman & Csikszentmihalyi, 2000). 
Therefore, we conducted a diary study among employees working in a male-
dominated work environment to examine what daily behaviors help women perform.  
Gender at work 
According to the social construction theory of gender and the gender as social 
structure theory, gender is a social process and is represented in a range of 
organizational components (e.g., policies, practices, and interactions; Ely & Meyerson, 
2000; Ridgeway & Correll, 2004). This social process results in implicit rules or 
cultural schemas that structure the organization and affect the distribution of 
resources and power according to beliefs about gender (Ridgeway & Correll, 2004). 
These beliefs are based upon gender stereotypes of men as the breadwinner (e.g., 
competent, assertive) and women as the caretaker (e.g., warm, helpful; Bakan, 1966) 
and result in a higher status of men within society (Ely & Meyerson, 2000; Lorber, 
1994; Ridgeway & Correll, 2004). Because of men’s higher status the resulting 
composition of the organization is especially beneficial for men and can even hamper 
women’s functioning within organizations (Benschop & Doorewaard, 2012; Ely & 
Meyerson, 2000; Lorber, 1994; Ridgeway & Correll, 2004). Within organizations in 
which there is a tilted representation of women and men (e.g., 35% women and 65% 
men; Kanter, 1977), the composition of the work environment is even less optimal for 
women (Benschop & Doorewaard, 1998, 2012; Sappleton & Takruri-Rizk, 2008). Due 
to women’s minority position there, their presence only has a limited impact on the 
work environment and therefore the work environment is less tailored to their needs.  

This suboptimal composition of the work environment is detrimental for 
performance according to the Job Demands-Resources model which states that it is 
essential to have a balanced composition of the work environment. That is, there 
needs to be a fit between employees’ personal needs and the available job demands 
and job resources for optimal performance (Bakker & Demerouti, 2007). Despite the 
significance of this balance, organizations in which women are a minority do not 
always offer the demands and resources that meet the needs of all their employees. 
Research on the composition of the work environment of these women underlines the 
gendered construction of it (e.g., Benschop & Doorewaard, 1998, 2012; Ridgeway & 
Correll, 2004). Women in minority positions face higher job demands and lower job 
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resources. For instance, these women need to overcome lower performance 
expectations by working harder to prove themselves (e.g., Kmec, 2013; Powell et al., 
2009; Smith, Lewis, Hawthorne, & Hodges, 2013). An example of the lower job 
resources is the lack of access to networks in male-dominated organizations (e.g., 
Durbin, 2011; Emmerik, Euwema, Geschiere, & Schouten, 2006). The networks within 
male-dominated organizations are mostly old-boys networks from which women are 
often excluded (Durbin, 2011). Lacking access to these networks means that women 
may miss out on important information but also on other resources that can be gained 
in these networks (Durbin, 2011; McDonald et al., 2009). All in all, the work 
environment helps to maintain the status quo and thereby gender inequality. It is 
therefore important and beneficial for these women to tap into and benefit from the 
resources from other domains, in order to perform optimally. 
Self-work facilitation 
In general, participating in multiple life domains has positive effects on people’s well-
being (Barnett & Hyde, 2001; Perry-Jenkins, Repetti, & Crouter, 2000; Ruderman, 
Ohlott, Panzer, & King, 2002), it also decreases stress (Barnett, Marshall, & Pleck, 
1992) and increases recovery and performance (Demerouti, Bakker, & Voydanoff, 
2010; Ruderman et al., 2002; Volman, Bakker, & Xanthopoulou, 2013). The expansion 
hypothesis explains these positive effects by suggesting that engaging in activities in 
multiple life domains offers more opportunities and resources to individuals which 
can be used to promote growth and performance in both life domains (Marks, 1977). 
Moreover, spending time on enjoyable activities in a life domain outside of work can 
be energizing, satisfying, and offers a variety of other resources that can be used for 
work (Ruderman et al., 2002; Ten Brummelhuis & Trougakos, 2013) causing a 
positive flow-on effect of these resources to the work domain (Allis & O’Driscoll, 
2008).  

The beneficial effects of engaging in multiple life-domain activities are even more 
profound when people voluntary spend time on them, which is likely the case for 
activities in the self-domain (Ten Brummelhuis & Trougakos, 2013; Thoits, 2003). The 
self-domain involves individuals’ personal desires, activities, and interests that are 
unrelated to one’s family or work (Demerouti, 2012), and consists of “aspects of the 
self that arise from personal characteristics, as well as social categories in which the 
individual claims membership” (Kreiner, Hollensbe, & Sheep, 2006, p. 1318). In fact, 
the self is an important part of how individuals define themselves. Individuals not only 
see themselves as part of a group (Ellemers, Spears, & Doosje, 2002), as partners in a 
close relationship (relational or role identities; e.g. a wife or mum), but also in terms 
of personal characteristics (i.e., personal or individual identities; Brewer & Gardner, 
1996; e.g., sporty). These personal characteristics are what differentiates the 
individual from others. 
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The self-domain is valuable for the work domain, because it likely provides 
employees with energy, motivation, and intention which can be used at work (i.e., self-
work facilitation; Demerouti, 2009). An example of self-work facilitation is a woman 
who just finished a tennis training and may experience an energy and motivation 
boost because she spends time on something she enjoys and perhaps is even good at. 
This energy and motivation boost increases the available energy and motivation for 
the next workday.  
Self-regulation 
How can employees tap into resources from the self-domain when resources at work 
are limited? According to the Conservation of Resources Theory, individuals are 
inclined to increase their own resources to remain motivated and to be able to 
perform at work (Hobfoll, 2001). When the initial level of resources is low, it is more 
difficult for employees to acquire new resources and tapping into the available 
resources is especially important (Westman et al., 2004). Self-regulation strategies 
focused on tapping into the available resources may be relevant for women in 
minority positions. Self-regulation is defined as the internal guidance process of 
individuals that regulates behavior to achieve goals and provides a sense of control 
over the environment (Bandura, 1991; Carver & Scheier, 1998). Self-regulation aims 
to create a balance between the available demands, resources, and individuals’ 
personal goals (Gestsdottir & Lerner, 2008). Thus, the context in which employees 
work and their individual needs shape the goals of self-regulation. Given that the goal 
of self-regulation is determined by the needs of the individual in terms of job demands 
and job resources, the impact of self-regulation on resource-related outcomes can 
thus be expected to be different for women in minority positions compared to their 
male co-workers.  

We focused on three motivational self-regulation strategies (i.e., mastery approach, 
daily self-goal setting, and daily self-rewarding), because maintaining and gaining 
more resources are basic motivational goals (Hobfoll, 2001). Moreover, we chose 
these three strategies, because all three are trainable (Frayne & Geringer, 2000; 
Harackiewicz & Elliot, 1993; Marshall, Kiffin-Petersen, & Soutar, 2012) and offer 
organizations the opportunity to support women’s functioning within minority 
positions. These strategies focus on achieving goals in the work domain by using the 
resources from the self-domain. Mastery approach and self-goal setting induce a focus 
on gaining resources in order to achieve certain work goals (Kozlowski et al., 2001; 
Locke & Latham, 2002; Manz & Sims, 1980), whereas self-rewarding is thought to 
increase the amount of resources in the self-domain when individuals reward 
themselves for achieving a goal (Neck & Houghton, 2006). Mastery approach is 
defined as the regulation of behavior to achieve goals, see obstacles as challenges, and 
focus on those aspects necessary for task accomplishment (Grant & Dweck, 1999). 
Daily self-goal setting is defined as the formation of personal goals to attain personal 
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satisfaction or organizational goals (Marques-Quinteiro & Curral, 2012). More 
specifically, mastery approach and daily self-goal setting facilitate a focus on those 
resources in their environment that may contribute to their goal achievement 
(Kozlowski et al., 2001; Locke & Latham, 2002; Manz & Sims, 1980; VandeWalle, Cron, 
& Slocum Jr., 2001). These strategies are expected to be more important for women in 
minority positions, because the work environment is suboptimal for them (Benschop 
& Doorewaard, 1998, 2012; Ely & Meyerson, 2000; Ridgeway & Correll, 2004). When 
individuals have less resources it is more difficult to acquire other resources 
(Westman et al., 2004). Therefore, it is important for women in particular to gain 
resources from other life domains that aid goal achievement. 

Furthermore, self-rewarding is defined as rewarding one-self with, for example, a 
dinner, a nice gift, or by spending time on personal interests when a work goal is 
achieved (e.g., self-rewarding; Houghton & Neck, 2002). Rewarding one-self with 
activities in the self-domain is likely to increase available resources such as energy, 
motivation, and intention. We suggest that daily self-rewarding may have a greater 
impact on women’s self-work facilitation compared to men, because the self-domain 
resources may compensate for the lower resources at work. These strategies focus on 
achieving goals in the work domain by using the resources from the self-domain. Note 
that we do not suggest that men cannot benefit from self-regulation. However, men do 
have a higher status within most organizations and those organizations are designed 
to meet their needs (e.g., Benschop & Doorewaard, 1998, 2012; Ridgeway & Correll, 
2004; Sappleton & Takruri-Rizk, 2008). Therefore, men may not benefit as much from 
self-regulation as women.  

Hypothesis 1: The relationship between a) mastery approach, b) daily self-goal 
setting, c) daily self-rewarding, and daily self-work facilitation in work 
environments where women are a minority is moderated by gender such that 
women who use these self-regulation strategies experience more daily self-work 
facilitation than men that use these strategies. 

 It is important to examine whether enhancing daily self-work facilitation through 
self-regulation can have a positive impact on women’s in-role performance in 
minority positions to see whether it has an impact on employee outcomes. In-role 
performance is defined as fulfilling the tasks, formal requirements, and 
responsibilities of one’s job (Williams & Anderson, 1991). Overall, research shows 
that participating in non-work roles can have a positive influence on in-role 
performance (Demerouti et al., 2010; Ruderman et al., 2002). Theory suggests that 
these inter-domain facilitation processes may take place via an instrumental path in 
which the self provides resources (e.g., self-esteem, social support) for the work 
domain that facilitate performance or via an affective path (Demerouti et al., 2010). A 
study by Ruderman et al. (2002) showed that managerial women performed more 
effectively because of their involvement in the family domain. These women learned 
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and practiced skills in the family domain (e.g., multitasking, leadership) and this was 
instrumental for their functioning at work. An example of the affective path is 
spending time with friends which may result in a better mood during off-work time 
which is likely to improve motivation to perform at work. Experiencing positive 
emotions in general broadens momentary thought-action repertoires and increases 
personal resources (Fredrickson, 2001). As a result, individuals are more flexible, 
creative, open, and efficient. Hence, tapping into the experienced positive emotions in 
the self-domain may provide the means to perform well at work because it increases 
personal resources and aids cognitive functioning. Figure 1 represents the overall 
research model. 

Hypothesis 2: The interaction between a) mastery approach and gender, b) 
daily self-goal setting and gender, and c) daily self-rewarding and gender will 
have an indirect positive effect on daily in-role performance via daily self-work 
facilitation. 
 

 
Figure 1. Overall research model in which the effects of the self-regulation strategies were first 
examined before examining their indirect effect on daily in-role performance via daily self-work 
facilitation.  

 
Method 

Sample and procedure 
This study was conducted at a university focused on science, technology, engineering, 
and mathematics (STEM) fields in which there was a tilted representation of gender 
(Kanter, 1977) such that female employees were a minority within this university (i.e., 
31.0 % women vs. 69.0% men) in both academic positions (i.e., 25.1% women vs. 
74.9% men) as well as supportive positions (i.e., 35.1% women vs. 64.9% men). 
Moreover, most management positions within this organization were held by men. In 
total 352 employees were asked in a letter to participate. These employees were 
randomly chosen from different faculties and departments. Only 63 employees were 
willing to participate in the study (response rate 17.9%). This low response rate may 
be due to the intensity of the study (i.e., a general questionnaire, five times a diary 
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entry; Ohly, Sonnentag, Niessen, & Zapf, 2010), which was conducted during the 
spring semester period. Participants received a survey package containing a general 
questionnaire, a diary booklet, and an envelope with which they could return the 
material to the researchers. They were instructed to fill out the general questionnaire 
before starting the diary booklet. The diary booklet had to be filled out over five 
consecutive working days before going to bed. Respondents were asked to report the 
time at which they started to fill out the diary which allowed us to check whether 
participants filled it out at the right time slot.  

A diary study design allows for the examination of within-person variables and 
between-person variables. Using such a design allows researchers to link a relatively 
stable variable (i.e., mastery approach; Fryer & Elliot, 2007; Oyserman & Swim, 2001) 
to variables that are likely to vary on a daily basis (i.e., daily self-work facilitation, 
daily self-goal setting, daily self-rewarding, daily in-role performance; Demerouti, 
2012; Manz & Sims, 1991; Neck & Houghton, 2006; Xanthopoulou, Bakker, Heuven, 
Demerouti, & Schaufeli, 2008).  

There were no missing values and the complete dataset consisted of 63 
participants, each with five daily entries (N = 315). Forty participants were female 
(64.5%). On average participants were 43.2 years old (SD = 9.7), had a fulltime 
equivalent (FTE) of .89 (SD = .20), and had been working at the university for 12.6 
years (SD = 9.8). Forty had an academic job (64.5%), and 23 were part of the 
supportive staff (35.5%). In addition, 55 participants had a partner (87.3%), 11 
participants had no children (17%), and all others had one or more children.  
Measures 
The number of items within the general questionnaire and the diary booklet were 
minimized. Daily assessments should not exceed 5-7 minutes (Ohly et al., 2010). The 
items were chosen based on their factor loadings in previous research. 
General questionnaire 
The general questionnaire consisted of background questions and asked about 
participants’ mastery approach.  
Demographic variables. Information was gathered about gender, age, marital status, 
children, tenure, job position, and fulltime equivalence (FTE).  
Mastery approach. Mastery approach was measured with the three items of the 
achievement motivation scale by Van Yperen (2004) which is the Dutch translation of 
the Elliot and McGregor (2001) scale. We measured mastery approach at the general 
level as it is less likely to vary daily (Fryer & Elliot, 2007). The items were scored on a 
five-point scale (1= completely disagree to 5 = completely agree). A sample item is “I 
want to learn as much as possible at work.” The internal consistency of the scale was α 
= .78. 
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Diary measures 
The diary booklet consisted of questions about daily time spent on activities in the 
self-domain, daily self-rewarding, daily self-goal setting, daily self-work facilitation, 
and daily in-role performance. All day-level items were adapted from existing items to 
refer to daily events (Ohly et al., 2010) and were scored on a five-point scale (1= 
completely disagree to 5 = completely agree). We also checked whether participants 
actually spent time on activities in the self-domain (e.g., reading a book) by asking 
them how much time they had spent on this domain that day. On average participants 
spent 91 minutes per day on activities in the self-domain. Men and women did not 
significantly differ in their time spent on the self-domain (t = -1.01, df = 61, ns).  
Self-work facilitation. The Work-Family-Self Interaction Questionnaire by Demerouti 
(2009) was used to measure self-work facilitation. The complete questionnaire 
measures the interaction between family, work, and the self-domain (both conflict and 
facilitation) and is an adaptation of the Geurts et al. (2005) questionnaire. For this 
study, the self-work facilitation items were used. Three items were used in total (α = 
.91 to α = .96). All items started with: “Because I spent time on my personal interests 
after yesterday’s workday…” and were followed by “…I had more fun in my work.”, “…I 
got a good mood, which positively influenced the work atmosphere today.”, or “…I 
became relaxed, by which I could perform better at my work today.”  
Self-goal setting. Self-goal setting was measured with two items from the revised 
Self-Leadership Questionnaire (Houghton & Neck, 2002). The items were refocused to 
a daily level: “Today, I established specific goals for my own performance.” and 
“Today, I worked towards specific goals I have set for myself.” The internal reliability 
varied between α = .62 and α = .94. The variance in the alphas may exist because most 
employees strive for goals daily, however, not everyone sets new goals for themselves 
on a daily basis.  
Self-rewarding. Self-rewarding was measured with two items from the revised self-
leadership questionnaire by Houghton and Neck (2002). The items were adapted to a 
daily level: “Today, when I successfully completed a task, I rewarded myself with 
something I like.” and “Today, when I did something well, I rewarded myself with a 
special event such as a good dinner, a movie, a shopping trip, etc.” The internal 
consistency of the scale varied between α =.83 and α = .98. 
In-role performance. Four items were used to measure in-role performance 
(Williams & Anderson, 1991). The items were adapted to measure in-role 
performance at a daily level. An example is: “Today, I met the formal performance 
requirements of my job.” The scale had an internal consistency ranging from α = .72 to 
α = .86. 
Analyses 
The data have a multi-level structure in which daily measures are nested within 
persons. Multilevel analyses were conducted with the MLwiN program (Rashbash, 
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Steele, Browne, & Goldstein, 2009). Day-level variables were at Level 1 (N= 315) and 
were centered to the individual mean (Ohly et al., 2010) whereas person-level 
variables were at Level 2 (N = 63) and were centered to the grand mean (Enders & 
Tofighi, 2007). The interaction effects were tested by using the centered cross-
products. The three interaction effects and their respective main effects were all 
entered in one equation. The significance of the simple slopes were determined using 
the procedure of Preacher, Curran, and Bauer (2006). For each hypothesis, the simple 
slopes were calculated for women and men separately. Lastly, the indirect effects 
were calculated with the Monte Carlo calculator (Preacher & Selig, 2012).  

Results 
Descriptive statistics 
Table 1 presents the correlations, means, and standard deviations of the study 
variables averaged over the five days. Intra-class correlations show that 52.3% of the 
variance of daily self-goal setting, 36.5% of the variance of daily self-rewarding, 38.7% 
of the variance of daily self-work facilitation, and 37.9% of the variance of daily in-role 
performance could be explained at the between-subject level. Thus, sufficient variance 
can be explained at the within-subject level justifying a multilevel approach. 
Hypotheses testing 
The multi-level analyses showed that there was no main effect of gender (β = 0.03, SE 
= 0.16, t = 0.18, ns), mastery approach (β = -0.24, SE = 0.15, t = -1.58, ns), daily self-
goal setting (β = -0.14, SE = 0.11, t = -1.24, ns) and daily self-rewarding (β = -0.08, SE = 
0.08, t = -0.99, ns) in predicting self-work facilitation (for an overview see Table 2). In 
regards to Hypothesis 1a, multi-level analyses showed that the relationship between 
mastery approach and daily self-work facilitation was indeed moderated by gender (β 
= 0.64, SE = 0.23, t = 2.80, p ≤ .01). The simple slopes analyses showed that the 
relationship between mastery approach and daily self-work facilitation for women 
and men was in the expected direction such that the relationship was positive for 
women (z = 1.62, ns) and negative for men (z = -1.58, ns: Figure 2). Note that, simple 
slopes analyses of multi-level analyses are just an approximation of the effect 
(Dawson, 2014). Therefore, Hypothesis 1a was supported. The results of testing 
Hypothesis 1b showed that the relationship between daily self-goal setting and daily 
self-work facilitation was not moderated by gender (β = 0.25, SE = 0.14, t = 1.78, ns). 
Hypothesis 1b was not supported2. The results of Hypothesis 1c showed that the 
relationship between daily self-rewarding and daily self-work facilitation was  

                                                             
2 Note: Testing all three interaction effects at once is necessary, but also restrictive, especially 
with our sample size. When the interaction effect of daily self-goal setting and gender is tested 
seperately, we do find a significant interaction effect (β = 0.29, SE = 0.14, t = 2.07, p ≤ .05). The 
effect of daily self-goal setting was positive for women (z = 1.52, ns) and negative for men (z = -
1.49, ns). The indirect effect of daily self-goal setting on daily in-role performance via daily self-
work facilitation was not significant (95% confidence interval -0.15 – 0.27). 
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7. Daily self-tim
e 

6. N
um

ber of children 

5. Fam
ily status 

4. FTE 

3. Type of job 

2. Age 

1. Gender 

 Table 1 
M

eans, Standard Deviations, Internal Consistencies, and Correlations am
ong the Study Variables 

0.63 

2.97 

2.07 

3.57 

3.92 

1.31 

3.91 

0.16 

0.89 

0.63 

43.24 

0.63 

M
 

0.48 

0.88 

1.01 

0.93 

0.69 

1.26 

2.95 

0.48 

0.20 

0.48 

9.63 

0.48 

SD 

.03 

.01 

-.13* 

.01 

.37** 

.08 

-.06 

-.16** 

-.12* 

-.10 

-.31** 

 1. 

.07 

-.02 

.01 

-.06 

-.14* 

.06 

-.11 

.03 

-.09 

-.20** 

  2. 

-.03 

-.01 

.02 

.12* 

.10 

-.18** 

.76** 

.18** 

.26** 

   3. 

.01 

-.10 

-.06 

.01 

-.04 

-.04 

.12* 

.02 

    4. 

.04 

.07 

.22** 

.06 

-.05 

.01 

.34** 

     5. 

-.09 

.07 

.09 

.11 

.14* 

-.11 

      6. 

.04 

.04 

.16** 

-.04 

.08 

       7. 

.11 

.04 

-.09 

.03 

        8. 

.30** 

.21** 

.18** 

         9. 

.11* 

.19** 

          10. 

.19** 

           11. 
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moderated by gender (β = 0.30, SE = 0.11, t = 2.81, p ≤ .01). Simple slopes analyses 
revealed that the relationship was in the expected direction such that the effect of 
daily self-reward was positive for women (z = 1.51, ns) and negative for men (z = -
0.99, ns; Figure 3) Hypothesis 1c was supported. 

To examine Hypothesis 2a-c, the direct effect of daily self-work facilitation on daily 
in-role performance was examined first. Daily self-work facilitation was positively 
related to daily in-role performance (β = 0.10, SE = 0.04, t = 2.51, p ≤ .05). Regarding 
Hypothesis 2a, the results showed that there was indeed a moderated indirect effect 
of mastery approach on daily in-role performance via daily self-work facilitation (95% 
confidence interval 0.01-0.14). Thus, Hypothesis 2a was supported. Above, we saw 
that the relationship between daily self-goal setting and daily self-work facilitation 
was not moderated by gender. Therefore, Hypothesis 2b was not supported. Lastly, 
the results showed that there was also a moderated indirect effect of daily self-
rewarding and gender on daily in-role performance via daily self-work facilitation 
(95% confidence interval 0.01-0.07). Hypothesis 2c was supported. 
 

 
Figure 2. Simple slopes for women and men representing mastery approach on daily self-work 
facilitation. 
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Figure 3. Simple slopes for women and men representing daily self-rewarding on daily self-
work facilitation. 

Discussion 
Due to the gendered construction of the work environment, women in minority 
positions face the challenge of working within an environment that facilitates 
especially men’s needs (Benschop & Doorewaard, 1998, 2012; Sappleton & Takruri-
Rizk, 2008). Previous studies have mostly focused on the obstacles that women face at 
work (e.g., De Pater et al., 2009; Durbin, 2011; Sappleton & Takruri-Rizk, 2008), 
whereas research on positive factors (i.e., factors that facilitate women’s functioning) 
is scarce but particularly important because it can offer organizations tools that may 
help to attract and retain more women in these work environments. Because of 
women’s lower status within society (Ely & Meyerson, 2000; Ridgeway & Correll, 
2004), women in minority positions have less access to valuable job resources and 
face more job demands (Chapter 2). The current study focused on the gains of 
resources from another life domain: the self-domain. More specifically, it focused on 
the beneficial effects of resources attained by spending time on personal interests for 
the work domain and the pivotal role that self-regulation strategies play in that 
process. The results showed that self-regulation strategies helped especially women 
in minority positions to attain their work goals using resources from the self-domain. 
In addition, we found that the self-regulation strategies had an indirect effect via self-
work facilitation on in-role performance. 

This study contributes to the literature by showing that the two of the three self-
regulation strategies were differently related to self-work facilitation for women and 
men. Mastery approach and daily self-rewarding were positively related to women’s 
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daily self-work facilitation but not to men’s daily self-work facilitation. Thus, our 
assumption that women in minority positions use self-regulation strategies as a 
means to benefit from the available resources from another life domain to achieve 
their work goals seems to be correct. Having a mastery approach helps to focus on the 
resources that are available and help goal achievement (Kozlowski et al., 2001) 
whereas self-rewarding increases the available resources in the self-domain (Neck & 
Houghton, 2006). The different relationships between self-regulation strategies and 
self-work facilitation of women and men in a male-dominated work environment may 
thus be explained by the greater need of women for resources outside the work 
domain compared to men. Theories that treat gender as a social process suggest that 
women in general have less access to job resources and the situation is even worse for 
women in minority positions (e.g., Benschop & Doorewaard, 2012; Ely & Meyerson, 
2000; Ridgeway & Correll, 2004). The fewer resources that employees have, the more 
effort they need to invest into gaining resources (Westman et al., 2004). Research so 
far has mostly looked at self-regulation from a general perspective (e.g., Bandura, 
1991; Carver & Scheier, 1998) without differentiating between men and women. Our 
results show that it is valuable to look at gender differences regarding the outcomes of 
self-regulation in work environments where one group has a minority position as 
context greatly determines the focus of self-regulation strategies. 

Moreover, self-regulation strategies were positively related to the daily functioning 
of women in minority positions in our study. The results suggest that women in 
minority positions implement self-regulation strategies to enhance self-work 
facilitation to function successfully. For men it is likely that there are different 
pathways to successful performance. Finding factors that positively contribute to 
women’s performance is important so that these factors can be nurtured to help 
individuals thrive (Seligman & Csikszentmihalyi, 2000) even though they face 
challenges.  

We did not find a different relationship between daily self-goal setting and daily 
self-work facilitation for women and men when all the interaction effects were 
included in one analysis. Although the relationship was in the expected direction, it 
was significant only when the interaction was not tested simultaneously with the 
other interactions. Self-goal setting referred to goals set focused on work and 
performance (Neck & Houghton, 2006). In contrast to mastery approach and self-
rewarding, which are done for fulfilling one’s own needs, self-goal setting can also 
include goals that are set to meet others’ expectations and that may in itself be less 
motivating. In addition, self-set goals are more motivating and to achieve them, 
individuals are more willing to invest effort and resources (Locke & Latham, 2002). 
Thus, when goals are set to meet others’ expectations, it may be that individuals are 
less likely to invest resources from the self-domain to fulfil them and that may explain 
the lack of findings in our study.  
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Self-regulation also had an indirect effect on in-role performance via self-work 
facilitation. A focus on resources from other life domains is in line with the increasing 
interest in for example work-family enrichment in addition to work-family conflict 
(Wayne, Grzywacz, Carlson, & Kacmar, 2007) and in line with the broader trend of 
positive psychology (Seligman & Csikzentmihalyi, 2000). Our results show that 
participating in another life domain offers resources resulting in a positive flow-on 
effect to the work domain (Allis & O’Driscoll, 2008) and is instrumental in achieving 
work goals (Demerouti et al., 2010). Doing activities for one’s own enjoyment or out of 
one’s own interest is not only beneficial for satisfaction and energy levels (Ruderman 
et al., 2002) but our results imply that it is also positively associated with performance 
at work. Although previous research has also found a facilitating effect of resources 
from the family domain to the work domain (McNall, Nicklin, & Masuda, 2009), it has 
been suggested that positive effects of participating in another life domain have a 
greater impact when these activities are done voluntary (Ten Brummelhuis & 
Trougakos, 2013; Thoits, 2003). Our results underline that participating in activities 
done for oneself is positively related to in-role performance as they provide affective 
resources that can be used for performance at work. 
Practical implications 
The present study underlines the value of spending time on personal interests for 
women, because it provides them with energy, intention, and motivation to perform 
well even though they face challenges at work. Organizations may pay attention to the 
beneficial effects of spending time on personal interests, activities, and desires on 
organizational outcomes. Most organizations have family responsive policies in place 
to facilitate the work-family balance for their employees (e.g., Voydanoff, 2004). 
Organizations may also offer employees opportunities to spend time on personal 
interests or facilitate that process. For example, organizations can offer employees the 
opportunity to exercise at work or offer them the possibility to attend a language 
course. Research has shown that employees who participate in worksite fitness 
programs are healthier and more productive (e.g., Burton, McCalister, Chen, & 
Edington, 2005; Cowen, 2010).  

In addition, flexible work hours may also make it easier for employees to spend 
time on personal interests, because work time can be adapted so that employees are 
able to spend time on personal interests. Flexible work time has positive effects on, for 
example, work-life balance (Hill, Hawkins, Ferris, & Weitzman, 2010). Flexibility may 
help minorities in particular to spend time on personal interests ultimately increasing 
their overall work performance. Therefore, encouraging employees to spend time on 
their personal interests, by providing opportunities to do so, can increase their overall 
work performance, motivation, and well-being.  
 Further, training self-regulation strategies might also help minorities take 
advantage of the resources gained from the self-domain. Previous research has shown 
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that mastery approach (Harackiewicz & Elliot, 1993), self-goal setting (Frayne & 
Geringer, 2000), and self-rewarding (Marshall, Kiffin-Petersen, & Soutar, 2012) are 
trainable. Therefore, increasing minorities’ self-regulation strategies may help them to 
take advantage of the available resources in non-work domains. 
Limitations and future research 
Although this study has provided initial insight into the daily self-work facilitation of 
women in minority positions and the antecedents of this facilitation, some limitations 
need to be noted. First, the present study only used self-report measures. A diary 
method provides better estimates of individual variables because it takes into account 
the individual baselines (Petrou, Demerouti, Peeters, Schaufeli, & Hetland, 2012). 
However, other-ratings may be considered in future research. In-role performance in 
particular can be evaluated by others (i.e., co-workers, supervisors) and may thus 
provide us with a less subjective view on its relationship with self-work facilitation.   

Furthermore, the self-work facilitation measure expected participants to evaluate 
the causal link between resources in their self-domain and their next day’s functioning 
at work. Even though the family-work facilitation link is often studied similarly (e.g., 
Bakker, Demerouti, & Dollard, 2008; Mauno, Kinnunen, & Ruokolainen, 2006), it may 
be that certain individuals are better at reflecting upon their own attitude and its 
causes than others. Responses may therefore be biased and may be an 
underestimation of self-work facilitation.  

Regardless of the small sample size (N = 63; N = 23 men; N = 40 women) and the 
power issues that come with that (Dawson & Richter, 2006), we did manage to find 
different effects of self-regulation strategies on self-work facilitation for men and 
women. Of course, replication of our results is necessary to see whether these 
strategies are also relevant for women working in more gender-balanced work 
environments to see whether it is a gender effect or a minority effect. 
Conclusion 
This study had a positive perspective to women’s minority positions within male-
dominated work environments and found that self-regulation strategies are likely to 
help women benefit at work from resources gained in the self-domain. These results 
are hopeful as self-regulation strategies can be trained and, thus, women working 
within such environments may be supported by stimulating these strategies. Further, 
self-regulation had an indirect effect on in-role performance via the gains from the 
self-domain, which is beneficial for both employees and employers. 
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Within science, technology, engineering, and mathematic (STEM) work fields, most of 
the employees are men. Therefore, the required and valued skills to be successful 
within this field are based on typical male characteristics, consequently, performance 
standards are also based on these typical male characteristics (e.g., competitiveness, 
assertiveness, working individualistic; Benschop & Brouns, 2003; Fox & Colatrella, 
2006; Sappleton & Takruri-Rizk, 2008; Sonnert, Fox, & Adkins, 2007). The ideal 
employee within such environments possesses typical male characteristics (e.g., 
Benschop & Brouns, 2003; Heilman, 2001), disadvantaging women. This image of an 
ideal employee disadvantages women because they do not fit that image as well as 
men. Research on women’s participation in STEM has traditionally focused on these 
types of explanations (i.e., barriers; Ceci & Williams, 2011; Blickenstaff, 2005, 
Sappleton & Takruri-Rizk, 2008) of why women are underrepresented in these fields. 
This paper takes a different perspective by focusing on factors that may actually have 
a positive impact on women’s well-being and performance within STEM. This is 
important, because research has shown that women do want to pursue a career in 
STEM (Fox & Colatrella, 2006), thus finding facilitating factors may improve women’s 
position within STEM.  

In order to examine factors that may facilitate women’s functioning within STEM 
and other fields in which women have a minority position, we look at the gender 
literature from a positive psychology perspective. More specifically, we look at a factor 
that, according to positive psychology, is important for performance, namely, daily 
work engagement (Christian, Garza, & Slaughter, 2011; Demerouti & Cropanzano, 
2010). Work engagement offers a task-related goal directedness, a willingness to 
spend effort, resilience, and enjoyment of work which could facilitate high 
performance and coping with challenges at work (Christian et al., 2011; Salanova & 
Schaufeli, 2008; Schaufeli, Salanova, González-Romá, & Bakker, 2002). This Chapter 
contributes to the literature by studying the effect of daily work engagement on 
performance within a minority work environment. We expect daily work engagement 
to be a valuable factor for women to perform at a high-level and to cope with the 
challenges that they face due to their minority position.  

Second, we look at behaviors that are important for academic career success, 
namely, daily networking and time control (Heijstra & Rafnsdotter, 2010; Van den 
Brink & Benschop, 2011). Specifically, we examine whether these two behaviors have 
a similar positive impact on women’s and men’s daily work engagement. Insight into 
such positive behaviors could provide us with tools to attract, retain, and train more 
women in occupations where women are a minority like STEM. Moreover, by getting 
insight into such behaviors this paper contributes to the literature by uncovering what 
employees can do themselves to stay engaged whereas most research on the 
antecedents of work engagement has looked at factors dependent on others such as 
job resources (e.g., Bakker, 2011). Lastly, this paper adopts a daily perspective to 
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unravel behaviors that contribute on a daily basis to women’s well-being and 
performance in minority positions. This perspective broadens our understanding of 
positive daily processes that contribute to women’s success within minority positions. 
Behaviors and work engagement 
We focused on two behaviors that are suggested to be important for academic 
performance and work engagement, namely, networking and time control (Heijstra & 
Rafnsdotter, 2010; Van den Brink & Benschop, 2011). First, daily networking likely 
provides access to resources such as social support, development opportunities, and 
helps intensifying relationships with colleagues (Forret & Dougherty, 2004). These 
resources are generally found to be positively associated with work engagement 
(Bakker, 2011). In academia, who you know and with whom you cooperate is 
important for your status and career (Van den Brink & Benschop, 2011). Networking 
is defined as developing and maintaining relationships with others who can be useful 
for work and career goals (Kram, 1985). However, access to influential networks is 
often challenging for women in minority positions (Durbin, 2011; Maranto & Griffin, 
2011). In these areas the ‘old boys’ network’ is highly influential and dominated by 
men. For men it is often easier than women to join this network because they are 
more predictable and similar to the other men. The old boys’ network can make 
women feel isolated and discouraged from joining it (Linehan, 2011). The difficulty 
that women experience entering those networks may explain why networking is less 
likely to result in positive outcomes for them (Van Emmerik, Geschiere, & Schouten, 
2006; Wolff & Moser, 2009). Although networking is likely to increase relevant 
resources it is possible that these effects are canceled out for women as it requires a 
lot of time and energy of women to enter the old boys’ network. In other words, we 
expect that networking will have a positive effect on men’s work engagement whereas 
it will not have an effect on women’s work engagement because for women the costs 
may outweigh the benefits of effective networking. 

Hypothesis 1: The relationship between daily networking and daily work 
engagement is moderated by gender in such a way that the effect of daily 
networking on daily work engagement is more positive for men than for women. 

Second, time control reflects the feeling of being in control of time and using time 
effectively and constructively (Britton & Tesser, 1991). Previous research has shown 
that feeling in control has a positive effect on work engagement regardless of gender 
(Koyuncu, Burke, & Fiksenbaum, 2006) and is especially important when workload is 
high (Demerouti, Bakker, De Jonge, Janssen, & Schaufeli, 2001) as is the case in 
academia (Heijstra & Rafnsdotter, 2010). When feeling in control, high demands are 
seen as challenging instead of a burden (Karasek, 1979). However, the motivational 
effect that time control can have may be canceled out in certain conditions. When one 
is dependent on others’ time schedules (e.g., children; Hessing, 1994) or when one’s 
needs are not reflected in the time schedules at work because these only reflect the 
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needs of the majority (Acker & Armenti, 2004; Santos & Cabral-Cardoso, 2008), time 
control may lose its motivation potential and therefore not enhance work 
engagement. Therefore, women in minority positions may benefit less from the 
motivational potential that time control has. In other words, time control is likely to 
have a positive effect on men’s work engagement but will not have an effect on 
women’s work engagement as the benefits of time control for work engagement may 
not outweigh the time constraints that women face. 

Hypotheses 2: The relationship between time control is moderated by gender in 
such a way that the effect of time control on daily work engagement is more 
positive for men than for women. 

Work engagement and academic performance  
Previous research has shown that work engagement is positively related to job 
performance (Christian et al., 2011; Demerouti & Cropanzano, 2010). Work 
engagement offers resilience, willingness to spend effort and resources on work goals, 
the enjoyment of tasks, and a focus on task-related goals (Christian et al., 2011; 
Salanova & Schaufeli, 2008; Schaufeli et al., 2002) which stimulate job performance 
(Christian et al., 2011; Demerouti & Cropanzano, 2010). Christian et al. (2011) suggest 
that work engagement is a competitive advantage of employers, however, we argue 
that it can also be a competitive advantage of employees, especially minorities, as it 
facilitates the focus on a) those parts of the job that are most likely to be evaluated 
(i.e., number of publications), b) on the job instead of the work context (i.e., 
discrimination), and c) on goals. 

First, work engagement may be especially valuable for women who have a 
minority position at work such as in STEM, as it helps to focus on the part of the 
academic job that is most likely to be evaluated, namely, research productivity 
(Bentley, 2011; Sax, Hagedorn, Arredondo, & Dicrisi III, 2002). Therefore, focusing on 
research activities is important to achieve career goals (Bentley, 2011).  

Second, work engagement is especially important for women in minority positions 
such as in STEM, because it facilitates a focus on the job instead of the work context 
(Christian et al., 2011). Because women in STEM face more challenges and 
discrimination due to their minority position (e.g., Ceci & Williams, 2011) it is 
important for them to focus on the job to be able to perform at high levels. It is 
necessary for women to perform at a higher level than men to receive the same 
positive evaluations, because men are seen as more suitable for the job compared to 
women (Gutek, Cohen, & Tsui, 1996; King, Hebl, George, Matusik, 2009; Oyserman, 
Uskul, Yoder, Nesse, & Williams, 2007; Smith, Lewis, Hawthorne, & Hodges, 2013, Van 
den Brink & Benschop, 2011). For example, in a study on recruitment and selection 
practices in academia revealed that women needed to fulfil all criteria to be 
considered for a job, whereas men only needed to have certain qualities to be 
regarded as suitable (Van den Brink & Benschop, 2011). Another study among female 
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graduate students from STEM fields showed that women felt that they needed to 
study harder compared to male students (Smith et al., 2013). Thus, work engagement 
will be especially important for women’s number of publications in STEM fields. 

Lastly, because work engagement fosters goal-directedness in the face of 
challenges (Christian et al., 2011; Salanova & Schaufeli, 2008; Schaufeli et al., 2002) it 
may be important for women in STEM fields in particular. Research has shown that 
minorities have to actively pursue goal achievement and focus on larger career goals 
to overcome discrimination (Oyserman et al., 2007; Powell, Bagilhole, & Dainty, 2009; 
Smith et al., 2013). A study among female engineers has shown that women indeed 
focused on larger career goals. These engineers focused on being an engineer first and 
a woman second so that no one could doubt their abilities (Powell et al., 2009). 
Therefore, women in STEM may benefit from focusing on research, as it is the most 
important performance indicator, and work engagement may facilitate this process. 

Daily behavior can provide insight into work habits that are predictive of 
publication productivity over the course of several years. Previous studies found that 
work habits like time spent on research and work activity level were able to 
accurately predict performance three and five years later (Bentley, 2011; Hollenbeck 
& Mannor, 2007). Both studies assumed that work habits underlie work activities. In 
our paper, we assume a timeslot of three years as a research process takes on average 
three years to be completed (cf., Bentley, 2011). Current work behavior may not only 
affect performance in the same year but can also have a lagged effect on the number of 
publications three years later. Figure 1 represents the overall research model. 

Hypothesis 3: The relationship between daily work engagement and daily time 
spent on research is moderated by gender in such a way that the effect of daily 
work engagement on daily time spent on research is more positive for women 
than for men. 
Hypothesis 4: The relationship between daily work engagement and the number 
of publications in a) 2011, b) 2012, c) 2013, and d) on the total number of 
publications over three years is moderated by gender in such a way that the 
effect of daily work engagement is more positive for women than for men. 

Method 
Sample and procedure 
Data were collected at a Dutch university of technology. A university of technology is 
an academic institute which focuses on STEM fields (e.g., mathematics, physics). 
Female academics hold a minority position at this university (i.e., 478 women vs. 1424 
men; 25% women vs. 75% men). Furthermore, the number of women working at 
Dutch universities is rather small compared to other European countries (i.e., 26% vs. 
33% on average; European Commission, 2012). In total 130 academic employees of a 
university were approached to participate in the study. Of these 130 employees, 65 
were female and 65 were male. The researchers made sure that participants had 
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Figure 1. Overall research model in which the effects of daily networking and time control on 
daily work engagement were analyzed separately from the effect of daily work engagement on 
the outcomes.  
 
different ranks (i.e., postdoc researchers, assistant professors, associate professors, 
and full professors). With the invitation letter, participants were given a survey 
package containing a general questionnaire (i.e., questions about their background 
and their time control), a diary booklet (i.e., daily time spent on research and teaching; 
daily networking; daily work engagement), and an envelope to return the material to 
the researchers. Instructions stated that the general questionnaire had to be filled out 
before starting with the diary. The diary had to be filled out over five consecutive 
workdays before going to bed. Respondents had to report the time at which they 
started to fill out the diary which allowed us to check whether participants filled it out 
at the right time slot.  

In the end, forty employees (response rate 30.8%; 24 women) participated. The 
low response rate could be caused by the intensity of the study (i.e., one general 
questionnaire and five diary entries). The mean age was 41.8 years (SD = 8.7; range 27 
to 64) and the mean tenure was 14.8 years (SD = 7.7). The mean full-time equivalent 
was 0.9 (SD = 0.2). Two employees were postdoc researchers (5.0%), 26 were 
assistant professors (65.0%), seven were associate professors (17.5%) and five were 
full professors (12.5%). Thirty-three employees had a partner (82.5%), six were 
single (15%), and one had a different family situation (2.5%). Lastly, 15 employees 
had no children (37.5%), eight had one child (20.0%), 15 had two children (15%), one 
had three children (2.5%), and one had four children (2.5%). 
Measures 
General questionnaire 
Demographic variables. Participants were asked about their gender, their academic 
position, their tenure, their department, and their family situation. 

# of publications 2011 

# of publications 2012 

# of publications 2013 

Total # of publications 

Daily time spent on research 

Daily work engagement 

Daily networking 

Time control 

Gender 
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Time control. Time control was measured with five items of the Britton and Tesser 
(1991) time management scale (α = .79). An example item is: “I make constructive use 
of my time.” Responses were given on a 5-point scale (1 = completely disagree, 5 = I 
completely agree).  
Publications. The diary study was conducted in 2011. Information on publications 
was collected over 2011, 2012, and 2013 via the university website. This website is 
up-to-date because it is used to evaluate the research output of the different 
departments within the university. Only journal articles, authored books, or edited 
books were included. The names of the participants were used to match the survey 
data with the publications. The mean number of publications for 2011 was 2.2 (SD = 
2.4), for 2012 it was 2.7, (SD = 3.2), and for 2013 it was 2.4 (SD = 1.9). 
Diary measures 
The number of items in the diary booklet was reduced when possible because the 
participants were asked to fill out the diary over five consecutive days. The day-level 
items were adapted versions of existing items so that items referred to daily events 
(Ohly, Sonnentag, Niessen, & Zapf, 2010). 
Networking. Three items measured the effectivity of upward networking based on 
the scale of James and Yukl (1993): “Today, I formed alliances with influential people 
of the university.” The items were chosen based on factor loadings represented in the 
study of James and Yukl (1993). Answers were given on a 5-point scale (1= totally 
disagree, 5 = totally agree) and had an internal consistency of α = .82-.89.  
Work engagement. Work engagement was assessed with three sub-scales of the 
short-version of the Utrecht Work Engagement Scale (Schaufeli, Bakker, & Salanova, 
2006). The items were scored on a 7-point scale (0= strongly disagree to 6= strongly 
agree). Vigor (α = .91: “Today at my work, I felt bursting with energy”), dedication (α = 
.85: “Today, I was enthusiastic about my job.”), and absorption (α = .86; “Today, I 
immersed in my work.”) were measured with three items each. The overall reliability 
was α = .89-.94.  
Research time. Participants were asked to indicate the time spent on research 
activities (i.e., preparing, executing, and processing of research) in number of hours 
that day. These time indications were not restricted to the contracted work hours, 
thus, if individuals had spent time at home on research they needed to report that as 
well.  The mean research time was 3.0 hours a day (SD = 2.5). 
Control variables 
We used position (i.e., PhD or postdoc, assistant professor, associate professor, full 
professor), department (i.e., biomedical technology, built environment, electrical 
engineering, industrial design, industrial engineering and innovation studies, 
mechanical engineering, mathematics and computer science), organizational tenure 
(in years), and teaching time as control variables as these impact the research 
productivity of an employee (Bentley, 2011). Teaching time indicated how much time 
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was spent on teaching activities that day (i.e., in hours) which were defined as 
preparing, teaching, grading, and individual conversations. As with research time, 
teaching time was not restricted to work hours. 
Analysis 
The data have a multi-level nature with repeated measures in which days are nested 
within persons. Because of the small sample (N = 40), it was not possible to analyze all 
the hypotheses at once in MPLUS. Therefore, we decided to analyze Hypothesis 1-3 in 
the MLwiN program (Rasbash, Steele, Browne, & Goldstein, 2009) which resulted in a 
two-level model in which day-level variables are at Level 1 and were centered to the 
individual mean (Ohly et al., 2010). Person-level variables were at Level 2 and were 
centered to the grand mean (Enders & Tofighi, 2007). Hypothesis 4 was analyzed with 
aggregated scores in SPSS. Interaction effects were examined by using the centered 
cross products and adding these centered cross products along with the main effects 
as predictors in the equation. The significance of the simple slopes was calculated with 
the calculators of Preacher, Curran, and Bauer (2006). 

Results 
Preliminary analyses 
Table 1 presents the correlations, means, standard deviations, and internal 
consistencies of the study variables. To justify multi-level modelling, intra-class 
correlations (ICCs) were calculated for the day-level variables. The ICCs showed that 
20.8% of the variance of networking, 56.8% of the variance of work engagement, 
47.6% of the variance of research time, and 49.7% of the variance of teaching time can 
be explained at the between level. Thus, enough variance can be explained at the 
within level to justify multi-level modelling. There was no significant difference 
between women and men and their number of publications. We did find that women 
were more engaged than men (gender coded as 0 = woman and 1 = man; t = -2.60, p ≤ 
.05). 
Hypotheses testing 
We controlled for the effects of position, organizational tenure, department, and 
teaching time in the analyses of Hypothesis 4a, b, c, and d. We controlled for daily 
teaching time in the analyses of Hypothesis 3, because how much time one can spend 
on research on a given day depends on the time one spends on teaching. These control 
variables were added in the MLwiN equations and the regression analyses. The results 
of the analyses are presented in Table 2.  

Hypothesis 1 suggests that the relationship between daily networking and daily 
work engagement is moderated by gender. Results showed that the main effect of 
daily networking (β = 0.28, SE = 0.09, t = 3.23, p ≤ .01) and the interaction effect of the 
daily networking and gender on daily work engagement (β = -0.25, SE = 0.12, t = -2.05, 
p ≤ .05) was significant. The main effect of gender was not significant (β = 0.39, SE = 
0.27, t = 1.46, ns). Simple slopes analyses revealed that the simple slopes line for men 
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was significant (z = 3.23, p ≤ .01), but not for women (z = 0.48, p = 0.63). The simple 
slopes are presented in Figure 2, daily networking was positively associated with 
men’s work engagement but not with women’s work engagement. Thus, Hypothesis 1 
was supported. 

Regarding Hypothesis 2, gender moderates the relationship between time control 
and daily work engagement. The interaction effect between gender and time control 
(β = -0.97, SE = 0.42, t = 2.32, p ≤ .05) was significant, as was the main effect of time 
control (β = 0.91, SE = 0.35, t = 2.58, p ≤ .01). The main effect of gender was not 
significant (β = 0.22, SE = 0.26, t = 0.86, ns). Simple slopes analyses revealed that the 
simple slope for men was significant (z = 2.58, p ≤ .01), whereas for women it was not 
(z = -1.09, ns; Figure 3). The relationship between time control and daily work 
engagement was more positive for men than for women. Hypothesis 2 was supported. 
There seems to be a ceiling effect for women’s work engagement, their work 
engagement was already significantly higher than men’s work engagement. 

Hypothesis 3 was that the relationship between daily work engagement and daily 
research time was moderated by gender. The interaction effect of daily work 
engagement and gender was significant (β = 1.02, SE = 0.37, t = 2.74, p ≤ .01). The 
main effect of daily work engagement (β = -0.07, SE = 0.27, t = -0.27, ns) and the main 
effect of gender (β = 0.79, SE = 0.62, t = 1.28, ns) were not significant. The simple slope 
for women (z = 3.71, p ≤ 0.01) was significant, whereas for men it was not (z = -0.27, 
ns; Figure 4). The results reveal that daily work engagement was more positively 
associated with women’s daily time spent on research than with that of men, 
supporting Hypothesis 3. 

Hypothesis 4a suggested that gender moderates the relationship between daily 
work engagement and the number of publications in 2011. We found a significant 
interaction effect (β = 2.19, SE = 1.01, t = 2.18, p ≤ .05) but the main effects were not 
significantly related to number of publications in 2011 (daily work engagement; β = -
0.68, SE = 0.72, t = -0.96, ns; gender; β = 0.23, SE = 0.85, t = 0.27, ns). The simple slope 
for women was significant (t = 2.23, p ≤ .05), for men it was not (t = -0.96, ns). Figure 5 
shows that women’s number of publications in 2011 is more positively associated 
with daily work engagement than men’s number of publications in 2011, supporting 
Hypothesis 4a. 

The data did not support Hypothesis 4b: the interaction effect of daily work 
engagement and gender on number of publications in 2012 (β = 1.85, SE = 1.27, t = 
1.46, ns). The two main effects of work engagement (β = -1.41, SE = 0.90, t = -1.56, ns) 
and gender (β = 1.36, SE = 1.06, t = 1.28, ns) were also not significant.  

Regarding the interaction effect of daily work engagement and gender on number 
of publications in 2013, no significant interaction effect or main effect was found (β = 
1.29, SE = 0.79, t = 1.62, ns; daily work engagement; β = -0.32, SE = 0.56, t = -0.57, ns; 
gender; β = 0.56, SE = 0.67, t = 0.84, ns). Hypothesis 4c was not supported. 
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Table 2 
Effects of Daily Networking and Time Control on Daily Work Engagement 

Dependent variable Predictor  β SE t-value p 

Daily work engagement Intercept 3.43 0.21 16.55 ≤ .01 
 Gender 0.39 0.27 1.46 ns 

 Daily networking 0.28 0.09 3.23 ≤ .01 

 Interaction term -0.25 0.12 -2.05 ≤ .05 

Daily work engagement Intercept 3.60 0.21 17.73 ≤ .01 

 Gender 0.22 0.26 0.86 ns 

 Time control 0.91 0.35 2.58 ≤ .01 

 Interaction term -0.97 0.42 -2.32 ≤ .05 

Daily research time Intercept 2.27 0.45 5.06 ≤ .01 

 Gender 0.79 0.62 1.28 ns 

 Daily work engagement -0.07 0.27 -0.26 ns 

 Interaction term 1.02 0.37 2.76 ≤ .01 

Publications 2011 Intercept 0.73 1.60 0.46 ns 

 Gender 0.23 0.85 0.27 ns 

 Daily work engagement -0.68 0.72 -.96 ns 

 Interaction term 2.19 1.01 2.18 ≤ .05 

Publications 2012 Intercept 0.07 2.01 0.04 ns 

 Gender 1.37 1.07 1.28 ns 

 Daily work engagement -1.41 0.90 -1.56 ns 

 Interaction term 1.85 1.27 1.46 ns 

Publications 2013 Intercept 1.19 1.26 0.94 ns 

 Gender 0.56 0.67 0.84 ns 

 Daily work engagement -0.32 0.56 -0.57 ns 

 Interaction term 1.29 0.79 1.62 ns 

Publications ’11-‘13 Intercept 1.99 4.16 0.48 ns 
 Gender 2.16 2.21 0.98 ns 

 Daily work engagement -2.41 1.86 -1.29 ns 

 Interaction term 5.33 2.62 2.03 ≤ .05 
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The interaction effect of daily work engagement and gender on the total number of 
publications over three years was significant (β = 5.33, SE = 2.62, t = 2.03, p ≤ .05). The 
main effects of gender (β = 2.16, SE = 2.21, t = 0.98, ns) and daily work engagement (β 
= -2.41, SE = 1.86, t = -1.30, ns) were not significant. The simple slopes analyses 
showed that neither the line for women (t = 1.66, ns) nor for men (t = -1.29, ns) was 
significant. The pattern in Figure 6 resembles the pattern in Figure 5. Daily work 
engagement is more positively related to women’s number of publications over three 
years than that of men (i.e., supporting Hypothesis 4d). 

 

 
Figure 2. Simple slopes for women and men representing daily networking on daily work 
engagement.
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Figure 3. Simple slopes for women and men representing time control on daily work 
engagement. 
 

 
 Figure 4. Simple slopes for women and men representing daily work engagement on daily 
research time in hours. 
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Figure 5. Simple slopes for women and men representing daily work engagement on number of 
publications in 2011. 
 

 
Figure 6. Simple slopes for women and men representing daily work engagement on number of 
publications over three years. 
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women encounter (Ceci & Williams, 2011). This paper took a different perspective by 
focusing on factors that might cultivate the well-being and performance of women 
that have a minority position at work, namely daily networking, time control, and 
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daily work engagement. In this highly masculine environment daily work engagement 
was an important facilitator of, especially, women’s performance in the form of time 
spent on research, concurrent and future number of publications. We found that the 
behavioral strategies had a positive impact on men’s work engagement but not on 
women’s work engagement.  

This paper contributes to the literature by studying the relationship between 
behavioral strategies such as time control and daily networking, and daily work 
engagement. Previous research on work engagement has mainly focused on the effect 
of the characteristics of the work environment on work engagement (e.g., Bakker, 
2011). However, in this paper we took a closer look at how employee behavior is 
related to their work engagement. We focused on two behavioral strategies that are 
important for success in academia (Heijstra & Rafnsdotter, 2010; Van den Brink & 
Benschop, 2011) and found that they had a motivational effect for men but not for 
women working in STEM. In addition to being excluded from the old boys network 
(Durbin, 2011; Maranto & Griffin, 2011), for women networking activities are not 
related to their work engagement. Thus, the lack of access to networks makes women 
in minority positions not only miss out on important information and collaboration 
opportunities (Van den Brink & Benschop, 2011), it also limits the motivational effect 
that networking can have. Furthermore, academic work environments are sculpted to 
meet the needs of the majority, for example, in terms of time schedules (Acker & 
Armenti, 2004; Santos & Cabral-Cardosa, 2008). Therefore, it requires more effort and 
energy of women in minority positions to gain control over time and realizing this 
may cancel out the motivational effect that time control can have. An alternative 
explanation for these results is that the women in our sample were already highly 
engaged and, therefore, daily networking and time control could not increase 
women’s daily work engagement. 

The positive effect of work engagement on the time spent on research and 
publications of women add to the literature by showing that the effects of work 
engagement are different depending on employees’ minority or majority position 
within the organization. Until now, most work engagement research has focused on 
the benefits of work engagement for all employees (for an overview see Bakker & 
Demerouti, 2008) whereas our results  underline the value of differentiating between 
minority and majority group members because being engaged at work appears to be 
especially beneficial for the minority. These results are in line with studies that 
suggested that goal-directedness is very important for the success of minorities at 
work (e.g., Brown & Jones, 2004; Powell et al., 2009). This paper took a broader 
approach by measuring goal-directedness in the form of work engagement and 
demonstrated that work engagement triggers women to focus on those aspects of the 
job that aid their performance, such as feedback and to ignore those aspects of the 
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work environment that are detrimental for performance such as gender 
discrimination.  

Another theoretical contribution is that a typical work day of engaged women is a 
valid indicator of their long-term goal-directedness and performance. Measuring 
behavior daily reduces the recall bias which often flaws survey design (Ohly et al., 
2010). When asking participants to report about their day, they only have to think 
back a few hours which increases the accuracy of their reports. We think that the 
power of daily work engagement to predict future performance lies in the importance 
of work engagement for work behavior and the preciseness of the daily measure of 
work engagement. 
 Although we found that daily work engagement was a valid predictor of the 
publications of women one year after the diary measure and of the total number of 
publications during the three years following the diary measure, we did not find this 
effect for the two years after the diary measure. We think these results are inherent to 
the fluctuating character of academic research output as a performance indicator. 
Performance not only depends on individual effort but is also influenced by 
environmental constraints and facilitators which cause fluctuations in performance 
beyond the control of the individual (Stewart & Nandkeolyar, 2007). 
Limitations and suggestions 
The context in which the study was conducted could be seen as a limitation. Only 
surveying employees from one organization probes questions about the 
generalizability of the findings. However, surveying participants from a STEM 
university could also be seen as a strength of our research design as the number of 
women in science in the Netherlands is particularly small compared to other 
European countries (cf., European Commission, 2012) and they have a clear minority 
position. Therefore, we are confident that the results of our study are relevant for 
other organizational settings in which women have a minority position. It would still 
be interesting to examine the found effects in other organizations to find out whether 
the effects are similar to the effects found in STEM fields. 

The small sample affects the power of the study (Maas & Hox, 2005). However, 
given that we did find interaction effects the current study can be seen as a 
conservative test of our model. Nevertheless, we believe that replication of the current 
model in a larger sample is necessary.  

Some of the study variables were measured concurrently (i.e., daily networking, 
time control, daily work engagement, and daily research time). Because we test a 
moderation effect of gender this should not be a problem as we look at conditions in 
which men and women perform and feel at their best. Furthermore, by linking daily 
work engagement to objective performance data (i.e., the number of publications of 
three years) we evade the problems associated with a concurrent research design. In 
addition, some may argue that time spent on research affects work engagement. 
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However, based on the theoretical underpinnings that goal-directedness is important 
for minorities (Oyserman et al., 2007; Powell et al., 2009; Smith et al., 2013) and 
empirical results of our paper, we strongly believe that work engagement is an 
antecedent of research time.  

We found that the behavioral strategies of networking and time control were 
especially beneficial for men’s work engagement. Given the positive effects of work 
engagement on women’s performance, future research needs to look into behavioral 
strategies that are especially valuable for women within a minority setting. For 
example, research could look into the beneficial effects of job crafting for women. Job 
crafting enables employees to create their own motivational work environment that 
fulfills their personal work needs (Tims & Bakker, 2010). It could be that women 
benefit more from these strategies, because it allows them to assemble the job 
demands and job resources that are essential for achieving their goals, instead of 
being dependent on the work environment that has been designed to meet the needs 
of the majority. Another option would be self-management behavior (Neck & 
Houghton, 2006), this behavior helps employees to observe the environment and 
adapt their behavior accordingly. It may help women in particular navigate between 
which behavior is expected of employees and what behavior is fitting according to 
persistent gender stereotypes. 
Practical implications and conclusion 
Our findings have important implications for universities and organizations in STEM 
fields, but also for other fields in which women have a minority position. To benefit 
from female talent, it is essential to create conditions where female and male 
employees can excel. We found that on days that women are more engaged they invest 
more time in activities relevant for performance. Diary and longitudinal research has 
shown that job resources are valid predictors of daily and long term work engagement 
for both men and women (e.g., Mauno, Kinnunen, & Ruokolainen, 2007; Tims et al., 
2013). Organizations can offer a variety of job resources to increase work engagement 
in their employees. This may be particularly important for women; since women need 
to work harder to get the same evaluation as equally competent men. This Chapter has 
shown that behavioral strategies are especially beneficial for men’s work engagement. 
Fortunately, both time control (Claessens, Eerde, Rutte, & Roe, 2007) and networking 
(De Janasz & Forret, 2007) are trainable. Therefore, offering time management and 
networking trainings could help employees increase their own work engagement.  

To conclude, this Chapter focused on a positive factor for women’s academic 
performance within a minority position. We found that daily work engagement plays 
an important role in the research productivity of women and that daily networking 
and time control are positively associated with the daily work engagement of men but 
not of women. Unfortunately, we still do not know what specific factors increase 
women’s work engagement. The results underline the importance of women being 
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intrinsically motivated to work within STEM in order to achieve high academic 
performance.  
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Nowadays, the workforce is becoming more diverse, not only in terms of demographic 
characteristics (Ployhart, 2006), but also in terms of career (Strauss, Griffin, & Parker, 
2012), and motivational needs (Strauss et al., 2012; Tims & Bakker, 2010). This makes 
it increasingly difficult for organizations to have one top-down approach to meet the 
needs of all employees (Demerouti, 2015). This growing diversity makes it 
worthwhile to examine employee-initiated approaches to affect work motivation, 
career development, and task performance. Job crafting represents such an employee-
initiated approach which enables employees to shape their own work environment 
such that it meets individuals’ needs by adjusting the prevailing job demands and 
resources (Tims & Bakker, 2010). Job demands are those characteristics of the work 
environment that require energy and effort, whereas job resources are characteristics 
that provide energy, motivate employees, and minimize the impact of demands 
(Bakker & Demerouti, 2007). 

We combined job crafting and gender literature in Study 1 to examine whether job 
crafting strategies that aim to adjust the work environment (i.e., seeking challenges, 
seeking resources, decreasing demands; Tims & Bakker, 2010) help employees, and 
especially women in male-dominated organizations, to create the work environment 
that contributes to their well-being, performance, and career. Organizations that have 
traditionally been occupied by men are struggling to fulfill the needs of women within 
their organization (Benschop & Doorewaard, 1998, 2012). That is, such organizations 
are designed such that they meet men’s needs in particular. Within male-dominated 
organizations women face a multitude of challenges such as organizational 
arrangements that greatly benefit men but hinder women’s functioning (Benschop & 
Doorewaard, 1998, 2012; Sappleton & Takruri-Rizk, 2008), and less access to 
resources (e.g., De Pater, Van Vianen, & Bechtoldt 2009a; McDonald, Lin, & Ao, 2009). 
As such, these women face a suboptimal work environment with high job demands 
and fewer job resources. Given the value of a balance between these two job 
characteristics for employee well-being and performance (Bakker & Demerouti, 
2007), job crafting strategies may help employees and women in particular create the 
work environment that contributes to their well-being, performance, and career. 
Differentiating between women as minority and men as majority is valuable because 
both groups perceive a different work environment (Ellemers, Spears, & Doosje, 2002; 
Sappelton & Takruri-Rizk, 2008) and have different needs (De Pater, Van Vianen, 
Fischer, & Van Ginkel, 2009b; Diekman, Clark, Johnston, Brown, & Steinberg, 2011; 
Sappleton & Takruri-Rizk, 2008). This study contributes to the literature by studying 
the effect of job crafting over time and from a gender perspective. That is, we examine 
whether women in male-dominated organizations may benefit more from job crafting 
over time because it allows them to create a better fit between their needs and the 
work environment. Moreover, this study tries to fill the gap of causality in job crafting 
research by studying the impact of crafting on employee outcomes over time. 
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In Study 2, we aim to contribute to the gender and job crafting literature by 
replicating the results of Study 1. Additionally, we examine whether job crafting is 
trainable within male-dominated organization (e.g., tilted representation, 35% of the 
employees is female and 65% is male; Kanter, 1977) and the mechanism that explains 
the effectiveness of an intervention. We developed an intervention, that combined job 
crafting theory (Tims & Bakker, 2010; Wrzesniewski & Dutton, 2001) with 
experiential learning theory (i.e., past behavior plays an important role in learning; 
Kolb & Kolb, 2012) to increase employees’ job crafting behavior to help them create a 
fit between their motivational, task, and career needs on the one hand, and the job 
demands and job resources needed to fulfill these needs on the other hand. Moreover, 
this study aims to contribute to the job crafting literature by uncovering the causal 
mechanism (i.e., job crafting behavior) through which the intervention affects 
employees’ career satisfaction, task performance, as well as their work engagement. 
When changes in job crafting behavior would be responsible for increases in 
employee outcomes, this would rule out the possibility of a Hawthorne effect 
(Holman, Axtell, Sprigg, Totterdell, & Wall, 2010) and may provide some evidence on 
the causal effects of job crafting. Recent job crafting intervention studies (e.g., Gordon 
et al., 2014; Van den Heuvel, Demerouti, & Peeters, 2015) solely looked at the effect of 
the intervention on the outcomes without looking at the mechanism through which 
change was achieved. When a job crafting intervention may have an actual impact on 
employee outcomes, such an intervention may help employees apply those strategies 
that are especially relevant for them to fulfill their needs. 

In our two studies, we focused on three specific outcomes. First, we focused on 
work engagement as engaged employees are more resilient, can think of different 
ways to tackle a problem, are more willing to spend effort at work, and are therefore 
able to fulfill their job requirements (Bakker & Demerouti, 2008; Schaufeli, Salanova, 
González-Romá, & Bakker, 2002). Second, we focused on task performance as this 
influences whether employees are retained and get promoted within the organization 
(Batt & Colvin, 2011). Lastly, we focused on career satisfaction because this is 
indicative of employees’ happiness with how they are managing their own career 
(Strauss, Griffin, & Parker, 2012) and it greatly determines whether employees want 
to stay within the organization (August & Waltman, 2004). We argue that although job 
crafting focuses on job characteristics, its influence may reach outside of the job scope 
(i.e., career satisfaction). 

Study 1 
Job crafting is defined as making small changes within the boundaries, conditions, and 
relationships of one’s job (Wrzesniewski & Dutton, 2001) by changing the job 
demands (i.e., seeking challenges (e.g., acquiring new responsibilities); decreasing 
demands (e.g., combining tasks)) or job resources (i.e., seeking resources (e.g., asking 
for feedback); Tims & Bakker, 2010) of one’s job. Job crafting is proactive behavior 
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and applied when employees feel that changes in their job are necessary (Petrou, 
Demerouti, Peeters, Schaufeli, & Hetland, 2012). The idea of crafting a job is in line 
with the Conservation of Resources Theory (Hobfoll, 2001) and the broaden-and-built 
theory (Fredrickson, 2001). These theories suggest that employees feel the need to 
increase resources and positive emotions that result into an open mind for 
opportunities to create a motivating job.  

Premises for job crafting are having autonomy to act, perceiving that crafting can 
lead to gains, and having a sense of ability to act (Wrzesniewski & Dutton, 2001). 
Further, job crafting is more likely to occur when tasks are done independent of 
others (Tims & Bakker, 2010). It can help employees to achieve their work goals 
(Parker, Bindl, & Strauss, 2010), to take control, to find meaning in their work, to fulfill 
the need for connection with others (Wrzesniewski & Dutton, 2001), and to improve 
the person-job fit (Tims & Bakker, 2010). Given that the person-job fit for women is 
probably less optimal than that of the majority (e.g., Ridgeway & Correll, 2004), job 
crafting may be especially beneficial for them. We do not suggest that job crafting is 
not beneficial for men (or more general for those in majority positions), but within 
organizations in which men are the majority, the organizational arrangements are 
tailored to their needs (Benschop & Doorewaard, 1998, 2012; Sappleton & Takruri-
Rizk, 2008) because men in general have a higher status than women (Duehr & Bono, 
2006; Kanter, 1977). In addition, when individuals have fewer resources at their 
disposal, they need to put more effort into gaining resources (Westman et al., 2004). 
We hypothesize that women in male-dominated organizations may benefit more from 
job crafting in comparison to men because job crafting may be an effective strategy to 
arrange the resources that they lack, but may use to facilitate their functioning. 

Previous studies show that job crafting is positively related to employees’ work 
engagement (McClelland, Leach, Clegg, & McGowan, 2014; Petrou et al., 2012; Tims, 
Bakker, & Derks, 2013). Job crafting may enhance work engagement because it 
increases the person-job fit such that the job demands and job resources are more in 
line with preferences and needs (Oldham & Hackman, 2010). For example, seeking 
resources that are in line with one’s own needs can stimulate intrinsic as well as 
extrinsic motivation, because resources stimulate personal growth and are 
instrumental in achieving goals (Halbesleben, 2010). Further, crafted jobs stretch 
employees’ skills (Oldham & Hackman, 2010) such that new found challenges foster 
mastery experiences which in turn stimulate employee well-being and willingness to 
spend effort at work (Gorgievski & Hobfoll, 2008). Lastly, job crafting may enhance 
work engagement because it allows employees to eliminate inefficiencies in the 
process of work through decreasing demands (Oldham & Hackman, 2010). 

Regarding performance at work, job crafting has been shown to be positively 
related to employees’ performance (Bakker et al., 2012; Leana, Appelbaum, & 
Shevchuk, 2009; Tims et al., 2013). Performance is defined as the fulfillment of the 
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formal requirements of one’s job (Goodman & Svyantek, 1999). Job crafters may be 
better performers at work, because they arrange the conditions necessary to function 
effectively, fulfill their tasks, and perform well (Tims et al., 2013). For example, by 
asking for feedback during the process of task fulfillment. Therefore, we expect that 
job crafting is positively related to task performance over time.  

In terms of career satisfaction, employees are comparing their current career 
status with their ideal career status (Strauss et al., 2012). Job crafting can help 
employees to achieve their ideal career status by assessing their career needs based 
on their career goals. For example, younger workers may be looking for development 
opportunities whereas older workers may not feel the need to do so (Fried, Grant, 
Levi, Hadani, & Slowik, 2007). Thus, job crafting is relevant for employees’ career 
satisfaction, because through job crafting employees’ can increase their person-job fit 
(Oldham & Hackman, 2010) as they satisfy their career needs and consequently 
increase their career satisfaction (Fried et al., 2007).  

Hypothesis 1: Seeking challenges will have a positive effect on a) work 
engagement, b) task performance, and c) career satisfaction. 
Hypothesis 2: Seeking resources will have a positive effect on a) work 
engagement, b) task performance, and c) career satisfaction. 
Hypothesis 3: Decreasing demands will have a negative effect on a) work 
engagement, b) task performance, and c) career satisfaction. 

The demands and resources that are available to women in a male-dominated 
environment may not meet their needs to the same extent as these work aspects meet 
the needs of men. According to the gender as social construction theory men’s higher 
status within society result in organizational contexts that are tailored to their needs 
(Ridgeway & Correll, 2004). This is underlined by research suggesting that male-
dominated organizations in particular have a gender subtext favoring men (Benschop 
& Doorewaard, 1998, 2012). Given the motivational value of challenges at work 
(Bakker & Demerouti, 2007), it would be greatly beneficial for these women to seek 
their own challenges as it allows them to choose those challenges that fulfill their 
needs and are thus motivating and beneficial for their career and functioning at work. 
In terms of job challenges women are not only assigned less challenges (De Pater et al., 
2009a), they also prefer different types of challenges compared to men (De Pater et 
al., 2009b). Women tend to be more risk-avoidant and choose a different type of 
challenging tasks than men when their performance is evaluated (De Pater et al., 
2009b). As the available challenges within a male-dominated organization, both in 
terms of the amount of challenges and the type of challenges, may not align with 
women’s needs, job crafting may help women to arrange the challenges they need to 
function effectively.  
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Hypothesis 4: Seeking challenges will have a more positive effect on women’s a) 
work engagement, b) task performance, and c) career satisfaction compared to 
that of men. 

Women have less access to job resources (e.g., Benschop & Doorewaard, 1998, 
2012; Forret & Dougherty, 2004) and may therefore benefit more from seeking 
resources. Seeking resources allows them to assemble the resources that support 
their motivational, performance, and developmental needs (Tims & Bakker, 2010). 
Research on the gender subtext of organizations has shown that arrangements and 
processes within the organization reproduce gender differences, because these 
processes favor men and hamper women’s functioning (Benschop & Doorewaard, 
1998, 2012). This subtext is power-based meaning that those employees that fit the 
image of the ideal employee (i.e., man) have privileges and thus access to resources 
that other employees do not have. This subtext translates into different amounts and 
kinds of resources that are available to women and men within the organization. For 
example, women have less access to informal and formal networks (Durbin, 2011; 
Sappleton & Takruri-Rizk, 2008) and to a mentor (Ragins & Cotton, 1991; Sappleton & 
Takruri-Rizk, 2008). Social support is of vital importance for motivation, performance, 
and career outcomes as it provides access to information, advice, and other job 
resources (Sappleton & Takruri-Rizk, 2008; Van Emmerik, Euwema, Geschiere, & 
Schouten, 2006). A final example of the difference in job resources for women and 
men, is the perceived procedural fairness which is the fairness of performance 
evaluations, and promotions (Gillespie, Walsh, Winefield, Stough, & Dua, 2001). 
Procedures in male-dominated organizations are based on the needs and typical 
careers of men such that employees should have a full-time devotion to work 
(Benschop & Doorewaard, 1998, 2012; Sappleton & Takruri-Rizk, 2008). Women may 
therefore perceive that the organizational procedures at place are less fair.  

Hypothesis 5: Seeking resources will have a more positive effect on women’s a) 
work engagement, b) task performance, and c) career satisfaction compared to 
that of men. 

Decreasing demands may protect employees’ health when working in a highly 
demanding job (Petrou et al., 2012). Nonetheless, there is mounting evidence that 
decreasing demands results in negative outcomes for employees (Petrou et al., 2012; 
Petrou, Demerouti, & Schaufeli, in press; Tims et al., 2013) such that it may even lead 
to a negative spiral (Petrou et al., in press). That is, when employees reduce the 
amount of demands it can lead to a non-challenging work environment which is not 
motivating and can be detrimental for performance. The latter led us to expect that 
decreasing demands has a negative impact on employee outcomes.  

However, in context of a gender subtext decreasing demands may still be a 
valuable strategy to achieve a balance between demands and individual preferences 
for women. That is why we hypothesize that decreasing demands may be especially 
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relevant for women working in male-dominated organizations as they need to 
navigate through the gender subtext of organizations (Benschop & Doorewaard, 1998, 
2012; De Pater et al., 2009b). This does not only result in higher demands; it can also 
result in a misfit between the demands present and the preferences of women, 
because the available demands are tailored to men’s needs (Benschop & Doorewaard, 
1998, 2012). Therefore, being able to change these demands may be helpful for 
women. Moreover, women in male-dominated organizations often face lower 
performance expectations, because they need to prove their competence (Heilman, 
2012). Being able to come up with shortcuts and through combining tasks, decreasing 
demands may help these women decrease the strenuous aspects of their job and align 
them with their personal needs (Tims & Bakker, 2010). Keeping in mind the possible 
negative effects of decreasing demands, we hypothesize that the effects of decreasing 
demands will be less negative for women. An overall research model is presented in 
Figure 1. 

Hypothesis 6: Decreasing demands will have a less negative effect on women’s 
a) work engagement, b) task performance, and c) career satisfaction compared 
to that of men. 

 
Figure 1. Overall research model tested with multi-group analyses (i.e., men vs. women) in 
which we controlled for random error measurement (i.e., random error variance (1- α)) in the 
latent factors. 

Method Study 1 
Participants and procedure 
Data were collected within a university specialized in science, technology, 
engineering, and mathematics, where women had a clear minority position (i.e., 
33.1% women; 66.9% men) both at the academic level (i.e., 31.0% women and 69.0% 
men) and the supportive level (i.e., 35.1% women and 64.9% men). The study had a 
longitudinal set-up with two measurement points, one in the beginning of the 
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academic year (October) and one towards the end of the academic year (April). 
Potential respondents received an email from HR with the request to participate and 
that they could win a voucher for a weekend away if they participated at both 
measurement points. In total 1029 participants received an email of which 306 
employees (response rate 29.7%) filled out the first questionnaire and 360 employees 
(35.0%) the second questionnaire. This resulted in 111 employees filling out both 
questionnaires. We conducted Little’s MCAR test to examine whether the dropout 
pattern was completely random (MAC/MCAR; χ2 = 4.60, df = 2, p = .10). The 
participants who dropped out at T2 were not significantly different from the other 
participants at T1 on the study variables (i.e., seeking challenges, seeking resources, 
decreasing demands, work engagement, task performance, and career satisfaction). 
On average employees were working 13.2 years (SD = 11.4) for the organization and 
worked approximately 36.0 hours a week (SD = 6.8). More men (59.8%) than women 
(40.2%) filled out the questionnaire, which is representative for the organization. 
Both academic (52.0%) as well as supportive staff (48%) participated in this study. 
Measures 
Demographic variables. At both measurement points, participants answered 
questions about their gender and their position within the university (i.e., academic 
work or supportive work like human resource management, technical support, etc.). 
Job crafting. Three items measured seeking challenges (αT1 = .76; αT2 = .78), five items 
represented seeking resources (αT1 = .52; αT2 = .61), and three3 items measured 
decreasing demands (αT1 = .53; αT2 = .65; Petrou et al., 2012). Responses were given on 
a five-point scale (1 = never, 5 = often). Example items are: “I ask for more 
responsibilities (seeking challenges)”, “I ask my supervisor for advice (seeking 
resources)”, and “I make sure that my work is mentally less intense” (decreasing 
demands). 
Work engagement. Work engagement was measured with two sub-scales (i.e., vigor, 
dedication) of the short-version of the Utrecht Work Engagement Scale (Schaufeli, 
Bakker, & Salanova, 2006). We decided to focus only on these two dimensions because 
it has been suggested that absorption is a consequence of work engagement whereas 
the other two are the core dimensions of work engagement (Salanova & Schaufeli, 
2008). Responses were given on a 7-point scale (0 = never, 6 = always). Example items 
are: “At work, I felt bursting with energy” (vigor) and “I am proud of the work that I 
do” (dedication). The overall reliability of work engagement was α = .92 at T1 and α = 
.94 at T2. 
Task performance. Three items measured task performance (αT1 = .85; αT2 = .88), one 
example was; “You fulfill all the requirements of your job” (Xanthopoulou, Bakker, 

                                                             
3 We removed one item from the analyses to improve the internal reliability of the decreasing 
demands scale. 
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Heuven, Demerouti, & Schaufeli, 2008). Items were scored on a 7-point scale (1 = not 
at all characteristic of me, 7 = totally characteristic of me). 
Career satisfaction. Three items measured career satisfaction (αT1 = .86; αT2 = .80), 
one example was; “In general, I’m satisfied with my career” (Martins, Eddleston, & 
Veiga, 2002). Items were scored on a 7-point scale (1 = not at all characteristic of me, 7 
= totally characteristic of me). 
Analyses 
We used structural equation modeling and maximum-likelihood estimation to analyze 
our data in AMOS (Arbuckle, 2007). We measured the constructs at two occasions and 
included them as latent factors operationalized with one indicator in our model. The 
latent factors represent the mean scores of the participants corrected for random 
measurement error, which is equal to one minus the internal consistency of the 
construct times the random error variance of the construct (i.e., random error 
variance (1- α); Jöreskog & Sörbom, 1993). Stability paths from T1 to T2 were 
included in our model for all latent factors measured over time to account for across-
time stability in the scores. We controlled for function type (i.e., supportive staff or 
academic staff) by including it as manifest exogenous variable with paths to all 
outcomes at T2. Function type was added as a control variable because these groups 
have different levels of autonomy and needs (Doherty & Manfredi, 2006) which 
influences the extent to which job crafting is possible (Berg, Wrzesniewski, & Dutton, 
2010). Lastly, we included synchronous correlations between the factors on each 
measurement occasion.  
 Three models were fitted to the data to test our hypotheses (i.e., Model 1 and 2 to 
test Hypotheses 1, 3, and 5; Model 3 to test Hypotheses 2, 4, and 6). In Model 1, we 
drew stability paths from T1 to T2 and included causality paths from job crafting to 
the outcomes (i.e., work engagement, task performance, and career satisfaction at T2). 
In Model 2, we constrained the respective synchronous correlations between the 
factors to be equal per measurement wave. In Model 3, we included gender in the 
analyses by conducting a multi-group analyses. Lastly, in Model 4 we constrained all 
paths to be equal for both groups. The fit of the three models was assessed with 
different fit indices, namely the χ2 test, the Goodness-of-Fit Index (GFI), the Root Mean 
Square Error of Approximation (RMSEA) and its confidence interval (i.e., LO90 and 
HI90), the Comparative Fit Index (CFI), the Incremental Fit Index (IFI), and the Non-
Normed Fit Index (NNFI). A well fitted model has a score of .95 of higher on the GFI, 
CFI, IFI, and NNFI and a 0.07 or lower score on the RMSEA of which the confidence 
interval should be narrow (Hair, Black, Babin, Anderson, & Tatham, 2006).  

Before including gender in Model 3, we examined whether the constraints (i.e., 
synchronous correlations are the same on T1 and T2) of Model 2 actually resulted in a 
better fit. Comparing Model 1 (χ2 = 29.7, df = 27, GFI = 0.96, RMSEA = 0.03, LO90 = 
0.00, HI90 = 0.08, CFI = 0.99, IFI = 0.99, NNFI = 0.95) and Model 2 (χ2 = 56.8, df = 32, 
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GFI = 0.93, RMSEA = 0.08, LO90 = 0.05, HI90 = 0.12, CFI = 0.95, IFI = 0.96, NNFI = 
0.91), suggested that Model 1 was a better representation of the data (Δ χ2 = 27.1, Δ df 
= 5, p  ≤ .01). Therefore, in Model 3 (i.e., multi-group analysis) the synchronous 
correlations were not constrained. Model 3 (χ2 = 46.2, df = 42, GFI = 0.95, RMSEA = 
0.03, LO90 = 0.00, HI90 = 0.07, CFI = 0.99, IFI = 0.99, NNFI = 0.93) also had a good fit 
to the data. Model 4 (i.e., multi-group analysis with constrained paths) also had a good 
fit to the data (χ2 = 59.3, df = 57, GFI = 0.93, RMSEA = 0.02, LO90 = 0.00, HI90 = 0.06, 
CFI = 0.99, IFI = 0.99, NNFI = 0.91). The models were not significantly different (Δ χ2 = 
13.1, Δ df = 15, p = .60). Although the models are not significantly different, we do find 
a gender difference in the unconstrained model and therefore chose to focus on that 
particular model. 

Results Study 1 
Means, standard deviations, correlations of all study variables are provided in Table 1. 
A complete overview of the analyses are presented in Table 2 and 3. The results for 
Hypothesis 1 showed that seeking challenges did not have a significant effect on work 
engagement (β = -0.03, SE = 0.11, t = -0.43, ns; Hypothesis 1a) and task performance (β 
= -0.05, SE = 0.15, t = -0.41, ns; Hypothesis 1b), but did have a significant positive 
effect on career satisfaction (β = 0.23, SE = 0.18, t = 2.11, p ≤ .05; Hypothesis 1c). 
Hypothesis 1a and b were not supported, whereas Hypothesis 1c was supported. 
Regarding the results of seeking resources, we did not find a direct effect of seeking 
resources on work engagement (β = -0.04, SE = 0.29, t = -0.41, ns; Hypothesis 2a) and 
career satisfaction (β = -0.02, SE = 0.41, t = -0.16, ns; Hypothesis 2c), but we did find a 
significant effect of seeking resources on task performance (β = 0.29, SE = 0.34, t = 
2.22, p ≤ .05; Hypothesis 2b). Hypothesis 2a and 2c were not supported, Hypothesis 2b 
was supported. Decreasing demands did not have a significant effect on work 
engagement (β = 0.03, SE = 0.17, t = 0.39, ns; Hypothesis 3a), career satisfaction (β = 
0.01, SE = 0.27, t = 0.12, ns; Hypothesis 3c), but it had a positive (rather than negative) 
effect on task performance (β = 0.23, SE = 0.22, t = 1.98, p ≤ .05; Hypothesis 3b). 
Hypothesis 3a-c were not supported.  

The results of testing Hypothesis 4a-c showed that the relationship between 
seeking challenges and work engagement (men; β = -0.08, SE = 0.14, t = -0.78, ns; 
women; β = 0.04, SE = 0.19, t = 0.32, ns), task performance (men; β = -0.01, SE = 0.23, t 
= -0.06, ns; women; β = -0.24, SE = 0.23, t = -1.44, ns), and career satisfaction (men; β = 
0.28, SE = 0.26, t = 1.72, ns; women; β = 0.19, SE = 0.26, t = 1.20, ns) were not 
moderated by gender. In Hypotheses 5a-c we suggested that the positive relationship 
between seeking resources and employee outcomes was moderated by gender. We 
did not find a moderation effect of gender on the relationship between seeking 
resources and work engagement (men; β = -0.03, SE = 0.45, t = -0.21, ns; women; β = -
0.01, SE = 0.43, t = -0.07, ns) and seeking resources and career satisfaction (men; β = - 
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N
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ale. Function type w
as coded as: 1 = academ

ic staff; 2 = supportive staff. Job crafting had a range of 1 to 
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ork engagem
ent had a range from

 0 to 6. Task perform
ance and career satisfaction had a range of 1 to 7. r ≤ .19 is significant at p ≤ .05, r. ≤ .25 are 

significant at p ≤ .01. 
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0.09, SE = 0.75, t = -0.42, ns; women; β = 0.17, SE = 0.49, t = 0.97, ns). Hypothesis 5a 
and 5c were not supported. However, we did find that gender moderated the 
relationship between seeking resources and task performance (men; β = 0.26, SE = 
0.55, t = 1.32, ns; women; β = 0.45, SE = 0.49, t = 2.13, p ≤ .05), supporting Hypothesis 
5b. Hypotheses 6a-c suggested that the relationships between decreasing demands 
and employee outcomes were moderated by gender. The results show that this was 
not the case for work engagement (men; β = -0.07, SE = 0.23, t = -0.65 ns; women; β = 
0.16, SE = 0.24, t = 1.30, ns), task performance (men; β = 0.27, SE = 0.25, t = 1.64, ns; 
women; β = 0.28, SE = 0.28, t = 1.66, ns), and career satisfaction (men; β = -0.19, SE = 
0.43, t = -1.14, ns; women; β = 0.21, SE = 0.32, t = 1.32, ns). Hypothesis 5a-c were not 
supported. 
 
Table 2 
Relationships between Job Crafting at T1 and Employee Outcomes at T2  

 T2 Work 
engagement 

T2 Task 
performance 

T2 Career 
satisfaction 

 β t-value β t-value β t-value 
T1 Seeking challenges -0.03 -0.43 -0.05 -0.41 0.23 2.11* 
T1 Seeking resources -0.04 -0.41 0.29 2.21* -0.02 -0.16 
T1 Decreasing demands 0.03 0.39 0.23 1.98* 0.01 0.12 

Note: * p ≤ .05. 
 

Discussion Study 1 
This study aimed to examine whether job crafting over time is beneficial for 
employees and whether this is especially the case for women in male-dominated 
organizations. Overall, we found that employee task performance benefitted from 
seeking resources and decreasing demands. Thus, by expanding their resources and 
decreasing the demands that hindered their performance, employees within a male-
dominated organization were better able to fulfill their task goals. Moreover, 
employee career satisfaction was boosted by seeking challenges behavior. Challenging 
experiences at work can help employees come closer to their ideal career status 
(Strauss et al., 2012). Thus in line with our expectations, job crafting helps employees 
to close the gap between their needs and the available work characteristics.  

In terms of gender differences, we found that women benefitted especially from 
seeking resources behavior. The findings seem to suggest that women particularly 
benefit from seeking resources which helps them to compensate for the fewer 
resources that they can access in a male-dominated work environment. Thus, 
proactively seeking for new resources may help women complement the resources 
that they have enabling them to fulfill their task requirements. The small effect size of 
these findings are in line with previous gender and moderation research (e.g., Aguinis,  
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Beaty, Boik, & Pierce, 2005; Hyde, 2014). In contrast, we did not find support for the 
other moderation effects between job crafting and the outcomes. This seems to 
suggest that in most cases job crafting has the same effects for everyone.  

Because job crafting seemed helpful for employee functioning and seeking 
resources especially for women, in Study 2 we not only replicated these findings but 
we also went one step further and examined whether job crafting is trainable and 
whether these changes actually have a positive impact on employees’ work 
engagement, task performance, and career satisfaction.   

Study 2 
The aim of Study 2 is threefold: 1) replicating the causal relationships and gendered 
relationships of Study 1, 2) examining the trainability of job crafting within a male-
dominated organization, and 3) examining the mechanism (i.e., job crafting) through 
which the intervention affects outcomes. Training employees to use job crafting in 
their daily work can offer organizations a tool that will help them support employees. 
Such initiatives are important to create engaging work environments and ensure that 
current employees are all able to create the circumstances that allow them to thrive at 
work.  

Although recent intervention studies have examined the possibility of training job 
crafting behavior and the effect of job crafting training on various outcomes, none of 
these studies has actually paid attention to the mechanism through which the 
intervention affects employee outcomes (Gordon et al., 2014; Van den Heuvel et al., 
2015) and to the impact of job crafting on outcomes that go beyond one’s job namely 
the evaluation of one’s own career. Our study tries to fill this gap by examining 
whether an intervention increases job crafting behavior (i.e., manipulation check) and 
consequently work engagement, task performance, and career satisfaction. In 
addition, we examine whether an increase in job crafting behavior is the mechanism 
through which such an intervention affects employee outcomes.  

Our job crafting intervention was designed in line with job crafting theory and 
experiential learning theory. That is, the intervention highlights participants’ past 
experiences with job crafting as these experiences play an important role in the 
learning process and can facilitate actual behavioral change (Kolb, Boyatzis, & 
Mainemelis, 2000). Our intervention incorporated the four stages that are important 
in the learning process to encourage employees to actively apply all three job crafting 
dimensions and to stimulate behavioral change (for an overview see Table 4). 
Learning starts with concrete experiences with the behavior, which are followed by 
reflecting upon this behavior (Sumsion & Fleet, 1996). After reflection individuals are 
in the third stage and have abstract ideas about the new behavior and how they may 
benefit from implementing it (Kolb et al., 2000; Susion & Fleet, 1996). During this 
stage it is important to stress the value of the behavior to increase individuals’ 
willingness to invest energy and time in implementing it (Nielsen, Randall, Brenner, &  
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Step 4: Creating new
 experiences 

Step 3: Abstract concepts 

Step 2: Reflection 

Step 1: Concrete experiences 

Steps 

Overview
 of the Intervention 

Table 4 

• The trainer encouraged participants to think about possible facilitating factors and obstacles for 
their goals. This w

ay, em
ployees could think ahead about dealing w

ith obstacles and how
 to 

optim
ally use facilitators. 

• W
eekly rem

inders w
ere send to encourage goal achievem

ent (e.g., Fjeldsoe, M
arshall, &

 M
iller, 

2009). 
• Setting three specific, m

easurable, acceptable, realistic, and tim
e-bound (SM

ART) goals (Doran, 
1981) for the three w

eeks after the intervention (i.e., w
eek 1: seeking resources, w

eek 2: 
decreasing dem

ands, w
eek 3: seeking challenges). By setting three goals, em

ployees could 
practice all three job crafting strategies. 
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ork-related outcom
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(Schaufeli, Salanova, González-Rom
á, &

 Bakker, 2002), via the Job Dem
ands-Resources m

odel 
(Bakker &

 Dem
erouti, 2007). 
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ployees to think about how
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Albertsen, 2009). During the last stage individuals actively test the behavior to create 
new experiences (Kolb et al., 2000). In order to stimulate the implementation process, 
goal-setting is extremely important (Arneson & Ekberg, 2005). Incorporating the 
stages of experiential learning theory in the intervention will result in higher levels of 
job crafting behavior by the participants compared to the control group. 

Hypothesis 7: Employees participating in the job crafting intervention will 
experience higher levels of a) seeking challenges, b) seeking resources, and c) 
decreasing demands after the intervention compared to the employees in the 
control group. 

Oldham and Hackman (2010) proposed two explanations for the benefits of job 
crafting. First, job crafting can lead to substantial changes in the job after which the 
job is seen as more meaningful, complex, and challenging. Second, the process of 
making changes in itself may be responsible for the benefits of job crafting. That is, 
having the opportunity to adapt one’s job to one’s preferences may be motivating 
already. Regardless of which of the two motivational paths is responsible for positive 
employee outcomes, we expect that the intervention will affect participants’ work 
engagement, task performance, and career satisfaction through increasing their job 
crafting behavior. More specifically, we expect that the effect of the intervention on 
work engagement will occur through job crafting, because offering control and 
opportunities to learn may in itself increase work engagement (Bakker & Demerouti, 
2007). Moreover, the effect of the intervention on task performance and career 
satisfaction will be indirect through increases in job crafting behavior. Increases in job 
crafting will help individuals arrange the conditions (e.g., challenges and resources) 
necessary to be effective in their work and successful in achieving their career goals 
(Tims & Bakker, 2010). At the same time, job crafting may help them eliminate 
hindering or stressful aspects that may interfere with their work or career.  The 
overall research model is presented in Figure 2. 

Hypothesis 8: Employees participating in the job crafting intervention will 
experience higher levels of a) work engagement, b) task performance, and c) 
career satisfaction after the intervention compared to the employees in the 
control group. 
Hypothesis 9: The intervention will affect work engagement through a) seeking 
challenges, b) seeking resources, and c) decreasing demands. 
Hypothesis 10: The intervention will affect task performance through a) seeking 
challenges, b) seeking resources, and c) decreasing demands. 
Hypothesis 11: The intervention will affect career satisfaction through a) 
seeking challenges, b) seeking resources, and c) decreasing demands. 
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Figure 2. The overall research model of Study 2. 

 
Method Study 2 

Participants 
The intervention took place at the same university as in Study 1. Participation was 
voluntary and participants were recruited via HR and/or a newsletter within the 
university. The control group matched the intervention group based on position 
within the university, gender, and age. The total sample at T1 consisted of 60 
employees in the intervention group and 59 employees in the control group. The 
intervention group consisted of 38 women (63.3%) and 25 academics (41.7%). On 
average participants were 40.8 years old (SD = 9.9), were working at the organization 
for 9.9 years (SD = 8.4), and were working on average 35.3 hours (SD = 7.6) a week. 
The control group consisted of 35 women (59.3%) and 25 academics (42.4%). On 
average participants were 44.8 years old (SD = 13.1), were working at the university 
for 15.1 years (SD = 12.8), and were working on average 36.3 hours (SD = 5.8) a week. 

At T2, there was a dropout of 31.6% in the intervention group and a dropout of 
35.6% in the control group leaving N = 40 and N = 38 for experimental and the control 
group respectively. The dropout pattern was completely random (MAC/MCAR; χ2 = 
2.36, df = 3, p = .50) and the participants who dropped out at T2 were not significantly 
different from the other participants at T1 on the study variables (i.e., job crafting, 
work engagement, task performance, and career satisfaction). 

Before the intervention, participants in the intervention and the control group4 
were asked to fill out a pre-intervention questionnaire and six weeks after the 
intervention we asked them to fill out a post-intervention questionnaire. This 
procedure is in line with previous successful behavioral interventions (e.g., Gist, 
Stevens, & Bavetta, 1991; Pattni, Soutar, & Klobas, 2007). Five workshops were given 
with a maximum of 14 participants per workshop. Three of the workshops involved 
supportive staff and two involved academic staff.  
 
 

                                                             
4 Unfortunately, we were not able to provide a workshop to the control group as the responses 
of the control group were anonymous. 

Group x time Job crafting 

Work engagement 

Career satisfaction 

Task performance 
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The workshop 
Previous job crafting interventions (Gordon et al., 2014; Van den Heuvel et al., 2015) 
were the starting point of our workshop design. We added experiential learning 
theory elements to these workshops to increase its effectiveness. The workshop was 
four hours long. During these four hours, participants received booklets with a short 
summary of the workshop and space to write down their job crafting goals (Table 5). 
The workshops were given by trainers who were organizational psychologists and 
experts in the field of job characteristics and training job crafting behavior. The 
participants were told that the aims of the workshop were to increase job crafting 
behavior and work engagement. To achieve these goals, the focus was on employee’s 
needs, past experiences, and present crafting behaviors (see Table 4 for an overview). 
We designed the workshop such that the needs of employees within the university 
were met. We first consulted the literature to pinpoint critical work characteristics 
that both groups needed (e.g., Doherty & Manfredi, 2006). In general, supportive staff 
has the need for more autonomy, trust, and flexible work hours whereas academic 
staff has the need for a manageable workload (Doherty & Manfredi, 2006). Second, we 
held interviews to assess the specific needs of both academic (N = 4) and supportive 
(N = 4) staff within this university. These interviews revealed that academic staff felt 
the need for more performance feedback and acknowledgement, a decrease or change 
in workload, and more challenges. Supportive staff also wanted to receive more 
performance feedback, acknowledgement, and more challenges. In addition, they also 
expressed a need for more task diversity and better communication. Six weeks after 
the workshop, participants discussed their job crafting experiences in an evaluation 
meeting. 
Measures 
In Study 2 the participants were asked to fill out the same measures as in Study 1 and 
the respective Cronbach’s alphas can be found in Table 6. 
Analyses 
The data have a repeated measures design in which time points (Level 1) are nested 
within individuals (Level 2). Therefore, multi-level regression analyses were 
conducted in MLwiN (Rashbash, Steele, Browne, & Goldstein, 2009) to compare the 
intervention group with the control group over time (Shadish, Cook, & Campbell, 
2002). It was not possible to conduct latent growth analyses in AMOS as we only had 
two measurement points. We did not expect any issues with multicollinearity as 
decreasing demands and seeking resources are not significantly related to each other 
(Table 6). Level 1 variables were centered to the person mean whereas Level 2 
variables were centered to the grand mean. Moderation analyses were conducted to 
test the effect of the intervention on the study variables using dummy variables (i.e.,  
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 Exam
ples of Self-Set Job Crafting Goals of the Participants  

Table 5 

• From
 now

 on, I w
ill try to only schedule m

eetings in the afternoon to avoid being interrupted in m
y w

ork 
during the m

orning. 
• On Tuesday, I am

 going to clean m
y desk to w

ork m
ore efficiently. 

• From
 now

 on, I am
 only going to read and respond to em
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o set tim

es a day. 

• From
 now

 on, I am
 going to create a folder in outlook in w

hich I am
 going to save com

plim
ents and positive 

m
essages. 

• This w
eek, I w

ill initiate a m
onthly drink w

ithin our departm
ent to increase the social cohesion. 

• N
ext w

eek, I w
ill discuss w

ith m
y colleague the option to divide custom

er questions such that I handle 
them

 in the m
orning and she w

ill handle them
 in the afternoon.  

• Tom
orrow

, I w
ill send an em

ail to m
y supervisor to say that I w

ill volunteer to coach new
 colleagues. 

• N
ext w

eek, I am
 going to start a new

 research project w
ith m

y colleagues. 
• On Thursday, I w

ill inquire about internal courses that are available w
ithin the organization. 

Exam
ples of self-set goals 
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time of measurement was coded as T1 = 0 and T2 = 1, group belonging was coded as 
control group = 0 and intervention group = 1) and the interaction term of the dummy 
variables. The advantages of using multi-level analyses compared to the more 
traditional repeated measures ANOVA are that the variance is correctly distributed to 
the different levels and it is less affected by violations of sphericity and 
homoscedasticity meaning that effects are estimated more accurately and Type 1 
error rates are lower (Quené & Van den Berg, 2004; Snijders & Bosker, 2003). In 
addition, we calculated simple slopes for the intervention and control group with the 
online utilities of Preacher et al. (2006) to illustrate the moderation effects.  

The mediation effect of job crafting was examined following the four steps of Baron 
and Kenny (1986). Step 1 is met when the independent variable (i.e., ‘group x time’) 
predicts the outcome variable (e.g., work engagement), Step 2 requires the 
independent variable to predict the mediator (i.e., job crafting behavior), Step 3 
requires the mediator to predict the outcome variable, and Step 4 requires the effect 
of the independent variable on the outcome to be 0 when the mediator is included. We 
further conducted a Sobel test to examine whether the mediation effect was 
significant (Preacher & Leonardelli, 2003). In all analyses, function group (i.e., 
supportive staff or academic staff) was added as a covariate.  

Results Study 2 
Means, standard deviations, and correlations of all study variables are provided in 
Table 6. The intervention and control group did not significantly differ on the study 
variables at T1 (i.e., seeking challenges t = 1.76, df = 114, ns; seeking resources t = -
0.16, df = 114, ns; decreasing demands t = -0.49, df = 114, ns; work engagement t = -
1.84, df = 113, ns; task performance t = 0.30, df = 113, ns; career satisfaction t = -1.68, 
df = 113, ns). The means and standard deviations of the intervention and control 
group are provided in Table 7. 
Hypotheses testing 
Intra-class correlations showed that enough variance may be explained at the within-
person level to justify multi-level analyses (i.e., seeking challenges: 26.2%; seeking 
resources: 29.8%; decreasing demands: 51.2%; work engagement: 27.4%; task 
performance: 46.6%; career satisfaction: 24.9%). Tables 8-11 provide a complete 
overview of all the multi-level analyses. Regarding the replication of the results of 
Study 1, we only found a significant direct effect of seeking resources on work 
engagement (β = 0.87 SE = 0.40, t = 2.18, p < .05) which we did not find in Study 1. 
Thus, only Hypothesis 2a was supported but not replicated. Hypothesis 1-6 were not 
supported (as can be seen in Tables 8-10). Thus, we were not able to replicate the 
findings of Study 1. 

In Hypothesis 7, we expected that the intervention would increase job crafting. 
Regarding Hypothesis 7a, the interaction effect of ‘group x time’ on seeking challenges 
was not significant (β = 0.13, SE = 0.14, t = 0.89, ns). Therefore, Hypothesis  
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N
ote: The coefficient alphas in the table are the average alphas of T1 and T2. Correlations below

 the diagonal are betw
een-level 

correlations (N = 119) w
ith correlations r ≥ .18 being significant at p ≤ .05 and r ≥ .24 being significant at  p ≤ .01. Correlations above 

the diagonal are w
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ork engagem
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 0 to 6. Task perform
ance and career satisfaction had a range of 1 to 7.  
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Table 7 
Means and Standard Deviations of the Intervention and Control Group 

 Intervention group Control group 
 M SD M SD 
T1 seeking challenges 2.86 1.04 2.55 0.91 
T2 seeking challenges 3.10 1.05 2.50 0.70 
T1 seeking resources 3.48 0.63 3.51 0.61 
T2 seeking resources 3.54 0.52 3.36 0.64 
T1 decreasing demands 2.17 0.68 2.23 0.70 
T2 decreasing demands 2.41 0.64 2.04 0.66 
T1 work engagement 3.32 1.27 3.76 1.18 
T2 work engagement 3.66 1.16 3.73 0.98 
T1 task performance 5.11 1.32 5.02 1.23 
T2 task performance 5.15 1.18 5.25 0.98 
T1 career satisfaction 3.81 1.52 4.31 1.49 
T2 career satisfaction 4.05 1.38 4.42 1.24 

 
7a was not supported. The multi-level analyses showed that the interaction effect of 
‘group x time’ on seeking resources was significant (β = 0.29, SE = 0.10, t = 3.04, p < 
.01). The simple slopes analyses showed that the intervention successfully boosted 
seeking resources in the intervention group (z = 1.80, p = .07) compared to the control 
group where seeking resources decreased (z = -2.58, p < .01; Figure 3). Hypothesis 7b 
was supported. The multi-level analyses regarding decreasing demands showed that 
the interaction effect of ‘group x time’ was significant (β = 0.40, SE = 0.14, t = 2.81, p < 
.01). Simple slopes analyses showed that the effect was in the expected direction such 
that the intervention group showed more decreasing demands behavior (z = 2.41, p < 
.05) than the control group (z = -1.62, ns; Figure 4). Hypothesis 7c was supported. 
Hypothesis 8a, suggesting that the intervention has a positive effect on work 
engagement, was supported as the ‘group x time’ interaction was significantly related 
to work engagement (β = 0.57, SE = 0.18, t = 3.19, p < .01). The effect was in the 
expected direction such that the work engagement of the intervention group 
increased (z = 2.78, p < .01) compared to the control group (z = -0.08, p = 0.41; Figure 
5). Hypothesis 8b suggested that the intervention had a direct effect on the task 
performance of employees. The results showed that the intervention did not have a 
direct effect on task performance (β = -0.13, SE = 0.25, t = -0.50, ns). Thus, Hypothesis 
8b was not supported. Regarding Hypothesis 8c, the effect of the intervention on 
career satisfaction was not significant (β = 0.28, SE = 0.22, t = 1.24, ns). Hypothesis 8c 
was rejected.  

To test the mediating effect of job crafting in the relationship between the 
intervention and work engagement, we followed the four steps of Baron and Kenny 
(1986). Given the non-significant results of the intervention on seeking challenges, 
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this dimension was excluded from further analyses. Step 1 was met as the 
intervention had a significant effect on work engagement. We further saw that Step 2 
was fulfilled, because the intervention had a significant effect on seeking resources 
and decreasing demands. Step 3 was only supported for seeking resources such that 
seeking resources had a positive effect on work engagement (β = 0.78, SE = 0.19, t = 
4.17, p < .01) and decreasing demands did not have a significant effect on work 
engagement (β = -0.17, SE = 0.12, t = -1.38, ns). Step 4 was not met, as the interaction 
‘group x time’ still had a significant effect on work engagement (β = 0.40, SE = 0.18, t = 
2.27, p < .05) meaning that seeking resources partially mediates the relationship 
between the effect of the intervention on work engagement. The Sobel test further 
showed that the mediation was significant (z = 18.52, SE = 0.01, p < .01). Hypothesis 
9b and c were not supported, but Hypothesis 9a was supported. 

We did not find a direct effect of the intervention on task performance and this 
excludes the possibility of a mediation effect of job crafting in the relationship 
between the intervention and career satisfaction. However, it is possible that there is 
an indirect effect of the intervention on career satisfaction through job crafting. An 
indirect effect is there, when the independent variable predicts the mediator, the 
mediator predicts the dependent variable (Mathieu & Taylor, 2006), and the Sobel test 
is significant (Preacher & Leonardelli, 2003). The first condition was only met for 
seeking resources and decreasing demands (see results above). The second condition 
was only met for seeking resources as seeking resources had a positive effect on task 
performance (β = 0.85, SE = 0.28, t = 3.01, p < .01) whereas decreasing demands did 
not (β = -0.23, SE = 0.18, t = 1.27, ns). The Sobel test showed that there was an indirect 
effect of the intervention on task performance via seeking resources (z = 8.61, SE = 
0.03, p < .01). Therefore, Hypothesis 10a-c were not supported, but we did find a 
significant indirect effect of the intervention on task performance via seeking 
resources. 

Regarding Hypothesis 11a-c, no mediation effect was possible because Step 1 was 
not met. Again, the first condition was only met for seeking resources and decreasing 
demands. Therefore, we examined whether there was an indirect effect of the 
intervention on career satisfaction via job crafting. The second condition was only met 
for seeking resources as seeking resources had a significant effect on career 
satisfaction (β = 0.52, SE = 0.25, t = 2.08, p < .05) whereas decreasing demands had not 
(β = -0.31, SE = 0.16, t = -1.87, ns). The Sobel test showed that the intervention had an 
indirect effect on career satisfaction via seeking resources (z = 7.19, SE = 0.02, p < .01). 
Hypothesis 11a-c were not supported, but we did find an indirect effect of the 
intervention on career satisfaction via seeking resources. 
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N
ote: Group is coded as 1 = intervention; 2 = control. Function type w

as coded as 1 = academ
ic staff; 2 = supportive staff. *p ≤ .05; ** p ≤ .01. 

Decreasing dem
ands x gender 

Decreasing dem
ands 

Seeking resources x gender 

Seeking resources 

Seeking challenges x gender 

Seeking challenges 

Gender 

Function type 

Intercept 

 

 

M
ulti-level Regression Outcom

es for Task Perform
ance 

Table 9 

 

    0.42 

 0.18 

5.02 

β 

Task perform
ance 

 

    1.47 

 1.08 

38.88** 

t-value 

 

   0.34 

0.23 

0.21 

0.21 

4.87 

β 

 

   0.59 

0.52 

1.20 

1.18 

27.85** 

t-value 

 

  0.68 

   0.18 

5.02 

β 

 

  1.64 

   1.08 

38.88** 

t-value 

 

 0.81 

0.18 

  0.21 

0.21 

4.87 

β 

 

 0.96 

0.27 

  0.18 

1.20 

27.83** 

t-value 

 

-0.19 

     0.18 

5.02 

β 

 

-0.70 

     1.07 

38.58** 

t-value 

-0.12 

-0.12 

    0.21 

0.21 

4.87 

β 

-0.21 

-0.27 

    1.19 

1.19 

27.69** 

t-value 
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N
ote: Group is coded as 1 = intervention; 2 = control. Function type w

as coded as 1 = academ
ic staff; 2 = Supportive staff. . A t-value is significant at a p ≤ .05-

level w
hen it is bigger than or equal to 1.96, w

hereas t-values bigger than or equal to 2.58 are significant at a p ≤ .01-level. 

Decreasing 
dem

ands 

Seeking 
resources 

Tim
e x 

group 

Group 

Tim
e 

Function 
type 

Intercept 

   

M
ulti-level Regression Effects of the Intervention on the Outcom

e Variables 

Table 11 

 

 0.13 

0.30 

0.09 

0.28 

2.39 

β 

Seeking 
challenges 

Outcom
e variables 

 

 0.89 

1.76 

0.83 

1.71 

15.43 

t-value 

 

 0.29 

-0.03 

-0.18 

0.09 

3.46 

β 

Seeking 
resources 

 

 3.04 

-0.28 

-2.58 

0.88 

35.67 

t-value 

 

 0.40 

-0.05 

-0.17 

0.11 

2.16 

β 

Decreasing 
dem

ands 
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-0.43 

-1.62 

0.96 

20.00 

t-value 

 

 0.57 

-0.45 

-0.11 

0.49 

4.49 

β 

W
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ent 

 

 3.19 

-2.09 
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2.35 
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t-value 
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4.44 

β 
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-1.80 

0.09 
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t-value 
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0.14 

0.29 

0.22 

4.87 

β 

Task 
perform

ance 

-1.27 

3.01 

-1.13 

0.63 

1.62 

1.06 
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t-value 

-0.31 

0.52 

0.23 

-0.50 

0.03 

-0.03 

4.33 

β 

Career 
satisfaction 

-1.87 

2.08 

0.99 

-1.89 

.20 

-0.13 

18.26 

t-value 
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Figure 3. Simple slopes for the intervention and control group representing the slope of seeking 
resources over time.   
 
 

 
Figure 4. Simple slopes for the intervention and control group representing the slope of 
decreasing demands over time.   
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Figure 5. Simple slopes for the intervention and control group representing the slope of work 
engagement over time.   
 

Discussion Study 2 
The second study of this paper aimed to replicate the findings of Study 1 and to 
examine the impact of a job crafting intervention on job crafting behavior, work 
engagement, task performance, and career satisfaction. Moreover, we examined 
whether increases in job crafting behavior were the mechanism through which the job 
crafting intervention had an impact on employee outcomes. We were not able to 
replicate the findings of Study 1 in Study 2. We only found one significant effect of job 
crafting, namely that seeking resources was positively related to employee work 
engagement. Through increasing the amount of job resources, individuals closed the 
gap between the available job resources and their personal preferences for job 
resources, making their work environment more motivating (Oldham & Hackman, 
2010). We did not find any gender differences in the effectiveness of job crafting.  

Regarding the second aim of our study, we found that the intervention had a 
positive and direct effect on two of the job crafting behaviors (i.e., seeking resources 
and decreasing demands) and on the work engagement of participants. These findings 
are in line with previous research into job crafting (Gordon et al., 2014; Van den 
Heuvel et al., 2015). In contrast, we did not find a direct effect of the intervention on 
task performance and career satisfaction. Instead, we found that the intervention 
affected task performance and career satisfaction via the seeking resources behavior 
of employees. In addition, we found that seeking resources behavior mediated the 
relationship between the intervention and work engagement. These findings are in 
line with our second research aim suggesting that the intervention had an effect on 
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employee outcomes through seeking resources. That is, changes in seeking resources 
behavior were the underlying mechanism through which a job crafting intervention 
affected employee outcomes. These findings extend previous research on job crafting 
interventions (Gordon et al., 2014; Van den Heuvel et al., 2015) and provides evidence 
for our assumption that a Hawthorne effect cannot explain the effects of these 
interventions.  
  Our intervention did not affect the seeking challenges behavior of participants. 
Challenges can have a positive effect on employees as they trigger development, but 
taking on a new challenge also requires a lot of effort (Crawford, LePine, & Rich, 
2010). The effort that is required to seek and act upon challenges may cancel out the 
benefits of developing oneself on the short-term. To follow up on the participants in 
the intervention condition, we invited them for an evaluation meeting. Some of the 
participants mentioned that they simply did not have enough time to seek for 
challenges due to their workload. When employees already experience high job 
demands, they may not feel the need to seek for more challenges but may feel the need 
to decrease the demands that they experience to avoid health problems (Petrou et al., 
2012). We conducted post-hoc analyses by including workload as a covariate in the 
multi-level analyses, however, this did not change the results and cannot explain our 
findings. Therefore, the question why the job crafting intervention did not affect the 
seeking challenges behavior of our participants remains unanswered.  
 Lastly, we did not find an effect of decreasing demands on the outcomes. 
Decreasing demands can have both a positive as well as a negative impact on 
employee functioning (Petrou et al., 2012). The benefits of decreasing demands in 
terms of its potential to shield individuals from burnout, may not always outweigh the 
counterproductive effect that it can have.  

General Discussion 
Based on elaborate research designs (longitudinal and a quasi-experimental study), 
we were able to establish causal relationships between job crafting and employee 
outcomes. Employees in a male-dominated organization benefitted from seeking 
resources behavior in terms of higher task performance and higher work engagement. 
Seeking resources seemed to be especially beneficial for women’s task performance, 
thus it represents a mean for women to improve their job characteristics so that they 
can excel even though they are a minority at work. Expanding the focus of the job (in 
terms of challenges) seems to be an effective way to increase one’s fit with the job for 
employees who lack challenges. Moreover, in contrast to our expectations, decreasing 
demands helped employees in Study 1 reduce the strenuous aspects of work that may 
be in the way of task performance. Furthermore, we were able to manipulate the level 
of job crafting of participants and consequently showing that job crafting is not only 
important for employee outcomes (in- and outside of the job), but can also be altered. 
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Seeking resources seemed to play a vital role in transferring the effect of the 
intervention onto actual employee outcomes.  
Theoretical contributions 
This paper contributes to the literature of job crafting and the gender literature in at 
least three ways. First, it showed that seeking challenges boosted employees’ career 
satisfaction over time, which is an outcome that goes beyond one’s work. Seeking 
challenges allows employees to pick the challenges that are in line with their career 
goals. Thus, it helps employees close the gap between their current career status and 
their ideal career status (c.f., Strauss et al., 2012). Although previous research hinted 
at a relationship between job crafting and career satisfaction (Strauss et al., 2012), our 
study is the first to show that seeking challenges can actually predict future career 
satisfaction. Nevertheless, the intervention did not increase employees’ seeking 
challenges behavior and given its relevance for career satisfaction more research is 
needed on how to boost employees’ seeking challenges behavior. Nonetheless, these 
findings underscore that job crafting is depending on individual needs and these 
needs determine what type of behaviors individuals decide to use. 
 Second, our paper contributes to the literature by establishing a causal 
relationship between seeking resources behavior, task performance and work 
engagement. Seeking resources helps individuals to gather those resources that aided 
their task achievement. That way they can maintain motivation and avoid frustration 
or boredom (Demerouti, Bakker, & Halbesleben, in press). Although, a correlational 
study suggested a positive relationship between the two (Bakker, Tims, & Derks, 
2012), our study is the first to establish a causal relationship between seeking 
resources and task performance over time. These findings are in line with 
Conservation of Resources Theory (Hobfoll, 2001) and the broaden-and-built theory 
(Fredrickson, 2001) such that employees indeed feel the need to increase the 
resources available to them.  

In addition, seeking resources seemed to be most beneficial for women’s task 
performance. Previous studies on job crafting have largely ignored the possibility that 
the benefits of job crafting may be different depending on employees’ group 
membership within the organization (e.g., Petrou et al., 2012; Tims et al., 2013). Our 
results show that women seem to gain more from seeking resources over time and 
complement studies that showed that women needs are not met in the same extent as 
the needs of the majority (i.e., men) in a tilted work environment (De Pater et al., 
2009b; Diekman et al., 2011). Thus, for organizations that struggle to meet the needs 
of their diverse workforce top-down, the bottom-up approach of job crafting is indeed 
able to increase employees’ proactive behavior and enable employees to create the 
work environment that fulfills their needs. 
 In the same vein, we found that intervening in job crafting behavior altered seeking 
resources behavior which was responsible for changes in employee outcomes. This 
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entails that job crafting is the underlying mechanism through which an intervention 
can affect individuals’ outcomes. In line with the arguments of Oldham and Hackman 
(2010), the process of making changes in the job is responsible for the positive 
outcomes of job crafting. Being able to adapt and change the job to one’s needs 
improves not only the job, but also has an impact on outcomes outside of the direct job 
(i.e., career satisfaction). Our results expand previous studies by ruling out a 
Hawthorne effect by demonstrating that simply participating in an intervention is not 
enough to increase the fit between job demands, job resources, and participants’ task 
and career needs. Actual changes in seeking resources behavior were necessary to 
increase task performance and career satisfaction. Our results further suggest that 
simply being part of the process of change (i.e., the intervention) was enough to 
increase employees’ work engagement.  

Third, our study contributes to the job crafting literature by showing that not only 
did decreasing demands behavior have a positive impact on task performance, but this 
behavior was also trainable in a male-dominated context. Research on decreasing 
demands behavior predominantly finds negative effects of this type of behavior 
(Petrou et al., 2012; Petrou, Demerouti, & Schaufeli, in press; Tims et al., 2013) 
suggesting that it results in a non-challenging work environment. This type of work 
environment can have detrimental effects for both motivation and performance of 
employees. However, our results suggest that employees in a male-dominated work 
environment benefit from the reduction of their demands as it enables them to better 
fulfil their task requirements. This finding is more in line with research that suggests 
that reducing demands can actually focus on decreasing the strenuous aspects of the 
job (Tims & Bakker, 2010) and can protect employees from burnout symptoms 
(Petrou et al., 2012). This way, employees are better able to focus on their task-related 
goals.  

Regarding the intervention findings, the results showed that combining 
experiential learning theory with job crafting theory can enhance participant’s job 
crafting behavior. Experiential learning theory is mostly applied in educational and 
management development settings (Kolb & Kolb, 2012; Ng, Van Dyne, & Ang, 2009). 
Our research adds to the job crafting literature by showing that experiential learning 
is a valuable tool to train job crafting behavior. This theory can actually support 
employees learning to use a bottom-up approach to enhance person-job fit. 
Fortunately, our results showed that decreasing demands does represent a beneficial 
strategy for employees and can protect employee health and performance (Petrou et 
al., 2012).  
Limitations and future research 
First, in both studies a great number of participants dropped out during the course of 
the study. The number of remaining employees may have affected the power of the 
study (Cohen, 1992). A meta-analysis on the effectiveness of organizational 
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interventions reported that psychological interventions have a mean effect size of 0.44 
(Arthur Jr., Bennett Jr., Edens, & Bell, 2003) which leads us to believe that we did have 
sufficient power to detect effects in Study 25. Nonetheless, we were not able to 
replicate the findings of Study 1 in Study 2. 

Second, we do believe that replication of our results is necessary not in the least to 
look at the longer term effects of job crafting for women in male-dominated 
organizations as well as the longer term effects of the job crafting intervention. It is 
important to look at the longer term effects of job crafting for these women to see 
whether there is a self-selection effect in Study 1 such that women in male-dominated 
organizations only remain working there when they have job crafting skills or do they 
develop better job crafting skills while working in such an environment? Furthermore, 
we do not know the longer term effects of the intervention as the last measurement of 
the job crafting intervention was six weeks afterwards. It remains unclear whether the 
positive effects of the intervention are still present after six months, or that the effects 
have become even larger. Future research may study the long-term effects of the 
intervention but may also look into the beneficial effects of revision exercises on the 
retention of job crafting behaviors. 

Third, the quasi-experimental design of Study 2 required us to check if there were 
differences between the intervention and control group at the T1 variables. Some 
suggest that individuals who are in need of change will respond more readily to 
invitations of interventions (Shadish, 2002), which may lead to differences between 
groups. Note that there were no significant differences between the intervention and 
control group at T1 on the study variables. Nonetheless, ideally we would have 
randomly assigned the participants to the two groups but the organization did not 
allow us to do this. 

Another limitation of our studies is that all our measures are based on self-reports, 
which may have caused common method bias. However, if common method bias 
would be a problem there would be positive relationships between all variables in 
general (Holman et al., 2010). There would also be a similar change pattern in both 
the control group as well as the experimental group that would wipe out any 
mediation effects. We nevertheless think it is important for future research to 
consider using other-reports for measuring career progress or task performance. In 
that case, it is possible to more objectively measure whether job crafting affects these 
outcomes.  

Moreover, qualitative research may provide us with better insight into the actual 
goals that individuals set for themselves and the specific challenges or resources that 

                                                             
5 Before conducting Study 2, the effect sizes of the hypothesized relations were calculated based 
on findings of previous studies. These effect sizes ranged from 0.32 to 0.66 and only the effect of 
seeking challenges on career satisfaction was below 0.44. 
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individuals look for. As previous research suggests, women prefer different challenges 
compared to men (De Pater et al., 2007b). A qualitative study may help us to 
understand what kind of challenges and resources women are looking for and may 
help organizations to offer job characteristics that are also fulfilling women’s needs.  

The internal consistencies of seeking resources and decreasing demands were 
rather low. The items used were part of a validated job crafting questionnaire (i.e., 
Petrou et al., 2012), but it has been suggested that the internal consistency of 
questionnaires can be different for different groups of individuals (Cronbach & 
Shavelson, 2004). The measure was validated among employees who were 
experiencing organizational change (Petrou et al., 2012). Maybe specific work 
situations determine how employees react to the job crafting items. More research 
focused on developing job crafting questionnaires is needed to improve its 
measurement. 
Practical implications and conclusion 
Given the benefits of job crafting in both studies, organizations may want to pay 
attention to creating circumstances that support individuals’ job crafting behaviors. In 
order to job craft individuals must be able to do (some) tasks independently (Tims & 
Bakker, 2010), have some autonomy to make small changes in their job, and they 
perceive that job crafting is encouraged not punished (Wrzesniewski & Dutton, 2001). 
By offering training and creating the conditions that facilitate job crafting, 
organizations can support their employees and particularly women, which may help 
to retain female employees within the organization and in the long-term help to create 
a more equal workforce.  

The positive results of the participants in the intervention group demonstrate the 
value of interventions that aim to stimulate proactive behavior of employees (e.g., 
Gordon et al., 2014). These interventions provide the opportunities for employees to 
actively shape their work environment to fit their needs, abilities, and goals. Past job 
crafting interventions have shown that it helps employees to cope with organizational 
change (Gordon et al., 2014; Van den Heuvel et al., 2015). Therefore, practitioners and 
organizations may consider adding a positive organizational behavior intervention to 
their HR portfolio, because such an intervention may be a competitive advantage as 
bottom-up approaches enable employees to create a motivating and resourceful work 
environment.  
 Furthermore, the effectiveness of our intervention underlines the value of 
implementing certain aspects in an intervention to achieve behavioral change. It is 
valuable for practitioners to incorporate different aspects of experiential learning 
theory (Kolb et al., 2000) in the intervention. Focusing on past experiences with job 
crafting, reflecting upon them, underlining the value of such behavior, and 
encouraging behavioral experimentation with the help of self-set goals, are important 
for the effectiveness of the job crafting intervention. The importance of setting SMART 
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goals should not be underestimated as such goals help employees to set realistic and 
achievable goals (Doran, 1981). 

In conclusion, organizations have to deal with a diversified workforce and the 
great diversity of motivational needs that come with that. This research directed 
attention to the benefits of job crafting behavior for employees and particularly 
women at work. Job crafting helped women in male-dominated organizations create 
the circumstances that they needed for success. Organizations can support these 
women and other employees by offering the job crafting intervention presented in 
this paper. The intervention gave employees the tools to create a sustainable work 
environment that allowed them to excel in their work and in their career. 
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Gender inequality is still a major issue in contemporary organizations (e.g., Eagly & 
Carli, 2007; Heilman, 2012; Sappleton & Takruri-Rizk, 2008; Xu, 2008). There are 
significantly fewer women than men in top management and academic positions 
(Catalyst, 2014; European Commission, 2012; Stichting de Beauvoir, 2012), and it 
takes women longer to reach these positions of power (Eagly & Carli, 2007). Changing 
this inequality has been very difficult due to the complexity of the issue (Van den 
Brink & Stobbe, 2014). Gender stereotypes play an important role, which are beliefs 
about what women and men are and what type of roles they are supposed to fulfill 
(Heilman, 2001). The inequality also involves gendered organizational settings which 
are tailored to meet the needs of male employees in particular (Benschop & 
Doorewaard, 1998, 2012; Ely & Meyerson, 2000; Ridgeway & Correll, 2004; Sappleton 
& Takruri-Rizk, 2008). Obviously, changing stereotypes, organizational culture, and 
context takes a lot of time and is difficult as it involves many factors (Benschop & 
Doorewaard, 2012; Diekman & Eagly, 2000). When it is difficult to change the context 
of and processes within an organization, we argue it is valuable to examine minorities’ 
own strengths that can help them survive and thrive at work as long as gender 
inequality is the status quo. This way, we aim to find ways to empower those 
individuals that face disadvantages at work to generate their own optimal 
constellation of job characteristics. The main research question of this dissertation 
was: “What factors facilitate women’s functioning within a minority position?” To 
answer this question, this dissertation examined the constellation of job 
characteristics of women and different strategies that facilitated the functioning of 
these women (i.e., work engagement, performance, and career satisfaction) by gaining 
resources (e.g., changing the composition of work). Lastly, the dissertation sheds light 
on the possibility and effectiveness of training such strategies. 

Answering the research questions 
Research question 1: Is the constellation of job characteristics in terms of job demands 
and job resources different for women compared to men? 
In Chapter 2 we compared the job characteristics (i.e., job demands and job resources) 
of women and men. More specifically, we studied whether gender discrimination had 
a relationship with the job characteristics of women working in two different work 
environments, namely a male-dominated work environment and a gender-balanced 
work environment. The results provide preliminary evidence that gender 
discrimination is related to experiences of a suboptimal work environment for women 
working in a male-dominated work environment and a more gender-balanced work 
environment. The more gender discrimination women perceived the higher their level 
of job demands was and the lower their level of job resources was. Our results 
highlight that regardless of the numerical representation of women within the work 
environment gender discrimination was related to suboptimal working conditions. 
These findings are in line with previous studies that propose that women face 
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disadvantages at work due to their gender (Ely & Meyerson, 2000; Heilman, 2012; 
Ridgeway & Correll, 2004). Furthermore, it underlines research that finds that the 
impact of a small amount of gender discrimination should not be underestimated as 
small disadvantages accumulate over time and have an enormous impact on women’s 
career course (Fitzsimmons, Callan, & Paulsen, 2014; Ridgeway & Correll, 2004; 
Valian, 2005). For example, when women are offered less development opportunities 
it will also take them longer to achieve their career goals. 

Strikingly, the biggest differences between women and men were found in the 
gender-balanced work environment such that only women perceived a suboptimal 
work environment due to gender discrimination and not men. In contrast, men in the 
male-dominated work environment also perceived less job resources when perceiving 
gender discrimination. Thus, even though we expected that women would be worse 
off in the male-dominated (i.e., tilted) work environment, it turned out that in the 
gender-balanced work environment, where women and men are both able to 
influence the organization and its culture (Kanter, 1977), women are the only ones 
affected by gender discrimination 

That men also experienced disadvantages when perceiving gender discrimination 
is in line with psychosafety climate research (Dollard & Bakker, 2010). When 
employees witness unfair treatment of other employees it tells them something about 
how much value the organization attaches to employees. Consequently, 
disadvantaging one group can affect feelings of safety at work for other groups as well.  
In conclusion, perceptions of gender discrimination are related to experiences of a 
suboptimal work environment for women compared to men. We found large 
differences between women and men in terms of perceived job demands, that is, 
women perceived a higher level. We also found these differences to be largest in the 
gender-balanced work environment. Thus, besides perceiving that one is 
discriminated against women also experience a suboptimal constellation of job 
characteristics which can have severe consequences for their well-being and 
performance.  
Research question 2: What type of proactive strategies will facilitate work functioning 
for women in minority positions? 
This research question was addressed in different chapters, namely Chapter 3, 4, and 
5. The focus was on proactive strategies which are strategies focused on playing an 
active role within the work environment by both improving as well as creating 
conditions that are more favorable for the employee (Crant, 2000). We examined 
strategies that fulfil two conditions, namely the strategies help women gain resources 
and are within women’s own sphere of influence. We chose to focus on strategies that 
fulfilled these conditions, because women that have a minority position at work have 
to compensate for a lack of resources in the work environment (e.g., Benschop & 
Doorewaard, 2012; Chapter 2; De Pater, Van Vianen, & Bechtoldt, 2009; Durbin, 2011) 
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and may benefit from a proactive approach towards resources. Looking for resources 
requires more effort and energy when the initial amount of available resources is low 
(Westman et al., 2004). We studied three types of proactive strategies that focused on 
managing resources in the self-domain (i.e., self-regulation strategies; Chapter 3), 
resources in the task domain (i.e., networking and time control; Chapter 4), and 
strategies that focused on altering the constellation of job characteristics (i.e., job 
crafting strategies; Chapter 5). 
 The results of these three Chapters showed that there are differences between 
women and men in the effectiveness of these proactive strategies. More specifically, 
self-regulation strategies (Chapter 3) and seeking resources (Chapter 5) are more 
likely to enhance women’s functioning, whereas task-focused strategies (Chapter 4) 
were beneficial for men’s functioning but not for women. These results show that 
women in minority positions benefit in particular from creating favorable work 
conditions for themselves. The findings of Chapter 3 and 5 resonate with previous 
research that suggests that minorities not only perceive a different work environment 
compared to the majority (Chapter 2; Ellemers, Spears, & Doosje, 2002) and that they 
have less access to resources (e.g., Chapter 2; Benschop & Doorewaard, 1998, 2012). 
Being more proactive at work may therefore be a necessary strategy for women to 
survive (Eagly & Carli, 2007) and create the conditions necessary for success. 

We also found that the task-focused strategies paid off in terms of higher work 
engagement for men. These findings underline previous research that suggests that 
networking may not be a particularly rewarding strategy for women (Van Emmerik, & 
Geschiere, & Schouten, 2006). In addition, our findings fit in with work-family 
research such that the motivational effects of having control over one’s time 
(Koyuncu, Burke, & Fiksenbaum, 2006) are canceled out by the constraints that 
women face at work and at home (Hessing, 1994; Santos & Cabral-Cardoso, 2008). 
Women are still the primary caretaker of the family (Diekman & Eagly, 2000), 
therefore their time schedule is much more depending on that of others (e.g., children) 
than that of men. In short, we found that overall women seem to benefit more from 
proactive strategies focused on managing resources from the self-domain and 
managing challenges in the work domain in terms of higher well-being and 
functioning. In contrast, task-focused strategies seemed to be especially beneficial for 
men in our study. These findings provide preliminary evidence for different 
antecedents for women’s and men’s functioning. 
Research question 3: Are positive well-being indicators especially helpful for women’s 
performance? 
This research question was studied in Chapter 3 and Chapter 4. More specifically, in 
Chapter 3 we studied the positive effects of self-regulation on daily in-role 
performance via daily self-work facilitation. In Chapter 4, we studied the benefits of 
work engagement for women’s research productivity.  Regarding self-work 



   Chapter 6 

143 
 

facilitation, we found that women focused more on self-work facilitation which in turn 
led to higher performance. In line with our findings of Chapter 2, women tap into 
resources from another life domain to compensate for the fewer resources that they 
have in the work domain (Benschop & Doorewaard, 1998, 2012; Chapter 2; De Pater 
et al., 2009; Durbin, 2011). Moreover, the results relate to work-family research by 
showing that participating in multiple life domains (i.e., the self-domain and the work-
domain) is valuable for individuals (e.g., Greenhaus & Powell, 2006; Keeney, Boyd, 
Sinha, Westring, & Ryan, 2013; Thoits, 2003). 
 The results of Chapter 4 suggest that work engagement was positively related to 
the time women spent on research and to the number of papers that they published 
compared to men. These findings suggest that work engagement can be a competitive 
advantage for women as it enhances in-role performance (Christian, Garza, & 
Slaughter, 2011). Work engagement provides high levels of energy and persistence, 
but above all it provides a sense of goal-directedness (Christian et al., 2011; Salanova 
& Schaufeli, 2008; Schaufeli, Salanova, González-Romá, & Bakker, 2002). This finding 
relates to previous studies that suggested that goal-directedness may be particularly 
relevant for women’s success in male-dominated environments (e.g., Brown & Jones, 
2004; Powell, Bagilhole, & Dainty, 2009). Answering this research question, our 
findings indicate that the positive well-being indicators in the form of self-work 
facilitation and work engagement are valuable for women in minority positions. These 
indicators may be helpful for women in minority positions as they offer them goal-
directedness and high levels of energy and motivation.  
Research question 4: Can proactive strategies of women (and men) be trained in a 
minority context? 
The above reported results suggest that it may be beneficial for both employees as 
well as organizations to strengthen proactive strategies. The results of the 
intervention study in Chapter 5 showed that one training and three weeks of goal-
setting already had a large impact on participants’ job crafting behavior and 
consequently their functioning at work within a male-dominated work environment. 
More specifically, participants in the intervention scored higher on seeking resources 
behavior and decreasing demands behavior compared to the control group. Moreover, 
the participants in the intervention group scored higher on work engagement, career 
satisfaction, and task performance because of increased seeking resources behavior.  
These findings are in line with other job crafting interventions which suggested that 
job crafting is trainable behavior and can have favorable outcomes (Gordon et al., 
2014; Van den Heuvel, Demerouti, & Peeters, 2015). In addition, it underlines 
previous studies demonstrating the value of job crafting for work engagement and 
task performance (Bakker, Tims, & Derks, 2012; Tims, Bakker, & Derks, 2013).  
 We demonstrated that it is important to design an intervention based on theory 
(Michie, Johnston, Francis, Hardeman, & Eccles, 2008). We developed the intervention 
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from an experiential learning theory point-of-view, meaning that past experiences 
play an important role in creating new behavior (Kolb, Boyatzis, & Mainemelis, 2000). 
Thinking and talking about past positive experiences with job crafting, both about 
one’s own experiences as well as others’ experiences, triggers individuals to think 
about possible new ways and opportunities to implement the behavior. Our results 
showed that it pays off to create an intervention based on theory and use past 
experiences as a stepping stone for new or altered behavior.  We found that the 
intervention group showed an increase in seeking resources and decreasing demands 
behavior. We also found that job crafting increased employee work engagement, 
career satisfaction, and task performance in a male-dominated work environment. 
That is, we found evidence for a causal relationship between these concepts.  

Theoretical implications 
This dissertation extends previous gender research by combining the Job Demands-
Resources model (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001) with the gender 
literature (e.g., Benschop & Doorewaard, 2012; Heilman, 2012; Risman, 2004) to get 
an insight into the constellation of the job characteristics of women (in minority 
positions). The Job Demands-Resources model identifies job characteristics that are 
important for employee functioning (Demerouti et al., 2001). However, the gender 
literature has not used this model to explain differences in the work environment of 
women and men. Similarly, most research on the Job Demands-Resources model does 
not take into account the possible effects of gender into their research design (for an 
overview see Bakker & Demerouti, 2014), but rather has a general approach to 
examining the work environment even though previous research suggested that 
arrangements within an organization can be especially supportive of the majority (i.e., 
men) and may therefore hamper women’s functioning within that organization 
(Benschop & Doorewaard, 1998, 2012; Ridgeway & Correll, 2004; Risman, 2004; 
Sappleton & Takruri-Rizk, 2008). To our knowledge, no studies have been conducted 
that actually translate these disadvantages in quantifiable job demands and job 
resources. Our research addressed this gap in the literature by linking gender, gender 
discrimination, and the job characteristics present.  

Women do not only experience gender discrimination, but these experiences are 
also linked to actual differences in job characteristics. These findings may provide an 
explanation for previous research on women’s well-being at work. When perceiving 
discrimination, the effects on women’s well-being are stronger than the effects on 
men’s well-being (Schmitt, Branscombe, Kobrynowicz, Owen, 2007). Albeit we cannot 
make causal conclusions, a possible explanation for these results may be that gender 
discrimination results in a suboptimal constellation of job characteristics (i.e., high 
demands and low resources; Bakker, Demerouti, & Eeuwema, 2005; Bakker & 
Demerouti, 2007; Van Vegchel, De Jonge, Bosma, & Schaufeli, 2005), which in turn 
reduces well-being (Demerouti et al., 2001). Given the value of job characteristics for 
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employee functioning (Bakker et al., 2005; Bakker & Demerouti, 2007; Van Vegchel et 
al., 2005), the suboptimal constellation of job characteristics may even cause women 
to leave the organization. Thus, the available work characteristics are likely to be 
another difficulty that women face when working in minority positions. 

Likewise, the suboptimal constellation of job characteristics in both work 
environments also implies that simply adding more women (i.e., gender quota) does 
not fix women’s disadvantaged position at work. Gender quota can have a positive 
impact on the equal representation of women within, for instance, parliaments 
(Dahlerup & Freidenvall, 2005). Nonetheless, adding more women does not erase 
gendered processes within organizations or gender stereotypes. It is of utter 
importance that organizations actively challenge stereotypes and current procedures 
to actually change the status quo.  
 Another theoretical implication of this dissertation are the differential pathways to 
optimal functioning (e.g., career satisfaction, performance, work engagement) for 
women and men.  Most research on proactive behavior and positive well-being 
indicators assumes that these concepts are equally effective for women and men (e.g., 
Bakker et al., 2012; Berg, Wrzesniewski, & Dutton, 2010; Christian et al., 2011; 
Demerouti & Cropanzano, 2010; Neck & Houghton, 2006). However, given that 
women and men face different expectations, biases, and obstacles (e.g., Heilman, 2012; 
Rudman & Glick, 2001), it makes sense that their route to success is also different. By 
applying the literature about employee functioning to women in minority positions, 
this dissertation shows that the road to success can also be studied from a diversity 
perspective. Our findings support that by showing that proactive strategies were in 
most cases more effective for women (i.e., self-regulation strategies and seeking 
resources) and in some cases more effective for men (i.e., task-focused strategies).  
 This dissertation further shows that well-being (i.e., work engagement, self-work 
facilitation, seeking resources) is one of the key drivers of women in minority 
positions and their success. Literature on well-being stresses the big role that 
motivation has in employees’ success (Bakker, 2011; Ryan & Deci, 2000). The gender 
literature has mapped the factors that hamper women’s success very well (e.g., 
Heilman, 2012; Risman, 2004; Rudman & Phelan, 2008), but is rather restrictive about 
factors that contribute to women’s success. This dissertation bridges that gap by 
showing that motivational factors such as self-work facilitation, seeking resources, 
and work engagement are particularly relevant for women. It seems that women in 
minority positions are very much intrinsically motivated to do their work (Chapter 3, 
4 and 5) and are not necessarily triggered by extrinsic motivation (Chapter 4). They 
thrive on work engagement, invest this energy in their performance (i.e., research), 
and look for ways to improve their skills. These findings suggest that women pursue a 
sense of flow at work as flow is achieved when there is a combination of high 
challenges and high skills (Csikzentmihalyi & LeFevre, 1989). Pursuing flow may be a 
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‘survival’ strategy for women in minority positions. When experiencing flow, 
employees generate their own personal and organizational resources (Salanova, 
Bakker, & Llorens, 2006, 2006). Flow may thus help women to gather additional 
resources at work that fulfil their needs.  
 This dissertation further stands out from other gender research because of its 
positive perspective on women’s minority position. As mentioned above, gender 
research mostly focuses on the barriers and obstacles that women face at work (e.g., 
Heilman, 2012; Risman, 2004; Rudman & Phelan, 2008), but has not focused so much 
on the facilitating factors for women’s success. Until 2000, organizational psychology 
in general was also very much focused on the negative side of life (e.g., how 
individuals managed to survive under adversity; Seligman & Csikszentmihalyi, 2000). 
Organizational psychologists started to change perspectives from 2000 onwards to a 
more positive perspective (e.g., what makes life worth living?). Hopefully, our results 
will spark a greater interest in research on success factors for women so that the 
gender literature will change perspectives as well and focus more on the positive 
factors contributing to women’s success at work (e.g., Van Steenbergen, Ellemers, 
Haslam, & Urlings, 2008). Although organizations should aim to create work 
environments that support gender equality, a positive psychology perspective is of 
vital importance when we aim to improve women’s position in the current labor 
market. Such a perspective highlights those behaviors that help women thrive and 
may offer opportunities to strengthen women’s position at work. 

Related to the above-mentioned theoretical implications is the diversity 
perspective that this dissertation used to examine our Hypotheses. Most of the 
relationships studied here had already been studied before, albeit from a general 
perspective (e.g., Bakker & Demerouti, 2007; Carver & Scheier, 1998; Grant & Ashford, 
2008; Neck & Houghton, 2006). In line with job crafting research (i.e., one job does not 
fit all; Tims & Bakker, 2010) it seems that one explanation for success does not fit all 
when it comes to minorities (i.e., women) and majorities (i.e., men) at work. Our 
findings imply that when studying minorities at work it makes sense to study them 
separately to be able to identify what helps them specifically. A diversity perspective 
towards success factors will also help us to make more specific recommendations to 
organizations struggling to reach gender equality.  

Strengths 
One strength of this dissertation is that it focused on the potential of women and their 
ability to actively influence their own work environment to create the circumstances 
that they need for their performance and motivation. These aims are in line with the 
broader trend within the positive psychology literature (Seligman & Csikszentmihalyi, 
2000). According to the results (Chapter 3, 5), proactive behavior can be seen as a 
competitive advantage for women working within a male-dominated work 
environment. It enables them to cope with the difficulties at work, while creating a 
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work environment that supports them. It is of considerable importance to look at 
factors that provide tools for women, so that women can empower themselves and 
effectively influence their work environment. In addition, it likely helps organizations 
to create circumstances that facilitate women’s use of these proactive strategies. Thus, 
it may help organizations to stimulate women’s success and consequently it may 
improve the gender equality within the organization. 
 Another strength of this dissertation is the use of field studies conducted within 
organizations. This not only increased the ecological validity of our findings but also 
made it possible to grasp the perceptions and behaviors of women who truly had a 
minority position at work. Of course, research has shown that in-group and out-group 
belonging can be manipulated (e.g., Derks, Van Laar, & Ellemers, 2007), however, the 
value of field research is that we can directly test how something works within a real 
work setting in which a variety of contextual factors influence individual behavior 
(Johns, 2006). Context not only affects the direction of a behavioral response, the 
strength of a behavioral response, but can also give meaning to behavior. Without 
context, it is more difficult to predict and explain individuals’ reactions. In addition, 
this type of field research facilitates the development of specific recommendations for 
organizations (Glasgow & Emmons, 2007) and may increase the effectiveness of 
organizational interventions aimed at creating a more equal work environment. 
 Lastly, a strong point of this dissertation is the use of different methods and 
elaborated research designs to test the hypotheses. The biggest advantage of using a 
multi-method approach is that it provides insights from different perspectives (e.g., 
objective and subjective performance; Johnson & Onwuegbuzie, 2004). This has led to 
an improved insight into the work behaviors and outcomes of women in minority 
positions from a daily perspective (Chapter 3 and 5), a longitudinal perspective 
(Chapter 4 and 5), and a cross-sectional perspective which was replicated in different 
contexts (Chapter 2). Therefore, this dissertation not only provides insight into daily 
processes, how these daily processes affect (objective) performance over time, but 
also on how behavior at one point affects behavior at a later point of time. 
Additionally, by temporal separation of the measurements we reduced chances of 
participants remembering what they answered the first time and thereby minimized 
common method bias (Podsakoff, MacKenzie, & Podsakoff, 2012). Temporal 
separation also enables us to draw conclusions about causality. For instance, we 
showed that daily habits (i.e., work engagement) were predictive of the number of 
publications in three years. Another example is the intervention study in which we not 
only showed that behavior can be changed, but it also indicated causality (i.e., 
intervention affects job crafting which affects employee outcomes). To further 
strengthen the ecological validity of our study, we conducted interviews within the 
organizations before data collection to make sure that our research questions were 
also relevant for the organization.  
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Limitations 
Besides its strengths, the research reported in this dissertation also has some 
limitations. In most of the empirical studies we used self-report measures except for 
the performance measure in Chapter 4 (i.e., number of publications). Using self-
reports also entails that during the interpretation of the results the possibility of 
common method bias should be kept in mind (Podsakoff et al., 2012). Common 
method bias can result in an overestimation of the relationships between study 
variables, but when studying personal variables such as feelings and perceptions it is 
often difficult to measure them otherwise (Podsakoff et al., 2012). Perceptions are a 
vital indicator of the real world and are valid predictors of employee and 
organizational outcomes (e.g., Riggle, Edmondson, & Hansen, 2009). Preferably, 
researchers should combine self-report measures with measures from other sources 
(e.g., as we did in Chapter 4, supervisor reports). Relying on other-ratings is difficult 
when it concerns minorities. In general, research has shown that self-reported 
performance is closely related to other-rated performance (Gilboa, Shirom, Fried, & 
Cooper, 2008), but other-reports are likely to be biased when minorities are rated 
(Sackett, DuBois, & Noe, 1991). Moreover, most of our hypotheses referred to 
moderation effects and these are difficult to predict by participants (Podsakoff et al., 
2012). Keeping in mind the limitations of self-report measures, they nonetheless 
provide valuable information about individuals’ perceptions. 

Furthermore, in Chapter 3, 4, and 5 we assumed that the women in minority 
positions experienced gender discrimination without asking them directly. Research 
suggests that when there is a tilted or skewed representation, such that one group is 
distinctly larger than the other, the minority group experiences disadvantages 
(Chapter 2; Kanter, 1977). However, it may still be valuable to ask employees directly 
about the perceived disadvantages. Previous research has indicated that it is often 
difficult for individuals to perceive discriminatory remarks and practices as 
discrimination (Barreto, Ellemers, Piebinga, & Moya, 2010) and, thus, individual 
perceptions may be biased. Nonetheless, it is important to assess whether gender 
discrimination takes place within the organization, how it manifests itself, and 
whether minorities perceive it or not. For example, by looking at the average career 
pace of women and men within the organization, or salary differences between 
women and men. By using different sources to understand the gender discrimination 
present, researchers and practitioners can come up with better informed and more 
specific solutions to diminish gender discrimination at work.  

We did not take into account supervisor behavior, overall organizational culture, 
or selection and promotion practices in our studies. These factors also play an 
important role in gender practices at work (e.g., Benschop & Doorewaard, 1998, 2012; 
De Pater, et al., 2009; Van den Brink, Benschop, & Jansen, 2010) and may therefore 
also provide a possible area of improvement. We chose to focus on factors that lie 
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within employees’ own sphere of influence to ensure that women themselves can 
actively influence their situation. When focusing on factors that lie outside of this 
sphere (e.g., supervisor behavior, selection, and promotion practices), women in 
minority positions are still depending on others’ decisions, views, and expectations. 
Thus, although research into these external factors is important, we chose to focus on 
women’s own strengths to empower them at work.  

Given the value of proactive strategies for women in minority positions it is 
interesting to investigate whether these strategies are also relevant for women in 
other countries and other work fields. This dissertation solely focused on the 
strategies of women working in Dutch male-dominated organizations. However, it is 
important to note that women in the Netherlands have an exceptionally 
disadvantaged position on the labor market in terms of gender equality (European 
Commission, 2012; Stichting de Beauvoir, 2012). Certainly, this situation provides the 
perfect environment to conduct research on positive factors that help women in 
minority positions. Nonetheless, generalizing the results to other countries and 
contexts may be more difficult, because each country, work field, and organization has 
its own gender practices (Benschop & Doorewaard, 2012; Van den Brink & Benschop, 
2012). Therefore, more research into the beneficial effects of proactive behavioral 
strategies in different organizational contexts and countries is needed to acquire a 
broader understanding of the circumstances in which women especially benefit from 
being proactive. 

Given the results of Chapter 2 and the literature that considers gender as a social 
practice (e.g., Lorber, 1994; Ridgeway & Correll, 2004; Risman, 2004), the question 
arises whether the results reported in this dissertation can be explained from a 
minority perspective or that gender alone is a solid explanation for our results. Or is it 
a combination of both views that provides the most comprehensive framework? The 
literature on women’s position within organizations states that women face 
disadvantages because of their inferior status compared to men (Lorber, 1994; 
Ridgeway & Correll, 2004; Risman, 2004; Schmitt et al., 2002). This literature suggests 
that women, regardless of their numerical representation within the organization, 
face more obstacles at work and therefore need to work harder to succeed. In 
contrast, literature that specifically addresses women in minority positions suggests 
that indeed women in general face more difficulties at work, however these difficulties 
are more severe in organizations where they are the minority (e.g., Cejka & Eagly, 
1999; Kanter, 1977). After all, in male-dominated organizations there are less women 
that can affect and change the organization and its culture (Kanter, 1977). Both point-
of-views provide a valid explanation for our results. Unfortunately, in most of our 
chapters (i.e., 3, 4, and 5) we cannot disentangle gender consequences from minority 
consequences as we did not compare our findings with women working in gender-
balanced organizations. Hence, more research is needed to investigate whether 
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similar findings may be found for women in gender-balanced and female-dominated 
organizations. 

Issues for future research 
Future research needs to examine the benefits of the proactive strategies studied in 
this dissertation for ethnic minorities. Ethnic minorities are also seriously 
underrepresented within academia (Stanley, 2006) and leadership positions (Eagly & 
Chin, 2010). In general, it is more difficult for ethnic minorities to find a job due to 
negative stereotypes. For example, in the Netherlands Arab sounding names are less 
often invited for interviews compared to similar employees with a Dutch name 
(Derous, Ryan, & Nguyen, 2012). Ethnic minorities may also benefit from the 
proactive strategies like the women in our research to overcome the disadvantages 
that come with a minority position. Furthermore, this would shed light on the 
question whether the results found in this dissertation are a gender effect or a 
minority effect (i.e., the strategies may also be beneficial for ethnic minorities, sexual 
minorities, etc.).  
 Another interesting issue for future research is the development of proactive 
strategies during women’s career path. Do women who start working in minority 
positions possess and use these strategies already in the very beginning of their 
career or do they develop these strategies during their career path? Something can be 
said for both arguments since proactive behavior can be triggered by individual 
factors as well as by situational factors (Crant, 2000). There may be a self-selection 
effect such that women who are proactive and feel that they have control over their 
environment may be more inclined to work within a field in which they have a 
minority position. In contrast, it is also possible that women learn to use these 
proactive strategies to survive within minority contexts. For instance, research has 
shown that women who have low levels of identification with their gender and who 
have experienced high levels of discrimination throughout their career develop a 
more negative attitude towards other working women (Derks, Ellemers, Van Laar & 
De Groot, 2011a, 2011b). Proactive behavior may also be a coping mechanism similar 
to developing negative attitudes. Therefore, examining the onset of proactive behavior 
may provide us with the necessary information to foster proactive behavior among 
women in minority positions and see whether this type of behavior helps them reach 
management positions. 
 In this dissertation, we only looked at the trainability of job crafting behavior. 
However, most of the other strategies and factors studied in this dissertation are 
trainable or can be improved through training (e.g., Chapter 5; Frayne & Geringer, 
2000; Marshall, Kiffin-Petersen, & Soutar, 2012). Future studies need to look into the 
development of interventions that specifically focus on stimulating proactive behavior 
among minority groups as was done in Chapter 5. More specifically, research is 
necessary to find out how to design these interventions in such a way that they do not 
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become another demand for minorities in an already demanding work environment. 
That is, taking part in a training requires time and effort which cannot be used to fulfill 
job tasks. Trainings should be carefully set-up to minimize the burden of it for 
employees. We think it is important for future research to look into the framing of 
these interventions to avoid backlash effects, because affirmative practices such as a 
gender quota can improve gender equality but can also increase the stigmatization of 
minorities (Dahlerup & Freidenvall, 2005; Van den Brink & Stobbe, 2014). Obviously, 
an intervention would not have the wished for effects if it causes more stigmatization. 
 As mentioned earlier, proactive behavior can take a variety of forms (Crant, 2000). 
Even though the research in this dissertation has studied different proactive 
strategies, there are many more strategies that deserve research attention. For 
example, looking into the differential effect of career strategies such as self-promotion 
and creating opportunities (Gould & Penley, 1984). Chapter 5 and previous studies 
have shown that the career strategy of networking does not have the same benefits for 
women as it has for men (Forret & Dougherty, 2004; Van Emmerik et al., 2006). It 
would be interesting to see whether and how other career strategies differentiate 
between women and men, and minority and majority groups. Moreover, we cannot 
say anything about which of the studied strategies was most effective. Future research 
may also look into what strategies are most important for women’s success. 

Managerial implications 
The most important implication of this dissertation is that women’s disadvantaged 
position is not due to their own performance or proactivity. The results show that 
women in a minority position perform well (Chapter 4) and are proactive in gathering 
their own resources. Of course, even if women use all these proactive strategies that 
does not take away the obstacles that they face which hinder their career progress 
and contribute to their talent going to waste. These strategies can be seen as coping 
mechanisms, but can also be seen as an additional demand that women face within an 
already demanding work environment (Ely & Meyerson, 2000). Therefore, it is 
important to underline the necessity of organizations changing how things are done 
by diminishing stereotypical believes and neutralize the gender subtext of 
organizations (Ellemers, 2014). The first goal can, for instance, be achieved by 
providing diversity training to employees (Moss-Racusin et al., 2014). The second goal 
can be achieved by critically assessing norms and organizational practices to see 
where improvements can be made. As the research in Chapter 2 showed, even small 
amounts of gender discrimination are associated with more job demands and less job 
resources for women. That is why it is important to not only support women within 
minority positions (e.g., mentoring programs), but to also focus on removing obstacles 
that help maintain the gender inequality within the organization. Thus, organizations 
need to critically assess their arrangements and job designs to rule out any biases (i.e., 
it is important to keep statistics; Ellemers, 2014). For example, organizations can 
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check whether the distribution of job demands and job resources is gender neutral 
such that women and men in the same position and departments have the same 
requirements and job resources. These efforts enable the creation of an environment 
that also fulfills the needs of women and cultivates their work engagement. 

Luckily, most of the studied strategies are trainable (Chapter 5; Frayne & Geringer, 
2000; Harackiewicz & Elliot, 1993; Marshall, Kiffin-Petersen, & Soutar, 2012) and offer 
both women as well as organizations opportunities to strengthen women’s position 
within male-dominated work environments. Note that the results of Chapter 4 and 5 
indicate that men are also likely to benefit from strengthening these proactive 
strategies. It is important to frame these trainings in such a way that it underlines the 
value of the training for both women and men to prevent ambivalence or even 
resistance (Van den Brink & Stobbe, 2014). This can be easily done for trainings 
focused on proactive behavior, because generally proactive behavior is associated 
with higher financial performance of organizations (Crant, 2000), higher individual 
performance, career satisfaction, and work engagement of employees (Chapter 5). 
Training proactivity among employees will be valuable for women, men, minorities, 
the majority, and the organization at large. 

Organizations need to create awareness of the implicit and explicit biases that 
individuals have about minorities through diversity training (Moss-Racusin et al., 
2014). It can help employees and management to view discriminatory practices as a 
problem that deserves attention (Martell, Emrich, & Robison-Cox, 2012). For example, 
Google developed a “bias-busting workshop” based on big data to create awareness of 
hidden biases (Manjoo, 2014). During these workshops, employees were made aware 
through data simulation of the impact of a 1% gender bias on women’s career 
progress over time. By providing these workshops, Google hopes to create a more 
welcoming corporate culture for a variety of people and ideas. Likewise, organizations 
can focus on increasing feelings of responsibility among their employees for 
effectively bringing about change in terms of diversity (McClelland & Holland, 2014). 
For example, supervisors that feel responsible for changing gender inequality are 
more likely to create awareness of biases and gendered processes. Feeling responsible 
plays a significant role in actively improving equality. This way, organizations can 
transform the problem of gender inequality from a “women’s issue” into an 
organizational issue in which both men and women are responsible for equality. 

Given the relevance of proactive behavior for women’s and men’s performance and 
motivation within male-dominated work environments, it is important that 
organizations create the conditions that allow employees to take initiative at work. An 
active role from employees’ supervisor is also required. Supervisors and more 
specifically transformational supervisors have an influence on both the situational 
conditions (e.g., job resources) as well as on the personal resources necessary for 
proactive performance (Breevaart, Bakker, Demerouti, Sleebos, & Maduro, 2014; Den 
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Hartog & Belschak, 2012). Empowering employees to act proactively starts with 
creating an environment in which employees can make decisions about their own 
work (Berg et al., 2010; Wrzesniewski & Dutton, 2001). For example, letting 
employees decide when to do a certain task or by creating an environment in which 
employees can chose their own resources (Chapter 5). We advise organizations to 
encourage proactive behavior and not to punish it.  

In short, supervisors play an important role in creating gender equality. That is, 
supervisor are responsible for the distribution of resources (Breevaart et al., 2014; 
Den Hartog & Belschak, 2012; Ramaswami, Dreher, Bretz, & Wiethoff, 2010) and may 
be partially responsible for the demands that women face (e.g., negative stereotypes; 
Moss-Racusin, Dovidio, Brescoll, Graham, & Handelsman, 2012). Consequently, 
increasing awareness and feelings of responsibility for gender equality among 
supervisors (McClelland & Holland, 2014) is very important to achieve change. 

Conclusion 
This dissertation showed that women in minority positions work in a suboptimal 
environment that asks more of them and offers them fewer resources in return 
compared to men (Chapter 2). To compensate for this lack of resources, women can 
use proactive strategies to either make use of the resources from the self-domain or to 
gather more resources in the work domain (Chapter 3 and 5). In contrast, proactive 
task-strategies such as time control and networking were more beneficial for the work 
engagement of men working within a male-dominated work environment (Chapter 4). 
However, when women are engaged at work they are more productive in terms of 
time spent on research and the number of articles that they published (Chapter 4). 
Lastly, we found that proactive job crafting behavior is trainable and that it has a 
positive impact on work engagement, performance, and career satisfaction of 
employees working within a male-dominated work environment (Chapter 5).  

Taken together, these findings contribute to the existing literature by taking a 
positive psychology perspective in combining proactive behavior literature and 
positive well-being literature with literature on gender. By looking at the direct work 
environment of women and how they can overcome the obstacles that they face at 
work, this dissertation offers organizations opportunities to create a work environment 
that supports the proactive behavior of women. Women in minority positions benefit 
from goal-directedness (i.e., work engagement) and focusing on gaining resources in 
particular. Further, organizations can offer training sessions that specifically enhance 
these behaviors. In addition, the results of this dissertation offer women themselves 
tools to actively create the conditions that they need to thrive within minority positions. 
Now it is time for organizations to reduce gender stereotypes and acknowledge the 
potential of women. The findings in this dissertation may be able to accelerate the rate 
at which gender equality is evolving by providing suggestions that organizations can 
use to support women.   
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Women to the Top: Discovering Facilitating Factors for Women’s Functioning in 
Minority Positions 

In this dissertation we searched for facilitating factors for women’s functioning in 
work environments where they have a minority position. This is important because 
gender equality at work has not been reached yet and at the current pace, it will not 
be reached until 2060 (Stichting de Beauvoir, 2012). Bringing about change to achieve 
gender equality at work is immensely complex as it involves many factors that are 
hard to change (e.g., gender stereotypes; Van den Brink & Stobbe, 2014). Therefore, 
there is a need for research that focuses on factors that support women at work that 
help them succeed within male-dominated organizations. This dissertation aimed to 
do that by focusing on proactive strategies, because research has suggested that 
working women need to be proactive in their job in order to succeed (Eagly & Carli, 
2007). Proactive strategies offer women the opportunity to take matters in their own 
hands and create those conditions that are supportive for them. More specifically, we 
studied strategies that 1) helped to gain resources and 2) were within women’s own 
sphere of influence.  
 In this dissertation, we combined three streams of literature to investigate these 
factors, namely the gender literature, the Job Demands-Resources model, and 
literature on employee functioning. The gender literature provided a good starting 
point for understanding the conditions, expectations, and obstacles that women in 
minority positions face at work. That is, the gender stereotypes that we hold about 
women and men play an enormous role in employees’ work lives (Heilman, 2012). 
Gender stereotypes stem from the traditional social role division in which women are 
the caretakers and men the breadwinners (Diekman & Eagly, 2000). These roles are 
often associated with certain characteristics, for example, women are often associated 
with the characteristics of being friendly, submissive, and warm (Bakan, 1966). Men, 
on the other hand, are associated with being competent, competitive, and assertive. 
These expectations create norms that can have severe consequences for working 
women. 
 Even work environments can be influenced by the gender of its main inhabitant 
(Benschop & Doorewaard, 1998, 2012; Ely & Meyerson, 2000; Ridgeway, 2007). 
Meaning that the (male-dominated) work environments especially supports men in 
their functioning and this can hamper women’s functioning as their needs are not met 
to the same extent (e.g., promotion trajectories, old boys’ network). The composition 
of the work environment, in terms of job demands and job resources, is very 
important for employee well-being and performance (Bakker & Demerouti, 2007). Job 
demands are characteristics that require sustained effort and energy of the employee, 
for example, workload. Job resources are those characteristics in the work 
environment that help employees to achieve their goals, cope with the job demands at 
hand, and aid personal development. An example is receiving support from one’s 
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supervisor. Given the value of these work characteristics for employee functioning, the 
first research question focused on what the constellation of job characteristics of 
women looked like in terms of job demands and job resources to see whether 
proactive strategies to gain resources may be relevant for women in minority 
positions.  
 In Chapter 2, we describe two cross-sectional studies that combine gender 
literature with the Job Demands-Resources model to see what role gender 
discrimination plays in the constellation of women’s job characteristics. The research 
was conducted in two different organizations to examine whether the relationship 
between gender discrimination and the job characteristics was the same in a male-
dominated versus a gender-balanced organization. Previous research suggests that, 
although gender stereotypes are present in society at large (Heilman, 2012), the 
consequences of gender stereotypes are more profound in male-dominated 
organizations (Cejka & Eagly, 1999; Kanter, 1977). Study 1 was conducted in an IT-
firm in which women had a clear minority position (i.e., 12% female employees). In 
total 179 employees (i.e., 44 women) filled out the questionnaire that asked them 
about their perceived gender discrimination and their perceived job characteristics. In 
Study 2, 103 employees (i.e., 50% female employees) of a high-school filled out the 
same questionnaire. In both studies, we found a positive relationship between gender 
discrimination and the perceived job demands of women. Meaning that the more 
gender discrimination women perceived the higher their job demands were. 
Moreover, we found a negative relationship between gender discrimination and the 
perceived job resources of women. That is, the more gender discrimination women 
perceived the lower their level of job resources was. These results suggest that 
women face a suboptimal work environment when they experience gender 
discrimination. In such conditions it is difficult for employees to remain healthy and 
motivated (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001). When in suboptimal 
work conditions, employees have a tendency to protect or gain resources to function 
successfully (Hobfoll, 2002). Employees that already have fewer resources need to 
invest more effort into gaining new resources (Westman et al., 2004). Consequently, 
proactive strategies that focus on gaining resources may be especially beneficial for 
women working in minority positions. 
 In Chapter 3 we describe a daily diary study conducted at a science, technology, 
engineering, and mathematics (STEM) university in which women, both at the 
supportive as well as at the academic level, had a distinct minority position. This study 
aimed to answer research question 2 and 3, namely are proactive strategies more 
relevant for women working in minority positions and are positive well-being 
indicators especially helpful for women’s performance? Before starting with the daily 
diary (i.e., filled out during five consecutive work days), 63 employees (i.e., 65% 
female employees) filled out a general questionnaire. They responded to questions 



Summary 

190 
 

about their self-regulation behavior (i.e., mastery approach, daily self-goal setting, and 
daily self-rewarding), their self-work facilitation, and their in-role performance. The 
results showed that self-regulation strategies helped women maximize the benefits of 
self-work facilitation. Thus, through proactive regulation of their behavior, women 
were able to use the resources from the self-domain at work. Moreover, women 
benefitted more from self-work facilitation in terms of higher performance through 
the use of self-regulation strategies.  
 Chapter 4 was conducted to answer research question 2 and 3. Forty academic 
employees (i.e., 60% female academics) of a STEM university filled out a daily diary 
study in which we asked them about their daily networking behavior, their time 
control, their work engagement, and their research time. In addition, we collected 
information about the number of articles published in the three years after the study. 
Regarding research question 2, daily networking and time control were found to be 
especially helpful for male academics in terms of higher work engagement. There was 
no effect of daily networking and time control on the work engagement of women. In 
this case, proactive strategies were especially beneficial for the male academics. 
Nonetheless, the results suggest that work engagement is helpful for female 
academics. When engaged, women spent more time on their research and published 
more articles both in the same year as the diary study took place as well as the three 
years following the diary study. Thus, the answer to research question 3 seems to be 
yes, when women are engaged at work they benefit more in terms of higher objective 
performance. 
 The last empirical Chapter of this dissertation contains two studies that we 
conducted 1) to examine the benefits of the proactive behavior of job crafting for 
women in minority positions (Research question 2) and 2) to examine whether such 
job crafting behavior is trainable (Research question 4: “Can proactive strategies of 
women (and men) be trained in a minority context?”). Study 1 had a longitudinal 
research design with two measurement points and was conducted among employees 
of a STEM university. The 111 participants answered questions about their job 
crafting behavior, their work engagement, their task performance, and their career 
satisfaction. Overall, employees’ task performance improved from seeking resources 
and decreasing demands behavior. The results also showed that women’s task 
performance benefitted especially from seeking resources behavior more so than 
men’s task performance. In line with the results found in Chapter 3, proactive 
behavior seemed to be especially helpful for women in minority positions.  

In Study 2 of Chapter 5, we tried to replicate the findings of Study 1, but only found 
a significant relationship between seeking resources and work engagement. 
Additionally, employees took part in a job crafting intervention with a pre- and post-
test design. Compared to the control group, the intervention group scored higher on 
job crafting behavior (i.e., seeking resources and decreasing demands) and on work 
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engagement. The intervention increased participants’ seeking resources behavior, 
which in turn, was positively associated with work engagement, career satisfaction, 
and task performance. Although the intervention also led people to decrease their job 
demands, this behavior was not related to work engagement, career satisfaction, and 
task performance.  
 To conclude, these findings suggest that women (in minority positions) have a 
suboptimal constellation of job characteristics such that they perceive a high level of 
job demands and a low level of job resources. Our research demonstrated that women 
compensate for this constellation of job characteristics by taking matters in their own 
hands by using the existing resources that they have or by looking for new ones. Work 
engagement proved to be especially helpful for women as engaged women were more 
productive than engaged men. Lastly, we found that proactive strategies that helped 
employees adapt their work environment and become more engaged, better able to 
fulfill career and task goals were trainable. The content of this dissertation contributes 
to the literature on gender, the Job Demands-Resources model, and employee 
functioning research by taking a positive psychology perspective through focusing on 
factors that help women in minority positions function effectively. Moreover, this 
dissertation provides new insights about women in minority positions by studying the 
work environment and the benefits of proactive behavior and work engagement from 
a diversity perspective (i.e., making a distinction between minority and majority 
group members). These findings give us a better understanding of women working in 
minority positions and may help to improve gender equality within contemporary 
organizations. 
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Women to the Top: Discovering Facilitating Factors for Women’s Functioning in 
Minority Positions 

Dit proefschrift had als doel factoren te onderzoeken die het functioneren van 
vrouwen faciliteren binnen werkomgevingen waarin zij een minderheidspositie 
bekleden. Dit is van belang, omdat mannen en vrouwen nog altijd niet gelijk zijn op de 
werkvloer. In het huidige tempo waarop egalisering plaatsvindt, zullen mannen en 
vrouwen op de werkvloer pas gelijk zijn in 2060 (Stichting de Beauvoir, 2012). Het 
veranderen van deze ongelijkheid is immens complex, omdat er veel factoren een rol 
spelen in dit proces. Daarom is het belangrijk om onderzoek te doen naar factoren die 
vrouwen ondersteunen op het werk om meer te weten te komen wat hen helpt 
succesvol te zijn. Wij hebben geprobeerd dit doel te bereiken door te kijken naar 
proactieve strategieën, omdat onderzoek suggereert dat vrouwen die succesvol 
(willen) zijn proactief moeten zijn in hun werk (Eagly & Carli, 2007). We hebben 
gefocust op proactieve strategieën die 1) vrouwen helpen om meer bronnen te 
verzamelen, en 2) binnen hun eigen cirkel van invloed liggen.  
 Om dit doel te bereiken, hebben we in dit proefschrift drie literatuurstromen 
gecombineerd, namelijk literatuur over gender (geslacht van mensen), het Job 
Demands-Resources model en literatuur over het succesvol functioneren van 
werknemers. Gender literatuur was een goed beginpunt om de situatie waarin 
vrouwen zich op het werk bevinden goed te kunnen begrijpen. Dat wil zeggen, het gaf 
inzicht in de situaties, verwachtingen en obstakels die vrouwen dagelijks tegenkomen. 
Grotendeels worden deze verwachtingen en obstakels veroorzaakt door de gender 
stereotypen die wij hebben over wat mannen en vrouwen zijn, en wat zij behoren te 
zijn (Heilman, 2012). Deze gender stereotypen zijn gebaseerd op de traditionele 
rolverdeling van mannen en vrouwen, namelijk de man als kostwinner en de vrouw 
als huisvrouw (Diekman & Eagly, 2000). Bij deze rollen passen bepaalde 
karakteristieken en deze associëren we dan ook vaak met het bijbehorende geslacht 
(Bakan, 1966). Vrouwen worden bijvoorbeeld geassocieerd met vriendelijkheid, 
onderdanigheid en warmte. Mannen daarentegen, worden geassocieerd met 
competentie, competitiedrang en assertiviteit. Deze verwachtingen creëren normen 
waaraan men zich dient te houden en dit kan ernstige gevolgen hebben voor vrouwen 
op de werkvloer.  
 De werkomgeving kan daarnaast ook beïnvloed worden door het geslacht van de 
meerderheid (Benschop & Doorewaard, 1998, 2012). Met andere woorden, de 
werkomgeving is op zo een manier ingericht dat deze voornamelijk mannen in hun 
werk en carrière ondersteunt en dit kan soms zelfs schadelijk zijn voor het 
functioneren van vrouwen. De inrichting van de werkomgeving, in de vorm van 
baaneisen en baanbronnen, is erg belangrijk voor het welzijn en de prestatie van 
werknemers (Bakker & Demerouti, 2007). Baaneisen zijn de componenten in de 
werkomgeving die moeite en energie vergen van de werknemer. Werkdruk is hiervan 
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een voorbeeld. Baanbronnen zijn componenten in de werkomgeving die werknemers 
ondersteunen in het behalen van hun doelen, helpen hen om te gaan met de baaneisen 
en instrumenteel zijn in hun persoonlijke ontwikkeling. Een voorbeeld van een 
baanbron is gesteund worden door de leidinggevende. Vanwege het belang van beide 
werkkarakteristieken voor het functioneren van werknemers, buigt de eerste 
onderzoeksvraag zich over de werkomgeving: hoe ziet de werkomgeving van vrouwen 
in minderheidsposities op het werk eruit in termen van baaneisen en baanbronnen? 
Met deze informatie kan immers vastgesteld worden of proactieve werkstrategieën, 
die gericht zijn op het vergaren van bronnen, relevant zouden zijn voor deze vrouwen.  
 In Hoofdstuk 2 beschrijven we twee cross-sectionele studies, die met behulp van 
literatuur over gender en het Job Demands-Resources model onderzoeken hoe de 
relatie is tussen gender discriminatie en de hoeveelheid baaneisen en baanbronnen 
van vrouwen. Deze relaties hebben we bekeken in twee verschillende organisaties, 
namelijk binnen een door mannen gedomineerde organisatie en een organisatie met 
een meer gelijke representatie van mannen en vrouwen. Onderzoek heeft aangetoond 
dat gender stereotypen aanwezig zijn in de hele maatschappij (Heilman, 2012). Maar 
de gevolgen van deze stereotypen zijn erger in door mannen gedomineerde 
organisaties (Cejka & Eagly, 1999; Kanter, 1977). Studie 1 vond plaats binnen een IT-
bedrijf waarin vrouwen een duidelijke minderheidspositie bekleden (12% van de 
werknemers was vrouw). In totaal hebben 179 werknemers, van wie 44 vrouwen, de 
vragenlijst ingevuld, waarin zij aangaven hoe zij de werkomgeving zagen in termen 
van werkkarakteristieken en discriminatie op basis van geslacht. In Studie 2 werd 
dezelfde vragenlijst ingevuld door 103 medewerkers (50% vrouwen) van een 
middelbare school, waar ongeveer evenveel mannen als vrouwen werkzaam waren. 
De resultaten in beide studies toonden aan dat er een positieve relatie bestond tussen 
de waargenomen discriminatie op basis van geslacht en de waargenomen baaneisen 
van vrouwen. Dus vrouwen ervaren meer baaneisen wanneer zij meer discriminatie 
waarnemen. Daarnaast werd er een negatieve relatie gevonden tussen de 
waargenomen discriminatie en de waargenomen werkhulpbronnen van vrouwen. 
Deze resultaten suggereren dat vrouwen met een suboptimale werkomgeving worden 
geconfronteerd als zij ook discriminatie ervaren. In een suboptimale werkomgeving is 
het lastig voor werknemers om gezond en gemotiveerd te blijven (Demerouti, Bakker, 
Nachreiner, & Schaufeli, 2001). Daarom hebben werknemers de neiging om hun 
bestaande baanbronnen te beschermen en nieuwe baanbronnen te verzamelen om zo 
succesvol te kunnen functioneren (Hobfoll, 2002). Medewerkers die al minder 
baanbronnen tot hun beschikking hebben, moeten meer moeite doen om nieuwe 
bronnen aan te kunnen boren. Vandaar dat proactieve werkstrategieën vooral 
relevant zouden kunnen zijn voor vrouwen die in een minderheidspositie werken.  
 Hoofdstuk 3 is het eerste hoofdstuk waarin we gekeken hebben naar de voordelen 
van proactieve werkstrategieën voor vrouwen (Onderzoeksvraag 2). Daarnaast 
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hebben we ook gekeken naar Onderzoeksvraag 3, namelijk of positieve 
welzijnsindicatoren met name goed zijn voor de prestatie van vrouwen. In dit 
hoofdstuk wordt een dagelijkse dagboekstudie beschreven die plaatsvond op een 
technische universiteit in Nederland. Binnen deze universiteit hebben vrouwen, zowel 
op administratief als op academisch niveau, een minderheidspositie. In totaal vulden 
63 werknemers (65% vrouwen) de algemene vragenlijst in en deze werd gevolgd 
door een in te vullen dagboek gedurende vijf aansluitende werkdagen. Zij gaven 
antwoord op vragen over hun zelfregulerend gedrag (mastery approach, dagelijks 
doelstellingen opstellen en dagelijkse zelf-beloning), hun zelf-werk facilitatie en hun 
binnenrol prestatie. Zelf-regulatie is aanpassen van gedrag om zo een gewenst doel te 
bereiken (Carver & Scheier, 1998). Zelf-werk facilitatie is het gebruiken van bronnen 
(motivatie, energie en intentie) opgedaan in het zelf-domein op het werk (Demerouti, 
2009). De resultaten laten zien dat zelfregulatie strategieën vrouwen helpen om 
optimaal gebruik te maken van de voordelen van zelf-werk facilitatie. Dus door 
proactief hun eigen gedrag te reguleren weten vrouwen tijdens het werk gebruik te 
maken van bronnen die zijn opgedaan in het zelf-domein. Tevens hadden de 
zelfregulatie strategieën een indirecte invloed op binnenrolprestatie via zelf-werk 
facilitatie. Vrouwen focussen dus meer op het gebruik maken van positieve 
welzijnsindicator om hun prestatie te verhogen dan mannen.  
 In Hoofdstuk 4 lag de focus opnieuw op het beantwoorden van onderzoeksvragen 
2 en 3. Veertig academische medewerkers (60% vrouwen) van een technische 
universiteit in Nederland vulden een algemene vragenlijst in gevolgd door een 
dagelijks dagboek. In de vragenlijst werd er gevraagd naar hun dagelijks 
netwerkgedrag, hun controle over hun tijd, hun bevlogenheid en hun tijd besteed aan 
onderzoek. Daarnaast hebben de onderzoekers informatie verzameld over het aantal 
gepubliceerde artikelen in de drie jaar na de studie. Wat betreft Onderzoeksvraag 2 
droegen dagelijks netwerk gedrag en controle over tijd op een positieve manier bij 
aan de bevlogenheid van mannen. Er was geen effect van deze twee proactieve 
werkstrategieën op de bevlogenheid van vrouwen. In tegenstelling tot de resultaten 
uit Hoofdstuk 3, vonden we dat deze proactieve werkstrategieën vooral zinvol waren 
voor mannen. Daarentegen toonden de resultaten aan dat bevlogenheid vooral 
positief was voor de tijd die vrouwen aan hun onderzoek besteedden en het aantal 
publicaties in de drie jaar na het onderzoek. Het antwoord op de derde 
Onderzoeksvraag lijkt bevestigend te zijn voor vrouwen. Dat wil zeggen dat 
bevlogenheid bij vrouwen resulteerde in hogere objectieve prestatie.  
 Het laatste empirische hoofdstuk van het proefschrift beschrijft twee studies die 
als doel hadden om 1) de voordelen van job crafting voor vrouwen in 
minderheidsposities te onderzoeken en 2) om te onderzoeken of zulk job crafting 
gedrag aan te leren is (Onderzoeksvraag 4: zijn proactieve strategieën trainbaar?). In 
Studie 1 was er sprake van een longitudinaal design met twee meetmomenten. De 
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studie vond opnieuw plaats op een Nederlandse technische universiteit en in totaal 
vulden 111 werknemers de vragenlijst in. Zij beantwoordden vragen over hun job 
crafting gedrag, hun bevlogenheid, hun taakprestatie en hun carrière tevredenheid. 
Uit de resultaten konden we opmaken dat de taakprestatie van werknemers in het 
algemeen hoger werd door het zoeken van werkhulpbronnen en het verminderen van 
taakeisen. Verder vonden we dat vrouwen meer voordeel haalden uit het zoeken van 
werkhulpbronnen dan mannen. Dit resulteerde namelijk in hogere taakprestatie. Deze 
resultaten sluiten aan bij de resultaten van Hoofdstuk 3, namelijk dat proactief 
werkgedrag vooral relevant is voor vrouwen.  
 In de tweede studie beschreven in Hoofdstuk 5, probeerden we de resultaten van 
Studie 1 te repliceren. We vonden slechts één relatie, namelijk dat het zoeken van 
werkhulpbronnen tot meer bevlogenheid leidde. Ook namen werknemers deel aan een 
job crafting interventie met een pre- en post-test ontwerp. In vergelijking tot de 
controle groep scoorde de interventie groep hoger op de job crafting gedragingen van 
zoeken naar werkhulpbronnen en verminderen van baaneisen en scoorden zij hoger op 
bevlogenheid. De interventie zorgde ervoor dat de deelnemers meer hulpbronnen 
gingen zoeken en hierdoor beter presteerden, meer bevlogen raakten en meer 
tevreden met hun carrière waren. Ook al gingen deelnemers hun baaneisen meer 
verminderen dan de controle groep, dit verklaarde niet de verhoging van de 
bevlogenheid, carrière tevredenheid en taakprestatie van de deelnemers ten opzichte 
van de controle groep.  
 Kortom, de resultaten suggereren dat vrouwen die een minderheidspositie 
hebben, werken onder suboptimale werkomstandigheden, doordat zij meer baaneisen 
en minder werkhulpbronnen ervaren. Ons onderzoek laat zien dat vrouwen 
compenseren voor deze werkomgeving door proactief aan de slag te gaan met de 
bronnen die zij hebben of op zoek te gaan naar nieuwe bronnen die zij kunnen 
gebruiken. Verder vonden we dat bevlogenheid ervoor zorgde dat vrouwen 
productiever werden dan bevlogen mannen. Verder vonden we dat de proactieve job 
crafting strategieën, die mensen in staat stelt hun werkomgeving aan te passen en 
bevlogen te worden, trainbaar waren. De bevindingen van dit proefschrift dragen bij 
aan de gender literatuur, het Job Demands-Resources model, en literatuur over het 
succesvol functioneren van werknemers door een positieve psychologie perspectief in 
te nemen in het onderzoeken van faciliterende factoren voor werkende vrouwen in 
een minderheidspositie. Daarnaast biedt dit proefschrift nieuwe inzichten in vrouwen 
in minderheidsposities, omdat de werkomgeving en de voordelen van proactief 
werkgedrag bekeken worden vanuit een diversiteitsperspectief (onderscheid makend 
tussen de minderheid en meerderheid). Deze bevindingen bieden ons een beter 
inzicht en begrip van vrouwen die werken in minderheidsposities en kunnen 
bijdragen aan het verbeteren van de gelijkheid van mannen en vrouwen in 
organisaties. 
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