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Abstract
This study adopts a resource perspective to investigate the development of graduates’ resource-based
employability across a 1-year internship. We examined factors referring to agency (job crafting in the
form of crafting challenges and crafting resources) and context (organizational social socialization
tactics) as mechanisms contributing to employability development during initial work experiences
(internships). Datawere collected in Italy from316master graduates in psychology at three time points.
Longitudinal structural equation modeling results showed that baseline employability was positively
associatedwith job crafting. However, job craftingwas only significantly associatedwith employability at
the end of the internship among those reporting high crafting resources and medium-to-high orga-
nizational social socialization tactics. Hence, beyond a focus on proactivity only, organizational support
and opportunities to form social networks are essential to sustain interns’ employability development.
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Introduction

As the school-to-work-transition (hereafter, STWT) is changing from a one-off choice of oc-
cupation toward a series of learning cycles including exploration, trial, and mastery (De Vos et al.,
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2019), emerging adults need to engage in continuous learning and proactive behaviors to achieve
career success and make successful career transitions (Akkermans et al., 2021). Hence, the
chances to acquire and maintain employment are strongly driven by individuals’ taking charge
behaviors, that is, agency, through which they self-direct their career and work-related choices and
can improve their employability further (Lo Presti et al., 2022).

Because the STWT constitutes the first significant career transition for graduates, it is critical
that they successfully navigate it, as research shows it may impact their long-term career success
(Steiner et al., 2021). In this scenario, internships’ popularity has increased among Higher
Education Institutions (hereafter, HEI) to support a successful STWT and improve graduates’
employment outcomes. Yet, though research supports the value of internships in this process
(Helyer & Lee, 2014), it is still unclear how internships contribute to the individual’s ongoing
learning cycles during the STWT.

Given how dynamic STWTs have become (De Vos et al., 2019), examining possible
mechanisms explaining employees’ perceptions of how their employability—an individual’s
potential in the internal/external labor market (Forrier & Sels, 2003)—develops in relation to these
transitions is critical. Such insights would also provide HEI and (future) employers with practical
evidence of the value of offering internships. Moreover, there are not many studies focusing on
how dynamic employability is, and research on employability development has been conceptually
fragmented (Forrier et al., 2018), with employability often only used as a predictor or as an
outcome variable. This oversight is problematic because without a clear understanding of the
underlying mechanisms involved in employability development, it is hard to establish whether
and how initiatives designed to support STWTs by sustaining high employability can be effective.
Thus far, much research on employability has drawn upon an exclusively agentic perspective, with
employability seen as a personal asset that determines one’s success in the labor market (Forrier
et al., 2018). However, scholars have recently called for a more nuanced understanding of
employability as influenced by agentic and structural factors since the individual (i.e., agency) and
the context (i.e., structure) matter in shaping employability perceptions (Delva et al., 2021).

Building on these considerations, this study looks at how employability develops during a time
of gaining initial work experience, namely, during a 1-year internship among fresh psychology
master graduates. In doing so, we investigate the role of job crafting—that is, proactive behaviors
through which individuals seek to increase their perceived job resources and challenging demands
(Tims & Bakker, 2010) — as an agentic mechanism, and organizational social socialization
tactics—that is, initiatives through which organizational members provide support and oppor-
tunities to form social networks and develop a sense of community (Jones, 1986) — as a
structural boundary condition of employability development during the STWT. In doing so, we
adopt a resource-based view of employability (Lo Presti & Pluviano, 2016), which sees em-
ployability as an asset that develops and improves over time.

This study extends prior research and makes three main contributions. First, we examine the
role of agency, in the form of job crafting, in the STWT, to shed light on a potential agentic
mechanism for employability development. In doing so, we also contribute to job crafting research
by investigating how it contributes to graduates’ employability development (Akkermans & Tims,
2017). Second, we contribute to the employability literature by examining the development of
employability over time, particularly during the STWT. In doing so, we highlight how em-
ployability, as a personal resource, might be malleable over one year. This approach follows recent
calls for more longitudinal and transition-focused employability studies, examining the resources
that may foster or hamper its development (Forrier et al., 2018). Third, following recent calls for a
more context-sensitive understanding of employability (Akkermans & Kubasch, 2017), we
explore the interplay between agency (i.e., job crafting) and context (i.e., organizational social
socialization tactics) in employability development during STWT. This is relevant to clarify how
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the co-existence of individual and contextual factors represents a resource that graduates can draw
upon to enhance their employability at the beginning of their careers.

Internships as a Context

Internships can take place either before or after graduation and can take various forms (e.g.,
traditional vs. e-internship; graduate scheme vs. practicum). Despite these differences, they all
share a common emphasis on being executed during a relatively short-term period, featuring
practical work experiences that allow students to receive training and gain experience in a specific
field or career area of their interest. The popularity of internships is partially due to their con-
sideration as experiences enabling individuals to develop skills and workplace understanding
before moving into the labor market (Helyer & Lee, 2014). Internships are a relevant context to
study the development of employability as individuals can develop their human and social capital,
define their vocational plans, improve their sense-making abilities, and learn to behave effectively
in the labor market (Guile & Lahiff, 2013).

Employability Development

Employability development is particularly important during the STWTwhen young people need
to develop and mobilize their personal resources that contribute to acquiring employment and
building their careers (Akkermans et al., 2021). Although the construct of employability has been
thoughtfully explored in recent years (Fugate et al., 2021), less is known about its development
and particularly the mechanisms underlying its malleability (Forrier et al., 2018). Moreover, up to
now there is not a general agreement on its definition, as several conceptualizations, sharing a
common emphasis on individual perceptions, have been advanced. Scholars usually differentiated
between an output-based perspective on employability (i.e., one’s perceptions of how likely they
can obtain employment, i.e., perceived employability; Vanhercke et al., 2015) and an input-based
perspective on employability (i.e., the personal strengths that increase the individual’s chance in
the labor market, i.e., movement capital; Forrier et al., 2018). In recent years, scholars have begun
integrating these perspectives to unify our understanding of employability development (Fugate
et al., 2021). For instance, Forrier et al. (2015) conceptualized input-based (e.g., competence-
based employability and movement capital) and outcome-based (e.g., perceived employability)
employability. According to them, employability-related competencies and resources, like the
resource-based perspective we adopt in this study, can predict perceptions of employability, and,
ultimately, career transitions and outcomes.

In fact, within the input-based perspective, Lo Presti and Pluviano (2016) recently advanced a
resource-based definition of employability suggesting that employability encompasses abilities,
competencies, and self-perceptions as resources that contribute to one’s ability to gain career
success and secure employment. Hence, we adopt this definition because it emphasizes the
dynamic nature of the aspects that define one’s overall employability, which is relevant when
zooming into employability development. In particular, resource-based employability encom-
passes four dimensions that contribute to an individual’s potential in the labor market: (1) Human
capital and professional development concern individuals’ acquired competencies and efforts for
developing new knowledge and abilities to enhance present and future career chances; (2) Social
capital and networking refer to the whole set of attitudes and behaviors to improve one’s social
capital within work contexts; (3) Career identity and self-management refer to individuals’
awareness of their professional experience and ability to make sense of it consistently with specific
present and future career objectives; finally, (4) environmental monitoring refers to the awareness
of the external context and information-seeking useful to develop a career (Lo Presti et al., 2019).
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Job Crafting for Employability Development

While internships offer a chance to experience the workplace directly, research suggests that
graduates need to assume a proactive role to learn andmake the best out of it (Helyer & Lee, 2014).
This is consistent with a general increased emphasis on workers’ responsibility for securing work,
which implies that proactive efforts are now key to allowing individuals to become or remain
employable (Forrier et al., 2018). Indeed, considerable evidence shows that engaging in proactive
work behaviors involving self-initiated, anticipatory actions, such as job crafting, is related to
favorable work outcomes (Zhang & Parker, 2019). Specifically, job crafting represents a process
by which people make proactive changes in their tasks or work relationships (Wrzesniewski &
Dutton, 2001). Individuals craft their work by proactively increasing perceived resources and
seeking challenges1 (Tims & Bakker, 2010). Crafting resources could take the form of increasing
structural or social resources (e.g., asking for performance feedback, trying to learn new things),
and deals with efforts to collect a higher amount of perceived job resources, that is, aspects that are
useful to achieve goals and reduce hindering demands. Differently, crafting challenges consists of
seeking new and challenging tasks at work (e.g., voluntarily taking on new responsibilities) and
refers to behaviors aiming at pursuing challenging job demands, which require sustained physical
or psychological efforts but promote mastery (Bakker & Demerouti, 2017). Hence, while the
underlying mechanism is similar, they deal with different job characteristics — job resources
versus job demands — which may be differently involved in employability development during
STWT, making it worthwhile to investigate these dimensions separately.

Research on job crafting has mainly been conducted among workers and showed that job
crafting leads to positive results as individuals experience higher control in their jobs and perceive
higher fit and meaning in their activities (Zhang & Parker, 2019). Indeed, meta-analytic evidence
shows that the job crafting behaviors considered in this study contribute to more positive work
attitudes and better performance (Rudolph et al., 2017). Moreover, previous research showed that
career competencies (a type of career resource somewhat similar to resource-based employability)
lead to higher job crafting, which in turn fosters employability perceptions (Akkermans & Tims,
2017). This finding supports the idea that individuals with generally higher employability levels
display more frequent behaviors to identify and pursue developmental opportunities, of which job
crafting is an example. Moreover, it is likely that in the context of initial work experiences, job
crafting may represent an essential mechanism in employability development by making the work
experience more resourceful and challenging, thereby potentially enhancing employability over
time because of the greater chances job crafters create for themselves to use their strengths and
have access to a greater pool of resources.

Overall, evidence suggests that individuals reporting higher employability are likely to display
higher proactivity during initial work experiences, as they are more active in developing their
competencies and professional social networks. Accordingly, it is likely that by crafting additional
perceived job resources and challenging demands, graduates will experience more opportunities
for development (Bakker & Demerouti, 2017), resulting in enhanced employability. For example,
graduates with higher employability will feel more confident in engaging in discussions with other
professionals about their work and establishing new positive work relationships, eventually
contributing effectively to reach work goals. These perceptions will likely drive them to ask for
feedback, advice from colleagues, or more responsibilities (i.e., craft their job) more often because
they possess the necessary resources. Subsequently, these proactive behaviors will contribute to
their skills and ability to acquire employment, enhancing their employability further.

From a theoretical perspective, this is consistent with the Conservation of Resources theory
(hereafter, COR theory; Hobfoll, 2001) which assumes that people strive to retain, protect, and
build resources to cope with stress and improve their well-being, where resources are defined as
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“those objects, personal characteristics, conditions, or energies that are valued by the individual or
that serve as a means for attainment of these objects, personal characteristics, conditions, or
energies” (p.516). Based on COR theory, we argue that interns reporting higher employability will
engage more frequently in job crafting as a way to attain more resources and thus further enhance
their employability, consistently with the notion of resource gain cycle advanced by Hobfoll
(2001). Based on this reasoning, we propose:

Hypothesis 1: Job crafting, specifically (a) crafting resources and (b) crafting challenges
behaviors, will mediate the positive relationship between employability assessed at the be-
ginning and at the end of the internship.

The Moderating role of Organizational Social Socialization Tactics

As argued above, we propose job crafting as an underlying mechanism of employability de-
velopment during internships. However, these initial work experiences occur within firms and
institutions, implying that organizational factors likely play a role in determining the development
of employability (Forrier et al., 2018). In particular, organizational socialization tactics, that is,
those methods and techniques organizations use to facilitate newcomer adjustment (Jones, 1986),
are likely critical for graduates’ employability development because they provide the knowledge
and skills to make the work environment more understandable (Kim & Moon, 2021). Indeed,
studies showed that graduates are generally unfamiliar with the differences between college and
work, leading to job disappointment when false expectations are formed (Tuononen et al., 2019).
Hence, initial work experiences such as internships may be regarded as a particular phase of a
broader socialization process, during which graduates learn the basic knowledge to participate in
workplace settings, which differ substantially from the structured academic environments they
come from (Lo Presti et al., 2022). As such, organizational socialization tactics may strengthen the
effectiveness of job crafting on employability development by providing contextual resources
helpful to enhance the positive role of graduates’ agency on initial employability development.

Among the different tactics that organizations can use to support newcomers’ adjustment,
research shows that interpersonal relationships play a critical role, including organizational
learning and guiding interns’ proactive efforts in seeking information (Beenen & Pichler, 2014).
Specifically, organizational social socialization tactics refer to those initiatives allowing expe-
rienced organizational members to provide social support to newcomers while acting as role
models and providing opportunities to form social networks and develop a sense of community
(Cable & Parsons, 2001). In the context of initial work experiences, such as during internships,
organizational social socialization tactics can expose graduates to existing organizational and
professional norms and values. This experience can enrich their knowledge of field-specific do’s
and don’ts that determine what is acceptable and what is not in pursuit of employment oppor-
tunities (Delva et al., 2021). As such, these organizational factors likely either contribute or
enhance other resources’ contribution to employability development.

Integrating this reasoning with the previous hypothesis and following recent proposals on the
importance of combining agency and context in understanding employability (Forrier et al., 2018),
we propose that organizational social socialization tactics interact with graduates’ job crafting to
enhance their employability. That is, we expect that, during the internship, organizational social
socialization tactics strengthen the role of proactively crafting job resources and challenges for
employability development. Theoretically, this is again consistent with COR theory: the positive
relationships and knowledge gained through organizational social socialization tactics will
provide graduates with access to a greater pool of potential resources and challenges they can craft,
thereby contributing more strongly to their employability development. In line with this
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reasoning, Cai and colleagues (2023) also argued that organizational socialization tactics may
provide access to additional resources, albeit being valuable resources themselves that could be
helpful to newcomers to cope with anxiety and uncertainty during organizational entry for ac-
quiring further resources and improve their adaptation and career development. Accordingly, we
argue that interns perceiving stronger organizational social socialization tactics will feel more
comfortable and facilitated in crafting their job because of greater opportunities to learn about the
values of their new setting, thus further increasing their employability. We propose:

Hypothesis 2: Organizational social socialization tactics will moderate the positive effect of
job crafting, specifically (a) crafting resources and (b) crafting challenges behaviors, on
employability at the end of the internship, such that these will be stronger at higher values of
the moderators.

Method

Participants and Procedure

Our study focused on the internship carried out by psychology graduates to be listed in the national
chartered psychologists register after passing a state exam, consistently with Italian national
regulations (Law. 56/89 and DM-239/92). Specifically, in Italy, after graduating in psychology
(MA level), to become a chartered psychologist, it is compulsory to attend a two-semester (i.e.,
one year) internship in organizations (e.g., hospitals, day-time centers, HR departments) affiliated
with the university and freely chosen by the graduates, where they are supervised by chartered
psychologists. After this internship, graduates have to pass a state exam and then register in the
national register of psychologists. The main aim of the internship is to carry out supervised
activities within a specific professional area to integrate knowledge while acquiring new skills,
experiencing the future professional role, and preparing to become an autonomous practitioner.
We collected data in Italy from 316 interns in Psychology (degrees: applied psychology, clinical
psychology, cognitive psychology) recruited within a single university. They had just obtained a
master’s degree in psychology at the time of the first data collection and started their year of the
internship.

Baseline data (Time 1; T1) were collected at the beginning of the internship (initial N = 710).
Data at Time 2 (T2) were collected at the end of the first semester (i.e., after six months from
baseline data), while data at Time 3 (T3) were collected at the end of the second and final semester
(i.e., after twelve months from the baseline data). The questionnaires were presented along with
the documentation needed from the university to manage the internship. Participation was
voluntary and aimed at evaluating the interns’ internship experience and providing the university
with data useful for tailoring curricula and student services. In sum, 272 (86.1%) women and 44
(13.9%) men completed all three questionnaires (response rate = 44.51%). No significant dif-
ferences emerged between those who completed all three waves and those who did not in terms of
demographic information and variables’mean values at T1. The mean age was 28.43 years (SD =
5.56; one missing value). Gender distribution was consistent with the Italian national distribution
of psychology students (women = 83.2%, men = 16.8%; Almalaurea, 2021), while age was
significantly (t = 6.60, p < .001) higher than the Italian national one for graduates’ profiles (M =
26.3 years).
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Measures

Employabilitywas measured at T1 and T3. We used the scale by Lo Presti et al. (2019) to measure
resource-based employability. The scale consists of 28 items (e.g., “Developing new competencies
about my occupation is easy to me,” “I think I have a clear plan for my career”). Cronbach’s
alphas were .94 at T1 and .95 at T3. Responses were collected through a 5-point scale (0 = “not at
all,” 4 = “completely”). Previous studies using this scale have showed support for its reliability and
validity (Lo Presti et al., 2020).

Job crafting was assessed at T2. We used eight items from the Italian translation (Costantini
et al., 2021) of the job crafting scale developed by Petrou et al. (2012) to measure the dimensions
of crafting resources (five items2, e.g., “I contacted other people from work to get the necessary
information for completing my tasks”) and crafting challenges (three items, e.g., “I ask for more
tasks if I finish my work”). Cronbach’s alphas were .76 and .84, respectively. All items were rated
on a 5-point frequency scale (0 = “never” to 4 = “very often”). Previous studies using this scale
have showed support for its reliability and validity (Cheng et al., 2022).

Organizational social socialization tactics were measured at T2. We used the scale by Cable
and Pearson (2001), adapted for interns (replacing “job” with “internship” in the items) to assess
social socialization tactics. A sample item is “Almost all of my colleagues have been supportive of
me personally.” Cronbach’s alpha was .67. All items were rated on a 5-point frequency scale (0 =
“completely false” to 4 = “completely true”). Previous studies using this scale have showed
support for its reliability and validity (Song et al., 2015).

Statistical Approach

Since our model includes latent variable interactions, traditional model fit indices used in
structural equation modeling are unavailable (Maslowsky et al., 2015). Accordingly, we used a
two-step estimation procedure for estimating our latent moderated structural model (Klein &
Moosbrugger, 2000) using the XWITH command in Mplus software (Muthén & Muthén, 1998–
2019). Specifically, after ensuring the fit of the measurement model (see preliminary analyses), we
estimated the structural model without the latent interaction terms. Then, we estimated the
structural model with the latent interactions (cf. Muthén, 2012).

Employability was modeled as a second-order factor reflected by its four dimensions because
our sample size did not comply with the rule of thumb of at least 10 cases for each parameter to be
estimated (Kline, 2015). The two job crafting dimensions, that is, crafting resources and crafting
challenges, were modeled as two latent factors reflected by their respective items, just like social
socialization tactics. Auto-regression relationships were included to control for T1 levels of
employability on employability at T3. Mplus version 8.4 (Muthén & Muthén, 1998–2019) was
used for all analyses.

Results

Preliminary Analyses

Measurement Models and Invariance of Employability. Before testing our model, we examined the
measurement model for employability at T1 and T3. Based on modification indices, covariances
were estimated between some items within the same factors. Results from CFA indicated that the
models at two different time points fit the data well: at T1, χ2(331) = 571.60, root mean square error
of approximation (RMSEA) = .05; standardized root mean square residual (SRMR) = .05; at T3:
χ2(331) = 662.34, RMSEA = .06; SRMR = .06. We then tested configural and metric invariance to
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investigate whether employability was measured consistently across the two time points (Ployhart
& Vandenberg, 2010). We compared a freely estimated—unconstrained—model (χ2(1475) =
3132.55, RMSEA = .06; SRMR = .07) with a restricted model in which corresponding latent
factor loadings were set to be equal (χ2(1502) = 3167.09, RMSEA = .06; SRMR = .08). Results
showed a nonsignificant Satorra–Bentler scaled chi-square difference (Satorra & Bentler, 2001;
SBS-Δχ2 = 11.20; Δdf = 27; p = 1.00), suggesting that the factor structure of employability at both
time points is the same and that its measures are similar over time.

Confirmatory Factor Analyses. We further tested the factorial structure of our study variables by
comparing a hypothesized five-factor model where each latent construct (i.e., crafting resources,
crafting challenges, and organizational social socialization tactics) was indicated by its items,
except for employability at T1 and at T3 that was reflected by respective first-order indicators and
relative items, with three alternative models. Results are displayed in Table 1 and show that our
proposed five-factor model fits the data better than the alternative ones.

Descriptive Statistics

Means, standard deviations, and correlations among the variables are reported in Table 2. As can
be seen, crafting resources was significantly positively related to employability at T1 and T3.
Similarly, crafting challenges was significantly positively associated with employability di-
mensions at T1 and T3. Organizational social socialization tactics were significantly positively
related to employability at T1 and T3.

Results from a paired samples t-test showed that employability scores were significantly higher
after (M = 2.89, SD = .52) than before the internship (M = 2.66, SD = .51), t (315) = �9.54, p <
.001. Specifically, there was a significant increase in all the dimensions of employability after the
internship, with the largest effect size observed in the dimension of human capital and professional
development, Cohen’s d = 0.52.

Hypotheses Testing

The structural model without the latent interaction terms displayed acceptable fit indices: χ2(2174) =
3644.33, RMSEA = .05, SRMR = .06. In estimating this model, items from the same variables
were allowed to covary, as well as the two approach crafting dimensions. Based on acceptable

Table 1. Results of Confirmatory Factor Analyses (N = 316).

Model χ2 df χ2/df CFI TLI RMSEA SRMR

Measurement models
5-Factor model: EMP T1, CR, CC, OSST, EMP T3 3345.93 2142 1.56 .90 .90 .04 .06
4-Factor model: (Combined: CR/CC), EMP T1, OSST,
EMP T3

3393.52 2146 1.58 .90 .89 .04 .06

3-Factor model: (Combined: CR/CC/OSST), EMP T1,
EMP T3

3450.93 2149 1.61 .90 .89 .04 .06

1-Factor model 6054.16 2164 2.80 .69 .67 .08 .09

Notes. χ2 = chi-squared; df = degrees of freedom; χ2/df = normed chi-squared; CFI = comparative fit index; TLI = Tucker–
Lewis index; RMSEA = root-mean-square error of approximation; SRMR = standardized root mean square residuals. EMP
T1 = Employability Time 1; CR = Crafting Resources; CC =Crafting Challenges; OSST =Organizational Social Socialization
Tactics; EMP T3 = Employability Time 3.
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model fit, we then proceeded to test the hypothesized interaction effects between job crafting and
organizational social socialization tactics. Results are presented in Figure 1.

Employability at T1 was positively related to crafting resources (B = .61, p < .001; 95%CI =
[.33, .89]), and crafting challenges at T2 (B = .50, p < .001; 95%CI = [.24, .75]). Controlling for
employability at T1, neither crafting resources (B = .02, p = .63; 95%CI = [�06, .10]) nor crafting
challenges (B = .03, p = .48; 95%CI = [�05, .10]) at T2 were significantly related to employability
at T3, providing no support for Hypothesis 1.3

Regarding the moderating role of organizational social socialization tactics measured at T2,
results showed that they were significantly positively related to employability at T3 (B = .15,

Table 2. Descriptive Statistics and Correlations among the Study Variables.

M SD 1 2 3 4 5 6

1. Gender .86 .35 —

2. Age 28.43 5.56 �.02 —

3. Employability T1 2.66 .51 .02 .22*** —

4. Crafting resources T2 2.68 .68 �11* �.11 .22*** —

5. Crafting challenges T2 2.15 1.01 �.08 �.06 .22*** .51*** —

6. Organizational social socialization tactics T2 3.16 .65 �.02 .05 .12* .22*** .10 —

7. Employability T3 2.89 .52 �.03 .15** .66*** .28*** .27** .18**

Notes. N = 316.
M = Mean; SD = Standard deviation. Gender 0 = Female; 1 = Male; T1 = Time 1; T2 = Time 2; T3 = Time 3.
*p < .05, **p < .01, ***p < .001.

Figure 1. Results from the Final Model (N = 316).
Notes. Unstandardized coefficients are reported. T1 = Time 1; T2 = Time 2; T3 = Time 3. *p < .05, ***p <
.01.
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p = .03; 95%CI = [.01, .28]), and that they moderated the relationship between crafting
resources and employability at T3 (B = .15, p = .03; 95%CI = [.02, .28]), but not between
crafting challenges and employability at T3 (B = �.06, p = .31; 95%CI = [�18, .06]), hence
providing support for Hypothesis 2a but not 2b. A simple slope analysis revealed that the
relation was not significant for low (mean-1SD; B = .08, p = .25; 95%CI = [�06, .22]), while it
was significant for medium (B = .14, p < .001; 95%CI = [.07, .22]) and high levels (mean +
1SD; B = .20, p < .001; 95%CI = [.09, .32]) of organizational social socialization tactics. The
interaction was plotted and is displayed in Figure 2. The figure shows that medium and high
organizational social socialization tactics, together with high crafting resources behaviors,
resulted in higher employability at the end of the internship. Hence, proactively seeking more
resources had a role in improving employability when interns could benefit from organi-
zational initiatives that provided them with social support, and opportunities to form social
networks and develop a sense of community.

Discussion and Conclusions

In this study, we examined whether resource and challenge job crafting behaviors might be a
mechanism contributing to employability development during initial work experiences. More-
over, we looked at the possible moderating role of organizational social socialization tactics.
Adopting a resource-based perspective on employability (Lo Presti et al., 2019), we first proposed
that graduates reporting higher employability at the beginning of their 1-year internship would be
better equipped to improve their work characteristics through job crafting, resulting in higher
employability at the end of the internship. Moreover, we hypothesized that organizational social
socialization tactics might amplify the positive role of job crafting on graduates’ employability by
providing access to more resources that are useful to channel proactive efforts in ways that fit with
context-specific rules (Delva et al., 2021). Our findings partially supported our hypotheses.
Although more employable graduates reported engaging in more frequent job crafting to seek
additional resources and challenges in their internship, these proactive behaviors alone did not

Figure 2. The interaction between crafting resources and organizational social socialization tactics for
employability at Time 3.
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make them more employable at the end of the internship. However, organizational social so-
cialization tactics played a key role here. Specifically, we found that job crafting in the form of
crafting resources related to higher employability at the end of the internship only if graduates
experienced at least medium or high levels of organizational social socialization tactics.

Theoretical Implications

Our study contributes to three main streams of research: 1) agency in the STWT, 2) employability,
and 3) the role of context for employability development.

Agency in the STWT. Based on previous research on the key role of proactive behaviors to cope
with labor market turbulence and successfully navigate the STWT (Akkermans et al., 2021), we
hypothesized job crafting as a potential mechanism underlying graduates’ employability de-
velopment during initial work experiences. Consistent with the available evidence (Akkermans &
Tims, 2017), we found that higher employability at graduation was related to more frequent job
crafting (i.e., crafting resources and challenges) during the internship. However, surprisingly, job
crafting was not associated with higher employability at the end of the internship after controlling
for baseline employability. A possible explanation for this unexpected finding is that job crafting
represents a short-term adjustment, making it primarily an effective strategy to achieve immediate
adaptation and functioning, but is unrelated to longer-term employability development, at least
unless contextual factors (see our discussion section on “The role of context for employability
development”) are taken into account. Hence, it seems that job crafting is effective to promote
person-job fit (Tims et al., 2021), but perhaps not person-career fit (De Vos et al., 2019). Related to
this, in this study, our focus was on understanding if and how proactive behaviors to make the
work environment a better fit for oneself could result in higher employability, a personal asset that
is unbound to a specific work context. With this in mind, our findings suggest that job crafting
alone is not sufficient to promote employability development, for which proactive strategies that
focus on one’s career (e.g., career self-management or career crafting; Tims & Akkermans, 2020)
may be better suited.

Employability. Graduate employability has, thus far, been mainly examined through a higher
education lens (Tuononen et al., 2019), focusing on conceptualizations that hardly converge with
career studies (Akkermans & Kubasch, 2017). This study adopted a resource perspective on
employability (Lo Presti & Pluviano, 2016) to examine graduates’ initial employability devel-
opment. In doing so, we synthesize research from the graduate employability literature and the
STWT (cf. Akkermans et al., 2021). We found that all four employability dimensions considered
in this study (i.e., human capital and professional development, social capital and networking,
career identity and self-management, and environmental monitoring) increased during the in-
ternship. This evidence is significant in light of recent research questioning how malleable
employability is (Forrier et al., 2018), particularly during the STWT, and previous research
reporting that perceived employability tends to be relatively stable over one year, probably
because employability self-perceptions are relatively resistant to change (Mäkikangas et al.,
2013). Enriching this literature, our findings offer empirical support that employability can change
over time and, specifically, it can increase during a 1-year internship after graduation. Hence, these
findings support the idea that internships may represent a valuable context for initial employability
development, probably because of the several real-work experiences that help foster employability
competencies (e.g., networking, professional development, labor market awareness).

The role of context for employability development. Although employability’s importance in
career studies is increasing (Akkermans & Kubasch, 2017), some scholars have argued that most
of the available evidence is built upon an agentic lens, seeing employability as solely depending
on the individual (Forrier et al., 2018). Conversely, Delva et al. (2021) called for a more nuanced
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understanding of employability by integrating contextual factors that may shape it. Responding to
this call, we focused on organizational social socialization tactics as a moderator of the asso-
ciations between job crafting and employability during an internship. We hypothesized that
providing graduates with social support, mentors, and networks would help them craft their
internship activities more effectively. We found support for our hypothesis regarding crafting
resources behaviors. Specifically, we detected a conditional effect where crafting resources was
significantly related to higher employability at the end of the internship only when organizational
social socialization tactics were medium or high, while this effect was null at lower levels of these
socialization tactics. This confirms that agency alone (i.e., job crafting) is not sufficient to develop
employability, highlighting the importance of contextual factors (i.e., in our study, organizational
social socialization tactics) in making agency work when it comes to employability development.
Our results show that graduates need to obtain additional resources from their internship provider
to effectively craft their work environment in a way that ultimately benefits their employability
development. When organizational contexts lack this type of support, interns’ proactivity to
increase resources risks being ineffective for their employability development.

However, against our expectations, organizational social socialization tactics did not moderate
the link between crafting challenges and employability. Stated differently, graduates’ crafting
challenges behaviors did not enhance their employability regardless of the level of socialization
tactics they received during their internship. This result may imply that graduates, who experience
their first work experience, already have enough new challenges to focus on (e.g., getting used to
their first job, forming their vocational identity; cf. Akkermans et al., 2021). Therefore, taking on
even more challenges does not positively impact their employability, even if combined with
structural organizational support. Overall, our findings on the role of socialization tactics show
that providing (social) resources to graduates likely helps them craft additional resources (i.e., a
resource gain cycle; cf. Hobfoll et al., 2001). This interplay of receiving and creating resources
seems a fruitful approach to becoming more employable during initial work experiences.

Limitations and Suggestions for Future Research

This study is not without limitations. First, our sample included only psychology graduates in
Italy, which may limit the generalization of our findings to other cultural contexts and degrees, as
psychology students in Italy are mainly women (Almalaurea, 2021) and may be familiar with the
concepts of employability and organizational behavior. Furthermore, our participants were not
involved in pre-graduation work experiences (i.e., practicum) as a part of their educational
curricula, as happens in other countries (e.g., the US). Based on this, future studies may involve
more heterogeneous samples, including different academic majors, intra-curricular practice-
oriented initiatives, and other types of university degrees. Our sample age was slightly, yet
significantly higher than the nationally representative sample, which may be related to prior and
ongoing work experiences that may have delayed the degree completion. Accordingly, data on
prior and ongoing work experiences may be collected and controlled for in future studies. Second,
the attrition rate was about 55%, which is acceptable considering that participation in the study
was not compulsory. However, it is possible that those who completed all the questionnaires were
more motivated, and maybe more proactive than the dropout sample, thus having an impact on our
results in terms of higher statistical significance given the nature of the examined phenomena.
Third, while we assessed employability at multiple time points, we assessed job crafting only once
(also because at T1 graduates were not actually involved in any internship and hence could not
enact any crafting behavior) as we hypothesized it as a mediating mechanism. However, as
employability and job crafting are both dynamic constructs, future studies should include a full
longitudinal assessment of our variables to control for autoregressive paths and disentangle
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different effects. Moreover, the organizational social socialization tactics scale showed a reliability
coefficient slightly lower than the traditional .70 cut-off, hence its results should be interpreted
cautiously. Fourth, all our study variables were assessed with self-report measures. Future studies
could try to replicate our findings also using third-party evaluations (e.g., from supervisors) or
objective measures (e.g., actual implemented socialization practices), to further advance our
understanding of the mechanisms underlying employability development during internships.
Fifth, we assessed only organizational social socialization tactics, while future studies could also
include other tactics (e.g., organizational content socialization tactics) that may provide further
insights and practical implications. For example, perhaps organizational social socialization
tactics may primarily tap into crafting social resources, whereas organizational content social-
ization tactics may enable young adults to craft their structural resources and challenges. This also
connects to the role of other structural and contextual factors that have proven to be impactful
during the STWT, like racial/ethnic background and socio-economic status (Novakovic & Fouad,
2013) and that should be included in future studies to provide a more integrated depiction of
structure factors into play (Deprez et al., 2021).

Practical Implications

We can draw three main practical implications from this study. First, our findings confirm the
value for HEI of including internships within or at the end of their academic curricula (Helyer &
Lee, 2014) as they may be a powerful tool to enhance graduates’ employability. Although in this
case, the internship was compulsory for practicing as a psychologist, HEI should invest in
promoting internship opportunities for their students and graduates, monitor the quality of these
internships, and adequately engage their stakeholders to increase the range of internship op-
portunities (Chillas et al., 2015). Moreover, HEI could invest in promoting their students’ em-
ployability through, for instance, more innovative curricula (i.e., human capital and professional
development), organizing events with potential prospective employers (i.e., social capital and
networking), as well as providing tailored career and placement services (i.e., career identity and
self-management). Second, graduates and their HEI need to consider the positive role of job
crafting in the form of crafting resources as it may foster their employability, yet only when
graduates receive adequate social support (see below). In particular, HEI could promote a more
positive attitude and propensity towards job crafting among students and graduates through job
crafting interventions (Costantini et al., 2020). Third, organizations and institutions offering
internships should be aware of the benefits of providing formalized socialization tactics, especially
those targeting social aspects (Guile & Lahiff, 2013), to foster interns’ employability. In fact,
although employability is an individual resource, our findings show that organizational social
socialization tactics are essential to provide graduates the resources they need to channel their
proactive efforts effectively and hence increase their employability.
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Notes

1. While initial conceptualizations of job crafting also encompassed the dimension of “reducing demands,”
accumulating evidence shows that this substantially differs from other approach-oriented behaviors that
define job crafting (e.g., Costantini et al., 2021; Zhang & Parker, 2019). Accordingly, reducing demands is
not considered in this study.

2. The original subscale includes six items. In our study, the item “I try to learn new things at work” was
dropped because it showed a low factor loading.

3. To understand better this finding, we run an analysis considering the dimensions of employability
separately. We modeled autoregressive paths to control for each respective construct at T1. Results
showed that social capital and networking at T1 significantly predicted crafting resources (B = .69, p = .03)
and crafting challenges at T2 (B = .89, p < .001), and crafting challenges at T2 significantly predicted
environmental monitoring at T3 (B = .12, p = .04). However, the indirect effect of social capital and
networking on environmental monitoring via crafting challenges was not significant (B = .08, p = .13).
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