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nurses experience high levels of burnout, sickness-related 
absenteeism, and leaving the profession [3, 4]. Research-
ers suggested that higher level of occupational well-being 
would be conducive to the stability and the development 
of the medical team, and it also would be helpful to pro-
mote the harmony of the nurse-patient relationship [5]. 
Thus, it is essential to understand how to increase nurses’ 
occupational well-being, and as such attract as well as 
retain qualified nurses.

Researchers began to explore the working environ-
ment factors which may increase nurses’ well-being [4], 
while what current models lack is an account of the role 
of unplanned or unexpected external events and how 
they impact nurses’ well-being. As we known, nurses are 
not only exposed to a number of occupational risks, but 

Background
Over the past 40 years, occupational well-being has been 
gaining momentum as it is a central psychological feeling 
in the occupational state [1, 2]. More and more health-
care organizations are acutely aware of the importance 
of nurses’ occupational well-being because frontline 
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Background This study aims to explore the influence of career shocks on nurses’ occupational well-being through 
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Results Job crafting mediated both the relationship between positive career shocks and occupational well-being 
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moderated the indirect relationships.

Conclusions Positive and negative career shocks could increase and impair nurses’ occupational well-being through 
job crafting, respectively. We contribute to helping nurses make sense of career shocks and preparing for career 
shocks, and hospital administrators and nurses’ direct supervisors can help nurse better cope with career shocks in 
attending job crafting activities and providing more autonomy supports.
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also some unexpected shock events. For example, the 
COVID-19 pandemic is a major career shock event for 
most people worldwide [6]. This shock event especially 
has significant effects on health care and frontline work-
ers such as nurses who work around the clock to provide 
relevant and dedicated patient care. Therefore, it is nec-
essary to devote increased attention to the role of career 
shock events in shaping nurses’ careers and work behav-
iours, especially nurses’ occupational well-being as well 
as the underline mechanism.

Career shocks and occupational well-being
A career shock is defined as “a disruptive and extraor-
dinary event that is, at least to some degree, caused by 
factors outside the focal individual’s control and that 
triggers a deliberate thought process concerning one’s 
career” [7]. Researchers suggested that career shock can 
be either positively or negatively valenced, for example, 
receiving a pay raise or promotion sooner than expected 
can be classified as a positive career shock, whereas hav-
ing a mentor or colleague that was important to you leave 
the organization can be classified as a negative career 
shock [8]. In previous studies, positive career shocks have 
generally been associated with positive outcomes; and 
negative career shocks with negative outcomes [9].

Occupational well-being is defined as a positive assess-
ment of one’s work life in the context of occupational 
health psychology [1], which has both personal and 
organizational implications for nurses. Occupational 
well-being reflects employees’ sense of competency, rec-
ognition and development aspirations related to their 
careers [10]. We examine the model from a job demands-
resources (JD-R) perspective [11] which has been widely 
applied to understanding the antecedents of individu-
als’ well-being [12]. According to the JD-R model, the 
presence of job characteristics can be grouped into job 
demands and job resources. Job resources such as job 
autonomy and social support can stimulate personal 
growth and development and driver work engagement 
[11]. Job demands such as work overload, emotional job 
demands are all aspects that require sustained physical 
and/or psychological effort or skills to cope with and thus 
cause job burnout and many other negative outcomes 
[11].

Based on the conceptualization of career shocks, 
researchers have suggested that positive career shocks 
could represent a job resource because they can stimulate 
individuals’ growth and development [13]. Thus, accord-
ing to the JD-R model, we proposed that positive shocks 
are positively related to individuals’ work engagement, 
which is a key indicator of their occupational well-being 
[14]. On the other hand, negative career shocks are more 
likely to represent hindrance demand because they may 
lead individuals to feel that their images (i.e., values and 

goals) are incompatible with their circumstances and 
cause them to take efforts to cope with those shocks and 
in turn be associated with lower occupational well-being 
[13]. Empirical evidence also provides support for our 
assumptions. For example, Mansur and Felix found that 
positive shocks had a positive effect on thriving, while 
negative career shocks had an indirect effect on thriving 
through career adaptability [15]. Thriving was defined as 
an individual psychological state involving the experience 
of vitality and learning [16], which share some similar 
characteristics with well-being. We then propose the fol-
lowing hypotheses:

H1: Positive career shocks are positively associated 
with occupational well-being.

H2: Negative career shocks are negatively associated 
with occupational well-being.

The mediation role of job crafting
Job crafting refers to an individual’s volitional actions 
to shape, mould, or redefine their job in an attempt to 
improve their work experience [17]. It is a proactive 
behaviour strategy to cope with the dynamic changes of 
the organization, and could be triggered by both indi-
vidual and organizational factors [17]. We proposed that 
career shocks would trigger nurses’ job crafting. Positive 
career shocks such as succeeding in a new project could 
provide a form of recognition and positive feedback 
[13]. Nurses may feel that they obtain approval, and may 
encourage them to change the design of their job and the 
social environment at work, which are the two forms of 
job crafting [18]. Experiencing positive career shocks 
could promote nurses try to improve their skills and abil-
ities to make them more professional and competent, and 
they are more willing to change the quality or amount of 
interactions with others in ways that change one’s job. In 
contrast, negative career shocks can be direct signals of 
work pressures and uncertain conditions; based on those 
negative signals, individuals may be more likely to main-
tain the current situation and refuse to take any change 
let along redesign their job. In addition, when experienc-
ing negative shocks, individuals put more cognitive and 
emotional efforts and energy to cope with them because 
such undesirable affective events would impede vitality 
and produce negative affective reactions [15]. In turn, 
individuals have a reduced capacity to engage in job 
crafting activities.

We then proposed that job crafting is positively related 
to occupational well-being. Through the job crafting pro-
cess, individuals can enhance the meaning they attain 
from their work and in turn optimize their well-being 
[19]. There is already abundant evidence to support this 
relationship. For example, Slemp and Vella-Brodrick 
found that job crafting could predict employee intrin-
sic need satisfaction and in turn predicted employee 
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psychological well-being and subjective well-being [20]. 
We proposed that experiencing positive career shocks 
may promote individuals to engage in job crafting and be 
positively associated with occupational well-being, while 
experiencing negative career shocks is negatively associ-
ated with occupational well-being through job crafting. 
We then propose the following hypotheses:

H3: The positive indirect relationship between positive 
career shocks and occupational well-being is mediated by 
job crafting.

H4: The negative indirect relationship between nega-
tive career shocks and occupational well-being is medi-
ated by job crafting.

Perceived supervisor autonomy support as moderator
Seibert and colleagues suggested a high quality relation-
ship with supervisors is a vital step to maintain resil-
ience and adaptability in one’s career and then could be 
effective strategies to respond to the inevitable career 
shocks [21]. We thus proposed that perceived supervi-
sor autonomy support could act as a key moderator to 
influence the indirect effect of career shocks on nurses’ 
occupational well-being through job crafting. Supervi-
sor autonomy support refers to a supervisor’s tendency 
to acknowledge employees’ perspectives, offer choices 
within specific rules and limits, provide meaningful feed-
back, encourage initiation and provide a rationale when 
individuals undertake a particular task [22].

Based on the conception of career shocks, unex-
pected events could trigger a thought process if indi-
viduals adopt job crafting activities [7] and the level of 
job crafting depends on the level of perceived supervi-
sor autonomy support. When nurses perceive that their 
supervisors provide a high level of support, they will 
magnify the positive signal of positive career shocks, and 
they are more likely to make changes in job design and 
work environment, which in turn improve their well-
being. This means that they could have a greater chance 
of obtaining suitable training and development oppor-
tunities and seeking job challenges and fit, which would 
lead to a less negative interpretation of the current situa-
tion and future career prospects [21]. Hence, under con-
ditions of higher perceived supervisor autonomy support, 
the negative effect of negative career shocks on well-
being through job crafting might be buffered. In addi-
tion, according to the proposition of the JD-R model, job 
resources can buffer the negative impact of job demands 
on work engagement and other positive outcomes [11]. 
And based on JD-R model, perceived supervisor auton-
omy support can be seen as a job resource because it can 
function in helping individuals to stimulate growth and 
personal development. Thus, supervisor autonomy sup-
port could represent a job resource which could buffer 
the negative effects of negative career shocks, and also 

strength the positive effect of positive effects. We then 
propose the following hypothesis:

H5: Perceived supervisor autonomy support moder-
ates the mediated effect of career shocks on occupational 
well-being via job crafting, such that it will (a) strengthen 
the mediated relationship between positive career shocks 
and occupational well-being (b) and weaken the medi-
ated relationship between negative career shocks and 
occupational well-being.

Methods
Data collection and participants
The sample included 727 frontline nurses in China. We 
relied on our personal connections and networks to 
recruit participants from three hospitals in China. We 
contacted the hospital managers of nurses directly or 
indirectly to ask them to randomly deliver the surveys 
to their nurses. The nurses completed the scales used 
to measure their career shocks, job crafting, perceived 
supervisor autonomy support, and occupational well-
being. Each participant received 10 yuan after success-
fully completing the surveys. There were 714 effective 
matching responses (response rate of 98.2%). Data collec-
tion lasted from October to November 2021.

In the sample, 98.6% of the respondents were male. In 
terms of age, 18.8% were between 20 and 30 years old, 
46.6% were between 31 and 40 years old, and the remain-
der were over 41 years old. In terms of education, 91.6% 
had a bachelor’s degree or higher, and the remainder had 
a high school-level education. In terms of working years, 
10.8% have been working for less than 5 years, 26.2% have 
been working for approximately 5 to 10 years, 24.1% have 
been working for approximately 10 to 15 years, and the 
remainder have been working for more than 15 years. In 
terms of their titles, 14.7% were junior nurses, 36.3% were 
senior nurses, 33.8% were nurses-in-charge, 14.0% were 
associate chiefs of nursing, and 1.3% were head nurses.

Measures
Unless otherwise noted, the responses to all items were 
measured on 7-point Likert-type scales, ranging from 
strongly disagree (1) to strongly agree (7).

Career shocks. We used three items each for negative 
and positive career shocks, which was used by Man-
sur and Felix [15]. The six items were taken from Seib-
ert et al. [23] and Holtom et al. [24]. We adapted it to the 
nurses’ context. Respondents rated the degree to which 
each event impacted their career on a 5-point scale rang-
ing from 0 (had not experienced the event; and thus had 
no impact) to 4 (had a large impact). The sample item for 
positive shocks was “Received a pay raise, promotion or 
desirable increase in responsibility sooner than expected”. 
The sample item used to measure negative shocks was 
“Your hospital went through a significant negative event 



Page 4 of 8Zhang et al. BMC Nursing          (2024) 23:285 

such as a reduction in workforce, or major ethical scan-
dal”. Following Mansur and Felix [15], we averaged the 
impact of the positive and negative shocks only for those 
who had experienced at least one.

Job crafting. We measured job crafting with four items 
developed by Leana et al. [25]. On a 5-point scale rang-
ing from 1 (almost never) to 5 (very often), nurses were 
asked to rate how often they engaged in each of the listed 
behaviours. Sample items included “Change the way you 
do your job to make it easier to yourself” and “Introduce 
new approaches to improve my work.” The Cronbach’s 
alpha for the scale was 0.90.

Perceived supervisor autonomy support. We used 
Moreau and Mageau’s nine-item scale to measure partici-
pants’ perceptions of supervisor autonomy support [26]. 
Sample items included “My supervisor gives me many 
opportunities to make decisions in my work”. The Cron-
bach’s alpha for the scale was 0.94.

Occupational well-being. We measured it with a sub-
scale of Chinese Employee Well-being that was devel-
oped by Huang [27]. The subscale has three dimensions 
(job competency, job ambition and job recognition) with 
10 items to reflect employees’ occupational well-being. 
We adapted it to measure nurses’ occupational well-
being. Sample items included “Be able to handle any 
problems in the work”. The Cronbach’s alpha for the scale 
was 0.95.

Covariates. We controlled for some demographic vari-
ables that may influence the relationships between the 
predictor and outcome variables, including age, gen-
der (1 = male, 0 = female), education (1 = high school, 
2 = college, 3 = masters and doctoral degree), years of 
working, and work titles (1 = junior nurse, 2 = senior 
nurse, 3 = nurse-in-charge, 4 = associate chief of nursing, 
5 = head nurse).

Data analysis
Descriptive statistics, such as means, standard deviations 
and correlations among the main variables were analysed 
by SPSS version 25.0. To test the research hypotheses, we 
then utilized structural equation modelling (SEM) using 
MPlus above and beyond the variables defined in previ-
ous steps.

Results
Common method variance testing
Because the data in the present study are self-report 
and came from the single source, we tried to control the 
common method variance by running a Harman’s sin-
gle-factor test. The result of the PCA output displayed 
29 unique factors explaining 69.77% of the overall vari-
ance. And the initial unrotated factor only accounted for 
35.81% of the data variance, which is below 40%. As a 
result, the common method variance in this research fell 
within an acceptable threshold [28].

Measurement model
We first performed confirmatory factor analyses (CFA) 
to ensure that all of the variables in our study had satis-
factory discriminant validity. The results shows that the 
fit of the five-factor measurement model in which posi-
tive career shocks, negative career shocks, job crafting, 
supervisor autonomy support, and occupational well-
being were represented as separate constructs was best 
compared to other models: χ2/df = 2.80, comparison fit 
index (CFI) = 0.97, and root mean square error of approx-
imation (RMSEA) = 0.05.

Correlation analysis
The descriptive statistics and correlations among vari-
ables are presented in Table  1. The results showed that 
positive career shocks were positively related to occu-
pational well-being (r = 0.13**, p < 0.001) and job crafting 
(r = 0.16**, p < 0.001). And negative career shocks were 
negatively related to occupational well-being (r = − 0.15**, 
p < 0.001) and job crafting (r = − 0.12**, p < 0.001). Thus, 
both Hypotheses 1 and 2 were supported.

Testing of hypotheses
We then used structural equation modelling (SEM) 
using MPlus to test our model. The results of the struc-
tural model are shown in Fig.  1; Table  2. As shown in 
Table  2, positive career shocks could positively predict 
occupational well-being (b = 0.53, SE = 0.08, p < 0.001). 
Similarly, negative career shocks could negatively predict 
occupational well-being (b= -0.58, SE = 0.07, p < 0.001). 
In addition, Table  2 shows that positive career shocks 
could positively predict job crafting (b = 0.55, SE = 0.12, 

Table 1 Correlations between Variables
Variables M SD 1 2 3 4 5
1. Positive career shocks 1.70 1.14 -
2. Negative career shocks 1.36 1.24 0.57** -
3.Supervisor autonomy support 4.75 1.32 0.15** − 0.04 (0.94)
4. Job crafting 3.77 0.81 0.16** − 0.12** 0.32** (0.90)
5.Occupational well-being 5.47 1.06 0.13** − 0.15** 0.38* 0.50** (0.95)
Note : n = 714,**p < 0.01, *p < 0.05



Page 5 of 8Zhang et al. BMC Nursing          (2024) 23:285 

p < 0.001), and negative career shocks could negatively 
predict job crafting (b= -0.58, SE = 0.12, p < 0.001).

Bootstrapping procedures were used to test the sig-
nificance of the mediating effect of job crafting between 
career shocks and occupational well-being. As seen in 

Table  2, job crafting mediated the relationship between 
positive career shocks and occupational well-being (coef-
ficient = 0.23; 95% CI [0.15, 0.37]), as the credibility inter-
val does not include zero. The results showed that the 
mediation effect of job crafting between negative career 
shocks and occupational well-being was also significant 
(coefficient = − 0.25; 95% CI [-0.38, − 0.16]) as the credibil-
ity interval did not include zero. Thus, both Hypotheses 3 
and 4 were supported.

We then tested Hypotheses 5a and 5b. The results 
from Table 2 showed that the overall path of the model 
was statistically significant (b = 0.04, SE = 0.01, p < 0.01). 
When perceived supervisor autonomy support was high, 
the indirect effect was significant (coefficient = 0.19; 95% 
CI [0.14, 0.23]). When perceived supervisor autonomy 
support was low, the indirect effect was also significant 
(coefficient = 0.07; 95% CI [0.03, 0.08]). To aid interpre-
tation, we also plotted the interaction effects in Fig.  2. 

Table 2 Summary of Indirect Effects and Conditional Indirect Effects
Path Estimate SE p 95% 

cred-
ibility
intervals

Positive career shocks →oc-
cupational well-being

0.53 0.08 < 0.001 [0.41, 
0.65]

Negative career shocks →oc-
cupational well-being

-0.58 0.07 < 0.001 [-0.70, 
-0.46]

Positive career shocks →Job 
crafting

0.55 0.12 < 0.001 [0.35, 
0.75]

Negative career shocks →Job 
crafting

-0.58 0.12 < 0.001 [-0.79, 
-0.41]

Positive career shocks →Job 
crafting→ occupational 
well-being

0.23 0.07 < 0.001 [0.15, 
0.37]

Negative career shocks →Job 
crafting→ occupational 
well-being

-0.25 0.07 < 0.001 [-0.38, 
-0.16]

Positive career shocks ×su-
pervisor autonomy support 
→Job crafting

0.13 0.04 < 0.001 [0.07, 
0.19]

Negative career shocks ×su-
pervisor autonomy support 
→Job crafting

-0.12 0.04 < 0.001 [-0.18, 
-0.05]

Positive career shocks ×su-
pervisor autonomy support 
→Job crafting→ occupational 
well-being

0.04 0.01 < 0.001 [0.02, 
0.06]

Negative career shocks ×su-
pervisor autonomy support 
→Job crafting→ occupational 
well-being

-0.04 0.01 < 0.001 [-0.05, 
-0.02]

Fig. 2 The moderating effects of supervisor autonomy support in rela-
tionship between positive career shocks and job crafting

 

Fig. 1 Summary of SEM results
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For Hypothesis 5b, the results from Table 2 showed that 
the overall path of the model was statistically significant 
(b= -0.04, SE = 0.01, p < 0.01). When perceived supervi-
sor autonomy support was high, the indirect effect was 
significant (coefficient = − 0.17; 95% CI [-0.22, − 0.13]). 
When perceived supervisor autonomy support was low, 
the indirect effect was also significant (coefficient = − 0.08; 
95% CI [-0.12, − 0.04]). To aid interpretation, we also 
plotted the interaction effects in Fig. 3.

Discussion
The current study aimed to examine when and why 
career shocks can influence frontline nurses’ occupa-
tional well-being. And the overall findings of the present 
study contribute to the literature in several ways.

First, our study contributes to the career shock lit-
erature by linking it with nurses’ occupational well-
being. Career theorists began to notice that planned or 
unplanned events outside employees’ immediate control 
often influence their career trajectory [23]. As a recent 
core debate on career sustainability, well-being is more 
likely to be influenced by career shocks. Career shocks 
represent a relevant antecedent of career development 
events. We found that shocks could not only impact indi-
viduals’ career trajectory but also trigger affects related 
to their occupation, such as the feeling of competency, 
ambition or recognition, which are all indices of occu-
pational well-being. The results supported the hypoth-
esis that positive shock events have a positive effect on 
the well-being of nurses and negative shocks have nega-
tive effects, which is consisted with the assumptions of 
career shocks [7]. It means that in nurses’ daily life, some 
unexpected events may influence their well-being, and 
the negative events would even reduce their occupational 
well-being.

Second, we further contribute to exploring the under-
lying mechanism of positive and negative career shock 

events on occupational well-being by considering the 
role of job crafting. This mediation results suggests that 
unplanned external career events can influence the inten-
tional activity that people can adapt to improve their 
occupational well-being. Job crafting activity can allow 
nurses to redesign or change their work experience or 
environment to copy with or adapt to shocks and increase 
their enjoyment or satisfaction with their occupation. For 
example, succeeded in a new job or visible project may 
give nurses enough confidences and encourage nurses to 
change the design of their job and the social environment 
at work, which would further increase the enjoyment 
of their occupation. These results reinforce that career 
shock events not only have a nontrivial impact on one’s 
career paths of many people but also influence one’s work 
behaviours.

Finally, we included supervisor autonomy support as a 
job resource to examine the moderating effect. The result 
showed that perceived supervisor autonomy support 
could amplify the positive effect of positive career shocks 
and buffer the negative effect of negative career shocks. It 
means that when interfering or managing the influences 
of career shocks, supervisor autonomy support is of sig-
nificant importance. SDT suggests that supervisor auton-
omy support is a situational factor assessed by employees’ 
perceptions of their managers that could enhance indi-
viduals’ basic psychological needs satisfaction and in turn 
increase their well-being [22]. Our research suggested 
that supervisor autonomy support could act as a job 
resource role to influence the relationship between career 
shocks and nurses’ occupational well-being, which also 
contributes to one of the propositions of the JD-R model 
[11].

Practical implications
Our study can help to call for the nursing administration 
to pay more attention to the unexpected events that may 
happen in nurses’ daily life. And we also contribute to 
helping nurses make sense of career shocks and inform 
their career-related actions. Managers and career coun-
selors could help nurses apply psychological strategies 
(i.e., managing distracting emotions) and behavioural 
strategies (i.e., undertaking suitable training and devel-
opment opportunities) to encounter career shocks. More 
specifically, according to our results, hospital administra-
tors can help nurse better cope with career shocks by try-
ing to provide more autonomy support for their nurses, 
and nurses can actively attend more job crafting activities 
to decrease the negative effects of career shocks.

Limitations
Although our research has several theoretical and practi-
cal contributions, it is not without limitations. First, the 
cross-sectional and single source data collection design 

Fig. 3 The moderating effects of supervisor autonomy support in rela-
tionship between negative career shocks and job crafting
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of this study is insufficient to explore causal inferences. 
Future studies could advance to design a longitudinal 
or multisource investigation to examine the model of 
the present study. Second, previous studies on career 
shocks focus on exploring the influence of shock events 
on individuals’ career paths. Our results suggest that 
career shocks could also impact nurses’ well-being, but 
we did not explore whether shock events could also influ-
ence individuals’ other work behaviours, such as perfor-
mance or creativity. Chen and colleagues [29] found that 
workplace event novelty and criticality interact to fuel 
employee creativity, and further research could explore 
the relationship between career shocks and creativ-
ity. Finally, the present study only considers supervisor 
autonomy support as a moderator, and further research 
could investigate other moderating variables (e.g., key 
resources, personnel characteristics), which would be 
helpful to help individuals copy career shocks.

Conclusion
Findings from this study indicate that positive career 
shocks could increase nurses’ occupational well-being 
by promoting job crafting, while negative career shocks 
would impair nurses’ occupational well-being because 
they decrease job crafting. Thus, hospital administra-
tors can use the findings to help nurses better cope with 
career shocks in attending job crafting activities, and a 
job crafting intervention could help nurses enhance the 
meaning they attain from their work and increase their 
well-being, which is important for nurses’ occupational 
health. Besides, we found that supervisor autonomy sup-
port is a pivotal factor in amplifying the positive effect 
and buffering the negative effect of career shocks; thus, 
the heads of nurses should try to provide autonomy sup-
port for their nurses, such as acknowledging nurses’ per-
spectives, encouraging their initiative, offering choices to 
them, and providing meaningful feedback.
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