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The job demands—resources (JD-R) model proposes that working conditions can be categorized 1nto 2
broad categories, job demands and job resources, that are differentially related to specific outcomes. A
senes of LISREL analyses using self-reports as well as observer ratings of the working conditions
provided strong evidence for the JD-R model. Job demands are primanly related to the exhaustion
component of burnout, whereas (lack of) job resources aie primanly related to disengagement Highly
simular patterns were observed 1n each of 3 occupational groups' human services, industry, and transport
(total N = 374) In addition, results confirmed the 2-factor structure (exhaustion and disengagement) of
a new burnout mstrument—the Oldenburg Burnout Inventory—and suggested that this structure 1s

essentially invanant across occupational groups.

Several authors have challenged the prevailing view that burn-
out is to be found exclusively 1n the human services, such as social
work. health care. and teaching (Maslach & Schaufeh, 1993).
Nevertheless. working with people has come to be seen as intrinsic
to burnout simply because most authors have onty looked at those
situations where the occupation requires working with people. The
central aims of the present research are to address problems in the
conceptualization and measurement of burnout that have encour-
aged this selective focus and to provide evidence of burnout
outside the human services. Two basic arguments exist for this
contention.

First, there 1s little theorcucal rationale for limiting burnout to
human service professions (see also Maslach & Leer, 1997;
Schaufeli & Enzmann, 1998). Second, ample empirical evidence
shows that the stressors that may lead to burnout 1n the human
services can be found in other work settings as well (Buunk, De
Jonge, Ybema, & de Wolff, 1998; Kahn & Byosiere, 1992). The
model of burnout proposed and tested in the present research—the
job demands-resources (JD-R) model—assumes that burnout de-
velops irrespective of the type of occupation when job demands
are lugh and when job resources are limited because such negative
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working conditions lead to energy depleton and undermine em-
ployees™ motivation, respectively.

Is Burnout Specific to the Human Se1vices?

The most influential defimtion of burnout has been offered by
Maslach (1982), who characterized burnout as a syndrome of
emotional exhaustion, depersonalization, and reduced personal
accomplishment that can occur among people who do *“people
work” of some kind. Emouional exhaustion refers to feelings of
bemng overextended and exhausted by the emotional demands of
one’s work. Depersonalization 1s characterized by a detached and
cymcal response to the recipients of one’s service or care. Finally,
reduced personal accomplishment refers to the self-evaluation that
one 1s no longer effective in working with reciprents and m
fulfilhng one’s job responsibilines (Maslach, Jackson, & Lerter,
1996). Thus, Maslach’s (1982) original defimtion of burnout re-
stricts the syndrome to the human services, in other words, to
professtonals who work in jobs where the primary process consists
of “processing” people, rather than thtngs or information.

A closer look at each of the three burnout dimensions of
Maslach (1982) reveals that they can be reformulated in terms that
are more general. Conceptually speaking, emotional exhaustion
closely resembles traditional stress reactions that are studied in
occupational stress research, such as fatigue, job-related depres-
sion. psychosomatic complaints, and anxiety (see Buunk et al.,
1998; Kahn & Byostere, 1992; Warr, 1987). Indeed, several stud-
ies have shown considerable overlap between emotional exhaus-
ton and such stress reactions (Schaufeli & Enzmann, 1998)
Perhaps even more important, emotional exhaustton has been
related to similar job stressors (e.g., workload, role problems) and
simular atutudinal and behavioral outcomes (e g, turnover inten-
tions, absenteeism) as more orthodox stress reactions (for a meta-
analysis, see Lee & Ashforth, 1996). As a matter of fact, these
general job demands are more strongly related to emotional ex-
haustion than are more specific emotional demands, such as con-
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frontation with death and dying. severity of chient problems, and so
on (Schaufeli & Enzmann, 1998, pp. 84-85).

Viewed from a similar broad perspective, depersonalization can
be charactenized as a specific kind of withdrawal or mental dis-
tancing from recipients, which in other jobs may manifest itself as
alienation, disengagement, or cynicism concerning the job and the
work role (see also Chermiss, 1980). For example, Aronowitz
(1973) observed among industrnial workers the need to distance
oneself psychologically from the job. Also, managers whose ex-
pectations regarding career success are frustrated have been found
to respond with alienauon or estrangement (e.g., Lang. 1985).
Karger (1981) has pointed out that conceptually speaking, alien-
ation in non—human-service jobs 1s similar to depersonalizing
rectpients in the human services. Moreover, the development over
time of employee cvrucisin (Kanter & Muirvis, 1989) strongly
resembles the way in which the process of burnout in the human
services has been described in terms of several stages (e.g.. Edel-
wich & Brodsky, 1980).

The third classical burnout component. feelings of reduced
personal accomplishment— or professional efficacy, in more gen-
eral terms—is not considered to be a separate dimension in the
proposed model for several reasons. First, emotional exhaustion
and depersonahzanon are generally considered to be the core
dimensions of burnout (Green, Walkey, & Taylor, 1991). Second,
a recent meta-analysis has shown thar emouonal exhausuon and
depersonalization are much more strongly correlated with each
other than with personal accomphishment (Lee & Ashforth, 1996)
Thard, personal accomphshment ts the weakest burnout dimension
in terms of significant relationships with other variables (for over-
views, see Lee & Ashforth, 1996; Schaufeli & Enzmann, 1998).
These empincal results support the nouon that emouonal exhaus-
tion and depersonahization constitute a syndrome, which 1s loosely
related to personal accomplishment. Shirom (1989) interprets feel-
ings of reduced personal accomplishment as a possible conse-
quence of the core negative emotional expenence of burnout.
Other authors (Cordes & Dougherty, 1993; Lee & Ashforth. 1990)
have suggested that on a theoretical level, personal accomplish-
ment reflects a personality charactenistic similar to self-efficacy
(Bandura, 1986).

In sum, there appears to be sufficient theoretical rationale to
expand burnout beyond the human service professions. It 1s likely
that the core dimensions of bumout as found in the human ser-
vices—emotional exhaustion and depersonalization—are particu-
lar manifestations of more genenc phenomena—exhaustion and

disengagement—that may be found 1n other occupational fields as
well.

Measuring Burnout Outside the Human Services

To date. the Maslach Burnout Inventory (MBI; Maslach &
Jackson, 1986, Maslach et al, 1996) i1s almost umversally used
as the instrument to assess burmnout (Schaufeli & Enzmann,
1998) The onginal MBI, designed to be used with human service
populations, includes three subscales that measure the three
dimensions incorporated 1n Maslach’s (1982) defimtion of burn-
out (1.e., emotional exhaustion, depersonalization, and personal
accomphshment)

Recently, Schaufeli, Leiter, Maslach, and Jackson (1996) devel-
oped the Maslach Burnout Inventory—General Survey (MBI-GS),

which includes three more genenic burnout dimensions labeled
exhaustion, cviucism, and professional efficacy. These MBI-GS
subscales clearly parallel those of the MBI. However, the MBI—QS
includes different items that refer to more general. nonsocial
aspects of the job. Studies in Canada (Leiter & Schaufeli, 1996)
support the wnvanance of the MBI-GS’s factor structure across
vanous occupational groups, including mamntenance workers,
nurses, software engineers, and managers. In addition, the factorial
structure was largely nvamant across workers from the same
company who are employed in three different countries: the Neth-
erlands, Sweden, and Finland (Schutte, Toppinen, Kalimo, &
Schaufeli. 2000).

However, the MBI-GS sull suffers from the same problem as
the original version of the MBI, namely that the items m each
subscale are all phrased in the same direction: that 1s, all exhaus-
tion and cymicism stems are phrased negatively, whereas all
professional-efficacy ttems are phrased posinvely From a psycho-
metric point of view, such one-sided scales are inferior to scales
that nclude both positively and negauvely worded items (cf.
Guilford. 1954), because this will increase acquiescence tenden-
cies and thus can lead to artificial factor solutions in which
positively and negatvely worded 1tems are likely to cluster (Doty
& Glick, 1998). The MBI has indeed been cniicized for this
weakness (Demerout: & Nachreiner, 1996, Lee & Ashforth, 1990).

In the present arucle, we therefore use an alternative measure of
burnout, the Oldenburg Burmout Inventory (OLBI; Demerout,
1999). The OLBI was constructed and validated among different
occupational groups (Demerout: & Nachremner. 1998) at the same
ume that the MBI-GS was developed. The OLBI includes two
dimensions® exhaustion and disengagement from work.' Exhaus-
uon 1s defined as a consequence of intensive physical, affective,
and cogmtive stramn, for example as a long-term consequence of
prolonged exposure to certain demands. This conceptualization s
quite similar to other defimtions of exhaustion that have been
proposed (Aronson, Pinés, & Kafry, 1983, Lee & Ashforth, 1993;
Shirom, 1989). Contrary to exhaustion as operationalized in the
onginal MBf or MBI-GS, the OLBI covers not only affective but
also physical and cognitive aspects of exhaustion. This makes 1t

! Evidence for the convergent validity of the OLBI has been found 1n a
recent study among 232 Greek employees from various occupattons (De-
merout;, Bakker, Vardakou, & Kantas, 2001) In this study, employees
filled out both the MBI-GS and the OLBI. Results of a senies of confir-
matory factor analyses showed that a model including exhaustion and
negative aturudes as second-order latent factors and MBI-GS—professional
efficacy as a first-order latent factor showed an acceptable fit to the data.
In this model, the hirst-order latent factors OLBI-exhaustion and MBI-
GS-exhaustion loaded sigmficantly and equally highly on the second-
order factor exhaustion, whereas OLBI-disengagemnent and MBI-GS-
cynicisni loaded significantly and lgh on the second-order factor negative
attitudes Al tems of the OLBI and the MBI-GS were ncluded 1n the
model as mamifest variables. These findings suggest that exhaustion, as
measured by the OLBI, closely resembles exhaustion as measured by the
MBI-GS and that OLBI-disengagement closely resembles MBI-GS-
cymcism In fact, the brvanate correlation between OLBI-exhaustion and
MBI-GS-exhausuon was 60 Exactly the same correlation was found
between OLBI-disengagement and MBI-GS—cynicism In other words.
the two core dimensions of the OLBI and the MBI-GS, although using
shghtly different conceptualizations, share substantial amounts of common
variance
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more applicable to those workers who perform physical work and
to those whose job 1s mainly about processing informauon, espe-
cially because there is something more related to feelings of
exhaustion than just cmotions—cven in the service sector.

Whereas depersonalization in the onginal MBI refers to distanc-
ng onesel f emouonally from service recipients, disengagement mn
the OLBI refers to distancing oneself from one’s work, and expe-
nencing negative artitudes toward the work object, work content,
or one’s work in general. Although the depersonalization scale
includes attitudes that refer to recipients (e.g., becoming imper-
sonal, callous, hardening), the disengagement scale refers to atti-
tudes toward the work task (e.g., umnteresting, not challenging) as
well as to a devaluation and mechanical execution of work. Fur-
thermore, disengagement items concern the relationship between
the employee and his or her job, especially regarding engagement
and identificanion.

Finally, a disuncuve feawre of the OLBI compared with the
MBI-GS (and the original MBI 1s that according to good psycho-
metnic practice, the OLBI scales each mclude both negatively and
posinvefy worded items. That 1s, both exhaustion and disengage-
ment are measured via sets of items that require both affirmative
and negating responses.

Stressors Within and Outside the Human Services and
Their Relation to Burnout

A strong argument for the contention that burnout may exist in
any type of occupation 1s that there 1s ample empirical evidence
showing that similar stressors that may lead to bumout in the
human services may lead to comparable siress reactions in non-—
human-service professions, such as job-related depression, anxi-
ety, and psychosomauc complaints (for a review, see Kahn &
Byosiere, 1992). Moreover, several studies have shown that high
job demands may cause both emotional exhaustion and job-related
depression and anxiety withun and outside the human services
(e.g., Buunk et al.,, 1998; De Jonge & Schaufeli, 1998; Warr,
1990). As far as job demands are concerned, relationships between
human service burmnout (particularly emotional exhaustion) and,
amongst others, work overload, ume pressure (for reviews, see
Cordes & Dougherty, 1993; Lee & Ashforth, 1996), and an unfa-
vorable physical environment (e.g., Fniedman, 1991) are well
documented.

In a somewhat similar vein, relationships have been found
between human service burnout (particularly depersonalization)
and poor job resources such as lack of social support (e.g., Leuter,
1991, Leiter & Maslach, 1988), skill underutilization (e.g., Lerter,
1990). low job control (e.g., De Jonge & Schaufeli, 1998; De Rijk,
Le Blanc, Schaufel;, & De Jonge, 1998), and poor performance
feedback (e.g., Maslach & Jackson, 1986). Again, in earhier studies
among employees 1n various occupations, exactly the same re-
sources have been related to a wide range of withdrawal reactions,
such as reduced organizational commitment, turnover, and alien-
ation (for reviews, see Buunk et al., 1998, Kahn & Byosiere,
1992). In conclusion, empincal evidence suggests that commonly
found job stressors play a sigmficant role in burnout and that

commonly found stress reactions have similar antecedents as
burnout.

The JD-R Model of Burnout

Stress 1s defined in terms of a disruption of the equilibrium of
the cognitive—emotional-environmental system by external fac-
tors (Lazarus & Folkman, 1984, McGrath, 1976). These external
factors, traditionally called stressors, may also lead to an equilib-
num of the cognitive and environmental system or a state of
well-being, depending on the performance capacities, for example,
the available coping resources within the individual at a given
time. Therefore, we prefer to use the term stressor only when an
external factor has the potential to exert a negative influence on
most people 1n most situations.

Job demands refer to those physical, social, or orgamzational
aspects of the job that require sustained physical or mental effort
and are therefore assoctated with certain physiological and psy-
chological costs (e.g., exhaustion). According to Hockey’s (1993)
control model of demand management, individuals use a perfor-
mance-protection strategy under the influence of environmental
stressors (e.g., noise, heat, workload, and time pressure). These
stressors correspond with the job demands in our model. Perfor-
mance protection is achieved through the mobihization of sympa-
thetic activation (autonornic and endocrine), increased subjective
effort (use of active control in information processing), or both (cf.
Hockey, 1993). The greater the activation or effort, the greater the
physiological costs for the individual. Although the operation of
this strategy makes 1t difficult to demonstrate overt decrements in
primary task performance, according to Hockey’s theory, several
different patterns of indirect degradation may be 1denufied. These
are referred to as strategy adjustments (narrowing of attention,
redefininon of task requuements) and fatigue after-effects (risky
choices, high subjective fatigue) The long-term effect of such a
compensatory strategy may be a drarning of an individual’s energy
and a state of breakdown or exhaustion.

Whereas theories about the development of fatigue explan the
relatonship between demands and exhaustion, the relatonship
between resources and disengagement may be explained by theo-
nes about health promotion and maintenance (e.g., Antonovsk,
1987). The basic quesuon of such theories is what keeps people
healthy, even after they encounter hugh degrees of workload (Rich-
ter & Hacker, 1998). The answer 1s health-protecting factors,
called resources. Job resources refer to those physical, psycho-
logical. social. or organizational aspects of the job that may do any
of the following: (a) be functional in achieving work goals, (b)
reduce job demands at the associated physiological and psycho-
logical costs; (¢) sumulate personal growth and development.
Richter and Hacker (1998) distinguish resources 1n two categories,
namely, external resources (orgamzational and social) and internal
resources (cognitive features and acuon patterns). In our study, we
focus on external resources because there is no general agreement
regarding which internal resources can be considered stable or
situation independent—and which can be changed by adequate job
design. Orgamzatonal resources include job control, potential for
qualification, participation in decision making, and task varety.
Social resources refer to support from colleagues, family, and peer
groups. When the external environment lacks resources, individ-
vals cannot cope with the negative influences of environmental
demands (like high workload), and they cannot obtain their goals
We beheve that 1n such a situation, a reduction of motivation and
withdrawal from the job can be important self-protection mecha-
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nisms that may prevent future frustrations of not obtaining work-
related goals.

In sum. the JD-R model proposes that the development of
burnout follows two processes (see Figure 1). In the first process,
demanding aspects of work (i.e., extreme Job demands) lead to
constant overtaxing and 1 the end, to exhaustion. In the second
process, a lack of resources complicates the meeting of job de-
mands, which further leads to withdrawal behavior. The long-term
consequence of this withdrawal 15 disengagement from work
Theoreucally, one may argue that the interaction between job
demands and job resources is most important for the development
of burnour, that 1s, of exhaustion and disengagement. However,
there s little empinical evidence for such an interaction effect (cf.
Hockey. 1993). For example. very few studies on Karasek’s (1979)
job demand-control model have supported the predicted interac-
tion between job demands and job control (De Jonge & Kompier,
1997). Therefore, 1n our study, we concentrate on the umque
contnbution of job demands and job resources to explaining van-
ance 1n each burnout component.

The Present Study

The present research had two goals. (a) to establish the factonal
validity of the OLBI, an instrument that measures burnout inde-
pendent of the occupational context and (b) to test the JD-R model
of burnout, The JD-R model assumes that job demands are most
predictive of feelings of exhaustion, whereas lacking job resources
18 most predictive of disengagement from work. It 15 important to
note that the relative contribution of specific job demands and
resources (o explaimng burnout may vary across occupations be-
cause job demands as well as access to job resources may differ.
Therefore. the model 1s validated in different occupational groups
m which employees work primanly with people (teachers and
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nurses), things (production line workers), or information (air traf-
fic controllers and control room operators).

Although the importance of obtaiming both objecuve and sub-
jective measures of the working environment 1s often asserted, 1t is
seldom enacted (Kahn & Byosiere, 1992). To vahdate our find-
ings, the present study uses observer ratings of the working con-
dinons in addon to self-reports. The second source of data and
the second level of analysis were added to avoid method artifacts
caused by using only one single method or to find relations (within
the individual) that can be predicted by merely applying principles
of cogmtive consistency (Doty & Glick, 1998). The observations
concern working condittons of job prototypes, which represent
groups of individual job positions at the same location, with
(roughly) the same task and working conditions and with the same
supervisor. Thus, in this situation, working conditrons are consid-
ered traits of a job (prototype) and not of the inchvidual, and the
level of analysis is the job. The analysis has been restricted to
prototypes of jobs because going to individual jobs would have
required analyzing each individual job separately and using an
mstrument that 1s sensitive enough to discrimmate the differences
between these individual jobs. Before investing the enormous
effort required for such an investigauon, this study restricted itself
to a first test of the model at a prototypical level of the job.
Because burnout 1s usually measured at the individual level and
global measures of job bumout do not exist, we had to rely on
aggregated data for the job from the lower, individual level (cf.
Chan, 1998). The theoretical assumption for the aggregation of the
individual burnout scores is that even though individuals of a work
group may experience different burnout levels (because of indi-
vidual differences), common (effect) vanance in group scores may
exist because of common working conditions, with individual
differences representing error variance. Because burnout s con-
ceived as a work-related syndrome, we expect within-group agree-

Exhaustion

The 10b demands-1esources model of burnout
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ment and between-job (group) variance 1n burnout scores, because
people 1n different work setungs will tend to agree rather than
disagree (Schneider & Reichers, 1983). If burnout is caused by
unfavorable working conditions, within-group agreement will ex-
1st, and the meaning of job burnout will be 1n the consensus among
individuals In Chan’s (1998) typology, this 1s described as direct-
consensus compositton. In terms of analysis of vanance, it is a
question of between-job vanance :n burnout (with the within-job
variance treated as error variance), which can be expected if
working conditions are sufficiently different.

Hypotheses

1. The two-factor structure of the OLBI s mvariant across
occupations within and outside the human services.

2. Job demands are primarily and positively related to exhaus-
tion, whereas job resources are primarily and negatively related to
disengagement from work,

3. Hypothes:s 2 will hold for subjectively experienced job de-
mands and job resources (the unit of analysis 1s the mndividual), as
well as for independent-observer ratings of the same job demands
and job resources (the umt of analysis 1s the job position).

4. Although the structural relationships 1n the JD-R model of
burmnout are invanant across the three different occupational
groups, the importance of the specific job demands and job re-
sources included 1n the model will vary across groups.

Method
Partcipants and Procedure

Parucipants were 374 emnployees from the northern part of Germany
who were employed in one of 21 different jobs 1n three different occupa-
tiona} fields human services (37 teachers and 108 nurses 1n cardiology,
surgery, oncology, neonatal caie, 1ntensive care, and hospices), industry
(109 assembly hine workers in inanufacturing industries and 1n the devel-
opment of photo prints and 25 control room operators from the chemical
industry), and transport (95 air traffic controllers [ATCs] from three
different arrports) In the first subsample (nine jobs), employees work
mamly with people; in the second (mine jobs), mainly with things or
information; and m the third (three jobs), mainly with information (and
secondartly with people). Half of the sample was male (51%), and the
mean age was 36 years (SD = 8.9). The mean working experience was 11
years (SD = 8 0), and mean orgamzational tenure was 7 years (SD = 6.4).
Twelve percent of the sample worked in a supervisory function, and 70%
worked shifts.

Participants were recruited at thewr workplace after informative meetings
with representatives of the management, personnel departments, and work-
ers’ councils of the 12 different orgamzations invoived After a bnef
introduction of the study in which the confidentiality and anonymity of the
answers were emphasized, the first author distributed self-1eport question-
naires and envelopes among 665 employees. Fifty-six percent of the
questionnaires were returned 1n a special box at the workplace. The
response rate was somewhat higher in the ATC sample (62%) compared
with the human services sample (55%) and the industry sample (54%)

In addition, an observer rated specific dimensions of the working con-
ditions 1n the 21 job prototypes. To estimate the rehabihity of these ratings,
a second observer independently assessed 9 of the 21 positions as well
Both observers spent approximately 4 hours at each job to conduct nter-
views with supervisors and to observe employees dunng their work The
interviews concerned the dady tasks and the task stucture as well as
dunensions that could not be observed (e g, salmy, shift schedules). The

observation included following two different employees duning their task
execution, attending meetings (when available), and observing the work-
place. Immediately after completing this procedue, each rater individually
filled out a job description 1nstrument (checklist)

Measures

Individual burnout The OLBI ineasures burnout on two dimensions-
exhaustion and disengagement * The 7 items of the exhaustion subscale
refer to general feelings of emptiness, overtaxing from wotk, a strong need
for rest, and a state of physical exhaustion Example items are, *After my
work, 1 usually feel worn out and weary,” and, “After my work, I usually
feel totally fit for my leisure activines™ (reversed). Three 1tems are posi1-
uvely worded and four, negatively Disengagement refers to distancing
oneself trom the object and the content of one's work and to negative,
cynical atiitudes and behaviors toward one’s work in general This subscale
compnises eight items, including 1 usually talk about my woik in a
derogatory way™ and “I get more and more engaged in my work” (re-
versed) Identical answenng categones (1 = totally disagree, 4 = totully
agree) as for exhaustion were used Three items are positively worded and
five negatively Cronbach’s alphas of the exhaustion and disengagement
scales were 82 and 83, respectively The correlation between both sub-
scales was .39 (p < 001)

The OLBI has been constructed and vahdated n an independent study
among 293 German employees from different occupational fields, includ-
ing human service professionals and blue-collar workers (Demerouts &
Nachreiner, 1999) A factor analysis confirmed its two-dimensional factor
structure. Discrimunant and convergent vahdity was examined by relaung
the OLBI to items from the BMS (Belastung, Monaoiane, Santigung, Plath
& Richter, 1984), a reliable and valid German questionnaire measuring
short-term effects of strain at work such as mental fatigue, monotony,
satiation, and stress reactions (for definitions, see International Organiza-
tion for Standardizanon, 1991). The results of a seiies of first- and second-
order factor analyses supported the OLBI's discnminant vahdity: Both
burnout dimensions could, for example, be discnminated from measures of
mental fatigue and sattation. More specifically, 1t was found that the items
of both bumout subscales loaded on the intended separate factors, whereas
the 1tems from the BMS subscales loaded on other factors. Furthermore,
the study of Demeroutr & Nachremer (1999) supported the convergent
validitv of the OLBI by showing that both burnout dimensions were only
related to the conceptually most relevant constructs Exhaustion was sig-
nificantly related to mental fattgue (r = .52, p < 05) but not to satiation
(r = 00), whereas disengagement was significantly related to satiation
(r = .53, p < .05) but not to mental faugue (r = —.10, ns).

Job demands and job resources  For the subjecuve evaluation of the
working conditions, 11 theoretically derived working conditions were
included 1n the questionnaire (see Demerouti, 1999, for details) Eachitem
assessed heterogeneous aspects of each working condition (e.g., control
over tools, time, and methods) Thus, we did not aim at constructing
mternally consistent scales for each of the working conditions The five job
demands included 1n this research were physical woikload (one itein- “My
work does not tax me too much physically”™; cf. Semmer, 1984), nme
pressure (one item; “I always have enough time to perform my tasks”. cf
Kaasek, 1985), demanding contact with the 1ecipients of one’s services or
wotk products (two itenss; e.g., “My contact with persons to whom I have
to offer services 1s demanding™, cf Semmer, 1984), unfavorable shift-work
schedule for physical health, family, and social ife (two items, e g. “It1s
physically taxing for me to get used to my working times™; cf Schonfelder,
1992), and physical environment (two items. € g, “My physical working
condinons—chimate, light. noise. design of the working place, and mate-
rial—are all nght”, ¢f Semumer, 1984) The six job iesources included n

> The German questionnane and an Enghsh translaton are available
from Evangelia Demerout: on request
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the study were performance feedback (two items, e.g., “1 get enough
feedback about the quality of my performance™; Hackman & Oldham,
1975). rewards (two items; e g., “My performance 1s rewarded property™),
job control (three items, e g., “I can decide myself how to perform my
work”: Karasek, 1985: Smith & Amick, 1989), participation in decision
naking (one item: “Onty the management decides what everybody has to
do™), job secunty (one iten; “The threat of losing this job 1s very low™
Semmer, 1984), and supervisor support (two items. €.g., “My supervisor
keeps distance from histher employees™, cf. Chemss, 1980). Participants
were asked to indicate the extent to which they agreed with each statement
using the same 4-point scale (1 = sotally disagree, 4 = totally agree) as
with the OLBI items Responses were coded such that higher scores
referred to mgher job deinands and more job resources, respectively

Job demands and resources were further assessed by an observer, who
used a job description checklist that was developed for the present study to
evaluate the 21 difterent job posiions The checkhist measured the same
working conditions as those ncluded in the questonnaire. and the number
ot items ranged between one to six for each working condition The
nterrater rehabilities—estimated via 1miraclass correlation coefficients—
ranged between 87 and .96, and the correlations between the ratings for the
jobs ranged from 78 to 93 In addition, results of a three-way analysis of
vanance (Raters [2] X Job Position [9] X Job Description hem [62]),
according to the methodology of Arvey and Mossholder (1977), showed
that no main effect for raters could be found, F < |, ns

Results
Confirmatory Factor Analyses

To test Hypothesis [, we first established the dimensionality of
the OLBI in the whole sample (after ehminating cases with miss-
ing values, leaving an N of 352) with confirmatory factor analysis
(CFA), Second, using multugroup CFA, we tested the invanance of
the two-factor structure of the OLBI across occupations. Because
the mulugroup CFA only proviades overall fit indices, we further
conducted a CFA for each subsample separately to see how well
the two-factor model fit in each subsample, Third, we estimated
whether each subsample had equivalent factor vanances, factor
loadings, and error variances (see Joreskog & Sorbom, 1993). Al
analyses were performed with the AMOS computer program (Ar-
buckle, 1997). The maximum-hkelihood method was used to ex-
amine the covarniance matrix of the items. The analysis assessed the
factor structure with the goodness-of-fit index (GFI) and the root-
mean-square residuals (RMR). In addition, AMOS provides sev-
eral fit indices that reflect the discrepancy between the hypothe-
s1zed model and the baseline model (the null model). In the present
series of analyses, the normed fit index (NFI), the comparatuve fit
mdex (CFI). and the incremental fit index (IFT; Bollen, 1989) are
used. In general, models with fit imndices = .90 and an RMR = .05
mndicate a good fit.

Several plausible models were compared. In the proposed
model, the two burnout factors were allowed to correlate. In the
so-called wording model, all positively phrased items of both
burnout dimensions were specified to load on one factor and all
negatively phrased items on a second factor With this model, we
were able to examne to what extent the factor structure 1s an
artifact of the scale construction. Finally, 1n the one-factor model,
the indicators of exhaustion and disengagement were specified to
load on the same factor, that 1s, one hypothetical burnout factor.

Table | (Total sample section) displays the results of the CFA
for the whole sample. The proposed two-factor model, with cor-

related factors and no cross-loadings, provided a good fit to the
data. Four fit mdices have values = .90, and the RMR is .04,
Moreover, the proposed two-factor model fitted better to the data
than did the wording model: All fit indices of the proposed model
have higher values, and its chi-square value 1s 150.87 points lower,
with equal degrees of freedom. Furthermore, the one-factor m(idel
provided a less satsfactory fit than the proposed model, Ax~(2.
N = 352) = 170.28, p < .001. All tems loaded significantly (p <
.05) on the predicted factors. Figure 2 displays the factor loadings
and the correlations between the factors.

Comparable are the results of the mulugroup CFA for the three
subsamples (Table 1, Multigroup section). The proposed two-factor
model fits more closely to the data than the wording model (its
chu-square value is 112.85 points lower with equal degrees of free-
dom) and better than the one-factor model, A3, N = 352) =
134.54, p < .001. The correlations between the two factors for the
human service, transport, and mdustry subsamples were .53, .43, and
.70, respectively. Furthermore, Table 1 (Human services, Transport,
and Production sections) displays the fit indices of the different
models for each subsample separately. Agamn. the proposed model
fitted better than the alternative models for all subsamples. The model
fits about equally well to the data of each subsample.

Table 2 shows the results of the equivalence test of the factor
vanances. factor loadings, and error variances of the three sub-
samples. The model that allows all parameters to be different in the
subsamples ts stgnificantly better than the model that requires
equal factor vanances, Ax*(4, N = 352) = 10.18, p < .05, as well
as the model with equal error variances, Ax*(31, N = 352) =
106.12, p < .001 However, the factor loadings are equivalent
between the three subsamples because the free model 1s not sig-
mficantly better than the model with equal factor loadings, Ax*(26,
N = 352) = 37.52. ns. In conclusion, results of a series of CFA
provide evidence for Hypothesis 1 by showing that the proposed
two-factor structure of the OLBI can be replicated in the total
sample, as well as across occupations within and outside the
human services.

The next step 1n the analyses was to conduct a test of the dimen-
sionality of the JD-R measurement model, The observed variables
were, in this case, all items measuring the working conditions. These
were used as the indicators of the first-order latent factors (i.e., the
specific working condittons). The specific working conditions were
the indicators of two second-order latent factors: job demands and job
resources. This measurement model showed a reasonable fit to the
data, x*(137, N = 374) = 340.71, GHI = 91, RMR = .05, NFI =
.60, CFI = .83, IFI = .84. All tems had significant loadings on the
mtended working conditions, and all working conditions had signif-
icant loadings on the mntended second-order latent factors. Probably
more important, the proposed measurement model was significantly
better than a model including only one second-order latent factor (e.g..
the general workang environment), Ax*(1, N = 374) = 12.03,p <
.001. Moreover, the proposed model also fitted more closely to the
data than the mode! including only first-order latent factors (the
working conditions) and no second-order latent factors, Ax*(9, N =
374) = 104.75, p < .001.

Test of the JD-R Model of Burnour

Accorching to Hypothests 2, job demands were expected to be
positively related to exhaustion and job resources, negatively to
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Indices of Overall Fit for Alternative Factor Structures of the OLBI: Results of CFA
for the Total Sample, Multigroup CFA for Three Independent Samples,

and CFA for the Three Samples Separatelv

Model X df P GFl RMR NFI CFl IF
Total sample
Proposed model 109.55 73 004 .96 04 94 98 98
Wording model 26042 73 .001 .89 .06 86 .89 .89
One-factor mode!l 279 83 75 001 .87 07 835 88 88
Nuil model 1.828.61 105 42 22
Multigroup
Proposed model 303.00 219 001 90 05 .84 95 95
Wording model 41585 219 .001 86 .06 77 87 88
One-factor model 43754 222 001 85 .06 76 86 87
Null mode! 1,841 06 315 .45 .20
Human services
Proposed modet 106 17 73 007 91 05 .84 .94 94
Wording model 153 11 73 001 .87 06 76 85 .86
One-factor model 159 72 75 001 86 07 75 .84 85
Null nodet 642.80 105 .49 17
Transport
Proposed mode! 83 06 73 197 90 04 .79 .96 97
Wording model 98 82 73 024 87 05 75 91 92
One-factor model 113.88 75 003 86 .05 71 86 .88
Nuil model 386.94 105 56 12
Production

Proposed mode! 94 39 73 047 9] 05 .88 97 97
Wording model 126.10 3 .001 87 07 .84 92 93
One-factor mode! 139 83 75 .001 86 .07 .83 91 91
Null model 806.18 105 35 29
Note. Sample sizes are as follows' total sample and mulugroup, N = 352 each; human services, N = 140,

uansport, N = 119, production, ¥ = 93 OLBI = Oldenburg Buinout Inventory; CFA = confinmatory factor
analysis. GFl = goodness-of-fit index, RMR = root-mean-square residual; NFl = normed fit index; CFI =

comparative fit index: IFl = incrementat fit index

disengagement (see also Figure 1). To test the JD-R model, struc-
tural equation modeling (SEM; Joreskog & Sorbom, 1993) was
used. The 11 working condmions were classified into two latent
factors, one representing job demands and the other job resources,
and treated as exogenous vanables in the model. In addition, the
two burmout dimensions—exhaustion and disengagement—were
defined as endogenous variables. The latent factors were allowed
to correlate. The rationale for this was that working conditions also
covary 1n reality (e.g., performance feedback with supervisor sup-
port). The correlation matnix of the variables involved is displayed
in Table 3. The diagonal contains the correlauons between each
subjectuvely assessed and observed work charactenstic.
Self-reports. The JD-R model of burnout was first tested using
the self-reports. The apphcation of mulugroup analyses encoun-
tered severe identification problems duning computation, probably
because of substanual differences between the three subsamples
regarding the covariances between the error terms of the exoge-
nous vanables. This mught be due to the different constellations of
working conditions 1n these samples. Therefore, 1t was decided to
pool the data of the three different occupational groups. Results of

the SEM analysis showed that the hypothesized model fitted
adequately to the data (see upper part of Table 4). All fit indices
have values higher than .90, and the RMR is .03. The relationships
mn the model were as predicied (see first column of Table 5). All
specific Job demands loaded sigmficantly on the latent-factor job
demands, and all specific job resources loaded significantly on the
latent-factor job resources. In addition, the coefficient of the path
from job demands to exhaustion was highly positive and signifi-
cant, whereas the coefficient of the path from job resources to
disengagement was highly negative and sigmficant (see lower part
of Table 5). The JD-R model of burmout explamns 82% of the
variance in exhaustion and 52% of the variance 1n disengagement.
The standardized solunion of the JD-R model of burnout for the
whole sample 1s graphically presented in Figure 3.

Because the empincal evidence suggests that emotional exhaus-
ton leads to depersonalization (Bakker, Schaufeh, Sixma, Bos-
veld, & Van Dierendonck, 2000; Cordes, Dougherty, & Blum,
1997) and that exhausuion leads to cynicism (Leiter & Schaufel,
1996), we tested an alternanve model in! which the path from
exhaustion to disengagement was added. Results of this analysis
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(see Table 4) showed that this mode! was not significantly better
than the proposed model, Ax*(1, N = 374) = 0.61, ns, and—even
more 1mportant—that the additional path was not significant
(B = .04).

To test the alternative hypothesis that job demands are related to
disengagement and job resources to exhausnon, these two paths
were included 1in the model. As can be seen in Table 4, this
alternative (and less parsimonious) Model 2 does not achieve a
better fit than the proposcd model, Ax*(2, N = 374) = 1.49, ns.
Moreover, consistent with Hypothesis 2, 7 tests indicated that the

Table 2
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coefficients of the paths from job demands to disengagement (y =
07) and from job resources to exhaustion (y = .04) were not
significant. Taken together, results indicate that the proposed
model, including only paths between job demands and exhaustion
and between job resousces and disengagement, as well as a cor-
relation between the errors of exhaustion and disengagement, is
supenor to alternative models.

Observer ratings.  In a new series of analyses. the JD-R model
of burnout was tested using the observer ratings of job demands
and job resources and the aggregated (mean) scores of exhaustion
and disengagement for participants who had the same job position.
To determine whether tt ;s meaningful to speak of job burnout, it
18 necessary [0 ascertain whether consistency in burnout scores
exists within jobs (cf. Klemn, Dansereau, & Hall, 1994). The
esttmates of within-group interrater rehability (r,,,) proposed by
James, Demaree, and Wolf (1984), the eta-square (Kerhnger,
1986), and the intraclass correlation coefficients (ICC1; Schrout &
Fless, 1979) were used for this analysis. The esumates of r,,
showed a high level of agreement: 38 of the 42 r,,, scores (21 for
exhaustion and 21 for disengagement) reached values higher than
.70. whach 1s a sufficient amount of agreement (see James, 1987,
as cited i George, 1990). Moreover, 34 estimates had values
higher than .80, and 18 had values higher than .90. The eta-square
for exhaustion was .21, F(20, 3400 = 4.33. p < .001, and for
disengagement, .41, F(20, 340) = 11.69, p < .001, corresponding
to ICCI of .20 and .45 for the total sample and showtng that the
within-group differences are hgher for exhaustion than for disen-
gagement. According to Kenny and La Voie (1985), positive
ICCls indicate that group members are more simlar that nongroup
members. Hence, there was a remarkable effect due to jobs, which
can be assessed with acceptable reliability, thus justitying the use
of the group-level construct as a dependent measure of burnout.

Stnictly speaking, the sample size (21) 1n these analyses was not
large enough to allow structural equation modeling analyses (cf.
Bentler & Chou, 1987). It was nevertheless carried out for explor-
atory reasons. However, it should be noted that the results are only
tndicative and should be interpreted with caution.

As can be seen in the lower part of Table 4, the p value of the
proposed model suggests that the JD-R model does not differ
significantly from the data. In addition, the IFI and CFI have
acceptable values, but the GFI and NFI values are relatively low.
Parucularly the GFI 1s dependent on sample size. Of note, how-
ever, 1s that results of the analyses with the observer ratngs are
lghly similar to the results of the analyses with the self-reports.
Again, as predicted, the path from job demands to exhaustion was
highly positive and sigmficant, and the path from job resources to

Test of the Equality of the Factor Structures Between the Three Samples:
Mulngroup Confirmatory Factor Analysis (N = 352)

Model X df p GFI RMR NFI CFI IFI
Free parameters 30300 219 001 90 03 84 95 95
Equal factor loadings 34052 245 00! .89 06 .82 94 94
Equal factos vanances 31319 223 00! 90 .06 .83 94 .94
Equal error vanances 409.12 250 001 87 06 78 90 90

Nate
comparative tit index. IFI = incremental fit index

GFl = goodness-of-fit index, RMR = root-mean-square sesidual, NFl = normed fit index, CFI =
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Table 3
Correlations for the Indnvidual (Below the Diagonal, N = 374) and for the Job (Above the Diagonal, N = 21)
Vanable I 2 3 4 5 6 7 8 9 10 11 12 13
I Physical workload 26+ 57°%  —21FF —-04 70+ 10 .68%*# 24%%  — 8% [5%¢ -.05 22kx 27%
2 Time pressuie 32806 — 32%% D kE 45%% 29+ 47 43+ % 00 28%% 25 15%¢ R S
3 Reciptent contact 24+%  15¢+ J2+ A41#F =10 - 06 — 32%r - 76%%F — 65** - 68%* —.10 - 04 —.43"
4. Shift work 27+% 20% 25%* 03 01 - 44+ —39%* — (08 —A437r —32%s —3Rks — [G6*F - 397
5 Physical environment  }7°%  27%* 23 27+ .09 42%% 25+ 28** .03 08 30%* 26+ 24F
6. Feedback g 07 22+ A2+ 22%% 244 A1 ) 39+% A9 54+ 13+ RIRN
7. Rewards 20%% 18 334 22%% Q5%E 38 A457%% 10 —.12* 15% 16"~ 20" .40™*
8, Job control A7EE 6% .08 18%# 18** 29 A3 39 .60+ 69+ .04 - 03 30%*¢
9. Participation A2% 06 10 [7#=  17%* 307F 19== 36%+ 38+ 68+ 23+ - 04 27!
10. Job security 03 10 [0]] 08 -.01 214+ 225 21+ Ik 325 -~ 10 - 04 28 %
11 Supervisor support 15%% .03 27+ 6% 24%+ 44%F 26 19+ 24++ 16+ 23 147 32%*
12 Exhaustion 5300 38 39%% 45%%  3Q%= 307 39+# 267 % 23# 08 23E —_ 40+%
13 Disengagement 20%* 06 28+ 32ke 22k 467 37w 385 46+ 26+ ¢ 367 394 —
Note. The dagonai (boldface) contains the correlations between each subjectively assessed and observed woik charactenstic
Fp< 05 **p< 0l

disengagement was highly negative and sigmficant (see Figure 3).
In addition, and consistent with results of the self-reports, the first
alternative model was not significantly better than the proposed
model, Ax*(1, N = 21) = 1.16, ns, and the path from exhaustion
o disengagement was not significant. The second alternative
model, including the paths from job demands to disengagement
and from job resources to exhaustion, did not achieve a better fit
than the proposed model, Ax*(2, N = 21) = 1.62, ns Moreover,
and agam consistent with Hypotheses 2 and 3, ¢ tests indicated that
the coefficients of the paths from job demands to disengagement
(y = —.13) and from job resources to exhaustion (y = —.24) were
not sigmficant. These findings thus support Hypotheses 2 and 3.

Test of the JD-R Model for the Three Occupational
Groups Separately

To examine more closely the differences between the occupa-
tional groups regarding the goodness-of-fit of the JD-R model, we
repeated the structural equation analyses for each subsample sep-

arately, using the self-reports. Table 6 displays the results of these
analyses. As can be seen, the JD-R model fits best to the data for
the human services subsample.

Table S (columns 2-4) presents the path coefficients for each
subsample separately. In general, results are quite comparable with
those for the total sample. However, as predicted in Hypothes:s 4,
there are some differences regarding the factor loadings of specific
Jjob demands and job resources on the latent factors for each
occupational group. For example, for the human service and m-
dustry sample, physical workload had the highest factor loading on
Job demands, whereas for the transport sample, physical environ-
ment and problems with the shift-work schedule had highest
loadings. Furthermore, performance feedback had the highest
loading on job resources for the human service and transport
samples, whereas job control had the highest loading for the
industry sample. Interestingly, a small but sigmficant structural
relationship between job demands and disengagement was only
found 1n the production subsample (y = .35, p < .05).

Table 4
Fit Indices of Alternative Models Using Self-Reports (N = 374) and Observer Ratings (N = 21)

Modet X df P GFI RMR NFI CFl IF1

Self-reports
Proposed 6159 42 026 .98 03 94 98 98
Alternatsve 1 60.98 41 023 .98 .03 .95 .98 98
Alternative 2 60.10 40 021 98 .03 95 98 .98
Null 1,105.43 78 .56 13
Observer ratings

Pioposed 6513 49 061 N .09 72 89 91
Alternative 1 6397 48 06! 72 10 72 9 91
Alternatyve 2 63.11 47 054 73 10 72 89 91
Nul! 229.36 78 33 19
Note  Alternauve | ncludes an additional path fiom exhaustion to disengagement. Alternative 2 includes the

paths fiom job demands to disengagement and trom yob resources to exhaustion. GF1 = goodness-of-fit index,
RMR = root-mean-square residual. NFl = nornied fit index; CFl = comparauve fit index. IF1 = inciemental

fiv index
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Table 5

Path Coefficients in the Job Demands-Resources Model
of Burnout for the Whole Sample and for

the Three Samples Separately

Total Human
sample services  Transport Industry
Path (N = 374) (N = 145) (N=95) (N = 134)
Measurement model
Job demands to
Physical workload S57# 56 407 .59%
Time pressure 40% 51 32% A43*
Recipient contact A42% 47+ 44+ A47F
Shift work S51¢ 47+ 71 54~
Physical environment 33 .40* 71 .29¢
Job resources to
Feedback 62 65+ 67+ Str
Rewards 57* 52+ 64 44
Job control 53+ 22% 29+ 62*
Participation 59+ 51 35+ 47
Job security 36* .00 30* A2
Supervisor support 43+ 46 .55% 467
Structural model
Job demands to,
Exhaustion 91% 834 69% o1
Dssengagement® .07 ~.04 -.13 35¢
Job resources to
Exhaustion® .04 -.06 -.04 15
Disengagement —.72¢ -.67* —A41* -.70*

* Coefficients of the paths from job demands to disengagement and fromn
job resources to exhaustion aie provided by the analysis with the alterna-
tive model.

Fp< 05

Discussion

The present arucle makes two theoretical contributions. First,
although several authors have argued that burnout may be found in
any occupation (e.g., Cordes & Dougherty. 1993; Golembiewski,
Boudreau, Munzennder, & Lou, 1996, Lee & Ashforth, 1996,
Shirom, 1989). the present study 1s one of the first to provide
empirical evidence for this contention by including employees
from occupational fields within and outside the human services.
Results of a series of confirmatory factor analyses showed that the
two-factor structure of the OLBI, with exhaustion and disengage-
ment as separate but correlated factors. 1s essentially invanant
across samples including workers employed in the human services,
transport operations, and in the manufactunng industry. This con-
sistency of the factorial structure of the OLBI across different
occupations confirms the generalizability of the burnout construct
and suggests that human-service burnout represents just a specific,
job-dependent realization of burnout (Demerouti & Nachreiner,
1998). Burned-out human service professionals may feel ex-
hausted by the emotionally demanding contacts with their patients
or clients and treat them in a depersonalized way. In other occu-
pations, burnout includes the same basic elements (feelings of
exhaustion and disengagement). yet their mamfestatons differ
(because there are no recipients of one’s service who can be treated
n a depersonalized manner).

Second, a parstmonious model—the JD-R model of burnout—
1dentified two key categories of working conditions that seem to

play a role in the burnout process. The JD-R model predicts that
(high or unfavorable) job demands are primanly and posiuvely
related to exhaustion, whereas job resources are primarily and
neganvely related to disengagement from work. Results of a series
of structural equation analyses, both with self-report data and with
observer ratings of job characteristics, provide strong and consis-
tent evidence for the vahdity of this model. An alternative modei
with two additional paths running from job demands to disengage-
ment and from job resources to exhaustion did not fit better to the
data, and these additional paths were not sigmficant. Despite the
rather limited power, results of similar analyses using observer
ratings corroborated resuits using self-reports.

The findings with the JD-R model are consistent with several
authors’ claims about the differennal pattern of relationships be-
tween specific job demands, specific job resources, and burnout
components as measured with the MBI (e.g., Burke & Greenglass,
1995; Cordes & Dougherty, 1993; Eisenstat & Felner, 1984;
Friesen & Sarros, 1989; Lee & Ashforth, 1996, Leier, 1989).
Moreover, fragmented empincal evidence for this differential pat-
tern of relationships has been reported in the hiterature. For exam-
ple, regarding job demands, physical workload (Janssen, Bakker,
& de Jong, 2001), poor environmental conditions (Friedman,
1991), demanding clients {Leiter & Maslach, 1988, Whitehead,
1987), tme pressure, and unfavorable shift-work schedules (Kan-
dolin, 1993) have all been related to feelings of (emotional) ex-
haustion. Regarding job resources, performance feedback (Astrom,
Nilsson, Norgerg, Sandman, & Winblad, 1990), rewards (Lands-
bergss, 1988), job security (Dekker & Schaufeli, 1995), job control
(Landsbergis, 1988), participation in decision making (Jackson,
Tumer, & Brief, 1987), and support from supervisors (Leiter,
1989) have all been related to depersonahization (disengagement).
These earlter findings do not only underscore the vahdity of our
findings, they also show that the JD-R model 1s a parstmonious
mode! that can capture each of these working charactenistics
simultaneously.

In summary, our findings suggest that the development of burn-
out symptoms is determined by a specific constellation of working
conditions. When job demands are high, we predict that employees
experience increased exhaustion (but not disengagement). When
job resources are lacking, we predict high levels of disengagement
(but not exhaustion). In jobs with both high job demands and at the
same time, limited job resources, we predict that employees de-
velop both exhaustion and disengagement. This state, where both
exhaustion and disengagement are simultaneously present, repre-
sents the burnout svndrome. According to our conceptualization,
burnout represents a dichotomous and not a continuous trait, as n
Maslach’s concept, where burnout can have low, medium, or high
levels (Maslach & Jackson, 1986). Furthermore, exhaustion and
disengagement are correlated and not necessanly causally related
to each other but to the particular working conditions. Disengage-
ment is, according to our findings, not an outcome of exhaustion
(cf. Leiter, 1991) but of a shortage of job resources. Nevertheless,
1t 1s possible that exhaustion develops faster than disengagement
because individuals seem to be more sensiive 1o job demands
(Hobfoll, 1989). Longiuudinal studies are essential to jusufy this
assumption.

The JD-R model of burnout 1s a parsimonious model, including
only four basic components, that is, job demands, job resources,
exhaustion, and disengagement. Nevertheless, the model allows



JOB DEMANDS-RESOURCES MODEL 509

—».43/.38 [Physical workload 51179
e o

hysical environment| 44, o4

—» 89/ 29

—> 491 96wk ]51/-20

— 61/ go|Feedback 621 63
._._>_72/ 80 531 45
e Y

—> 5718 361 43
— 81/ 7I|Supervisor support {.43/ 54

-571-55

Job resources

Figure 3. Standardized solution of the job demands-resources model of burnout for the total sample- results

of the self-reports and observer ratings (i 1talics)

various worktng conditions to be differentially relevant in explain-
ing burnout, depending on the specific occupational group under
study. Taken together, the working conditions as included in the
JD-R model show a similar pattern of relationships with both
burnout dimensions n each sample included; however, specific
aspects of the working environment predominated 1n each occu-

Tavble 6
Fut Indices of the Job Demands—Resources (JD-R) Model of
Burnout and the Alternative Model for Three Samples

Model X d* p GFI RMR NFI CFl IF

Human services

JD-R 3853 42 624 96 .03 920 99 99
Alternauve® 3823 40 550 96 .03 90 .99 99
Null 374.16 78 62 10

Transport
JD-R 6090 50 139 91 .03 81 9% .96
Alternative® 6008 48 102 91 03 81 95 95
Null . 32083 78 54 11

Industry
JD-R 5337 43 133 94 .03 .88 97 .97
Alternanive® 46.13 41 268 95 03 89 9% .99
Null 42936 78 .56 13

Note  Sample sizes are as follows: human services, N = 145; mdusuy,
N = 134: transport, N = 95 GFI = goodness-of-fit index; RMR =
root-mean-square restdual; NFI = normed fit :ndex, CFl = comparative fit
index, IFI = incremental fit index

* Differences 1n degrees of freedom between the models for the three
samples are due to differences 1 the number of covarations between the
eriot terms of the indicators of the exogenous varables " The alternative

model includes the paths from job demands to disengagement and fiom job
resources to exhaustion

pauonal field. In other words. the general framework of the JD-R
model seems to remain stable across occupational fields, whereas
the contribution of specific working conditions 1n explaining bum-
out differs slightly from one sample to the other. Quite remarkably,
results among production workers are consistent with Karasek's
(1979) model regarding the importance of job demands and control
as predictors of stramn. The fact that a general model holds across
various occupations within and outside the human services 1s
another strong 1ndication that burnout is not limted to a particular
Job setting

Self-Reports Versus Observer Rarings

A disunct feature of the results of our study 1s the support for the
JD-R model for both self-reports and observer ratings. Differences
m the strength of the referred relauonships between self-reports
and observer ratings show that the two units of analysis mught not
measure exactly the same qualiies. The correlations between
self-reported and observed work charactenstics are quite low, and
this 1s particularly true for the job demands (see also Karasek,
1998). The reason might be agam the sensttivity of individuals to
the demands placed on them rather than to the resources received
(Hobfoll, 1989). Spector (1992) discusses some other factors that
have been advanced as causes of self-reported job charactenstics,
namely soctal cues from others, individual personality, cognitive
processes, mood, attitudes, and feelings about the job. As Sanchez,
Zamora, and Viswesvaran (1997) note, “although agreement be-
tween sources may create the perception of validity among end-
users of job information, between-source disagreement may 1 fact
enhance the understanding of the job” (p. 216). They propose that
the combmation of sources provides a richer portrait of the job
than 1its parts

Whereas the analyses with the self-reports contained mforma-
uon about individual burnout and individual perceptions of the
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working conditions (individual unit of analvsis), the analyses with
the observer ratings contained information about job burnout
{mean scores of participants with the same job position) and the
observed working conditions that refer to job prototypes (job unit
of analvsis). Although the analyses with the observer ratings were
restricted in their power (because of the small sample size), they
showed that we could view burnout as a charactenstc of the job.
That is. specific working conditions of a specific posiion merge,
come nto effect, and produce these reactions in its incumbents—
independent of individual differences. The individual differences
will merely modify the extent of these reactions as well as the
perceptions and cognitive operations. Moreover, results clearly
demonstrate that burnout is not just a phenomenon to be found in
people’s minds, depending on their consistent perceptions and
terpretations of their work situation. Resuits show that there is a
path from a stimulus condition, defined independently from the
persons reporting their perceptions and reactions, to exactly these
reactrons. This finding has substanual implications for interven-
tions. To reduce exhaustion and disengagement, one should n the
first place provide for adequate job demands and job resources in
the working environment by adequate job design and not try to
change people’s perceptions and interpretations of their working
conditions.

Limitations

Because of the cross-sectional design of the current study, the
postulated relationships between working condiions and burnout
dimensions cannot be interpreted causally. However, the corre-
spondence between the resulits obtained with self-reports and with
the observer ratings suggests that the findings do not result from
cogmtive consistency i the perceptions of the employees or from
common-methods bias (cf. Doty & Glick. 1998). In other words,
the “triviality trap” has successfully been avoided. Nevertheless,
longitudinal studies and quasiexperimental research designs are
needed to further valhidate the hypothesized causal relationships in
the JD-R model. Another limitation of the present research 1s that
our samples have not been randomly selected from the entire
populattons of the universe of jobs. Basically, this calls mnto
question the generalizability of the present findings. However. our
findings confirmed resuits of earher studies and hypotheses that
are firmly rooted in theory. In addition, an advantage of our
recruitment procedure 1s the heterogeneity of the samples, which 1s
seldom the case 1n burnout studies (Jackson et al., 1987). The
participants 1n our study came from different occupauonal fields
and were employed m different job positions. Finally, a real
weakness of the study is that the instruments for assessing the
self-reported and observed working conditions included only a
limited number of items with consequences for their internal
consistencies. Future studies should include more reliable scales

for the assessment of both perceived and actual working
conditions.

Implications for Research and Practice

Despite the limitations of this study, the present findings may
have important implications for future research and practice. First
of all. the fact that burnout can be found within as well as outside
human-service professions may sumulate future burnout research

in a wide range of occupations (see Schutte et al., 2000). It would
be interesting. for example, to focus on the relative prevalence of
burnout 1n vanous occupations and under several job conditions.
Differences between occupational groups regarding absolute bumn-
out scores may help to 1dentify occupations that are most at risk for
burnout. Second, the application of the JD-R model 1n research
among different occupational groups may further increase our
understanding of the phenomenon and process of burnout, as well
as other long-term consequences of the job for the individual. Note
that the JD-R model 1s a parsimonious model that 1s capable of
integrating a wide range of potential job demands and job re-
sources. Accordingly, 1t can be used to study different profiles of
job demands and job resources that might be tymcal for burnout in
specific occupations. The model clearly expands earher models of
work-related stress and burnout, such as the job demands-contro)
model (Karasek, 1979) and the demand-control-support model
(Johnson & Hall, 1988). It 1s possible that job demands are not
only hinked to exhaustion but consequently to psychosomatic com-
plaints and that job resources lead to disengagement and further-
more to turnover. In addition, 1t 1s possible that both job demands
and resources (and consequently both burnout dimensions) con-
tribute to dimimshed job performance. Further research is neces-
sary to clanfy such prolonged causal links.

The JD-R model may also be applied for workplace interven-
tions aimed at preventing or reducing burmout. As shown, results
suggest that to avoid employees’ exhaustion. specific job demands
have to be reduced or redesigned. In addition, increasing job
resources may enhance employees’ engagement. The specific job
demands and resources to be addressed appear to differ for the
three occupational groups included in this study. This implies that
burnout intervenuons will be most successful if they are tailor
made to address the most important job demands and job resources
in specific working environments. Each of these occupation-
specific interventions should contribute to the reduction of job
demands and 1ncrease of job resources that can, in turn, lead to the
reduction of exhaustion and disengagement among employees and,
furthermore, may lead to more happiness at work.
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