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ABSTRACT

This chapier evaluates a model of the organizational context of burnout with
direct reference to a new measure, the Areas of Worklife Scale (AWS). The
" model proposes a structured framework for considering six areas of worklife
" — workload, control, reward, community, fairness, and values — that have
_resonated through the literature on burnout over the previous two decades.
The chapter presents extensive data on the AWS, testing a model of the six
- areas’ interrelationships as well as their overall relationship io the three
aspects of burnout. The results of these analyses are discussed in reference
10 the psychometric qualities of the measure and the implications of a struc-
tured approach to work environments for future development of research
n burnout. Implications for developing workplace interventions are also
onsidered.

INTRODUCTION

ot severdl decades, the term “burnout” has been used to describe a fundamental
nnect between the worker and the workplace. The basic story goes like this:
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the worker entered a job with positive expectations, enthusiasm, and the goal to
be successful in the job. Over time, things changed - and now the worker has an
overwhelming exhaustion; feelings of frustration, anger and cynicism; and a sense
of ineffectiveness and failure. The initial flame has burned out. The experience .
impairs both personal and social functioning on the job, and thus carries some
real costs for the individual worker, the people affected by him or her, and for
the organization as a whole. While some people may quit the job as a result of
bumout, others will stay on but will only do the bare minimum rather than their
very best. _

Burnout was recognized as an iraportant social problem by practitioners long
before it became a focus of systematic stady by researchers. Thus, it was more of
a “grass-roots” phenomenon, grounded in the realities of people’s experiences in
the workplace, rather than a topic derived from a scholarly theory and empirical
studies. This pragmatic conceptual framework — of a social problem that needed
to be solved — shaped the trajectory of the research on bumout. The eatly studies

followed a “bottom-up” approach of describing and defining the phenomenon,

and developing hypotheses about its causes and its effects. Later, this initial work

was linked to a wide variety of theoretical perspectives and research literatures in
social, clinical, and industrial/organizational psychology (see reviews by Maslach
& Schaufeli, 1993; Schaufeli & Enzmann, 1998).

An underlying theme of this pragmatic framework has been to discover
solutions to the problem of bumout. From the beginning, the growing research
literature was matched (or even outstripped) by a parallel literature of workshop
and self-help materials. As bumout became more clearly identified as a form
of job stress, it received increasing attention from administrators and policy

makers in the workplace. It is thus fair to say that the field of job burnout

has always had a primary thrust toward application, in addition to scholarly
contributions.

Our recent work has been explicitly designed to bridge the gap between basic
and applied research on burnout. Our goal has been to design tools that canbe used
by both researchers and practitioners — the former to study hypotheses within the

context of field studies, and the Jatter to assess the workplace within the context

of organizational interventions. Toward that end, we have developed a new model

that draws on the extant research literature on job stress and proposes that six
areas of job-person mismatch are the critical sources of burnout (Maslach &
Leiter, 1997). We have now developed a new ool to assess these six areas, which
can be used as part of a program of organizational assessment and intervention
(Leiter & Maslach, 2000). This chapter will provide a comprehensive analysis of
our mode] and measures, and will demonstrate how we are using this approach

both for empirical tests and applied interventions.
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BURNOUT AND ENGAGEMENT

Burnout is defined as a psychological syndrome of exhaustion, cynicism, and
inefficacy, which is experienced in response to chronic job stressors. This definition
s 2 broader statement of the multidimensional model that has been predominant in
the burnout field (Maslach, 1993, 1998; Maslach & Jackson, 1981). The original
model emerged from research with workers in human service and educational
occupations, and thus was framed in terms of the interpersonal relationships that
characterize such jobs. However, more recent work has established that the basic
model can be broadened to apply to any kind of occupation (Leiter & Schaufeli,
1696: Maslach et al., 1996).

Of the three dimensions of burnout, the exhaustion component represents the
basic individual stress experience. It refers to feelings of being overextended and
depleted of one’s emotional and physical resources. The cynicism component
represents the interpersonal context dimension of burnout. It refers to a negative,
callous, or excessively detached response to various aspects of the job. It usually
develops in response to the overload of exhaustion, and is self-protective, ai first, as
an emotional buffer of “detached concern.” But the risk is that the detachment can
result in the loss of idealism and the dehumanization of others. This detachment, or
distancing, is such an immediate reaction to exhaustion that a strong relationship
from exhaustion to cynicism is found consistently in burnout research, across a
wide range of organizational and occupational settings (Maslach et al., 1996). The
third component of inefficacy represents the self-evaluation dimension of burnout.
It refers to feelings of incompetence and a lack of achievement and productivity
in work. In some instances, it appears to be a function, to some degree, of either
exhaustion or cynicism, or a combination of the two (Byme, 1993; Lee & Ashforth,
1996). A work sitaation with chronic, overwhelming demands that confribute to
exhaustion or cynicism is likely to erode one’s sense of effectiveness. However,
in other job contexts, inefficacy appears to develop in parallel with the other two
burnout aspects, rather than sequentially (Leiter, 1993). Here the lack of efficacy
seems to arise more clearly from a lack of relevant resources, while exhaustion
and cynicism emerge from the presence of work overload and social conflict.

Unlike acute stress reactions, which develop in response t0 specific critical
incidents, burnout is a cumulative reaction to ongoing occupational stressors.
With burnout, the emphasis has been more on the process of psychological
erosion, and the psychological and social outcomes of this chronic exposure,
rather than just the physical ones. Because bumout is a prolonged response to
chronic interpersonal stressors on the job, it tends to be fairly stable over time.

Burnout is one end of a continuum in the relationship people establish with
their jobs. As a syndrome of exhaustion, cynicism, and inefficacy, it stands in
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contrast to the energetic, involved, and effective state of engagement with work.
Recently, the multidimensional model of burnout has been expanded to this other
end of the continvum (Leiter & Maslach, 1998). Engagement is defined in terms
of the same three dimensions as burnout, but the positive end of those dimensions
rather than the negative. Thus, engagement consists of a state of high energy
(rather than exhaustion), strong involvement (rather than cynicism), and a sense
of efficacy (rather than inefficacy).

Engagement is distinct from established constructs in organizational psychol-
ogy such as organizational commitment, job satisfaction, or job involvement.
Organizational commitment refers to an employee’s allegiance to the organization
that provides employment. The focus is on the organization, whereas engagement
focuses on the work itself. Job satisfaction is the extent to which work is a source of
need fulfillment and contentment, or 3 Means of freeing employees from hassles or
dissatisfiers; it does not encompass the person’s relationship with the work itself:
Job involvement is similar to the involvement aspect of engagement with work,
but does not include the energy and effectiveness dimensions. Thus, engagement
provides a more complex and thorough perspective on an individual's relationship .
with work. vt

In terms of application, the concept of engagement may be more functional :
than burnout. A worksetting that is designed to support the positive developmen
of the three core qualities of energy, involvement, and effectiveness should bé
successful in promoting the well-being and productivity of its employees. Th s:
we have found that a focus on what would promote engagement in the workplag®
is a better framework for developing effective interventions than a focus sinph
on what would reduce stress. Moreover, the former is more likely to chang, the

job context, while the latter leads to strategies of changing the person.

The Organizational Context for Burnout and Engagement

Job stress has been recognized as a significant occupational hazard, whic
impair both health and work performance (e.g. Sauter & Murphy, 1995)
worker’s internal experience of stress is assumed to play a mediating role betw
the impact of external job demands (stressors) and work-related cutcomes
as absenteeism or illness). This basic mediation model should be -espe
true of the stress phenomenon of burnout, which involves a prolonged SpOI
to chronic interpersonal job stressors. Thus, organizational conditions shol
influence a worker’s experience of burnout or engagement, which in turn
determine outcomes of importance to both the worker and the organizati
example, assessments of employees’ level of experienced bumout or &




Areas of Worklife 95

have predicted clients’ evaluation of service quality (Leiter et al., 1998) and
employees” evaluation of organizational change (Leiter & Harvie, 1998),

Two decades of research on burnout have identified a plethora of organizational
risk factors across many occupations in various countries, as well as some
work-related outcomes (see Maslach et al., 2001; Schaufeli & Enzmann, 1998).
However, there has not been much research that directly tested the mediation
model by including measures of all three model components: organizational fac-
tors, experienced burnout, and work-related ontcomes. One of our recent studies
was designed as a first approximation of such a test (Leiter & Maslach, 2003).

In this chapter, we will present not only this initial study on the mediation
model, but the psychometric research that led to the development of a key measure
of organizational factors, the Areas of Worklife Scale. Our goal has been to
develop research tools that are also appropriate for use in applied settings, and this
requires measures that are relatively brief and easily accessible to a wide range
.of employees. The standard measure of burnout, the Maslach Burnout Inventory
Maslach et al., 1996), already meets those criteria. However, there was not 2
comparable tool that assesses the multiple job stressors that contribute to burnout,
_so our challenge was to devise a measure of these organizational factors.

Six Areas of Worklife

i reviewing the proliferation of organizational correlates in many studies of
‘burnout and job stress, we had identified six key domains: workload, control, re-
ard, community, faimess, and valves (Leiter & Maslach, 1999; Maslach & Leiter,
997, 1999). The first two areas are reflected in the Demand-Control model of job
ss (Karasek & Theorell, 1990), and reward refers to the power of reinforce-
nts 1o shape behavior. Community captures all of the work on social support
telpersonal conflict, while fairness emerges from the literature on equity and
stice. Finally, the area of values picks up the cognitive-emotional power
-goals and expectations.

ad .
105t obvious, and most commonly discussed area of worklife is overload: job
xceeding human limits. People have to do too much in too little time
ew resources, Increasing workload has a consistent relationship with
especially with the exhaustion dimension (Cordes & Dougherty, 1993;
et al., 2001; Schaufeli & Enzmann, 1998). Structural models of burnout
ywh.that exhaustion then mediates the relationship of workload with the
dimensions of burnout {(Lee & Ashforth, 1996; Leiter & Harvie, 1998).
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" This association reflects the relationship of work demands with occupational stress
in the stress and coping literature (Cox et al., 1993).

Both qualitative and quantitative work overload contribute to exhaustion by
depleting the capacity of people to meet the demands of the job. The critical point -
occurs when people are unable to recover from work demands. That is, acute
fatigue resulting from an especially demanding event at work — meeting a deadline
or addressing a crisis — need not lead to burnout if peopie have an opportunity to
recover during restful periods at work or at home (Shinn et al., 1984). When this
kind of overload is a chronic job condition, not an occasional emergency, there is
little opportunity to rest, recover, and restore balance. Such exhaustion can lead to
a deterioration in the quality of the work and a disruption of collegial relationships.

A sustainable workload, in contrast, provides opportunities to use and refine
existing skills as well as t0 become effective in new areas of activity (Landsbergis,
1988). It builds invoivement by opening new opportunities, and by removing
concern about work overwhelming personal capacity. A sustainable workload

stops the cycle of exhaustion that is a driving force in the experience of burnout
for many people. .

Control :
The Demand-Control theory of job stress (Karasek & Theorell, 1990) has made |

the case for the enabling role of control. This area includes employees’ perceived
capacity to influence decisions that affect their work, to exercise professional
autonomy, and to gain access to the resources necessary to do an effective job. A
human beings, people have the ability to think and solve problems, and want:
have the opportunity to make choices and decisions. In other words, they wan
have some input into the process of achieving the outcomes for which they will.
be held accountable. Control problems occur when workers have insufficie
authority over their work or are unable to shape the work environment.to-
consistent with their values. A sense of efficacy is unlikely to occur when workés
are feeling buffeted by circumstances or powerful people within the organiza
A major control problem occurs when people experience role conflict.:M
burnout studies have found that greater role conflict is strongly and positr
associated with greater exhaustion (Cordes & Dougherty, 1993; Maslach
1996). Role conflict arises from multiple authorities with conflicting dem:
or incongruent values, and people in this situation cannot exercise eff e
control in their job. Contradictory demands interfere with their capacity.
pricrities or 0 commit themselves fully to their work. Role conflict is not
an indicator of additional work demands, but is emotionally exhansting i 1t
(e.g. Siefert et al., 1991; Starnaman & Miller, 1992). Moreover, role can ct is
almost by definition, a direct signal of an authority problem at work. It me
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a worker’s preferred role is out of sync with important qualities of the job, such
as supervisors’ expectations, client demands, or ethical constraints. The critical
issue is not the amount or even the type of work demands, but the consistency of
those demands with the capacity to determine the job,

Studies that examine role conflict usually also consider role ambiguity — the
absence of direction in work. Generally, role ambignity is associated with greater
burnout, but the relationship is not nearly as consistent as that of role conflict
{Cordes & Dougherty, 1993; Maslach et al., 1996). Ambiguity may enhance some
work contexts by providing the freedom to pursue one's values, while conflict
directly inhibits a course of action.

When people have more control in their work, their actions are more freely
chosen — and this can lead to greater satisfaction with the job, and more commit-
ment to it. The process of making a decision has an enduring impact on employees’
experience of participating in organizational life and the responsibility they take
for its outcomes. Participative decision making is a cornerstone of job enrichment
strategies (Hackman, 1986) as much because of its power to engender commitment
as for its capacity 1o make good use of knowledge and experience within a gronp
of colleagues. Active participation in organizational decision making has been
consistently found to be associated with higher levels of efficacy and lower levels
of exhaustion (Cherniss, 1980; Lee & Ashforth, 1993; Leiter, 1992).

Reward

The reward area of worklife addresses the extent to which rewards - monetary,
social, and intrinsic — are consistent with expectations. Lack of recognition from
service recipients, colleagues, managers, and extemal stakeholders devalues both
ti_ié'-worlc and the workers, and is closely associated with feelings of inefficacy
Cordes & Dougherty, 1993; Maslach et al., 1996). When people feel neglected
by the material and social reward system of an organization, they feel out of sync
1its values.

‘contrast, consistency in the reward dimension between the person and the
ineans that there are both material rewards and opportunities for intrinsic
tisfaction (Richardsen et al., 1992). Intrinsic rewards (such as pride in doing
thing of importance and doing it well) can be just as critical as extrinsic
rewards, if not more so. What keeps work involving for most people is the
and satisfaction they experience with the day-to-day flow of work that
g well (Leiter, 1992). An enjoyable workflow supports both psychological
ing and physical health, and is also the source of recognition from others.

-of varions studies have shown that insufficient reward (whether
titutional, or social) increases people’s vulnerability to burnout (e.g.
& Novak, 1992; Glicken, 1983; Maslanka, 1996; Siefert et al., 1991).
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Community
Community is the overall quality of social interaction at work, including issues

of conflict, mutual support, closeness, and the capacity to work as a team. People
thrive in community and function best when they share praise, comfort, happiness,
and humor with people they like and respect. In addition to emotional exchange
and instrumental assistance, this kind of social support reaffirms a person’s mem-
bership in a group with a shared sense of values. Unfortunately, some jobs isolate
people from each other, or make social contact impersonal. However, what is most

destructive of community is chronic and unresolved conflict with others on the

job. Such conflict produces constant negative feelings of frustration and hostility,
and reduces the likelihood of social support. :

Burnout research bas focused primarily on social support from supervisors,
coworkers, and family members (Cordes & Dougherty, 1993; Greenglass et al,
1994: Greenglass et al., 1988; Maslach et al., 1996). Distinct patterns have been
found for informal coworker support and supervisor support (Jackson et al,
1986; Leiter & Maslach, 1988). Supervisor support has been more consistently
associated with exhaustion, reflecting the supervisors’ impact on staff members’
workload. Coworker support is more closely related to accomplishment or

efficacy, reflecting the value staff members put on the expert evaluation by their

peers. A sense of community has been found to buffer the impact of feelings of

inequity at work (Truchot & Deregard, 2001). Regardless of its specific form, -
social support has been found to be associated with greater engagement (Leiter &
Maslach, 1988; Schnorpfeil et al., 2002).

Research on the social context of burnout has also attended to the broader issue:
associated with a sense of community in an organization (Drory & Shamir, 1988
Farber, 1984; Royal & Rossi, 1996). Research on community orientation (Buimk
& Schaufeli, 1993) provides a distinct but consistent perspective. Both of th
approaches consider ways in which the overall quality of personal interactiof
among people in an organization have an impact on the relationships peo)
have with their work. The consistent finding through this research is that a '
attentive, responsive community is incompa ible with burnout. People’s subj
appraisal of their social context — their sense of community with colleagues
their communal orientation towards service recipients — reflects the exten
which the organizational community is consistent with their expectations. -

Faimness )
Fairness is the extent to which decisions at work are perceived as being f.

people are treated with respect. Fairness communicates respect and confirms

ple’s self-worth. Mutual respect between people is central to a shared
community. Unfairness can occur when there is inequity of workload or pa;
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when there is cheating, or when evaluations and promotions are handled inappro-
priately. If procedures for grievance or dispute resolution do not allow for both
parties to have voice, then those will be judged as unfair.

Relevant research on procedural justice {e.g. Lawler, 1968; Tyler, 1950) has
shown that people are more concerned with the fairness of the process than with
the favorableness of the outcome. People use the quality of the procedures, and
their own treatment during the decision making process, as an index of their
place in the community. They will feel alienated from that community if they
are subject to unfair, cursory, or disrespectful decision making. In contrast, a fair
decision is one in which people have an opportunity to present their arguments
and in which they feel treated with respect and politeness. Thus, fairness shares
some qualities with community, as well as with reward.

Fairness is also central to equity theory (Walster et al., 1973), which posits
that perceptions of equity or inequity are based on people’s determination of
the balance between their inputs (i.e. time, effort, and expertise) and outputs
{(i.e. rewards and recognition). This core notion of inequity is also reflected in
the effort-reward imbalance model (Siegrist, 2002). Research based on these
theoretical frameworks has found that a lack of reciprocity, or imbalanced social
* exchange processes, is predictive of burnout (e.g. Bakker et al., 2000; Schaufeli
€t al., 1996).
Fairness has also emerged as a critical factor in administrative leadership
{e.g. White, 1987). Employees who perceive their supervisors as being both fair
and supportive are less susceptible to burnout, and are more accepting of major
anizational change (Leiter & Harvie, 1997, 1998). It appears that employees
value fairness in itself and consider it to be indicative of a genuine concern for the
long-term good of the organization’s staff, especially during difficult times. When
.“employees are experiencing stress, they look to management not only for problem
_solving, but for optimism, fairness, and high expectations for organizational and
_personal performance. They expect that management will give due consideration

xpéople’s contributions and will allocate resources and opportunities equitably
ot to the personal advantage of privileged individuals or cliques).

ey - .
Thé values area is at the heart of people’s relationship with their work. It
ses the ideals and motivations that originally attracted them to the
- the motivating connection between the worker and the workplace
goes beyond the utilitarian exchange of time for money or advancement.
uting to a meaningful personal goal is a powerful incentive for individuals.
this - work contributes as well to the organizational mission, people
rewarded with additional opportunities for meaningful work. As such,
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mutnally compatible values produce a self-perpetuating dynamic that supports
engagement.

However, when there is a values conflict on the job, it can undermine people’s
engagement with work. The greater the gap between individual and organizational
values, the more often staff members find themselves making a rade-off between
work they want to do and work they have to do. In some cases, people might
feel constrained by the job to do things that are unethical and not in accord with
their own values. For example, in order to make a sale or to obtain a necessary
authorization, they might have to tell a lie or be otherwise deceptive or not
forthcoming with the truth. People can also be caught between conflicting values
of the organization, as when there is a discrepancy between the lofty mission
statement and actual practice, or when the values are in conflict (e.g. high quality
service and cost containment do not always co-exist). In other instances, there
may be a conflict between their personal aspirations for their career and the values
of the organization, as when people realize that they entered an occupation with
mistaken expectations.

One tesolution of the tension resulting from value conflicts is to bring personal
expectations in line with those of the organization (Stevens & O’Neill, 1983);
another is to leave the organization in search of more fulfilling career opportunities
(Pick & Leiter, 1991). The distress associated with value conflicts and the lengths
to which people go to reduce the associated tension are indicative of their central
role in the burmout and engagement process. Research has found that a conflict in
values is related to all three dimensions of burnout (Leiter & Harvie, 1997). -

MISMATCH BETWEEN PERSON AND THE JOB

A consistent theme throughout this research literature is the problematic relation;
ship between the person and the environment, which is often described in

of imbalance or misalignment or misfit. For example, the demands of th
exceed the capacity of the individual to cope effectively, or the person’s eff
are not reciprocated with equitable rewards. Thete is a long history within p
chology of trying to explain behavior in terms of the interaction of person .'
environment, and this is particularly evident within the fields of personality an
vocational psychology (e.g. see Chartrand et al., 1995; Walsh et al., 1992). M
of these interactional models view person and environment as independent enti
but characterize them along commensurate dimensions so that the degree of
oI congruence, between person and environment can be assessed. This appre
is evident in some of the earliest models of job-person fit (French et al., :19
1982), in which better fit was assumed to predict better adjustment and less st
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Subsequent theorizing continued to highlight the importance of both individuat
and contextual factors (see Kahn & Byosiere, 1992), and recent research con-
tinues to utilize this person-environment approach (e.g. Finnegan, 2000; Lanver
& Kristof-Brown, 2001; O’Reilly et al., 1999).

Thus, a model of job-person fit would seem to be an appropriate framework for
understanding burnout. However, prior conceptualizations of job-person fit are
limited in terms of their direct application to this phenomenon. For example, the
“person” is usually framed in terms of personality or an accurate understanding
of the job, rather than in terms of emotions or motivations or stress responses.
Similarly, the “job” is often defined in terms of specific tasks, and not the larger
situation or organizational context. The notion of “fit” is often presumed to predict
such outcomes as choice of job/occupation or of organization (entry issues), or
adjustment to the job (newcomer issues). In contrast, burnout involves a later point
in the process, when the person has been working for a while and is experiencing
a more chronic misfit between self and the job. Thus, the challenge is to extend
the job-person paradigm to a broader and more complex conceptualization of the
_person situated in the job context.
- 'We have begun to address this challenge by formulating 2 model that focuses on
the degree of experienced congrience between the person and the six domains of
‘his or her job environment (Maslach & Leiter, 1997). We propose that the greater
‘the perceived gap between the person and the job, the greater the likelihood of
urnout; conversely, the greater the consistency, the greater the likelihood of en-
zement with work. One new aspect of this approach is the focus is on the enduring
wotking relationship that people have with their job. This relationship is similar to
& notion of a psychological contract (Rousseau, 1995). Problems arise when the
ess of establishing a psychological contract leaves critical issues unresolved,
‘when the working relationship changes to something that a worker finds
unacceptable.
‘A ‘second new aspect of this model is that it specifies not one, but six areas
hich this mismatch can take place. In each area, the nature of the job is not
armony with the nature of people, and the result is the increased exhaustion,
cisn, and inefficacy of burnout. On the other hand, when better compatibility
ts'in:. these six areas, then engagement with work is the likely outcome.

The Areas of Worklife Scale

al was to develop a measure that would apply the concept of job-person fit
asséssment of the six key areas of worklife, in a generic format that could
ized easily by a wide range of employees. We chose to focus on the fit
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itself, rather than on the two component parts of person and of job, and thus asked
respondenis to rate their level of experienced congruence with the job within these
six domains. This new measure, the Areas of Worklife Scale, has the potential to
provide useful diagnostic information to organizations interested in interventions
1o deal with burnout (Leiter & Maslach, 2000).

Description of the Measure
The Areas of Worklife Scale (AWS) is comprised of 29 items that produce distinct

scores for each of the six areas of worklife: workload (6), control (3}, reward (4),
community (5), fairness (6), and vatues (5). Each scale includes positively worded
items, e.g. “I have enough time to do what’s important in my job” (workload)
and negatively worded items, e.g. “Working here forces me {0 compromise my
values” (values). Respondents indicate their degree of agreement with these state-
ments on a 5-point Likert-type scale ranging from 1 (strongly disagree), through
3 (hard to decide), to 5 (strongly agree). The scoring for the negatively worded
items is reversed. For each of the six subscales, the AWS defines a job-person
fit or match as a high score (greater then 3.00), indicating a higher degree of
congruence between the workplace and the respondent’s preferences; it defines a
mismatch as a low score (less than 3.00), indicating more incongruence between
the worker and the workplace. The AWS items were developed from a series of *
staff surveys conducted by the Centre for Organizational Research and Develop-
ment (Leiter & Harvie, 1998; Maslach & Leiter, 1997) as a means of assessing the
constructs underlying our analysis of the six areas of worklife. The developmental
research found that the new scale had a consistent factor structure across these
initial samples and showed consistently high correlations with the three burnou
dimensions measured by the Maslach Burnout Inventory-General Scale (MBI-G5
which is the general version of the MBI that can be used with all occupations)
The AWS is available through Leiter and Maslach (2000) or through Leiter ang

Maslach (2002).

Samples Fe
The normative sample for the AWS was drawn from a variety of worksettings inthe

United States (English), Canada (English), Italy (Ttalian), and Finland (Finni

the number of participants is noted in Table 1. For those for whom demographi
information is available, there were 2,515 males and 5,139 females. In terms
employment status, 6,343 were full time, 1,005 part time, and 112 casual. In
of age, participants were 18-29 years (650), 30-39 years (1,072), 4049
(1,375), 50-59 years (1 ,061), and 60 and over (139). In terms of supervisory:
the sample included non-supervisory employees (1,151), supervisors (1 545
management (810). -
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Table I. Research Settings.
Setting Source N of Participants
USA: University Library Maslach & Leiter 388
USA: University Student Services Maslach & Leiter 738
Canada: Teachers Leiter 380
USA: University Library Maslach & Leiter 285
Finland: Post Office Aro, Kimi, Salmela-Aro 756
Italy: Hospital Maslach, Leiter, & Aroasio 390
Canada; Public Service Employees Leiter 17
Canada: Hospital Leiter 2,633
Finland: Hospital Aro, Kirnd, Salmela-Aro 468
USA: University Administrative Employees Maslach & Leiter 1005
USA: Retail Maslach & Leiter 385
Jealy: Hospital Maslach, Leiter, & Aroasio 295
USA: Teachers 39
Canada: Nurses 80
Finland: University Employees Aro, Kimi, Salmela-Aro 230
Finland: Postal Workers Aro, Kimd, Salmela-Aro 57
‘Finland: Telecommunications Aro, Kimi, Salmela-Aro 193
otal 8,339

caie Properties

ble 2 displays the means, standard deviations, Cronbach alphas, and correlations

~ among the six areas of worklife and the three subscales of the MBI-GS. The alpha
values for all scales meet the 0.70 criterion. All of the correlations among the
subscales are significant. (The MBI-GS was not administered with every AWS
iple, thus producing only 6,815 cases for the combined sample in contrast
th the 7,574 cases for the AWS alone.) The highest correlation of the AWS and
I-GS was between Workload and Exhaustion (0.54) while the lowest was
tween Workload and Efficacy {0.04). The average of the 18 correlations of the

S with the MBI-GS was |0.26|; the average of the 15 correlations among the
" AWS subscales was [0.20].

{ Components Factor Analyses
prlnc1pa] components analysis of the normative sample provided evidence
' ing a six-factor structure for the AWS. The scree plot determined that
gen values began leveling after six factors: 7.64, 2.53, 1.83, 1.60, 1.33, 1.24. The
factor structure (see Table 3) assigned all 29 items to the appropriate factor.
s had loadings that were less than [0.50]: Workload6 loaded on Workload
46 with a second highest loading of 0.17 on control. Values5 loaded on Values
44 :with a second highest loading of —0.22 on Fairness. As the second
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Table 3. Principal Components Factor Analysis,

Fairness Community Workload Reward Values Control

Fair5 ~0.70 -0.16 0.05 -0.26 =0.11 0.06
Fair4 0.70 0.15 ~0.09 0.18 0.22 0.19
Fair6 —0.67 -0.17 0.09 -0.28 -0.13 0.06
Fair3 0.65 0.14 —0.0% 0.16 0.15 0.24
Fairt .64 0.19 —0.14 0.10 0.21 0.22
Fair2 0.54 0.07 —0.04 —0.04 0.08 0.13
Commmnity3 0.14 0.84 —0.07 0.1z 0.10 0.10
Community4 0.18 0.50 ~0.09 0.11 0.08 0.12
Community2 0.13 0.74 —-0.0 0.18 0.17 .14
Community1 0.26 0.61 =0.10 -0.02 0.12 0.19
Community5 ~0.08 -0.57 0.06 —~0.28 =0.07 0.04
Workloadd -0.09 ~0.10 0.78 —0.17 -0.04 —0.02
Workload] —-0.08 0.01 0.76 —0.01 -0.07 —0.04
Workload3 —0.14 —0.13 0.70 -0.21 -0.02 ~0.03
- Workload5 0.07 0.04 —0.63 0.02 0.13 0.27
Workload2 -0.11 0.02 0.62 —0.01 0.06 0.10
~0.08 0.09 —0.46 ~0.02 -0.07 0.17

—0.18 ~.14 0.11 —0.78 ~0.10 —0.08

—0.18 -0.10 0.17 -0.73 —0.05 ~0.05

0.13 0.19 0.00 0.72 0.11 0.23

0.19 0.21 =0.03 .69 0.15 0.30

0.16 0.11 0.02 0.05 0.78 0.07

0.11 0.08 0.04 0.10 0.77 0.07

025 6.08 —0.11 0.05 0.66 0.11

0.05 007 0.06 0.05 0.60 0.03

-0.22 —0.16 0.19 =0.17 —-0.44 —0.06

0.14 0.14 —0.04 0.15 .12 0.73

0.12 0.12 -0.17 0.16 0.05 0.72

0.30 0.15 -0.11 0.20 0.13 0.58

loadings for both items were considerably lower than the loading on the proper
tor, the overall structure is acceptable,

n contrast, 2 five-factor solution provided a worse fit with a structure that

psed faimess and control into one factor. Both Workload6 and Values5
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relatively low factor loading (0.45) and Workload6 had a loading on Workload of
0.48. The seven-factor solution failed to improve the fit over a six-factor solution
because: (1) it did not improve the factor loadings of the two weakest items;
and (2) it introduced a factor that was contrary to the objective of combining
negatively and positively worded items within most subscales of the AWS.

Confirmatory Factor Analysis
An EQS confirmatory factor analysis considered the factor structure of the AWS,

This analysis freed the four most highly correlated errors between items within
the subscales: Fairness5/Fairness6, Reward3/Reward4, Reward2/Reward1, Work-
load5/Workloadl. Also, afl co-variances among the factors were freed. The six
factor solution was found to be an excellent fitio the data (Xfass) = 5,138.98,CFL =
0.939, RMSEA = 0.042) with all factors loading significantly on the appropriate
item. In contrast, a one-factor solution showed a very poor fit 0‘%373) =25,514.14,
CFI = 0.679, RMSEA = 0.094). A two-factor solution (assigning the workload,
control, and community items to Factor 1 and the remaining items to Factor 2)

also showed a very poor fit (i, = 23,364.14, CFL = 0.706, RMSEA = 0.090). -
The assignment of items to the appropriate subscales in the six-factor solution

is displayed in Fig. 1.
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Fig. 1. Confirmatory Factor Analysis.
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Table 4, Comparisons of Scores: Areas of Worklife Scale, Normative Sample.

Pair Mean Dif. sS.D. t Sig.
Workload — Control —0.52 1.04 —4095 0.01
Workload — Rewards —{.23 0.92 =20.75 0.01
Workload — Comununity —0.63 1.05 —49.44 0.01
Workload —~ Fairness 0.00 1.1 0.20 ns.
Workload ~ Values —0.60 1.05 —-47.05 0.01
Control - Rewards 0.29 0.85 27.68 0.01
Control — Community =011 0.95 —-9.82 0.01
Control — Fairness 0.52 0.89 48.00 0.01
Control — Values —0.08 0.95 —-6.92 0.01
Rewards - Community —0.40 0.82 —40.44 0.01
Rewards — Faimess 0.23 0.78 24.48 0.01
Rewards — Values —0.37 0.80 —37.56 0.01
Community — Fairmess 0.63 0.85 61.06 0.1
Community — Values 0.03 0.91 3.03 0.01
Fairness — Values —0.60 0.82 —60.65 0.01

Note: N = 6,815, df = 6,814,

Comparisons Among the Areas of Worklife

Table 4 displays the contrasts among means of the six areas of worklife displayed

in.Table 2. All contrasts were significantly different except for the contrast of
kload with faimess; these two areas of worklife were lower than the other four

eas. Community had the highest rating overall (M = 3.46) followed closely by

values (M = 3.43).

qr_ﬁ;&arison Among Demographic Groups
der differences were examined by a series of t-tests (see Table 5). Men rated
orkload, control, and faimess more positively than did women; in contrast,

Table 5. Gender Differences.

Male Female H df Sig. (2-Tailed)
2.31 2.62 -7.80 6,289 0.01

1.87 1.79 2.28 6.289 0.05

4.58 4.50 2,99 6,289 0.01

3.02 279 10.11 6,289 0.01

345 330 6.20 6,289 0.01
3.09 3.05 231 6,289 0.05
349 345 1.44 6,289 5.

290 279 5.09 6,289 0.01

3.40 3.46 -2.65 6,289 0.01
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women scored more positively on values. The differences for community and
reward did not attain the p < 0.01 level required for repeated f-tests.

Differences among employment statns (full time, part time, casual) were
examined by a one-way analysis of variance with & Least Squares Difference
(LSD) test for post-hoc comparisons for the 6,147 respondents for which this
information was available (see Table 6). These groups did not differ on exhaustion
or cynicism, but full time employees scored higher on efficacy. On workload,
each group differed from the other two, with casual staff least positive about
workload and part time staff most positive. On control, each group differed from
the other two with full time staff most positive and casual staff least positive. The
groups did not differ on reward or community. On fairness and values, full time
staff reported less congruence than part time staff. o

Contrasts among supervisory level (no supervision, supervisor, management)
were examined with a one-way analysis of variance with a LSD test for
post-hoc comparisons for the 3,417 respondents for which this information was
available (see Table 7). The comparisons indicate that front line supervisors
were more exhausted and experienced less efficacy than either management or
non-supervisory employees. Non-supervisory employees were the most cynical,
while management reported the least cynicism. Management employees were,
Jeast positive about their workload and most positive about their sense of contro
Supervisors experienced the least congruence with ¥ew ;
strongest sense of community, while non-supervisory emplo
Jeast sense of community. No i orted _
rating of faimess and the least congruence of personal and organizational values.
In contrast, management employees reported the strongest congruence in value
These patterns are summarized in the graph in Fig. 2.

Contrasts among age groups were examined with a one-way analysis of vari
with a LSD test for post-ho¢ comparisons for the 3 438 respondents for which
information was available (sec Table 8). For all six areas of worklife there wa$
significant F, but the pattern of differences varied (see Fig. 3). For reward, contgo
and values, there was a steady increase of positive ratings with age. In con
fairness and community started high, dropped in the middle range, and incre
for older age groups. A sense of workload congruence steadily decreased with

Validity

Evidence for the validity of the items was providing by examining the ¢
pondence of scores on the Areas of Worklife measure with written cony
provided by participants in a hospital study (Leiter & Maslach, 2003). The
whelming proportion of comments from the 1,443 participants who conyX
contained complaints. A qualitative analysis of the comments assigned cor
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Table 6. Employment Status Differences.

Variable Group N Mean SD. Fgeay Sig Group Differed From

Exhaustion Full time 5,345 2.55 1.49
Part time 1 246 1.43
Casnal 91 276 1.61

Total 6,147 2.54 1.4% 2.05 n.s.

Cynicism Folltime 5,345 1.82 1.35
Part time i 1.80 1.30

Casual 91 1.75 1.33
Total 6,147 1.82 1.34 0.17 n.s.

5 Efficacy Fulltime 5345 4.34 101

j Part time 711 438 1.00 Full time
Casual 91 4.25 1.00 Full time
Total 6,147 452 101 11.30 0.01

Full time 5345 2.84 0.82 Part time, casval
11 2.94 0.84 Full time, casual
91 263 0.82 Full time, part time
6,147 2.85 033 8.00 0.01
5,345 337 0.90 Part time, casual
11 3.26 0.24 Full time, casual
91 2.86 0.87 Full time, part time

6,147 3.35 0.8% 18.57 0.01

5,345 3.07 0.56
711 3.7 0.57
91 2,98 0.57

6,147 3.06 (.56 1.09 n.s.

5,345 346 084
11 339 083
21 341} 0.80

6,147 345 0.84 1.81 n.s.

5,345 2.80 0.84 Part time
711 2.89 0.77
91 214 080

6147 281 0.83 407 0.05

5,345 342 075 Part time
1 349 0467
91 356 068

6,147 343 074 398 0.05
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Table 7. Supervisory Level Differences.
Variable Group N Mean SD. Faosa Sig LSD Test: Group
Differed From

Exhaustion  Non-supervisory 803 250 146 Supervisor
Supervisor 1,341 221 1.35 Both
Management 703 250 147 Supervisor
Total 2847 236 142 1485 001

Cynicism Non-supervisery g03 211 14 Both
Supervisor 1341 181 1.32 Both
Management 703 155 L25 Both
Total 2847 183 134 3325 001

Efficacy Non-supervisory 203 466 102 Supervisor
Supervisor 1341 437 1905 Both
Management 703 462 09 Supervisor
Toual 2847 452 1.03 24.94 0.01

Workload Non-supervisory 803 300 081 Management
Supervisor 1341 306 083 Management
Management 703 260 085 Both
Total 2847 293 083 7605 001

Control Non-supervisory 803 345 086 Management -
Supervisor 1341 349 091 Management
Managerent 703 3N 0.83 Both
Total 2847 353 088 2057 0.01 _

Rewards Non-supervisory 803 317 060 Supervisor
Supervisor 1341 302 0.56 Both
Management 703 314 054 Supervisor
Total 2847 310 057 2063 0.01

Community  Non-supervisory go3 338 087 Both
Supervisor 131 370 079 Both
Management 703 360 031 Both
Total 2847 358 083 3030 001

Faimess Non-supervisory g03 260 0.87
Supervisor 1341 303 075
Management 703 299 086
Total 2847 290 0.83 7815 0.01

Values Non-supervisory go3 315 071
Supervisor 1,31 343 076
Management 702 368 073
Total 2847 341 076 9749 001
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Fig. 2. Areas of Worklife as a Function of Supervisory Position.

om individuals to nodes, many of which were relevant to the six areas of worklife.
ablc 9 displays correlations of scores on the six areas of worklife with a bi-
iry indicator of whether an individual wrote a complaint within the various
itegories listed in the first column of Table 9. The second column of
able 9 indicates the area of worklife most directly relevant to each node. The
ittern of correlations in Table 9 indicates that complaints were most strongly
lated with scores on the area of woiklife to which it was most directly

i et al., 2001). The four Finnish samples noted in Table 1 included a
occupational groups: health care, university education, postal workers,
smmunications. This range of occupations requires a robust measure to
diverse occupational issues faced in these occupations in all six areas

ins loaded on the appropriate scale. As with the overall CFA, all
ons among the factors were freed as were the errors between four
tems within subscales: Workload1/Workload5, Reward3/Reward4,
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Tuble 8. - Age Group Differences.

Variable

Group

N Mean . ~ 8D

Exhaustion

Efficacy

L1829

| 30-39
" 40-49
50-59 -

60+
_Total

1829

30-39
4049
50-59
60+
Total
18-29
20-39

488 214 . 126
891 218 139
L122 235 ... 1487
843 ° 7 242+ 0 147
94 239 1.51

3438 23z 1.41

438 193 130
891 187 135
L122 182 139
843 1.90 1.38
04 197 1.52
3438 . L87 1.37
488 438 0.99
801 456 0.99
1,122 462 1.01
g3 . 454 1.05 .
%4 o453 105

3438 455 . .02

488 . 328 0.81
. 891 305, . 082 .
L1220 294 . 082
gas Co2ed 080
-4 T 2874 o081 o
© 3438 ¢ 301 082
488 T 3alr ¢ o087
Legoles o 3470 ¢ 1086
L1322 346 .. 082 oo T
843 3.51 0.91

94 1 0.79

3,438 347

g 308
L TR
- 843 N § ST
L% 3B,
R A
- 488 . i 366 .. 0
8L L 363 .
izt 382
cog4dc 383
© o4 - 369,
AR .+




Areas of Worklife - - ' 113

Table 8. (Continued)

Variable ' Group N Mean 5D. Fooss Sig.

Fairness 18-29 488 296 077 681 001
3039 < 891 . 201 0.81 o o

4049 ° 12 279 - 088

50-59 843 . 287 0.86

60+ 94 3.14 0.84
. Toul 3438 287 0.84 .
Values 18229 . - 488, - © 328 0727 T 449 001
: - 30739 © 891 332 074 E -

4049 1,122 - 332 0.80

843 3.40 076 R
94 356 084 .
3438 % a4 L od7 " '

00 {353) = 89’?00 CFl = 0914 RMSEA 0.047).0 , ;

nfirmatory factor analysis assessed the extent to which' ‘the factor. structure
e Enghsh version of the scale transferred to an Italian translatlon (Leiter
2002) The Itahan hospltal sarnples noted in Table 1 mcludcd a rang: of
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Table 10. - CFA: Finnish Translation.

em N N -

Workload1 S 0.520 : < 0.854 © 0270
Workload2 = - . - 0.153 0.987 - . 0025
Workload3 . 0.664 - 0.748 . s 0.440
Jorkloadd .  0.850 0527 I ¥y
Workloads ' ) —~0.493 ' 0870 - 0243
Workioad6 ; ~0.362 ) 0.932 :
Controll 0.675 . 0.738
Lo 0751 0.661

0.539 : 0.342
0724 0690
0884 ' 0468
—~0.481 . 0877 -
—0377 S 0926
0478 - 0879,

0.750 - : 0.661
0689 ' 0.725 _
0.619 o788 0 T W
—0437 - 0.899
0638 - - - 0.726 -
—0.096 - e 0.995 .. -
o6 . ... 070
0736 ; 0.677
—0575 - 0.318
0626 ¢ S 0780

07z - ST 0702

0499 . 0866
0783 . . i-.. 062 . . 00k
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Tuble 11. CFA: Ialian Translation.
& 7

Ttem b

Workloadl - 0.705 0.709 0.498
Workload2 S 0.434 - 0.875 . . 0234
Workload3 : 0.624 - 0.782 (L389
Workloadd 0.630 0.776 0.397
Workloads o —0.582 0.814 0.338
Workload6 —0.172 - 0985 - 0,030
Contioll : 0.423 0.906 : 0.179
Contiol2 : 0707 0.707 T 0500
Contiol3 T 0.621 : 0.784 . 0385
Reward] 0.801 0.599 0641
Reéward2 : 0,840 o 0.543 0.705
Reward3 - S —0.590 - 0.808 ' 0348
Rewardd o =053 : 0.847 : - 0,282
Comnmumity1 : 0.553 . 0.833 © #0.306
Community2 : 0.783 ' 0.622

Community3 : 0.895 ) o 0446

Communityd L 0778 Lo 0.629

Communitys : : —0.463 ' 0.386

Fairl’ : 0.655 SRS 0.755

Fair2 : : 0.642 : 0.767

Fair3 : . 0679 : 0734

Faird Y 0.682 o 0.725

Fair5 L - —0511 i 0.859

FairG Cort 0,547 s 0.837

Valuel SRS 0.660 - 0.751

valwez o - . 0.057 e 0.998

ValEs - : - 0.573 Co 0819

Valued . . T 0744 Co 0.669

Vaues . cie —04sa oo 0875

18 a central Guicome in po
quality of service and must contintially ad: )
Organizational change is best'viewed as a continuous pr
strategic decisions, in contrast with:a model of rigidity disrupted on ¢
change agents (Weick & Quinn, 1999). The relevant question from th
of continudus change is the extent to-which-emiployees pereive the

AT ER R
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as changing for the better or worse, not whether.they perceive any change at
- all. Especially important to employees’ capacity to function in a productive and

fulfilling fashion are high performance management practices that pertain to job

security, decision ‘making, training, hiring, compensationi, communication, -and

reduced status distinctions (Pfeffer, 1998). Employees’ evaluation of the direction

of continuous change in these practices is an informative indicator of their overall
* relationship with their work, and as such, a central outcome measure.

.. Hypotheses .

¢ basic hypothesis in our mediation model is that the greater the misfit between
the person and the job in the six areas of worklife, the greater the likelihcod
burnout; conversely, the greater the fit or match, the greater the likelihood
fengagemont with work. This would suggest a simple additive model, in which
ismatches in each of the six areas would contribute separately to greater burnout.
ver, the research literature reviewed earlier suggests the poss:blhty of more
ex interrelationships between the. §V1x areas. -.
ecause control is-so central to.employees”. ablhty to mﬁuence the peoplc and.
sses:that determine the quality of worklife, we propose.that it serves as the
g pomt in ourmediation model and will influence the extent to which people
: a_match in- the other areas, cspe(:iaﬂy workload reward, fa:mess and

mm;oh _m__yalues _mchcates 1]_;_1at tho_ orgamz_atlo_n g cer_ltra_l _.\_«'alues a_ro.
th those of the employee. In a values match, individuals embrace:the.

ignjﬁcé.ot mismatch on values; employees percei\';*e the
- to:be- mcompatxble ‘with. their .own .well-being ‘and-that ‘of

‘cts cynicism;; wlnch in tumnegauvely predlcts eiﬁ _acy -

ensions are.proposed to predict:the .outcome of evaluation:
:set;of hypotheses concerns:the relationship of: the:siX-areas
dunenswns of bumout As dlscusscd eaﬂler workload is
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- Workload ! ——m-i———=+  Exhaustion

. Conttol o Commusity —Valie —»" Cynicism -~ Change <

Efficacy
Fig. 4. Hypothesized Model.

and community. The combined set of hypotheses forms the Mediation Modél
depicted in Fig. 4. - - - e

- - Meagsures

Three measures assessed the primary elements of the mediation model: the
areas ‘of worklife, the three dimensions of burnout, and people’s evaluatio
organizational change. The Areas of Worklife ‘Scale: {AWS)-is  the measure
developed to assess the six domains of organizational contributors to bumout;
details of the measure have been described earlier in this chapter. - . =%
. ThetMaslach- Burnout Inventory-General Scale-(MBI-GS;: Schaufeli:
1996) . was used 1o measure the hree dimensions of the burnout-engag
continwum: -exhaustion-enetgy, -cynicism-involvement, * and- inefficacy-effi¢
The iteins are framed-as statements of job-related feelings (e.g:“1 feel burn
from my.work.” !l feel confident that T am effective at getting things done
are rdted on a 6-point frequency scale (ranging: from tnever”to “daily”).; B
is:reflected in-higher scores on.exhaustion and-¢ynicism; and lower:s¢¢
efficacy;:while the opposite pattern reflects greater.engagement.:Devel
the. original MBI (Maslach & Jackson, -1981), which. was designed fi
service occupations, the MBI-GS s 4. 16-item mieasure. th evaluate
among -people -n -all“occupations. Thus, -the. MBI-GS - was
. employeeswithin ‘the:;participating organizations,: providin
-amiong unifs-and occupational groups... <. 7 et
.-Evaluation’of. change-was assessed by 11 items; of- which: the first
used in:the 1nodel testing: -This measure has ‘served as :an;outcome
_previous research (Leiter & Harvie, 1998). Participants rated items on
Likert-type scale from 1-{much worse) through 3 (no change).to'5.(m

_in-response.to an introductory sentence, “How do you peiceive cha
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past six months in the following™: “services you provide,” “your involvement
in decisions that affect your woik,” and “your job secunty” All three issues —
services, decision making, and job security — have been the focus of concern in
burnout research (Schaufeli & Enzmann, 1998) and were identified as critical
challenges in the participating organizations. Pfeffer (1998) identified job security
and decentralized decision making as basic conditions for. employees’..positive
evaluation of organizational change. The timeframe-of six months was consistent
with that of the MBI-GS, as well as with a reasonable span for employees:to
consider when evaluating-their worksettings. Further, it provided a consistent
. metric across all the samples. The-overall:-variable of:evaluation of change is
. computed as the average rating across all of the change items. :

Model Tesang. Cross Secnona!

An-BQS analysis assessed a cross-sectional model, usmg data from the same nor-:
matlve sample that was reported earlier for the psychometnc research on the AWS.
The model comprised sets of pathways representing ‘the three sets. of hypotheses
n the Mediation Model (Fig. 4). In this analysis only three indicators were used as
dicators of each-of the latent variables: the three dimefisions of burnou; th 'sm
a$.6f worklifé; and perception of change. Limiiting the-number of md.l
: focuses the -analysis primarily on the structural cquahon model; which'i§ the:
1ary focus of this study. This approach is in-contrast to onein which $cale rélia::
considered solely in reference to overall inter-item consistency among the: .
tructural equation analysis considers, in addition to high intei-correlatiofis:
the-items-within a latent construct, the consistency in ‘the ‘patternof each:
within-that latent construct with the indicators within' the modél’s other
onstruct: (Bentler:&-Chou,:1987; Hayduk,-198%;Jaccard - & Wani; 1996}
ig-each indicator added:to the cansal:model makes' a distinet demand On
lictive power of the model, a limit of thee indi¢ators for éach iconstruct:
1605t parsimonious perspective on the structuial model. A limit of thiee .
also brings a‘rigor to measurement construction in' that it reqiires-thit
maintain a'strong-level ‘of ‘inter-item -correlation: with- the ‘othér two
ind that all lhree 1tems mamtam a t:onmstent pattem ‘relal:we to the bther
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. .
Worklogd] =—=——=——  Exhaustion

-33 e
: 74 Reward _ e
//; Rew \lﬁ /;;4 Ty A \ 1

Conirol -——= b'ommunjty 2 valye -—= Cynicism == Change
-13
\\"E e / . ~ L
a2 .
B - Faimess - : : - A
_ 16 //.. S

. . S TEfficacy .
_Fig. 5. Causal Model Coefficients: Normative Sample.

correlations of eight errors within scales were freed; such correlations occur .
frequently with measures as a function of the common response format in the

scale (Byrne, 1994).

" Model Testing: Longitudinal
A socond set of EQS amlyses was used 1o test a longinudinal made, il
data from an organization that had adapted our organizational assessment

Background s, oo o e e T
Data.were collected. from the administrative and support staff of a-large N
American -university. The survey was conducted -in an effort to systemal
assess current organizational strengths and weaknesses from the point.of ¥
the staff; 10 establish a baseline of data upon ‘which to measure future:gain
to ingpire improvement, The survey was- executed three times: Time-1:in;
. Participation in- the study was voluntary, anonymous an «confiden
survey was fully supported by top administration who, in their survey in
pledged that :survey - responses and comments ‘would be considered
discussions about how to:improve:the organization and operations.:In-addi
a Balanced Scorecard Strategic Planning Group, who steered the sury
stated -that:they .would -be ‘held personally accountable .for :ensurin;
occurted.. - .. e

.. During :Time 1, responses-were received from 1,005. of -the. pos
participants- (90% response rate) who received the survey.. At Time
of 992 :responses_of -the possible 1,140 participants (87% tespoi:
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collected. At Time 3, a total of 812 responses of the potential 1,128 participants
(72% response rate} were received. The present study compared data of Time 1
with Time 2 and of Time 2 with Time 3.

© Demographics: Time 1 to Time 2
" Data from Time 1 and Time 2 were linked through an employee-generated oode
*. that permitted the researchers to link the data without knowing the identity of
©" the person from whom the data were generated. Due to procedural chafiges,
-some elements of the code were lost between Time 1 and Timé 2, resulfifig in
linking only 207 of 800 participants’ data. Of the 207 participants for whom
ata were linked, there were 70 females and 134 males with .three not .iden-
tified. The age ranges were 18-29 (11), 30-39 (32),'40-49 (80), 50—59;(69),
60 or older (11). The uvnits for time of employment weie less 1 _

] (9), SD[ months to 1 year (9), 1-2 years (28), 2—5 years (34)

. '1'-;2 years @n, 25 years (34),5-10 years (24) 10—15 years (23),
(14), 2025 years (10), and more than 25 years (7). The positions
t line staff (156}, front line supervisors (28), and management ( 19)
; 178 career cmployces and 25 casual employees SRR

1BI.GS, ‘_:::nd AWS Over Time .

at Time 2, along with their means and standard deVIatI(.‘i’I‘l-S. A
sess_ the changes over tlme All correlauons were 51gmﬁcant

to Tlme 2 M= 3 05) whﬂe values mcreased from
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Table 12.. Changes Over Time: Administrative Services: Time 1 to Time 2.:

Variable BT M ) : 3(203) | Sig.
“Time 1 Time 2 Time 1 TimeZ
0.47 2.19 217 133 142 015
~.036° LTS -1:96 1.27 133 238
. 038 .i- 488 4640 - 093 106 - ¢ 340
048 . 297 . 311 .. 082 018 -12% .
. 033 . 340 352 .. 094 090 199 . ns,
o017 320 326, 052 oSl 1.05
o363 T 3830 o085 T 088 264 s
v 036 0 7 2.64 ©305 0087 ¢ ¢ 081 2,897 1001
3:40 0.73 LT

026+ - 321

245 7

ble 13‘

Time 2 to Time 3. Agairi, all correlations were significant betw
Ssessient to the other. Tn this interval, exhaustion increas

2 M =52.10: Tifne 3, M = 2.38) as did cynicism

= 1.98). Community decreased (Time 2, M =
dld fau‘ness (Time 2, M = 3. 17; Time

levels for the two samples

'y

essment mterva]s

lisplays’the para]]el mformauon for the parﬂcnpants matched ‘
een the measur

('Iime2 M—IG? Time
3.61; Time 3, M = ="3.46)
3, M = 3.01). Table 14 dlsplay )
mchcatmg thax the measures mamtal ] _d an

aseé from Tlme I to “Timé 2 suggest mma] su
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Table 14, Time 1 to Time 2: Cronbach’s Alpha. e

Measure o "ﬁmel

Workload 1 L
Control . S 06 - P
Rewards g .08

Commumty ) . . I . ) 0'84 H v B Loe
Fam:less R : © T OR3 - o MRS

Model Testmg Time 1 to Time 2
he EQS Model testing assessed the Mediation Model agamst data. from this
iy ple in two steps In the ﬁrst step, the model mcludcd all of the paﬂlways and

austlon to Time. 2 Exhaustlon Tnne l Cymc1sm to 'I’lme 2 Cym S
1 Efﬁcacy to Time 2 Efﬁcacy (see Fig, 6). . Th naxi

tcls;ni ‘= Cynicism
GRS T

R LT B




 path (Time 1 Workload to Time 2 Exhaus
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parallel the relationships among Time 1 constructs. Although the overall model
retzined the ‘characteristics of a good fit data (xisgy = 885.27, CFI = 0.920,
RMSEA = 0.041), neither of the new paths were significant, and they did not
result in 2 significant improvement of Chi Square (difx%z) = 2.20,n.8.). 3

The Areas of Worklife Lag Model added to the Mediation Model one a-priori
tion) and two pathways identified
on the basis of Modification Indices: Time 1 Faimess to Time 2 Cynicism and
Time 1 Values to Time 2 Efficacy. The resulting model maintained a good :fit

data (xXsgy, = 868.32, CF1 = 0.926, RMSEA = 0.040), with al of the new paths

significant, and together resulting in a significant improvement of Chi Square
(difx, = 19-15, p < 0.01). ' eyl
Model Testing: Time 2 to'Time 3 o
With the data from Time 2 to Time 3, the EQS Model testing followed the sequetice
established for ssessing Time 1 to Time 2: it assessed the Mediation Model agains
data from the organization'in two steps. Tn the first step, the model included
pathways and factor loadings in the Mediation Model with Time 2 exhausti
cynicist;"and efficacy.’At this step the only paths from Time 1 to Time 2
those predicting a'steady state: Time 1 Exhaustion to Time 2 Exhaustion, Ti
Cynicisi t6Time 2 Cynicism, and Time 1 Efficacy to Time 2 Efficacy (seeFi
The EQS analysis (maximum likelihood, robust) confirmed a good fit of the m
to the data (g5, = 98446, CF1 = 0.919, RMSEA = 0.044), with all paths
0.05 levél of significaiice on the LM test = ¢ R
In thé secorid step; this iodel was contrasted with the Burnout Lag M
the Areas 6f Worklife Lag Model. The Burnout Lag Model added to the Media
model two paths: Time 1 Exhaustion to Time 2 Cynicism, and Time 1 Cy

to Time 2 Efficacy. Although the overall model retained the characteristics

i

Workload ———* Exhaustion— B

Ciontrol —= Comnunity B value —= Cynicism — ..Cyricism
: A6

: 4 .- 4
. __=-=\,_“-Fairness/’”

) a2
2 “Efficacy vy Eﬂicacy'

Fig: 7. Longitudinal: Time 2 to Time 3.
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good fit data (x(563 = 981.18, CFI = 0.920, RMSEA = (.044), neither of the'
néw paths were mgmﬁcant -and they did not result ina mgmﬁcant 1mprovement
ofChJSquare(dexz)—SZS n.s.). : g

: Areas of Worklife Lag Model added to the Mediation Model the 'paths-ﬁ‘om
the previous analysis: Timé | Workload to Time 2 Exhaustion, Tifne'1 Fairniess
to-Time 2 Cynicism, and Time 1 Values to Time 2 Efficacy. The resulnng ‘model
Aigintained a°good fit data (x> t562) = 978.29, ‘CFI = 0.920, RMSEA ='0.044),
* bt only the path from WOrkJoad to exhaustioit was significant, and the ovérall
provement in fit was not significant (chfx23 = 6.17;'08). Al explor ory
dnalysis indicated that a Worklife Lag- Model w1rh thice’ paths’ from “Time 1
Workload - to Time 2 Exhaustlon, Tlme 2 Cymmsm, and Time 2 Efﬁcacy =

t'mcrease m ﬁt (dlfx(z) 15 48 p 4 0 Ol)

pirical results has important implications fot both e Validity
uie; and the tests (both cross:sectional and longitudinal) of 6t
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Properties of the AWS - o S it
The factor structure identified in both the principal components analysis and-the
confirmatory factor analysis supports the six-factor solution including all 29 items.
Despite a strong level of correlation among the six subscales, the individual items
maintain their distinct status. The two items with loadings just below the ideal level
of 10.50] did not show cross loadings on other factors but were clearly associated
with the indicafed factor.: As they both were negatively worded items on their
respective factors, it is important to retain them in the overall scale; as they belp to
avoid a strong unidirectional response set. Ttis a further confirmation of the factor
structure that a good level of fit was established using only three items for each
latent variable. .- - e . L
~ The contrasts among the various subscales confirm that there are distin
nommative levels for the various areas of worklife. The only two that did no differ
were workload and fairness — the two areas that consistently received the lc

ratings across the various samples. To some extent the 3.00 level of the five-po
scale provides a clear demarcation between the range of congruence (from.3.01
to 5.00) and the range. of incongruence (1.00-2.99). The normative Tevels
these scales indicate that across a wide range of work settings, workload ;
b incongeict for mos peopl, In conrst, ool Communiy
values are generally congruent for ‘most'people, and rewards are af a neutral
Further research may explore the extent to which these scores reflect fund

edclife in postindustrial societies or whether — on a ‘mor
= the ities of the'AWS medsure. At this point they indi
important referencé point in assessing the extent to which a work sé
confronting distinct ¢hallenges or whether it is contending with the gene
ofwork. . . o
*‘Diffetences among ‘fhe demographic levels provide another reference
Maiy of thesé diffefences are quite small in absolute tets, b "
only in a’ large sample such as the combitied normative sample used
analysis. Overall, there Was a high degree of consistency among thé patt
scores on thé AWS and the MBI-GS. However, a gerider pattein did ¢
wolhien repottifig @ more negative pattern than did men, with higher exhausy
lower efficacy, and less con gruerice on ‘workload, control, and faimess. The
element on which women were more positive than men was greater cONgru:
values. Another pattern emerged with regard to age, with older people repod
a greater congruence in most of the areas of worklife. This increasing cong
may reflect either a gréater capacity to shape the workplace with €
or authority,-or it may reflect a tendency. to accommodate more readil
qualities of a workplace -over time. The one exception was workload;
showed a declining -congruence for- older workers. This pattern - may,
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increasing demands for people with greater experience or authority, or 2 more
constrained capacity of aging employees to manage work demands. - LR

In regard to employment status, the higher scores of full time staff on efﬁcacy
and on control are consistent with their increased time and conmumnitment to
their positions. The pattern .of scores for casnal staff is consistent.with’ their
somewhat marginal status with the organizations: they have a minimal anthority
and are generally called updn when.workload is heavy. The more positive score
on .workload-for part -timeé employees is consistent.'with :the -Jower.-demands
-associated with a reduced. time. commitment :to-the -organizations. - The . more
egative score.on fairness for full time employees relative to part time employees

ntrasts among _.supemsory le.vel.suggest mdespread d]fﬁcult_lc's-ffor front
upervisory positions,-as indicated ;by.-higher :scores .on Jxhaustion:and
scores-on efficacy. Supervisors reported the least €ongruence:on:rewards,
relatively strong sense .of community, Suggesting that: there:may.be:a
t m reconsidering réward structures. for front line supervisors::The pattern
managers -suggests :that:their’ positional gains-in:control come:at-the price
sed -work -demands beyond- their: expectations - for - the.-position.-Their
high scores:onvalues are consistent with their. greater capacity:to shape
anizational agenda and the.symbolic role ‘of management in Tepresenting -

iizational ‘mission.- Overall; ithese. patierns-indicate-that people-develop
fspectives on the six-areas.of worklife; ‘which ‘are related to:their.own
in the orgamzatlon a.nd their personal charactéristies. :

edlatlon modcl -in 1ts own nght The strong pathways ﬁ'om
;community, and faimess acknowledge the role-of autonomy and
‘making to.empower. people to shape other key:areas-of their
e subsequent. pathways from these, three.areas to. values are
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consistent with people integrating their job experiences on various fronts into a
coherent perspective on their working kife. R A
.- The results of the longitudinal analysis provide additional :support- for ‘the
importanice ‘of considering areas of worklife and raise important points.for
consideration -in -further research.- First, the interrelationships among the three
dimensions of burnout were confirmed only within. a single time period, :and-did
not-show -a lagged pattern across. time. For example, the well-established path

from-exhaustion to cynicism was seen at Time 1 and again at Times 2 and 3, bt

exhaustion at one time period did not predict cynicism at a later point. These find-
ings suggest that the processes through which one component of burnout becomes
aligned with the others occut relatively quickly. These relationships are already in
intain a steady pattern of interrelationships

place at the initial assessment and mai
through the subsequent assessment, as indicated. by the horizontal paths from

each burnout component to its subsequent state inFigs 6and 7. -oec "
_Second,-and even-more :intriguing, -aré the longitudinal :results that:show
that some of the worklife areas {(workload, fairness, and values) at Time-1
predictive of burnout at Time 2. In a partial longitudinal replication, workload:
Time 2 predicted burnout. at Time 3. These lagged relationships clearly: sugge
that the connection between organizational factors and burnout has a‘longer tim
frarhe. ‘Workload evidenced a consistent relationship with exhaustion-across
one-year.interval for both:steps of the analysis. This path is in addition-t
within Time 1 from workload to exhaustion and the subsequent step from it
1 -exhaustion to Time:2 exhaustion. This pattem implies that workload th
incongruent with a worker’s expectations may bave both long term and:short t
implications. The other lagged relationships of areas of worklife with-bur
suggest that these areas may operate on a similar time frame. The path '
Time 1 fairness to Time 2 cynicism and from Time 1-values to Time 2 effi
supplement ;existing paths within Time 1.- The failure to replicate these:
paths in the subsequent interval may indicate that these relationships are
to- transitory conditions within the work setting. In contrast, the confirma
the predicted path from workload to exhaustion provides strong evidence
- ~Further: progress:in unraveling the key elements underlying burnou
& well :thought out.concept of organizational life. The AWS strikes a
‘between becoming lost in the myriad elements of the organizational contex!
one hand, and limiting the focus to one or two simple elements on the othef;
research suggests the presence of consistent patterns of relationship
six areas of worklife, but there are-also indications of situation-specific
as-demonstrated by changes over the two steps of the  longitudinal:
Greater clarification of the unique and enduring patterns among:aspec
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organizational environment will provide a firmer basis for developing theory and
for implementing interventions to enhance the quality of worklife. .-~ C

Implwarwns for Intewennon

By posmng a complcx framcwork I]]rough whlch people make SEnSE of thelr work
settings, the mediation model constitutes a major advance over simple listings of
‘organizational characteristics. The set of organizational correlates of burnout has
own 50 diverse that its further adumbration does not appear constructive in-if-
;self. The mediation model identifies six distinct dimensions of work settings that
encompass a large scope of bumout’s organizational correlates while: remaining
sufficiently focused to be manageable. The. structure of their relationships in‘the
ediation model — including the pivotal role of control, the relative independence
kload, and the pervasive influence- of value congruence — define a psycho-
cal. envm:mment in which people perceive and experience the world of work.
1 g Ihc model and the measures:is the concept of  people’s: ﬁt of match w1th

"eople’s _]Ob expenence It deﬁnes Ieverage pomts for changmg the key
fburnont:- the level of energy peoplc brmg to theu' JObS -the; extcnt o

,of ;:management or an meedmte supetmsor Jt A8 dlﬁicult {o
manager would duecﬂy bcstow addmonal energy mvolvement,_

as 'provcd 1o 'be -a powerful tool fo} moblhz.mg orgam--' _
on ‘and -changé: The . pfocess ‘of - the organizational scheckup.
the full participation of -all the :employeés, as indicated by
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the strikingly high response rates in the organizations in-which we have worked
(e.g. Leiter'& Maslach, 2003). The main-intent of the survey is to generate a
comprehensive profile of the organization’s worktorce, which can be used to
inform decisions about intervention. However, the participative nature of the
checkup process can be viewed as an intervention in itself, which engages all
employees in an organizational dialogue and prepares them to get involved in
future chiafige. -+~ 1 - ..
The. results: of -our work ‘with seve al organizations (which are included in
our normétive sample :for -the AWS) propose two basic points of contact for
intervention: workload and values. An organization‘can enhance the energy levels
of employees by managing -workload to°be compatible with their expectations
and capacity. This apparently simple -advice holds buge implications for organi
zations operating-in a-fiercely competitive global market, or for publicservic
atternpting to addréss growing demand-with:shrinking resources. The challenge
managing workload is enormous. But the persistent relationship of unmanage
workload with exhaustion, of exhaustion -with cynicism, and -of both with %
formance probleras, underscores the: necessity to address this area of job-pers
. To address the second point of contact, values, organizations face the challeri
of -biilding ‘a-shated vision of the organization. - Although most. organizatio
in-the ‘post-industrial- world have completed the initial steps of articulating
mission staterént and core objectives, few have succeeded in making that
permeate theit policies and practices to the point that they affect everyone:
senior management to front line employees. It has been arguied that the capaci
imbue the-organization with the core mission is a critical factor separating hi
effective’ companies “from - those with more modest levels of accomplish
- The-inediation-mode] ‘suggests -that a fundamental issue for managing
ployees? experiences. is their capacity to shape their worklife and t0-partic
ii~decisions. ‘The -position of control ‘at the foundation :of the mod
that significant ‘gains or Josses in’ autonomy or authority ‘can have Wi
implications for employees’ views of their job, their position on the contintt
from burnout to engagement, and their performance or attitades about th
- In addition to:the .overall thémes of the model, the AWS provides the"
to-assess specific work seftings in regard to the six areas of worklife:+Alth
control-or workload are key issues in general, a specific work setting
greater difficulties -with their procedures for recognizing excellent perfe
(reward), their internal processes for promoticn (faimess), or the lew:
within‘the wotkplace (community). The AWS not only directs the ofg
efforts to where they may have the greatest impact, it also provides'a
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assess the extent to which interventions had their mtended impact. on spec1ﬁc
quahtlcs of the work environment. '

“The model and the measure make 4 major contnbuuon o makmg bumout a
chronic stress or qmt their _]ObS For the. mdmdua] employees, the orgamzatlons
for.which they work, and the clients whom they serve, the preferred solution-isto
bmld a work envr.ronment thaI supports the 1dea]s to whjch people w1sh to devote

. with r.he deve]opmem of eﬂ’ectwe measures and a conceptual framework to gmde
intervention. . - .. : . o .
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