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Abstract
The present study uses the Job Demands-Resources model (Bakker & Demerouti, 2007) to examine
how job characteristics and burnout (exhaustion and cynicism) contribute to explaining variance in
objective team performance. A central assumption in the model is that working characteristics evoke
two psychologically different processes. In the first process, job demands lead to constant
psychological overtaxing and in the long run to exhaustion. In the second process, a lack of job
resources precludes actual goal accomplishment, leading to cynicism. In the present study these two
processes were used to predict objective team performance. A total of 176 employees from a
temporary employment agency completed questionnaires on job characteristics and burnout. These
self-reports were linked to information from the company’s management information system about
teams’ (N�71) objective sales performance (actual sales divided by the stated objectives) during the 3
months after the questionnaire data collection period. The results of structural equation modeling
analyses did not support the hypothesis that exhaustion mediates the relationship between job
demands and performance, but confirmed that cynicism mediates the relationship between job
resources and performance suggesting that work conditions influence performance particularly
through the attitudinal component of burnout.

Keywords: Burnout, Job Demands-Resources model, objective performance

Generally, it is assumed that burnout negatively affects job performance, although the

evidence is still limited (Demerouti & Bakker, 2006). Moreover, research has usually relied

on subjective assessments of job performance (Taris, 2006) and studies on the impact of

burnout on objective performance are virtually lacking (Halbesleben & Buckley, 2004).

Using the Job Demands-Resource (JD-R) model as a guiding framework, the goal of the

present study was to examine how job demands and resources are related to teams’

objective financial performance focusing on the mediating role of burnout (Bakker &

Demerouti, 2007; Demerouti, Bakker, Nachreiner, & Schaufeli, 2001). Specifically, the

purpose of the present study was a constructive replication of Bakker, Demerouti, and

Verbeke (2004). Following Lykken (1968), a constructive replication extends the general-

izability of the research after which it is modeled by avoiding exact duplication.
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Consequently, we used different demands and resources as predictors, another measure of

burnout, and objective financial performance at the team level as the dependent variable

(instead of colleague ratings of performance).

Burnout

Burnout was originally conceived as a work-related syndrome that most often occurs among

individuals who work with other people (Maslach & Jackson, 1986). However, research of

the past decade has shown that the two core burnout dimensions � emotional exhaustion

and cynicism � can be observed in virtually any occupational group (Bakker, Demerouti, &

Schaufeli, 2002; Maslach, Schaufeli, & Leiter, 2001). Emotional exhaustion refers to a

general feeling of extreme chronic fatigue, caused by continuous exposure to demanding

working conditions. Cynicism is defined as a callous, distanced and cynical attitude toward

the work itself or the people with whom one works.

Of these two burnout dimensions, emotional exhaustion appears to be the central

variable in the burnout process (Baba, Jamal, & Tourigny, 1998; Shirom, 2005). A number

of studies have indeed shown that exhaustion is more strongly related to important outcome

variables (such as personnel turnover and absenteeism) than the other burnout dimensions

(Lee & Ashforth, 1993, 1996; Leung & Lee, 2006; Wright & Bonett, 1997). In addition,

exhaustion is always part of the different definitions of burnout (Shirom, 2005). Leiter’s

(1993) process model of burnout proposes that cynicism should be seen as a consequence

of emotional exhaustion. Accordingly, feelings of exhaustion arise from stressful working

conditions, whereby employees are repeatedly confronted with high job demands (such as

work pressure or high emotional demands) and as a consequence, they can develop a

cynical attitude as a coping strategy to distance themselves emotionally and mentally from

work (e.g., Bakker, Schaufeli, Sixma, Bosveld, & Dierendonck, 2000; Taris, LeBlanc,

Schaufeli, & Schreurs, 2005).

Burnout and Performance

Job performance refers to employees’ behaviors that are supposed to contribute to the

effectiveness of the organization and to overall organizational performance (Campbell,

1990). Singh, Goolsby, and Rhoads (1994) offer three possible explanations for the

influence of burnout on performance. First, burnout is characterized by a reduction of the

available energy and the amount of effort that is invested to perform well. Another reason is

that employees with burnout get trapped in a negative, vicious cycle, in which they are not

inclined to search for support or are not motivated to change their situation. The

consequence is that performance declines (Bakker et al., 2004). A final explanation for the

impairment of performance is that burnout undermines employees’ self-confidence in their

ability to solve work-related problems.

However, although a negative relationship between burnout and performance seems

apparent, empirical evidence for the influence of burnout on job performance is scarce

(Demerouti & Bakker, 2006). On the basis of six studies (total N�2000), Schaufeli and

Enzmann (1998) found that burnout correlated only weakly with self-reported job

performance. On average, emotional exhaustion and cynicism explained 5 and 4%,

respectively, of the variance in job performance. Taris (2006) reviewed 16 studies on the

relationship between burnout and ‘‘objective’’ performance (mainly supervisor reports),

and found a meta-analytical correlation (r��.22) between exhaustion and in-role
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performance. Taris also found that the evidence for the relationship between cynicism

(depersonalization) and performance was inconclusive.

In the current study, we wanted to replicate the study of Bakker et al. (2004) among

human service professionals. In addition to employee ratings of their own job demands,

resources, and burnout (as measured with the Oldenburg Burnout Inventory), Bakker et al.

collected colleague ratings of in-role and extra-role performance. The results showed that

exhaustion was the most important predictor of in-role performance, whereas cynicism

(called disengagement in the study) was the most important predictor of extra-role

performance. Both dimensions of burnout explained 8% of the variance in performance.

The Job Demands-Resources (JD-R) Model

In the present study, we used the Job Demands-Resources (JD-R) model (Bakker &

Demerouti, 2007; Demerouti et al., 2001) to examine how job characteristics and burnout

contribute to explaining variance in objective team performance. A central assumption in

the JD-R model is that working characteristics may evoke two psychologically different

processes. In the first process, demanding aspects of work (i.e., work overload and

complaining customers) lead to constant psychological overtaxing and in the long run to

exhaustion (e.g., Lee & Ashforth, 1996; Wright & Cropanzano, 1998).

According to Hockey’s (1993) control model of demand management, employees will use

a performance protection strategy when confronted with high job demands. In order to

maintain the desired performance level, they will mobilize extra energy to compensate

fatigue through mental effort. This implies that when people become exhausted under the

influence of environmental demands, they will not be able to perform well because their

energy resources are diminished. Indeed, Veldhuizen, Gaillard, and De Vries (2003), using

office tasks in order to simulate a working day, found that exhausted participants had

problems investing sufficient energy to their tasks. Moreover, exhausted participants’

performance results decreased as they reacted more slowly and produced a smaller number

of correct responses. Further, exhausted participants seemed unable to perform particularly

well in the evening, although they tried to invest more effort than their non-exhausted

counterparts. This implies that the impact of job demands on performance could be

mediated by feelings of (enhanced) exhaustion (cf. Hockey, 1993). Therefore, we

formulated the following hypothesis (see also Figure 1).

Hypothesis 1: Emotional exhaustion fully mediates the relationship between job demands

and objective performance.

In the second process proposed by the JD-R model, a lack of job resources precludes

actual goal accomplishment, which causes failure and frustration (Bakker, Demerouti, De

Boer, & Schaufeli, 2003). When organizations do not provide their employees with

sufficient job resources, withdrawal and decreased commitment will be the end result

(Bakker, Demerouti, & Schaufeli, 2003; Demerouti et al., 2001). These outcomes can be

interpreted as self-protecting mechanisms that prevent the development of employee

frustrations caused by not achieving work-related goals (cf. Hackman & Oldham, 1980).

Indeed, consistent with this line of reasoning, Hobfoll’s (1989) conservation of resources

theory argues that people strive to obtain and maintain (job) resources, and that situations

are experienced as stressful when loss or threat of loss occurs, or when the acquiring of job

resources fails. To reduce their level of stress, employees will try to limit losses. One way to

achieve this is to develop a detached attitude to the job (Wright & Bonett, 1997). We

propose that this detached attitude can diminish job performance (cf. Maslach, 1993). The
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prediction is that cynicism is the most important consequence of lacking job resources (cf.

Bakker & Demerouti, 2007; Demerouti et al., 2001), which, in turn, has a negative

association with job performance (see Figure 1).

Hypothesis 2: Cynicism fully mediates the relationship between job resources and

objective (financial) performance.

Context of the Present Study: Performance as an Outcome

It was not before the 1990s that scholars formulated precise definitions of performance

(Campbell, 1990; Roe, 1999). When trying to define performance, researchers either

referred to the process of performance, or to the outcome of performance. According to the

former perspective, performance is the process by which people try to achieve a given work

goal (Roe, 1999). This definition focuses on the actions (or behaviors) that people

undertake to achieve their performance or what individuals do in their work situation, like

reading scientific literature, writing research proposals, and conducting studies in case of

researchers (Demerouti & Bakker, 2006). The second definition views performance as the

congruence between the work goal and the outcome of the process by which people try to

accomplish that work goal (Roe, 1999). For scientists, publication of a scientific article is an

example of an outcome of individual behaviors. Conceptually, this differentiation is helpful

to explicate what we talk about when studying performance. Practically, and in many cases

even psychometrically, it is difficult to separate behaviors from their outcome because the

behaviors are mainly enacted in order to achieve the outcome.

In the present study, performance was operationalized through an objective assessment of

team effectiveness, which is clearly an outcome-related indicator of performance. This kind

of performance is also known in the literature as in-role performance, defined as those

officially required outcomes and behaviors that directly serve the goals of the organization

(Motowildo & Van Scotter, 1994). Among other things, in-role performance includes

meeting company objectives (Behrman & Perreault, 1982).
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We used the JD-R model to examine how burnout affected the performance of groups of

employees who worked in autonomous teams of a temporary employment agency. Every

team included at least one desk manager, one sales executive, and one team manager. The

goal of each team was to realize the yearly sales objectives by placement of temporary

employees. We used the extent to which the sales objectives (of the teams) were met as the

operationalization of job performance. This operationalization is an objective measurement

of team effectiveness. Previous studies on performance most frequently used individual level

outcomes (e.g., Bakker et al., 2004) or aggregated individual level outcomes to the group or

unit level (see Taris, 2006).

There is scarce empirical evidence for the relationship between burnout and team

performance. The PsychInfo database revealed only one empirical study (Keijsers,

Schaufeli, Le Blanc, Zwerts, & Reis Miranda, 1995). This study reported a negative

correlation between intensive care nurses’ feelings of burnout and subjective unit

performance. In contrast, burnout was positively related to objective unit performance.

Regarding the temporary employment agencies of the present study, a negative association

between burnout and performance is to be expected. Team members are jointly responsible

for the realization of their yearly sales objectives (work goal interdependence), and are

strongly dependent on each others’ efforts to meet these objectives (task interdependence).

A number of theories presuppose that interdependence is one of the most important

predictors of team effectiveness (e.g., Gladstein, 1984; O’Leary Kelly, Martocchio, &

Frink, 1994; Shea & Guzzo, 1987). Team members who perform insufficiently would have

a negative impact on the performance of their team. For example, within an employment

agency, a desk manager has to perform many ad hoc tasks, and this demands flexibility and

mental energy. If the desk manager suffers from burnout, he or she will be less able to

comply with these task demands. The placement of the temporary employees will most

probably be affected by these processes and will be less efficient, which, in turn, negatively

affects the realization of the company’s objectives.

Method

Participants and Procedure

A survey study was conducted in an organization of temporary employment agencies. All

508 employees were approached for the present study. The management informed the

employees with a letter that the study would consist of a qualitative and a quantitative part.

For the qualitative part, 15 explorative interviews were conducted. Based on the results,

specific job demands and job resources were chosen to be included in the questionnaire. For

the quantitative part, the questionnaire and an accompanying letter was sent to employees’

home addresses. It was emphasized that the information would be treated confidentially

and that the results would be reported anonymously to the management. Two reminders

from the human resource management department were sent to increase the response rate.

In total, 290 employees responded (57%). For the present study, we used the data of those

176 respondents who were still employed within the company during the follow-up study of

financial performance (the 3 months after the questionnaire data collection). It should be

noted that a high personnel turnover is not uncommon in this sector.

We performed a multivariate analysis of variance (MANOVA) to examine the extent to

which there were differences between our final sample (N�176) and the dropouts

(N�114) on all model variables. The MANOVA produced a multivariate significant effect,

F(11, 278)�3.13, pB.001. Univariate analyses showed that the two groups differed
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significantly regarding work pressure, F(1, 288)�10.27, pB.01; harmony F(1, 288)�
17.62, pB.001; exhaustion, F(1, 288)�7.63, pB.01; and cynicism, F(1, 288)�10.32,

pB.001. The research sample scored less favorable than the dropouts on each of these

variables: work pressure M�3.16 vs. M�2.88; harmony M�4.00 vs. M�4.28; exhaus-

tion M�1.69 vs. M�1.39; and cynicism M�1.28 vs. M�.95. There were no differences

between both groups regarding the background variables, or the other job demands and

resources. Taken together, these results suggest that our research group experienced more

strain than the dropouts.

The research sample included 97 desk managers (55%), 29 sales executives (17%) and

50 branch managers (28%) working in one of 71 teams. The mean number of respondents

per team was 2.5 (SD�1.2, range�1�6), whereas in the whole company this was five

employees. Sixteen (25%) of these 71 teams represented all three job categories. The vast

majority of the sample was female (85%). Age ranged between 21 and 50 years, with a mean

of 27 years (SD�4.5). The educational level was mainly upper secondary education (53%)

and higher vocational training (43%). The average organizational tenure was 2.7 years

(SD�2.6), and mean number of working hours was 38 hours per week (SD�4.5). Almost

all employees (94%) had a permanent employment contract. The correlational analyses

showed no significant relationships between the demographic characteristics and the model

variables. Therefore, demographic characteristics were excluded from all further analyses.

Measurement Instruments

Job Demands. Three demands were included in the questionnaire: work pressure, emotional

demands, and work�home conflict. All items were answered on a scale from 1�never to

5�always. Work pressure was assessed with the five-item scale developed by Bakker et al.

(2004). An example is: ‘‘How often does it occur that you have to work extra hard to finish

your work?’’ Emotional demands were measured with three items of the scale developed by

Van Veldhoven and Meijman (1994). One item was deleted, because the reliability analysis

indicated that it was unsound. The remaining two items are: ‘‘Does your work put you in

emotional situations?’’, and ‘‘Is your job emotionally demanding?’’ Finally, work�home

conflict was measured with three items of the SWING (Geurts et al., 2005; see also

Demerouti, Bakker, & Bulters, 2004). An example is: ‘‘How often does it happen that you

find it difficult to fulfill your domestic obligations because you are constantly thinking about

your work?’’

Job Resources. Six job resources were included in the questionnaire: social support from

colleagues, team cohesion, harmony, autonomy, supervisory coaching, and supervisor

support. All items were answered on a scale from 1�never to 5�always, unless otherwise

indicated. Social support was measured with the three-item scale developed by Bakker et al.

(2003). An example is: ‘‘If necessary, can you ask your colleagues in your team for help?’’

Team cohesion was also assessed with three items, based on the ‘‘Substitutes for Leadership

Scales’’ (Podsakoff & MacKenzie, 1994). Two examples are: ‘‘Together, my colleagues

and I constitute a cohesive team’’, and ‘‘In my team we are well-tuned to work together’’

(1�completely disagree, 5�completely agree). Harmony was measured with a four-item

scale, based on Jehn (1994, 1995). An example is: ‘‘How often do colleagues within your

team get angry with each other?’’ (reverse coded). Autonomy was measured with a short

scale developed by Bakker et al. (2004) that comprises three items referring to decision

authority (i.e., freedom of action in accomplishing the formal work task). An example item
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is: ‘‘Can you decide yourself how you execute your work?’’ Supervisory Coaching was

assessed with a four-item scale derived from the ‘‘Leadership Practices Inventory’’ (Posner

& Kouzes, 1988, 1994). An example is: ‘‘Does your manager clearly envision future

opportunities?’’ (1�not at all, 5�to a high extent). Finally, supervisor support (the team

manager) was measured with five items from the scale of LeBlanc (1994), for example, ‘‘My

supervisor uses his/her influence to help me to perform well’’.

Burnout was measured with the scales from the Dutch version (Schaufeli & Van

Dierendonck, 2000) of the Maslach Burnout Inventory-General Survey (MBI-GS;

Schaufeli, Leiter, Maslach, & Jackson, 1996). We used the scales to assess the two core

dimensions of burnout: emotional exhaustion and cynicism. The exhaustion scale consists

of five items, including ‘‘I feel burned out from my work’’ and ‘‘I feel tired when I get up in

the morning and have to face another day on the job’’ (0�never, 6�always). Cynicism was

measured with four of the five items from the original scale. An example item is: ‘‘I have

become more cynical about whether my work contributes anything’’. Item 4 (‘‘I just want to

do my job and not be bothered’’) was omitted, as suggested by Schaufeli and Van

Dierendonck (2000) and Schutte, Toppinnen, Kalimo, and Schaufeli (2000). They have

shown that this item does not load on the intended factor, and thus creates problems with

factorial validity.

Performance was operationalized through an objective assessment of team effectiveness

using a standardized measurement of sales. Information about each team’s sales

performance during the 3 months after the questionnaire data collection period was drawn

from the management information system. As the size of the teams was not constant, we

divided the actual sales by the stated objectives (the larger the team, the larger the stated

objective). This resulted in a standardized objective measure of effectiveness that signified

to what extent the stated sales objectives had been realized.

Analyses

The model in Figure 1 was tested in two steps with structural equation modeling (SEM)

analyses using AMOS 6.0 (Arbuckle, 2005). Maximum likelihood estimation methods and

the covariance matrix of the above-mentioned scales were used. To test the fit of alternative

models to the data, the traditional chi-square, the goodness-of-fit index (GFI) and the root

mean square error of approximation (RMSEA) were assessed. As a rule of thumb, a

GFI�.90 and RMSEAB.08 indicate a reasonable fit of the model to the data (Browne &

Cudeck, 1989). As recommended by Marsh, Balla, and Hau (1996), the non-normed fit

index (NNFI), the incremental fit index (IFI), and the comparative fit index (CFI) were also

assessed. These values should meet the criterion of .90 (Hoyle, 1995).

In the first step, we tested the measurement model. The second step involved the test of

our theoretical model with structural paths (N�176). For this analysis, a team score on

objective financial performance (a team variable) was allocated to each individual team

member. The latent exogenous job demands and resources factors were operationalized by

three and six observed variables, respectively (see above). Further, the model consisted of

two endogenous latent variables that were included as mediators: emotional exhaustion and

cynicism. Both emotional exhaustion and cynicism were operationalized by one indicator

(the respective scale of the MBI-GS) to ensure a parsimonious model. We controlled for

measurement errors by equalling the error variance of emotional exhaustion to the product

of its variance and the quantity 1 minus the internal consistency (Jöreskog & Sörbom,

1993). The same procedure was followed for cynicism. The endogenous variable

‘‘performance’’ was included in the model as an observed variable.
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Results

Descriptive Statistics

Table I presents the means, standard deviations, reliabilities, and correlations between the

model variables. All constructs were measured reliably. It can be seen that the specific job

demands correlated most strongly with emotional exhaustion and that the specific resources

correlated most strongly with cynicism. In addition, performance correlated primarily with

resources (positive) and cynicism (negative).

Measurement Model

Our initial measurement model showed a poor fit to the data, x2 (47)�193.14, GFI�.84,

RMSEA�.13, NNFI�.68, CFI�.77, and IFI�.78. The modification indices revealed

high covariations between the errors of several job resources indicators. Specifically, the

AMOS output suggested that the fit of the measurement model to the data could be

improved considerably if two separate job resources factors would be distinguished. One job

resource factor included the three job resources referring to the interpersonal relationships

with colleagues in the team, namely colleague social support, team cohesion, and harmony.

This factor will be referred to as ‘‘colleague resources’’. The second job resource factor

included the three resources referring to the relationship with the supervisor, namely

supervisor support, supervisory coaching, and autonomy. This factor will be referred to as

‘‘supervisor resources’’.

The modified measurement model (see Figure 2) showed an acceptable fit to the data, x2

(42)�90.21, GFI�.92, RMSEA�.08, NNFI�.88, CFI�.92, and IFI�.93. All indica-

tors loaded well on the respective factors. For the job demands, the factor loadings ranged

from .41 to .73. The factor loadings of the colleague resources social support, harmony, and

team cohesion were .65, .75, and .80, respectively; the factor loadings of the supervisor

resources autonomy, supervisory coaching, and supervisor support were .48, .90, and .84,

respectively.

Test of the Job Demands-Resources (JD-R) Model: Level 1 Analyses

In the next step, we tested the JD-R model including the hypothesized relationships and the

correlations between the latent factors job demands, colleague resources, and supervisor

resources. Using the chi-square difference test, this model was compared with simpler

nested models that specify alternative relationships. As the dependent variable in the

present study (objective financial performance) was measured at the aggregate, team level,

we allocated the team score on objective financial performance to each of the employees

working in that team. The results of the SEM analyses showed that the hypothesized model

fits reasonably well to the data, x2 (48)�96.89, GFI�.92, RMSEA�.08, NNFI�.90,

CFI�.93, and IFI�.93. In line with expectations, the results revealed a positive

relationship between emotional exhaustion and cynicism (b�.39, pB.01).

In order to test the mediation hypotheses formulated in Hypotheses 1 and 2, we followed

Baron and Kenny’s (1986) approach, according to which there are four steps in establishing

a significant mediation effect. First, there must be a significant relationship between the

predictor and the outcome. Second, the predictor must be significantly related to the

mediator. Third, the mediator should be significantly related to the outcome variable.

Finally, there is a significant mediation effect when the relationship between the predictor

and the outcome becomes non-significant after the inclusion of the mediator. Before testing
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Table I. Means, standard deviations, reliability coefficients, and correlations between the variables.

Variable M SD 1 2 3 4 5 6 7 8 9 10 11

1. Work pressure 3.16 .71 (.81)

2. Emotional demands 1.83 .66 .24** (.71)

3. Work�home conflict 1.92 .67 .30** .29** (.70)

4. Social support colleagues 3.99 .74 .01 �.07 �.28** (.81)

5. Harmony 4.00 .59 �.12 �.06 �.20** .47** (.88)

6. Team cohesion 3.67 .72 �.05 �.08 �.18** .52** .60** (.80)

7. Autonomy 3.73 .74 �.14 �.17* �.32** .31** .32** .32** (.79)

8. Supervisory coaching 3.58 .77 �.04 �.11 �.26** .31** .35** .38** .38** (.84)

9. Supervisor support 3.42 .89 �.09 �.09 �.27** .36** .24** .24** .42** .76** (.90)

10. Exhaustion 1.69 .94 .40** .35** .61** �.20* �.27** �.18** �.24** �.20** �.17 (.90)

11. Cynicism 1.28 .87 .15* .08 .37** �.27** �.37** �.38** �.44** �.38** �.31** .46** (.83)

12. Objective (team) performance (%) 22.00 4.00 �.03 .04 �.11 .01 .27** .29** .04 .20* .05 �.12 �.26**

Note. N�176 employees divided over 71 teams. Reliabilities (Cronbach’s alphas) are shown in the diagonal.

*pB.05, **pB.01.
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whether exhaustion was a mediator of the relationship between job demands and

performance (Hypothesis 1), we first checked for the prerequisite conditions. The results

of the hypothesized model showed that the coefficient of the path between emotional

exhaustion and objective performance was not significant, b�.04, tB1, ns indicating that

Hypothesis 1 was not supported.

In the next step, we checked the prerequisites before testing whether cynicism mediates

the relationship between job resources and performance (Hypothesis 2). Preliminary results

showed that colleague resources and supervisor resources were both related to the mediator

cynicism, b��.30 (pB.01) and b��.22 (pB.05), respectively. In addition, cynicism was

significantly related to performance, b��.30 (pB.01). However, while colleague

resources was related to performance, b�.21, pB.05, supervisor resources was not,

b��.03, ns. These results allowed proceeding with the test of Hypothesis 2, but only for

colleague resources.

We compared the proposed mediation model with a model including an additional direct

path from colleague resources to performance in order to see which model fitted better to

the data (Frazier, Tix, & Barron, 2004). The results showed that the alternative partial

mediation model did not fit better to the data than the proposed model, Delta x2 (1)�3.04,

ns, and that the direct path of colleague resources to performance became non-significant

(t�1.80, ns). This indicates that cynicism mediated the relationship between colleague

resources and performance. The results of the Sobel test confirmed that colleague resources

had an indirect effect on performance through cynicism (z�2.28, pB.05). Thus,

Hypothesis 2 was supported as far as resources from colleagues are concerned. These

findings suggest that employees who received support from their colleagues and worked in

close harmony were less cynical about their job, and performed better than employees who

335
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Resources

Team Cohesion

Harmony

Autonomy

Coaching
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Demands

Work Pressure

Emotional
Demands

Work-Home
Conflict
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.80
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.90
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.94

.83
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Figure 2. Maximum likelihood estimates of the revised JD-R model, N�176 employees and N�71 teams.

Note. All parameters are significant at the pB.01 level, except the coefficient of the path from supervisor resources

to cynicism, which is significant at the pB.05 level.
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had non-harmonious mutual relationships and displayed a detached attitude toward their

work.

Based on these results, the proposed model was modified regarding one pathway: the

path from emotional exhaustion to performance was deleted. The fit of this model to the

data was acceptable, x2 (49)�97.03, GFI�.92, RMSEA�.08, NNFI�.90, CFI�.93,

and IFI�.93. The results are summarized in Figure 2. The JD�R model explains 79% of

the variance in exhaustion, 47% of the variance in cynicism, and 8% of the variance in

objective financial performance.

Level 2 Analyses

The previously described SEM analyses were performed at the individual level (N�176) by

allocating team scores on the (aggregate level) performance variable to each of the

employees working in the teams. This procedure may have led to an artificial increase in the

statistical power. In addition, the estimation of the effect of burnout on objective financial

performance may have been affected. We therefore decided to conduct additional level 2

analyses.

As the dependent variable was at the aggregate level, we aggregated all the independent

variables and we assessed the inter-rater agreement kappa. Kappa indicates the percentage

agreement, the closer to 100% agreement, the higher the reliability. Inter-rater reliability

kappa was calculated using multi-rater kappa (an unweighted form of kappa) using the

MKAPPASC.SPS macro in SPSS. Although there are different methodologies for the

assessment of observer agreement developed, in the present study we used Kappa because

of the small number of employees per team (the mean number of respondents per team was

2.5 with SD�1.2 and range�1�6). Kappa can handle cases where there are only two raters

and when there are more than two raters or when there are more than three categories to be

rated. According to Altman (1991), interpretation of Kappa is: poor agreementB.20, fair

agreement�.20 to .40, moderate agreement�.40 to .60, good agreement�.60 to .80, and

very good agreement�.80 to 1.00. Kappas for the scales included in the present study

generally indicated fair agreement: social support from colleagues�.39, team cohesion�
.26, harmony�.32, autonomy�.35, supervisory coaching�.29, supervisor support�.38,

work pressure�.15, emotional demands�.39, work�home conflict�.26, exhaustion�.28,

and cynicism�.34.

Additional analyses for both burnout components � exhaustion and cynicism � were

performed to examine the correlation with objective financial performance at the team

level (N�71). The results showed that both exhaustion (r��.27, p�.02) and cynicism

(r��.47, pB.001) were significantly and negatively associated with objective financial

performance. Note that the pattern of the correlations at the team level was consistent with

the pattern at the individual level.

Discussion

The present study is one of the first studies that examined the relationship between working

conditions, burnout, and objective (financial) performance. On the basis of the JD-R model

(Bakker & Demerouti, 2007; Demerouti et al., 2001), two central hypotheses were

formulated: exhaustion mediates the relationship between job demands and performance,

and cynicism mediates the relationship between job resources and performance. SEM

analyses found only support for the mediating role of cynicism. Colleague resources

(e.g., team cohesion and harmonic relationships with colleagues) were most clearly related
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to objective team performance, because these resources are motivating and prevent

employees from developing a cynical, detached attitude. Therefore, the conclusion is that

motivation, and not strain, plays a prominent role when it comes to objective performance.

This is a relevant finding, since exhaustion (and not cynicism) is considered to be the core

symptom of burnout (Baba et al., 1988; Shirom, 2005), and exhaustion is known to have

the strongest relationship with self-reported job performance (Schaufeli & Enzmann,

1998).

How can we explain that previous studies found most support for a relationship between

emotional exhaustion (not cynicism) and in-role performance, including the study we

replicated (Bakker et al., 2004)? First of all, it is conceivable that we had a restriction in

range regarding the exhaustion variable. For one thing, the levels of exhaustion among the

young participants were relatively low � even though they scored somewhat higher than the

dropouts. This may have limited the statistical possibility to find a relationship between

exhaustion and performance in the present study.

Second, given these low levels of exhaustion, it is unlikely that our participants were

unable to perform well because their energy resources were diminished, as in the study of

Veldhuizen et al. (2003). To this extent, it would be interesting to replicate the present study

among a heterogeneous group of employees, including a wide range of exhaustion levels.

Indeed, it is conceivable that the relationship between emotional exhaustion and job

performance is better explained by a curvilinear than a linear relationship (Gardner &

Cummings, 1988). A curvilinear relationship assumes the existence of an optimal activation

level of effort to perform well, with impaired performance under conditions of very low and

very high levels of exhaustion, and increased performance under conditions of average levels

of exhaustion. However, additional analyses of the present data do not support this

explanation.

Third, it is conceivable that previous studies overestimated the relationship between

exhaustion and performance because of common-method variance problems. Indeed, most

previous studies used a questionnaire design and did not include objective indicators of

performance. Finally, it should be noted that we did find a correlation between exhaustion

and performance at the team level. However, this correlation disappeared when the data

were analyzed at the employee level, and when exhaustion had to compete with cynicism in

the prediction of performance.

In Lykken’s (1968) terminology, the present study is a constructive replication of Bakker

et al. (2004) because we used several other job demands and resources, a different measure

of burnout, and objective financial performance at the team level as the dependent variable

(instead of colleague ratings of performance). However, our theoretical framework and

some of the hypotheses were the same. The findings of the present study are generally in

line with Bakker et al. (2004) supporting the two independent pathways leading to

performance as proposed by the JD-R model (Bakker & Demerouti, 2007). Thus, our

findings suggest that job resources may start a motivational process because job resources

had a negative impact on cynicism, and indirectly contributed to objective performance. In

contrast, job demands seem to evoke a health impairment process, in which increased job

demands coincide with increased levels of exhaustion.

Our findings are also consistent with Campbell’s (1990) theory, which gives a central role

to motivation as a determinant of job performance. Eight percent of the variance in

objective financial performance was explained by cynicism. This 8% is considerable if we

consider the following arguments. First, in Campbell’s theory � besides motivation � two

other determinants are distinguished: declarative and procedural knowledge. Sternberg
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(1994) proposes a number of additional determinants, including learning styles and

personality differences. Muchinsky (1993) has argued that situational factors may act as

determinants of performance as well. In short, in addition to motivation, job performance

may be explained by several other factors. Second, cynicism is an indirect indicator of

motivation as defined by Campbell. He assumes that motivation is the combined effect of

three choices: (a) the choice to put in effort; (b) the choice for the amount of effort; and (c)

the choice to continue effort. In contrast, cynicism refers to a negative job attitude, which

will generally coincide with the choice to put in less effort.

In the present study, the indicator of job performance was an indirect indicator as well

because team effectiveness referred to the job performance of all team members. If we had

been able to use more direct measures for motivation and job performance, the association

between cynicism and performance might have been stronger. As a matter of fact,

additional analyses showed a considerably stronger association between cynicism and

performance at the team level as compared with the individual level. Nevertheless, if we

compare the amount of variance (8%) that cynicism explained in the objective (financial)

performance with previous studies, the conclusion is that the present study explained more

variance than previous studies (see Schaufeli & Enzmann, 1998; Taris, 2006).

Limitations of the Present Study

In the present study, we related employees’ individual burnout scores to team effectivity. As

the teams in our sample represented only 50% of all employees, a considerable amount of

information could not be included in the analysis. It is therefore unclear whether the finding

that cynicism explained 8% of the variance in performance is an under- or over-estimation.

Furthermore, some teams were represented by one person only. As performance is the

result of the combined effort of all team members, we believe that using the information

regarding working conditions and burnout of only one member is not necessarily a problem,

but represents a conservative test of our hypotheses. Nevertheless, it is evident that more

employees per team would have been preferred.

Another limitation pertains to the design of the present study. The present study is cross-

sectional as far as the questionnaire data are concerned; all these data were collected at one

point in time. A consequence of this is that we cannot be confident about the causal

direction of the pathways included in the JD-R model. For example, it is conceivable that

exhaustion is not only a consequence, but also a cause of job demands (Demerouti et al.,

2004). Future longitudinal studies with a cross-lagged panel design are therefore desirable.

Note, however, that longitudinal studies have their own challenges, including attrition. Our

dropout analysis showed that the attrition in the present study was not random. The results

revealed that our participants scored higher than the dropouts on work pressure, lower on

harmony, and higher on exhaustion and cynicism. It is unclear how these differences have

affected our findings, but it is conceivable that the research sample showed a restriction of

range in the model variables, which may have made it more difficult to find effects. Finally,

the vast majority of the participants were female. It is therefore important to replicate the

current findings in more heterogeneous samples, including men and women, younger and

older employees, and different occupations.

Practical Implications

The results of the present study are valuable for human resource management policies

within this organization. Motivation (cynicism) appeared to be an important explanatory

455

460

465

470

475

480

485

490

495

Job demands, resources, and burnout 13

C:/3B2WIN/temp files/GASC296029_S100.3d[x] Monday, 3rd March 2008 21:40:46



UNCORRECTED P
ROOF

variable for team performance. This suggests that it is profitable to invest in an increase of

the resources at the level of interpersonal relationships (i.e., between colleagues in the

teams). The resources ‘‘cohesion’’ and ‘‘harmony’’ appeared to be most strongly associated

with team performance, through cynicism. This is consistent with the assumptions of Shea

and Guzzo (1987), who argue that interdependence is one of the most important predictors

of team effectiveness. In addition, these findings are in line with the theoretical model of

Guzzo and Campbell (1990) which assumes that the provision of social resources by the

organization is an important determinant of objective team performance. Organizations

may mobilize such resources by investing in team development. Training sessions could

focus on the development of effective team communication and use roleplay to promote

team decision making and to facilitate collaboration between team members.
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