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SAMENVATTING 

Doorheen een reeks van 13 hoofdstukken (11 theoretische of empirische bijdragen en twee korte 

onderzoeksnota‟s) wil dit doctoraat een licht werpen op werkmotivatie door beroep te doen op twee 

verschillende perspectieven: het Job Demands-Resources (JD-R) model en de Zelf-Determinatie 

Theorie (ZDT). Het JD-R model is een heuristisch model dat een veelheid aan jobkenmerken 

categoriseert in termen van werkeisen en werkhulpbronnen, en deze relateert aan het niveau van 

burnout en bevlogenheid dat werknemers ervaren. ZDT is daarentegen een macro motivatietheorie. 

Waar andere theorieën vooral ingaan op de kwantiteit van motivatie, stelt ZDT het belang van 

kwalitatief goede motivatie centraal staat. ZDT differentieert kwalitatief goede en minder goede 

vormen van motivatie of gedragsregulatie (d.i. autonome en gecontroleerde motivatie/regulatie) en 

waardeoriëntaties (d.i. intrinsieke versus extrinsieke waarden). De bevrediging van de psychologische 

basisbehoeften aan autonomie, competentie en verbondenheid wordt hierbij beschouwd als het 

onderliggende mechanisme dat leidt tot optimaal functioneren.  

In dit doctoraat bouwen we het JD-R model op verschillende wijzen verder uit. In de eerste 

plaats valideren we het JD-R model aan de hand van een persoonsgerichte methodologie (d.i. cluster 

analyse). Ten tweede onderscheiden we twee types werkeisen: stressoren en uitdagingen. Stressoren 

ondergraven het welzijn van werknemers terwijl uitdagingen samengaan met zowel positieve als 

negatieve gevolgen. Ten derde gaan we dieper in op de bevrediging van de drie psychologische 

basisbehoeften als onderliggend mechanisme dat de relaties tussen werkkenmerken en welzijn kan 

verklaren. Daarna definiëren we het nastreven van intrinsieke (versus extrinsieke) waarden als een 

persoonlijke hulpbron. Deze versterkt, ten vierde, de stimulerende impact van werkhulpbronnen en 

werkuitdagingen en vormt een buffer voor het mogelijke negatieve effect van uitdagingen. In een 

vijfde bijdrage aan het JD-R model bestuderen we in een prospectieve studie hoe intrinsieke en 

extrinsieke doelen kunnen fungeren als antecedenten van de verschillende categorieën van 

werkkenmerken. Tot slot, tonen we aan dat burnout samengaat met een gebrek aan motivatie alsook 

met kwalitatief minder goede werkmotivatie. Bevlogenheid associeert daarentegen met kwalitatief 

goede werkmotivatie.  

Dit doctoraat draagt ook bij aan de ZDT. In de eerste plaats geven we aan dat recente evoluties 

in de arbeidspsychologie het mogelijk hebben gemaakt voor ZDT om ingang te vinden in dit domein 

van onderzoek. Vervolgens verwijzen we naar enkele gelijkenissen en verschillen tussen ZDT en 

andere arbeidspsychologische concepten en theorieën. Vanuit empirisch oogpunt, draagt dit doctoraat 

ten derde bij aan ZDT door het ontwerp en de validatie van een vragenlijst om de bevrediging van de 

onderscheiden basisbehoeften in de werkcontext te meten. Ten vierde stellen we vast dat ook 

werkeisen, zoals gedefinieerd in het JD-R model, de basisbehoeften kunnen frustreren. Ten vijfde 

wijzen we verder op het sterke positieve effect van autonome motivatie en de mogelijk relatief 

beperkte (negatieve) impact van gecontroleerde motivatie. Daarna geven we aan hoe het nastreven van 

intrinsieke (versus extrinsieke) waarden bijdraagt aan het optimaal gebruik maken van groeikansen die 

de werkcontext biedt. We vinden tevens dat het nastreven van intrinsieke waarden tijdens het zoeken 

van een job belangrijk is om kwalitatief hoogstaand werk te vinden en welzijn te ervaren op lange 

termijn.  

Samengevat biedt dit doctoraat verder inzicht in werkmotivatie, een belangrijk en complex 

fenomeen dat best bekeken wordt vanuit verschillende perspectieven.  





 

 
 

SUMMARY 

Throughout a series of 13 chapters (11 theoretical and empirical studies, as well as two short research 

notes) the current dissertation aimed to further the understanding of employees‟ motivation by 

integrating two different perspectives, that is, the Job Demands-Resources (JD-R) model and Self-

Determination Theory (SDT). The JD-R model is a heuristic model that links job characteristics, 

categorized as job demands and job resources, to employees‟ well-being in terms of burnout and work 

engagement. SDT is a macro theory of motivation which emphasizes, besides the quantity, also the 

importance of the quality of motivation. SDT differentiates between high and low quality behavioural 

regulation (i.e. autonomous versus controlled regulation) and goal pursuit (i.e. intrinsic versus 

extrinsic goals) and considers the satisfaction of the basic psychological needs for autonomy, 

competence and relatedness to be the underlying mechanism leading to optimal functioning.  

The current dissertation aims to add to the JD-R model in several ways. First, this dissertation 

validates the model by using a person-centered approach (i.e. cluster analysis). Second, we extend the 

JD-R model by differentiating job demands into job hindrances and job challenges. While job 

hindrances are health-impairing, challenges yield mixed effects on employees‟ well-being in terms of 

burnout and work engagement. Third, we explained the relationships of the job characteristics 

categories with well-being through SDT‟s concept of basic need satisfaction. Fourth, this dissertation 

studied an intrinsic work value orientation as a personal resource fortifying the stimulating impact of 

job resources and challenges and buffering the health-impairing impact of job challenges. Fifth, this 

dissertation shed light on intrinsic values as antecedents of job characteristics in a prospective study. 

Finally, focussing on the right hand side of the model, the current dissertation established that burnout 

associates with both a lack of work motivation, as well as the presence of low quality, i.e. controlled, 

work motivation. Work engagement, in contrast, seems to associate with high quality, i.e. autonomous, 

work motivation.  

As respects SDT, the current dissertation first suggests that present developments in work 

psychology may open the possibility for SDT to emerge in this field. Second, this dissertation taps into 

some differences and similarities between SDT and other work oriented concepts and theories. From 

an empirical point of view, third, the current dissertation builds on SDT by the development and 

validation of a work related basic need satisfaction scale. Fourth, it reveals that need satisfaction may 

also be impacted by negative situational factors, i.e. job demands as defined in the JD-R model. Fifth, 

the current dissertation further attests to the importance of autonomous motivation. It also points at the 

perhaps relatively limited (negative) impact of controlled motivation. Furthermore, the current 

dissertation indicates that particularly intrinsically oriented employees‟ may act upon growth 

opportunities provided by the environment and therefore perhaps initiate a growth spiral. Finally, the 

current dissertation points at the importance of pursuing intrinsic work goals while searching for a job 

to achieve high quality employment and experience long terms well-being. 

In short, the studies included in this dissertation showed that much can be learned from 

tackling the important phenomenon of work motivation from using multiple perspectives.





 

 
 

Introduction  

Work Motivation: 

A perspective from the Job Demands-Resources 

Model and the Self-Determination Theory 

 

Motivation is a critical issue for organisations and employees (Pinder, 2008). In the 

globalised economy, where knowledge and commodities are widely spread, workers‟ 

motivation might be a critical resource to increase an organization‟s productivity (Kanfer, 

Chen & Pritchard, 2008). For employees, motivation fuels well-being and optimal functioning 

(Steers, Mowday, & Shapiro, 2004). In line with the assumption that motivation is important 

in the work domain, scholars have paid considerable attention to this topic, thereby adopting 

different perspectives (Miner, 2002). Some scholars focus on the work environment and how 

it may affect employees‟ motivation at large. Motivation may then be broadly operationalised 

in terms of, for instance, job satisfaction, commitment, and performance (e.g. Job 

Characteristics Model; Hackman & Oldham, 1976). Other scholars draw on general 

motivational theories to gain more precise insight in the nature of employees‟ motivation. 

They rely, for example, on concepts such as expectancies and values (i.e. Expectancy-Value 

Theory; Feather, 1992; Vroom, 1964) or goals (i.e. Goal Settting Theory, Locke & Latham, 

1990) to detail workers‟ functioning. To add to the understanding of work motivation, the 

current dissertation aims to bridge and extend two comprehensive, contemporary perspectives 

on employees‟ motivation: the Job Demands-Resources (JD-R) model and the Self-

Determination Theory (SDT). 

The JD-R model (Bakker & Demerouti, 2007; Schaufeli & Bakker, 2004; Demerouti, 

Bakker, Nachreiner, & Schaufeli, 2001) originates from a long tradition in work and 

organisational psychology, that is, the study of job characteristics. The model elaborates 

previous job characteristics models by describing the relations between one the one hand a 

variety of energy-depleting job characteristics (i.e. job demands) and stimulating job 

characteristics (i.e. job resources) and, on the other hand, employees‟ impaired (i.e. burnout) 

and optimal work-related well-being (i.e. work engagement). In line with previous models, 
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the JD-R model further stipulates that personal resources such as hope and optimism may 

intervene in these relations (Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2007).  

The JD-R model is an encompassing model, which has gained momentum in the job 

characteristics literature (see Bakker & Demerouti, 2007 for an overview). Some questions, 

however, remain, for example regarding the validity of the model, the role of personal 

resources and the motivational nature of burnout and work engagement. Accordingly, the first 

aim of this dissertation is to shed light on these issues. As detailed in Table 1, in the first part 

of the introduction, we outline how the 11 theoretical and empirical studies and two short 

research notes
1
 of this dissertation further the understanding of job design through the lens of 

the JD-R model. In expanding the JD-R model, we frequently rely upon SDT. In this 

dissertation, SDT is, however, not only considered as an auxiliary theory to extend the JD-R 

model. It is also the subject of the second research goal of this dissertation. 

SDT (Deci & Ryan, 2000) is a macro-theory of human motivation. This theory sheds 

light on the reasons behind employees‟ behaviour (i.e. autonomous and controlled 

motivation/regulation), the goals they strive for (i.e. intrinsic and extrinsic goals) and the 

energetic forces underlying these motivational processes (i.e. satisfaction of the basic 

psychological needs for autonomy, competence and relatedness). SDT is a general 

motivational theory. She has been embraced in various life domains such as education, 

parenting and sports (Deci & Ryan, 2008). SDT was recently introduced in the field of work 

and organisational psychology (Sheldon, Turban, Brown, Barrick, & Judge, 2003) and several 

studies have supported its validity in the field (see Gagné & Deci, 2005 for an overview). The 

current dissertation aimed to extend this line of research and wanted to provide further 

support for the concepts of basic need satisfaction, autonomous versus controlled motivation 

and intrinsic versus extrinsic values or goals in the occupational context. Moreover, the 

current dissertation wanted to expand current knowledge on SDT by testing some 

propositions which have not been investigated yet, such as the impact of need-thwarting 

environmental aspects and the impact of supply-value fit. In the second part of this 

introduction, we provide an overview of how the 11 studies and the short research notes may 

add to SDT (see Table 1).  

Note that the two parts of the introduction may show considerable overlap, as they 

both overview the studies included in this dissertation. Both parts, however, adopt a different 

                                                
1
 These short research notes do not represent full studies that are fully theoretically and empirically substantiated. 

Rather, they provide first additional empirical evidence for some of the questions which were raised in this 

dissertation.  
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perspective: Whereas the first part adopts the perspective of the JD-R model, the second 

focuses upon SDT. As such, the two parts of the introduction may highlight different aspects 

of the studies conducted. Although both parts can be read in juxtaposition, due to their 

overlapping character, the reader may also want to choose one of both perspectives. Readers 

experienced in job design in general, or the JD-R model in particular, may be more familiar to 

the approach and content of the first part of the introduction. Readers interested in SDT may 

find the second part most informative.  
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Table 1 
Overview of research questions and studies  

 

 Chapters 

 1 2 3 4 5 6 7 8 9 10 11 12 13 

The perspective from the JD-R model              

Validation of the JD-R model: A person-centered approach   x           

Not all job demands are created equal    x x  x   x    

The processes underlying the relations of the JD-R model x x   x x x       

An additional role of personal resources: A moderating analysis          x    

Personal resources as antecedents        x x     

Burnout and work engagement: A motivational analysis            x x 

              

The perspective from SDT              

SDT in the occupational context x x            

Development and validation of the W-BNS       x x      

Job demands thwarting the basic needs   x x x x x       

The importance of autonomous and controlled motivation            x x 

Intrinsic vs. extrinsic values and growth opportunities           x   

Intrinsic vs. extrinsic values, job quality and long term well-being         x x    





 

 
 

Part 1 : The JD-R Model 

Work Motivation:  

A perspective from the Job Demands-Resources 

Model 

 

Within work and organisational psychology, much attention has been paid to job design, i.e. 

the modelling of the characteristics of one‟s job. This is because job characteristics are 

considered among the most powerful contextual factors influencing work motivation (Pinder, 

2008). Accordingly, modelling relations between various job characteristics and employees‟ 

functioning resulted in, among others, the Two-Factor model (Herzberg, 1968), the Job 

Control model (Karasek, 1979) and the Effort-Reward Imbalance model (Siegrist, 1996). The 

JD-R model (Bakker & Demerouti, 2007; Demerouti, Bakker, Nachreiner, & Schaufeli., 

2001) was developed about a decade ago by elaborating upon these earlier job characteristics 

models. The JD-R model aimed to integrate the main tenets of these earlier models and to 

overcome some of their limitations (Bakker & Demerouti, 2007) in view of the changing 

nature of jobs (Vough & Parker, 2008). Despite the inclusive character of the JD-R model, 

some issues remain. The current dissertation aims to study some of these issues and to expand 

the JD-R model to further job design theory and practice. Before detailing these contributions, 

we first describe the JD-R model as it is presented in the literature.  
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The Job Demands-Resources Model in a nutshell 

Job demands and job resources 

Whereas previously formulated job characteristics models focused upon a rather 

limited set of job characteristics (Parker, Wall, & Cordery, 2001; Vough & Parker, 2008), the 

JD-R model allows to take into account a broad variety of job characteristics (Bakker & 

Demerouti, 2007). Indeed, at the core of the JD-R model lays the assumption that various job 

characteristics may influence employees‟ functioning. According to the JD-R scholars, this 

variety of job characteristics can be categorised in terms of job demands and job resources.  

Job demands are „those physical, psychological, social, or organisational aspects of the job 

that require sustained physical and/or psychological (cognitive and emotional) effort or skills 

and are therefore associated with certain physiological and/or psychological costs‟ (Bakker & 

Demerouti, 2007, p. 312). Job resources are „those physical, psychological, social, or 

organisational aspects of the job that are either/or (1) functional in achieving work goals, (2) 

reduce job demands and the associated physiological and psychological costs, (3) stimulate 

personal growth, learning, and development‟ (Bakker & Demerouti, 2007, p. 312).  

Job demands and job resources can be located at the levels of specific tasks (e.g. 

taskinterruptions; Bakker, Demerouti, & Schaufeli, 2003), work (e.g. workload, autonomy; 

Schaufeli & Bakker, 2004), social relations (e.g. emotional demands, social support from 

colleagues; Demerouti et al., 2001; Hakanen, Bakker, & Demerouti, 2005) or the organisation 

at large (e.g. organisational changes and organisational climate; Bakker, Demerouti, de Boer, 

& Schaufeli, 2003). The categories of job demands and job resources may include job 

characteristics that are commonly encountered across jobs such as workload and autonomy. 

These general job characteristics were also part of previous models (e.g. Karasek, 1979), but 

remain highly relevant within the modern context (Parker et al., 2001). In addition to these 

classical job demands and job resources, the JD-R model opens the perspective to include 

other general job characteristics, which typify more contemporary jobs such as work-home 

interference or emotional demands (Parker et al., 2001). Furthermore, the JD-R model leaves 

room to include also job specific aspects such as pupils‟ misbehaviour for teachers (Bakker, 

Hakanen, Demerouti, Xanthopoulou, 2007) and positive patient contacts for dentists 

(Hakanen et al., 2005). Next to aspects of one‟s job and work environment, also home 

demands (e.g. home overload) and home resources (e.g. family/partner support) have been 

taken into account (Bakker, Demerouti, & Schaufeli, 2005; Hakanen, Schaufeli, & Ahola, 

2008). The JD-R model thus answers the call for considering the broader context of one‟s job, 
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both internal and external to the organisation (Parker et al., 2001). The JD-R furthermore 

relates the broad categories of job demands and job resources to several outcomes via burnout 

and work engagement.  

Burnout and Work engagement 

The JD-R model allows examining a broad set of outcomes. Specifically, the JD-R 

model links job demands and job resources to both poor (i.e. burnout) and optimal well-being 

(i.e. work engagement), which are in turn related to diverse individual and organisational 

outcomes. By studying both burnout and work engagement, the JD-R model aligns with the 

more recent positive psychology movement, which advocates the balanced study of the dark 

and bright side of employees‟ functioning (Seligman & Chiksentmihalyi, 2000; Youssef & 

Luthans, 2007).  

Following the tradition of Maslach and colleagues, burnout may be considered as a 

syndrome including emotional exhaustion and cynicism
2
. Emotional exhaustion is a feeling of 

extreme physical and psychological fatigue, and overextension (Maslach, Leiter & Schaufeli, 

2009; Maslach, Schaufeli & Leiter, 2001). This energetic dimension of burnout (Gonzaléz-

Romá, Schaufeli, Bakker, & Lloret, 2006) may be accompanied by an attitudinal component: 

cynicism. Cynicism reflects an excessive detachment from one‟s job and a lack of 

identification with one‟s tasks. It is also referred to as depersonalisation in social professions 

(Maslach et al., 2001; 2009). Recent developments in this field were instigated by the positive 

psychology (Seligman & Chizentmihalyi, 2000) and supplemented the research on burnout 

with studies on work engagement (Maslach et al., 2001). Schaufeli, Bakker and colleagues 

define work engagement as „a positive, fulfilling, work-related state of mind‟ (Schaufeli, 

Salanova, Gonzaléz-Romá, & Bakker, 2002, p.74). Mirroring burnout, work engagement is 

mainly characterised by an energetic (i.e. vigour) and an attitudinal (i.e. dedication) 

component
3
. Vigour pertains to feelings of energy and resilience while working, whereas 

dedication taps into one‟s identification with and enthusiasm for one‟s job.  

Burnout and work engagement may thus be regarded as opposite poles of work-related 

                                                
2 Sometimes also (reduced) personal accomplishment is included as a component of burnout. However, there are several 

reasons to consider it as a less important aspect (Maslach et al., 2001). For example, reduced personal accomplishment was 

only added to the burnout syndrome because it emerged out of the initial factor analysis examining burnout (Green, Walkey 

& Taylor, 1991). It associates less strongly with emotional  exhaustion and cynicism than the latter two components correlate 

among each other (Schaufeli, Langelaan, & Bakker, 2003) and yields different antecedents and consequences (Schaufeli & 

van Dierendonck, 2000). 
3
 Initially, also absorption was included as a component of work engagement, as it emerged as a characterizing feature of 

engaged employees in qualitative research (Schaufeli & Bakker, 2001). Based on further studies indicating vigour and 

dedication as the main components of work engagement,  acceptance seems to be growing that these components constitute 

the syndrome of work engagement (Bakker, Schaufeli, Leiter, & Taris, 2008).  
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well-being in terms of energy and identification (Gonzaléz-Romá et al., 2006). However, in 

line with the fundamental distinction between pleasure and displeasure (Barrett, Mesquita, 

Ochsner, & Gross, 2007; Tellegen, Watson, & Clark, 1999), within the JD-R model burnout 

and work engagement are considered as complementary, non-reducible aspects of employees‟ 

functioning, as they have different antecedents and consequences.  

Specifically, as depicted in Figure 1, the JD-R model considers job demands as the 

main antecedents of burnout, while job resources are the primary determinants of work 

engagement (Bakker & Demerouti, 2007). Job resources may, however, to some extent also 

offset burnout, and cynicism in particular (Halbesleben & Bucky, 2004; Schaufeli & Bakker, 

2004). Numerous studies have supported these assumptions, both cross-sectionally (e.g. 

Schaufeli & Bakker, 2004) and longitudinally (e.g. Hakanen, Schaufeli et al., 2008; Schaufeli, 

Bakker & van Rhenen, 2009) as well as on a day to day base (e.g. Xanthopoulou, Bakker, 

Demerouti, & Schaufeli, 2009).  

Besides these main effects, job demands and job resources are also considered to 

interact in the prediction of burnout and work engagement (Bakker & Demerouti 2007). 

Specifically, job resources may buffer the health-impairing impact of job demands (Bakker, 

Demerouti, & Euwema, 2005; Hakanen et al., 2005), in particular those job demands that are 

experienced as most detrimental in jobs under study (Xanthopoulou, Bakker, Dollard, 

Demerouti, Schaufeli, & Taris, 2007). Job resources thus also have an indirect effect on 

burnout. Furthermore, job demands may indirectly influence work engagement by boosting 

the stimulating impact of job resources; that is, under demanding circumstances, job resources 

are assumed to relate more strongly to work engagement (Bakker, Hakanen, Demerouti, & 

Xanthopoulou, 2007; Hakanen et al., 2005). In contrast to some previously defined models 

(e.g. Herzberg, 1968), the relationships described in the JD-R model got largely supported in 

empirical research. Evidence for the JD-R model has been found across a broad range of 

professions, including high skilled (e.g. teachers, police officers, dentists, managers) and low 

skilled (e.g. call-center agents, fast food employees, hotel personnel, temporary agency 

workers) service workers, but also production workers (Bakker, Demerouti, de Boer, et al., 

2003). The results in heterogeneous samples and studies comparing blue and white collar 

workers (Kornunka, Kubicek, & Schaufeli, 2009) further attest to the generalisability of the 

model. Recently, the JD-R model was indeed found to be invariant across gender and age 

(Kornunka et al., 2009). The results attesting to the JD-R model are not restricted to European 

countries such as Finland, the Netherlands, and Spain (e.g. Hakanen, Schaufeli, et al., 2008); 
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similar results are found in, for instance, China, Australia, South Africa and Nigeria (e.g. 

Karatepe, & Olugbade, 2009). The JD-R model has furthermore been shown to be invariant 

across countries (Llorens, Bakker, Schaufeli, & Salanova, 2006), which provides further 

evidence for the cross-cultural stability of the relationships described in the JD-R model.  

According to the JD-R model, job demands and job resources thus lead to burnout and 

work engagement. These, in turn, affect various aspects of employees‟ functioning. First, the 

JD-R model has successfully been used to gain insight in workers‟ well-being and health, 

including psychosomatic complaints (Hakanen, Bakker, & Schaufeli, 2006) and depression 

(Hakanen, Schaufeli, et al., 2008; Martinussen, Richardsen, & Burke, 2007; Schaufeli & 

Bakker, 2004). Second, the JD-R model has been applied to work-related attitudes such as job 

satisfaction (Martinussen, et al., 2007), organisational commitment (Hakanen, Schaufeli, et 

al., 2008; Llorens et al., 2006), turnover-intentions (Bakker, Demerouti, & Schaufeli, 2003) 

and the acceptance of organisational change (van Emmerik, Bakker, & Euwema, 2009). 

Finally, some studies paid attention to workers‟ behaviour in terms of absenteeism (Schaufeli 

et al., 2009), presenteeism (Demerouti, Le Blanc, Bakker, Schaufeli, & Hox, 2009) and 

cooperative behaviour, including objective and self-reported in role performance (Bakker, 

Van Emmerik, & Van Riet, 2008; Xanthopoulou et al., 2009) as well as extra role 

performance in terms of helping behaviour and innovativeness (Bakker, Demerouti, & 

Verbeke, 2004; Hakanen, Perhoniemi, Topping-Tanner, 2008). The JD-R model may 

therefore not only be instructive in explaining workers‟ functioning, but may also be a 

meaningful framework to understand the organisations‟ productivity. However, the JD-R 

model not only examines the relationships between job characteristics and individual and 

organisational outcomes, it also aims to shed light on the underlying processes.  

The energetic and motivational process 

Previously formulated job characteristic models paid little attention to the processes 

underpinning the relations between job characteristics and outcomes (Parker et al., 2001). The 

JD-R model, in contrast, elaborates on these underlying processes. Specifically, the JD-R 

maintains that two independent processes exist: An energetic process linking job demands to 

burnout, and a motivational process accounting for the relations from job resources to work 

engagement and cynicism (Bakker & Demerouti, 2007). To detail these processes, the JD-R 

model builds upon various other theories (Bakker et al., 2004; Schaufeli & Bakker, 2004; 

Schaufeli et al., 2009). 

As regards the energetic process, the JD-R model draws upon the Stress Adaptation 
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Model (Selye, 1956) and the State Regulation Model of Compensatory Control (Hockey, 

1997). It is then assumed that the presence of job demands arouses employees‟ nervous 

system and activates their defence mechanisms. Employees who are confronted with 

demanding circumstances and low job resources would first try to withstand job demands and 

strive to keep up their performance level, for instance by putting more energy in their jobs 

(Schaufeli & Bakker, 2004; Schaufeli et al., 2009). A continued exposure to high job demands 

and lack of job resources, however, increasingly wears out employees‟ energy, which then 

likely results in exhaustion. Complementary to and often following this process, overextended 

employees may eventually try to flight the job demands which they cannot overcome, for 

instance by lowering their performance goals quantitatively (e.g. by decreasing their work 

tempo) or qualitatively (e.g. by reducing their punctuality). As they put less energy and effort 

in their jobs, these fleeting employees gradually withdraw from their tasks, which makes them 

prone to cynicism, and burnout in general.  

In detailing the motivational process, the JD-R model assumes that job resources may 

motivate employees because they enlarge workers‟ total resource pool, as suggested in the 

Conservation of Resources Theory (Hobfoll, 2002). They may however also be motivating, 

for instance, because they facilitate goal accomplishment as outlined in Goal Setting Theory 

(Locke & Latham, 1990), foster the fulfilment of the psychological contract (Rousseau, 

1995), enhance self-efficacy as described in Social-Learning Theory (Bandura, 1997), 

contribute to the psychological states of meaning, knowledge and responsibility as outlined in 

the Job Characteristics Model (Hackman & Oldham, 1976) and satisfy the basic psychological 

needs for autonomy, competence and relatedness as defined in Self-Determination Theory 

(Deci & Ryan, 2000; Gagné & Deci, 2005).  

Besides the focus on job demands and job resources and the processes through which 

they may relate to several outcomes, recent research in the realm of the JD-R model has also 

tapped into the role of personal resources. This is detailed in the following paragraphs. 

Personal resources 

It is generally assumed that employees‟ functioning is not only determined by 

situational factors such as job demands and job resources, but also by individual 

characteristics (Kanfer, Chen & Pritchard, 2008). Accordingly, Parker and colleagues (2001) 

called for research that studies individual factors in the realm of job design. Previous job 

characteristics models already included some personal features. The job characteristics model, 

for instance, considered employees‟ critical psychological states to mediate the associations 
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between job characteristics and outcomes, whereas their growth need strength and skills were 

expected to moderate this association (Hackman & Oldham, 1976). In a similar vein, the 

Michigan model and the Effort-Reward-Imbalance model included personality traits such as 

type A-traits, locus of control and overcommitment to alter the associations between job 

characteristics and employees‟ functioning (Siegrist, 1996). The JD-R model includes 

individual factors mainly as personal resources, such as mental and emotional competence, 

self-efficacy, organisational based self-esteem and optimism (e.g. Prieto, Salanova, Martinez, 

& Schaufeli, 2008; Xanthopoulou, Bakker, Demerouti, & Schaudeli, 2007). Following the 

Conservation of Resources (COR) theory, personal resources are defined as highly valued 

aspects of the self that are positively related to resilience and contribute to individuals‟ 

potential to successfully control and influence the environment (Hobfoll, Johnson, Ennis, & 

Jackson, 2003).  

Previous JD-R research has ascribed three different roles to personal resources (e.g. 

Xanthopoulou, Bakker, Demerouti, et al., 2007). First, personal resources are considered to 

prevent the occurrence of job demands and to elicit job resources, that is, personal resources 

are modelled as antecedents of the job characteristics. In line with this assumption, personal 

resources such as self-efficacy and hope have been found to relate negatively to job demands 

such as emotional dissonance and positively to job resources such as social support (Karatepe 

& Olugbade, 2009; Xanthopoulou, Bakker, Demerouti, et al., 2007). Moreover, personal 

resources have been found to reinforce job resources over time (Xanthopoulou, et al., 2009). 

Second, personal resources are thought to moderate, and - more specifically - to attenuate the 

health-impairing impact of job demands, much like job resources do. In this regard, self-

esteem and optimism have been shown to weaken the association of job demands such as time 

pressure with psychological distress (Mäkikangas & Kinnunen, 2003). Third, personal 

resources are modelled as the underlying process through which job resources prevent 

burnout and foster work engagement. Personal resources may thus make up the motivational 

process, as described above. Previous studies provided evidence for this assumption. For 

example, the increase of personal resources such as self-efficacy, organisational based self-

esteem and optimism was found to explain the positive consequences of job resources, both 

cross-sectionally (Llorens et al., 2007; Xanthopoulou, Bakker, Demerouti, et al., 2007) and on 

a day to day basis (Xanthopoulou et al., 2009). 

Conclusion 

In sum, the JD-R model may be regarded as today‟s most comprehensive job 
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characteristics model, which includes the most important features of previously defined 

models and surpasses their potential limitations. The JD-R model indeed considers the 

relationships between a broad range of job characteristics and outcomes, and pays attention to 

the processes underlying these relationships as well as to how personal resources may affect 

job characteristics and their consequences. However, some issues remain. In the following 

section, we discuss these issues and touch upon how these limitations are approached in 

different chapters of this dissertation.  

 

A further elaboration of the JD-R Model: Contribution of the current 

dissertation:  

A person-centered approach 

Although the JD-R model is well-substantiated, a first remaining question taps into the 

validity of the model. Thus far, the studies detailing the JD-R model have in common that 

they rely on a variable-centered methodology. Such an approach breaks down the complex 

social world into distinct variables. It then aims to identify relationships between independent 

and dependent variables and to assess the strengths of these relations at the group level (Gore, 

2000). A person-centered approach may complement this variable-centered approach by 

focusing upon the general experience of the employees (Clatworthy, Buick, Hankins, 

Weinman, & Horne, 2005). Rather than disentangling job demands, job resources and their 

statistical interaction, a person-centered approach allows to search for job characteristics 

profiles and the differences between them (Gore, 2000). Such an approach may therefore 

further the validity of the JD-R model and shed light on the resulting outcomes of the 

complex set of relationships.  

First, a person-oriented approach may tap into the validity of the JD-R model. 

Specifically, as a person-centered approach allows studying the natural co-occurrence of job 

demands and job resources, it might shed light on the amount of jobs including high job 

demands and high job resources. This is an important issue because, by definition, job 

resources are suggested to decrease the amount of job demands employees encounter (Bakker 

& Demerouti, 2007). The presence of both job demands and job resources is, however, a 

necessary, or at least a facilitating, condition for the interaction-effects to emerge. For 

example, it might be suggested that particularly high job resources may buffer high job 

demands. If because of the negative impact of job resources on job demands, few jobs with 
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high job demands and high job resources exists, the study of the interactions may hold little 

ecological validity or only be relevant for a small group of employees. A person-centered 

approach allows to examine this issue. Second, in contrast to a variable-centered approach, a 

person-centered approach may, to a greater extent, capture the multidimensionality of the 

complex work environment (Clatworthy et al., 2005). It may therefore help to understand how 

employees experience the various effects of job demands and job resources: It allows to study 

how the combination of the main and interaction effects as detailed in the variable-centered 

approach result in overall feelings of burnout and work engagement. Such an analysis might 

be important especially from a practical point of view, as it might indicate which employees 

in the work environment are most prone to burnout, and which are most likely to feel work 

engaged. Based on such an analysis, then, interventions may be tailored to employees‟ needs: 

Job demands may be decreased, job resources may be increased or both may to be done, 

depending upon employees‟ situation.  

In Chapter 3 of this dissertation, we examined the JD-R model from a person-centered 

approach (i.e. hierarchical cluster analysis; Gore, 2000) in a sample of employees working in 

a Flemish communality. Results revealed that employees may be grouped in four job 

characteristics profiles: (1) high demanding-high resourceful jobs, (2) high demanding-low 

resourceful jobs, (3) low demanding-high resourceful jobs, and (4) low demanding-low 

resourceful jobs. These four clusters mirror, for instance, research in the realm of the Job 

Demand Control model (Karasek, 1979). They also expand such research, however, by 

including a variety of job demands (i.e. workload, emotional demands, role conflict and 

cognitive demands) and job resources (i.e. task autonomy, skill utilisation, social support from 

colleagues and feedback) and by pertaining to naturally occurring profiles rather than groups 

based on a median split procedure. Furthermore, as respects the differences among the 

profiles, employees in high demanding-low resourceful jobs experienced the highest levels of 

burnout, which suggests that the presence of job resources are particularly powerful to offset 

burnout. The experience of job resources seemed also most important to experience work 

engagement. Employees in resourceful jobs reported the highest levels of work engagement, 

regardless of the amount of job demands they encountered. A relative lack of job resources 

associated with low levels of work engagement, both among employees reporting high and 

low job demands.  

In addition to validating the JD-R model from a person-centered perspective, Chapter 

3 was also designed to further the understanding of the boosting hypothesis of the JD-R 
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model. This hypothesis proposes that job resources may boost work engagement under 

demanding circumstances (Bakker & Demerouti, 2007). Although this seems to suggest that, 

in terms of job characteristics profiles, employees in high demanding-high resourceful jobs 

would report more work engagement than employees in low demanding-high resourceful 

jobs, the  boosting hypothesis is said to be supported when employees in low demanding- low 

job resources jobs display more engagement than their counterparts in high demanding-low 

resourceful jobs (Bakker, Hakanen et al., 2007; Hakanen et al., 2005). In our view, however, 

the latter interpretation rather represents a negative association between job demands and 

work engagement, which is then fully buffered by job resources. The results of Chapter 3 

failed, however, to support either interpretation of the boosting hypothesis. The pattern of 

correlations, however, suggested that not all job demands related to work engagement in the 

same way. The relationships between job demands and work engagement is further explored 

in the following paragraphs.  

Not all job demands are created equal 

A second remaining question in the realm of the JD-R model pertains to the 

relationship between job demands and work engagement. Somewhat surprisingly, this 

relationship is not yet specified in the JD-R model. Job demands, as defined by Karasek 

(1979) have, however, been found to relate negatively to positive experiences  such as job 

satisfaction (de Jonge, Dorman, Janssen, Dollard, Landeweerd, & Nijhuis, 2001), which 

suggests that a similar negative relationship between job demands and work engagement 

could perhaps also be expected within the JD-R model. Specifically, as job demands drain 

workers‟ energy (Bakker & Demerouti, 2007), it seems plausible that they might also deplete 

employees‟ work engagement, particularly its energetic component (i.e. vigour). The 

inclusion of a negative relationship between job demands and work engagement would result 

in a symmetrical JD-R model in which both job demands and job resources intervene in the 

occurrence of burnout and work engagement.  

A couple of studies in the realm of the JD-R model shed some light on this relation. In, 

for example, presenting the correlations between all the variables under study, these JD-R 

studies provide support for the negative association between job demands such as physical 

demands, emotional demands and role problems, and work engagement (Hakanen et al., 2005; 

Hallberg & Schaufeli, 2006; Lorente, Salanova, Martinez, & Schaufeli, 2008). However, also 

positive relationships between job demands and work engagement were found. Particularly, 

workload and cognitive demands have been found to be positively associated with work 
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engagement (e.g. Bakker, Demerouti, & Schaufeli, 2005) and to predict work engagement 

over time (e.g. Mauno, Kinnunen, & Ruokolainen, 2007). Although inconsistent with the JD-

R model perspective, these results align with recent developments in the stress literature.  

Specifically, in this literature, a differentiation has been made between challenging and 

hindering job stressors (e.g. Lepine, Lepine, & Jackson, 2004; Lepine, Podsakoff, & Lepine, 

2005, Podsakoff, Lepine, Lepine, 2007). Whereas all stressors (i.e. job demands) are taxing, 

job challenges and hindrances differ in the sense that job challenges provide opportunities for 

learning, growth and achievement, whereas job hindrances constrain workers‟ development 

and work-related accomplishments (Lepine et al., 2005).  Workload, job scope, responsibility 

and time urgency are examples of job challenges, role ambiguity, role conflict, and hassles 

may be considered as job hindrances.  

The difference between these two types of job demands may be rooted in various 

theories. Lepine, Podsakoff and colleagues (e.g. Lepine et al., 2004; Lepine et al., 2005) 

touch, for example, upon the Stress Theory (Selye, 1956), Appraisal Theory (Lazarus & 

Folkman, 1984), Expectancy-Value Theory (Feather, 1992; Vroom, 1964),  Social Learning 

Theory (Bandura, 1997), and Attribution Theory (Weiner, 1985) to advocate the 

differentiation between job hindrances and job challenges. Specifically, based on these 

theories, they consider job challenges as causing eustress, which stimulates individuals‟ 

energetic level in a positive way. Job challenges are therefore considered to elicit positive 

emotions and an active problem solving coping style. This is because, in general, employees 

have high hopes of dealing effectively with job challenges and obtaining associated valued 

outcomes, such as growth and recognition. Job challenges are thus generally judged as 

controllable demands that hold the promise of future gains. Job hindrances, in contrast, may 

be regarded as causing distress, which influences employees‟ functioning in a negative way. 

Job hindrances are threatening obstacles that unnecessarily thwart employees‟ functioning. 

When chances of dealing effectively with job hindrances are low, employees may feel 

helpless in dealing with these job aspects and may decide to invest their efforts otherwise. Job 

hindrances may therefore evoke a rather passive, emotion-centered coping style, i.e. a flight 

reaction. Employees may indeed have learned through their own experience or through 

observation of others that job hindrances are less likely to be overcome than job challenges.  

Within the stress literature, the difference between job hindrances and job challenges 

is made a priori, much like the differentiation between job demands and job resources in the 

JD-R model. This is because, in general, the work context has a consistent meaning which 
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makes that employees generally appraise and react to this environment in a fairly consistent 

way (George & Brief, 1992). This assumption is supported by the finding that employees 

generally consider hindrances as more hindering than challenging, whereas challenges are 

rated more challenging than hindering (Lepine et al., 2005).  

In line with the assumption that both job hindrances and job challenges are job 

stressors, both have been found to relate positively to strain (see Lepine et al., 2005; 

Podsakoff et al., 2007 for meta-analytic findings). However, whereas job challenges were 

positively related to positive outcomes such as motivation (Lepine et al., 2004; Lepine et al., 

2005), job satisfaction, organisational commitment (Podsakoff et al., 2007) and attentiveness 

(Rodell & Judge, 2009), job hindrances were negatively related to these variables. In our 

view, the differentiation between job hindrances and job challenges as advocated in the stress 

literature might advance the understanding of the relationship between job demands and work 

engagement in the JD-R model. Specifically, whereas job hindrances (e.g. emotional 

demands) may relate negatively to work engagement, job challenges (e.g. workload) may 

display a positive relation.  

The JD-R literature may in turn also add to the stress literature. First, integrating the 

difference between job hindrances and job challenges in the JD-R model allows testing the 

relation between both categories of job demands and work engagement, which was not the 

focus of previous research in the stress literature. Second, the JD-R model may add to the 

stress literature by testing whether both types of job demands can be differentiated from job 

resources. To date, the findings of the stress literature have been based on the a priori 

grouping of job characteristics in meta-analyses (Lepine et al., 2005; Podsakoff et al., 2007) 

and on the rather narrow assessment of job challenges, in terms of workload (Boswell, Olsen-

Buchanan, & Lepine, 2004; Cavanaugh, Boswell, Roehling, & Boudreau, 2000). The JD-R 

literature, in contrast, approaches the classification of first order job characteristics via factor 

analysis. This tradition may therefore assist in differentiating various job hindrances, 

challenges and resources on an empirical base. Finally, the JD-R model may add to the stress 

literature in examining whether job hindrances and job challenges contribute to the prediction 

of burnout and work engagement over and above job resources. This seems particularly 

important with respect to job challenges, as it has been argued that the stimulating nature of 

job challenges only comes to the fore after controlling for job hindrances (Boswell et al., 

2004: Cavanaugh et al., 2000). In one view, the positive relationship between job challenges 

and positive outcomes may thus be regarded as a suppression effect (Cohen & Cohen, 1983). 
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As the stability and information value of suppression effects are questioned (Paulhus, Robins, 

Trzesniewski, & Tracy, 2004), it seems worthwhile to examine whether the positive effects of 

job challenges remain, after controlling for the relatively strong association between job 

resources and work engagement.  

In sum, in our view, the JD-R model, as well as the stress literature, might benefit 

from the differentiation between job hindrances, job challenges and job resources. Perhaps 

most importantly, the distinction between job hindrances and job challenges may help to 

enhance the understanding of the association between job demands and work engagement, 

which was not specified in the JD-R model. Specifically, building upon the stress literature, 

we would expect that (a) both job hindrances and job challenges would be positively related 

to burnout, (b) job hindrances would be negatively related to work engagement, while (c) job 

challenges would be positively related to work engagement, after controlling for job 

resources.  

Note that in the literature several studies have proposed particular categorisations of 

job characteristics (e.g. Bakker, Van Emmerik, et al., 2008; Fried & Ferris, 1987) which has 

led Van Veldenhoven and colleagues to warn scholars not to differentiate job characteristic 

categories inconsiderately (Van Veldhoven, Taris, de Jonge, & Broersen, 2005). Accordingly, 

we conducted two cross-sectional studies totaling four samples to test the robustness of the 

differentiation between job hindrances, job challenges and job resources (see Chapter 4 and 

5): Two samples comprised police-officers, one sample included health-care workers and the 

final sample was constituted of call-centre agents. By examining these samples, we aimed to 

account for the growing importance of service workers in the labour force (Grant, Fried, 

Parker, & Frese, 2010). We sampled both higher and lower educated workers to examine the 

generalisability of the results. In each of the samples we examined the relationships between 

job hindrances (i.e. emotional demands, work-home interference and – by means of extension 

– also physical demands), job challenges (i.e. workload, cognitive demands, as well as 

responsibility) and job resources (i.e. task autonomy, social support and also feedback) and 

exhaustion and vigour. These job characteristics were chosen for two reasons. First, we 

selected these job characteristics because they are frequently examined in the realm of the JD-

R model. Second, in the stress literature they are suggested as examples of job hindrances and 

job challenges. We focused in particular upon the energetic components of burnout and work 

engagement, as according to the definition of job demands as energy depleting job features, 

job hindrances and job challenges might particularly influence these energetic components. 
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These two studies were further complemented by two short research notes (Chapters 7 and 

10) which further elaborated upon this differentiation. First, these chapters allowed to extend 

the category of job hindrances towards role conflicts and social conflicts, which were 

frequently suggested as job hindrances in the stress literature (e.g. Podsakoff et al., 2007). 

Second, rather than examining exhaustion and vigour, these Chapters assessed the 

associations between the job characteristics categories and the syndromes of burnout and 

work engagement. Finally, while Chapter 10 sampled psychologists, Chapter 7 employed a 

large heterogeneous sample, which further attests to the generalisability of the results. 

Interestingly, in line with the expectations, results show that job hindrances were 

positively related to burnout in all samples. Job challenges, in contrast, did not consistently 

display the expected positive association with burnout. Instead, it was only positively related 

to burnout in Chapter 10. Most importantly, however, the results generally showed that job 

hindrances associated negatively with work engagement, while job challenges related 

positively, which is in line with the hypotheses. These results were found over and above the 

association of job resources with work engagement. Notably, these results might clarify why 

the relationship between job demands and work engagement was never the focus of previous 

studies in the realm of the JD-R model: The inclusion of job hindrances, which relate 

negatively, as well as job challenges, which relate positively, might have resulted in a non 

significant relationship. Taking a rather heuristic stance (Schaufeli, 2004), one might then 

have concluded that such relationship would not exist.  

Notably, although JD-R scholars suggest that job demands relate to employees‟ 

functioning via an energetic process, as mentioned within the stress literature, job hindrances 

and job challenges have mainly been differentiated based on motivational grounds, i.e. based 

on Expectancy-Value Theory, Goal Achievement Theory (Lepine et al., 2005). However, 

within the JD-R model, such motivational processes have been ascribed to job resources. The 

following paragraphs aim to further the understanding of the so called energetic and 

motivational processes through which (both types of) job demands and job resources, 

respectively relate to employees‟ functioning.  

Energetic and/or motivational: One and the same process? 

Although the JD-R model already pays some attention to the processes underlying the 

relations between job demands, job resources, burnout and work engagement, some questions 

remain. From an empirical point of view, the JD-R model describes rather than tests these 

underlying processes. Although JD-R scholars rely on well-established frameworks to detail 
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the processes explaining the relations between job characteristics and employees‟ functioning, 

to date, these processes remain largely understudied in the realm of the JD-R model. Two 

exceptions need to be mentioned. Llorens and colleagues (2007) established that self-efficacy 

may serve as an explanatory mechanism of the relation between job resources and work 

engagement. Xanthopoulou, Bakker, Demerouti and colleagues (2007) expanded these results 

and showed that the personal resources of hope, optimism and organisational based self-

esteem not only mediated the relationships of job resources with work engagement, but also 

with burnout. Although some studies tapped into the motivational process, to date, no study 

has tested the so called energetic process.  

However, from a theoretical point of view, it might be questioned whether the 

energetic and motivational processes represent distinct routes to employees‟ well-being. This 

is because, as detailed in the JD-R model, both burnout and work engagement include an 

energetic (i.e. exhaustion and vigour) as well as an identification component (i.e. cynicism 

and dedication). This assumption makes it rather inconsistent to consider burnout to emerge 

from both an energetic (i.e. the relation between job demands and exhaustion) and a 

motivational process (i.e. the association between job resources and cynicism), but to expect 

that work engagement results only out of a motivational process (i.e. the relation from job 

resources to work engagement). Taking a more general stance, the differentiation between an 

energetic and motivational process seems rather unfortunate as energy is traditionally 

considered as an important aspect of motivation. Pinder (2008), for example defines 

motivation as „a set of energetic forces‟ (p. 11, italics added) which direct individuals‟ 

behaviour and determine its form, direction, intensity and duration. Against this backdrop, the 

present dissertation aimed to empirically examine whether employees‟ motivation may 

explain both the so-called motivational processes, as well as the assumed energetic processes 

in the JD-R model. To this end, we focused upon the satisfaction of the basic psychological 

needs for autonomy, competence and relatedness, as defined by Self-Determination Theory.   

Self-Determination Theory (SDT; Deci & Ryan, 2000; Gagné & Deci, 2005) is a 

macro-theory of human motivation and personality, which is gaining increasing attention in 

work and organisational psychology (Chapter 1; see Chapter 2 for an overview of empirical 

studies in the occupational context). Some of the SDT-concepts resemble other concepts and 

theories in work and organisational psychology (Chapter 2). SDT is, however, rather unique 

in providing a coherent encompassing framework that brings the importance of the quality of 

motivation to the fore. SDT is centered around three core concepts: individuals‟ autonomous 
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versus controlled motivation or behavioural regulation, intrinsic versus extrinsic goal 

orientation and basic psychological need satisfaction. The former two concepts will be 

considered at a later point in this introduction, but basic need satisfaction seems of particular 

relevance here. In SDT, the satisfaction of the basic psychological needs is defined as “those 

nutriments that must be procured by a living entity to maintain its growth, integrity and 

health” (Deci & Ryan, 2000, p. 326). As much as the fulfilment of the biological needs (e.g. 

food and water) is essential for individuals‟ physical integrity, SDT assumes that optimal 

psychological functioning is dependent upon the satisfaction of three basic psychological 

needs (Deci & Ryan, 2000), that is: the needs for autonomy, competence and relatedness. The 

need for autonomy is defined as individuals‟ inherent desire for volitional functioning. The 

need for competence pertains to the inclination to achieve desired outcomes, while the need 

for relatedness refers to the propensity to care and to be cared for (see Deci & Ryan, 2000 and 

Chapter 8 for an elaborate definition of the three needs) 

As mentioned, satisfaction of basic psychological needs has previously been thought 

to explain the stimulating impact of job resources (Bakker & Schaufeli, 2004). It may perhaps 

be considered as the most encompassing mechanisms suggested in the realm of the JD-R 

model, as basic need satisfaction can be linked to other mechanisms proposed in the 

motivational process. For example, the need for autonomy may closely relate to the 

psychological state of perceived meaningfulness as defined in the Job Characteristics Model 

(Hackman & Oldham, 1976). The need for competence is related to the concept of self-

efficacy (Bandura, 1997): Albeit some conceptual differences are evident (Chapter 8), both 

reflect the extent to which one can effectively deal with the environment. Finally, the need for 

relatedness may result from fulfilment of the psychological contract, in which both employers 

and employees determine the basis for their relationship (Rousseau, 1995). Previous research 

indeed found a positive association between job resources such as task autonomy and 

opportunities for skill utilisation and the satisfaction of basic needs (Chapter 8). We aimed to 

extend this line of research by examining whether need satisfaction may also explain the 

stimulating associations of job resources.  

Further, basic need  satisfaction may also help to explain the health-impairing impact 

of job demands. According to the SDT, suboptimal functioning is likely due to need 

frustration. As job demands lead to burnout, an aspect of suboptimal functioning, it may then 

be deduced that job demands frustrate the basic needs. In line with the notion that energy is 

inextricably linked to motivation, need frustration has furthermore been explicitly associated 
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with energy depletion (Deci & Ryan, 2008), which in terms of the JD-R model may further 

suggest that need satisfaction versus frustration may also intervene in the prediction of 

burnout. Accordingly, we predicted that satisfaction of the basic psychological needs for 

autonomy, competence and relatedness mediates the relationships between job demands and 

employees‟ functioning, both when job demands are examined as one category, as well as 

when they are bifurcated into job hindrances and job challenges. Following the original JD-R 

model, one would expect job demands to relate negatively to need satisfaction, which would 

explain their association with burnout. The negative association between job demands and 

basic psychological need satisfaction may largely be carried by job hindrances, which are 

expected to hold only negative outcomes. Specifically, job hindrances would then be expected 

to relate negatively to need satisfaction, which may in turn explain the associations between 

job hindrances and both burnout and work engagement Job challenges must perhaps not 

necessarily relate negatively to need satisfaction. Instead, job challenges likely provide 

opportunities for need satisfaction, which may result in need satisfaction when employees‟ 

overcome these job challenges. Based on this assumption, we expect need satisfaction to 

display a positive association with need satisfaction, which then explains the positive 

association between job challenges and work engagement. This assumption seems also 

supported by previous results in the realm of the JD-R model which primarily attest to the 

stimulating nature of job challenges. 

A first study (Chapter 6) in this regard tested the mediational role of general need 

satisfaction (i.e. the combination of the three needs) in the original JD-R model, that is, in the 

relations between job demands and job resources and exhaustion and vigour in a 

heterogeneous cross-sectional sample. Results of structural equation modelling showed that 

the negative association between job resources (i.e. task autonomy, skill utilisation, positive 

feedback and supervisory support) and emotional exhaustion was fully mediated by need 

satisfaction, while partial mediation was found for the positive relationship of job resources 

with vigour. Results pertaining to job demands were less convincing: general need satisfaction 

only played a minor role in the positive association between job demands and exhaustion.  

In Chapter 7, we further disentangled and extended these findings. Herein, we 

analysed the role of basic psychological needs in the relations from job hindrances, job 

challenges and job resources to burnout and work engagement. Examining the associations of 

both job hindrances and job challenges with basic need satisfaction allowed to shed further 

light on the rather weak association of the general category of job demands with need 
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satisfaction. Further, using a newly developed measurement of need satisfaction (see Chapter 

8 for the development of that measure), Chapter 7 allowed us to extend Chapter 6 by 

exploring the mediating role of each of the needs separately. Third, in Chapter 7, we also 

examined the syndromes of burnout and work engagement, rather than assessing only 

exhaustion and vigour.  

The results largely confirmed the expectations: General need satisfaction indeed 

served as a general mediating mechanism in the associations between job hindrances, job 

challenges and job resources on the one hand and burnout and work engagement on the other 

hand. The associations between job hindrances and work engagement and between job 

resources and burnout were fully covered, while partial mediation was found for the other 

relations. Further exploration suggested that particularly the needs for autonomy and 

relatedness functioned as mediators, as the need for competence was unrelated to burnout and 

work engagement. Interestingly, these results also further tapped into the nature of job 

hindrances and job challenges. As expected, job hindrances related negatively to each of the 

needs. Job challenges seemed to provide support for the needs for competence and 

relatedness, but were unrelated to autonomy satisfaction. These findings may suggest that 

workers indeed dislike the occurrence of job hindrances, while job challenges may or may not 

be approached volitionally.  

From another perspective, studying the processes of the relations between job 

characteristics and employees‟ burnout and work engagement also elaborates upon the 

different roles of personal resources in the JD-R model. When regarding need satisfaction as a 

personal resource, results confirmed that personal resources may indeed play a mediating role 

between job resources and work engagement, as previously suggested within the JD-R model. 

Moreover, they also mediate the relations of job demands with burnout and work engagement. 

To date, such a meditational role was not attributed to personal resources in the JD-R model. 

The following paragraphs details yet other roles that personal resources may play in the JD-R 

model.  

The strengths of personal resources 

As described above, thus far, the JD-R model has defined three different roles for 

personal resources, that is, (a) as antecedents of job demands and job resources, (b) as 

moderators of the relationships between job demands and burnout and (c) as mediators in the 

relationships between job resources and burnout or work engagement (Xanthopoulou, Bakker, 

Demerouti, et al., 2007). These three roles are grounded in COR theory, which primarily 
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focuses on how employees may secure their resources (Hobfoll, 2002). As mentioned, the 

findings of Chapters 6 and 7 suggest that personal resources may also explain the impact of 

job demands. This dissertation aims to further elaborate upon the roles of personal resources 

by (1) defining yet another role of personal resources with respect to job resources and (2) 

clarifying the inconsistent findings regarding personal resources as moderators of job 

demands. 

First, other job characteristics models suggest that personal resources may boost the 

relation between job resources and employees‟ functioning. Hackman and Oldham (1976), for 

instance, suggested that, among others, individuals‟ growth need strength may fortify the 

impact of job resources on outcomes such as internal motivation, job satisfaction and 

performance, which was supported in a meta-analysis (Fried & Ferris, 1987). The Person 

Environment (P-E) Fit Theory may account for this moderation (Kristof-Brown, Zimmerman 

& Johnson, 2005), as it suggests, among other things, that individuals may thrive when the 

environment provides supplies that meets their values. This may be because such a personal 

resource makes individuals more willing or more able to make use of these resources (Parker 

et al., 2001). Growth oriented individuals may thus actively act upon available stimulating job 

characteristics, which may therefore boost growth oriented individuals‟ functioning, more 

than they would for individuals who care less about personal growth. Building upon the P-E 

fit literature, this dissertation aimed to examine whether a fit between employees‟ growth 

oriented nature and job resources may strengthen the stimulating associations of these job 

resources. Specifically, we studied individuals‟ growth orientation as a fortifier of the direct 

associations of job resources with burnout and work engagement (i.e. two-way interactions). 

In addition, we also examined whether individuals‟ growth orientation may impact the 

buffering role of job resources in the relation between job demands and burnout (i.e. three-

way interactions).  

We operationalised individuals‟ degree of growth orientation via the concept of 

intrinsic work value orientation. An intrinsic work value orientation pertains to individuals‟ 

desire towards autonomy, variation and interesting work (Feather & O‟Brien, 1986; Malka & 

Chatman, 2003). It may be differentiated from an extrinsic value orientation that mainly 

focuses upon rewards, favourable working hours and security (Malka & Chatman, 2003). The 

differentiation between intrinsic and extrinsic work values goes back to the two-factor model 

of Herzberg (1968). This model labelled job aspects that are inherently part of one’s job as 

intrinsic (e.g. possibilities for growth, responsibility), whereas aspects of the job conditions 
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(e.g. heat, cold, noise in the working environment), employment conditions (e.g. pay, job 

security) and relations (i.e. relationships with colleagues) are considered to be extrinsic 

(Herzberg, 1968). In line with the operationalisation of intrinsic values, we focused upon 

intrinsic job resources that are frequently studied in the JD-R model (Bakker & Demerouti, 

2007), that is, tasks autonomy and learning opportunities.  

As interactions are generally hard to detect in questionnaire research, in line with the 

recommendations of McClelland and Judd (1993), we tested the hypotheses in a large sample, 

which was representative for the Dutch working force (Chapter 11). Results provided support 

for the expectations. First, intrinsic values moderated the association between job resources 

and emotional exhaustion. Strong support for this relation was found for learning 

opportunities: Learning opportunities related negatively to emotional exhaustion among 

individuals favouring intrinsic work values, but not among less intrinsically oriented 

employees. Results for autonomy followed the same pattern, but were only marginally 

significant. Second, highly intrinsically oriented employees benefitted more from the presence 

of autonomy in terms of work engagement than less intrinsically oriented employees. A 

similar trend was evident for learning opportunities. Third, evidence was found for the three-

way interaction among job resources, job demands and emotional exhaustion. Specifically, 

task autonomy was a stronger buffer for the health-impairing association between workload 

and emotional exhaustion for highly than for lowly intrinsically oriented employees. In sum, 

Chapter 11 shows that personal resources, and an intrinsic value orientation in particular, may 

play yet an additional role in the JD-R model, that is, as a booster of the health-enhancing 

associations of job resources and their buffering impact.  

In addition, the results of Chapter 11 also increased the understanding of the role of 

personal resources as moderators of the relationship of job demands with burnout, which was 

previously specified in the JD-R model, as well as the relationship with work engagement. 

Although JD-R scholars have previously modelled personal resources as a moderator of the 

relation between job demands and burnout (Xanthopoulou, Bakker, Demerouti, et al., 2007), 

studies examining this issue yielded mixed findings. Whereas the findings of Mäkikangas and 

Kinnunen (2003) supported the buffering role of personal resources for time pressure, job 

insecurity and organisational climate, Xanthopoulou, Bakker, Demerouti, et al. (2007) found 

no evidence for such moderation with regard to a general concept of job demands including, 

among others, workload, organisational change, and emotional demands. In light of the above, 

these results might however be attributed to the specific job demands under study. Whereas 
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the former study examined job challenges (see Podsakoff et al., 2007; Staufenbiel & Köning, 

in press), the latter included predominantly job hindrances. In sum, these findings seem to 

suggest that personal resources may moderate the impact of job challenges, but not of job 

hindrances.  

This assumption may be grounded in the conceptualisations of job hindrances and job 

challenges. As hindrances are considered as obstacles that cannot be overcome, investing 

personal resources to deal with these job characteristics will be in vein and will only result in 

further energy depletion. According to COR theory (Hobfoll, 2002), individuals will generally 

refrain from such fruitless resource investments. This might explain why no moderation takes 

place for job hindrances. Job challenges, in contrast, are obstacles that might be overcome 

with increased effort and yield the promise of achievement and personal development. 

Investing personal resources in handling job challenges might therefore result in further 

resource gain, which is rather appealing (Hobfoll, 2002).  

The moderating impact of personal resources on the relations of both types of job 

demands was not the main focus of Chapter 11. To model the fortifying impact of personal 

resources on the buffering role of job resources, however, we included two job demands (i.e. 

emotional demands and workload) which may be regarded as a job hindrance and a job 

challenge, respectively. In order to accurately test the potential three-way interactions 

pertaining to our hypothesis, we needed to control for all possible two-way interactions.We 

thus also tested the interactions between an intrinsic work value orientation and these 

particular job hindrance and job challenge.  

In line with the expectation that personal resources may moderate the associations of 

job challenges, an intrinsic work value orientation attenuated the health-impairing association 

of workload with emotional exhaustion. Moreover, workload related positively to work 

engagement among highly, but not among lowly intrinsically oriented employees. This 

confirms the suggestion that personal resources may strengthen the stimulating influence of 

job challenges. No such moderating effects were found for emotional demands, which further 

attests to the assumption that personal resources such as intrinsic values may only fortify job 

characteristics that further enhance growth. The results thus nuance previous suggestions 

about the moderating impact of personal resources on the relationship between job demands 

and burnout: Personal resources seem to play this role primarily with respect to job 

challenges. In addition, the results of Chapter 11 indicated that personal resources may also 

strengthen the association of job challenges and work engagement. In sum, our results suggest 
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that personal resources may play several other roles in the JD-R model, in addition to 

previously specified ones. In the following section we focus upon how individuals may 

influence the job characteristics they encounter.  

Influencing one’s job characteristics 

A basic premise in the JD-R model and job design research in general is that job 

characteristics determine employees‟ well-being, in terms of, for instance, burnout and work 

engagement. In this view, the features of one‟s job are considered to be relatively stable and 

highly determined by the organisation (Fried, Grant, Levi, Hadani, & Slowik, 2007). Recently 

these assumptions were however challenged, suggesting that employees may play an active 

role in determining their job design (Clegg & Spencer, 2007).  

As mentioned above, some studies in the realm of the JD-R model started to 

acknowledge the active role of employees in shaping their work environment. They examined 

the reciprocal relationships between employees‟ well-being, job demands and job resources 

and showed, for example, that engaged employees experience more job resources over time 

(Hakanen, Schaufeli, et al., 2008; Xanthopoulou et al., 2009). This may suggest that engaged 

employees may indeed create their own job resources, as was previously suggested 

(Schaufeli, Taris, Le Blanc, Peeters, Bakker, & De Jonge, 2001). As such, these findings add 

to qualitative research describing concrete situations in which employees actively shape their 

job characteristics (e.g. Lyons, 2008; Wrzesniewski & Dutton, 2001). De Lange and 

colleagues suggested that such „job crafting‟ may not only occur within the same job, but 

particularly over different job positions (De Lange, De Witte, & Notelaers, 2008; De Lange, 

Taris, Kompier, Houtman, & Bongers, 2005). In line with the call for the study of the 

antecedents of job design (Parker et al., 2001), the current dissertation aimed to further this 

line of research and to examine how employees may influence their job characteristics. 

The active role of employees in the emergence of job characteristics may for example 

be explained by Action Theory (Frese & Zapf, 1994) which states that individuals are not 

only shaped by, but may also actively shape their environment (see also Atkinson & Lens, 

1980). SDT may equally shed light on this issue. Much like Action Theory, SDT postulates 

that individuals stand in dialectical interplay with the environment (Deci & Ryan, 2000). 

Rather than merely reacting to their job design, employees may thus influence and alter their 

work environment, such that their jobs may, for instance, further satisfy their basic 

psychological needs.  
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In line with these theoretical perspectives, the current dissertation aimed to study how 

individuals may influence the amount of job hindrances, job challenges and job resources they 

encounter. Specifically, building upon Chapter 11 which indicated intrinsic work values as 

moderators of job challenges and job resources, we studied whether such values may 

influence individuals‟ orientation towards jobs with a particular set of job characteristics. 

Rather than measuring employees‟ intrinsic values based on Herzberg (1968), to this end, we 

tied in with SDT, which grounds the difference between intrinsic and extrinsic work values in 

a larger theoretical framework, and therefore adopts a slightly different conceptualisation. 

Whereas Herzberg (1968) categorised work values based on their close versus more distant 

relation with one‟s tasks, the distinction between intrinsic and extrinsic work values in SDT is 

related to individuals‟ growth orientated nature (Kasser & Ryan, 1996). As outlined in 

Chapters 1 and 2, SDT assumes that individuals are - by their very nature - oriented towards 

growth. This orientation may show itself in the valuation of personal development (i.e. 

intrapersonal growth), but also in an inclination towards increased integration in the social 

world via community contribution and affiliation (i.e. interpersonal growth). As these values 

closely relate to individuals‟ true nature, SDT labels these values as truly intrinsic. During life 

span, individuals might, however, also develop a preference for values which do not align, 

and even distract from this natural growth tendency. Such extrinsic values include, for 

example, the striving for financial success, power and status. With this conceptualisation, 

SDT thus differs from Herzberg, for example, by considering the striving for social 

relationships as „intrinsic‟, rather than „extrinsic‟(see also Chapter 2).  

The first study researching how intrinsic values may predict job hindrances, job 

challenges and job resources (Chapter 9), approached this issue rather indirectly: In this cross-

sectional study we examined how unemployed individuals‟ intrinsic versus extrinsic work 

value orientation related to different types of flexibility. These types of flexibility were, in 

turn, assumed to lead to jobs with particular sets of job characteristics. First, results showed 

that, after controlling for the general value the unemployed attach to being employed, their 

intrinsic values associated with training flexibility, that is, the willingness to extend one‟s 

skills and knowledge through formal training. Such training might open the door to more 

resourceful and, perhaps also more challenging jobs in which employees may exercise their 

enlarged skills. Second, intrinsic values also associated positively with pay flexibility. 

Intrinsically oriented individuals would thus lower their requirement regarding pay, if 

particular jobs would be appealing in another way, for example, in terms of stimulating job 
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characteristics. Finally, intrinsic values tended to relate negatively to the flexibility to accept a 

boring, undemanding job. Such jobs are likely to lack job resources and job challenges by 

their very nature, but may include various job hindrances. Valuing extrinsic aspects, in 

contrast, associated negatively to training flexibility, but positively to pay flexibility. Finally, 

extrinsic values tended to relate negatively to underemployment flexibility. This seems to 

imply that extrinsically oriented employees tend to focus upon the level of education or 

experience potential jobs require, and resist jobs that require lower levels of formal education 

or experience than they possess. In sum, whereas intrinsically oriented employees seem to 

display these types of flexibility that likely result in high quality jobs, that is, jobs with much 

job resources and job challenges and few job hindrances, extrinsic oriented employees seem 

to favor their future pay check and status over the content of their possible jobs. This, in turn, 

might result in the acceptance of lower quality jobs.  

Results of Chapter 10 supported these assumptions, as far as job resources are 

concerned. In a study among graduating students, it was shown that intrinsic work values 

during job search positively predicted the amount of job resources one experienced in one‟s 

job two years later. The experience of job resources furthermore explained why they reported 

low levels of burnout and high levels of work engagement. Extrinsic work values negatively 

predicted job resources over time. The relative lack of job resources, furthermore, mediated 

the negative association between extrinsic work values and work engagement. In all, these 

findings suggest that intrinsically oriented individuals may achieve high quality jobs, which, 

in turn, may add to their well-being in the long term. The pursuit of extrinsic values, in 

contrast, may not result in high work-related well-being, as extrinsically oriented individuals 

are less likely to gain high quality employment.  

So far, the current dissertation focused upon the structure and antecedents of job 

characteristics as well as on the processes underlying and moderators of the relationships 

between job characteristics and burnout and work engagement. In the final part, we focus 

upon the right-hand side of the JD-R model, that is, on employees‟ burnout and work 

engagement.  

Burnout and work engagement: What about motivation?  

The JD-R model pays particular attention to burnout and work engagement as key 

aspects of employees‟ functioning. According to Warr‟s conceptualisation, burnout may be 

situated on the negative, deactivated side of work-related well-being, while work engagement 

lies at the other side of the spectrum (Warr, 1987). Although some studies have shed light on 
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the differences and similarities between burnout and work engagement  (Gonzaléz-Romá et 

al. 2006; Maslach et al., 2001), some questions remain. For example, few studies have 

approached these aspects of work-related well-being from a motivational perspective. This 

might be because burnout has primarily been approached as an energetic construct, whereas 

work engagement was mainly considered as motivational in nature, particularly in the JD-R 

model (e.g. Bakker & Demerouti, 2007). However, as mentioned, energy and motivation are 

closely intertwined (Pinder, 2008). Moreover, empirical studies have found a (negative) 

association between burnout and motivation (e.g. Halbesleben & Bowler, 2007). This aligns 

with the original view on burnout as a total lack of motivation (Freudenberger, 1974). 

Considering work engagement as a highly motivated state, and defining burnout by a lack of 

motivation, aligns with a quantitative view on motivation in which a differentiation is made 

among motivated and amotivated states (see also Chapter 1). The current dissertation aimed to 

further the understanding of the motivational dynamics underlying burnout and work 

engagement by relying on a third concept of SDT, that is, autonomous and controlled 

motivation.  

In defining these concepts, SDT goes one step further than the mere quantitative views 

on motivation by suggesting that also the quality of motivation matters (Deci & Ryan, 2000; 

Gagné & Deci, 2005). Specifically, SDT differentiates qualitative different types of 

motivation. First, employees may be motivated internally (i.e. by oneself) or externally (i.e. 

by others) administered contingencies. Such contingencies may include receiving a bonus or 

gaining supervisory approval. They may also pertain to avoiding lay-off, anxiety or guilt 

feelings. This type of motivation is labeled as controlled motivation and has been related to 

employees‟ suboptimal functioning (see Chapter 2 for an overview). Second, employees may 

engage in particular tasks because they consider them as valuable, interesting or enjoyable. 

This type of motivation is denominated autonomous motivation and has been associated with 

employees‟ thriving (see Chapters 1 and 2 for overviews).  

In line with this differentiation between autonomous and controlled motivation, we 

argue that burnout (at least in its non-clinical form) may not only be associated with low 

levels of motivation, but may also be accompanied by qualitatively less favourable 

motivation, i.e. controlled motivation. Employees who are motivated in a controlled way may 

indeed lack energy, but, in contrast to amotivated employees still engage in particular 

behaviour because they long for the associated rewards and/or try to avoid associated costs. 

Work engaged employees, in contrast, are most likely to be autonomously motivated, as both 
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work engagement and autonomous motivation are associated with energy and an open and 

involved orientation towards work (Bakker, 2009; Gagné & Deci, 2005).  

We examined the associations between burnout and work engagement on the one hand 

and autonomous and controlled motivation on the other hand in two studies (Chapters 12 and 

13). First, in Chapter 12, we clustered participants based on their autonomous and controlled 

motivation in three independent samples, that is, a heterogeneous sample which was 

representative for the Belgian workforce, a homogeneous sample collected in a Belgian 

communality and a Dutch call-centre sample. In each of these samples, four motivational 

profiles emerged (1) a cluster characterised by both high autonomous and high controlled 

motivation, (2) a cluster typified by high autonomous and low controlled motivation, (3) a 

cluster reflecting low autonomous and high controlled motivation and (4) a cluster of 

employees reporting low autonomous and low controlled motivation. In line with the 

expectations, across the three samples, burnout was the highest among employees putting 

effort in their jobs only out of controlled motivation (i.e. cluster 3), as well as employees 

lacking any type of motivation (i.e. cluster 4). Work engagement, in contrast, was most 

prominent among autonomously motivated employees, both those who held high autonomous 

and low controlled motivation (i.e. cluster 2) as well as those combining autonomous and 

controlled reasons to put effort in their jobs (i.e. cluster 1). A second study using a variable-

centered approach (Chapter 13) further elaborated on these results for the main components of 

burnout and work engagement. The results showed that controlled motivation related 

positively and autonomous motivation related negatively to exhaustion. Rather than the 

absence of motivation, the presence of low quality (i.e. controlled) motivation and in 

particularly the lack of high quality (i.e. autonomous) motivation seemed to characterise 

burnout. The strong positive association between autonomous motivation and vigour, in 

contrast, suggests that work engaged employees highly value their jobs and experience 

interest and enjoyment while working.  

Summary 

In sum, the JD-R model is an encompassing job characteristics model that relates job 

demands and job resources to burnout and work engagement. It describes the processes 

underlying these relations, and points at the roles of personal resources in these relations. The 

current dissertation aimed to elaborate on several aspects of this model.  

First, in addition to the various variable-centered studies attesting to the validity of the 
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JD-R model, in Chapter 3, we further validated the JD-R model by using a person-centered 

approach. Second, in an attempt to uncover the associations between job demands and work 

engagement, we then found that the general category of job demands includes two different 

subsets of job characteristics, that is, job hindrances and job challenges (Chapters 4, 5, 7, and 

10). While job hindrances would be unambiguously negative, job challenges were expected to 

yield both detrimental (i.e. burnout) and beneficial (i.e. work engagement) outcomes 

(Podsakoff et al., 2007). The studies of the current dissertation indeed provided support for 

the health-impairing impact of job hindrances in terms of increased levels of burnout and 

decreased work engagement. Less support was, however, found for the ambivalent nature of 

job challenges in the realm of the JD-R model. Instead, job challenges were shown to relate 

only consistently to higher levels of work engagement. Only in Chapter 10, job challenges 

displayed the expected positive association with burnout.  

Third, this dissertation examined processes through which the job characteristics relate 

to employees‟ well-being. Rather than considering different processes underlying the 

associations of demands (i.e. job hindrances and job challenges) and job resources, we 

modelled basic need satisfaction as a unifying process. As outlined in Chapters 1 and 2, SDT 

considers satisfaction of the basic psychological needs for autonomy, competence and 

relatedness as a motivational force through which environmental features may energise or 

forestall individuals‟ functioning. In Chapter 6 evidence was found that basic need 

satisfaction as a general construct largely covers the impact of job resources. Job demands 

were however only weakly negatively related to need satisfaction, which resulted in a limited 

meditational effect. By using a newly developed work-related basic need satisfaction scale 

(Chapter 8), Chapter 7 replicated the results regarding job resources. They also provided more 

detailed insight in the mediating role of need satisfaction in the relation between the two 

distinguished types of job demands. Specifically, as expected, the results of Chapter 7 showed 

that hindrances frustrate the basic needs, which then resulted in impaired well-being. Job 

challenges relate positively to basic need satisfaction (particularly to the needs for 

competence and relatedness), which explained their association with work engagement.  

Fourth, this dissertation further elaborated upon the roles of personal resources as 

outlined in the JD-R model. Building upon SDT and the PE-fit literature, Chapter 11 specified 

yet another role of the personal resources of being intrinsically value orientated: Intrinsic 

values fortified the relation between job resources and employees‟ well-being, that is, their 

main effects, as well as their role as buffers of job demands. Chapter 11 also clarified 
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inconsistent findings regarding the moderating role of personal resources on the associations 

of job demands. Personal resources moderated the associations of job challenges, but not of 

job hindrances. This might be because investing energy in job challenges may result in 

favourable outcomes, while trying to overcome job hindrances is less likely to yield future 

gains.  

Fifth, in Chapter 9 and 10 we took a more dynamic perspective towards job design and 

showed that personal resources, in terms of intrinsic work values, may assist individuals in 

achieving high quality employment. Specifically, as specified in Chapter 9, unemployed 

individuals pursuing intrinsic work values likely adopt these types of flexibility that may 

assist in finding high-end employment: They invest in additional training, search for 

interesting jobs and attach less importance to their future pay. Extrinsically oriented 

individuals, in contrast, seem to place high priority on  their pay level and status, perhaps at 

cost of the content of their future job. Chapter 10 demonstrated that intrinsically oriented job 

seekers may indeed achieve jobs with high job resources, which then leads to increased well-

being. Extrinsically oriented individuals, in contrast, experience less job resources in their 

future jobs, and are, therefore less engaged.  

Finally, the current dissertation tapped into burnout and work engagement, the main 

outcomes of the JD-R model. Chapters 12 and 13 counter the JD-R model‟s assumption that 

burnout is unrelated to motivation and/or only associates with a lack of motivation, while 

work engaged workers are highly motivated. Starting from the differentiation of autonomous 

and controlled motivation as outlined in SDT, results showed that work engagement 

associates with high autonomous motivation, while burnout is qualified by a lack of 

autonomous motivation but also the presence of controlled motivation.  

The current dissertation may resolve some questions in the realm of the JD-R model. 

Various issues, however, remain and new questions are posed. First, as noted in each of the 

chapters, the studies of this dissertation share some limitations, which future research may 

aim to overcome. In short, future studies may, for example, rely on other reports or objective 

data to overcome potential problems associated with the use of self-reported data. Second, we 

employed representative and heterogeneous samples as well as a diversity of organizational 

samples, including workers with different professions and demographic characteristics. 

Across these samples, however, blue collar workers seem to be rather underrepresented. 

Therefore, we would like to encourage future research to particularly sample blue workers to 

attest to the generalisability of the results. Third, most of the results of this dissertation draw 
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upon cross-sectional data, which do not allow for conclusions regarding causality. Assessing 

the causal relations between the job characteristics categories, motivation and burnout and 

work engagement may however be a fruitful avenue for future research. This might be 

particularly interesting in view of the recent research suggesting that employees may also 

influence the reported job characteristics (Xanthopoulou et al., 2009), as was suggested in the 

literature on job crafting (Wrzesniewski & Dutton, 2001). The JD-R literature may, for 

example, also benefit from studies that tap into the suggested health-impairing impact of job 

challenges, which could not be replicated in the JD-R model. Future studies may for instance 

answer potential questions regarding the interplay between job hindrances, job challenges and 

job resources and the different roles of personal resources in the JD-R model, among others.  

Despite these limitations and remaining questions, the studies of the current 

dissertation aimed to elaborate upon the JD-R model. In fine-tuning this model, they further 

attest to job design as a fruitful avenue toward employees‟ thriving in the work context. 
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Part 2: SDT 

 

Work Motivation: 

A Perspective from the Self-Determination Theory 

 

Over the past 40 years, the Self-Determination Theory (SDT; Deci & Ryan, 2000) has 

developed into a grand theory of human motivation and optimal functioning. As outlined in 

Chapter 1, SDT recently gained acceptance in the field of occupational health psychology 

(Gagné & Deci, 2005; Sheldon, Turban, Brown, Barrick, Judge, 2003) and several empirical 

contributions have now provided support for its validity in that domain too (see Chapter 2 for 

an overview). As also indicated in Chapter 2, some of the SDT-concepts share resemblance 

with other concepts and theories in work and organisational psychology. SDT, however, is 

rather unique in providing a coherent and encompassing framework in which the quality (in 

addition to the quantity) of motivation occupies a prominent place. SDT largely builds upon 

three concepts: It differentiates between (a) autonomous and controlled motivation or 

behavioural regulation (i.e. the 'why' of behaviour), and (b) intrinsic and extrinsic values (i.e. 

the 'what' of behaviour), which are both said to be energized by (c) satisfaction of one‟s basic 

psychological needs (i.e. essential nutriments for optimal functioning; Deci & Ryan, 2008). 

Within this part of the introduction, we briefly describe these concepts and review some of the 

empirical findings that have supported SDT‟s assumptions. In doing so, we specify some 

unaddressed issues and highlight how we attempted to resolve them  in the current 

dissertation.  

 

 

This chapter is based on: Van den Broeck, A., Vansteenkiste, M., & De Witte, H. (2008). Self-

determination theory: A theoretical and empirical overview in occupational health psychology. In J. 

Houdmont & S. Leka (Eds.). Occupational Health Psychology: European Perspectives on Research, 

Education, and Practice. Vol. 3. (pp. 63-88). Nottingham: Nottingham University Press. 
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Essential nutriments: Satisfaction of the basic psychological needs  

Basic need satisfaction in Self-Determination Theory 

As outlined in Chapter 1, SDT builds on an organismic dialectic meta-theory in which 

individuals are postulated to be active (rather than re-active), growth-oriented organisms who 

stand in dialectical interplay with their environment (Deci & Ryan, 2000; Deci & 

Vansteenkiste, 2004). SDT, however, also acknowledges that individuals may become passive 

and/or counterproductive (Ryan & Deci, 2000). SDT thus does not take individuals‟ natural 

growth orientation for granted, but suggests that this inherent tendency requires fundamental 

nutrients to come about. Just like plants need water, sunshine and minerals to flourish, SDT 

considers the satisfaction of three basic psychological needs essential for individuals‟ optimal 

psychological flourishing. These basic psychological needs are therefore conceptualised as 

'those nutrients that must be procured by a living entity to maintain its growth, integrity and 

health' (Deci & Ryan, 2000, p. 326). Three needs are considered to fit this definition, that is, 

the need for autonomy, the need for competence and the need for relatedness.  

First, in line with deCharms (1968), the need for autonomy is defined as individuals‟ 

inherent desire to act with a sense of choice and volition, that is, to be the author of one's 

actions and to feel psychologically free (Deci & Ryan, 2000). SDT's concept of autonomy 

differs from the conceptualisation of autonomy in terms of independence or discretion as is 

frequently held in psychological research (Morgeson & Humphrey, 2006). In fact, the need 

for autonomy is relatively orthogonal to independence (Soenens, et al., 2007; Vansteenkiste, 

Zhou, Lens, & Soenens, 2005). Autonomy satisfaction may accompany independent acting, 

but may also be experienced when employees willingly follow requests from others. For 

example, if employees are asked to execute a particular task, they might exert little if any 

discretion about which task to accomplish. If they perceive the task as fun, interesting or 

meaningful, however, they are likely to act with a sense of volition and psychological 

freedom (Ryan & Deci, 2006). In such case, employees do not act independently, but 

nevertheless act volitionally.  

Second, following White (1959), SDT defines the need for competence as the desire to 

feel capable to master the environment and to bring about desired outcomes (Deci & Ryan, 

2000). The need for competence is prominent in individuals' propensity to explore and 

actively seek out challenges in which one can extend one's physical and psychological skills. 

Satisfaction of the need for competence helps individuals to develop their skills and adapt to 

complex and changing environments. The need for competence is rather uncontroversial 
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within work and organizational psychology. Related constructs have been proposed in 

cognitive oriented models, such as Vroom‟s (1964) construct of the expectancy to obtain 

valued outcomes and Bandura‟s (1997) self-efficacy concept. However, some conceptual 

differences between these constructs and the need for competence may be mentioned. 

Specifically, self-efficacy (and outcome-expectancies) refers to acquired or learned cognitions 

about one‟s capacities to execute a specific future task. Competence satisfaction, in contrast, 

is an innate propensity, referring to a more general, affective state that is experienced after 

successful task-completion. Despite these conceptual differences, however, the 

operationalisations of self-efficacy and the need for competence might show some overlap, 

which has led some authors to use self-efficacy as a proximal indicator of the need for 

competence (e.g. Roca & Gagné, 2008).  

Finally, building upon Baumeister and Leary (1995), SDT conceptualizes the need for 

relatedness as the inherent propensity to feel connected to others, that is, to be a member of a 

group, to love and care and be loved and cared for (Deci & Ryan, 2000). The need for 

relatedness is satisfied if people experience a sense of communion and maintain close and 

intimate relationships. Employees who feel part of a team and feel free to express their 

personal concerns and positive experiences are more likely to have their need for 

belongingness met than employees who feel lonely and lack social support. The concept of 

relatedness is in line with developmental approaches such as attachment theory (Bowlby, 

1969) which emphasizes the importance of secure and nurturing attachment bonds. Like the 

need for competence, the need for belongingness is little controversial within work and 

organizational psychology. Its importance is mirrored in concepts such as social support 

(Viswesvaran, Sanchez, & Fisher, 1999) and loneliness at work (Wright, Burt, & Strongman, 

2006).  

The concept of needs has received quite some attention within psychology (Latham & 

Pinder, 2005). Maslow (1943), for example, postulated the concepts of inborn needs for self-

actualization and social recognition, while Murray (1938) started the tradition on socialized 

needs, such as the needs for achievement, power and affiliation. However, as outlined in Deci 

and Ryan (2000), the construct of needs as conceptualised within SDT differs somewhat from 

these other need concepts. Most importantly, other theories generally consider needs to be 

acquired through lifespan. They therefore focus upon inter-individual difference in need 

strength. Need strength then reflects the importance that individuals have learned to assign to 

particular desires throughout their socialization. SDT, in contrast, postulates that the three 
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needs for autonomy, competence and relatedness are basic, innate propensities (Deci & Ryan, 

2000). As all individuals are endowed with these needs, rather than focusing on differences in 

need strength, SDT pays particular attention to the degree in which one is able to satisfy the 

basic needs. According to SDT, individuals are more and especially qualitatively better 

motivated to the extent that they have their three basic needs satisfied (Deci & Ryan, 2000). 

In line with the assumption that the environment may contribute to the satisfaction of 

the basic needs, various social and structural aspects of the environment have been related to 

need satisfaction. In the context of work, an autonomy supportive leadership style and work 

climate have been modelled as social antecedents of need satisfaction (Baard, Deci, & Ryan, 

2004; Gagné, 2003). Stimulating job characteristics such as task significance and task 

feedback are indicated as structural work aspects satisfying the basic psychological needs 

(Gagné, Senécal, & Koestner, 1997; Richer, Blanchard, & Vallerand, 2002).  

In line with SDT, various studies furthermore confirmed that basic need satisfaction 

associates positively with employees‟ thriving and negatively with suboptimal functioning 

(Deci & Ryan, 2000). Satisfaction of the basic psychological needs in the occupational 

context has, for instance, been positively related to (a) work related well-being in terms of 

task and job satisfaction; (b) general well-being as indexed by decreased insomnia, anxiety 

and depression; (c) favorable attitudes in terms of organizational commitment, compliance in 

organizational change and reduced turnover intentions; (d) high quality motivation; and (e) 

constructive behaviour in terms of performance, work related learning and helping behaviour 

(e.g. see Gagné & Deci, 2005 and Van den Broeck, Vansteenkiste, & De Witte, 2008 for 

overviews). These results have been replicated across professional levels, sectors and cultures 

(e.g. Deci, Ryan, Gagné, Leone, Usunov, & Kornazheva, 2001), which provides support for 

the claim that satisfaction of the basic needs yields universal positive associations. Notably, 

the positive relationship between need satisfaction and employees' optimal functioning also 

remained significant after controlling for employees' salary and organisational status. 

Moreover, need satisfaction even accounted for more variance in the outcomes than the latter 

aspects (Ilardi, Leone, Kasser, & Ryan, 1993). Optimal functioning at work may thus not be 

primarily determined by organisational rewards, but also, and to a larger extend, by the 

satisfaction of the basic psychological needs. Interestingly, basic need satisfaction positively 

predicts average earnings: It goes along with work participation, performance and, therefore, 

monthly wages (Kasser, Davey & Ryan, 1992).  

Despite the large support for SDT‟s conceptualization of basic psychological needs for 
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autonomy, competence and relatedness, some questions remain unaddressed. Some of these 

questions are perhaps left unanswered because of the limitations of the scales that are 

currently used to asses need satisfaction in the context of work. To overcome these 

limitations, first, we developed and validated a new work related basic needs satisfaction 

scale. Second, to add to the studies that largely focus upon need supportive environmental 

features, this dissertation aimed to examine the impact of job demands as a structural 

environmental feature that might frustrate the basic needs at work. The studies dealing these 

issues are described in the following paragraphs. 

Measuring basic need satisfaction 

Within the work and organizational literature, different instruments have been used to 

tap into individuals‟ basic needs satisfaction. Some scholar relied on concepts approximating 

need satisfaction such as empowerment (Gagné, et al., 1997) and self-efficacy (Roca & 

Gagné, 2008). Others employed the work motivation scale (Ilardi, et al., 1993; Kasser ,et al., 

1992) or the basic need satisfaction at work scale (Baard, et al., 2004; Deci, Ryan, et al., 

2001; Vansteenkiste, et al., 2007). Still others have created ad hoc adaptations of these scales 

(e.g. Lynch, Plant, & Ryan, 2005). None of these questionnaires has, however, stringently 

been validated yet. Moreover, some problems seem to arise.  

First, some of the items of the current work related need satisfaction scales seem to tap 

into antecedents (e.g. job characteristics; „People at work tell me I am good at what I do‟) or 

consequences (e.g. intrinsic motivation; „How much do you enjoy your work‟) of need 

satisfaction, rather than measuring satisfaction per se. This may artificially boost the relations 

between need satisfaction and its correlates, and therefore obscure the results.  

Second, some items of the current scales seem to refer to several needs at the same 

time (e.g. competence and relatedness: „People at work tell me I am good at what I do‟), 

which compromises the differentiation of the three basic needs. This, in turn, forestalls 

research on the potential different antecedents and/or consequences of the satisfaction of the 

needs for autonomy, competence and relatedness. Therefore, several researchers just studied 

the associations of overall basic need satisfaction, by means of a composite score for need 

satisfaction. Theoretically, this is consistent with SDT‟s claim that the three basic 

psychological needs are all crucial for optimal functioning (Deci & Ryan, 2000), that is, none 

of the needs can be neglected without evident decreases in psychological health and 

performance (Milyavskaya et al., 2009). The question however remains whether all needs are 

equally important  for all aspects of optimal functioning in all circumstances (e.g. family life, 
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professional life). Some studies touching upon the unique contributions of each of the needs 

hint at some unique correlates of the three basic needs. These studies, however, remain rather 

exploratory and yield mixed results. For example, whereas some authors found that only work 

related autonomy and relatedness satisfaction associate positively with job satisfaction 

(Boezeman & Ellemers, 2009), others suggest that also competence satisfaction is important 

to experience well-being (Lynch et al., 2005). In a similar vein, some authors model only need 

for competence as a predictor of optimal job performance (Greguras & Diefendorff, 2009), 

while others also attest to the role of relatedness satisfaction to arrive at optimal performance 

(Baard et al., 2004).  

Finally, the scales used so far did not tap into the potential differentiation among need 

satisfaction and need frustration. This aligns with the dominant focus of SDT on the positive 

side of individuals‟ functioning (i.e. on need satisfaction) for which SDT was previously 

criticized by Pyszczynski, Greenberg, and Solomon (2000). SDT seems indeed to 

conceptualize need satisfaction and need frustration as the extreme poles of one and the same 

continuum, which hold opposite antecedents and consequences. The bipolar dimensionality of 

the positive and negative side of individuals‟ experiences is, however, highly debated, for 

instance, in emotion research (see for instance, Scollon, Diener, Oishi, & Biswas-Diener, 

2005 for an overview) and in research detailing work-related well-being (Gonzáléz-Romá, 

Schaufeli, Bakker, & Lloret, 2006). In these domains it is questioned whether individuals‟ 

positive and negative experiences fit into an overarching concept or must be differentiated 

into two separate continua (cfr. Watson & Tellegen, 1985). Gaining more insight in the 

structure of need satisfaction versus frustration may therefore be highly relevant, particularly 

in the occupational context, as also Herzberg (1968) theorized that job satisfaction and 

dissatisfaction emerge from two fundamentally different processes that hold different 

antecedents and consequences.  

To account for the difficulties of current work related need satisfaction scales, we 

developed and validated a new work related basic need satisfaction scale (W-BNS; Chapter 

8). Across four samples, totalling 1185 employees, this scale demonstrated a good factor 

structure. Results showed that the positively (i.e. need satisfaction) and negatively (i.e. need 

frustration) worded items clustered together into the subscales of the respective needs. This 

suggests that need satisfaction and need frustration can be located on the same underlying 

construct. Although the use of need satisfaction versus frustration as a unidimensional 

construct was already common practice in the SDT literature, Chapter 8 was the first to 
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formally tap into the structure of the positive and negative side of the needs.  

The three needs furthermore proved to be distinct, yet related constructs. The W-BNS 

therefore allows to elaborate upon each of the needs separately as well as to examine need 

satisfaction as an overarching construct. Satisfaction versus frustration of the needs for 

autonomy, competence and relatedness proved to be distinct from, but positively related to 

employees‟ well-being (i.e. job satisfaction and vigour, a main component of work 

engagement; Bakker, Schaufeli, Leiter & Taris, 2008). They were also negatively related to 

work related ill-being (i.e. emotional exhaustion, the main component of burnout; Maslach, 

Schaufeli, & Leiter, 2001). The latter finding may further argue against the criticism that SDT 

mostly accounts for the bright side of individuals‟ functioning (Pyszczynski et al., 2000). In 

addition, satisfaction of the needs for autonomy, competence and relatedness was positively 

correlated with general well-being, favourable attitudes towards the organisation (i.e. 

organisational commitment) as well as productive behaviour (i.e. self-reported performance). 

Each of the needs correlated with these potential outcomes, but results seemed to be 

somewhat stronger for the need for autonomy than for the other two needs. Only autonomy 

satisfaction held a unique contribution in the prediction of turnover.  

Concerning potential antecedents of need satisfaction versus need frustration, Chapter 

8 showed that satisfaction of each of the needs was positively related, yet distinct from, task 

autonomy, opportunities for skill utilization and social support. Although SDT equally 

maintains that detrimental contextual features may impact basic need satisfaction versus 

frustration (Deci & Ryan, 2000), as mentioned, to date, few studies have tapped into this 

issue. As detailed below, the current dissertation aimed to fill this void. Note that, in line with 

the literature in the realm of SDT, in the remainder of this chapter we use the term need 

satisfaction when referring to the overall construct of need satisfaction versus frustration.  

Job demands, Job hindrances and Job challenges as antecedents of need satisfaction  

In SDT, need satisfaction is considered as the crucial mechanism that explains the 

impact of the social environment on individuals‟ impaired and optimal functioning. Most 

research in the realm of SDT inspects the impact of supportive social and structural 

environmental aspects on need satisfaction, while some studies tap into the detrimental impact 

of other social agents (see for an overview Vansteenkiste, Niemiec, & Soenens, in press). As 

mentioned, in work and organizational psychology, attention has been paid to supervisory 

autonomy support (Baard et al., 2004; Deci, Ryan, et al., 2001) and stimulating job 

characteristics (Gagné et al., 1997) as need supportive environmental features. Chapter 8 
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further extended the results of Gagné and colleagues (1997) in showing that, yet other 

stimulating job characteristics such as social support of colleagues and opportunities for skill 

utilization may also contribute to the satisfaction of the basic needs. The current dissertation 

aimed to complement this previous work on positive environmental aspects. Specifically, we 

wanted to test SDT‟s assumption that potentially threatening structural job features may 

equally influence basic need satisfaction. Moreover, we aimed to examine whether (the lack 

of) need satisfaction may indeed explain the detrimental impact of these job aspects on 

employees‟ functioning, as suggested in SDT. To examine this issue, we relied on the Job 

Demands-Resources model (JD-R model; Bakker & Demerouti, 2007; Demerouti, Bakker, 

Nachreiner, & Schaufeli, 2001). 

The JD-R model assumes that a broad set of job characteristics, classified as job 

resources and job demands, may influence employees‟ impaired (i.e. burnout) and optimal 

(i.e. work engagement) work related well-being. This, in turn, relates to various individual 

and organisational outcomes (see Bakker & Demerouti, 2007 for an overview). According to 

the JD-R model, job resources (e.g. social support, task autonomy) are all aspects of the work 

context that may add to employees‟ optimal functioning (Bakker & Demerouti, 2007). Job 

resources prevent burnout (Hakanen, Schaufeli, & Ahola,  2008; Schaufeli, Bakker, & Van 

Rhenen, 2009) and enhance work engagement (Xanthopoulou, Bakker, Demerouti, & 

Schaufeli, 2009). Job demands (e.g. workload, role conflict) are all aspects of the work 

context that tax workers‟ personal capacities (Bakker & Demerouti, 2007). By wearing out 

workers‟ energy, they cause psychological and/or physiological costs, such as strain and 

burnout (e.g. Hakanen et al., 2008). Various studies have supported the JD-R model, both 

when using a variable-centered approach (see Bakker & Demerouti, 2007 for an overview) 

and when adopting a person-centered approach (Chapter 3), which allows to capture how the 

naturally occurring combinations of job demands and job resources associate with employees‟ 

functioning (Clatworthy, Buick, Hankins, Weinman, & Horne, 2005).  

The JD-R model thus describes the relationship of both stimulating (i.e. job resources) 

and health-impairing (i.e. job demands) job characteristics with both workers‟ impaired (i.e. 

burnout) and optimal (i.e. work-engagement) well-being. As such, the JD-R model allows to 

replicate previous results modelling need satisfaction as a meditational mechanism in the 

relation between stimulating job resources and employees‟ optimal functioning (Gagné et al., 

1997). At the same time, the JD-R model may provide the opportunity to test the associations 

of health-impairing structural work aspects on need satisfaction, and the role of need 
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satisfaction as a meditational mechanism in the health-impairing associations of job 

characteristics with the dark (i.e. burnout) and bright (i.e. work engagement) side of workers‟ 

functioning.  

A first study examining these issues (Chapter 6) employed an adapted version of the 

basic need satisfaction at work scale (Deci, Ryan, et al., 2001). Therefore, this study only 

allowed to test the role of overall basic need satisfaction. First, in line with previous research 

(Gagné et al., 1997), results showed that need satisfaction largely covered the associations of 

job resources (i.e. task autonomy, skill utilization, positive feedback and supervisory support): 

Need satisfaction fully accounted for the negative relation from job resources to emotional 

exhaustion, and partially explained the association of job resources with vigour. Results 

regarding job demands (i.e. workload, emotional demands, physical demands, and work-home 

interference) were less conclusive: General need satisfaction played only a minor role in the 

positive relation between the general category of job demands and burnout.  

The correlations of the specific job demands and need satisfaction seemed to provide 

an explanation for this unexpected result (Chapter 6). These correlations indicated that not all 

job demands related to need satisfaction in the same way: Whereas, for instance, emotional 

demands and work-home interference displayed the expected negative association, workload 

was positively related to overall need satisfaction. Although unexpected at first sight, these 

results seemed to align with recent evolutions in the stress literature, in which health-

impairing job characteristics are bifurcated into job hindrances and job challenges (Lepine, 

Lepine, & Jackson, 2004; Podsakoff, Lepine, & Lepine, 2007). In the stress literature, job 

hindrances (e.g. emotional demands, role problems) are defined as obstacles that cannot be 

overcome. They therefore deplete employees‟ motivation and impair health. Job challenges 

may also require energy, but are surmountable. They therefore yield the promise of future 

gains and, hence, may contribute to employees‟ well-being. Four studies in this dissertation 

(Chapters 4, 5, 7 and 10) supported the differentiation between job hindrances and job 

challenges in the realm of the JD-R model. These studies attested to the detrimental nature of 

job hindrances, which related positively to burnout and negatively to work engagement. 

Across the four studies, limited support was, however, found for the detrimental impact of job 

challenges. After controlling for the positive association of job hindrances and the negative 

association of job resources with burnout, job challenges were generally unrelated to this 

aspect of ill-health. Although this calls for future research, for now, this may suggest that job 

challenges may primarily result in favourable outcomes. 
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Differentiating job hindrances and job challenges allowed to further examine whether 

basic need satisfaction may account for the health-impairing impact of demanding structural 

aspects of the work environment. Specifically, as job hindrances are defined as obstacles that 

cannot be overcome, they likely frustrate the basic needs. To the extent that they yield 

positive consequences, job challenges might, in contrast, relate positively to need satisfaction. 

Job challenges may indeed provide opportunities for the satisfaction of the basic needs, but 

these are only likely to be honoured when job challenges are overcome. In sum, we would 

therefore expect job hindrances to relate negatively and job challenges to relate positively to 

need satisfaction. Need satisfaction may then explain the associations of both types of job 

demands with employees‟ well-being.  

Chapter 10 was designed to research basic psychological need satisfaction as the 

process underlying the associations of job hindrances, job challenges, as well as job resources 

with burnout and work engagement. Herein, we made use of the W-BNS, which also allowed 

for a first exploration of the unique contributions of each of the needs for autonomy, 

competence and relatedness in these relations. The results of Chapter 10 supported the 

assumption that job hindrances may frustrate the basic needs, while job challenges enhance 

need satisfaction. Need satisfaction, in turn, intervened in the relations of both these job 

demands with burnout and work engagement: Full mediation was found for the negative 

association of job hindrances with work engagement, while the needs partially explained the 

positive associations between job hindrances and burnout, and between job challenges and 

work engagement. Notably, the results of Chapter 10 also replicated the previous results 

attesting to the mediating role of need satisfaction in the relation between job resources and 

both burnout and work engagement. Interestingly, particularly the needs for autonomy and 

relatedness seemed to play a mediating role in all these relationships, as the need for 

competence did not yield unique associations with burnout and work engagement. We would 

like to invite further research to tap into the differential relations of each of three basic 

psychological needs, which may be facilitated by the development of the W-BNS.  

According to SDT, satisfaction of the needs for autonomy, competence and 

relatedness may not only be important as such, need satisfaction also represents the 

underlying principle guiding individuals‟ behavioral regulation and value orientation, which 

may be considered as the „why‟ and „what‟ of individuals‟ motivation respectively (Deci & 

Ryan, 2000). The following paragraphs elaborate upon these aspects of SDT respectively.  
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The 'why' of behaviour: Autonomous and controlled motivation 

Autonomous and controlled motivation in Self-Determination Theory 

As noted in Chapter 1, the conceptual development of SDT took off with the study of 

the interplay between intrinsic and extrinsic motivation (Deci, 1975). Intrinsic motivation is 

defined as the engagement in an activity for its own sake, that is, for the satisfaction and 

enjoyment experienced during the course of the activity itself. Intrinsically motivated 

employees are genuinely interested in their jobs and experience enjoyment while working. 

Extrinsic motivation, in contrast, concerns the engagement in an activity to obtain an outcome 

that is separable from the activity. Extrinsically motivated employees put effort in their jobs to 

obtain, for example, a salary or a bonus. Several motivation theories (e.g. Atkinson, 1964; 

Vroom, 1964) consider intrinsic and extrinsic motivation to be additive, such that both types 

of motivation may be summed up to arrive at individuals' total motivation. In such an additive 

view, providing extrinsic rewards for doing an inherently interesting task would increase 

individuals' total amount of motivation.  

Early studies in the realm of SDT, however, revealed that this additive effect was 

largely dependent upon the type of rewards provided (Deci, 1975). Rather than adding up, 

external contingencies such as monetary rewards, but also threats and deadlines were found to 

undermine intrinsic motivation, particularly when they were expected and made contingent 

upon task engagement, task completion or performance (see Deci, Koestner, & Ryan, 1999, 

2001 for meta-analyses). This is because such extrinsic motivators likely frustrate the need for 

autonomy. Accordingly, individuals‟ locus of causality becomes extrinsic rather than 

intrinsic: Instead of feeling the behaviour is emanating from themselves, individuals feel 

coerced to conduct the particular behaviour when such external contingencies are present. 

Other external contingencies, and in particular verbal rewards such as positive feedback, do 

not result in a decrease in motivation. In contrast, they enhance intrinsic motivation, 

especially when given in a supportive way (Deci, Koestner, et al., 1999, 2001). This is 

because such contingencies likely have high information value, and therefore satisfy the need 

for competence. 

The research on the relationship between different types of extrinsic contingencies and 

intrinsic motivation provided the impulse for a more refined view on extrinsic motivation 

(Vansteenkiste, Neimiec, & Soenens, in press). Inspired by the diverging impact that extrinsic 

contingencies may have, SDT discerns four types of extrinsic motivation (Ryan & Connell, 

1989). These types vary can be ordered on a continuum in terms of the degree to which 
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individuals have internalised and integrated the extrinsic reason for behavioural engagement, 

that is, the degree to which they experience the reason for a particular extrinsically motivated 

action as part of their self (i.e. intrinsic versus extrinsic locus of causality; Deci & Ryan, 

1985).  

First, external regulation refers to the engagement in an activity to meet external 

expectations, to obtain rewards or to avoid punishments. The reason for conducting the 

behaviour is thus situated external to the individual (i.e. external perceived locus of causality, 

Ryan & Connell, 1989). These external contingencies can be material as well as social. 

Externally pressured employees may, for instance, work hard to obtain a bonus or to get the 

recognition of their supervisor. External regulation is the type of regulation emphasized in 

operant theory (e.g. Skinner, 1974). In the second type of extrinsic motivation, labelled 

introjection, the originally externally situated reasons for acting are partially taken in, that is, 

the behaviour is guided by internally pressuring reasons. In case of introjection, people 

buttress their behaviour with internally administered rewards and punishments such as 

attaining pride or avoiding guilt and shame, respectively. Instead of, for example, working 

overtime to meet their supervisor‟s expectations (i.e. external regulation), introjected 

regulated employees may work long hours because they would feel guilty otherwise. Both 

external regulation and introjected regulation are characterised by an external perceived locus 

of causality (deCharms, 1968). As no or only little internalisation has taken place, external 

and introjected regulation are likely to be experienced as pressuring. These two types of 

extrinsic motivation may therefore be combined under the heading of controlled motivation 

(Deci & Ryan, 2000). Accordingly, empirical research often relies on this overarching 

category, rather than measuring external and introjected regulation separately (e.g. 

Vansteenkiste, Zhou, et al., 2005).     

Identified and integrated regulation are the two remaining types of extrinsic 

motivation (Ryan & Connell, 1989). Both are said to be characterised by an internal perceived 

locus of causality (deCharms, 1968), that is, individuals perceive the behaviour as their own 

because they identify with the reason for the activity. In case of identified regulation, the goal 

of the behaviour is personally endorsed and considered important. Internalisation is, however, 

not complete until integration has occurred. In the case of integration one engages in an 

activity because this activity fits one‟s broader set of values and beliefs. Identified reasons for 

behavioural engagement do not necessarily concord with other aspects of one's self. For 

instance, a nurse may put effort in her job because she personally values her job which she 
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believes is useful and meaningful (i.e. identified regulation) or because she believes her job as 

a nurse is in line with her other values referring to helping others (i.e. integrated regulation). 

In the case of identified and integrated regulation, the reason for performing the behaviour is 

personally accepted and internalised. The behaviour is said to be enacted with a sense of 

volition. Therefore, identified and integrated regulation are both considered types of 

autonomous motivation (Deci & Ryan, 2000). Intrinsically motivated behaviour is considered 

the most autonomous type of motivation because people spontaneously and freely follow their 

interests while being intrinsically motivated (Deci & Ryan, 2000). Importantly, the position of 

the regulations on the internalization continuum and the differentiation between controlled 

and autonomous motivation must not lead to the conclusion that these types of motivation 

represent stages through which workers gradually move (Gagné & Deci, 2005). Instead, 

workers can integrate different behaviours to various degrees and can at any point in time 

internalise behaviours that were not assimilated previously. 

According to SDT, the satisfaction of one‟s basic psychological needs energizes the 

internalization process and promotes the experience of intrinsic motivation. First, as 

mentioned, external regulating contingencies are generally used to force individuals to do 

things they would not spontaneously do. Therefore, they likely frustrate the need for 

autonomy. To the extent that they provide positive feedback, they may however contribute to 

competence satisfaction (Deci, Koestner, & Ryan, 2001). The need for relatedness is not 

strongly associated with external regulation (Deci & Ryan, 2000). Feeling associated with 

others is, however, fundamental for the personal endorsement and internalisation of socially 

prescribed norms and values. Such norms and values are indeed often introduced by others, to 

whom one feels related (Deci & Ryan, 2000). Satisfaction of the need for relatedness may 

therefore facilitate internalisation to the degree of introjected regulation. Introjected regulation 

may also associate with competence satisfaction, as individuals would need at least some 

feelings of effectance to engage in introjected behaviours. However, the satisfaction of the 

need for autonomy is critical to promote full internalisation (Deci & Ryan, 2000): To 

assimilate activities with one's abiding values and goals, individuals need to feel 

psychologically free and volitionally endorse the importance of these activities. In line with 

these assumptions, in the context of work, the satisfaction of the needs for competence and 

relatedness was shown to relate positively to employees' autonomous versus controlled work 

regulation (Otis & Pelletier, 2005; Richer, et al., 2002; Vansteenkiste, De Witte, & Lens, 

2006). Chapter 8 contributed to these findings. It supported that controlled motivation is 
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characterized by a lack of autonomy satisfaction, but is unrelated to the other needs. In line 

with the expectations, autonomous motivation associated positively with the satisfaction of 

each of the three needs. 

Because of their different relation with the basic needs, autonomous and controlled 

motivation yield divergent outcomes. While controlled motivation forestalls optimal 

functioning, autonomous motivation likely leads to favourable outcomes. To examine this 

issue, several scholars computed a quality of motivation index to assess workers‟ level of high 

quality (i.e. autonomous) as compared to low quality (i.e. controlled) motivation. Such an 

index considers the degree to which workers‟ autonomous motivation outweighs their 

controlled motivation. Various formulas are used to compute such an index. Some scholars, 

for instance, assign a weight to each of the motivation subscales which reflect their placement 

on the self-determination continuum (e.g. Richer et al., 2002; Otis & Pelletier, 2005). Others 

tend to subtract employees‟ level of controlled motivation from their autonomous motivation 

(e.g. Bono & Judge, 2003).  

Using such a relative index, it was found that being more autonomously compared to 

controlled motivated for work is positively related to both work related and general well-

being, in terms of, for instance, job satisfaction, life satisfaction, and general mental health. It 

associates negatively with ill-being as measured with emotional exhaustion and cynicism (e.g. 

Fernet, Guay, & Senécal, 2004, Judge, Bono, Erez, & Locke, 2005). Second, being 

predominantly autonomously motivated for one‟s job associates positively with optimal 

attitudes such as organizational commitment and decreased turnover intentions (e.g. Gagné, 

Chendli, Forsest, & Koestner, 2008; Richer et al., 2002). Finally, it associates positively with 

self-rated job performance and knowledge sharing (Bono & Judge, 2003; Foss, Minbaeva, 

Pedersen, & Reinholt, 2009; Millette & Gagné, 2008). These findings have been shown when  

assessing one‟s regulations for a specific task (Fernet, Sen, Guay, Marsh, & Dowson, 2008), 

in a specific domain (e.g. Richer et al., 2002), or for one‟s work-related goals (Bono & Judge, 

2003). Similar findings have been obtained in various sub-domains of work and 

organisational psychology including the process of career exploration (Guay, Senécal, 

Gauthier, & Fernet, 2003; Guay, 2005) and unemployment (Vansteenkiste, Lens, De Witte, & 

Feather, 2005; Vansteenkiste, Lens, DeWitte, De Witte, & Deci, 2004). Together with the 

literature in other domains these studies attest to SDT‟s assumption that the quality of 

motivation matters (Deci & Ryan, 2008).  

Only few studies, however, contrasted SDT‟s qualitative view directly with the 
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quantitative perspective on motivation to examine the relative importance of the quality and 

the quantity of motivation (e.g. Vansteenkiste, Sierens, Soenens, Luyckx, & Lens, 2009). 

None of these studies have contrasted the qualitative and quantitative view with respect to 

work motivation. The current dissertation aimed to fill this void. 

The quality versus quantity of motivation 

Within SDT, it is believed that workers may at any point in time combine different 

regulations for their job (Sheldon et al., 2003). Theoretically, some employees may thus hold 

primarily autonomous (i.e. high quality) work motivation, whereas others may primarily hold 

controlled (i.e. low quality) work motivation. Still others may, however, combine both 

autonomous and controlled motivation, which would, together, result in high quantity 

motivation. A final group may largely lack any type of motivation and therefore be 

characterized by low quantity motivation. Only few scholars, however, tapped into this 

diversity of motivational profiles. Moreover, in using a relative autonomy index, SDT 

scholars tend to equal workers holding both high autonomous and high controlled motivation 

with workers scoring low on both types of motivation. Similarly, in a quantitative viewpoint, 

no difference would be made between employees holding only autonomous or only controlled 

work motivation. Instead of collating some types of motivation, it may however be instructive 

to compare all four profiles when comparing the quantitative perspective and SDT‟s view on 

work motivation (Vansteenkiste et al., 2009). A person-centered approach (i.e. cluster 

analysis) may allow for such an encompassing analysis.  

A person-centered approach contrasts with the dimensional approach, which is 

frequently used to examine motivation. A dimensional approach breaks down the complex 

social world into distinct dimensions. It then aims to identify relationships between 

independent and dependent variables, such as, for example, between autonomous and 

controlled motivation and well-being. A person-centered approach such as cluster analysis, in 

contrast, searches for groups of employees that are characterized by a particular set of scores 

(i.e. on autonomous and controlled motivation). The retained groups are then characterized by 

a minimum of in-group variance, but maximally different from each other, thus being 

characterized by maximum between-group variance (Gore, 2000). A person centered 

approach may therefore capture the natural (co-)occurrence of autonomous and controlled 

work motivation. It further allows for the comparison of the different motivational profiles 

(Clatworthy et al., 2005), which may then shed light on the contrasting hypotheses of SDT 

and the quantitative viewpoint on motivation.  
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Specifically, from a quantitative point of view, workers scoring high on both 

autonomous and controlled motivation would report the most optimal functioning, followed 

by workers holding either high autonomous and low controlled or low autonomous and high 

controlled work motivation, and then, workers scoring low on both types of work motivation. 

SDT‟s qualitative approach of motivation, however, would predict that the most optimal 

functioning would be experienced by workers reporting high autonomous and low controlled 

motivation. Workers scoring high on both types of motivation or scoring low on both types of 

motivation would report less optimal functioning, because their levels of autonomous 

motivation would not outweigh their controlled motivation. The least optimal functioning 

would be experienced by workers who hold only controlled motivation for work.  

Chapter 12 allowed to examine the conflicting hypotheses of SDT and the quantitative 

point of view with respect to workers‟ well-being via cluster analysis. To increase the 

generalisability of the results, we examined a heterogeneous sample which was representative 

for the Belgian workforce, and two homogeneous samples collected in a Belgian communality 

and a Dutch call-center sample, respectively. Across samples, and in line with previous 

research in the educational context (Vansteenkiste et al., 2009), a highly stable four-cluster 

solution emerged including (1) a cluster characterized by high autonomous and high 

controlled motivation, (2) a cluster typified by high autonomous and low controlled 

motivation, (3) a cluster reflecting low autonomous and high controlled motivation and (4) a 

cluster of workers reporting low autonomous and low controlled motivation. The comparison 

of these clusters in terms of well-being, however, failed to provide full support for either the 

quantitative perspective on work motivation or SDT. Instead, the findings seemed to highlight 

the importance of autonomous motivation for workers‟ thriving. The first two clusters (i.e. 

workers with high autonomous-low controlled and workers with high autonomous-high 

controlled work motivation) reported the most well-being in terms of high job satisfaction, 

high work engagement and low burnout. Workers of the remaining two clusters reported 

lower levels of well-being; but results were somewhat inconclusive regarding their relative 

position. Workers characterized by both low autonomous-low controlled motivation and 

workers holding low autonomous-high controlled motivation were both little satisfied with 

their job. While the former were less engaged for their work, the latter tended to experience 

more strain.  

We would like to invite future research to disentangle the relative harmful effect of 

holding controlled versus holding no motivation regarding various aspects of employees‟ 
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functioning. In all, results seem, however, to indicate that particularly autonomous motivation 

determines workers‟ well-being: Workers who are autonomously motivated for their work 

report high well-being, while workers lacking high quality motivation experience less well-

being. In contrast to SDT, holding controlled motivation must not necessarily impede 

workers‟ well-being, especially not when they are also autonomously motivated. Note that, in 

contrast to the quantitative perspective, adding controlled motivation to autonomous 

motivation does result in an increase in motivation neither.  

Interestingly, results of Chapter 12 thus not only tap into the divergent perspectives on 

the quality and quantity of work motivation, but equally seem to point at some potential 

differences regarding the relative importance of autonomous and controlled work motivation. 

These results therefore seem to question the use of a relative motivation index. Such an index, 

for example, tends to consider autonomous and controlled motivation as equally strong 

predictors of workers‟ functioning: While autonomous motivation enhances workers‟ 

functioning, controlled motivation has a negative impact. However, the impact of controlled 

motivation may perhaps not be that negatively. As such, a relative score tends to be 

disadvantageous towards workers holding controlled motivation. For example, when using a 

relative autonomy index, workers reporting both high autonomous and high controlled 

motivation would be equalled with workers scoring low on both types of work motivation. 

Chapter 12, however, indicated that these workers experienced as much well-being as workers 

holding high autonomous and low controlled motivation .  

Chapter 13 allowed to further examine this issue by using a dimensional approach. 

Specifically, we studied the relative contributions of controlled and autonomous motivation in 

the prediction of both a negative (i.e. emotional exhaustion) and positive (i.e. vigour) aspect 

of employees‟ well-being among white collar workers. This study allowed to replicate the 

results of Chapter 12 regarding the main components of burnout and work engagement. 

Results revealed that controlled motivation associated positively with emotional exhaustion, 

but had no unique contribution in the prediction of vigour. Autonomous motivation, in 

contrast, was relatively strongly negatively related with emotional exhaustion and displayed a 

strong positive association with vigour. In sum, although controlled work motivation might 

yield some detrimental effects, the (lack of) autonomous motivation again seemed most 

predictive for individuals‟ impaired and optimal well-being.  

In all, these studies seem to attest to the importance of high quality, i.e. autonomous, 

motivation for work. Results regarding controlled motivation seem to point at some 



Introduction 

60 

particularities of low quality motivation. Specifically, while the dimensional approach 

suggested that controlled motivation is perhaps a less powerful negative predictor of workers‟ 

well-being, the person-centered analysis indicated that holding controlled motivation for work 

must not necessarily worsen workers‟ functioning: Holding controlled motivation in addition 

to autonomous motivation does not seem to result in decreased well-being. It may perhaps 

also not result in less optimal well-being relative to holding no work motivation, but future 

research is needed to further substantiate this claim. In all, the results justify SDT‟s 

assumption that the quality of motivation is important. Indeed, whereas theories focusing 

upon the quantity of motivation may consider any type of motivation beneficial, in line with 

SDT, the current results highlight that particularly high quality motivation may be worth 

pursuing.  

Besides the distinction between controlled and autonomous motivation (i.e. the 'why' 

of behaviour; Deci & Ryan, 2000), SDT also suggest that basic need satisfaction may guide 

workers‟ value orientation. Individuals‟ value orientation concerns the 'what' of behaviour, 

and is detailed in the following paragraphs (Deci & Ryan, 2000).  

The ‘what’ of behaviour: Intrinsic and extrinsic work values 

Conceptualisation of intrinsic and extrinsic work values 

The motivational influences of values, or - on a less abstract level - goals,  are well-

known within occupational health psychology (Latham & Pinder, 2005). Expectancy-Value 

Theory (Feather, 1992; Vroom, 1964), and Goal-Setting Theory (Latham & Locke, 2006; 

Locke & Latham, 1990) argue, for instance, that workers who strive for a higher number of 

goals, higher valued goals and/or more specific goals are more strongly motivated for their 

work. The Person-Environment Fit theory further suggests that a fit between the individuals‟ 

values and the organisation results in optimal functioning (Kristof-Brown, Zimmerman, & 

Johnson, 2005). These theories mostly focus upon how strongly employees embrace their 

work values. As such, they take a quantitative point of view.  

SDT, however, adopts a slightly different approach, and underlines the importance of 

the content of values. Specifically, SDT makes a qualitative distinction between intrinsic 

values, such as contributing to the community, affiliating to others, and self-development, and 

extrinsic values, such as accumulating wealth, acquiring fame and achieving power (Kasser & 

Ryan, 1996). Working hard as an employee may, for instance, serve intrinsic values because a 

higher ranked job offers new challenges and growth opportunities. It may, however, also 
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correspond to holding extrinsic values  because higher ranked jobs likely provide a higher 

status and more social recognition. Quantitative perspectives on workers‟ values such as 

Expectancy-Value Theory and Goal Setting Theory would assume that both goals are equally 

motivating, while the Person-Environment Fit literature would suggest that the beneficial 

effects of pursuing the one goal over the other would, for instance, depend upon the 

organisations‟ intrinsic versus extrinsic culture.  

SDT, in contrast, maintains that the pursuit of intrinsic values likely leads to more 

adaptive outcomes than the pursuit of extrinsic values (Kasser & Ryan, 1996; Vansteenkiste, 

Lens, & Deci, 2006). This is because intrinsic values allow for the satisfaction of the basic 

psychological needs. The need for competence may, for example, be satisfied through the 

pursuit of personal development, while relatedness satisfaction may arise from the orientation 

towards affiliation and community contribution. As intrinsic values may be regarded as a 

manifestation of humans inherent growth-oriented nature, these values are likely volitionally 

pursued, which fulfils the need for autonomy. As intrinsic work values contribute to the 

satisfaction of the basic psychological needs, they likely result in favourable outcomes, in 

terms of well-being, attitudes and high performance (Vansteenkiste et al., 2007).  

Extrinsic values, in contrast, are characterised by an outward orientation. Extrinsic 

oriented workers predominantly strive to obtain external signs of worth which yields fairly 

negative consequences. This may first be because the pursuit of extrinsic values is likely to 

fuel ego-involved behaviour (Schmuk, Kasser, & Ryan, 2002): Individuals who hold an 

extrinsic value orientation tend to feel superior to others (Duriez, Soenens, & Vansteenkiste, 

2007; Duriez, Vansteenkiste, Soenens, & De Witte, 2007), strive to outperform others 

(Vansteenkiste, Simons, Lens, Soenens, Matos, & Lacante., 2004) and to „use‟ other people to 

advance in life (Sheldon, Sheldon, & Osbaldiston, 2000). Rather than contributing to 

individuals growth oriented nature, an extrinsic value orientation is therefore likely to go 

together with a competitive worldview and dog-eat-dog behaviour, which are unlikely to 

sustain optimal functioning (Duriez, Soenens, et al., 2007). Second, extrinsic work values are 

less likely to contribute to need satisfaction and may even distract from the basic human 

psychological needs. Striving for extrinsic values is therefore likely to result in less optimal 

outcomes, particularly when extrinsic work values are pursued at the expense of intrinsic 

work goals (Vansteenkiste et al., 2007).  

Although evidence for the importance of the content of values is abundant in different 

domains (e.g. educational psychology, sport psychology, development psychology; e.g. 
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Vansteenkiste, Lens, et al., 2006), research in the field of work and organizational psychology 

is still scarce (see for an exception Vansteenkiste et al., 2007). It might however be instructive 

to examine whether assumptions of the theories generally used in work and organisational 

psychology to understand the beneficial effects of values are valid within the framework of 

SDT and/or whether these theories and SDT may mutually reinforce each other. To further the 

knowledge on intrinsic and extrinsic goals in the context of work, the current dissertation aims 

to tap into two propositions. First, we focus on the concept of fit, which is the focus of the 

Person-Environment fit perspective. Second, we touch upon the importance of goal attainment 

which occupies a prominent place in Goal-Setting Theory and Expectancy-Value Theory.  

The concept of fit within SDT  

The Person-Environment fit literature (Kristof-Brown et al., 2005), advocate that 

workers will flourish when they fit the organizational context. Such a fit may be defined in 

several ways, of which two refer to values. First, the concept of value-fit includes the 

assumption that workers may thrive when their values fit with the values promoted in the 

organization. In this view, employees holding intrinsic values would benefit from working in 

an intrinsically oriented environment, while extrinsic oriented employees would function 

optimally in a context in which extrinsic values are encouraged. Some studies examined this 

issue with respect to intrinsic and extrinsic values (e.g. Kasser & Ahuvia, 2002; 

Vansteenkiste, Duriez, Simons, & Soenens, 2006; Vansteenkiste, Timmermans, Lens, 

Soenens, Van den Broeck, 2008). These studies, mostly in the context of education, however 

failed to confirm the fit-perspective. Although we would welcome similar studies examining 

the value-fit within the context of work, the former studies suggest that, in line with SDT, 

holding intrinsic versus extrinsic values yield universal beneficial outcomes.  

The second type of fit regarding work values defined in the P-E literature, i.e. the 

supply-value fit, remains however unstudied. The supply-value fit pertains to a 

complementary type fit in which the organisation provides the worker with something he 

wants or values, and vice versa. According to the PE-fit literature, such a fit might assist 

workers in achieving their goals (Schneider, 1987) and fulfilling their needs (Cable & 

Edwards, 2004). Based on this assumption, it may be suggested that intrinsically oriented 

workers may achieve higher well-being when the organisation provides opportunities for 

personal growth. Such an interaction aligns with SDT‟s meta-analytic assumption that 

organisations need to provide the essential nutriments in order for individuals to reveal their 

growth oriented nature. It would furthermore provide support for the proposition that 
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individuals actively interact with the environment. Intrinsically oriented employees may 

indeed approach the available growth opportunities differently from extrinsically oriented 

individuals who care less about self-development (Roe & Ester, 1999; Warr, 1987). 

Therefore, intrinsically oriented workers may actively contribute to their own development.  

Chapter 11 tapped into this issue: This study examined the interactions between 

workers‟ intrinsic work values and job resources (i.e. task autonomy and learning 

opportunities) as well as job challenges (i.e. workload) on employees impaired (i.e. emotional 

exhaustion) and optimal (i.e. work engagement) functioning. Specifically, we examined 

whether intrinsic work values may moderate the main effects of job resources and job 

challenges on emotional exhaustion and work engagement (i.e. two-way interactions), and 

whether they influence the impact of the interaction between both types of job characteristics 

(i.e. three-way interactions). As mentioned above, job resources are assumed to be directly 

growth promoting, whereas job challenges yield the promise of future growth (Podsakoff et 

al., 2007; see also Chapters 4 and 5). These job characteristics may therefore contribute to the 

well-being of intrinsically oriented workers. Job hindrances (i.e. emotional exhaustion), in 

contrast, rather obstruct than support individuals‟ growth. Workers pursuing intrinsic values 

may therefore not be primarily oriented towards job hindrances, which makes an interaction 

between intrinsic work values and job hindrances less likely. Interactions are generally hard to 

detect in questionnaire research. In line with the recommendations of McClelland and Judd 

(1993), we therefore employed a large sample, which was representative for the Dutch 

working force, to research this issue.  

In addition to a (small) main effect of the pursuit of intrinsic work values on 

employees‟ optimal functioning, Chapter 11 provided support for the expected interactions. 

First, as respects job resources, intrinsic values moderated the associations of both task 

autonomy and learning opportunities with employees‟ well-being: Intrinsically oriented 

employees experienced less emotional exhaustion and tended be more work engaged when 

they disposed over high compared to low learning opportunities. They further tended to report 

less ill-being and were more work engaged under conditions of high instead of low task 

autonomy. Second, intrinsic oriented workers also thrived more under challenging 

circumstances compared to their less intrinsically oriented counterparts. Moreover, they 

seemed to be protected from the costs that might be associated with job challenges, in terms 

of emotional exhaustion. They only experienced the beneficial associates of job challenges, 

i.e. work engagement. Finally, results regarding the three-way interactions, indicated that 
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intrinsically oriented employees experienced the most work engagement when both workload 

and one of the two job resources were available, and were least emotionally exhausted under 

conditions of high workload and high task autonomy. These results provide support for the 

assumption that intrinsic oriented employees thrive when the environmental supplies 

opportunities for growth, which fit individuals‟ intrinsic orientation. Results regarding job 

hindrances (i.e. emotional demands) further support this notion: Job hindrances did not 

interact with intrinsic work values, presumably because they are unlikely to contribute to 

personal growth. Notably, the lack of interactions between intrinsic work values and job 

hindrances may further attest to the assumption that intrinsically oriented individuals not just 

make the best out of their work environment, but primarily act upon growth opportunities.  

Although Chapter 11 provides support for the importance of supply-value fit with 

respect to SDT‟s conceptualisation of intrinsic work values, some important issues remain. As 

noted in Chapter 11, the question regarding the supply-value fit with respect to extrinsic work 

values seems of particular importance. The P-E fit literature would suggest that providing 

extrinsic supplies such as a bonus or high status fringe benefits would enhance extrinsic 

oriented workers‟ functioning. According to SDT, however, the provision of such extrinsic 

rewards would further deteriorate workers‟ well-being and performance (Niemiec, Ryan, & 

Deci, 2009). We would like to encourage future research to further examine this issue.  

The impact of goal attainment 

Second, the current dissertation aims to tap into the importance of goal attainment with 

respect to SDT‟s intrinsic and extrinsic work values. Although Goal-Setting Theory and 

Expectancy-Value Theory are rather cognitive in nature and focus largely upon the 

anticipation of goal-attainment, these theories may also shed some light on the affective 

consequences of goal attainment. Specifically, while Goal Setting Theory suggests that 

workers may thrive when they achieve their goals (Latham & Locke, 2006) based on 

Expectancy-Value Theory one might expect that this is particularly the case when workers 

attain highly valued goals, regardless of their specific content or nature (Feather, 1992). In 

contrast, SDT suggests that the well-being correlates of value pursuit and goal attainment are 

largely dependent upon the type of goals that are achieved. Achieving extrinsic work goals or 

values may primarily lead to hedonic, short-lived feelings of happiness and contentment. 

These feelings, however, quickly disappear, such that new extrinsic goals need to be set in 

order to experience enduring well-being. Extrinsic goal pursuit is therefore likely to lead to a 

hedonic treadmill, in which one is hardly really satisfied with one's goal attainment (Diener, 
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Lucas, & Scollon, 2006). Attaining intrinsic work goals or values, in contrast, likely results in 

a deeper and longer-lasting, eudaimonic sense of psychological well-being (Ryan, Huta, & 

Deci, 2008). Previous research provided first support for these assumptions. Specifically, it 

was shown that pursuing extrinsic relative to intrinsic work values was positively associated 

with general short-lived satisfaction and was negatively related to work engagement 

(Vansteenkiste et al., 2007).  

In the current dissertation, we aimed to further elaborate this issue. Whereas 

Vansteenkiste and colleagues (2007) examined the concurrent relations between intrinsic and 

extrinsic work values and well-being among a sample of employees, we studied the impact of 

intrinsic and extrinsic values and subsequent goal attainment on eudaimonic well-being (i.e. 

low emotional exhaustion and high work engagement) among job searchers over time. This 

allows us to examine whether attainment of a given goal, i.e. employment, may result in 

different well-being outcomes, depending upon whether this goal is approached based on 

intrinsic and/or extrinsic values. Examining the impact of (re-)gaining employment also has 

high practical relevance. Within the unemployment literature, it is generally believed that 

being unemployment yields harmful psychological and physical consequences (McKee-Ryan, 

Song, Wanberg, & Kinicki, 2005), which are expected to be relieved once individuals gain 

(re-)employment. This led scholars and practitioners alike to encourage job seekers to highly 

value employment and to strive for swift (re-)employment (Van Hooft & Noordzij, 2009).  

Building upon the study of Vansteenkiste and colleagues (2007), we expected that 

gaining (re-)employment may associate with eudaimonic well-being when job seekers are 

oriented towards intrinsic work values. Lower levels of eudaimonic well-being are, in 

contrast, likely to be experienced when individuals achieve (re-)employment from pursuing 

extrinsic work values. This may be because intrinsic values direct individuals to search for 

growth opportunities in their future job, which then add to optimal functioning. Extrinsic 

work values are less likely to lead to a focus upon the content of one‟s job. Rather, extrinsic 

values may orient job seekers primary towards other aspects associated with employment 

such as their pay rate and status, which may add less to workers‟ well-being (Van den Broeck, 

2006).  

These assumptions were tested in Chapters 9 and 10. First, in Chapter 10, we 

examined whether job seekers intrinsic versus extrinsic work values while searching for a job 

may result in different levels of work-related well-being in their future jobs. We further 

studied whether this relation may be explained through the quality of these future jobs in 



Introduction 

66 

terms of job resources, job challenges and job hindrances, as outlined in the JD-R model. In 

Chapter 9, we further tapped into the potential mechanism through which work values during 

job search may result in qualitative different jobs. Specifically, we studied whether 

intrinsically and extrinsically oriented job seekers hold different attitudes towards the labour 

market, as indexed by the degree and types of flexibility they were willing to display while 

being unemployed. Both chapters sampled job seekers: While Chapter 9 comprised a sample 

of unemployed individuals, Chapter 10 examined students at the entrance of the labour 

market. Chapter 9 remained cross-sectional; Chapter 10 pertained to a prospective analysis 

with a time lag of two years.  

The results of Chapter 10 revealed that graduating students‟ intrinsic values associated 

positively with their work-related well-being two years later, that is, intrinsically oriented 

individuals report less emotional exhaustion and more work engagement. Students‟ extrinsic 

values before graduation, in contrast, yielded a negative association with work engagement. 

As expected, these relations could be (partially) explained through the quality of the 

prospective jobs: Intrinsic values seemed to result in work-related well-being, because they 

orient individuals towards resourceful jobs, i.e. jobs with high levels of task autonomy and 

social support from colleagues. Extrinsic work values, in contrast, were negatively associated 

with these job resources, which explained why they related negatively to work engagement.   

From Chapter 9 it may be deduced that intrinsically and extrinsically oriented job 

seekers retrieve qualitatively different jobs because they hold different attitudes towards 

various types of labour market flexibility. Specifically, the findings of Chapter 9 suggest that 

the pursuit of intrinsic goals associates particularly with these types of flexibility that likely 

result in high quality employment: Unemployed individuals‟ intrinsic work values associated 

positively with training flexibility, that is, the willingness to extend one‟s skills and 

knowledge through formal training. Intrinsically oriented job seekers were also more likely to 

display pay flexibility, that is, to accept a job that pays less well than one could expect based 

on educational level or experience. Intrinsic work values also tended to associate negatively 

with the flexibility to accept boring, undemanding jobs, which are of low quality by their very 

nature. In short, intrinsic oriented individuals thus seem to focus up the content of their jobs, 

which may open the possibility for finding high quality employment.  

Valuing extrinsic aspects, in contrast, associated negatively to training flexibility and 

pay flexibility. They tended to associate negatively to underemployment flexibility, which 

refers to accepting a job which requires less formal education and/or experience than one 
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possesses. Extrinsically oriented job seekers thus rather refrain from investing energy in 

additional training. Simultaneously they, however, hold on to their wish to acquire a job that 

corresponds to their preferred pay level and status, in terms of education and/or experience. 

This may, in turn, suggest that extrinsically oriented unemployed individuals favour these 

extrinsic rewards over the content of their future job, which may in turn result in jobs of lower 

quality as denoted in Chapter 10. Note that the relationships between individuals‟ intrinsic 

and extrinsic work values and flexibility were found after controlling for the general value 

individuals attach to work. General employment value related positively to all types of 

flexibility. This further supports the notion that it is instructive to differentiate between 

intrinsic and extrinsic work values to gain more complete understanding of the outcomes of  

work values.  

In sum, the current dissertation showed that the attainment of goals may or may not be 

beneficial, depending upon whether individuals primary value the particular goal for intrinsic 

or extrinsic reasons. Note that we did not measure whether participants felt they had achieved 

their intrinsic or extrinsic values, as was for example done by Niemiec and colleagues (2009). 

Rather, we examined whether pursuing the same general goal out of intrinsic or extrinsic 

work values may yield different results. The current results investigated this issue with respect 

to. gaining (re-)employment, which likely represents an important goal for job seekers. Future 

studies may however shed further light on this issue for other goals.  

Summary 

In sum, SDT may be regarded as a grand theory of motivation. The theory brings the 

quality of motivation to the fore in three of its main concepts, namely, (1) the basic 

psychological needs, (2) autonomous versus controlled motivation and (3) intrinsic versus 

extrinsic values. SDT recently found entrance in the field of work and occupational 

psychology (Chapter 1), and a growing body of research provided evidence for its claims 

(Chapter 2). The studies and short research notes of the current dissertation further attested to 

the validity and usefulness of SDT with respect to workers‟ motivation. In addition, they 

tapped into some remaining issues.  

First, regarding need satisfaction, in Chapter 8, we developed and validated a work-

related need satisfaction scale. This scale provides insight in need satisfaction and frustration 

as the opposite poles of one and the same continuum. It furthermore allows to differentiate 

between the three basic needs for autonomy, competence and relatedness, which may 
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encourage future research to tap into the potentially divergent correlations of each of the basic 

needs. The needs for autonomy, competence and relatedness showed to be distinct from, yet 

related to several indices of workers‟ functioning as well as to stimulating environmental job 

characteristics. Chapter 6 and 7 further elaborated these findings. Specifically, in line with 

SDT, these chapters indicated that the satisfaction of the basic psychological needs may 

function as a general psychological mechanism through which hindering, challenging as well 

as stimulating job aspects may influence both individuals‟ malfunctioning (i.e. burnout) and 

thriving (i.e. work engagement), as outlined in the JD-R model (Chapters 3, 4 and 5). 

Second, we examined autonomous and controlled work motivation, or the “why” of 

motivation. Chapter 12 and 13 confirmed SDT assumption that not only the quantity, but also 

the quality of motivation matters. In addition, these chapters, however, highlighted some 

potential relative differences in the adaptive versus maladaptive impact of high (i.e. 

autonomous) versus low (i.e. controlled) quality motivation. Both when using a person-

centered (Chapter 12) and a dimensional (Chapter 13) approach, results attested to the strong 

positive association of autonomous work motivation with employees‟ well-being. The 

assumed negative impact of controlled work motivation seemed however somewhat more 

modest: In Chapter 12, combining autonomous work motivation with controlled work 

motivation did not result in decreased well-being relative to holding only autonomous 

motivation. Results comparing workers characterised by only controlled motivation and 

workers who relatively lacked any type of motivation did not point at a strong negative 

influence neither. Notably, results of Chapter 13 suggested that, from a dimensional point of 

view, controlled motivation may perhaps primarily associate with ill-being.  

Finally, Chapters 9, 10 and 11 tapped into the differentiation between intrinsic and 

extrinsic work values, which pertains to the “what” of motivated behaviour. First, Chapter 11 

provided evidence for SDT‟s assumption that individuals may actively interact with the 

environment. Workers holding high quality, i.e. intrinsic values, were indeed able to make 

optimal use of the available job resources and job challenges such that these job 

characteristics would maximally increase their optimal functioning. This may set off a 

positive spiral of continuous growth. No interactions occurred for job hindrances. This 

suggests that intrinsically oriented employees may primarily act upon potential growth 

opportunities. Second, Chapter 9 and 10 pointed out that goal attainment may only lead to 

long-term, eudaimonic well-being when it results from the pursuit of intrinsic rather than 

extrinsic values. This is because holding intrinsic as opposed to extrinsic work values may 
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also influence the process of goal pursuit, leading to somewhat different outcomes. In 

examining this issue, we focused upon gaining (re-)employment as an important goal for job 

seekers. Chapter 10 indicated that holding intrinsic values may orient job seekers towards 

high quality (i.e. resourceful) jobs, which then contribute to work-related well-being. Results 

of Chapter 9 suggest that this may be because intrinsically oriented job seekers are willing to 

display these types of labour market flexibility that may increase, rather than decrease, the 

changes of obtaining high quality employment. Pursuing extrinsic goals during job search, in 

contrast, is more likely to shift job seekers‟ focus away from the jobcontent to other aspects of 

one‟s future job (Chapter 9). This may explain why extrinsically oriented job seekers achieve 

less resourceful jobs and, therefore experience less work-related well-being (Chapter 10).  

The studies of the current dissertation tapped into the constructs of SDT in the 

occupational context and may therefore add to SDT regarding work motivation. As also noted 

in each of the chapters, some limitations of the studies need to be mentioned. First, this 

dissertation largely builds upon the associations between the concepts of SDT and work-

related well-being, in terms of burnout and work engagement. Further research may focus on 

a larger and more diverse set of outcomes to fully capture the impact of high quality 

motivation on employees‟ thriving. Such studies may for example examine whether the 

current conclusions hold for positive individual and organisational outcomes such as 

organisational commitment and extra role performance, but also for negative outcomes such 

as absenteeism and counterproductive behaviour. Second, except for Chapter 10, which 

includes a prospective study, this dissertation is based on cross-sectional data, which do not 

allow for conclusions regarding causality. Conducting longitudinal research and executing 

cross-lagged analysis is however necessary to assess the causal relations between high and 

low quality motivation and employees‟ functioning. From a theoretical appoint of view, we 

would further like to encourage future research to examine, for example, whether the three 

basic needs yield different antecedents and consequences, as this might provide practitioners 

with more detailed tools to support workers‟ thriving. Future SDT-research in the 

occupational context may furthermore also particularly tap into the impact of low quality 

motivation in terms of controlled motivation and the pursuit of extrinsic goals.  

Despite these limitations and remaining questions, the studies of the current 

dissertation attested to SDT in the context of work. In all, results show that SDT may be a 

valuable general framework to example employees‟ thriving at work.  
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Chapter 1  

Self-determination Theory:  

Promoting growth in the workplace 

 

Within the psychological literature a broad array of motivational theories has been developed. 

However, only a limited number of them (e.g. Goal Setting Theory, Locke, 1978; Expectancy 

x Value Theory, Vroom, 1964) have found their way into the field and practices of Industrial 

and Organizational (I/O; Latham & Pinder, 2005; Sheldon, Turban, Brown, Barrick, & Judge, 

2003). Recently, also Self-Determination Theory (SDT, Deci & Ryan, 2000) was introduced 

as a useful framework (Gagné & Deci, 2005; Sheldon, et al., 2003) and the first empirical 

studies provided support for the applicability of SDT in the work context (e.g. Deci, et al., 

2001; Vansteenkiste, et al., 2007). In this chapter, we first provide a historical overview of I/O 

psychology and SDT and illustrate how both fields steadily grew to each other. Second, we 

review the I/O studies that are conducted from a SDT-perspective to document its relevance 

and importance. 

During the past decades, both I/O psychology and SDT have evolved in many ways. 

We argue that these developments have set the conditions for I/O psychology and SDT to be 

merged and for SDT to be used within I/O psychology to study employees‟ optimal 

functioning. In the following sections, we give an overview of these developments. 
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Evolutions in the field of I/O psychology 

In the beginning of the 20th century, at the emergence of the scientific study of 

employees' behaviour, I/O researchers and practitioners were primary interested in employees' 

performance (Latham & Budworth, 2006). One of the first attempts to examine employees‟ 

functioning in greater depth was conducted by Taylor, an engineer who was working at the 

Midvale Steel Company in Philadelphia. Taylor noticed that some of his employees worked 

considerably slower than they were probably capable off and seemed to achieve under their 

possibilities. To counteract this suboptimal performance, Taylor developed the Scientific 

Management, a management strategy which was based on the behaviouristic paradigm that 

was dominant in the academic psychological community at the time. One of the assumptions 

of Scientific Management yielded that employees would work harder if their wages were 

made contingent upon their performance. Therefore, piece-rate pay systems were installed and 

high standards for achievement were set. The planning and execution of tasks were separated 

and task execution was broken down in small, controllable actions with clear and measurable 

outputs. Within Scientific Management, most employees were thus executing specific and 

limited jobs which were rather mind numbing and alienating. 

Soon, it became clear that money alone was not a sufficient and not the most important 

stimulus for employees to thrive. In one of the Hawtorn studies, executed from 1924 until 

1936 (Miner, 2002), it was found that assembly workers adjusted their work tempo to the 

socially accepted norm within their team as to avoid over-production and the dismissal of less 

productive team members. Furthermore, it was discovered that the enhanced production of a 

group of female co-workers was not due to the researchers' manipulations of the 

environmental conditions, but to the attention and social recognition the researchers gave 

them. Based on these studies, Mayo and his colleagues (Mayo, 1933; Roethlisberger & 

Dickson, 1939) concluded that not economic but social factors were the crucial motivators for 

individuals' productivity. In line with this, scholars working within the framework of the 

Human Relations Movement also started to pay attention to employees' attitudes on the job. 

More specifically, „job satisfaction‟ was considered important for the facilitation of 

employees‟ productivity and the avoidance of social problems in the restless years after World 

War I.  As employees‟ job design not questioned within the Human Relations Movement, 

employees were still carrying out rather simple tasks. However, the conditions in which they 

worked were somewhat improved. Within the 1950s and 1960s, the Human Relations 

Movement gradually replaced the Scientific Management as the dominant approach within the 
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I/O practice.  

After World War II, a new trend arose: I/O psychologists began to broaden their 

perspective and examined employees' behaviour from different angles. Topics as diverse as 

teamwork and organizational development received more attention within I/O psychology 

(Shimmin & Van Strien, 1998). The common feature of all of these approaches involved the 

enhancement of employees' productivity and quality of live through mutual adaptation of both 

employees and the technical systems they worked with. Unfortunately, most of these new 

developments remained a-theoretical, so that the field in general was characterised by a lack 

of coherence and integration.  

During the second part of the 20
th

 century, the idea of job improvement was one of the 

most important themes dominating I/O psychology (Shimmin & Van Strien, 1998). As 

mentioned before, within the Scientific Management, jobs were fragmented and although the 

Human Relations Movement attempted to sooth the technical and social conditions in which 

jobs had to be executed, job design itself remained unquestioned. In the 1960s, however, 

serious problems appeared on the work floor. Employers had, for instance, difficulties in 

recruiting good new employees in the tight labour market at that time. Absenteeism was high.  

And employees who had mainly executed specific and simple tasks experienced high 

difficulties in adapting flexibly to more rapidly arising new technologies. In an attempt to 

solve these problems, I/O scholars and practitioners started to acknowledge the intrinsically 

rewarding and stimulating potential of the jobs itselves. In doing so, they experimented with 

job enlargement, that is, the provision of various tasks of the same difficulty and 

responsibility and job enrichment, that is, the provision of more difficult tasks and more 

responsibilities (e.g. Hackman & Oldham, 1976; Herzberg, 1968; Karasek, 1979). Within the 

job design paradigm, the idea of an employee as an individualistic “homo economicus” 

(Scientific Management approach) or a mere social being (Human Relations Movement) was 

abandoned in favour of a more humanistic view of human beings, in which employees were 

seen as talented and growth-oriented human capital. In addition, the intrinsically rewarding 

potential of jobs was recognized.  

The job design paradigm was, however, not without its criticisms either. Scholars in 

the field of positive psychology (Schaufeli, 2004; Seligman & Csikszentmihalyi, 2000) 

recently suggested that the job design paradigm did not fully accomplish its potential. 

Specifically, although most of the job characteristic models were developed to prevent stress 

as well as to enhance employees' quality of life, the resulting theorizing and empirical 
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research focussed almost exclusively on how employees' ill-being and weaknesses. It was also 

suggested that these job design models took a rather limited perspective on employees' 

performance. Empirical research had revealed that enhanced skill utilization and learning 

opportunities do not result in improved performance, unless employees' growing abilities are 

joined by a good deal of motivation to put them into practice (Mathieu, Tannenbaum, & 

Salas, 1992). Motivation thus seems to be an important facilitator of employees' optimal 

functioning as well.  

Although far from complete, this brief historical overview shows that throughout the 

different paradigms that dominated the I/O field, the view on employees was primarily 

negative. Within Scientific Management, employees were regarded as replaceable parts of the 

company's machinery and could be pushed around and had to be monitored carefully to meet 

the company's productivity standards. In the Human Relations Movement, employees' 

working conditions were somewhat improved to avoid social unrest. However, the job design 

and resulting power relations remained largely unchanged and the conviction that employees 

could be pushed around had not been abandoned yet. In the job design paradigm, employees 

were regarded in a somewhat more positive view. However, most theorizing and surely most 

empirical research had to do with the prevention and treatment of job stress (Schaufeli, 2004).  

In contrast, Self Determination Theory (SDT; Deci & Ryan, 2000), which will be 

discussed in greater detail further on, is a motivation theory that adopts a more positive 

approach to human beings. One of its meta-theoretical or basic assumptions indeed holds that 

individuals are growth-oriented human beings. Growth-oriented organisms do, however, not 

live in a social vacuum, as they stand in a continual dialectical relation with the social 

environment. This social context can either nurture or frustrate this inborn growth tendency, 

resulting respectively in individuals' optimal functioning or ill-being and deviant behaviour 

(Deci & Ryan, 2000). Thus, the more positive approach that characterizes SDT can 

complement the rather negative views of human beings that were mainly adopted through 

different paradigms in I/O psychology. 

 SDT can help to overcome another shortcoming that seems to characterize the field of 

I/O psychology. As a grand theory, SDT can help to counteract the rather limited scope of 

most I/O theorizing. Whereas Scientific Management and the Human Relations Movement 

were concerned with the single topics of performance or satisfaction respectively, 

contemporary I/O psychology seems to be characterized by a plethora of rather small theories 

covering specific aspect of employees' performance and well-being (Reeve, 2005). Whereas, 
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in the former approach, little knowledge was gained about employees‟ total functioning, in the 

latter a lot of knowledge might be lost as both academics and practitioners might experience 

difficulty in keeping up with this broad variety of frameworks to understand employees' 

behaviour. The rather limited scope of most previously developed I/O theories might be due 

to their bottom up development. As they are mostly developed based on direct work 

experience, they often take a rather descriptive approach and seldom consider the underlying 

psychological processes through which organizational factors affect employees' functioning 

(Sheldon, et al., 2003). SDT, in contrast, has evolved in a more theory-driven and top-down 

fashion. It is intended to represent a macro-theory of motivation that is based on a clear meta-

theory. Because SDT explicitly theorizes about the fundamental processes underlying 

individuals‟ motivation, the theory is easily applicable to various organizational HR-aspects 

as diverse as leadership, job design and organizational culture. In the next section we discuss 

the developments within SDT which contributed to the growing interest of I/O psychologists 

for SDT.  

Developments within SDT 

Intrinsic and Extrinsic Motivation 

SDT has gradually evolved over the past 35 years. Initially, Deci and colleagues (Deci, 

1975) studied intrinsic motivation, which can be defined as the engagement in the activity for 

its own sake, that is, for the satisfaction and enjoyment that is inherent in executing the 

activity. Extrinsic motivation, in contrast, concerns the engagement in an activity to obtain an 

outcome that is separable from the activity itself. As extrinsic and intrinsic motivation were 

regarded as additive components of a person‟s total motivation and rewards were considered 

as positive reinforces of participants‟ behaviour through the enhancement of extrinsic 

motivation (e.g. Skinner, 1954), it was suggested that monetary rewards would increase an 

individuals‟ total motivation. However, Deci and his colleagues showed that extrinsic and 

intrinsic motivation interact with one another. External rewards hinder intrinsic motivation, 

presumably because they shift rewarded individuals‟ attention away from the activity to the 

external rewards, thereby undermining individual‟s basic psychological need for autonomy 

(Deci, 1971). Dozens of follow-up studies replicated and extended this initial controversial 

finding, thereby showing that, in addition to monetary rewards, other external contingencies, 

including deadlines and supervisory, yielded a detrimental effect on one's intrinsic motivation. 

External factors facilitating a sense of volition or autonomy, such as the provision of choice 
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(Zuckerman et al., 1978), were found to positively affect intrinsic motivation, as were socio-

contextual phenomena that supported one‟s feelings of efficacy and competence like the 

provision of positive feedback (for an overview, see Deci, Koestner, & Ryan, 2001). The 

basic findings that were gathered in these years were summarized by Deci and Ryan (1985) 

within the Cognitive Evaluation Theory (CET).  

Although various researchers studied the dynamic interplay between external 

contingencies and intrinsic motivation in the 1970s and 1980s, most I/O psychologists were 

rather reluctant to accept these findings for several reasons (Sheldon, et al., 2003). First, I/O 

psychologists questioned the ecological validity of these studies. CET was mainly developed 

on the basis of laboratory studies and little research was done in organizational or other 

applied settings. Second, within these experimental studies, tasks had been used that were at 

least moderately interesting, as researchers aimed to examine the social conditions that 

hindered versus facilitated participants‟ intrinsic motivation. At that time, however, I/O 

psychologists had not yet fully recognized the intrinsically motivating potential of work itself. 

In contrast, they claimed that many if not all jobs included boring and mind numbing tasks, so 

that extrinsic, rather than intrinsic, motivation represented the most relevant motivational type 

in the work context. Third, although CET uncovered the problematic characteristics of 

monetary rewards (e.g. Deci, Koestner, & Ryan, 1999), being paid for doing one‟s job seemed 

such a fundamental aspect of employment that it was hard to reconsider its motivational 

potential. The same was true for phenomena such as deadlines and supervisory, which were 

regarded as crucial aspects of effective organizing. However, as other parts of SDT evolved, 

its theoretical significance and practical usefulness for I/O psychology became clear. These 

new evolutions are described in greater detail below. 

A Differentiated View on Extrinsic Motivation 

Most theories within I/O psychology see employees' motivation as a unitary construct. 

Although they are differentiated, intrinsic and extrinsic motivation are usually summed into a 

total motivation score (e.g. Vroom, 1964). Individuals with a high score for the total 

motivation are subsequently distinguished from individuals with low motivation scores, 

regardless whether this high score is due to a high level of intrinsic or extrinsic motivation or 

both. Within these theories, only the quantity of an individual's motivation is considered as a 

critical predictor of his or her optimal functioning. In contrast, SDT states that besides the 

strength or quantity, also the type or quality of an individual's motivation should be taken into 

account (Deci & Ryan, 2000; Vansteenkiste, Lens, & Deci, 2006), as “not all types of 
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motivation are created equally”. Whereas, initial work within CET had demonstrated that 

intrinsic and extrinsic motivation might yield differential effects, empirical work within the 

1980s further suggested that the concept of extrinsic motivation needed to be differentiated. 

Some types of extrinsic motivation were found to yield desired effects, whereas others yielded 

less adaptive effects. 

 The differentiation of extrinsic motivation resulted in the development of Organismic 

Integration Theory (OIT; Deci & Ryan, 1985), in which four different types of extrinsic 

motivation were conceptualized. These four types of extrinsic motivation are: (1) external 

regulation, which involves the engagement in an activity to meet external expectations, to 

obtain controlling rewards or to avoid punishments; (2) introjected regulation, which refers to 

the engagement in an activity for internally pressuring reasons, such as the attainment of 

personal proud and self-worth or the avoidance of guilt and shame; (3) identified regulation, 

in which case the activity serves a personally endorsed and important goal; (4) integrated 

regulation, which refers to activity engagement because the activity is consistent with the 

brother set of values one holds across different live domains. To illustrate, a nurse could, for 

instance, put effort in her job because her boss expects her to do so (external regulation), 

because her own high performance standards tell her she should do so (introjected regulation), 

because she personally values her job which she believes is useful and meaningful (identified 

regulation), or because she believes her job as a nurse is in line with the general values she 

holds (e.g. helping other people in need).  

According to OIT, these different types of extrinsic motivation can be ordered along a 

continuum reflecting the degree in which these regulations are internalized and integrated; 

that is the degree in which an individual experiences the reason for his actions as part of his 

self. External and introjected regulation are considered to be controlled types of motivation, 

because either the social environment or the individuals themselves are imposing rewards and 

punishments upon the behaviour. Hence, the regulation of the activity has either not or only 

partially been internalized. Identified and integrated motives are regarded as autonomous 

types of motivation because they refer to the engagement in an activity out of a sense of 

choice and psychological freedom and not out of pressure, as is the case for controlled 

motivation. In the case of identified and integrated regulation, the reason for engaging in the 

activity has been accepted and endorsed (i.e. internalized). Note that intrinsically motivated 

behaviour represents the most autonomous type of motivation, as people are spontaneously 

and freely following their interests in this case.  
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The recognition that not all types of extrinsic motivation are necessarily experienced 

as controlling and alienating implies that there exist other avenues for managers and 

companies to optimally motivate their employees, that is, through the facilitation of the 

personal acceptance (i.e. internalization) of job tasks. Thus, within OIT, it was shown how I/O 

psychologists could find new ways to effectively motivate employees that are not necessarily 

based on increasing employees‟ intrinsic interest in the job.  

Throughout the development of OIT, the conceptual distinction of intrinsic and 

extrinsic motivation got replaced by the differentiation between autonomous and controlled 

motivation. Autonomous and controlled motivation represent qualitative different types of 

motivation that are distinguished from the absence of motivation, which is called a-motivation 

in SDT. To be amotivated means that one has no or a very low level of motivation because 

one feels unable to perform the required activity or because one does not perceive any 

contingency between the successful engagement in a behaviour and desired outcomes. The 

concept of amotivation is similar to the concept of helplessness (Seligman, 1975), in the sense 

that amotivated and helpless people either do not engage in the required behaviour at all or 

passively  go through certain motions of activity.  

Basic psychological needs 

In addition to conceptualizing the process of internalization, SDT also paid direct 

attention to the energizers of this internalization process. Specifically, the satisfaction of basic 

psychological needs (Deci & Ryan, 1985) was said to catalyse participants‟ intrinsic 

motivation and to facilitate individuals‟ internalization and integration of externally regulated 

activities. The concept of needs has received quite some attention within I/O psychology 

(Latham & Budworth, 2006, Latham & Pinder, 2005). For example, Maslow (1943) 

postulated the concepts of inborn needs for self-actualization and social recognition and 

Murray (1938) started the tradition on socialized needs for achievement and affiliation.  

Within SDT, basic psychological needs are conceptualised as 'those nutriments that 

must be procured by a living entity to maintain its growth, integrity and health' (Deci & Ryan, 

2000, p. 326). Thus, just as the satisfaction of physical needs (e.g. hunger, shelter) is critical 

for one‟s physical survival, the satisfaction of psychological needs is said to critical for one‟s 

psychological functioning. In addition to the needs for autonomy and competence, as 

mentioned within CET, a third fundamental need, the need for relatedness was added when 

OIT was developed. Whereas the need for autonomy refers to individuals‟ desire to act with a 

sense of choice and volition (Deci & Ryan, 2000), and competence represents one's desire to 
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feel capable to master the environment and to bring about desired outcomes (White, 1959), 

relatedness is defined as the human striving for close relationships and the desire to achieve a 

sense of belongingness (Baumeister & Leary, 1995). People can pursue intrinsically 

motivating activities without the presence of others (e.g. reading a book, running) and thus 

don‟t necessarily need to experience a sense of intimacy and connectedness to engage in these 

activities. Therefore, the need for relatedness had received little if any attention within CET. 

The experience of connectedness is, however, fundamental for the personal endorsement and 

internalization of socially prescribed norms and mores, as these norms are often introduced by 

others and pursued in an attempt to gain or maintain their love and care.  

Interindividual differences 

Within SDT, it is suggested that, apart from their regulation within specific domain or 

situations, individuals also have a general tendency to act in an autonomous or controlled 

fashion. Whereas some people have the tendency to act on the basis of their intrinsic interests 

and personal values across domains and situations, others tend to orient more to externally 

and internally pressuring contingencies. These relatively stable individual differences have 

been labelled autonomous and controlled causality orientations (Deci & Ryan, 1985). 

Apart from these individual differences in the reasons for acting, within SDT 

individuals are theorized to differ in the content of their goal-strivings. Specifically, intrinsic 

goals, such as contributing to the community, affiliation, and self-development, are discerned 

from extrinsic goals, such as accumulating wealth, acquiring fame and pursuing attractive 

physical looks (Kasser & Ryan, 1996; Vansteenkiste, Lens, & Deci, 2006). Intrinsic goals are 

theorized to be a manifestation of the organism‟s growth-oriented nature, thereby stimulating 

individuals to actualize their potential and to get their basic psychological needs met. 

Extrinsic goals, in contrast, are characterized by an outward orientation, as extrinsic goal 

oriented individuals predominately strive to obtain external signs of worth and might even 

renounce their own intrinsic potentials to impress others. As a result, extrinsic goal pursuit is 

less likely to satisfy the basic psychological needs. Because of their differential linkage with 

basic need satisfaction, the pursuit of extrinsic goals at the expense of intrinsic goals is 

therefore theorized to be detrimental for individual‟s well-being and performance.  

In addition to examining inter-individual differences in individuals‟ motivational 

tendencies, SDT scholars also started to examine socio-contextual aspects that might facilitate 

or thwart basic need satisfaction, autonomous versus controlled regulation and intrinsic versus 

extrinsic goal pursuit. As its scope broadened, SDT gradually became a richer theory on 
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which various HR-policies to enhance employees' motivation can be grounded. This approach 

seemed to emerge at the right time, as contemporary researchers and I/O practitioners are 

willing to stimulate employees' well-being over and above attempts to diminish their ill-being. 

They are eager to encourage employees' motivation to perform the best they can and even go 

'the extra mile', that is to do more and make a greater effort than is strictly required (Schaufeli, 

2004). Recent evolutions within SDT could inform I/O practitioners how this goal could be 

achieved.  

In the next sections we give an overview of I/O research that has been conducted 

within the SDT framework, thereby discussing the empirical research studying individuals‟ 

motivational potentials, that is, autonomous and controlled regulations, intrinsic and extrinsic 

goal pursuits and basic need satisfaction. The final sections summarize the empirical work 

that has examined several motivating aspects of the social context in business settings, that is, 

supervisors‟ leadership styles, and job characteristics.  

Self-Determination Theory within I/O psychology: An empirical overview 

Autonomous versus controlled Motivation  

 Within SDT, autonomous motivation is expected to yield a host of positive 

effects, including higher well-being and better performance. Controlled motivation is, in 

contrast, expected to be unrelated or even negatively related to these positive outcomes. The 

differential relations of adopting an autonomous versus controlled regulation style has been 

shown in various subdomains of I/O psychology, that is, the work context, unemployment and 

the process of career exploration.  

In a first study in the work context, Richer, Blanchard and Vallerand (2002) examined 

the effects of being relatively autonomously motivated for one‟s job on turn-over intention 

and well-being. As employees‟ job engagement can be fuelled by various regulations at the 

same time, these authors did not consider the separate effects of the different types of 

motivation, but instead created a composite score of relative autonomy (i.e. a self determined 

motivation index). This score represents a weighted sum score of the different regulatory 

styles according to their placement on the self-determination continuum (i.c., [2*intrinsic 

motivation + identified regulation] - [external regulation + 2*amotivation]). More self-

determined employees were found to be less emotional exhausted and to be more satisfied 

with their jobs, which, in turn negatively predicted their turnover intentions, which were 

related to actual turnover behaviour. Instead of asking employees to indicate why they were 
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motivated for their jobs, Hendrikx (2004) allowed employees to formulate their personal work 

goals for the coming three months. For each of these goals, employees indicated whether they 

pursued these goals for autonomous or controlled reasons. Subsequently, Hendrikx examined 

the relationships between autonomous and controlled regulation and employees‟ functioning. 

Across two studies, an autonomous regulation of work goals was predictive for job attitudes 

like more job satisfaction and lower turnover intentions, for employees' well-being in terms of 

more dedication and less emotional exhaustion, and for more self-reported job performance. 

A controlled regulation of one‟s work goals was, in contrast, unrelated to these outcomes.  

The concepts of an autonomous and controlled regulation have also been shown to 

yield predictive value in the process of career exploration (Guay, Sénécal, Gauthier, & Fernet, 

2003; Guay, 2005). When students engaged in career exploration (e.g. selecting school 

programs, exploring career opportunities) out of autonomous rather than controlled reasons, 

they were more able to decide which vocation they wish to pursue. In addition to examining 

employees‟ domain-bounded work motivations, a few studies also examined the effects of 

holding a general autonomous orientation for one‟s job functioning. Gagné (2003) found that 

volunteers in an animal shelter who were generally predisposed to act in an autonomous 

fashion were more behaviourally and emotionally engaged in their volunteering job. Baard, 

Deci and Ryan (2004) expanded this research and showed that employees' general 

autonomous orientation is also predictive for their well-being and performance at work. 

The critical importance of holding an autonomous and controlled regulation has 

equally been shown in the unemployment domain. Specifically, unemployed individuals who 

were found to search for a job out of autonomous reasons were more likely to search 

intensively for a job (Vansteenkiste, Lens, et al., 2004) and were more likely to follow an 

additional job training to be re-employed (Vansteenkiste, De Witte, & Lens, 2006) compared 

to less autonomously motivated individuals. Unemployed individuals searching a job out of 

controlled reasons seemed to suffer more from their unemployment, as highly controlled 

individuals experienced their unemployment as more negative, as indicated by stronger 

feelings of unworthiness and meaningless. Moreover, these negative unemployment 

experiences appeared to radiate to their psychological well-being in general, as controlled 

motivation was negatively predictive of life satisfaction and general health (Vansteenkiste, 

Lens, et al., 2004). Interestingly, the observed effects of a controlled and autonomous job 

search regulation were found to hold after controlling for employees' general motivation to 

find a job (Vansteenkiste, Lens, De Witte, & Feather, 2005), as conceptualised within 
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Expectancy-Value Theories (Feather, 1990). The latter findings indicate that, in addition to 

the quantity of unemployed individuals‟ job search motivation, also the quality of their 

motivation is important to understand and predict their job search behaviour, unemployment 

experience and overall psychological well-being.  

In addition to examining different types of motivations for searching for a job, 

Vansteenkiste, Lens et al. (2004) also examined different reasons for why some unemployed 

individuals hardly engage in job search behaviour. Whereas some unemployed individuals 

might fail to search for a job, because they feel unable to find a job and are thus a-motivated, 

others deliberately engage in alternative activities (e.g. taking care of family members, 

pursuing hobbies). Similar to the conceptual distinction between autonomous and controlled 

job search behaviour, this engagement in alternative activities might be accompanied by a 

person‟s sense of volition or feelings of pressure. Whereas controlled engagement in these 

alternative activities would interfere with one‟s job search behaviour and might yield 

implications for the person‟s unemployment experience, an autonomous engagement in these 

activities is unlikely to yield such detrimental effects. In line this, an autonomous motivation 

not-to-search for a job was negatively associated with feeling of worthlessness, 

meaninglessness and socially isolation and was positively associated with life satisfaction and 

the positive experience of one‟s unemployment. Controlled motivation to refrain from job 

search behaviour, in contrast, was predictive for negative experiences and tended to be 

negatively related to job search intensity. The effects of these two types of lack of job search 

motivation emerged on top of the observed effects of autonomous and controlled job search 

motivation as well as amotivation, which was positively associated with a negative experience 

of one‟s unemployment time and negatively associated with life satisfaction and general 

health. 

Intrinsic versus extrinsic goal pursuit  

 As mentioned before, from an SDT perspective, the content of employees‟ 

goals matters and the pursuit of intrinsic goals (e.g. personal development, community 

contribution) is regarded as more growth promoting than the pursuit of extrinsic goals (e.g. 

accumulation of wealth or status). In line with this claim, it was recently shown that adopting 

an extrinsic rather than intrinsic work value orientation was negatively related to employees‟ 

job satisfaction, dedication, vitality and general well-being and was positively related to 

emotional exhaustion, turnover intentions and the experience of work-home interference 

(Vansteenkiste et al., 2007). Notably, a predominant extrinsic value pursuit was positively 
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related to short lived satisfaction, a construct tapping employees‟ superficial positive feelings 

which follow successful goal attainment but quickly disappear. Extrinsic goal pursuit might 

thus in the short run be associated with a sense of happiness and contentment and therefore be 

attractive to employees. It is, however, unlikely to be associated with a deep sense of 

psychological well-being on the long run. 

The type of goals people pursue does not only yield implications for their job 

experiences. It also seems to determine the kind of jobs individuals are willing to accept while 

they are unemployed (Van den Broeck, Vansteenkiste, Lens & De Witte, 2006). Being 

flexibility in the type of job one is willing to accept is, in the short term, likely to raise 

unemployed individuals‟ chances to find employment. However, some flexibility types are 

likely to yield detrimental consequences in the long term. For instance, the acceptance of a 

monotonous job or a job for which one is overqualified is less likely to provide people with 

the opportunity to use one‟s skills which contributes to employees‟ job well-being (O'Brien, 

1986). Flexibility to follow additional training and to accept jobs that are less well paid, in 

contrast, is less likely to yield such detrimental results. In line with SDT‟s theorizing, the 

flexibility of unemployed people covaries with the kind of goals (i.e. extrinsic versus 

intrinsic) they valued on the job. Intrinsic, relative to extrinsic, goal oriented individuals were 

less flexible to accept monotonous or under qualified jobs, but more willing to follow 

additional training and to accept less well paid jobs. In sum, valuing intrinsic over extrinsic 

work goals likely to stimulate individuals for displaying these types of flexibility that might 

contribute to their personal development. Future research would, however, need to provide 

further evidence for these claims. 

Basic need satisfaction  

 Various I/O studies have confirmed the positive versus negative effects of need 

satisfaction versus frustration for employees‟ well-being. For instance, Ilardi, Leone, Kasser, 

and Ryan (1993) showed within the industrial setting of a rural shoe factory in a sample of 

rather lowly educated employees that the satisfaction of the basic psychological needs for 

autonomy, competence and relatedness positively predicted employees' satisfaction with their 

tasks and jobs in general. Basic need satisfaction was also associated higher general self-

esteem and less somatic symptoms, anxiety, insomnia, and depression. As these results 

remained significant after controlling for employees' salary and organizational status, the 

authors concluded that employees do not only work for extrinsic rewards, but also to fulfil 

their psychological needs. To enhance employees' well-being and satisfaction, these scholars 
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therefore advise employers not to restrict their motivation policies to monetary rewards, but to 

also consider subordinates' basic needs satisfaction.  

The assumption that employees' need satisfaction promotes their well-being was also 

supported in a study of Kasser, Davey and Ryan (1992). They showed in a sample of 

psychiatric patients working in a sheltered workshop that the patients' level of need 

satisfaction predicted their optimal functioning in terms of work participation and persistence 

(i.c., average earning and hours worked per month) and their readiness for competitive 

employment in the regular labour market as assigned by the director of the treatment program.  

Besides examining the direct effect of need satisfaction on employees' functioning, a 

number of studies have also examined the explanatory role of basic need satisfaction between 

an autonomous and controlled behavioural regulation and outcomes at the job. Hendrikx 

(2004), for example, found that need satisfaction can, at least partially, account for the 

positive relationships between employees' autonomous work goal pursuit and their job well-

being and job attitudes. According to these results, employees who pursue their work goals 

for autonomous reasons are more likely to get their basic needs satisfied, which explains the 

positive effect of an autonomous regulation on job well-being.  

Basic psychological need satisfaction is not only more likely to follow from an 

autonomous versus controlled engagement in job tasks, but is also likely to promote a more 

autonomous versus controlled engagement. In this respect, Vansteenkiste, De Witte and Lens 

(2006) found that frustration of the need for competence gives raise to amotivation and 

decreases the autonomous regulation to engage in job searching in unemployed individuals. 

Similarly, Richer, Blanchard and Vallerand (2002) found that satisfaction of the needs for 

competence and relatedness predicted employees' autonomous versus controlled work 

regulation which further predicted employees' well-being and turnover. Although all these 

results stem from cross-sectional research, they suggest that autonomous regulation and need 

satisfaction mutually reinforce each other, so that autonomously oriented individuals get 

involved in an upward spiral over time (Deci & Ryan, 2000).  

Just as need satisfaction explains the associations from employees' autonomous and 

controlled regulations to their well-being and performance, it also forms the fundamental 

process through which extrinsic versus intrinsic goal pursuit relates to employees' functioning 

(Vansteenkiste et al., 2007). Need satisfaction was found to mediate the relationship between 

extrinsic relative to intrinsic goal pursuit and employees' well-being in terms of dedication, 

vitality, emotional exhaustion and short lived satisfaction, employees' attitudes in terms of job 
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satisfaction and turnover intentions and work home interference (Vansteenkiste et al., 2007).  

In sum, the aforementioned studies have clearly shown that satisfaction of the needs 

for autonomy, competence and relatedness is directly related to employees' optimal 

functioning in terms of working behaviour, well-being and attitudes. It can account for the 

observed positive effects of autonomous regulated work goals and for the effects of holding 

an intrinsic, relative to an extrinsic, work goals. Finally, need satisfaction has also been found 

to promote a more autonomous work regulation. In sum, various studied provided evidence 

for SDT's assumption that individuals who are acting in line with their inborn tendencies for 

growth, experience a greater sense of well-being and perform more optimally.  

Organizational socio-contextual factors  

Within the framework of SDT, various organizational aspects are considered to have a 

motivational impact. In an exemplary study, Deci, et al. (2001) examined the general impact 

of organizational autonomy support, as indexed by the degree of received autonomy-support 

from one's supervisor and top management and job design. This general organizational 

autonomy support was positively related to employees' work engagement, and general self-

esteem and negatively to their anxiety, supporting SDT‟s claim that autonomy supportive 

work contexts are beneficial for employees' optimal functioning. Moreover, these results were 

not only found in American employees, but could be replicated in a sample of Bulgarian 

employees working in state owned companies, providing evidence for the cross cultural 

validity of these relationships. In addition to this study, a number of other studies have 

zoomed in on the motivational effects of more specific organizational aspects, including job 

characteristics and leadership styles.  

Job Design. Within the field of I/O psychology, job design is regarded as an important 

and effective way to motivate employees. Various job characteristics models have been 

formulated, such as the Demands Control Model (Karasek, 1979), the Effort Reward 

Imbalance Model (Siegrist, 1996) and the Job Demands Resources model (Demerouti et al., 

2001; Schaufeli & Bakker, 2004). Within these models, however, little attention has been paid 

to the processes underlying the established relationships between job characteristics and 

employees' well-being. Second, within these models little is known about the interplay 

between individuals' characteristics and these job aspects. Various scholars have used SDT to 

shed light on these two issues.  

First, the concepts of basic need satisfaction and autonomous versus controlled 
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motivation were useful to understand why job characteristics influence employees' 

functioning. Already in 1997, Gagné, Sénécal and Koestner showed that meaningfulness, 

autonomy, impact and competence played an explanatory role in the associations between job 

characteristics (e.g. task significance, autonomy support, task feedback and feedback from 

social agents; Hackman & Oldham, 1976) and intrinsic motivation. Although these mediating 

variables are part of the concept of empowerment, these concepts are closely related to the 

needs for autonomy and competence within SDT. Recently, the mediating role of basic need 

satisfaction in the relation between resourceful job characteristics (i.c., social support, 

opportunities for skill utilization) and employees' well-being (i.c. engagement) was confirmed 

(Van den Broeck, Vansteenkiste, De Witte, & Lens, 2007). Furthermore, it was shown that 

need satisfaction also (partially) explained the health-enhancing and health-impairing impact 

of respectively challenging (i.c., work load and cognitive demands) and stressful (i.c., work 

home interference and emotional demands) job characteristics on employees' well-being (i.c., 

engagement and burnout). In addition to the research on the mediating role of basic need 

satisfaction, other studies have shown that the positive contribution of tasks significance, 

feedback and skill variety to employees‟ work satisfaction and their negative contribution to 

emotional exhaustion can be accounted for by the autonomous versus controlled regulation of 

employees (Richer, Blanchard, &Vallerand, 2002).  

Some scholars also used SDT to examine whether employees‟ motivation could 

possibly alter the often observed negative effect of job demands on burnout. Starting from the 

job demands control model (JDC; Karasek, 1978), Fernet, Guay and Sénécal (2004) showed 

that highly self-determined individuals could turn opportunities for job control (i.c., autonomy 

and skill utilization) as a buffer against the effects of job demands (i.c., workload and physical 

demands) on burnout. In other words, only for individuals combining high levels of 

contextually provided job control with the personal resources of autonomous work regulation, 

high job demands did not result in burnout.  

 Leadership styles. In the first study in which SDT was applied in an 

organizational context, Deci, Connel and Ryan (1989) examined the effects of supervisors' 

autonomy support on employees' job satisfaction. In this intervention study supervisors were 

trained to adopt a more autonomy supportive supervisory style, that is, to a) acknowledge 

their subordinates‟ feelings, b) give non-controlling positive feedback and c) support 

subordinates' feelings of autonomy that is, to stimulate them to take initiative, make choices 

and solve the problems that are relevant to them. When managers increasingly adopted such 
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an autonomous leadership style, their subordinates became more satisfied with their 

supervisors' leadership style, their job design, pay and benefits and developed more trust in 

the organization. Gagné, Koestner and Zuckerman (2000) further showed that an autonomy 

supportive leadership style resulted in more acceptance of ongoing organizational changes 

from the part of the employees 13 months later.  

In line with SDT, Richer and Valerand (1995) showed that the beneficial impact of an 

autonomy-supportive versus controlling leadership style can be explained by its beneficial 

effect on employees‟ need satisfaction. These scholars randomly offered graduate students, 

who were all writing a thesis under supervision of a promoter, hypothetical scenarios in which 

their supervisor displayed an autonomy-supportive, a non-punitive controlling or a punitive 

controlling leadership style to motivate them to organize a seminar. Students who's supervisor 

was autonomy supportive, reported that they would feel more autonomy and competence need 

satisfaction and would be more intrinsically motivated compared to students who's supervisor 

would adopt a controlling style. Supervisors combining a controlling style with threats of 

punishments would curtail the students' feelings of competence, self-determination and 

intrinsic motivation even more. Further research replicated that the positive effects of 

autonomy support on employees' well-being are mediated by satisfaction of employees‟ needs 

for autonomy, competence and relatedness (Baard, Deci, & Ryan, 2004; Geutjens, 2004). In 

sum, these studies show that supervisors' autonomy supportive leadership style yield a 

positive impact on employees‟ well-being and performance.  

 

Conclusion 

Within this chapter we aimed to provide a historical overview of both I/O psychology 

and SDT and described the research that has been conducted in I/O settings from a SDT 

perspective. From a historical point of view, the emerging interest in SDT by I/O scholars 

seems to fit with the recent developments with the I/O psychology. SDT deals with the same 

topics of performance, satisfaction and the work context as Scientific Management, the 

Human Relations Movement and the job design paradigm. However, SDT also adds to these 

approaches. Whereas Scientific Management wanted to stimulate employees to execute the 

tasks they were commanded, SDT aims to set the conditions in which employees can revive 

their inherent tendency to perform the best they can and go the extra mile, without anyone 

asking them to do so. Similarly, SDT also aims to stimulate employees‟ well-being beyond 
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the level of mere satisfaction and experience vitality, that is, the eudaimonic experience of 

feeling energetic (Deci & Ryan, 2000). In this respect SDT fits well the current “positive 

psychology” trend in I/O psychology (Luthans, 2002).  

A considerable amount of research has now provided evidence for the usefulness of 

SDT in the I/O context. Employees' personal characteristics in terms of autonomous rather 

than controlled regulation, intrinsic relative to extrinsic goal pursuit and need satisfaction 

versus frustration have convincingly been shown to yield positive effects on both employees' 

well-being and performance. In addition, studies in which job design and supervisors' 

leadership styles were examined from a SDT perspective, offered more insight in the 

motivational potential of organizational socio-contextual aspects. However, a lot of questions 

remain. More research could, for instance, be done on the conditions in which supervisors 

adopt an autonomy supportive versus controlling style in relating to their subordinates or 

examine the role of monetary rewards in the organizational context more closely.  

We believe I/O psychologists do not only benefit from incorporating theoretical 

developments within SDT, but also that SDT is a very useful framework for practitioners. The 

research that has been conducted from a SDT-perspective provides practitioners with clear 

recommendations to support and stimulate employees' inherent tendencies to experience well-

being and perform the best they can. Specifically, SDT can be used as a framework to base 

various HR-aspects, that is, by creating an autonomy-supportive HR-policy, that contributes 

to the satisfaction of employee‟s basic psychological needs.  
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De Zelf-Determinatie Theorie: 

Kwalitatief goed motiveren op de werkvloer 

 

De oproep voor een positievere oriëntatie in de arbeids- en gezondheidspsychologie heeft het 

afgelopen decennium onderzoek gestimuleerd naar optimaal functioneren van werknemers. 

De Zelf-Determinatie Theorie (ZDT) kan deze positieve benadering theoretisch helpen 

onderbouwen en een coherente uitbouw van het domein helpen realiseren. Deze theorie gaat 

immers uit van een positief mensbeeld en behandelt op basis hiervan de regulatie en 

doelgerichtheid van het menselijke gedrag en de belangrijke basisbehoeften.  In deze bijdrage 

wordt de ZDT en haar relaties met andere arbeids- en organisatietheorieën besproken. 

Eveneens wordt er ingegaan op de empirische evidentie voor de ZDT en haar praktische 

relevantie voor de werkcontext.  
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Inleiding 

Het afgelopen decennium werd zowel in de psychologie in het algemeen (Seligman & 

Chikzentmihalyi, 2000) als in de psychologie van de arbeid en gezondheid (A&G-

psychologie; Luthans & Youssef, 2004; Schaufeli & Bakker, 2001; Schaufeli, 2004) 

opgeroepen om niet langer uitsluitend te focussen op negatieve aspecten van het menselijke 

bestaan, maar ook aandacht te schenken aan positieve fenomenen. Aansluitend is er in de 

A&G-psychologie grote aandacht ontstaan voor werkgerelateerd welbevinden (bv. 

bevlogenheid en flow), krachtige eigenschappen van werknemers (bv. hoop en optimisme) en 

stimulerende werkaspecten (bv. job resources en ondersteunende leiderschap; Schaufeli, 

2004). Deze toegenomen aandacht voor het welzijn is niet alleen goed voor de werknemers 

zelf. Ook organisaties kunnen er hun voordeel mee doen. Organisaties staan immers 

voortdurend voor de uitdaging om het beste in hun werknemers naar boven te halen om zo 

een cmpetetieve speler op de markt te kunnen zijn (Luthans & Youssef, 2004). De motivatie 

van werknemers kan hierbij een cruciale rol spelen (Steers, Mowday, & Shapiro, 2004).  

Hoewel verschillende motivatietheorieën de positieve benadering binnen de A&G-

psychologie zouden kunnen ondersteunen, wordt in de literatuur en praktijk slechts een 

beperkt aantal motivatietheorieën gebruikt (Pinder, 2008). In dit artikel willen we aangeven 

dat de Zelf-Determinatie Theorie (ZDT; Deci & Ryan, 2000; Vansteenkiste, Ryan, & Deci, 

2008) een betrouwbaar theoretisch kader kan bieden voor de positieve benadering binnen de 

A&G-psychologie en kan helpen om de kennis binnen dit domein op een coherente wijze te 

vergroten (Deci & Vansteenkiste, 2004).  

De ZDT is de afgelopen 40 jaar op basis van wetenschappelijk onderzoek ontwikkeld 

en toegepast in talrijke levensdomeinen zoals onderwijs, sport, relaties en opvoeding. Recent 

is deze theorie ook geïntroduceerd in de arbeidscontext (Gagné & Deci, 2005; Sheldon, 

Turban, Brown, Barrick, & Judge, 2003) en is haar bruikbaarheid empirisch aangetoond (zie 

Van den Broeck, Vansteenkiste, & De Witte, 2008, voor een overzicht).  

In deze bijdrage willen we aangeven hoe de ZDT het onderzoek en de praktijk van 

werkmotivatie kan bevorderen. In de eerste plaats komen de basisveronderstellingen van de 

ZDT aan bod. Daarna bespreken we de centrale concepten: de psychologische basisbehoeftes, 

gedragsregulaties en doeloriëntaties. Voor lezers die meer vertrouwd zijn met andere positief 

georiënteerde begrippen en theorieën binnen de A&G-psychologie, stippen we enkele 

gelijkenissen en verschillen aan tussen deze theorieën en de concepten van de ZDT. We gaan 

ook telkens in op empirisch onderzoek waaruit de relevantie van de ZDT-concepten voor de 
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werkcontext blijkt. Tot slot formuleren we enkele aanbevelingen naar de praktijk. 

Samengevat, willen we in dit artikel aantonen dat de ZDT een omvattende theorie is, die 

inzicht kan geven in optimaal motiverende persoonseigenschapp en organisatie-aspecten en 

kan helpen om werknemers optimaal te laten functioneren op het werk, zowel in termen van 

welzijn, positieve attitudes en gedrag (zie figuur 1).  

De basisveronderstellingen van de ZDT 

De ZDT neemt een bijzondere plaats in binnen de motivatiepsychologie. Ze vertrekt 

immers vanuit een positief mensbeeld (Sheldon e.a., 2003). In dit mensbeeld wordt 

verondersteld dat mensen niet re-actief zijn, maar van nature pro-actief hun omgeving 

vormgeven (Deci & Vansteenkiste, 2004). Anders dan bijvoorbeeld de Goal Setting Theory 

(Latham & Locke, 2006; Locke & Latham, 1990) of de Expectancy-Value Theories (Feather, 

1992; Vroom, 1964), neemt de ZDT hierbij expliciet aan dat deze activiteit gericht is op groei 

en integratie. Mensen evolueren tijdens hun leven naar een meer geïntegreerd en authentiek 

functioneren, zowel op individueel als sociaal niveau.  

De aangeboren actieve groeitendens komt volgens de ZDT echter niet 

onvoorwaardelijk tot uiting. Ze manifesteert zich alleen wanneer mensen in een stimulerende 

omgeving vertoeven. Werknemers zullen alleen optimaal functioneren wanneer ze door hun 

werk uitgedaagd worden en ze de ruimte krijgen om zich met boeiende activiteiten bezig te 

houden. Als werknemers geconfronteerd worden met een chaotische of controlerende 

omgeving, zal hun groei(tendens) geblokkeerd worden en zullen ze zich gefrustreerd voelen. 

Ze lopen dan het risico gedemotiveerd en contraproductief te worden.  

Het positieve, humanistische mensbeeld van de ZDT staat haaks op de 

veronderstellingen binnen vele andere A&G-theorieën. De Regulatory Focus Theory 

(Higgins, 1997, 2000) en de Conservation of Resources Theory (Hobfoll, 1989; 2002) stellen 

bijvoorbeeld dat werknemers vooral erop uit zijn om onplezierige situaties te vermijden en 

plezierige situaties te maximaliseren. Analoog gaan de Theory X van McGregor (1960) en de 

Agency Theory (Shapiro, 2005) er van uit dat werknemers inherent lui zijn en om deze reden 

sterk gedirigeerd en gecontroleerd moeten worden opdat ze zich zouden inzetten. De ZDT 

sluit echter wel aan bij Theorie Y van McGregor. Beide theorieën stellen dat werknemers 

graag werken, hun talenten willen ontwikkelen en  verantwoordelijkheden op zich willen 

nemen als ze daartoe gestimuleerd worden.  

McGregor plaatste Theorie Y als een evenwaardig alternatief naast Theory X en 
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beschreef de gevolgen van elk van deze theorieën voor werkgevers en werknemers. De ZDT 

trekt daarentegen duidelijk de kaart van het positieve mensbeeld en postuleert dat dit de ware 

aard van mensen weerspiegelt. Vanuit deze achtergrond wordt het evident om ook aandacht te 

besteden aan positieve fenomenen en optimaal functioneren. Daarom kan het uitgangspunt 

van de ZDT een basis vormen van de positieve A&G-psychologie (Deci & Vansteenkiste, 

2004).  

Daarnaast kan de ZDT ook helpen om de positieve A&G-psychologie op coherente en 

theoretisch gefundeerde wijze uit te bouwen en een geïntegreerd beleid te voeren in de 

praktijk. De ZDT is immers een omvangrijke theorie die ingaat op belangrijke menselijke 

behoeften, doeloriëntaties en  gedragsregulaties. Ze gaat dus zowel over „wat’ mensen 

nastreven (d.i. doelorientaties) als over „waarom‟ ze dat doen (d.i. gedragsregulaties) binnen 

een en hetzelfde theoretisch kader. Waar andere theorieën vooral kijken naar hoe sterk 

werknemers gemotiveerd zijn (d.i. kwantitatieve benadering), legt de ZDT de nadruk op hoe 

goed deze motivatie is (d.i. kwalitatieve benadering; Vansteenkiste, Lens, & Deci, 2006).  

De aandacht voor het onderliggende mechanisme van motivatie (d.i. de bevrediging 

van de drie aangeboren psychologische behoeften aan autonomie, competentie en relationele 

verbondenheid) laat bovendien toe motivatie van werknemers ten volle te begrijpen en in te 

spelen op onderliggende processen in plaats van louter op de uitkomsten. In de volgende 

paragrafen worden de basisbehoeften, gedragsregulaties en doelorientaties zoals ZDT deze 

definieert, toegelicht.  

Psychologische basisbehoeften: De motor van optimaal functioneren 

De ZDT beschouwt de bevrediging van de aangeboren psychologische basisbehoeften 

aan autonomie (Autonomy), verbondenheid (Beloningness) en competentie (Competence) als 

cruciale voedingsstoffen voor persoonlijke ontwikkeling en optimaal functioneren (Deci & 

Ryan, 2000; Reeve, 2005).  

De behoefte aan relationele verbondenheid wordt gedefinieerd als de wens om 

positieve relaties op te bouwen met anderen, zich geliefd en verzorgd te voelen en zelf voor 

anderen te zorgen (Baumeister & Leary, 1995; Deci & Ryan, 2000). Werknemers kunnen zich 

verbonden voelen wanneer ze deel uitmaken van een hecht team en hun persoonlijke 

gevoelens en gedachten kunnen delen met collega‟s. Het belang van sociale relaties wordt in 

de A&G-psychologie al lang erkend. Jahoda (1982) bijvoorbeeld beschouwde sociale 

contacten als een belangrijke latente functie van arbeid. Verder wordt er binnen de A&G-
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psychologie ook aandacht geschonken aan concepten als eenzaamheid op het werk (bv. 

Wright, Burt, & Strongman, 2006), sociale steun (bv. Viswesvaran, Sanchez, & Fisher, 1999) 

en teamwerk (bv. Lepine, Piccolo, Jackson, Mathieu, & Saul, 2008). In het algemeen staat de 

behoefte aan sociaal contact hierbij centraal. De ZDT gaat een stapje verder en benadrukt dat 

dergelijk sociaal contact betekenisvol en diepgaand moet zijn opdat werknemers zich echt 

verbonden zouden voelen (Reis, Scheldon, Gable, Roscoe, & Ryan, 2000).  

De behoefte aan competentie is de wens om doeltreffend met de omgeving om te gaan 

(Deci & Ryan, 2000; White, 1959). Mensen willen hun omgeving exploreren, begrijpen en 

beheersen. Het gevoel van competentie helpt werknemers zich te ontwikkelen en verhoogt 

hun capaciteit om zich flexibel aan te passen aan veranderende omgevingen.Vele A&G-

perspectieven beklemtonen dat het belangrijk is dat werknemers zich bekwaam voelen. De 

Expectancy-Value Theories en Self-Efficacy Theory (Bandura, 1997), bijvoorbeeld, 

beschouwen de subjectieve verwachting om taken succesvol uit te kunnen voeren als een 

belangrijke motivator. Deze theorieën leggen hierbij de nadruk op de aangeleerde 

verwachtingen om een specifieke taak tot een goed einde te brengen. In de ZDT verwijst 

competentie naar een aangeboren behoefte. Wie zich competent voelt, zal daarom niet alleen 

met meer zelfvertrouwen zijn werk aanpakken, maar ook beter in zijn vel zitten (Deci & 

Ryan, 2000; White, 1959). ZDT‟s competentie-behoefte sluit daarmee aan bij de perceptie 

van persoonlijke effectiviteit zoals omschreven in de Goal-Setting Theory. Ook deze laatste 

theorie schenkt immers aandacht aan het gevoel effectief te zijn, wat ontstaat nadat men een 

doel bereikt heeft. Net zoals in de ZDT, beantwoordt dit gevoel volgens de Goal-Setting 

Theory aan een universele psychologische behoefte en leidt het tot meer welzijn (Latham & 

Locke, 2006). 

De behoefte aan autonomie, tot slot, verwijst naar de wens om psychologisch vrij te 

kunnen handelen en niet onder druk te staan (deCharms, 1968; Deci, 1971). Het concept 

autonomie kent een lange geschiedenis binnen A&G-psychologie. “Zelf kunnen beslissen” 

staat hierbij doorgaans centraal. Karasek (1979) definieerde autonomie bijvoorbeeld in termen 

van beslissingsruimte en controlemogelijkheden, terwijl Hackman en Oldham (1976) 

autonomie gelijkstelden met persoonlijke vrijheid en onafhankelijkheid. Belangrijker dan 

alles zelf te kunnen aansturen, is volgens ZDT echter het gevoel zonder druk te kunnen 

functioneren. Dit gevoel van psychologische vrijheid kan tot stand komen wanneer 

werknemers de kans krijgen om zelf (mee) te beslissen of wanneer zij keuzemogelijkheden 

krijgen. Het kan echter ook ontstaan wanneer taken op empathische wijze en met voldoende 
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verantwoording worden opgedragen. Volgens de ZDT is de behoefte aan autonomie dus 

bevredigd wanneer werknemers volledig achter (de reden voor) hun gedrag staan, ongeacht of 

ze dit gedrag zelf geïnitieerd hebben zoals in het geval van keuze en beslissingsrecht of ze 

hiertoe werden aangezet door de omgeving die het gedrag als betekenisvol duidde. Dit komt 

overeen met de stelling in de Goal Setting Theory dat doelen meer motiverend zijn als men ze 

zelf heeft geformuleerd en, als het gaat om door anderen opgelegde doelen, men deze als 

zinvol beschouwt. 

Dat „behoeften‟ centrale elementen zouden zijn voor de motivatie van werknemers is 

niet nieuw. Maslow (1943) postuleerde bijvoorbeeld een hiërarchisch behoeftemodel waarin 

lagere deficiëntiebehoeften zoals voeding en fysieke veiligheid in voldoende mate bevredigd 

moesten worden alvorens groeibehoeften zoals liefde en zelfrealisatie tot uiting konden 

komen. McClelland (1965) onderzocht onder andere de prestatiebehoefte en de behoefte aan 

macht, die essentieel worden geacht voor goede leidinggevenden. Hackman en Oldham 

benadrukten het belang van de behoefte aan groei opdat jobverrijking het functioneren van 

werknemers zou bevorderen. Higgins (2000), tot slot, stelde dat mensen ofwel handelen 

vanuit een groeibehoefte ofwel vanuit een behoefte aan veiligheid. 

ZDT‟s concept van aangeboren basisbehoeftes verschilt echter van deze visies. 

Voorgaande benaderingen besteden immers vooral aandacht aan behoeften die ontstaan 

naarmate mensen zich ontwikkelen. Omdat iedereen andere levenservaringen heeft, verschilt 

het belang van de verschillende behoeften per individu, wat implicaties heeft voor het 

functioneren. Zo zullen bijvoorbeeld enkel werknemers die herhaaldelijk geprezen worden 

voor het behalen van een bepaald doel of prestatieniveau, een sterkere prestatiebehoefte 

(Winterbottom, 1959) of promotie-oriëntatie (Higgins, 2000) ontwikkelen. Volgens 

McClelland bepaalt de sterkte van de prestatiebehoefte vervolgens de mate waarin iemand 

gemotiveerd is in competitieve situaties. Analoog, zetten promotie-georiënteerde werknemers 

zich volgens Higgins meer in dan preventie-georiënteerde werknemers wanneer doelen 

geformuleerd worden in termen van succes. Tot slot profiteren volgens Hackman en Oldham 

werknemers die een sterke groeibehoefte ontwikkeld hebben meer van verrijking van het 

werk dan hun collega‟s die minder gericht zijn op groei.  

In tegenstelling tot voorgaande kaders, stelt de ZDT dat de drie basisbehoeften 

ingebakken zitten in de menselijke natuur. Ze heeft het daarom niet over verschillen tussen 

mensen in de sterkte van deze behoeftes, maar wel over de mate waarin mensen hun behoeftes 

hebben bevredigd. Deze focus is analoog aan de vaak gehanteerde zienswijze op fysieke 
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behoeftes: hoewel mensen kunnen verschillen in de mate waarin ze honger hebben, is de mate 

waarin ze op een gegeven moment hun honger hebben kunnen stillen van cruciaal belang voor 

hun fysiek functioneren (Deci & Ryan, 2000). Omdat de ZDT er van uitgaat dat iedereen de 

drie basisbehoeftes heeft en dat iedereen profiteert van de bevrediging ervan, stelt ze dat 

omgevingsfactoren die de behoeftes voeden voor iedereen motiverend zijn. Iedereen zal 

volgens de ZDT dus profiteren van positief gepercipieerde feedback, zelfs werknemers die het 

niet belangrijk vinden om de specifieke taak goed uit te voeren (Mouratidis, Vansteenkiste, 

Lens, & Sideris, 2008). Verder onderzoek zou beide visies op behoeften kunnen contrasteren 

en bijvoorbeeld kunnen nagaan of de bevrediging van de aangeboren behoefte aan relationele 

verbondenheid leidt tot positieve gevolgen voor mensen met een sterke aangeleerde behoefte 

aan affiliatie.  

In het algemeen, kan vanuit de Conservation of Resources Theory, de bevrediging van 

de psychologische basisbehoeften gezien worden als een belangrijke persoonlijke hulpbron 

die de accumulatie van andere hulpbronnen stimuleert. De idee van essentiële universele 

basisbehoeften, sluit eveneens aan bij de behoeftes aan zelfbehoud en zelfactualisatie van 

Herzberg (1968) en de kritische psychologische toestanden (d.i. betekenis, 

verantwoordelijheid en kennis) van Hackman en Oldham. Ook Herzberg ging er namelijk van 

uit dat iedereen de behoeftes aan zelfbehoud en zelfactualisatie bezit. Hackman en Oldham 

zagen tevens de vervulling van de psychologische toestanden als een cruciale voorwaarde 

voor optimaal functioneren.  

Terwijl empirische evidentie voor deze laatste behoefte-concepten schaars is (Pinder, 

2008), worden de behoeften van de ZDT uitgebreid empirisch ondersteund. Talrijke studies 

hebben immers aangetoond dat werknemers die zich autonoom, competent en verbonden 

voelen, beter functioneren dan hun collega‟s van wie de behoeften niet voldoende bevredigd 

zijn. De eerst genoemden zijn meer tevreden met hun werk (Ilardi, Leone, Kasser, & Ryan, 

1993), vitaler, minder uitgeput (Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008), 

brengen vrijwillig meer tijd door op het werk (Gagné, 2003; Kasser, Davey, & Ryan, 1992), 

accepteren organisatieveranderingen makkelijker (Gagné, Koestner, & Zuckerman, 2000; 

Lynch, Plant, & Ryan, 2005), zijn minder geneigd om ontslag te nemen (Vansteenkiste, e.a., 

2007) en presteren beter (Baard, Deci, & Ryan, 2004). Bovendien gaat behoeftebevrediging 

op het werk samen met meer welzijn buiten de werkcontext (Deci, Ryan, Gagné, Leone, 

Usunov, & Kornazheva, 2001).  

Volgens de ZDT kan de werkcontext de behoeften van de werknemers sterk 
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beïnvloeden. In lijn hiermee toonde empirisch onderzoek aan dat HRM-praktijken 

rechtstreeks kunnen inspelen op de bevrediging van de psychologische basisbehoeften (Gagné 

& Deci, 2005). De behoeftes aan autonomie, competentie en relationele verbondenheid 

worden bijvoorbeeld bevredigd in een algemeen ondersteunend werkklimaat (Deci, e.a., 2001; 

Gagné, 2003) en wanneer leidinggevenden empatisch zijn, keuzes bieden, informatie geven 

en initiatief stimuleren (Baard, e.a., 2004; Deci, Connell, & Ryan, 1989; Gagné, 2003). De 

basisbehoeftes worden ook bevredigd bij banen waarin ondersteunende werkkenmerken 

domineren (bv. sociale steun, feedback) en veeleisende werkkenmerken afwezig zijn (bv. 

emotionele belasting, werk-thuisinterferentie; Gagné, Senécal, & Koestner, 1997; Van den 

Broeck, Vansteenkiste, De Witte, e.a., 2008). Bovendien kunnen de basisbehoeften verklaren 

waarom jobdesign zo‟n belangrijke impact heeft op het functioneren van werknemers (Van 

den Broeck, Vansteenkiste, De Witte, e.a., 2008).  

Samengevat is de bevrediging van behoeften aan autonomie, competentie en 

verbondenheid dus een belangrijke voorwaarde voor het optimaal functioneren van 

werknemers, zowel in termen van welzijn, positieve attitudes als coöperatief en productief 

gedrag. Behoeftebevrediging kan daarenboven een handig criterium zijn bij het vormgeven 

van HRM-praktijken. Wanneer HRM-praktijken tegemoet komen aan de behoeftes aan 

autonomie, competentie of verbondenheid zullen ze bijdragen aan het optimaal functioneren 

van werknemers en het succes van de organisatie. Interventies die de behoeftebevrediging 

frustreren zullen leiden tot minder positieve uitkomsten. Behoeftebevrediging biedt daarnaast 

ook de mogelijkheid om het „waarom‟ (d.i. gedragsregulaties) en het „wat‟ (d.i. 

doeloriëntaties) van de motivatie van werknemers te begrijpen. Dit komt in volgende 

paragrafen aan bod.  

Autonome en gecontroleerde motivatie: Het ‘waarom’ van motivatie 

Van oudsher wordt er in de motivatiepsychologie een onderscheid gemaakt tussen 

intrinsieke en extrinsieke motivatie (Deci, 1971). Intrinsieke motivatie verwijst naar het 

uitvoeren van een activiteit omdat ze op zich leuk of interessant is. Zo kan een 

vertegenwoordigster met plezier naar het werk gaan omdat ze dol is op het sociale contact dat 

het werk haar biedt. Bij extrinsieke motivatie daarentegen wordt gedrag vertoond omwille van 

een uitkomst die buiten de activiteit gelegen is. Niet de inhoud van het werk, maar wel de 

uitkomsten van het werk vormen hierbij de belangrijkste bron van motivatie. Wie een baan 

aanvaardt omwille van goede (secundaire) arbeidsvoorwaarden is bijvoorbeeld extrinsiek 



SDT in the Occupational Context 

105 

gemotiveerd.  

De positieve impact van intrinsieke motivatie is alom bekend binnen A&G-

psychologie. Het concept kwam onder andere aan bod bij Herzberg en werd later uitgewerkt 

door Hackman en Oldham. De laatst genoemden probeerden inherent boeiende of intrinsiek 

motiverende banen te creëren door ze te verrijken met onder andere feedback en variatie. Veel 

banen bevatten echter ook taken die niet intrinsiek boeiend of leuk (kunnen) zijn, en die dus 

enkel uitgevoerd kunnen worden op basis van extrinsieke motieven (Sheldon, e.a., 2003).  

Volgens verschillende motivatietheorieën (bv. Expectancy-Value Theory) zijn 

intrinsieke en extrinsieke motivatie gelijkwaardig en kunnen ze opgeteld worden om de 

sterkte van iemands totale motivatie te berekenen. In deze visie kan een weinig intrinsiek 

gemotiveerde werknemer gestimuleerd worden door een bonus, opslag of promotie te beloven 

of door een deadline of strikte controle in het vooruitzicht te stellen.  

Eerder onderzoek binnen de ZDT toont echter aan dat extrinsieke en intrinsieke 

motivatie niet zonder meer opgeteld mogen worden (Deci, Koestner, & Ryan, 1999). 

Wanneer intrinsiek gemotiveerde werknemers beloond worden, kunnen ze het gevoel krijgen 

dat hun eigen gevoelens van plezier en interesse niet langer aan de basis liggen van hun 

gedrag, maar dat de beloningen hun gedrag bepalen. Zij worden dus gefrustreerd in hun 

autonomie, waardoor het plezier in en de interesse voor de taak vermindert. Anderzijds 

kunnen beloningen ook feedback bevatten en daarmee tegemoet komen aan de behoefte aan 

competentie. In dat geval verhogen ze de intrinsieke motivatie (Deci, e.a., 1999; Luyten & 

Lens, 1981). De aard van beloningen en de manier waarop ze worden toegekend, bepalen dus 

of beloningen intrinsieke werkmotivatie versterken of ondergraven. In dit licht bestuderen 

zowel psychologen, economen als management georiënteerde onderzoekers momenteel de 

grenzen van uiteenlopende beloningssystemen (Gagné & Forest, 2008; Frey & Osterloh, 

2005; Rynes, Gerhart, & Park, 2005). Dergelijk onderzoek leert hoe men werknemers kan op 

een goede wijze kan belonen zonder hun intrinsieke motivatie te ondermijnen. 

De ZDT plaatst niet alleen vraagtekens bij de eenvoudige opstelsom van intrinsieke en 

extrinsieke motivatie. Ze overstijgt ook de dichotomie tussen deze concepten (Sheldon, e.a., 

2003). De ZDT onderscheidt immers verschillende types van extrinsieke motivatie en stelt dat 

deze een kwalitatief verschillende impact hebben op het functioneren van werknemers (Ryan 

& Connell, 1989). De types extrinsieke motivatie situeren zich op een continuüm van 

kwalitatief inferieure naar hoogstaande motivatie (zie figuur 2). Deze verschillen in kwaliteit 

hangen samen met de mate waarin extrinsiek gemotiveerd gedrag autonoom dan wel 
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gecontroleerd gereguleerd is. De types gedragsregulatie zijn echter geen fasen die 

chronologisch doorlopen worden (Gagné & Deci, 2003). Gedrag is immers vaak meervoudig 

gedetermineerd en werknemers kunnen hun taken op ieder ogenblik omwille van 

uiteenlopende redenen uitvoeren. 

In de eerste plaats kan het uitvoeren van bepaalde taken extern gereguleerd zijn. Deze 

vorm van extrinsieke motivatie omvat het uitvoeren van een activiteit om beloningen te 

krijgen of straffen te vermijden. Extern gereguleerde werknemers kunnen zowel promotie- als 

preventie-georiënteerd zijn en zich respectievelijk inzetten om een bonus op te strijken of te 

vermijden dat ze ontslagen worden (materiële beloningen) of hun best doen om waardering te 

krijgen of kritiek te vermijden (sociale beloningen). Externe gedragsregulatie is uitvoerig 

bestudeerd binnen het behaviorisme (Skinner, 1964). Het staat ook centraal in Theory X van 

McGregor en de Agency-Theory. In deze theorieën wordt immers gesteld dat werknemers 

enkel gemotiveerd kunnen worden om zich in te zetten voor het belang van het bedrijf, 

wanneer ze hier zelf hun (financieel) voordeel mee doen.  

De tweede vorm van extrinsieke motivatie binnen de ZDT is geïntrojecteerde 

regulatie. Bij geïntrojecteerde regulatie koppelen werknemers hun zelfwaarde aan het 

uitvoeren van een bepaalde activiteit. Ze willen negatieve gevoelens zoals schaamte, schuld of 

angst vermijden (preventie-focus) of juist positieve gevoelens zoals trots ervaren (promotie-

focus; Assor, Vansteenkiste, & Kaplan, 2009). Terwijl extern aangevoerde factoren gedrag 

stimuleren bij externe regulatie, vormen intern controlerende factoren de drijfveer bij 

geïntrojecteerde regulatie. Werknemers zetten dus zichzelf onder druk. Omdat zowel externe 

als geïntrojecteerde regulatie gepaard gaan met gevoelens van druk, verplichting en controle, 

worden ze door de ZDT gezien als vormen van  gecontroleerde motivatie (Deci & Ryan, 

2000, 2006).  

Geïdentificeerde en geïntegreerde regulatie vormen respectievelijk het derde en vierde 

type van extrinsieke motivatie op het continuüm (Ryan & Connell, 1989). Werknemers die 

zich identificeren met de reden voor het stellen van een activiteit zetten zich in omdat ze de 

activiteit persoonlijk belangrijk of zinvol vinden. Identificatie sluit aan bij Hackmans en 

Oldhams definitie van gepercipieerde betekenisvolheid van het werk als kritische 

psychologische toestand. Het onderschrijft ook het belang van taaksignificantie en 

taakidentiteit als motiverende taakkenmerken. Bij het vierde type van extrinsieke motivatie, 

geïntegreerde regulatie, hebben werknemers de reden voor het gedrag volledig geïntegreerd 

en wordt een activiteit uitgevoerd omdat ze past binnen het waardenkader van het individu.  
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Identificatie en integratie zijn extrinsieke vormen van motivatie; de activiteit wordt 

immers uitgevoerd om een uitkomst te bereiken die buiten de activiteit gelegen is. Men 

identificeert zich echter met de reden voor het stellen van het gedrag, of heeft ze zelfs 

geïntegreerd in zijn waardensysteem. Men doet dus de activiteit omdat men het zelf wil en 

men handelt zonder enige dwang of druk te ervaren. Beide types van regulatie worden daarom 

als vormen van autonome motivatie beschouwd (Deci & Ryan, 2000). Omdat intrinsiek 

gemotiveerde werknemers spontaan hun werk uitvoeren omdat ze het op zich boeiend en leuk 

vinden, wordt intrinsieke motivatie gezien als de meest autonome vorm van motivatie. 

Autonome motivatie verwijst dus naar het gevoel zelf te willen handelen in plaats van 

gedirigeerd of gedwongen te worden. Autonome motivatie gaat samen met 

behoeftebevrediging en is daarom kwalitatief hoogstaande motivatie die bijdraagt aan 

optimaal functioneren (Deci & Ryan, 2000). Dat werknemers zich beter in hun vel voelen en 

beter presteren wanneer hun motivatie voornamelijk uit henzelf komt dan wanneer ze hun 

motivatie ontlenen aan controle werd in de A&G-psychologie al eerder onderschreven door 

bijvoorbeeld Herzberg en Jahoda. 

Zoals reeds eerder geschreven, hanteert de ZDT, in tegenstelling tot bijvoorbeeld de 

Goal-Setting Theory en Self-Efficacy Theory,  geen louter kwantitatieve kijk op motivatie 

waarin “meer” of een “sterkere” motivatie als meer bevorderlijk wordt gezien. Ze stelt 

daarentegen, net als de Regulatory Fit Theory (Higgins, 2000) dat vooral de kwaliteit van 

motivatie er toe doet (Vansteenkiste, Lens, De Witte, & Feather, 2005; Meyer, Becker, & 

Vandenberghe, 2004). De Regulatory Fit Theory maakt hierbij een kwalitatief onderscheid 

tussen de doelen die mensen willen bereiken: promotie-georiënteerde werknemers willen hun 

idealen bereiken, terwijl preventie-georiënteerde werknemers hun verplichtingen willen 

nakomen. De Zelf-Determinatie Theorie zet de soort redenen voor het vertonen van gedrag 

centraal: gecontroleerde motivatie wordt veroorzaakt door externe of interne druk, terwijl 

autonome motivatie voortkomt uit  de waarden en interesses van werknemers. De Regulatory 

Fit Theory neemt aan dat een promotie- en preventie-georiënteerdheid elk hun voor- en 

nadelen hebben en dat de fit tussen de persoonlijke oriëntatie en de omgeving belangrijk is 

opdat werknemers optimaal zouden functioneren. De ZDT stelt daarentegen dat autonome 

motivatie altijd kwalitatief beter is dan gecontroleerde motivatie. Anders dan gecontroleerde 

motivatie, gaat autonome motivatie gepaard met de bevrediging van de basisbehoeften. Meer 

nog, terwijl autonome motivatie optimaal functioneren stimuleert, zorgt gecontroleerde 

motivatie er voor dat mensen slechter in hun vel zitten en minder goed presteren. Volgens de 
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ZDT is het daarom beter om enkel autonoom gemotiveerd te zijn, in plaats van zowel 

autonoom als gecontroleerd. Als gevolg hiervan wordt in onderzoek vaak gecontroleerde 

motivatie afgetrokken van autonome motivatie om zo een samenvattende  maat voor de 

kwaliteit van motivatie te kijgen. 

Verschillende studies bevestigden dat mensen beter functioneren naarmate ze meer 

autonoom en minder gecontroleerd gemotiveerd zijn. Dit gaat op voor zowel werknemers (bv. 

Richer, Blanchard, & Vallerand, 2002) als werkzoekenden (Vansteenkiste, Lens, et al., 2005; 

Vansteenkiste, Lens, DeWitte, De Witte, & Deci, 2004) en voor specifieke taken (Fernet, Sen, 

Guay, Marsh, & Dowson, 2008), werkdomeinen (e.g. Richer, e.a., 2002), en werkdoelen 

(Bono & Judge, 2003). Hoe sterker werknemers autonoom (en niet gecontroleerd) 

gemotiveerd zijn voor hun werk, hoe beter ze zich voelen op het werk in termen van 

werktevredenheid, levenstevredenheid, affectieve organisatie-betrokkenheid, verminderde 

burnout en algemene gezondheid (zie bv. Fernet, Guay, & Senécal, 2004, Judge, Bono, Erez, 

& Locke, 2005). Werknemers die sterk autonoom (en niet gecontroleerd) gemotiveerd zijn 

voor hun werk, presteren ook beter en willen minder van baan veranderen (Baard, e.a., 2004; 

Milette & Gagné, 2008; Richer, e.a., 2002). Wie op meer autonome wijze gemotiveerd is voor 

het uitstippelen van een carrière-pad lijdt bovendien minder aan besluiteloosheid en 

procrastinatie (Guay, Senécal, Gauthier, & Fernet, 2003; Senécal, & Guay, 2000). Daarnaast 

lijden autonoom gemotiveerde werkzoekenden minder onder hun werkloosheid en zijn zij 

actiever op zoek naar werk dan hun meer gecontroleerde collega‟s (Vansteenkiste, Lens, e.a., 

2004).  

Deze resultaten komen ook naar voor wanneer de sterkte (d.i., de kwantiteit) van de 

motivatie in rekening wordt gebracht (Vansteenkiste, Lens e.a., 2005), wat evidentie biedt 

voor ZDT‟s stelling dat naast de kwantiteit vooral de kwaliteit van motivatie een rol speelt. 

Tot slot blijkt kwalitatief goede motivatie ook te fungeren als een persoonlijke hulpbron, zoals 

gedefinieerd in de Conservation of Resources Theory. Zo helpt een sterke autonome motivatie 

om de controlemogelijkheden binnen het werk, zoals gedefinieerd door Karasek, optimaal te 

benutten als buffer voor de eisende aspecten van het werk (Fernet, e.a., 2004; Parker, 

Jimmieson, & Amiot, in druk).  

De verschillende types van motivatie kunnen zowel uitgelokt worden door de 

omgeving als hun oorsprong vinden bij de werknemers zelf. In de eerste plaats kunnen 

jobdesign en leiderschap kwalitatief goede motivatie stimuleren. Vooral werkkenmerken 

zoals variatie, betekenisvolheid van het werk en feedback, zoals gedefinieerd door Hackman 
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en Oldham, blijken samen te gaan met autonome motivatie (Milette & Gagné, 2008; Richer, 

e.a., 2002). Transformationeel leiderschap is eveneens positief gerelateerd aan kwalitatief 

hoogstaande motivatie, wellicht omdat transformationeel leidinggevenden vertrouwen tonen 

in de competenties van werknemers, hun groepsgevoel aansterken en aansluiting proberen te 

vinden met hun waarden (Bono & Judge, 2003). 

Naast situationeel opgewekte motivatie, kunnen ten tweede ook 

persoonlijkheidskenmerken verklaren waarom werknemers autonoom dan wel gecontroleerd 

gemotiveerd zijn voor hun werk. De kernaspecten van zelfevaluatie (d.i. zelfwaarde, 

algemene effectiviteit, interne controlelocus en emotionele stabiliteit) gaan bijvoorbeeld 

gepaard met een meer autonome in plaats van gecontroleerde werkmotivatie (Judge, e.a., 

2005). Daarnaast bestaat er ook een specieke persoonlijkheidstrek om te handelen vanuit 

autonome dan wel gecontroleerde redenen: terwijl sommige mensen geleerd hebben om in het 

algemeen (d.w.z. over allerlei situaties en contexten heen) het belang en de plezierige 

aspecten van hun gedrag te benadrukken, worden anderen eerder gedreven door  externe of 

interne controles (Baard, e.a., 2004; Lam & Gurland, 2008).  

Samengevat onderscheidt de ZDT dus kwalitatief inferieure types van motivatie (d.i. 

gecontroleerde) van kwalitatief hoogstaande (d.i. autonome) types van motivatie. Autonome 

motivatie gaat hand in hand met optimaal functioneren (d.i. welzijn, positieve attitudes en 

constructief gedrag). Gecontroleerde motivatie is hier niet of zelfs negatief aan gerelateerd. 

Naast verschillende types van motivatie of gedragsregulatie, omschrijft de ZDT ook de 

motiverende impact van de doelen of waarden die mensen nastreven. 

Intrinsieke en extrinsieke doelen: Het ‘wat’ van motivatie 

De motivationale impact van doelen - of op een abstracter niveau waarden - is 

algemeen bekend binnen A&G-psychologie. De Goal-Setting Theory gaat er bijvoorbeeld van 

uit dat werknemers optimaal gemotiveerd zijn wanneer ze streven naar specifieke, moeilijke 

doelen. Net zoals bij de verschillende types van motivatie, stelt de ZDT echter dat niet alleen 

de kwantiteit, maar ook de kwaliteit telt. Niet alle types van doelen hebben volgens de ZDT 

dezelfde motivationele impact. De ZDT deelt deze mening met bijvoorbeeld de Achievement 

Goal Theory, waarin prestatiedoelen van taakdoelen worden onderscheiden (Elliot & 

McGregor, 2001). Terwijl de Achievement Goal Theory de oriëntatie tegenover prestatietaken 

bestudeert (leerdoelen versus prestatiedoelen), richt de ZDT zich vooral op hogere-orde 

doelen, die het functioneren in talrijke levensdomeinen kunnen beïnvloeden (Vansteenkiste, 
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Matos, Lens, & Soenens, 2007). Ze stelt dat het nastreven van intrinsieke doelen bijdraagt tot 

optimaal functioneren, terwijl het najagen van extrinsieke doelen hier niet toe bijdraagt of 

misschien zelfs hier van afleidt (Deci & Ryan, 2000; Kasser, 2002; Vansteenkiste, Soenens, & 

Duriez, 2008).  

Intrinsieke werkdoelen zijn  gericht op zelfontplooiing, het leveren van een bijdrage 

aan de samenleving en het opbouwen van goede sociale relaties. Extrinsieke doelen omvatten 

het nastreven van een hoge status, macht of financieel succes. Intrinsieke doelen sluiten aan 

bij de natuurlijke tendens om zich verder te ontwikkelen. Het nastreven ervan bevredigt dan 

ook de psychologische basisbehoeften en helpt mensen optimaal te functioneren en hun 

potentieel te realiseren (Kasser, 2002). Extrinsieke doelen leiden daarentegen af van de 

inherente groeitendens. Bij het nastreven van extrinsieke doelen wordt bijvoorbeeld de eigen 

zelfwaarde afhankelijk van de mening van anderen, wat kan leiden tot stressvolle 

interpersoonlijke vergelijkingen (Patrick, Neighbours, & Knee, 2004). Terwijl intrinsieke 

doelen samengaan met een taak-oriëntatie, gaan extrinsieke doelen gepaard met een prestatie-

oriëntatie (Vansteenkiste, Simons, Lens, Soenens, Matos, Lacante, 2004; Vansteenkiste, 

Matos, e.a., 2007). Extrinsiek georiënteerde mensen deinzen er bovendien niet voor terug om 

anderen te discrimineren of zelfs te misbruiken om hun doel te bereiken (Duriez, Soenens, & 

Vansteenkiste, 2007). Het nastreven van extrinsieke doelen werkt dan ook conflicten tussen 

groepen in de hand (Duriez, Soenens, Vansteenkiste, & De Witte, 2007) en verhindert dat 

mensen zich goed voelen en goed presteren (Vansteenkiste, Lens, e.a., 2006). De ZDT neemt 

aan dat het nastreven van extrinsieke doelen vooral optreedt wanneer de bevrediging van de 

basisbehoeften belemmerd wordt (Kasser, 2002). Vanuit de Conservation of Resources 

Theory kan een extrinsieke oriëntatie dan ook begrepen worden als  een compensatie-strategie 

die optreedt wanneer de hulpbronnen bedreigd zijn. Ironisch genoeg, belemmert een 

dergelijke strategie de accumulatie van nieuwe hulpbronnen of behoeftebevrediging 

(Vansteenkiste, Neyrinck, e.a., 2007), wat resulteert in een negatieve spiraal.  

Sommige auteurs in de A&G-psychologie maken eveneens een onderscheid tussen 

intrinsieke en extrinsieke werkwaarden of -doelen (bv. De Witte, 2000; Feather & O‟Brien, 

1986; Malka & Chatman, 2003). Intrinsieke waarden verwijzen hierbij naar de mate waarin 

werknemers belang hechten aan taakgerelateerde aspecten die inherent verbonden zijn aan het 

werk (bv. autonomie en vaardigheidsbenutting). Extrinsieke waarden refereren daarentegen 

niet naar de inhoud van het werk, maar wel naar het waarderen van arbeidsomstandigheden, -

verhoudingen of –voorwaarden zoals baanzekerheid, sociale steun, goede uren en beloning.  
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Intrinsiek en extrinsiek hebben in deze definitie van werkwaarden dus een andere 

betekenis dan in de ZDT. In plaats van het werk, neemt de ZDT immers de inherente 

groeitendens van mensen en de psychologische basisbehoeften als uitgangspunt voor de 

opdeling in intrinsieke en extrinsieke doelen, wat resulteert in kleine verschillen in de 

classificatie van de doelen. Belang hechten aan sociale relaties, bijvoorbeeld, wordt door 

A&G-onderzoekers beschouwd als een deelaspect van arbeidsverhoudingen en wordt daarom 

als extrinsiek gecategoriseerd. Binnen de ZDT wordt dit echter gezien als een intrinsiek doel 

omdat het waarderen van sociale relaties in lijn ligt van de basisbehoefte aan verbondenheid. 

De indeling in intrinsieke en extrinsieke doelen binnen de ZDT is abstracter en overstijgt de 

verwijzing naar specifieke baankenmerken van de A&G-indeling. Anders dan het onderscheid 

in de A&G-psychologie, wordt in de ZDT tot slot de differentiatie tussen intrinsieke en 

extrinsieke doelen geïntegreerd in een groter theoretisch raamwerk.  

In feite sluit de A&G-differentiatie tussen de waardering van intrinsieke en extrinsieke 

werkaspecten (bv. De Witte, 2000) beter aan bij het verschil tussen intrinsieke en extrinsieke 

motivatie zoals hierboven beschreven. Een rijke arbeidsinhoud kan er immers toe bijdragen 

dat werknemers hun werk interessant en leuk vinden en dus intrinsiek gemotiveerd raken, 

terwijl goede arbeidsomstandigheden, -voorwaarden en –verhoudingen extrinsieke motivatie 

kunnen stimuleren.  

In lijn met de ZDT bevestigen verschillende studies dat het nastreven van intrinsieke 

dan wel extrinsieke doelen van invloed is op persoonlijk en sociaal functioneren (zie 

Vansteenkiste, Soenens, e.a., 2008 voor een overzicht). Het nastreven van extrinsieke 

waarden is op zich niet zo problematisch, maar wordt dat wel wanneer extrinsieke waarden 

belangrijker worden dan intrinsieke waarden. Daarom wordt in empirisch onderzoek vaak een 

relatieve score berekend, die aangeeft in welke mate mensen intrinsieke doelen boven 

extrinsieke doelen verkiezen. Studies die een dergelijke relatieve maat gebruiken, tonen aan 

dat mensen die intrinsieke doelen verkiezen, beter in hun vel zitten, zich beter ontwikkelen 

(bv. Kasser & Ryan, 1996; Sheldon, Ryan, Deci, & Kasser, 2004), betere prestaties 

neerzetten, taken langer volhouden (Vansteenkiste, Timmermans, Lens, Soenens, & Van den 

Broeck, 2008) en minder probleemgedrag vertonen (bv. Niemiec, Ryan, Deci, & Williams, 

2009). Soortgelijke bevindingen werden vastgesteld in de werkcontext. Wanneer werknemers 

focussen op intrinsieke in plaats van op extrinsieke werkdoelen, ervaren ze meer welzijn, zijn 

ze minder geneigd de organisatie te verlaten (Vansteenkiste, Neyrinck, e.a., 2007) en 

ontwikkelen ze een betere flexibele houding tegenover de arbeidsmarkt (Van den Broeck, 
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Vansteenkiste, Lens & De Witte, in druk). Zoals verwacht, biedt de bevrediging van de 

basisbehoeftes een verklaring voor deze relaties (Vansteenkiste, Neyrinck, e.a., 2007).  

Dat het nastreven van intrinsieke in plaats van extrinsieke doelen leidt tot beter 

functioneren is niet te wijten aan een mogelijk verschil in moeilijkheidsgraad of haalbaarheid 

van intrinsieke en extrinsieke doelen zoals gesuggereerd zou kunnen worden op basis van de 

Goal-Setting Theorie. Soortgelijke resultaten worden immers ook gevonden wanneer mensen 

het 'meer waarschijnlijk vinden' dat ze deze extrinsieke doelen zullen bereiken. Zelfs mensen 

die zich bekwaam voelen om een extrinsiek doel te bereiken, zitten dus niet beter in hun vel 

(Kasser & Ryan, 1996). Verder blijkt ook dat het realiseren van extrinsieke doelen niet 

bijdraagt aan het welzijn van mensen, terwijl dit wel het geval is voor het bereiken van 

intrinsieke doelen (bv., Niemiec et al., 2009; Van Hiel & Vansteenkiste, 2009). 

Naast een persoonlijke voorkeur voor bepaalde doelen, kan ook de omgeving in 

verschillende mate intrinsieke en extrinsieke doelen promoten en zo het functioneren van 

mensen beïnvloeden: het promoten van intrinsieke doelen leidt bijvoorbeeld tot meer 

autonome motivatie, welzijn en goede prestaties, terwijl het stimuleren van extrinsieke doelen 

hier negatief op inwerkt (Vansteenkiste, Simons, Lens, Soenens, & Matos, 2005). Dit geldt 

voor zowel mensen met een intrinsieke als extrinsieke doeloriëntatie (Vansteenkiste, 

Timmermans, e.a., 2008). Het persoon-omgeving-fit perspectief dat vaak gehanteerd wordt 

binnen A&G-psychologie (Kristof-Brown, Zimmerman, & Johnson, 2005; Warr, 1987), is 

met andere woorden nog niet bevestigd voor de intrinsieke en extrinsieke doelen van de ZDT. 

In dit fit-perspectief wordt immers verondersteld dat werknemers floreren wanneer hun 

waarden overeenkomen met de prominente waarden in de organisatie. De resultaten van 

onderzoek naar intrinsieke en extrinsieke doelen suggereren daarentegen dat de positieve 

impact van het nastreven en promoten van intrinsieke in plaats van extrinsieke waarden 

universeel is: wie vooral intrinsiek georiënteerd is, functioneert in elke context beter dan wie 

vooral extrinsiek georiënteerd is en het promoten van intrinsieke doelen is steeds beter dan het 

benadrukken van extrinsieke doelen (Vansteenkiste, Lens, e.a., 2006).  

Samengevat stelt de ZDT dus dat niet alle doelen een positieve impact hebben, maar 

dat er inhoudelijk een kwalitatief onderscheid gemaakt moet worden. Intrinsieke doelen 

hebben een positief effect op het functioneren van werknemers, zowel wanneer werknemers 

ze zelf nastreven als wanneer de omgeving ze aangemoedigt. Extrinsieke doelen leiden eerder 

af van optimaal functioneren, zeker wanneer ze het nastreven van intrinsieke doelen 

verdringen.  
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Conclusie 

In deze bijdrage zijn de basisprincipes en – concepten van de ZDT toegelicht. Deze 

theorie kan een belangrijke bijdrage leveren aan de positieve A&G-psychologie om 

verschillende redenen. Ten eerste kan ze een solide basis vormen voor de A&G-psychologie 

omdat ze vertrekt vanuit een positief mensbeeld: mensen zijn actieve op groeigerichte 

organismen. Daarnaast erkent de ZDT dat de context een positieve dan wel negatieve invloed 

kan uitoefenen op het functioneren van werknemers. Op die manier laat ze toe om zowel de 

invloed van de context te onderzoeken op het functioneren van werknemers als de interactie 

tussen deze werknemers en hun context. De ZDT is dan ook een omvattende theorie, wat ook 

tot uiting komt in de kernconcepten en uitkomsten die ze bestudeert.  

Terwijl andere theorieën in de A&G-psychologie zich toeleggen op bepaalde aspecten 

van motivatie, staat de ZDT toe om het “wat” (de doelen), het “waarom” (de regulaties) én het 

onderliggend proces (de behoeften) van motivatie te bestuderen. De kwaliteit van de motivatie 

staat hierbij steeds centraal: een sterkere motivatie leidt enkel tot meer optimaal functioneren 

(d.i. welzijn, positieve attitudes en coöperatief gedrag) wanneer het gaat om kwalitatief goede 

motivatie.  

De ZDT kan dus een breed scala van fenomenen verklaren (Reeve, 2005). Ze vindt 

daarbij aansluiting bij verschillende andere geformuleerde positief georiënteerde theorieën, 

bouwt deze verder uit en integreert ze in een coherent geheel. De ZDT kan daarom 

onderzoekers inspireren en ondersteunen om de positieve A&G-psychologie op een 

samenhangende en theoretisch gefundeerde wijze verder uit te bouwen (Deci & Vanseenkiste, 

2004), bestaande onderzoeksvragen te beantwoorden en nieuwe te stellen. Naar de 

praktijkcontext toe, biedt ze bovendien ook handvaten om organisaties en hun HRM-beleid zo 

te ontwerpen en te implementeren dat ze maximaal motiverend werken (Gagné & Deci, 

2005). 
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Praktijkbox 

De ZDT heeft een duidelijke meerwaarde voor de praktijk, dankzij haar 

wetenschappelijke onderbouw, eenvoud, generiek karakter en de inherente verbanden met 

andere theorieën en concepten uit de A&G-psychologie. Ze biedt een raamwerk om gerichte 

diagnoses te stellen en interventies te realiseren op verschillende niveaus (d.i. individu, team, 

organisatie), vanuit verschillende rollen (bv. leidinggevende, consultant, HR-

verantwoordelijke,…) en met betrekking tot verschillende motivationele aspecten (d.i. 

regulaties, doelen en behoeften).  

De basisbehoeftes zijn drie cruciale hefbomen voor optimaal functioneren. Bij 

individuele gespreksvoering (bv. functioneringsgesprek, loopbaanoriëntatie), 

groepsontwikkeling (bv. teamvergaderingen, teambuilding) en organisatieveranderingen kan 

er daarom over gewaakt worden dat elk van de drie behoeftes bevredigd wordt. Dit kan zowel 

op inhoudelijk niveau als op niveau van gebruikte methodieken. 

De autonome types van extrinsieke motivatie (d.i. geïdentificeerde en 

geïnternaliseerde extrinsieke motivatie) geven aan hoe werknemers meer extrinsiek 

gemotiveerd kunnen worden zonder dat hun intrinsieke motivatie ondermijnd wordt. Op die 

manier vergroot hun totale motivatie. Dit kan met name door het belang te benadrukken van 

weinig interessante taken.  

Het onderscheid tussen intrinsieke en extrinsieke waarden nodigt uit om financieel 

succes en status ondergeschikt te maken aan zelfontwikkeling en het leveren van een bijdrage 

aan de samenleving bij het formuleren van doelen voor potentiële werknemers (bv. 

vacatures), werknemers (bv. functioneringsgesprek, opleidingsplan) en de organisatie als 

geheel (bv. missie en waarden).  
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Figuur 1. Zelf-Determinatie Theorie: Een Macro-Theorie van Menselijke Motivatie (aanpassing van Gagné & Deci, 2005)  
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Figuur 2. Het Zelf-Zeterminatiecontinuüm Gaande van Gecontroleerde tot Autonome Motivatie (Aanpassing van Ryan & Deci, 2000) 

 

Intrinsieke Motivatie

De activiteit is 
persoonlijk 
belangrijk of 
waardevol

Externe 
Regulatie

Geïntrojecteerde 
Regulatie

Geïdentificeerde 
Regulatie

Geïntegreerde 
Regulatie

Intrinsieke 
Motivatie

Externe 
beloningen, 
straffen en 
verwachtingen
bv. bonus, ontslag

Interne beloningen, 
straffen en 
verwachtingen
bv. schuld, angst, 
trots

Het belang van de 
activiteit is een 
integraal deel van 
het eigen waarden-
patroon

De acriviteit is 
op zich leuk of 
interessant 

Extrinsieke Motivatie

Gecontroleerde Motivatie Autonome Motivatie





 

 
 

Chapter 3  

 

Employees’ job demands-resources profiles,  

burnout, and work engagement:  

A person-centered examination  

 

The present study aimed to add to the extensive variable-centred literature on the Job 

Demands-Resources (JD-R) model by validating the model using a person-centered approach. 

A two-step cluster analysis in a sample of Flemish community employees (N = 307) showed 

that job demands and job resources co-occur in four job-profiles: demanding (high demands, 

low resources), resourceful (low demands, high resources), poor (low demands and low 

resources), and rich (high demands and high resources) jobs. In line with the JD-R model, 

employees in demanding jobs evidenced the poorest well-being (high burnout and low work 

engagement). Resourceful as well as rich jobs were the most optimal job-profiles: They 

reported the least burnout and the most work engagement. The discussion centres on the 

differences among the job-profiles and the importance of job resources.  
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Demands-Resources Profiles, Burnout, and Work engagement: A Person-Centered Examination. 
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Introduction 

The Job Demands- Resources model (JD-R model; Bakker & Demerouti, 2007; 

Demerouti, Bakker, Nachreiner, & Schaufeli, 2001) is an encompassing job characteristics 

model. It taps health-impairing (e.g. workload) versus health-enhancing job aspects (e.g. 

social support) and their interaction in the prediction of poor and optimal well-being (i.e. 

burnout and work engagement, respectively). Most of the studies examining the JD-R model 

have adopted a variable-centered approach. The present study aims to complement this line of 

research by examining the JD-R model using a person-centered approach (Gore, 2000). Such 

an approach allows (1) examining the naturally occurring job profiles, and (2) identifying 

groups of employees that are most at risk of developing burnout or, conversely, are most 

likely to thrive at work. This may help to unresolve important theoretical and practical issues 

in the realm of the JD-R.   

The Job Demands-Resources Model 

The JD-R model expands on previous models such as the Job Demands Control Model 

(Karasek, 1979) and the Effort Reward Imbalance Model (Siegrist, 1996) by assuming that a 

broad variety of general and job-specific characteristics influence employees‟ well-being. 

According to JD-R scholars, the variety of job characteristics affecting employees‟ well-being 

can be meaningfully divided into two higher order categories; that is, job demands and job 

resources. Job demands are defined as those physical, psychological, social or organizational 

aspects of the work context that tax employees' personal capacities and that are, therefore, 

associated with certain psychological and/or physiological costs (Bakker, Demerouti, Taris, 

Schaufeli, & Schreurs, 2003; de Jonge & Dormann, 2006). Depending on the job context 

under study, the category of job demands contains job characteristics as diverse as workload, 

emotional dissonance, and organizational change (e.g. Bakker, Demerouti, Taris, et al. 2003). 

Job resources are defined as those physical, psychological, social or organizational aspects of 

the work context that (1) can reduce job demands and their the health-impairing impact, (2) 

are functional in achieving work goals, and (3) stimulate personal growth, development, and 

learning (Schaufeli & Bakker, 2004). Job resources include job characteristics as diverse as 

opportunities for skill utilization, supervisor support, and career opportunities (e.g. de Lange, 

De Witte, & Notelaers, 2008).  

In the JD-R model, job demands are expected to give rise to burnout, while job 

resources are maintained to reduce burnout and to enhance work engagement. Burnout is 
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characterized by two key components, that is, exhaustion and cynicism (Maslach, Schaufeli, 

& Leiter, 2001). Exhaustion is defined as a state of general mental fatigue; cynicism is 

defined as a mentally distancing from one‟s work. Work engagement can be understood as the 

complement of burnout (Gonzaléz-Romá, Schaufeli, Bakker, & Lloret, 2006). It is defined by 

vigour (i.e. high levels of mental energy), and dedication (i.e. strong involvement and feelings 

of pride; Bakker, Schaufeli, Leiter, & Taris, 2008). In line with the JD-R model, several cross-

sectional and longitudinal studies have established that, across different professions and 

sectors (Bakker & Demerouti, 2007), job demands are positively related to burnout (e.g. 

Bakker, Demerouti, & Schaufeli, 2003; Bakker, Demerouti, & Schaufeli, 2005) and to cause 

burnout over time (Hakanen, Schaufeli, & Ahola, 2008; Schaufeli, Bakker, & Van Rhenen, 

2009). Job resources have been shown to relate positively to work engagement and negatively 

to burnout, both concurrently and over time (e.g. Bakker, Demerouti, & Schaufeli, 2005; 

Hakanen, Bakker, & Schaufeli, 2006; Hakanen, et al. 2008; Mauno, Kinnunen, & 

Ruokolainen, 2007; Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009).  

In addition to these main effects, job demands and resources are thought to interact. 

First, job resources are assumed to buffer the health-impairing impact of job demands. 

Second, job demands are expected to boost the health-enhancing effect of job resources 

(Bakker & Demerouti, 2007). The buffering hypothesis builds on the assumption of the 

Conservation of Resources (COR) theory (Hobfoll, 2002), which states that especially 

individuals who lack sufficient resources are prone to the negative impact of negative life 

events. It suggests that employees encountering high job demands may feel less burned out if 

they have many job resources available. This hypothesis of the JD-R model elaborates upon 

earlier job characteristics models (e.g. Karasek, 1979) in suggesting that several different job 

resources can play a buffering role for several different job demands (Bakker, Demerouti, & 

Euwema, 2005). Various studies have provided evidence for this hypothesis (Bakker, 

Demerouti, & Euwema, 2005; Hakanen et al., 2005). 

 The boosting hypothesis holds that job resources enhance work engagement 

particularly when job demands are high. It remains perhaps the least studied JD-R hypothesis. 

It builds on the COR theory which suggests that resource gain generally yields only modest 

effects, but acquires particular salience in threatening contexts (Hobfoll, 2002). The lack of 

job resources thus becomes especially salient in demanding jobs, resulting in particular low 

levels of work engagement. Conversely, when job resources are present, job demands may 

prompt their availability and usefulness, which then results in exceptionally high levels of 
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work engagement. Hakanen and colleagues (2005) provided initial evidence for the boosting 

hypothesis. Specifically, they showed among dentists that job resources, such as variability in 

skill utilization and positive patient contact, were more strongly related to work engagement 

when qualitative workload or physical work demands were high. Similarly, Bakker, Hakanen, 

Demerouti, and Xanthopoulou (2007) found that for teachers judging their pupils‟ behaviour 

as highly stressful, job resources such as innovativeness and social support were more 

strongly related to work engagement.  Note that, in this view, job demands may contribute to 

poor well-being, as they elicit burnout, but may also enhance well-being by boosting the 

associations between job resources and work engagement. 

In sum, a plethora of studies provided evidence for the JD-R model (Bakker & 

Demerouti, 2007). However, all studies attesting to the potential value of the JD-R model 

adopted a variable-centered approach. Therefore, some methodological, theoretical, and 

applied issues remain unresolved. In the present study, we use a person-centered approach 

vis-à-vis the JD-R model to shed light on these issues.  

Insights from a person-centered approach 

Although a variable-centered approach has a number of advantages, some downsides 

are also evident. Methodologically, it reduces the complexity of the work context to the level 

of variables (i.e. job demands and job resources) and allows examining their covariation and 

their interaction with, for instance, well-being. It is therefore useful in studying general trends 

that apply to all sample participants. Job demands and resources might, however, in 

constellation influence employees‟ well-being in a complex way because of the simultaneous 

occurrence of main and interaction effects (Kompier, 2002). Unlike a variable-centered focus, 

a person-centered approach can capture such complexity: It may unravel the natural co-

occurrence of job demands and job resources and allows examining the naturally occurring 

levels of burnout and work engagement in these groups.  

A person-centered approach may therefore advance research concerning the JD-R 

model. First, it may shed light on the relation between demands and resources, thereby 

providing evidence for the instrumentality and necessity of studying their joint effects. In the 

JD-R model, job resources are, by definition, assumed to reduce job demands, suggesting that 

job demands and job resources are negatively correlated. However, empirical studies show, 

besides such expected negative associations (e.g. Bakker, Demerouti, de Boer, & Schaufeli, 

2003; Lewig, Xanthopoulou, Bakker, Dollard, & Metzer, 2007), also non-significant (e.g. 
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Bakker & Schaufeli, 2004) and even positive (e.g. Hakanen, Bakker, & Schaufeli, 2006) 

correlations. These findings raise questions about which constellations of job demands and 

job resources naturally occur and the percentage of employees they represent. As job demands 

and job resources are generally only moderately interrelated, we may hypothesize that high 

job demands may combine with both low and high resources, and vice versa, resulting in four 

job profiles: Demanding jobs with few job resources, resourceful jobs with few job demands, 

rich jobs containing many job demands and many resources, and poor jobs with few job 

demands and few job resources (Hypothesis 1). Such constellation would align with the 

typology in the Job Demands-Control model (Karasek, 1979), which differentiates between 

high strain, low strain, active and passive jobs, respectively. It would also expand this 

research by testing whether a similar typology may be found when several demands and 

resources are included and when cluster analysis, rather than a median split procedure is used. 

Cluster analysis allows examining whether such typology reflects naturally occurring profiles 

instead of groups based on arbitrary cut-off values.  

Second, a person-centered approach allows to gain insight in the levels of burnout and 

engagement in each of the different types of jobs. This is particularly important as an attempt 

to further the understanding of the rather complex joint outcomes of both main and interaction 

effects of job demands and job resources as outlined in the JD-R model. Whereas previous 

research relied on arbitrary cut-off values to examine these resulting effects (Bakker, et al. 

2007), cluster analysis may provide insight in the naturally occurring levels of burnout and 

work engagement.  

As respects burnout, the main effect of job demands may cause employees 

encountering high job demands to experience higher levels of burnout compared to their 

colleagues encountering lower job demands. The highest levels of burnout are likely among 

employees being confronted with high job demands and low resources, as these employees 

lack job resources to attenuate the association between job demands and burnout (i.e. 

buffering effect of job resources). The lowest levels of burnout are, in contrast, likely among 

employees encountering fewer job demands and high job resources as, according to the JD-R 

model, job resources may also reduce burnout directly (i.e. main effect of job resources).   

Concerning work engagement, the JD-R model first describes a main effect of job 

resources, so that employees with many job resources are likely to be more engaged than 

employees disposing of fewer job resources. Second, based on the boosting hypothesis, it is 

assumed that the lowest level of work engagement is experienced if few job resources are 
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combined with many job demands, as the lack of job resources becomes particularly salient in 

threatening situations (Bakker & Demerouti, 2007). In an alternative interpretation of the 

boosting hypothesis focussing on employees experiencing high resources, one could expect 

the highest work engagement under conditions of both high job resources and high rather than 

low job demands. Such an interpretation of the boosting hypothesis mirrors the buffering 

hypothesis, for which various studies provided empirical support, and is in line with the gain 

spiral assumed within the JDC (Karasek, 1979).  

 In sum, we hypothesize that the highest levels of burnout is found among employees 

experiencing high demands and low resources, followed by employees experiencing high 

demands and high resources. Lower levels of burnout are expected if low demands are 

combined by low resources, while  the lowest level of burnout is expected when employees 

experience low demands and high resources (Hypothesis 2). For work engagement, two 

alternative hypotheses might be put forward, depending on the interpretation of the boosting 

hypothesis. In the first interpretation, work engagement would be the highest among 

employees experience high job resources, irrespective of the level of job demands. Employees 

reporting high job demands and low job resources would be third in row; employees 

experiencing both low job demands and low job resources, would experience the lowest level 

of work engagement (Hypothesis 3a). Alternatively, if job demands would particularly boost 

work engagement when job resources are high, work engagement would be the highest among 

employees experiencing both high job demands and high job resources, followed by 

employees reporting low demands and high resources. Third in row would be employees 

experiencing both low job demands and low job resources, followed by employees combining 

high demands with low resources (Hypothesis 3b).  

Studying these hypothesis may not only advance the JD-R model from a 

methodological and theoretical point of view, it also has practical relevance. Using a person-

centered approach may indeed help identifying which individuals are most at risk for burnout 

or, conversely, are most likely to thrive in the work context. It may further signal whether the 

increase of job resources or instead the decrease of job demands is most important or provide 

insight in the conditions under which these interventions are most instructive.  

Method 

Procedure and Participants 

In line with Warr‟s (1990) advise to include a broad variety of jobs for studying job 
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characteristics in relation to well-being, we sampled an organisation employing workers with 

different occupational levels and different functions. Specifically, respondents were 307 

employees from a Flemish community, working, for instance, as administrative personnel, 

social workers, greenkeepers or fire-fighters. Data-collection was part of an electronic survey 

on occupational health and motivation. Participation was voluntary and the confidentiality and 

anonymity of the responses was emphasized, to encourage respondents candidness. Response 

rate was 54%, which is comparable to response rates in other organizational studies (Baruch 

& Holtom, 2008).  

The total sample included 51% male and 49% female participants. Participants‟ age 

ranged from 23 to 63 years (M = 43.60 years; SD = 9.21 years). Two percent completed 

primary school, 50% attended secondary education, 31% acquired a bachelors‟ degree, and 

17% obtained a master‟s degree. About 19% participants were blue-collar workers, 43% were 

employed as administrative personnel, 17% were professionals, and 24%  were middle or 

senior managers. The majority of the participants were full-time workers (80%) and were 

permanently employed (89%). Tenure ranged from less than a year to 38 years (M =15.60 

years; SD = 10.26 years).  

Measures 

Scale-scores were computed by averaging the respective items. Information about 

means, standard deviations, Chronbach‟s alphas, and correlations among the variables is 

reported in Table 1.  

Job characteristics. We selected four job demands (i.e. workload, emotional demands, 

role conflict and cognitive demands) and three job resources (i.e. task autonomy, skill 

utilization, social support from colleagues and feedback) which are commonly included in JD-

R studies and which are likely present across various jobs in the current organization. All job 

characteristics were measured on a 5-point Likert scale, ranging from 1 (strongly disagree) to 

5 (strongly agree). The items for workload, emotional demands and role conflicts were taken 

from the Short Inventory to Monitor Psychosocial Hazards (SIMPH; Notelaers, De Witte, van 

Veldhoven, & Vermunt, 2007). Workload included four items such as „I have to work fast in 

my job‟. Emotional demands were measured with three items such as „My job is emotionally 

demanding‟. An example of the 4-item scale for role conflict reads: „I get conflicting order of 

my supervisor‟. Cognitive demands was assessed with seven items developed by Van 

Veldhoven and Meijman (1994). A sample item is „My work requires a lot of concentration‟. 

Autonomy was measured with six items such as „I can vary my work methods‟ developed by 
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Rosenthal, Guest and Peccei (1996). Skill utilization and social support of colleagues were 

assessed with the 4- and 5-item scales of the SIMPH (Notelaers, et al. 2007), including items 

such as „My job offers me possibilities to grow and develop‟ and „I can count on my 

colleagues when I have difficulties in my job‟, respectively. Feedback was assessed with three 

items borrowed from Morgeson and Humprey (2006). A sample item is: „My work provides 

me with feedback‟. Principal component analysis (promax rotation) on the six job 

characteristics scales revealed the two factors for job demands and job resources, explaining 

52.34% of the variance.   

Well-being. Burnout was measured with the Dutch version of the Maslach Burnout 

Inventory General Survey (MBI-GS, Schaufeli, Leiter, Maslach, & Jackson, 1996; Schaufeli 

& van Dierendonck, 2000) including five items for exhaustion (e.g. 'I feel totally exhausted in 

my job') and four items for cynicism (e.g. „I have become more cynical about whether my 

work contributes anything‟). Responses were coded on a 7-point Likert scale from 0 (never) 

to 6 (always, every day). Work engagement was measured with the dimensions vigor and 

dedication of the Utrecht Work Engagement Scale (UWES; Schaufeli, Salanova, González-

Roma. & Bakker, 2002). Vigour included five items such as 'At my work, I feel bursting with 

energy'. The scale for dedication included five items such as „My job inspires me.‟ Like 

burnout, participants responded to these items on a 7-point Likert scale from 0 (never) to 6 

(always, every day). Principal component analysis using promax rotation suggested these four 

factors, explaining 78.86% of the total variance.  

Results 

Job characteristics profiles through cluster analysis. 

 As cluster analysis is sensitive to outliers (Garson, 1998), we first standardized the job 

demands and job resources dimensions and removed seven univariate outliers (i.e. values 

more than 3 SD below or above the mean) and two multivatiate outliers (i.e. individuals with 

high Mahalanobis distance values). Then, cluster analysis was conducted using a two step 

procedure (Gore, 2000). In the first step, hierarchical cluster analysis based on squared 

Euclidian distances was carried out using Ward‟s method, to obtain the optimal number of 

clusters. A four-cluster solution was selected based on hypotheses, parsimony, and 

explanatory power (i.e. the cluster solution had to explain approximately 50% of the variance 

in job demands and job resources). In the second step, these initial cluster centers were used 

as non-random starting points in an iterative or k-means cluster analysis, which aims to 
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optimize the preliminary cluster solution through an iterative process (Gore, 2000).  

Figure 1 presents the final cluster solution, explaining 60% and 64% of the variance in 

job demands and job resources, respectively. The Y-axis in Figure 1 represents z-scores which 

may be interpreted as effect sizes (Scholte, van Lieshout, de Wit, & van Aken, 2005). 

Analogous to Cohen‟s (1988) d, .20 SD is considered a small effect, .50 SD is a medium or 

moderate effect, and .80 SD is a large effect.  

In line with Hypothesis 1, low demands and low resources characterized the first 

cluster (i.e. demanding jobs). In the second cluster, employees encountered high job demands 

and high job resources (i.e. rich jobs). In the third cluster respondents obtained low scores on 

job demands and as well as on job resources (i.e. poor jobs). Finally, low scores for job 

demands and high scores for resources characterized the fourth cluster (i.e. resourceful jobs). 

The four clusters represented 22%, 21%, 28%, and 29% of the sample, respectively.  

To examine the stability of the cluster solution, the total sample was randomly split in 

two subsamples. First, the full two-step procedure was applied to each subsample (Tinsley & 

Brown, 2000). Then participants of each sample were assigned to new clusters on the basis of 

their Euclidean distances to the cluster centres of the other subsample. Finally, the two 

resulting solutions were compared with the original clusters by means of Cohen‟s kappa and 

the two kappa‟s were averaged. The average kappa in the present study was .84, attesting to 

the stability of the four-cluster solution (Asendorpf, Borkenau, Ostendorf, & van Aken, 

2001).  

Job characteristics profiles and background variable.  

As displayed in Table 2, employees in the four job profiles differed with respect to all 

demographic variables, except for tenure. Notably, employees in the demanding job profile 

were on average older than employees in the other profiles. They were predominately lower 

educated: In comparison with the other clusters, more participants in the demanding jobs only 

completed secondary education and less employees obtained a master‟s degree. Demanding 

jobs were most prominent among lower ranked employees, that is, blue collar workers and 

administrative personnel.  Part-time workers were overrepresented. Employees in resourceful 

jobs, in contrast, were predominately male, were more likely to have a master‟s degree and 

occupied higher ranked positions such as professional and managerial functions. They were 

chiefly employed full-time. Rich jobs were somewhat more common among males, 

participants who completed secondary school and employees working in administrative or 
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professional jobs. Poor jobs were most prominent among female participants, professionals 

and temporary workers.  

The job characteristics profiles, burnout and work engagement.  

To compare the job characteristics profiles on burnout and work engagement, a 

MANOVA was conducted with cluster membership as independent variable and vigour, 

dedication, exhaustion, and cynicism as dependent variables (Table 3). Based on Wilks‟ 

Lambda, statistically significant multivariate cluster differences were found (Wilks‟ λ = .75; F 

(12, 772.85) = 7.28, p < .001). Concerning burnout, follow-up univariate F-values and 

pairwise comparisons (using Tukey‟s Honestly Significant Difference test) indicated that 

employees in the demanding jobs reported highest scores for exhaustion, which is in line with 

Hypothesis 2. The other clusters, however, did not differ. Employees in demanding jobs – but 

also in poor jobs – showed highest levels of cynicism, followed by employees in rich jobs and 

resourceful jobs. Concerning work engagement, employees in both resourceful and rich jobs 

reported more vigour and dedication compared to employees in demanding or poor jobs. No 

differences were found among the former or latter groups. Hypothesis 3 was therefore only 

partially corroborated.  

Discussion 

The present study aimed to complement the extant, primarily variable-centered, 

research in the realm of the JD-R model by adopting a person-centered approach. Specifically, 

using cluster analysis, we examined (1) the natural co-occurrence of job demands and job 

resources, and (2) the levels of burnout and work engagement in each of the obtained clusters. 

Addressing these issues seems important. From a theoretical point of view, they might further 

the understanding of the naturally occurring constellations of job demands and job resources. 

Methodologically, they might help to gain insight in the complex joint effects of job demands 

and job resources. They might also assist practitioners, as they may shed further light on the 

relative importance of demands and resources, and assist in identifying those employees who 

are susceptible for burnout, or, instead, are likely to become work engaged.  

Our results provided evidence for a 4-cluster solution. In line with Hypothesis 1, these 

could be characterized as demanding jobs including few job resources, rich jobs with many 

job demands and many job resources, poor jobs lacking both job demands and job resources 

and resourceful jobs including few job demands and many job resources. Participants were 

more or less equally distributed among the four clusters, which indicates that presence of job 
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resources does not necessarily result in an absence of job demands. In general, these findings 

add to the JD-R model and to the ecological validity of examining the joint associations of job 

demands and job resources in particular.  

The results are much in line with the Job Demands Control Model (Karasek, 1979), 

which differentiates between passive, low strain, high strain, and active jobs (see also 

Demerouti, Bakker, de Jonge, Janssen, & Schaufeli, 2001). They also expand on this model 

by showing that the different types of jobs can be found if several job demands and several 

job resources are included. Furthermore, as respects demographics, results indicated that 

predominately employees with a precarious position on the labour market (i.e. older, lower-

educated and lower-ranked employees) were overrepresented in demanding jobs, whereas 

employees with a strong position (i.e. male, higher-educated and higher-ranked employees) 

occupied predominately resourceful jobs. Employees with precarious labour market positions 

thus seem to obtain the most precarious jobs, and vice versa.  

In line with Hypothesis 2, employees confronted with demanding jobs reported the 

highest levels of burnout as indexed by exhaustion and cynicism (Maslach, et al. 2001). 

However, contrary to expectations, few differences were found among the other profiles. 

Interestingly, employees in rich jobs experienced as much emotional exhaustion and cynicism 

as employees occupying resourceful jobs. This may suggests that job resources may fully 

downplay the health-impairing impact of high demands. Moreover, job resources seemed of 

particular importance in preventing cynicism, which was evident from the finding that 

employees in resourceful jobs reported less cynicism compared to employees in poor jobs.  

No similar findings were found for exhaustion, which suggests that resources may primarily 

reduce cynicism, an observation that was also made by Demerouti and colleagues (Demerouti, 

Bakker, Nachreiner, et al., 2001) 

With respect to work engagement, employees encountering high job resources (i.e. in 

rich and resourceful jobs) experienced more vigour and dedication (i.e. the main components 

of work engagement; Bakker, et al. 2008) than employees lacking job resources (i.e. in 

demanding and poor jobs). This observation is in line with the expected main effect of job 

resources on work engagement, and provides partial evidence for Hypothesis 3. However, the 

high resources and the low resources profiles did not differ among each other. Hence, none of 

the interpretations of the boosting hypothesis was corroborated. The present findings thus 

suggest that only the presence of job resources adds to work engagement. The experience of 

job demands may be regarded as health-impairing rather than health-enhancing, which is 
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much in line with their original definition in the JD-R model.  

In sum, by adopting a person-centered approach, the present study found support for 

the main effects of job demands and job resources, and the buffering hypothesis as maintained 

in the JD-R model. The boosting hypothesis was, however, not supported.  

Limitations and suggestions for future research 

Some limitations need to be taken into account in interpreting these results. First, this 

study included only a selection of job demands and job resources, that is, those job 

characteristics that are most frequently studied in the realm of the JD-R model. Future studies 

may aim to replicate these results with other, perhaps also job- and organisation-specific job 

demands and job resources (e.g. Bakker, et al. 2007). Second, although the present study 

included employees with different jobs at different occupational levels to increase the 

generalizability of the results, future studies employing a representative sample may add to 

the understanding of the actual size and composition of the different clusters. Third, due to its 

cross-sectional character, the present study only allows examining concurrent differences in 

burnout and work engagement among the job characteristics profiles. Future studies may, 

however, also adopt a person-centered approach to examine longitudinally whether dynamics 

in employees‟ profile membership are associated with changes in employees‟ well-being. 

Such studies may take into account personal characteristics that may drive employees‟ 

transitions between different types of jobs. Such studies would align with the growing interest 

for personal characteristics in the JD-R model (e.g. Xanthopoulou, Bakker, Demerouti, & 

Schaufeli, 2007; Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008) and the practice of 

job crafting (Wrzesniewski & Dutton, 2001).  

Implications for future research and practice 

The present study confirms the ecological validity of the JD-R model and suggests that 

it is both useful and instructive to examine the joint effects of both job demands and job 

resources in predicting the level of employees‟ burnout and work engagement. Notably, the 

findings also call for future research on the boosting hypothesis, as this hypothesis was not 

corroborated in the present study. Future studies might evaluate whether job specific rather 

than general job demands boost work engagement, as has been shown previously (Bakker et 

al. 2007; Hakenen et al. 2005) and might examine whether the boosting effect is particularly 

evident for employees experiencing low rather than high resources.  

On the practical level, the present study shows that cluster analysis may be a valuable 
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tool to determine types of jobs people experience, and, accordingly, the potential impact of 

particular jobs on employees‟ well-being. The results indicate that employees in demanding 

jobs may benefit more from an increase in job resources than from a decrease of job demands. 

Indeed, in contrast to poor jobs, rich jobs seemed to elicit equal low levels of burnout and 

equal high levels of work engagement as resourceful jobs. Practitioners may bear this in mind 

particularly when assisting employees with precarious positions on the labour market, as these 

employees were overrepresented in demanding jobs. Increasing job resources rather than 

decreasing job demands may also be beneficial from an organisational point of view, as 

employees occupying rich and resourceful jobs were in general less cynical and more engaged 

than employees in poor jobs and low cynicism and high work engagement have previously 

been proposed as important determinants of organisational commitment (Hakanen, et al. 

2006; Bakker, Demerouti, & Schaufeli, 2003). 

Conclusion 

Taking a person-centered approach, the current paper provided evidence for the 

principal assumptions of the JD-R model. Results did, however, not supported the boosting 

hypothesis at the employees‟ level of experience. The results, furthermore, attest to the 

primary importance of job resources, for both research and practice. Finally, they indicate that 

cluster analysis is a valuable tool for diagnosis and interventions concerning job design. 
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Table 1 

Means, Standard Deviations and Correlations among Job Demands, Job Resources, Burnout and Engagement (Alpha’s between brackets on the 

diagonal). (N = 649) 

 Mean SD 1. 2. 3. 4. 5. 6. 7. 8. 9. 10. 11. 12. 

1. Emotional Demands  2.62 1.01 (.87)           
 

2. Cognitive Demands  4.04 0.57 .27** (.91)          
 

3. Workload  2.69 0.88 .31** .38** (.92)         
 

4. Role conflict 2.28 0.67 .15** .02 .25** (.87)        
 

5. Social Support  4.00 0.65 -.09 .05 -.09 -.33** (.93)       
 

6. Task Autonomy  3.31 0.73 -.13* -.06 -.14* -.16** .14* (.81)      
 

7. Skill Utilization  3.7 0.63 .15* .25** .00 -.29** .29** .29** (.81)     
 

8. Feedback  3.33 0.69 .02 .15** -.02 -.10 .19** .28** .37** (.84)    
 

9. Exhaustion 1.38 1.13 .17** .11 .24** .36** -.21** -.17** -.24** -.20** (.92)   
 

10. Cynicism  1.23 1.13 .13* -.15** .12* .42** -.26** -.11 -.40** -.29** .59** (.91)  
 

11. Vigour  4.45 1.06 .00 .22** -.01 -.22** .22** .04 .38** .27** -.33** -.49** (.92) 
 

12. Dedication  4.5 1.19 .07 .29** .03 -.28** .26** .09 .57** .31** -.30** -.58** .67** (.96) 

Note: * p < .05; ** p <.01
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Table 2 

Differences in Cluster Membership: Background Characteristics (Column Percentages) 

  Demanding 

jobs 

Rich 

jobs 

Poor 

jobs 

Resourceful 

jobs 
²-values 

  N = 68 N =64 N =87 N =88  

Gender Male 
41% 58% 45% 

74% 
²(3) = 

16.00*** 

 Female 
59% 42% 55% 26%  

Education 
Primary 

education 
4% 3% 0% 0% 

²(9) = 

35.85*** 

 
Secondary 

education 
65% 55% 40% 35%  

 
Bachlor‟s 

degree 
30% 35% 43% 38%  

 
Master‟s 

degree 
1% 7% 17% 27%  

Professional 

level 
Blue collar  

24% 13% 10% 12% 
²(9) = 

64.87*** 

 Administration 
62% 51% 41% 10%  

 Professionals 
9% 17% 21% 19%  

 Managers  
5% 19% 28% 58%  

Type 

contract 
Full-time 

70% 78% 84% 92% 
²(3) = 

10.57** 

 Part-time 
30% 22% 16% 8%  

Types 

employment 
Permanent 89% 90% 86% 96% 

²(3) = 

3.56 

 
Temporary 11% 10% 14% 4%  

  
Demanding 

jobs 

Rich  

jobs 

Poor  

jobs 

Resourceful 

jobs 
F-values 

Age Mean 
47.78

 a
 44.78

 bc
 46.38

 bc
 43.31

c
 

F(3,271) = 

2.93* 

Tenure Mean 
11.71 9.07 11.75 9.28 

F(3,272) = 

2.11 

Note: * p < .05; ** p <.01; *** p <.001; Mean levels without the same superscript differ from 

each other.
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Table 3 

Differences in Cluster Membership: Burnout and Engagement.  

 
Demanding 

jobs 

Rich 

jobs 

Poor 

jobs 

Resourceful 

jobs 
F-values 

Burnout      

  Exhaustion 2.06
a
 1.22

b
 1.34

 b
 .89

 b
 F(3,295) = 14.47*** 

  Cynicism 1.80
 a
 .99

 bc
 1.35

 ab
 .68

 c
 F(3,295) = 13.90*** 

Engagement      

  Vigour 4.13
 b
 4.84

 a
 4.18

 b
 4.73

 a
 F(3,295) = 9.71*** 

  Dedication 4.13
 b
 5.02

 a
 4.06

 b
 4.98

 a
 F(3,295) = 17.387*** 

Note: Mean levels without the same superscript differ from each other.  
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Figure 1. Z-scores of job demands and job resources of the four cluster solution 
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Chapter 4  

 

Not all job demands are equal : Differentiating job 

hindrances and job challenges in the Job Demands-

Resources model 

 

This study aimed to integrate the differentiation between two types of job demands, as made 

in previous studies, in the Job-Demands Resources (JD-R) model. Specifically, this study 

aimed to examine empirically whether the differentiation between job hindrances and job 

challenges, next to the category of job resources, accounts for the unexpected positive 

relationships between particular types of job demands (e.g. workload) and employees' work 

engagement. Results of confirmatory factor analyses supported the differentiation between the 

three categories of job characteristics in two samples (N1 = 261 and N2 = 441). Further, 

structural equation modelling confirmed the hypotheses that job hindrances associate 

positively with exhaustion (i.e. the main component of burnout) and negatively with vigor 

(i.e. the main component of work engagement). Job resources displayed the reversed pattern 

of relations. Job challenges were positively related to vigor. Rather unexpectedly, they were 

unrelated to exhaustion. Based on these findings, we discuss the importance of the 

differentiation between different types of job demands in the JD-R model for both theory and 

practice. 

 

 

 

 

 

In press as: Van den Broeck, A., Vansteenkiste, M., De Cuyper, N., & De Witte, H. Not all Job 

Demands are Created Equal: Differentiating Job Hindrances and Job Challenges in the Job Demands-

Resources Model. European Journal of Work and Organizational Psychology. 

  



Chapter 4 

144 

The Job Demands-Resources model (JD-R model; Bakker & Demerouti, 2007; 

Demerouti, Bakker, Nachreiner, & Schaufeli, 2001) is a comprehensive job characteristics 

model. It aims to account for both employees‟ ill-health (i.e. burnout) and well-being (i.e. 

engagement). It categorizes the health-impairing aspects in the work context (e.g. workload, 

emotional demands) as job demands and the stimulating job characteristics (e.g. task 

autonomy, positive feedback) as job resources. Some JD-R studies have, however, shown that 

particular job demands (i.c., workload, cognitive demands) are positively associated with 

positive outcomes such as engagement, both concurrently (e.g. Bakker, Demerouti, & 

Schaufeli, 2005) and over time (Mauno, Kinnunen, & Ruokolainen, 2007).  

This study aims to provide and test an explanation for these unexpected results. In line 

with previous studies (e.g. Podsakoff, Lepine, & Lepine, 2007), we argue that the category of 

job demands is not as homogeneous as initially proposed in the JD-R model. In particular, we 

maintain that two qualitatively different subcategories may be grouped under the heading of 

job demands (e.g. Podsakoff et al., 2007); namely, health-impairing job demands which 

hinder optimal functioning (i.c., job hindrances) and job demands which require some energy, 

but are nonetheless stimulating (i.c., job challenges). These two different types of job 

demands are assumed to yield different relationships with exhaustion and vigor, which 

represent the core components of burnout and engagement, respectively (Gonzalez-Roma, 

Schaufeli, Bakker, & Lloret, 2006; Maslach, Schaufeli, & Leiter, 2001) and may be 

considered as complementary aspects of employees‟ well-being. Before elaborating upon the 

conceptual differentiation between job hindrances and job challenges, we first summarize the 

basic concepts and principles of the JD-R model.  

Job demands and job resources 

The JD-R model (Bakker & Demerouti, 2007; Demerouti et al., 2001) has recently 

been developed to integrate and elaborate upon previously developed job characteristics 

models such as the Demand Control Model (Karasek, 1979) and the Effort Reward Imbalance 

model (Siegrist, 1996). First, whereas most other job characteristics models emphasize health-

impairing job characteristics and ill-health, the JD-R model also pays attention to stimulating 

job characteristics and well-being. This aligns with the growing interest in individuals‟ 

optimal functioning and positive experiences at work (Luthans, 2002; Seligman & 

Csikzenthmihalyi, 2000). Second, most previous models consider a rather limited set of job 

characteristics. Much in line with Warr‟s Vitamine Model (Warr, 1989), the JD-R model 
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considers a broad variety of job characteristics in relation to employees' well-being (Bakker, 

Demerouti, Taris, Schaufeli, & Schreurs, 2003). According to the JD-R model, the variety of 

job characteristics can be meaningfully grouped in two broad categories: job demands and job 

resources. 

Job resources refer to the physical, psychological, social or organizational aspects of 

the work context that (1) can reduce job demands and their health-impairing impact, (2) are 

functional in achieving work goals and/or (3) stimulate personal development and learning 

(Bakker & Demerouti, 2007). The category of job resources contains work aspects as diverse 

as opportunities for skill utilization, supervisor support, financial rewards and career 

opportunities (Bakker & Demerouti, 2007). Several studies in different professions and 

sectors have shown that job resources relate positively to vigor and dedication (i.e. 

engagement; Bakker et al., 2005; Salanova, Agut, & Peiro, 2005) and negatively to 

exhaustion and cynicism (i.e. burnout; Bakker, Demerouti, & Verbeke, 2004, Hakanen, 

Bakker, & Schaufeli, 2006). Moreover, job resources have been found to promote the 

development of engagement over time (Hakanen, Schaufeli, & Ahola, 2008; Mauno et al., 

2007).  

Job demands refer to the aspects of the work context that overburden employees' 

personal capacities. They are associated with physiological and/or psychological costs, such 

as exhaustion and cynicism (i.e. burnout; Bakker & Demerouti, 2007; de Jonge & Dormann, 

2006). Like job resources, the category of job demands comprises a variety of job 

characteristics, including task interruptions, workload, role ambiguity and work-home 

interference (Bakker & Demerouti, 2007). JD-R scholars assume that employees who are 

confronted with job demands will initially try to withstand them, for instance by putting more 

energy in their jobs (Schaufeli & Bakker, 2004). Prolonged exposure to and coping with job 

demands, however increasingly wears out employees‟ personal energy, engendering feelings 

of exhaustion. In an attempt to protect their resources and energy level, employees might 

subsequently lower their performance goals (e.g. decreasing their work tempo, reducing their 

punctuality). However, such a gradual withdrawal makes employees increasingly vulnerable 

for the adoption of a cynical attitude towards their jobs (Maslach, Schaufeli, & Leiter, 2001). 

In line with this theorizing, several empirical studies confirmed that various job demands are 

positively associated with exhaustion and cynicism (e.g. Demerouti et al., 2001; Bakker, 

Demerouti, de Boer, & Schaufeli, 2003) and they predict burnout in the long term (e.g. 

Hakanen et al., 2008). 
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Although not specified in the JD-R model, mostly negative relations have been found 

between job demands and work engagement. This aligns with the assumption that job 

demands are health-impairing. In some studies, however, a positive relation has been reported 

between particular job demands and work engagement. For example, workload (i.e. the 

amount of work or the workpace) has been related positively to vigor and dedication and to 

elicit engagement over time (Bakker, Demerouti, & Schaufeli, 2003; 2005; Bakker, Van 

Emmerik, & Euwema, 2006; Hallberg, Johanson, & Schaufeli, 2007; Mauno et al., 2007; Van 

den Broeck, Vansteenkiste, De Witte, & Lens, 2008). Likewise, cognitive demands (i.e. the 

amount of sustained mental effort a job requires) were positively related to vigor and 

dedication in the study by Bakker and his colleagues (2005).  

In an attempt to explain these unexpected results, JD-R scholars as well as others (e.g. 

Warr, 1989) have argued that the relation between workload, cognitive demands and 

engagement may be inverted U-shaped (Bakker et al., 2005; Mauno et al., 2007): Whereas 

moderate levels of these job demands would enhance work engagement, fairly low or high 

levels would decrease work engagement (e.g. Bakker et al., 2005). Such quadratic relations 

have, however,  received only limited empirical support (for an overview, see Rydstedt, 

Ferrie, & Head, 2006). Therefore, Taris (2006) argued that the idea of a quadratic relation 

represents an „urban myth‟, which, in his view, does not deserve further testing.  

Rather than ascribing the unexpected effects of different job demands to the 

quantitative degree to which employees' experience them, as is the case when quadratic 

relations are assumed, we suggest that a qualitative differentiation between different types of 

job demands may help to explain the positive relation between particular job demands and 

work engagement. Specifically, in line with previous studies (e.g. Podsakoff et al., 2007), we 

propose a differentiation of two types of demands, that is, job hindrances and job challenges.  

Job hindrances and job challenges 

In the job characteristics literature, there is growing consensus that some stressing job 

aspects have exclusively negative effects, while others yield a mix of both positive and 

negative consequences (e.g. Podsakoff, et al., 2007; Lepine, Podsakoff, & Lepine, 2005). 

Specifically, in line with the definition of job demands in the JD-R model, some job demands 

are considered to be threatening obstacles that drain employees' energy. When confronted 

with such job demands, employees feel a lack of control, experience negative emotions, and, 

as a result,  tend to adopt an emotion-focused coping style (Folkman & Lazarus, 1985). 
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Because these demands elicit negative emotions, they would interfere with employees‟ work 

goal achievement and well-being. These job demands have therefore been labelled as “job 

hindrances” and they include work characteristics such as role ambiguity, job insecurity, 

constraints and interpersonal conflicts (e.g. Cavanaugh, Boswell, Roehling, & Boudreau, 

2000; Lepine, et al., 2005).  

In contrast, other job demands may both be energy-depleting and stimulating; the 

latter feature being generally ascribed to job resources. Although these job demands require 

energy, they also contain potential gains. They appeal to employees' curiosity, competence 

and thoroughness. Because they elicit a problem-focused coping style, they are likely to 

contribute to the achievement of work goals. As such, they yield opportunities for growth and 

development (Cavanaugh, et al., 2000; McCauley, Ruderman, Ohlott, & Morrow, 1994). 

These job characteristics have been labelled “job challenges” and include job characteristics 

such as workload, time pressure and cognitive demands (Boswell, Olson-Buchanan, & 

Lepine, 2004; Cavanaugh, et al., 2000; Lepine, et al., 2005). Job challenges both deplete 

employees‟ energy and stimulate one to put effort in one‟s job, as they yield the promise of 

goal achievement and need satisfaction. Therefore, they may relate positively to ill-health 

(e.g. stress, burnout) as well as to well-being (e.g. motivation, job satisfaction; Lepine, et al., 

2005). 

The differentiation between job hindrances and job challenges builds on Selye‟s 

(1956) distinction between positive and negative feelings of stress, referred to as „eustress‟ 

and „distress‟, respectively. Eustress and distress both activate individuals. However, unlike 

eustress which involves feelings of being challenged and which may contribute to better 

achievement, distress disturbs individuals‟ balance in a negative way and prompts negative 

emotions. According to Selye (1956), eustress represents a positive motivating force, which 

might elicit problem-focused coping, involvement, and even achievement. Distress, in 

contrast, is likely to result in avoidance behavior and withdrawal from the task at hand.  

In line with this conceptualization, two recent meta-analyses have provided support for 

the assumption that job hindrances and job challenges yield different well-being associates. In 

accordance with the suggestions that both job challenges and job hindrances tax employees‟ 

personal capacities, they  have been found to yield a positive relation to health-impairment, as 

indexed by emotional exhaustion, anxiety and physical symptoms (Lepine, et al., 2004; 

Podsakoff et al., 2007). Job challenges related, however, positively to job satisfaction, 

motivation and performance and negatively to job search and turnover, whereas job 
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hindrances displayed the reversed pattern of relations (Lepine, et al., 2005; Podsakoff et al., 

2007). In sum, the stress-literature considers job hindrances as health-impairing, whereas job 

challenges yield a more mixed pattern of correlates as they relate positively to both ill-health 

and well-being.  

According to Lepine, Lepine and Jackson (2004), the different correlates of job 

hindrances and job challenges may be explained through Expectancy Value Theory (EVT, 

Vroom, 1964). According to EVT, when employees are confronted with job demands they are 

likely to assess the effort required to deal with the demands, the probability of success and the 

instrumentality of dealing with the demands to obtain highly valued outcomes. In this view, 

employees are likely to actively deal with job challenges because they believe they have a 

high probability to successful cope with them and these job demands are perceived 

instrumental to achieve valued outcomes such as growth and work goal attainment. High 

workload, for example, may be conquerable by increased effort and meeting a deadline may 

result in the opportunity to work on new stimulating projects. In contract, employees consider 

job hindrances more difficult to overcome and believe that their effort-investment is less 

instrumental to achieve their goals. For example, in being confronted with an angry 

passenger, flight attendants might need to temporarily interrupt their task of serving drinks to 

all passengers. The soothing of the particular passenger might require some energy, which 

does not add directly to the primary goal of serving all passengers (Zapf, 2002).   

The suggestion that job challenges might be motivating and therefore yield positive 

well-being associates, whereas job hindrances might be fairly negative is also in line with 

Self-Determination Theory (SDT; Deci & Ryan, 2000, 2006). SDT maintains that individuals 

will flourish if the environment provides sufficient support for their basic psychological needs 

for autonomy (i.e. to experience a sense of volition and psychological freedom), competence 

(i.e. to feel capable) and relatedness (i.e. to care for and to be cared for by others). Whereas a 

challenging work environment is likely to provide opportunities to get one‟s basic needs 

satisfied, job hindrances are likely to thwart the basic needs. In line with this reasoning, 

workload has previously been found to relate positively to need satisfaction, whereas 

emotional demands yielded a negative relation (Van den Broeck, et al., 2008).  

Notably, the job characteristics literature mentioned above considers hindrances and 

challenges as objective characteristics of the job which have a fairly consistent meaning for 

all employees (Lepine, et al., 2005), which is also consistent with they way JD-R scholars 

approach the different job characteristic categories (Bakker & Demerouti, 2007). Other 
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scholars, however, assume that job demands can be either experienced as more or less 

hindering or challenging depending on employees‟ individual, subjective appraisal of the 

situation (Lazarus & Folkman, 1984). Although such subjective differences may exist, this 

paper aligns with the job characteristics literature focussing on objective differences among 

particular (types of) job characteristics for all employees.  

Present study 

The aim of the current study is to gain insight in the nature of job characteristics and 

their relationships with employees' well-being. In doing so, we aimed to integrate the 

distinction between job hindrances and job challenges in the JD-R model, which may help to 

better understand the sometimes unexpected well-being correlates of some job demands (e.g. 

workload). More generally, we argue that the integration of the literature on job hindrances 

and job challenges may further add to the comprehensivity of the JD-R model and enrich its 

theoretical and practical value. The consideration of job resources in conjunction with these 

two types of job demands may also add to the previous studies differentiation between job 

hindrances and job challenges, as they did not take job resources into account. It therefore 

remains to be investigated whether the associations of job challenges and employees‟ well-

being hold when controlling for job resources, which have been found to yield strong well-

being correlates. This seems to be an important question, as the positive correlates of job 

challenges previously only became prominent after controlling for their shared variance with 

job hindrances (Cavanaugh et al., 2000; Lepine et al., 2004).  

As outlined in Table 1, based on the JD-R literature and the studies differentiating 

between job hindrances and job challenges reviewed above, we suggest that job hindrances 

are threatening constraints, which deplete employees‟ energy and elicit an emotion-focused 

coping style. Rather than contributing to the achievement of the primary goal, job hindrances 

pose a second goal on employees and forestall need satisfaction. Because job hindrances 

represent the prototypical example of job demands as conceived within the JD-R model, they 

are likely to relate negatively to employees‟ optimal functioning in terms of well-being, 

favourable attitudes and constructive behaviour. Job challenges, in contrast, are obstacles 

which can be overcome. They require energy, but are simultaneously stimulating. They elicit 

a problem-focused coping style, add to goal achievement and are likely to provide 

opportunities for basic psychological need satisfaction. Job challenges thus comprise both 

energy-demanding and stimulating features, and may therefore yield both a positive and 
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negative relation with employees‟ optimal functioning. Finally, in line with the JD-R model, 

job resources are expected to be helpful, motivational job aspects which stimulate goal 

achievement and need satisfaction and therefore enhance employees functioning. Based on 

these conceptual considerations, we expect that job hindrances, job challenges and job 

resources can be differentiated from one another and that they yield unique relations with 

employees‟ well-being. 

Specifically, as respects the factor structure of  job characteristics, we hypothesize that 

a three-factor structure, including job hindrances, job challenges and job resources, provides a 

better fit to the data than the one-factor structure or any other two-factor model, including the 

traditional JD-R model (Hypothesis 1). With respect to the intercorrelations between the three 

categories of job characteristics, we expect job hindrances and job challenges to correlate 

positively as they both belong to the category of job demands. Job hindrances are expected to 

relate negatively to job resources as, according to the definition of job resources, employees 

provided with job resources should, on average, be better able to deal with the stressful 

aspects of their jobs (Demerouti et al., 2001). In contrast, job challenges are expected to relate 

positively to job resources, as both have growth promoting features (Cavanaugh et al., 2000).  

Second, we aimed to inspect the external validity of the hypothesized three-factor 

structure by examining their relations with employees‟ exhaustion and vigor. Specifically, in 

line with the description of the three categories of job characteristics , we expect job 

hindrances to relate positively to exhaustion (Hypothesis 2a) and negatively to vigor 

(Hypothesis 2b). Furthermore, we hypothesize job challenges to associate positively with 

exhaustion (Hypothesis 3a) and to relate positively to vigor (Hypothesis 3b). Finally, we 

examine whether these relationships hold after controlling for job resources, which are, in line 

with the JD-R model, hypothesized to relate negatively to exhaustion  (Hypothesis 4a) and 

positively to vigor (Hypothesis 4b). As the tripartite  model represents a more refined model, 

allowing for a more precise study of the relationships between job characteristics and well-

being, we expect the tripartite model to explain more variance in vigor compared to the 

traditional JD-R model (Hypothesis 5). This is an important issue as the introduction of a 

more complex JD-R model only seems justified if the differentiated job characteristics 

categories yield a unique significant relation with employees' well-being and thereby provide 

a better understanding of employees‟ functioning compared to previous models (van 

Veldhoven, Taris, de Jonge, & Broersen, 2005). 

Furthermore, to rule out the possibility that our results are conditional upon one 
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specific sample or upon measurement characteristics, we will validate the three factor model 

in two different samples (N1 = 261; N2 = 441), thereby using somewhat different measures of 

job characteristics. We focus upon key work design variables that are present across 

professions and that have extensively been studied, both within the JD-R framework (e.g. 

Bakker, Demerouti, & Euwema, 2005; Mauno, Kinnunen, & Ruokolainen, 2007) and with 

respect to the distinction between job challenges and job hindrances (e.g. Podsakoff, et al., 

2007). Specifically, we examine negative work-home-interference, emotional demands, 

workload, cognitive demands, autonomy and social support. 

Negative work-home interference (WHI) and emotional demands have attracted 

researchers‟ interests due to the erosion of the working time standards and the shift from 

industry to service work in most Western societies (Parker, Wall, & Cordery, 2001). They are 

likely to relate to poor employees‟ well-being, as was established in the JD-R framework (e.g. 

Bakker et al., 2005; Bakker, Hakanen, Demerouti, & Xantopoulou, 2007). WHI and 

emotional demands may be characterized by interpersonal conflicts, which previously have 

been labelled as job hindrances (Lepine et al., 2005). They are furthermore likely to elicit an 

emotion-focused coping style and prevent rather than stimulate goal achievement (Bakker & 

Heuven, 2006; Demerouti, Taris, & Bakker, 2007). Accordingly, in the present study, WHI 

and emotional demands are hypothesized to belong to the category of job hindrances. 

Workload and cognitive demands, in contrast, are regarded as job challenges. Both have been 

identified as job demands in the JD-R model, but have been labelled as a job challenge in the 

stress-literature (e.g. Cavanaugh et al., 2000). In line with the stress-literature, workload and 

cognitive demands have repeatedly been shown to relate positively to engagement (e.g. 

Mauno et al., 2007; Van den Broeck, et al., 2008). Finally, autonomy and social support are 

hypothesized to constitute the category of job resources. They have been regarded as key 

resources in various job design models (e.g. Hackman & Oldham, 1976; Karasek, 1979) and 

have been included as a resource in almost all JD-R studies (e.g. Mauno et al., 2007).  

Method 

Participants and procedure 

In line with the recommendation by Warr (1990) to increase sample-heterogeneity in 

examining the relationships between job characteristics and well-being, we employed two 

samples: the first sample included 261 Dutch call centre agents; the second sample comprised 

441 police-officers of the Belgian Police Department. In both samples, data collection was 
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part of a survey on motivation and well-being requested by the management. The response 

rates were 87% and 51% for Sample 1 and 2 respectively, which is comparable to response 

rates reported elsewhere (Baruch & Holtom, 2008). Participants of Sample 1 filled out an 

internet survey during regular working hours. In Sample 2, all participants received a paper 

and pencil booklet which was to be returned to the collection point one week later. In both 

samples, participation was voluntary and we underlined that responses would be confidential 

and only available to the researchers. 

Table 2 gives an overview of participants‟ background characteristics. In both samples 

gender distribution was fairly equal. Compared to Sample 2, participants in Sample 1 were 

younger, were somewhat less educated and had less seniority. In both samples, the majority of 

the participants worked full-time. In Sample 1, most participants were temporary agency 

workers. In Sample 2, most participants had a permanent or lifetime contract.  

Measurements 

All questionnaires were available in Dutch, the official language used in both 

organizations. Unless stated otherwise, items were scored on 5-point Likert scales ranging 

from 1 (strongly disagree) to 5 (strongly agree). Scale scores were computed as the mean of 

the items.  

Job Characteristics. Concerning the job hindrances, emotional demands were assessed 

in Sample 1 with two items from Kristensen, Hannerz, Hogh, and Borg (2005). An example 

item is „My work is emotionally demanding‟ (r = .63; p < .001). In Sample 2, two items of 

van Veldhoven and Meijman (1994) were used; such as: „I face emotionally charged 

situations in my work‟ (r = .59; p < .001). In line with previous JD-R studies (e.g. Bakker, 

Demerouti, & Euwema, 2005), WHI was measured with the 4-item scale of Geurts and 

colleagues (2005) in both samples. An item example reads: 'How often does it happen that 

your work schedule makes it difficult for you to fulfil your domestic obligations?'. Responses 

were made on a 5-point Likert scale ranging between 1 (never) and 5 (very often). 

Chronbach's alphas were .78 and .86 in Sample 1 and Sample 2, respectively. 

With respect to the job challenges, workload was assessed with 4 items of Van der 

Doef and Maes (1999) in Sample 1, such as 'My work requires working very hard‟ (

It was measured with two items from Veldhoven and Meijman (1994) in Sample 2, such as: 

'My job requires that I work very fast' (r = .54). Cognitive demands were measured with six 

and four items of Van Veldhoven and Meijman (1994) in Samples 1 and 2, respectively. A 
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sample items reads 'My work requires a lot of concentration' (Sample 1 = .81; Sample 2 = .73).  

Finally, with respect to the job resources, the autonomy scale in Sample 1 was based 

on Van der Doef and Maes (1999). An example of this 5-item scale reads: 'My job allows me 

to make a lot of decisions on my own' ( = .72). In Sample 2, autonomy was tapped with four 

items from Kristensen and his colleagues (2005). An example item is: „I can decide when to 

take a break' ( = .70). Finally, social support was assessed with 6 and 5 items such as 'I have 

a good relationship with my colleagues' taken from Van Veldhoven and Meijman (1994) in 

Sample 1 and 2, respectively (Sample 1 = .89;Sample 2 = .86).  

Exhaustion was measured with the exhaustion scale of the Dutch version of the 

Maslach Burnout Inventory (Schaufeli & Van Dierendonck, 2000). Exhaustion reflects a lack 

of energy and the feeling that one‟s resources are depleted. It may be considered the main 

component of burnout (Maslach et al., 2001). In both samples participants scored each of the 

5 exhaustion items (e.g. 'I feel totally exhausted in my job') on a 7-point frequency scale 

ranging from 0 (never) to 6 (always). Cronbach's alpha was .91 and .87 in Samples 1 and 2, 

respectively. 

Vigor was assessed with the vigor scale of the Utrecht Work Engagement Scale 

(Schaufeli & Bakker, 2003). Vigor is considered the opposite of exhaustion (Gonzalez-Roma, 

Schaufeli, Bakker, & Lloret, 2006). It refers to feeling well and having the energy to work 

hard and to work long hours. An example item is „At my work, I feel bursting with energy‟ 

(Schaufeli & Bakker, 2004). In both samples, participants indicated the frequency with which 

they experience vigor on a 7-point Likert scale ranging from 0 (never) to 6 (always). 

Cronbach's alpha was .91 and .88 in Samples 1 and 2, respectively. 

Results 

Descriptive statistics 

Means and standard deviations of the scales are displayed in Table 3. A one way 

ANOVA revealed that the two samples differed on all job characteristics and vigor. 

Specifically, compared to Sample 2 participants, Sample 1 participants experienced more 

emotional demands, F(1,693) = 63.66, p < .001; and social support, F(1,692) = 45.11, p < 

.001; and less work-home interference F(1,697) = 114.48, p < .001; cognitive demands, 

F(1,696) = 18.05, p < .001; workload, F(1,696) = 5.98, p < .01; and task autonomy, F(1,696) 

= 193.17, p < .001. They also experienced more vigor, F(1,691) = 12.91, p < .001. No 
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differences were found for exhaustion F(1,695) = 1.64, ns.  

As respects the correlations among the job characteristics, job hindrances (i.e. WHI 

and emotional demands) and job challenges (i.e. workload and cognitive demands) tended to 

relate positively. This aligned with the assumption that job hindrances and challenges are job 

demands. Job hindrances tended to be negatively associated with job resources (i.e. autonomy 

and social support). In general, relationships in Sample 2 were stronger compared to 

relationships in Sample 1. Across samples, job challenges and job resources were generally 

unrelated. As expected, job hindrances related positively to exhaustion and negatively to 

vigor. Job challenges were positively related to exhaustion in Sample 2, but no significant 

relationships were found in Sample 1. Job challenges were furthermore positively related to 

vigor, across samples. Finally, job resources associated positively with vigor and negatively 

with exhaustion.  

Analysis 

The hypotheses were tested by means of structural equation modeling (SEM), using 

Lisrel 8.54 (Jöreskog & Sörbom, 2004) and the maximum likelihood method of estimation 

(Bollen, 1989). SEM provides a simultaneous test of models with multiple dependent 

variables, thereby statistically controlling for the relations between these variables. To correct 

for non-normality of the observed data, the asymptotic covariance matrix was used and the 

Satorra-Bentler Scales Chi-square (SBS-², Satorra & Bentler, 1994) instead of the common 

² was inspected. Models were deemed to indicate good fit if the Comparative Fit Index (CFI) 

reached at least the .90 level (Bentler, 1990) and both the Root Mean Square Error of 

Approximation (RMSEA) and the Standardized Root Mean Square Residuals (SRMR) did not 

exceed .08 and .10, respectively (Byrne, 2001). Satorra–Bentler Scaled Chi² (SBS-²; Satorra 

& Bentler, 1994) difference tests were used for testing differences in fit.  

Structure of job characteristics (Hypothesis 1) 

Before testing the structural relationships between the job characteristics categories, 

we first inspected the fit of the measurement model comprising the independent (i.e. job 

hindrances, job challenges and job resources) and the dependent variables (i.e. exhaustion and 

vigor), all represented by their respective items. Specifically, as respects the structure of the 

job characteristics categories, the fit of the hypothesized 3-factor model (Model A), including 

job hindrances (i.e. WHI and emotional demands), job challenges (i.e. workload and cognitive 

demands) and job resources (i.e. autonomy and social support) was compared with four 
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alternative models. In each of the models, the different job characteristic scales were assigned 

to different higher order categories. Model B involved the traditional JD-R model 

differentiating between job resources and job demands, comprising both job hindrances and 

challenges. Model C differentiated job hindrances from a factor comprising job challenges 

and job resources, which are both assumed to be stimulating. Model D held challenges as a 

separate factor and a factor comprising both hindrances and resources, which might be 

considered as opposites. Finally, in Model E all job characteristics loaded on one single 

factor.  

Table 4 reveals that the three factor solution (Model A) fitted the data well in both 

samples. Moreover, the significant difference in Chi²-value (Table 4) showed that this 

tripartite model (Model A) yielded superior fit compared to any other 2-factor model (Models 

B, C and D), including the traditional JD-R model (Model B) and the 1-factor model (Model 

E). This suggested that both types of job demands can be treated as separate categories of job 

categories. All observed variables had significant loadings on their latent factor (mean Sample 1 

= .61; mean Sample 2 = .60), providing further evidence for the reliability of the model. As 

expected, a positive correlation (rSample 1 = .29; rSample 2 = .47, p < .001) was found between job 

hindrances and job challenges, whereas job hindrances and job resources were negatively 

related (rSample 1 = -.16; rSample 2 = -.33, p < .01). The correlation between job challenges and 

job resources was positive in Sample 1 (r = .19, p < .01) and non-significant in Sample 2 (r = 

.03, ns).  

Structural relations (Hypotheses 2, 3 and 4) 

To test Hypotheses 2 to 4 concerning the relationships between the three categories of 

job characteristics and employees' well-being, building up Model A, a structural model was 

estimated: We modeled job hindrances (i.e. the items of WHI and emotional demands), job 

challenges (i.e. the items of workload and cognitive demands) and job resources (i.e. the items 

of autonomy and social support) as simultaneous predictors of exhaustion and vigor. In line 

with previous research (Schaufeli & Bakker, 2004), the latent constructs of exhaustion and 

vigor were allowed to correlate. In line with the hypotheses, results of this model (Figure 1) 

showed that, across samples, job hindrances related positively to exhaustion and negatively to 

vigor, whereas job challenges were positively related to vigor. Unexpectedly, job challenges 

were unrelated to exhaustion. Job resources displayed a positive relationship with vigor in 

both samples. The relationship between job resources and exhaustion was not significant in 

Sample 1, but significantly negative in Sample 2. After removing the non-significant 
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relationships, the model still yielded good fit to the data, SBS-² (621) = 1504.56, p < .001; 

CFI = .90, RSMEA = .07; SRMR = .09 in Sample 1 and SBS-² (396) = 1231.78, p < .001; 

CFI = .93, RSMEA = .07; SRMR = .09 in Sample 2. The three-factor model explained 45% 

of the variance in exhaustion in both samples and 14% and 25% of the variance in vigor in 

Sample 1 and Sample 2, respectively.  

Comparison with the JD-R model (Hypotheses 5) 

Finally, we examined the structural relations in the traditional JD-R model, based on 

measurement Model B, to ascertain whether the tripartite model provided more insight in 

employees‟ functioning compared to the traditional JD-R model (Hypothesis 5). As noted 

above, this model included the items for WHI, emotional demands, workload and cognitive 

demands as indicators of job demands; the latent variables of job resources, exhaustion and 

vigor were modeled with their respective items. Results showed that, in line with the JD-R 

model, job demands related positively (Sample 1= .23, p < .01; Sample 2= .55, p < .001) and job 

resources related negatively (Sample 1= -.21, p < .01; Sample 2= -.24, p < .001) to exhaustion. 

Job resources related positively to vigor (Sample 1= .29, p < .001; Sample 2= .36, p < .001). The 

relation between job demands and vigor was not significant (Sample 1= .10; Sample 2= -.05, ns). 

Job demands and job resources explained 8% and 43% of the variance in exhaustion and 10% 

and 14% of the variance in vigor in Sample 1 and 2, respectively, which was somewhat lower 

compared to the amount of variance accounted for by the tripartite model.  

Discussion 

This study aimed to advance the understanding of the associations between job 

characteristics and employees‟ well-being by integrating the JD-R model (Bakker & 

Demerouti, 2007) and the literature which differentiates between job hindrances and job 

challenges (e.g. Podsakoff et al., 2007). Elaborating upon the latter literature, we aimed to 

address the puzzling observation within the JD-R model that particular job demands (e.g.  

workload and cognitive demands) have been found to relate positively to employees‟ well-

being (e.g. Mauno et al., 2007). Drawing upon the JD-R model, we furthermore aimed to 

address the failure to account for resourceful job characteristics in the literature on job 

hindrances and job challenges. Accordingly, the present study examined whether (1) the 

category of job demands in the JD-R model can be broken down in job hindrances and job 

challenges; (2) whether, after controlling for the effects of job resources, these two categories 
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yield a differential relation with employees‟ exhaustion and vigor, the complementary core 

characteristics of burnout and engagement (Bakker & Demerouti 2007); and (3) whether the 

hypothesized tripartite model explained more variance in employees‟ functioning, and 

specifically in vigor, compared to the traditional JD-R model.  

Structure of job characteristics 

In general, our results provided support for the hypothesized differentiation between 

the three proposed job characteristics categories. Within two quite diverse samples, the three-

factor model including job hindrances, challenges and resources provided a better fit to the 

data relative to the one-factor model or any other two-factor model, including the traditional 

JD-R model. Notably, the traditional model yielded a rather poor fit to the data. 

 The correlations between job hindrances, job challenges and job resources in the 

tripartite model followed the expected pattern. First, job hindrances displayed a moderate 

positive relation with job challenges. In line with our hypothesis, this seems to indicate that, 

even though both types of job demands share some features, they are clearly distinct. Second, 

job challenges and job resources tended to be positively related, presumably because they 

share stimulating features. Third, job hindrances and job resources were negatively correlated. 

This finding is in line with the Conservation of Resources Theory (Hobfoll, 2002) which 

suggests that job hindrances may have a negative impact on job resources: When facing 

demanding circumstances, individuals must bring in resources to prevent loss and individuals 

who have only limited resources are most likely to experience increases in job hindrances. 

Consider the example of an employee facing high emotional demands, who may make use of  

available job resources such as social support. In doing so, he might, however, burn up the 

social support, which makes him more prone to the negative impact of job hindrances. We 

would like to encourage future research to study the dynamic interplay between job 

hindrances and job resources and examine the process through which job resources may get 

undermined  or be build over time.  

External validity of the extended job demands-resources model 

In a next step, we investigated the unique contribution of each of the job categories in 

explaining variance in employees‟ vigor and exhaustion. Perhaps the most important 

observation in this regard was that job hindrances and job challenges were differently related 

to employees‟ well-being, controlling for job resources. Specifically, job hindrances were 

positively related to exhaustion and negatively to vigor and may therefore be considered as 
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truly health-impairing.  

The status of job challenges is perhaps less clear. Job challenges related to optimal 

psychological functioning in the sense that they contributed in explaining vigor. 

Unexpectedly, they were not health-impairing as they did not associate positively with 

employees‟ exhaustion. The latter finding is in contrast with previous results in the realm of 

the JD-R framework (e.g. Hallberg, et al., 2007) and the stress-literature (Lepine et al., 2005), 

which generally indicated negative relations between workload and cognitive demands and 

exhaustion. In line with the stress-literature, we performed a supplementary analysis in which 

only job hindrances and job challenges were related to exhaustion and vigour. The results 

(available upon request from the corresponding author) revealed that the association between 

job challenges and exhaustion was also non-significant in Sample 2 and negative in Sample 1. 

These unexpected results might stimulate future research to gain further understanding of this 

relation. One possibility is that job challenges are only experienced as energy-depleting over 

time. Another route for future research involves the possibility that job challenges are 

demanding in the sense that they require some effort-expenditure and elicit fatigue, but do not 

yield an energy-depleting effect so that employees become completely exhausted. If so, it 

would suggest that effort-expenditure rather than energy-depletion is a more defining feature 

of the general category of job demands. Although all demands might require effort-

expenditure, not all expended effort might result in feelings of exhaustion. Instead of yielding 

mixed relationships with employees‟ well-being, job challenges were shown to be 

stimulating. In general, however, the results supported the assumption that job hindrances, job 

challenges and job resources related differently to vigor and exhaustion, thereby providing 

support for the external validity of the differentiation between two types of job demands. 

Finally, in line with the JD-R model, job resources were associated with optimal 

psychological functioning, as they were positively associated with vigor and negatively with 

exhaustion in Sample 2. The dominance of temporary workers in Sample 1 may explain the 

lack of a relationship between job resources and exhaustion in Sample 1, as temporary 

workers generally show less strong relationships between job characteristics and well-being 

compared to permanent workers (e.g. De Cuyper & De Witte, 2007). 

Comparison with the JD-R model 

Breaking down the category of job demands into two subcategories seems to be 

instructive and necessary to gain understanding of the relationships between job demands and 

employees‟ well-being. The current findings are particularly in light of the association 
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between job demands and vigor, which has remained understudied in the JD-R model. 

Notably, the results of the traditional JD-R model in this study indicated that, if both types of 

job demands are collapsed into a single encompassing category, the respective positive and 

negative associations from job challenges and job hindrances to vigor will cancel each other 

out, resulting in a null relationship. An additional consequence of this added refinement to the 

classic JD-R model is that the tripartite model tended to explain more variance in vigor 

compared to the traditional JD-R model. This was particularly so in Sample 2. Whereas the 

JD-R model and the tripartite model explained equal amounts of variance in exhaustion in 

Sample 2, the tripartite model was also superior in explaining exhaustion in Sample 1. In sum, 

these results indicated that the differentiation between job hindrances an job challenges is not 

only necessary to understand the relationship between demanding job characteristics and 

vigor, but it is also instructive to gain more complete understanding of employees‟ well-being 

in general.  

Limitations and future research directions 

This study has some limitations. First, generalizability of the current results to other 

professions and sectors needs to be demonstrated. In a first attempt to address this issue, we 

sampled employees with different professions, and in different organizations and countries. 

Although both samples differed considerably in the experience of particular job 

characteristics, similar results were found concerning the factor structure of these job 

characteristics categories and their relationships with employees‟ (ill-)health.  

Second, all data were gathered through self-reports; hence, common method variance 

might have artificially inflated the strength of the observed relationships. In future research, 

this might be avoided by using objective rather than subjective assessments of job 

characteristics. However, as previous research has found similar relationships between 

employees‟ well-being and subjectively versus objectively measured job characteristics (e.g. 

Demerouti et al., 2001), we do not expect these limitations to significantly change our results.  

Third, this study was cross-sectional in nature; therefore, no conclusions about the 

direction of the relations between the different types of job characteristics and employees‟ 

well-being can be drawn. Job hindrances, challenges and resources might predict burnout and 

engagement over time, as evidenced in the JD-R literature (e.g. Hakanen, et al., 2008). 

Alternatively, burnout and engagement may lead employees to seek out particular job 

characteristics or see them as more prevalent, as was recently shown by De Lange, De Witte 

and Notelaers (2008). While causality is an important issue to be addressed in future 
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longitudinal research, we feel that the particular contribution of this study lies in the 

theoretical development of the qualitative differentiation of job hindrances, challenges and 

resources.  

Fourth, even though we feel confident that our selection of job characteristics is most 

relevant in view of analyzing job characteristics in different professions, we realize that there 

are other job demands that are potentially interesting in the realm of the JD-R model. 

Computer problems, for example, might represent a job hindrance, whereas changes in one‟s 

job might represent a job challenge. Furthermore, building upon the stress-literature (Lepine, 

et al., 2005; Podsakoff, et al., 2007), future studies might examine job scope, responsibility as 

potential job challenges and role problems, interpersonal conflicts and hassles as potential job 

hindrances. Such research might help to extract the common features of the job characteristics 

belonging to the same category and sharpen the definition of the job characteristics categories. 

Research clarifying the distinction between job hindrances and job challenges might benefit 

from accounting for the psychological processes they elicit as noted in Table 1. As a rule of 

thumb, job features which require a lot of energy without yielding additional benefits, may be 

considered as job hindrances, whereas job challenge yield additional beneficial outcomes in 

terms of goal achievement, need satisfaction or well-being.  

Finally, this study did not address the mechanisms through which job hindrances, job 

challenges and job resources relate to well-being. Future research might examine whether the 

different types of job characteristics are indeed related to differences in expectancy, as 

suggested based on Expectancy Value Theory (Lepine, et al., 2005; Vroom, 1964), or related 

differently to goal-achievement or the satisfaction of the basic psychological needs of 

autonomy, competence and relatedness, as hypothesized based on Self-Determination Theory 

(Deci & Ryan, 2000, 2006).  

Another route for future research could be to focus upon individual differences. In line 

with the JD-R tradition and the literature differentiating between job hindrances and job 

challenges, we hypothesized that an objective differentiation can be made between the 

different types of job demands: Some job demands will generally be experienced as hindering 

and others as challenging. Future research might however explore whether individual 

differences (e.g. personality or personal resources such as hope and optimism; Xanthopoulou, 

Bakker, Demerouti, & Schaufeli, 2007) might cause any variability in this general trend. 

Notably, although numerous studies in the realm of the JD-R model reported positive 

relationships between job challenges and work engagement (e.g. Bakker, Demerouti, & 
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Schaufeli, 2003, 2005; Bakker, Van Emmerik, et al., 2006; Hallberg, et al., 2007; Van den 

Broeck, et al., 2008), some studies have also reported negative (e.g. Hakanen, Bakker, & 

Schaufeli, 2006) or zero-order relationships (e.g. Llorens, Schaufeli, Bakker, & Salanova, 

2007; Montgomery, Peeters, Schaufeli, & den Ouden, 2003; Schaufeli & Bakker, 2004). 

These findings might hint at some moderators of the relationship between job challenges and 

work engagement. Future studies may therefore examine more closely the existence of inter-

individual or intra-individual differences in the relationship between job hindrances, job 

challenges and work-related well-being.  

Conclusion 

Drawing on JD-R research (Bakker & Demerouti, 2007) and the stress-literature 

(Podsakoff et al., 2007), this study reconsidered the categorization of job demands within the 

JD-R model. Although job characteristics models should not be inconsiderately complicated 

(van Veldhoven et al., 2005), the results of the present study provide evidenced that it might 

be instructive and even necessary to differentiate between job hindrances and job challenges 

in the JD-R model. At the practical level, our findings refine suggestions along the JD-R 

model to increase job resources and to decrease job demands (e.g. Bakker & Demerouti, 

2007). Specifically, the present findings suggest that job hindrances need to be reduced, 

whereas job challenges must not necessarily be decreased, as they play, together with job 

resources, a key role in the enhancement of employees‟ vigor.  
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Table 1.  

Differences between Job Hindrances, Job Challenges and Job Resources 

 Job Hindrances Job Challenges Job Resources 

Definition 
Threatening 

constraints 

obstacles which can 

be overcome 
helpful job aspects 

Process as ascribed in 

the JD-R model 
Energetic 

Energetic and 

Stimulating 
Stimulating 

Coping Emotion-focused Problem-focused Functional in coping  

Goal Achievement 

Forestall achievement 

of the primary goal as 

they pose a second 

goal 

Add to goal 

achievement 

Add to goal 

achievement 

Need Satisfaction Frustrate needs 
Provide opportunities 

for need-satisfaction 

Add to need-

satisfaction 

Positively related to Ill-health 

Ill-health and  

well-being 

Well-being 
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Table 2 

Demographic Characteristics of the Participants in Sample 1 and Sample 2 

 Sample 1 Sample 2 

Profession Call center agents Police-Officers 

Country The Netherlands Belgium 

N 261 441 

Response 87% 51% 

Gender   

   Male 46% 57% 

   Female 54% 43% 

Age   

    Range 18 – 58 years 22 – 65 years 

    Mean 28.23 years 42.53 years 

    SD 9.00 years 9.52 years 

Education    

    Primary or Secondary education  41% 60% 

    High school 54% 23% 

    University 5% 18% 

Type of contract   

   Full-time 71% 85% 

   Part-time 28% 15% 

Type of contract   

    Temporary agency  72% 0% 

    Fixed term 15% 0% 

    Permanent 14% 18% 

    Life time 0% 82% 

Tenure   

    Range 1 week – 7 years Less than 1  year – 37 years 

    Mean 1.24 years 6.31 years 

    SD 1.72 years 6.26 years 

Note: Unlike permanent contracts that are open-ended and thus imply the possibility for dismissal, life 

time contracts are granted for life. Life time contracts are to be found among a significant share of 

civil servants in Belgium.
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Table 3 

Means, Standard deviations and Correlations among Measured Variables in Sample 1 (N = 261, Below Diagonal) and Sample 2 (N = 244, Above Diagonal) 

 Means SD  1.  2.  3.  4.  5.  6.  7. 8. 

  Sample 1 Sample 2 Sample 1 Sample 2         

 1. Work-home interference 1.23 1.90 .90 .74    .47** .44**  .30**  -.16** -.25** .53** -.17** 

 2. Emotional demands 3.11 2.47 .93 1.07 .19**   .39**   .27** -.18** -.19** .41** -.03 

 3. Workload 3.16 3.22 .60 .93 .16** .05    .53** .00 -.04 .27** .13** 

 4. Cognitive demands 3.81 4.04 .56 .71 .20** .10 .42**   .08 .03  .20** .20** 

 5. Autonomy 3.04 3.74 .50 .71 -.12 -.32** .07 .09   .29**  -.28** .35** 

 6. Social support 4.22 3.90 .51 .65 -.13* -.11 .06 .17** .28**   -.34**  .30** 

 7. Exhaustion 1.77 1.89 1.35 1.14 .54** .15* .04 .01 -.11 -.18**   -.51** 

 8. Vigor 3.94 3.61 1.21 1.12 -.19** -.22** .17** .20*** .31** .32** -.41**  

Note: ** p <.05; ** p <.01; *** p <.001  



Chapter 4 

168 

Table 4 

Fit indices for the Various Measurement Models of Job Characteristics in Sample 1 (N = 261) and Sample 2 (N = 441). 

Sample  Models SBS-² df p-value RMSEA CFI SRMR SBS-²  df SBS-

²  

p-value 

SBS-²  

Sample 

1 

Model A Hindrances vs. Challenges vs. Resources 1494.91 619 .001 .07 .90 .08    

Model B Hindrances-Challenges vs. Resources 2005.01 623 .001 .09 .86  .12 510.10 4 .001 

Model C Hindrances vs. Challenges-Resources 2360.32 623 .001 .10 .85 .12 865.41 4 .001 

Model D Hindrances-Resources vs. Challenges 1981.04 623 .001 .09 .86 .12 486.13 4 .001 

Model E Hindrances-Challenges-Resources 2897.57 626 .001 .12 .80 .14 1402.66 7 .001 

Sample 

2 

Model A Hindrances vs. Challenges vs. Resources 1231.22 395 .001 .07 .93 .09    

Model B Hindrances-Challenges vs. Resources 1822.37 399 .001 .09 .89  .11 591.15 4 .001 

Model C Hindrances vs. Challenges-Resources 2450.72 399 .001 .11 .86 .12 1219.50 4 .001 

Model D Hindrances-Resources vs. Challenges 3464.56 399 .001 .12 .85 .16 2233.34 4 .001 

Model E Hindrances-Challenges-Resources 3157.30 402 .001 .13 .83 .14 1926.08 7 .001 
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Figure 1. Structural Model of the Relationships between Job Hindrances, Job Challenges, Job Resources, Exhaustion and Vigor. Coefficients represent standardized 

estimates. ** p < .01; *** p < .001 

.

Job Hindrances

Job Challenges

Job Resources

Exhaustion

Vigor

-23** / -.32***

ns / ns

.19** / .37***

ns  / -.21***

.21*** /.25***

.67*** /.57***

-.26*** / -.34***-.16* / -.33***

.29*** / .47***

.19*** / ns
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Are some job demands positively related to job well-

being? Further evidence for the differentiation 

between job hindrances and job challenges 

 

In this paper, we aimed to confirm previous research distinguishing two types of job demands 

(i.e. job hindrances and job challenges) in the Job Demands-Resources model. We examined 

the replicability of previous findings in a new sector in Sample 1 (N = 258) and extended 

these findings in Sample 2 (N = 322) by including a broader set of job characteristics. Two 

important findings emerged. First, across both samples results confirmed that the three factor 

model distinguishing between job hindrances, job challenges and job resources fitted the data 

better then any other factor structure. Second, it was shown that each of the job characteristics 

categories yielded an unique set of relations with employees well-being, that is, job 

hindrances associated positively with burnout and negatively with engagement; job challenges 

related positively to engagement and are unrelated to burnout and job resources related 

negatively to burnout and positively to engagement. It is discussed how these findings further 

underscore the importance of differentiating between two types of job demands in the Job 

Demands-Resources model. 
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Positive Side of Occupational Health Psychology. Colección e-psique. Publicacions Universitat Jaume 
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In the Job Demands-Resources model (JDR; Demerouti, Bakker, Nachreiner, & 

Schaufeli 2001; Bakker & Demerouti, 2007) various job characteristics are considered to 

influence employees‟ well-being. This diversity of job characteristics is classified in two 

general categories: that is, job demands and job resources, which are considered to represent 

health impairing and health enhancing job aspects, respectively. Specifically, job resources 

would enhance engagement, which is characterized by vitality (i.e. high levels of mental 

energy) and dedication (i.e. strong involvement and feelings of pride; Schaufeli & Bakker, 

2004), and would reduce burnout, which is defined by exhaustion (i.e. a state of general 

mental fatigue) and cynicism (i.e. a distant attitude towards one‟s work; Maslach, Schaufeli & 

Leiter, 2001). Job demands, in contrast, are assumed to elicit burnout, whereas they would be 

unrelated to engagement. Extant research has provided support for the relationships 

hypothesized in the JD-R, both concurrently (e.g. Van den Broeck, Vansteenkiste, De Witte, 

& Lens, 2008) and longitudinally (e.g. Hakanen, Schaufeli, & Ahola, 2008).  

Unexpectedly, in some JD-R studies positive relations have been reported between 

particular job demands and employees‟ engagement. For instance, workload and cognitive 

demands have been shown to yield a positive relation with engagement (Bakker, Demerouti, 

& Schaufeli, 2005) and even to stimulate the development of engagement over time (e.g. 

Mauno, Kinnunen, & Ruokolainen, 2007). Most recently, it has been argued that (Van den 

Broeck, Vansteenkiste, De Cuyper, & De Witte, 2008) the positive relations between job 

demands and well-being can be accounted for by differentiating between two different types 

of job demands (i.e. job challenges and job stressors) in the JD-R model, with one type being 

rather health-impairing and the other type yielding a more mixed pattern of health outcomes.  

The differentiation between two types of job demands builds on research on work 

stress conducted by Lepine and Podsakoff (e.g. Podsakoff, Lepine, & Lepine, 2007). These 

authors differentiated between job hindrances which are defined as those aspects of the job 

that tax employees' capacities and completely wear out their personal resources and job 

challenges which are characterized as demanding obstacles that can be overcome and that 

provide opportunities for growth and learning (Lepine, Podsakoff, & Lepine, 2005). 

According to Podsakoff and his colleagues, both types of demands require energy to cope 

with them and might therefore cause strain (Podsakoff et al., 2007). However, whereas job 

hindrances would yield an exclusively negative relation with employees‟ well-being, job 

challenges would yield mixed results. This is because, apart from requiring energy and 

causing strain, job challenges would also be more growth and well-being promoting as they 
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appeal to employees‟ curiosity and thoroughness and therefore invite them to become 

immersed in the work activity at hand (Podsakoff et al., 2007).  

The distinction between job hindrances and job challenges was recently introduced as 

an extension of the JD-R model (Van den Broeck, Vansteenkiste, De Cuyper, & De Witte, 

2008). Specifically, across two samples (i.e. call-centre agents and police officers), it was 

found necessary and instructive to differentiate three categories of job characteristics, that is, 

job hindrances, job challenges and job resources. Several findings emerged that confirm the 

proposal for a more refined model. First, a three-factor model was found to yield a superior fit 

relative to any other two-factor model, including the original JD-R model and a one factor 

model, suggesting that the demanding job characteristics are too heterogeneous to be 

collapsed in a single higher order category. Second, with respect to their unique well-being 

associations, it was found that job hindrances related positively to burnout and negatively to 

engagement, whereas job challenges related positively to engagement. Different from 

previous research by Podsakoff, Lepine and colleagues, job challenges were unrelated to 

burnout, suggesting that, in the JD-R framework, job challenges yield an exclusive positive 

rather than mixed pattern of correlates. This might be due to the fact that Van den Broeck et 

al. (2008) included job resources as an additional predictor, whereas Podsakoff, Lepine and 

colleagues don‟t examine the associations of job resources.  

The aim of the present research was twofold. First, we wanted to examine the stability 

of these results by studying the factor structure and the relations between the different 

categories of job characteristics and employees‟ burnout and engagement in a new sector, that 

is among social services employees (N = 258). To this end, we used the same set of job 

characteristics as in the previous study (Van den Broeck, Vansteenkiste, De Cuyper, & De 

Witte, 2008), that is, work-home-interference and emotional demands were modelled as job 

hindrances; workload and cognitive demands were included as job challenges and task 

autonomy and social support were expected to be job resources. In a second sample of police 

officers (N = 322), we aimed to extend previous findings by examining whether similar 

results would emerge after including a broader set of job characteristics in each of the 

categories. One of the advantages of the JD-R model is that it might include various job 

characteristics and it seems instructive to examine whether the differentiation between job 

hindrances and job challenges also holds for other job characteristics.  

Specifically, physical demands were expected to belong to the category of job 

hindrances including work-home interference and emotional demands. Obviously, physical 



Chapter 5 

174 

demands are likely to be experienced as obstacles preventing rather than stimulating goal 

achievement. Previous research has furthermore shown that physical demands relate 

negatively to employees‟ well-being (Bakker, Demerouti, & Euwema, 2005). Responsibility 

was expected to be an additional job challenge besides workload and cognitive demands. 

Lepine and colleagues explicitly consider responsibility to require effort from employees, but 

to equally challenge employees‟ skills and provide learning opportunities (Lepine et al., 

2007). Finally, we aimed to include feedback in the category of job resources with task 

autonomy and social support. Feedback has previously been shown to relate positively with 

employees‟ well-being (e.g. Demerouti et al., 2001) and has been considered as a health 

enhancing feature of the work context in various job characteristics models (e.g. Hackman & 

Oldham, 1976).  

To conclude, in this study we aimed to replicate (Sample 1) and extend (Sample 2) 

previous findings differentiating between two types of job demands (i.e. job hindrances and 

job challenges) in the JD-R model. In both samples we hypothesized that three factor structure 

would yield a superior fit to the data compared to any other factor structure (Hypothesis 1) 

and that each of the job characteristics categories would yield an unique set of relations with 

employees‟ burnout and engagement, which are considered as a negative and positive aspect 

of employees‟ work related well-being respectively (Hypothesis 2). Specifically, we expected 

job hindrances to relate positively to burnout and negatively to engagement, job challenges to 

be unrelated to burnout and to be positively related to engagement and job resources to 

associate negatively with burnout and positively with engagement.  

Method 

Participants and procedure 

Both samples were collected in the Dutch speaking part of Belgium. Data collection 

was part of company wide surveys that assess employees‟ work related well-being. Sample 1 

included 258 social services employees; Sample 2 contained 322 police officers working in 

the Crime Investigation Unit (CID). Table 1 provides an overview of participants‟ background 

characteristics.  

Measures 

All questionnaires were available in Dutch, the official language used in both 

companies. Unless stated otherwise, items were scored on 5-point Likert scales ranging from 
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1 (strongly disagree) to 5 (strongly agree). The scales‟ means, standard deviations and 

Cronbachs‟ alphas as well as the correlations among the scales can be found in Table 2.  

Job Characteristics. Concerning the job hindrances, work-home-interference was 

tapped with the 4-item scale of Geurts et al. (2005) in both samples. Items such as 'How often 

do you have too many things to do for your work, that you can not spend time doing your 

hobbies' were answered on a scale ranging from 1 (never) to 5 (very often). Emotional 

demands were measured with 3 items from Bakker, Demerouti, Taris, Schaufeli, and Schreurs 

(2003) in Sample 1 (e.g. „In my work I'm confronted with emotional situations‟) and with 2 

items from van Veldhoven and Meijman (1994) in Sample 2 (e.g. „My work is emotionally 

demanding‟). The new work characteristic of physical demands, which was only assessed in 

Sample 2, was assessed with four items borrowed from Van der Doef and Maes (1999); e.g., 

‟I have to work in an uncomfortable position‟.  

With respect to the job challenges, in Sample 1 the scales of workload (three items; 

e.g., 'I have a lot of work to do') and cognitive demands (four items; e.g., 'My work requires a 

lot of concentration') were borrowed from Bakker et al. (2003). In Sample 2 workload (two 

items; 'My job requires to work hard') and cognitive demands (four items; 'My job requires a 

lot of concentration') were tapped with their representative items from van Veldhoven and 

Meijman (1994). In Sample 2, the additional job challenge of responsibility was measured 

with a single item reading 'Do you direct other employees ?'. Participants answered with 0 

(no) or 1 (yes).  

Concerning the job resources, task autonomy was assessed with nine items of Van 

Veldhoven and Meijman (1994) in Sample 1 (e.g. 'I can decide for myself which tasks I 

perform') and with four items of Kristensen, Hannerz, Hogh and Borg (2005) in Sample 2 

(e.g. 'I do not have much freedom to decide how I will execute my job'). In the two samples 

social support was assessed with respectively six and five items of Van Veldhoven and 

Meijman (1994) such as 'I have a good relationship with my colleagues'. In Sample 2, the 

additional job resource of positive feedback was measured with two items (e.g. 'I know 

exactly how my supervisor likes my work) adapted from Van der Doef and Maes (1999) and 

two self constructed items (i.e. 'I receive positive feedback regarding my job' and 'I receive 

negative feedback regarding my job (reverse scored)'). 

Job Well-being. Burnout was assessed via the exhaustion scale of the Dutch version of 

the Maslach Burnout Inventory (Schaufeli & Van Dierendonck, 2000) in both samples. 

Exhaustion is the main determinant of burnout (Maslach et al., 2001). Participants scored each 
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of the five items (e.g. 'I feel totally exhausted in my job') on a 7-point frequency scale ranging 

from 0 (never) to 6 (always). Engagement was measured with the subscale for vitality from 

the Utrecht Work Engagement Scale (Schaufeli & Bakker, 2003). Participants reported for 

each of the five items (e.g.' At my work, I feel bursting with energy') how often they 

experienced these feelings on a 7-point Likert scale ranging from 0 (never) to 6 (always).  

Results 

Factor structure of job characteristics 

In each of the samples, the factor structure of the different job characteristics was 

tested by means of Confirmatory Factor Analysis using Lisrel 8.54 (Jöreskog & Sörbom, 

2004) with the maximum likelihood method of estimation (Bollen, 1989). To correct for non-

normality of the observed data, the asymptotic covariance matrix was used and the Satorra-

Benteler Scales Chi-square (SBS-², Satorra & Bentler, 1994) instead of the common ² was 

inspected.  

The fit of the hypothesized three-factor model (Model 1), including hindrances, 

challenges and resources, was compared to four alternative models. Model 2 involved the 

original JD-R model differentiating between job demands (comprising both job hindrances 

and job challenges) and job resources. Model 3 differentiated job hindrances from a factor 

comprising both job challenges and job resources, which both are assumed to yield health-

enhancing relationships. Model 4 held challenges as a separate factor and a factor comprising 

both hindrances and resources, which might be considered as each other‟s opposites. Finally, 

Model 5 was compared to the one factor model in which all job characteristics loaded on one 

single factor.  

The models were assumed to fit the data if the following conditions were met: the 

Comparative Fit Index (CFI) reaches at least the .95 level (Bentler, 1990) and the 

Standardized Root Mean Square Residuals (SRMR) do not exceed .09, while the Root Mean 

Square Error of Approximation (RMSEA) is close to .06 (Hu & Bentler, 1999). Satorra–

Bentler Scaled Chi² (SBS-²; Satorra & Bentler, 1994) difference tests were used for testing 

differences in fit.  

Table 3 reveals that the three factor solution (Model 1) fitted the data well in both 

samples. Moreover, Chi² difference tests showed that Model 1 yielded superior fit compared 

to any of the alternative models (Model 2, 3, 4 and 5). As displayed at the left side of Figure 
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1, standardized factor loadings ranged between .15 and .82 (Mean  = .57), supporting the 

factorial validity of the model. As expected, a positive correlation (r Sample 1 = .70; r Sample 

2 = .77) was found between job hindrances and job challenges, whereas job challenges and 

job resources were lowly positively related (r Sample 1 = .15) or unrelated (r Sample 2 = .06). 

Job hindrances and job resources related negatively (r Sample 1 = -.85; r Sample 2 = -.52).   

Structural relations 

To examine the relations between the categories of job characteristics and employees' 

well-being, we first inspected the fit of the measurement model comprising the independent 

variables (i.e. job hindrances, job challenges and job resources) and the dependent variables 

(i.e. exhaustion, and vigor). Whereas the latter were represented by their five items, the 

categories of job characteristics were each represented by three parcels. Compared to the use 

of the subscales of the different job characteristics as indicators, parceling has the advantage 

that three instead of two indicators per latent factor can be used (Marsh, Hau, Balla, & 

Grayson, 1998). Estimation of the measurement models yielded a good fit in both samples; 

SBS-² (142) = 369.56, p < .001; CFI = .96, RSMEA = .072; SRMR = .076 in Sample 1 and 

SBS-² (142) = 273.95, p < .001; CFI = .97, RSMEA = .053; SRMR = .056 in Sample 2. In 

both samples, a reliable measurement model was thus obtained. 

Next, structural models were estimated modeling job hindrances, job challenges and 

job resources as simultaneous predictors of exhaustion and vigor (Figure 1). In line with 

previous research (Schaufeli & Bakker, 2004), the latent constructs of exhaustion and vigor 

were allowed to correlate. In both samples, results showed that job hindrances related 

positively to exhaustion and negatively to vigor, whereas job challenges were positively 

related to vitality, but unrelated to exhaustion. Job resources displayed a positive relationship 

with vitality and a negative relationship with exhaustion. The amount of explained variance in 

exhaustion was .53 in Sample 1 and .47 in Sample 2. The amount of explained variance in 

vigor was .21 in Sample 1 and .44 in Sample 2.  

Discussion 

This study aimed to add to the literature on the JD-R model by further validating the 

differentiation between different types of job demands. More specifically, we aimed to 

replicate previous results differentiating job hindrances, job challenges and job resources 

(Van den Broeck, Vansteenkiste, De Cuyper, & De Witte, 2008) in Sample 1 and to extend 



Chapter 5 

178 

these findings by widening each of the categories in Sample 2. The present findings show that 

in both samples the three factor structure distinguishing job hindrances, job challenges and 

job resources fitted the data better than any other two- or one-factor model, including the 

original JD-R model. This suggests that a differentiation between job hindrances and job 

challenges, as defined by Podsakoff, Lepine and colleagues (e.g. Podsakoff et al., 2007), is 

necessary to fully capture the differences between the various job characteristics.  

In both samples, structural equation modeling further showed that job hindrances and 

job challenges related differently to employees‟ well-being. Whereas job hindrances related 

positively to exhaustion and negatively to vigor, job challenges related positively to vigor, 

and were unrelated to exhaustion. In line with the JD-R model, job resources yielded a 

positive relationship with vigor and were negatively related to exhaustion. These results 

confirm the findings of the previous study and seem to indicate that the differentiation 

between job hindrances and job challenges is useful and necessary to understand the 

relationships between the various job demands and employees‟ well-being and optimize job 

(re-)design. Specifically, the present findings confirm that the extended model is applicable to 

other job contexts and can be used to study a variety of job characteristics.  

Limitations and suggestions for future research 

Although the present results were replicated across two divergent samples using 

somewhat different operationalizations and additional job characteristics, generalizability of 

the current results to other samples and job characteristics needs to be demonstrated. More 

specifically, we would like to encourage future research to use this extended JD-R model as a 

heuristic model in the study of job, workgroup or organizational aspects. Such research might 

help to gain insight in the unique characteristics of job hindrances, job challenges and job 

resources which might help to conceptual clarity in the defining features of each of these 

categories. Such studies might furthermore use objective rather than subjective assessments of 

job characteristics to avoid common method variance and make use of longitudinal or 

experimental designs to examine the causality of the relationships between the job 

characteristics and well-being.  

To summarize, the present research found further support for the validity of the 

differentiation between job hindrances and job challenges in the JD-R model in two different 

samples, thereby using an extended set of job characteristics. It appears that some job 

demands do relate positively to job well-being, given that they are appraised as a challenge 

rather than as a threat. The findings point at the importance of this differentiation for our 
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understanding of the relation between job demands and employees‟ well-being.  At the 

practical level, the findings refine the JD-R-scholars‟ suggestions to increase job resources 

and to decrease the amount of job demands within an organization (e.g. Bakker & Demerouti, 

2007). Specifically, the present findings suggest that job hindrances would best be reduced, 

whereas job challenges must not necessarily be decreased, as they play, together with job 

resources, a key role in the enhancement of employees‟ vigor.  
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Table 1 

Demographic Characteristics of the Participants in Sample 1 and Sample 2 

 Sample 1 Sample 2 

Profession Social Services CID Police-Officers 

N 358 322 

Gender   

   Male 22% 93% 

   Female 78% 7% 

Age   

    Range 19 – 60 years 26 – 64 years 

    Mean 37.50 years 43.20 years 

    SD 10 years 7.73 years 

Education    

    Primary or Secondary education  26% 68% 

    High school 58% 22% 

    University 15% 10% 

Type of contract   

   Full-time 58% 99% 

   Part-time 42% 1% 

Type of contract   

    Temporary 8% 0% 

    Permanent 92% 29% 

    Life time 0% 71% 

Tenure   

    Range 1 month – 35 years Less than 1 year – 33 years 

    Mean 3 years 9.34 years 

    SD 9 years 7.15 years 

Note: Unlike permanent contracts that are open-ended and thus imply the possibility for dismissal, life 

time contracts are granted for life. Life time contracts are to be found among a significant share of 

civil servants in Belgium.
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Table 2 

Means, Standard deviations, Alpha’s and Correlations among Measured Variables of Sample 1 (N = 358, Below Diagonal) and Sample 2 (N = 322, Above Diagonal).  

 Means SD 1. 2. 3. 4. 5. 6. 7. 8. 9. 10. 11. 

 Sample 

1 
Sample 

2 
Sample 

1 
Sample 

2 
           

Job hindrances                

1. Work-home 

interference 

1.89 1.78 .57 1.11 (.78/.84) .20** .42** .37** .21** .11* -.27** -.26** -.27** .47** -.20** 

2. Emotional demands 3.11 3.15 .78 1.12 .42** (.76/.65)  .23** .26** .07 .10 -.06 .01 -.11* .26** -.04 

3. Physical demands°  2.78  .95   (.64) .40** .29** -.01 -.21** -.17** -.20** .36** -.19** 

Job challenges                

4. Workload 3.66 2.98 .6 .73 .38** .37**  (.67/.58)  .48** .16** -.01 .11 -.06 .21** .13* 

5. Cognitive demands 3.76 3.88 .53 .73 .31** .30**  .54** (.71/.73)  .07 .18** .20** .24** .07 .25** 

6. Responsibility°  .12  .21       .04 .02 .08 .01 .22** 

Job resources                

7. Task autonomy 3.03 2.69 .59 .96 -.25** -.22**  -.15** -.06  (.82/.78)  .40** .49** -.35** .37** 

8. Social support 4.09 3.55 .47 .73 -.18** .02  .11* .10  .09 (.92/.84)  .48** -.34** .41** 

9.Feedback°  2.92  .93         (.71) -.49** .54** 

Outcomes                

1. Exhaustion 1.75 1.79 .98 1.01 .48** .50**  .30** .18**  -.35** -.09  (.83/.88) -.62** 

11. Vigor 4.01 1.79 .89 1.02 -.18** -.05  .10 .22**  .21** .18**  -.33** (.82/.88) 

 Note: * p <.05; ** p <.01, job characteristics indicated with an ° were only included in Sample 2. 
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Table 3 

Fit indices for the Various Measurement Models of Job Characteristics of Sample 1 (N = 358) and Sample 2 (N = 322). 

Sample  Models SBS-² df p-value RSMEA CFI SRMR SBS-²  df SBS-

²  

p-value 

SBS-²  

Sample 1 
Model 1 Hindrances vs. Challenges vs. Resources 21.30 6 .001 .06 .95 .05    

 
Model 2 Hindrances-Challenges vs. Resources /         

 
Model 3 Hindrances vs. Challenges-Resources 39.36 8 .001 .11 .88 .07 18.06 2 .001 

 
Model 4 Hindrances-Resources vs. Challenges 28.93 8 .001 .09 .93 .06 7.63 2 .022 

 
Model 5 Hindrances-Challenges-Resources 61.06 9 .001 .13 .83 .07 39.76 3 .001 

Sample 2 
Model 1 Hindrances vs. Challenges vs. Resources 54.20 24 .001 .06 .92 .06    

 
Model 2 Hindrances-Challenges vs. Resources 137.53 26 .001 .12 .76  .11 83.33 2 .001 

 
Model 3 Hindrances vs. Challenges-Resources 307.27 26 .001 .19 .46 .16 253.07 2 .001 

 
Model 4 Hindrances-Resources vs. Challenges /         

 
Model 5 Hindrances-Challenges-Resources 335.66 27 .001 .19 .45 .14 281.46 3 .001 
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Figure 1. Results of Confirmatory Factor Analysis of Sample 1/ Sample 2 (left hand side) and Structural Model of the Relationships between Job Hindrances, 

Job Challenges, Job Resources, Exhaustion and Vigor. Coefficients represent standardized estimates (right hand side). Note: job characteristics indicated 

with an ° were only included in Sample 2.   *** p < .001;  

Exhaustion 

Vigor 

-.21*** / -.35*** 

-.32*** / -.26*** 

.68*** / .44*** 

   ns    /   ns 

.42*** / .29*** 

-.16*** / -.38*** 

.22*** / .46*** 
Job Resources 

Taks-Autonomy 

Social Support 

.38*** / .56*** 

.24*** / .62*** 

Feedback° 

   X   / .75*** 

 

Job Challenges 
Workload 

Cognitive demands 

.80*** / .61*** 

.67*** / .82*** 

Responsibility° 

   X   / .15*** 

Job Hindrances 
WHI 

Emotional demands 

.72*** / .63*** 

.60*** / .33*** 

Physical demands° 

   X   / .64*** 

 





 

 

Chapter 6  

 

The role of basic psychological needs in explaining 

the relationships between job characteristics, burnout 

and work engagement 

 

Within the Job Demands-Resources model, the presence of job demands (e.g. work 

pressure) and the absence of job resources (e.g. social support) relate to burnout through a 

psychological energetic process, whereas the presence of job resources associates with work 

engagement through a motivational process. Although various mechanisms have been 

suggested to understand these processes, empirical evidence for these mechanisms is scarce 

within the JD-R framework. This study examines the role of basic need satisfaction, as 

defined within Self-Determination Theory, in the relationships between job demands, job 

resources and employees‟ exhaustion and vigour, the main components of burnout and 

engagement respectively. Structural equation modelling in a heterogeneous sample of 745 

employees of the Dutch-speaking part of Belgium confirmed that satisfaction of basic 

psychological needs partially explained the relationships from job demands to exhaustion and 

from job resources to vigour. It fully accounted for the relationship between job resources and 

exhaustion. We conclude that the current study adds to the research pointing at need 

satisfaction as a promising underlying mechanism for employees‟ thriving at work. 

 
 
 
 
 
 
 
 
 
 
 

Published as Van den Broeck, A., Vansteenkiste, M., De Witte H., & Lens, W. (2008). Explaining the 

relationships between job characteristics, burnout and engagement: The role of basic psychological 

need satisfaction. Work & Stress, 22, 277-294.  
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Following the general trend in psychology (Seligman & Csikzentmihalyi, 2000), 

scholars in the field of work and organizational psychology have become increasingly 

interested in employees' optimal functioning and positive experiences at work (Luthans, 

2002). For example, in addition to burnout, scholars have become attentive to its complement: 

work engagement. Whereas burnout mainly refers to emotional exhaustion (mental fatigue) 

and cynicism (a distant attitude towards one's work; Maslach, Schaufeli, & Leiter, 2001), 

work engagement is mainly defined by vigour (i.e. high levels of mental energy) and 

dedication (strong involvement and feelings of pride; Bakker, Schaufeli, Leiter, & Taris, this 

issue). Paying attention to both burnout and engagement seems fruitful, as from such a more 

encompassing perspective the thriving of employees can be stimulated more fully, that is by 

preventing ill-health and stimulating well-being (Luthans, 2002).  

The Job Demands Resources (JD-R; Demerouti, Bakker, Nachreiner, & Schaufeli, 

2001; Schaufeli & Bakker, 2004) model is a recent research model that adopts such a positive 

perspective, as it considers both the health-impairing and health-enhancing aspects of the 

work-context and their links to the emergence of burnout and engagement. Empirical studies 

that uncover the processes underlying the relationships between job resources and demands 

and outcomes are, however, scarce. To address this void in the literature, the present study 

examines whether satisfaction of the basic psychological needs, as defined within Self-

Determination Theory (SDT; Deci & Ryan, 2000; Vansteenkiste, Ryan, & Deci, in press), 

serves as a mediator in the relationships advanced in the JD-R model. Before detailing the 

concept of psychological need satisfaction, we first discuss the JD-R model.  

The Job Demands-Resources model  

The JD-R model was developed in an attempt to overcome some of the limitations that 

characterize earlier research models in the field of work psychology, including the Job 

Demands Control Model (Karasek, 1979) and the Effort Reward Imbalance Model (Siegrist, 

1996). One of the drawbacks of these earlier models is their focus upon negative aspects of 

work (e.g. excessive workload, insufficient rewards) and negative consequences of work (e.g. 

strain, physical health problems). The JD-R model, in contrast, adopts a more positive view. 

Along with the negative aspects of work, this model examines positive job characteristics and 

studies their health-enhancing effects. Furthermore, whereas the older models consider only a 

limited number of job characteristics, the JD-R model assumes a broad variety of work 

aspects to relate to employees' well-being (see De Lange, De Witte, & Notelaers, this issue). 
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According to JD-R scholars, job characteristics can be meaningfully aggregated into two 

broad higher-order categories: job demands and job resources.  

Job demands are defined as those aspects of the work context that tax employees' 

personal capacities and are, therefore, associated with certain psychological and/or 

physiological costs (Bakker, Demerouti, Taris, Schaufeli, & Schreurs, 2003; de Jonge & 

Dormann, 2006). Job demands are not necessarily negative as long as they do not exceed 

employees' adaptive capacities. If they do, however, they turn into stressors and elicit burnout 

(Schaufeli & Bakker, 2004). Depending on the job context under study, the category of job 

demands can contain job characteristics as diverse as task interruptions, workload, work home 

interference, organizational changes and emotional dissonance (e.g. Bakker et al., 2003). 

Several studies have provided evidence that, across different professions, sectors and 

countries (Bakker & Demerouti, 2007), job demands are related to burnout (Bakker et al., 

2003; Bakker, Demerouti, & Schaufeli, 2005) and predict burnout over time (Hakanen, 

Schaufeli, & Ahola, this issue).  

The category of job resources is defined as those physical, psychological, social or 

organizational aspects of the work context that (1) can reduce the health-impairing impact of 

job demands, (2) are functional in achieving work goals and (3) stimulate personal growth, 

development and learning (Schaufeli & Bakker, 2004). Like job demands, the category of job 

resources contains various job characteristics such as opportunities for skill utilization, 

supervisor support, financial rewards and career opportunities (e.g. De Lange et al., this 

issue). Job resources are considered to enhance employees' well-being, that is, they are 

assumed to stimulate employees' engagement and prevent burnout. In line with these 

assumptions, several studies have shown that job resources are negatively related to 

exhaustion and cynicism (Bakker, Demerouti, & Verbeke, 2004, Hakanen, Bakker, & 

Schaufeli, 2006) and are positively related to engagement (Bakker et al., 2005; Salanova, 

Agut, & Peiró, 2005). Moreover, recent research has found that job resources are not only 

associated concurrently with job engagement, but also promote employees' engagement over 

time (De Lange et al.; Hakanen et al., this issue).  

Job demands and job resources are theorized to be associated with employees' burnout 

and engagement through two different processes (Schaufeli & Bakker, 2004). Whereas the 

presence of job demands and the absence of job resources are expected to associate positively 

with employees' burnout through an energetic process, job resources are expected to relate 

positively to employees' engagement through a motivational process. To understand these 
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processes, JD-R scholars have relied on various frameworks (e.g. Schaufeli & Bakker, 2004). 

For instance, the Stress Adaptation Model (Selye, 1956) and the State Regulation Model of 

Compensatory Control (Hockey, 1997) are used to describe the energetic process. These 

theories suggest that job demands wear out employees' energy, which subsequently leads 

them to adopt a cynical attitude towards their work. To detail the motivational process 

between job resources and engagement, various theories are used. On the basis of these 

frameworks, it has been suggested that job resources lead directly to engagement 

(Conservation of Resources Theory, Hobfoll, 2002) or indirectly through, for instance, 

stimulating goal accomplishment (Goal Theory, Locke & Latham, 2002), enhancing 

employees' self-efficacy (Social-Learning Theory; Bandura, 1977), or contributing to the 

satisfaction of their basic psychological needs (Self-Determination Theory; Deci & Ryan, 

2000).  

Although each of these theories received considerable empirical evidence in other 

contexts, to date they have not been used to directly examine the mechanisms underlying the 

relationships within the JD-R model. Self-efficacy theory (Bandura, 1997) forms an 

exception, as initial evidence has been reported for the explanatory role of self-efficacy in the 

relationship between job resources and engagement (Llorens et al., 2007). In the present 

article, we aim to elaborate upon and empirically test the explanatory role of the satisfaction 

of the basic psychological needs as defined within Self-Determination Theory (SDT; Deci & 

Ryan, 2000) in the relationship between job resources and work engagement, as well as in the 

relationships between job demands, job resources and burnout.  

Self-Determination Theory 

The concept of needs has a long tradition in motivation psychology (Deci & Ryan, 

2000) and work and organisational psychology (Latham & Budworth, 2006). Murray (1938), 

for example, postulated various socially acquired needs such as the needs for Achievement, 

Affiliation, and Power. Maslow (1943), in contrast, proposed a limited set of inborn needs 

such as the needs for self-actualization and social recognition.  

Within SDT, basic psychological needs are stringently defined as 'those nutriments 

that must be procured by a living entity to maintain its growth, integrity and health' (Deci & 

Ryan, 2000, p. 326). Metaphorically speaking, just as water, minerals and sunshine are crucial 

for plants to blossom, SDT scholars regard satisfaction of the basic psychological needs to be 

essential for humans to actualize their potentials, to flourish, and to be protected from ill-
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health and maladaptive functioning. Within SDT three basic psychological needs are 

postulated: the needs for Autonomy, Belongingness and Competence, which can be referred 

to by the acronym “ABC”.  

The need for autonomy is defined as people's desire to experience ownership of their 

behaviour and to act with a sense of volition (Deci & Ryan, 2000). This sense of volition can 

be achieved through having the opportunity to make personal choices, but also through the 

full endorsement of an externally induced request. The latter is stimulated if one is provided 

with a meaningful rationale for executing the request and one‟s feelings are acknowledged. In 

this respect, SDT's concept of autonomy is different from the conceptualization of autonomy 

in terms of personal freedom, discretion or independence, as commonly used in work and 

organizational psychology (e.g. Hackman & Oldham, 1976; Vansteenkiste, Zhou, Lens, & 

Soenens, 2005). Indeed, employees who fully endorse their actions and stand behind the 

reasons for their behaviour are likely to act willingly or autonomously, no matter whether the 

impetus for action came from themselves (as in the case of making a personal choice) or from 

the external environment but was fully accepted as their own (as is the case when one is being 

empathically provided with a meaningful rationale for fulfilling a request; Soenens, 

Vansteenkiste, Lens, et al., 2007).  

Second, the need for belongingness or relatedness is defined as the human striving for 

close and intimate relationships and the desire to achieve a sense of communion and 

belongingness (Baumeister & Leary, 1995). Employees who feel part of a team and feel free 

to express their work-related and personal troubles are more likely to have their need for 

belongingness fulfilled than employees who feel lonely and lack confidants at work.  

Finally, the need for competence represents individuals' desire to feel capable of 

mastering the environment, to bring about desired outcomes and to manage various challenges 

(White, 1959). The concept of competence is somewhat related to the construct of self-

efficacy, but is also different in important aspects. Self-efficacy refers to individuals‟ socially 

acquired, cognitive expectancies of being able to successfully enact specific actions that are 

required to reach a desired end state (Bandura, 1977). The satisfaction of the inborn need for 

competence represents current (instead of future-oriented) and more general (instead of 

specific) feelings of effectiveness. Whereas self-efficacy stimulates the behaviour for which 

one feels self-efficacious, satisfaction of the need for competence is likely to stimulate 

individuals‟ functioning and well-being on a more general level.  

It is important to note that within SDT, individuals‟ experience of need satisfaction is 



Chapter 6 

192 

emphasized rather than individuals‟ need strength, as is the case for the socially acquired 

needs for achievement or affiliation (Atkinson, 1964, Murray, 1938). In the latter case, it is 

argued that need strength is important, as only individuals high in a particular acquired need 

are likely to benefit psychologically from having that need satisfied. For instance, individuals 

with a high need for achievement are likely to benefit from being offered a bonus, as these 

individuals are most ambitious and most focused on achieving high performance standards, 

whereas individuals with a low need for achievement are not. Within SDT, however, most 

attention is paid to interindividual and intra-individual (i.e. day-to-day) variation in 

experienced need satisfaction, as it is precisely the variation in satisfaction that is considered 

to be most critical for one‟s motivation, well-being and performance, regardless of whether 

one reports a weak or strong desire for having one‟s needs for autonomy, belongingness and 

competence met.  

In line with this assumption, several empirical studies have found basic need 

satisfaction to associate positively with individuals‟ optimal functioning in terms of well-

being, attitudes and behaviour (Deci & Ryan, 2000). These findings were observed cross-

culturally (e.g. Deci et al., 2001) when assessing basic need satisfaction across different life 

domains (e.g. Sheldon, Ryan, & Reis, 1996) as well as within various life domains, including 

sports and exercising, schooling and education, and interpersonal relationships (see Deci & 

Ryan, 2000 for an overview).With respect to the work and organizational context, basic need 

satisfaction has been positively related to employees' well-being (e.g. Lynch, Plant, & Ryan, 

2005), job satisfaction (e.g. Ilardi, Leone, Kasser, & Ryan, 1993), intrinsic and autonomous 

work motivation (Gagné, Sénécal, & Koestner, Richer, Blanchard, & Vallerand, 2002), time 

spent voluntarily at work (Gagné, 2003; Kasser, Davey, & Ryan, 1992) and performance 

evaluations (Baard, Deci, & Ryan, 2004). Moreover, and importantly for the present research, 

basic need satisfaction has been found to relate positively to vigour and dedication, whereas it 

has associated negatively with emotional exhaustion (Vansteenkiste, Neyrinck, et al., 2007). 

In line with SDT‟s assumption that the satisfaction of one need is likely to go hand in hand 

with the satisfaction of the other two needs, such that all three are positively related, the three 

needs have been grouped in several previous studies to form a composite score of general 

need satisfaction (e.g. Deci et al., 2001; Kasser et al., 1992, Vansteenkiste et al., 2007).  

The present research aims to extend the research on need satisfaction in the work 

context by examining whether basic need satisfaction can explain the relationships between 

different types of job characteristics and employees' well-being. Specifically, following 
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Schaufeli and Bakker (2004), we suggest that need satisfaction can explain the association 

between job resources and engagement. Notably, as job resources are growth promoting and 

SDT assumes need satisfaction to be a necessary condition for individuals to thrive, it is likely 

that the stimulating influence of job resources on work engagement can be explained by need 

satisfaction. In addition to the claim that need satisfaction can account for the motivational 

process between job resources and employees' engagement, we argue that need satisfaction 

can also explain the so-called energetic associations between job demands, job resources and 

employees' burnout. As job demands and the absence of job resources are considered to be 

health-impairing and SDT holds that frustration of the psychological needs is the basic 

principle underlying individuals' malfunctioning (Ryan & Deci, 2000), it is likely that the 

health-impairing characteristics of job demands and the absence of job resources are due to 

need thwarting. This is because, within SDT, basic need satisfaction is considered to represent 

individuals‟ psychological energetic resource and to fuel individuals' well-being and 

performance, whereas thwarting of those needs has an energy-depleting effect (Deci & Ryan, 

2000; Moller, Deci , & Ryan, 2006). In sum, we hypothesize that need satisfaction can 

account for both the motivational and the energetic relationships between job demands, job 

resources, burnout and engagement.  

The present study 

The present study aimed to shed light on the processes that can account for the 

relationships between job demands and job resources, and burnout and engagement, as 

defined within the JD-R model. Different from previous research (Llorens et al., 2007), we 

not only examined the motivational relationship between job resources and employees' 

engagement, but also the energetic associations between job demands, job resources and 

burnout. In doing so, we investigated whether the same fundamental process, that is 

satisfaction of basic psychological needs, could account for these different relationships. More 

specifically, we predicted that job demands would thwart those needs, whereas job resources 

would allow for their satisfaction. Basic need satisfaction would, in turn, be negatively 

associated with burnout and positively with engagement. 

In sum, the central hypothesis of this study is: basic need satisfaction mediates the 

relationships between (1) job demands and employees' burnout; (2) job resources and burnout 

and (3) job resources and engagement. 

The proposed mediational model is graphically displayed in Figure 1. To preclude the 
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possibility that observed relationships would be due to employees‟ background variables, the 

hypotheses were examined after controlling for gender, age, and educational level. 

Method 

Procedure and participants 

To test relationships between job characteristics and outcomes, Warr (1990) advises 

the inclusion of a broad range of jobs to increase the variability in job characteristics. To 

obtain such a heterogeneous sample, 17 organisations were recruited in the Dutch-speaking 

part of Belgium. In these organizations 1450 questionnaires were distributed, accompanied by 

a letter emphasizing the confidentiality and anonymity of responses. 745 of questionnaires 

were returned (overall response rate = 51%).  

The total sample contained 65% (N = 483) female and 35% (N = 257) male 

participants. Participants‟ age varied between 18 and 62 years, with a mean of 37.54 years. 

With respect to level of education, 3% of the participants (N = 22) completed primary school, 

38% (N = 275) completed secondary education, 42% (N = 308) acquired a professional 

bachelor‟s degree and 18% (N = 136) obtained an academic master‟s degree. With respect to 

professional level, 20% of the participants (N = 142) were blue collar workers, 44% (N = 323) 

were white collar workers, 31% (N = 225) were superiors and 6% (N = 43) were self-

employed. With respect to sector, 15% of the participants (N =110) worked in the public 

sector, 6% (N = 42) in the agricultural sector, 2% (N =15) in the socio-cultural sector, 7% (N 

= 50) in the service sector, 44% (N = 343) in the health sector, 14% (N = 105) were employed 

in the various industries and 13% (N = 95) were teachers. Of the total sample, 86% 

participants had a permanent job (N = 631) and 14% (N = 105) were temporarily employed. 

Finally, 71% of the participants (N = 525) were full time workers, whereas 29% (N = 214) 

worked part time.  

Measurements 

Job Characteristics. As we used a heterogeneous sample, we selected four job 

demands (workload, emotional demands, physical demands and work-home interference) and 

four job resources (task autonomy, supervisory support, skill utilization and positive 

feedback) that are present across various jobs and organizations and are frequently studied 

within the JD-R model. All job characteristics were assessed with scales taken from well-

established Dutch questionnaires. Workload (4 items, e.g., „Often, I have to work extra hard to 
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get things done‟; Cronbach‟s = .68) and emotional demands (4 items, e.g., 'At my work, I'm 

confronted with emotional situations'; Cronbach‟s α = .79) were taken from Bakker et al. 

(2003). Physical demands (3 items, e.g., 'I have to work in an uncomfortable position', α = 

.85) were assessed with the questionnaire of Van der Doef and Maes (1999). Work home 

interference (WHI; 4 items; e.g., 'How often does it happen that your work schedule makes it 

difficult for you to fulfil your domestic obligations?‟; Cronbach‟s  = .79) was measured with 

the 'Survey Work Home Interference Nijmegen' (SWING; Geurts, Taris, Kompier, Dikkers, 

Van Hooff, & Kinnunen, 2005). The scale for task autonomy (9 items, e.g., 'I can choose my 

way of working'; Cronbach‟s  = .85) was taken from Van Veldhoven and Meijman (1994). 

Opportunities for skill utilization (4 items, e.g., 'My work requires me to be creative',  = .75) 

was measured with the questionnaire of Van der Doef and Maes (1999) and positive feedback 

was measured with 3 self-constructed items, namely, 'I get mainly positive feedback on my 

work method', 'I get mainly positive feedback on the amount of work I accomplish' and 'I get 

mainly positive feedback on the results of my work'. Cronbach‟s αwas .88. Participants rated 

their agreement with each of the items on a scale from 1 ('totally disagree') to 5 ('totally 

agree').  

Need Satisfaction An adapted version of the Basic Need Satisfaction at Work Scale 

(BNS-W; Deci et al., 2001) was used to assess need satisfaction. We choose to use an adapted 

rather than the original version as some of the original BNS-W items reflect the perception of 

need-supportive contextual aspects (e.g. 'People at work tell me I'm good at my job‟) rather 

than the psychological experience of need satisfaction itself. The removal of these 

problematic items was deemed necessary as these items might artificially inflate the 

relationship between job resources and basic need satisfaction. In total, 15 items (5 items for 

each of the three needs) were used to assess autonomy satisfaction (e.g. „I feel like I can pretty 

much be myself at work‟), belongingness satisfaction (e.g. „People at work care about me‟) 

and competence satisfaction (e.g. „I don't feel very competent at work, reversed coded‟). The 

adapted scale is available upon request from the first author. All items were to be answered on 

a 5-point scale ranging from 1 („totally disagree‟) to 5 („totally agree‟). Principal Component 

Analysis (PCA, promax rotation) revealed three factors with an eigenvalue above 1, reflecting 

respectively competence, belongingness and autonomy. However, in line with SDT‟s 

assumptions and previous research the scree plot showed a strong drop in eigenvalue from the 

first (eigenvalue = 4.67) to the second (eigenvalue = 2.10) and third (eigenvalue =1.31) factor, 

which empirically justifies the use of a general need satisfaction scale. Cronbach‟s  of the 
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15-item scale was .84. 

Burnout. In line with previous research within the JD-R framework (Xanthopoulou, 

Bakker, Demerouti, & Schaufeli, 2007), burnout was measured using the exhaustion scale of 

the Dutch version of the Maslach Burnout Inventory General Survey (MBI-GS, Schaufeli, 

Leiter, Maslach, & Jackson, 1996; Schaufeli & van Dierendonck, 2000). Participants rated 

items such as 'I feel totally exhausted in my job' on a 7-point scale from 0 ('never') to 6 

('always, every day'). Cronbach‟s  was .84. Although burnout is a multidimensional 

phenomenon, including besides emotional exhaustion, the experiences of cynicism and 

reduced personal efficacy, exhaustion is considered the central aspect of burnout (Maslach, 

Schaufeli, & Leiter, 2001). In addition, job demands have been found to be related more 

strongly to emotional exhaustion than to the other components (Brenninkmeijer, & Van 

Yperen, 2003).  

Engagement. Engagement was tapped using the Utrecht Work Engagement Scale 

(UWES; Schaufeli & Bakker, 2003) of vigor (5 items; e.g., 'At my work, I feel bursting with 

energy'; Cronbach‟s  .84). Vigor has previously been shown to be complementary to the 

burnout measure of exhaustion (Gonzalez-Roma, Schaufeli, Bakker, & Lloret, 2006). 

Participants indicated on a scale from 1 ('never') to 7 ('always, every day') how often they 

experienced these feelings.  

Results 

Preliminary analyses 

Independent samples t-testing indicated that men and women differed in need 

satisfaction, t (715) = -2.87, p <.01, with female employees reporting more need satisfaction 

(M = 3.88, SD = .41) compared to male employees (M = 3.78, SD = .43). Age was positively 

related to vigour (r = .10, p <.01). Educational level was unrelated to need satisfaction, 

exhaustion or vigour and was therefore not included as a control variable in subsequent model 

testing.  

Table 1 shows the descriptive statistics of the measured variables. The four types of 

assessed job demands were weakly to moderately interrelated. Workload was positively 

related to need satisfaction, vigor and exhaustion. Emotional demands, physical demands and 

Work-Home Interference, in contrast, were negatively associated with need satisfaction, 

positively with exhaustion and unrelated to vigour. The three job resources were moderately 
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interrelated. They were all positively related to need satisfaction and vigour and negatively to 

exhaustion. Need satisfaction was negatively associated with exhaustion and positively with 

vigour. Finally, exhaustion and vigour were negatively correlated.  

Next we inspected the fit of the measurement model comprising the independent 

variables (job demands and job resources), the mediating variable (need satisfaction), the 

dependent variables (exhaustion and vigour) and the control variables (gender and age). Job 

demands and job resources were represented by their respective job characteristics. The latent 

construct of need satisfaction was composed of three indicators, representing the three 

separate needs for autonomy, belongingness and competence. Exhaustion and vigour were 

modelled by their 5 items. Data screening using Prelis 2.71 (Jöreskog & Sörbom, 2004) 

revealed data non-normality at the univariate and the multivariate level. Therefore, in all 

subsequent models, in addition to the covariance matrix, the asymptotic covariance matrix 

was used and the Satorra-Bentler Scaled Chi-square (SBS-²; Satorra & Bentler, 1994) 

instead of the common ² was inspected. Solutions were generated based on the maximum 

likelihood estimation (Bollen, 1989).  

In line with the recommendation of Bollen and Long (1993) and Byrne (2001), the fit 

of the model was evaluated using several goodness of fit indices: the Root Mean Square Error 

of Approximation (RMSEA), the Comparative Fit Index (CFI), the Standardized Root Mean 

Square Residuals (SRMR) and the Non-Normed Fit Index (NNFI). RMSEA below .05 in 

combination with SRMR values below .09 indicate excellent fit, whereas values below .08 

and .10 respectively indicate good fit (Browne & Cudeck, 1993; Byrne, 2001; Hu & Bentler, 

1999). CFI and NNFI values larger than .90 indicate good fit, whereas values larger than .95 

indicate excellent fit (Holye, 1995; Bentler, 1990).  

Estimation of the measurement model with 22 observed variables (2 control variables, 

7 job characteristics, 3 needs and 9 well-being items) and 7 latent factors yielded a good fit, 

SBS-² (190) = 717.61, p < .001; RMSEA = .06; SRMR = .07, CFI = .93 and NNFI = .92. All 

observed variables had significant (p < .001) loading (ranging from .37 to .92) on their latent 

factor (mean  = .68). A reliable measurement model was thus obtained. Whereas Warr 

(1990) advises the inclusion of a heterogeneous sample to examine the relationships among 

job characteristics and well-being, within the JD-R framework it is suggested that job 

characteristics might be experienced differently by employees of different sectors and 

professions. To deal with this issue, we examined the equivalence of the measurement model 

among blue collar workers and health care workers when compared with the employees of the 
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other professional levels and sectors. Notably, the Consistent Akaike Information Criterion 

(CAIC) improved gradually from the measurement model, in which all parameters were set 

free, to the measurement invariance model, which indicates that there were no large 

differences across these groups. 

Primary analyses 

Mediational analyses were performed following the recommendations of Holmbeck 

(1997). First, the direct relationships between job demands and exhaustion and between job 

resources and exhaustion and vigour were modelled and an additional path was allowed 

between age and vigour. The errors of exhaustion and vigour were allowed to correlate. The 

model describing the direct relationships between job demands, job resources, exhaustion, and 

vigour yielded a good fit to the data, SBS-² (128) = 558.62, p <.001; RMSEA = .07; SRMR 

= .08, CFI = .93, and NNFI = .91. As expected, job demands related positively to exhaustion 

( = .68), whereas job resources related negatively to exhaustion ( = -.33) and related 

positively to vigour ( = .59); all p’s < .001. The amount of variance explained in exhaustion 

and vigour was .60 and .36, respectively. 

Next, we examined whether need satisfaction mediated the direct relationships 

between job demands, job resources and employees' exhaustion and vigour. Therefore, a 

comparison was made between the full and the partial mediation model. In the full mediation 

model the independent variables (i.e. job demands and job resources) were only indirectly 

related to the dependent variables (i.e. exhaustion and vigour) through the mediating variable 

(i.e. need satisfaction). In the partial mediating models additional direct paths were allowed 

between the independent and the dependent variables. According to Holmbeck (1997) 

evidence for full mediation is found if the full mediation model fits the data at least equally 

well as the partial mediational model. Because the partial and full mediational models are 

nested, Satorra–Bentler Scaled χ² difference tests were used to test differences in model fit 

(SBS-²; Satorra & Bentler, 1994).  

The full mediation model yielded an acceptable fit to the data, SBS-² (198) = 903.84, 

p < .001; RMSEA = .07; SRMR = .10, CFI = .91 and NNFI = .90, although there was room 

for improvement. We then proceeded in a stepwise fashion to examine whether adding direct 

paths between job demands and resources and outcomes would be associated with an 

increased model fit. First, adding a direct path from job demands to exhaustion was associated 

with a significantly increase in model fit, SBS-² (1) = 155.96, p < .001. Second, adding a 
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direct path from job resources to burnout did not result in a better fit compared to the full 

mediational model; SBS-² (1) = .01, ns. Third, allowing a direct path from job resources to 

engagement resulted in an improved model fit, SBS-² (1) = 8.94, p < .01. This final model 

yielded an excellent fit to the data; SBS-² (196) = 738.94, p < .001; RMSEA = .06; SRMR = 

.08, CFI = .93 and NNFI = .92 (Figure 2).  

Finally, we more formally tested whether job demands and job resources yielded an 

indirect effect to the outcome variables through need satisfaction by performing a series of 

Sobel tests. The indirect effects from job demands to exhaustion (z = .05, p < .001) and from 

resources to exhaustion (z = -.27, p < .001) and vigour (z = .27, p < .01) through basic need 

satisfaction were confirmed. In short, model testing indicated that satisfaction of needs acted 

as a partial mediator in the relationship between job demands and exhaustion and the 

relationship between job demands and vigour, whereas it fully accounted for the association 

between job resources and burnout.  

Discussion 

This study aimed to add to the literature on burnout and engagement by examining the 

processes underlying the relationships between job characteristics (i.e. job demands and job 

resources) and employees‟ well-being (i.e. exhaustion and vigour, the core components of 

burnout and engagement respectively), as hypothesized in the JD-R model.  Specifically, we 

relied on Self-Determination Theory, which maintains that the satisfaction of the basic 

psychological needs is the fundamental process through which individual‟s optimal and 

dysfunctional functioning can be understood.  

The study's findings provide evidence that need satisfaction fully accounted for the 

relationship between job resources and exhaustion and partially explained the relationships 

between job demands to exhaustion and between job resources to vigour. This suggests that 

employees who are surrounded by resourceful job characteristics are more likely to 

experience a general feeling of psychological freedom (i.e. autonomy), interpersonal 

connectedness (i.e. belongingness), and effectiveness (i.e. competence), which in turn 

explains why they feel less exhausted, and more vigorous in their jobs. Employees who 

encounter a lot of job demands, in contrast, seem to be more likely to have their basic 

psychological needs thwarted and therefore experience more exhaustion.  

These findings help to shed light on the processes underlying the relationships 

between job characteristics and burnout and engagement. The study aligns with the general 
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theorizing that health-enhancing job characteristics fuel employees' critical psychological 

states and therefore relate to employees' functioning (Hackman & Oldham, 1980). More 

specifically, it builds on the JD-R literature as it tests one of the proposed mechanisms in the 

relationship between job resources and work engagement (Schaufeli & Bakker, 2004). 

However, the present study also extends the JD-R literature by suggesting that one 

mechanism, namely psychological need satisfaction as defined within SDT, helps to explain 

the relationships between the health-impairing as well as the health-enhancing job 

characteristics and both employees' ill-health (i.e. burnout) and well-being (i.e. work 

engagement). Notably, within the JD-R literature, two different processes are assumed, that is, 

an energy depleting process in the development of burnout and a motivational process in the 

emergence of work engagement. The results of this study, however, suggest that basic need 

satisfaction intervenes in the energetic as well as the motivational process. These findings are 

in line with SDT, which assumes that the support of one's basic psychological needs 

stimulates optimal motivation, both in terms of the quantity and the quality of motivation, and 

engenders a sense of psychological energy (Deci & Ryan, 2000, Lens & Vansteenkiste, 2006). 

The frustration of one's basic psychological needs is likely to undermine motivation and to 

prevent one from being psychologically energized. Herein, we thus suggest that the concept of 

basic needs might represent an overarching mechanism fuelling both employees' motivation 

and energy and, hence, explaining the emergence of both work engagement and burnout. 

Basic need satisfaction could however not fully account for the relationship between 

job resources and vigour and the relationship between job demands and exhaustion. Other 

mediators might therefore be examined to fully understand the relationship between job 

resources and vitality, including for example goal-accomplishment (Schaufeli & Bakker, 

2004). In addition to examining various mechanisms separately, it might be interesting to 

explore their relative importance. We would also like to encourage future research to examine 

the relationships between job demands and exhaustion more closely, as there was a strong 

direct relationship between job demands and exhaustion after controlling for need satisfaction, 

and job demands were only moderately negatively related to need satisfaction. The latter 

finding might be explained in various ways. A first explanation could be that job demands 

contain an important physical component, which might directly contribute to the emergence 

of emotional exhaustion without interfering with need satisfaction (Schaufeli & Bakker, 

2004). Indeed, because need satisfaction is a process capturing individuals‟ psychological 

energy, it is unlikely to account for the physical energetic component of job demands. In line 
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with such an explanation, in the present study, physical job demands were related less 

strongly to need satisfaction compared to the other job demands. A second explanation is that 

job demands might have a curvilinear relationship with employees' motivation and energetic 

level. That is, whereas high levels of job demands might be energy depleting, low to moderate 

levels might stimulate employees need satisfaction. Third, the category of job demands might 

only be moderately related to need satisfaction because of the undifferentiated nature of the 

construct of job demands. Notably, whereas WHI, emotional demands and physical demands 

correlate negatively with need satisfaction, work load related positively. Similar diverging 

results have been found in the relationship between job demands and engagement (e.g. 

Mauno, Kinnunen, & Ruokolainen, 2007). When studied together under the overarching 

concept of job demands, these divergent relationships might cancel each other out, resulting in 

a null or low relationship between the general category of job demands and need satisfaction, 

depending on the type of included job demands. Some scholars indeed suggest that the 

category of job demands should better be broken down in two qualitative subcategories, that 

is, hindrance-related stressors and challenge-related stressors (Podsakoff, Lepine, & Lepine, 

2007). Further research is however needed to examine whether this correlational pattern is 

due to specific characteristics of this study and to disentangle the moderate relationship 

between job demands and need satisfaction in general.  

In line with previous research (e.g. Vansteenkiste et al., 2007), we considered need 

satisfaction as an undifferentiated construct, tapping individuals‟ psychological energy. Future 

research might explore whether the different basic needs for autonomy, belongingness and 

competence yield unique power in explaining the beneficial or detrimental associations 

between job characteristics and employees‟ well-being.   

Limitations 

Although this study provides evidence for the mediating role of need satisfaction in 

the relationships between job characteristics, burnout and engagement, some limitations need 

to be mentioned. First, as we studied a limited set of job demands and resources, the 

generalizability of the current findings to other, omnipresent (e.g. role conflict) or 

organisation-specific (e.g. organisational changes) job characteristics, needs to be 

demonstrated.  

Second, although we studied a heterogeneous rather than a representative sample of 

employees, we are unable to generalize from the current results. However, as basic need 

satisfaction represents an inborn and fundamental mechanism, we would expect need 
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satisfaction to account for the effects of job characteristics regardless of employees‟ 

profession, educational level and age.  

Third, as all data were gathered through self-reports, common method variance might 

contaminate the results. Such method effects might be avoided in future research by using 

objective rather than subjective assessments of job characteristics. Such research would be 

particularly welcomed because the rather strong relationship between job resources and need 

satisfaction observed in the present research might, at least in part, be due to the self-report 

nature of both constructs. Although a measurement model in which both job resources and 

need satisfaction were modelled as two separated constructs fitted the data better than a one-

factor model, it seems critical to re-examine this association using an objective measure of job 

resources. Given that previous SDT-based studies found that objectively manipulated positive 

feedback (e.g. Mouratidis, Vansteenkiste, Lens, & Sideridis, 2008) and choice (e.g. Reeve et 

al., 2003) predicted need satisfaction, we would expect objectively assessed job 

characteristics to be related to need satisfaction as well.  

A final limitation concerns the cross-sectional character of the current study. Although 

SEM analysis gives some information about the possible direction of the relationships, cross-

sectional study designs do not allow one to draw firm conclusions regarding the causal 

ordering among studied variables. Thus, longitudinal research and cross-lagged model testing 

are encouraged to examine the causal relationships between job characteristics, need 

satisfaction and job well-being (e.g. De Lange et al., this issue; Hakenen et al., this issue).  

Practical implications and conclusion  

The observation that basic need satisfaction plays an explanatory role in the 

relationships between job demands, job resources, and the core components of burnout (i.e. 

exhaustion) and engagement (i.e. vigour) has practical implications. Specifically, for jobs to 

be health-promoting, it would seem useful to design them so that they yield supportive 

features for employees to experience volitional functioning, competence and belongingness. 

Moreover, this study adds to the growing body of work that shows that basic need satisfaction 

can account for the effects of a variety of social-contextual and personal characteristics on job 

well-being and performance, including the effects of leadership styles (Baard, Deci, & Ryan, 

2004), work climates (Deci et al, 2001; Gagné, 2003) and employees‟ personal intrinsic 

(relative to extrinsic) work value orientations (Vansteenkiste et al., 2007). The concept of 

basic need satisfaction, as defined within Self-Determination Theory, might thus form a 

promising mechanism through which organizational policies can be adjusted.  
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Table 1 

Means, standard deviations and correlations among the study variables 

 Mean SD  1.  2.  3.  4.  5.  6.  7.  8.  9. 10. 11. 12.  

Control Variables               

     1. Gender 1.65 .48             

     2. Age 37.54 10.53 -.03             

     3. Educational level 5.22 1.59 -.11**            

Job Demands               

      4. Workload 3.63 .61 -.02 .05 .06          

      5. Emotional demands 2.81 .79 .07 -.03 .15*** .29***                 

      6. Physical demands 2.38 1.08 .06 -.02 -.36*** .20*** .27***               

      7. WHI 1.87 .59 .05 .10** .13*** .36*** .41*** .13***             

Job Resources                  

      8. Task autonomy 3.17 .65 -.02 .05 .08* .00 -.22*** -.22*** -.13***           

      9. Skill utilization 3.62 .64 -.06 .01 .17*** .27*** .14** -.07* .07* .29***         

    10. Positive feedback      3.33 .74 .07 -.03 .01 .11** -.12** -.10** -.19*** .30*** .41***    

11. Need satisfaction 3.84 .42 .11** -.04 .07 .13*** -.13*** -.09* -.22*** .30*** .41*** .52***     

12. Emotional exhaustion  1.74 1.0 -.04 .06 -.04 .17*** .42*** .32*** .44*** -.24*** -.10** -.30*** -.37***   

13. Vigour 3.91 .96 .07 .10** .05 .23** -.02 -.05 -.03 .24*** .38*** .34*** .47*** -.29*** 

Note: WHI = Work Home Interference 

*p > .05; ** p < .01; *** p < .001 
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Figure 2. Structural Model of the Relationships between Job Characteristics, Need Satisfaction and Job Well-being outcomes. Coefficients 

represent standardized estimates.** p < .01; *** p < .001  
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Chapter 7  

 

A short research note on  

The role of basic psychological need satisfaction in 

the relations of job hindrances, job challenges, and 

job resources with burnout and work-engagement 

 

The current short research note aimed to shed light on the processes underlying the 

associations of job hindrances, job challenges and job resources with burnout and work 

engagement as recently outlined in the Job Demands Resources model. Specifically, building 

upon Self-Determination Theory, we suggested that satisfaction of the basic psychological 

needs for autonomy, competence and relatedness may serve as a unifying mechanism through 

which these three job characteristics categories relate to work related well-being. Results in a 

heterogeneous sample of 1282 employees confirmed that need satisfaction plays a (partial) 

mediating role in the health-impairing associations of job hindrances and the health-

enhancing relations of job challenges and job resources. Exploratory follow up analysis 

revealed that particularly the satisfaction of needs for autonomy and relatedness carried these 

results. The discussion centers on the importance of need satisfaction as a route to employees‟ 

thriving.  
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 Introduction 

Job design is considered among the most powerful contextual factors that influence 

work motivation (Pinder, 2008). Accordingly, various scholars detailed the impact of job 

characteristics on employees‟ functioning. Studies clarifying the processes underpinning these 

relations are, however, much less abundant (Parker, Wall, & Cordery, 2001). Recently, 

research, however, started to tap into such processes the realm of the Job Demands-Resources 

model (JD-R model; Bakker & Demerouti, 2007; Demerouti, Bakker, Nachreiner, & 

Schaufeli, 2001). The JD-R model is a rather recent job characteristics model that builds upon 

previously defined models such as the Job Demand – Control model (Karasek, 1979) and the 

Job Characteristics Model (Hackman & Oldham, 1976). The JD-R model relates health-

impairing (i.e. job demands) and health-enhancing (i.e. job resources) to workers‟ impaired 

(i.e. burnout) and optimal (i.e. work engagement) well-being. Both aspects of work related 

well-being, in turn, relate to various individual and organisational outcomes such as health-

problems (Hakanen, Bakker, & Schaufeli, 2006), organisational commitment (Hakanen, 

Schaufeli, & Ahola, 2008), and performance (Xanthopoulou, Bakker, Demerouti, & 

Schaufeli, 2009a).  

Research examining the processes underlying these relations, largely focused upon the 

associations of job resources (e.g. Llorens, Salanova, Schaufeli, & Bakker, 2007). Studies 

regarding the associations of job demands in the JD-R model remained somewhat 

inconclusive. The current study aimed to further the understanding of the processes 

underlying the relations specified in the JD-R model. Specifically, we built upon Self-

Determination Theory (Deci & Ryan, 2000; Gagné & Deci, 2005) and the concept of basic 

psychological need satisfaction in particular.   

Job resources and the motivational process 

Within the JD-R model, job resources are defined as the physical, psychological, 

social, or organizational aspects of the job that reduce health-impairing job aspects and their 

associated costs. Job resources assist employees in achieving work goals. They furthermore 

stimulate personal growth, learning and development (Bakker & Demerouti, 2007). Job 

resources therefore prevent or decrease burnout and add to the experience of work 

engagement, as was frequently shown in empirical research (e.g. Hakanen et al., 2008). 

According to the JD-R model, job resources relate to both burnout and work 
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engagement via a motivational process (Schaufeli, Bakker, & van Rhenen, 2009). To 

substantiate this process, JD-R scholars rely on various motivational concepts and theories, 

such as Self-Efficacy Theory (Bandura, 1997), Psychological Contract Theory (Rousseau, 

1995), Goal Setting Theory (Locke & Latham, 1990) and Self-Determination Theory (SDT; 

Deci & Ryan, 2000; Gagné & Deci, 2005). Although these concepts and theories are 

generally well-established, few empirical studies have attested to their role in the realm of the 

JD-R model. Some exceptions, however, deserve to be mentioned. First, Llorens, Salanova, 

Schaufeli, and Bakker (2007) provided evidence for the role of self-efficacy as explanatory 

mechanism of the relation between job resources and work engagement. Herein, self-efficacy 

was defined as the ability to fulfil one‟s professional role (Cherniss, 1993). It was shown to 

mediate the positive effect of the job resources of time and method control on work 

engagement over time.  

Second, Van den Broeck, Vansteenkiste, De Witte, & Lens (2008) studied whether  

satisfaction of the basic needs as defined in SDT may also explain the associations of job 

resources, as was suggested in the realm of the JD-R model (Schaufeli & Bakker, 2004). 

Within SDT, basic psychological need satisfaction is considered to be an essential nutriment 

that must be provided by the environment for individuals to thrive (Deci & Ryan, 2000). 

Metaphorically speaking, as much as plants need water, sunshine and minerals to blossom, 

individuals‟ psychological optimal functioning is considered to be dependent upon the 

satisfaction of the basic psychological needs for autonomy, competence and relatedness. The 

need for autonomy is defined as individuals‟ inherent desire to experience a sense of self-

endorsement that is, to be the author of one's actions and to feel a sense of volition while 

acting (deCharms, 1968). The need for competence pertains to the desire to feel effective in 

mastering the environment and to use one‟s capacities (White, 1959). Finally, the need for 

relatedness is conceptualized as the inherent propensity to feel close and connected to others 

(Baumeister & Leary, 1995). In line with the expectations, these needs were found to 

(partially) uncover the association between job resources and (fully) mediate their 

associations with burnout.  

Finally, Xanthopoulou and colleagues examined whether yet another concept, i.e. 

personal resources, may intervene in the associations between job resources, burnout and 

work engagement (Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2007). Herein, personal 

resources were defined as highly valued aspects of the self that are positively related to 

resilience and provide access to other valued objects. Personal resources may therefore 
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contribute to individuals‟ potential to successfully control and influence the environment 

(Hobfoll, Johnson, Ennis, & Jackson, 2003). In examining hope, optimism and organisational 

based self-esteem, Xanthopoulou and colleagues showed that personal resources may indeed 

intervene in the relationships of job resources with both burnout and work engagement.  

Job demands and the energetic process 

According to the JD-R model, job demands may be defined as the physical, 

psychological, social, or organizational job aspects that tap into employees‟ energy (Bakker & 

Demerouti, 2007). Although they must not necessarily be negative, a prolonged exposure to 

job demands may deplete employees‟ mental or physical resources and therefore evoke ill-

being in terms of, for instance, stress and burnout (e.g. Schaufeli et al., 2009).  

Within the JD-R model, the relation between job demands and burnout is considered 

to be energetic in nature. This process is, for example, detailed via Hockey‟s (1993, 1997) 

Compensatory Regulatory-Control model. This model suggests that job demands may force 

employees to invest high levels of energy to deal with these job demands and to keep up their 

performance level. Such high investments, however, likely deteriorate employees‟ energy 

and, therefore, result in burnout (Maslach, Schaufeli, & Leiter, 2001). To our knowledge, no 

studies, however, researched this process in the realm of the JD-R model.  

Instead, some scholars questioned that the relations from job demands and job 

resources to burnout and work engagement run via two different processes (Van den Broeck 

et al., 2008). Starting from the notion that motivation and energy are closely intertwined 

(Pinder, 2008), these scholars indeed suggest that one and the same processes may underlie 

the so-called energetic and motivational process in the JD-R model. Van den Broeck and 

colleagues advocated that need satisfaction may constitute such an overarching pocess. SDT 

indeed defines the satisfaction of the basic psychological needs as a critical resource 

energising individuals‟ functioning (Deci & Ryan, 2000). Moreover, SDT conceptualizes 

need frustration as the route through which health-impairing environmental features may lead 

to suboptimal functioning, as much as need satisfaction functions as a pathway to human 

thriving (Ryan & Deci, 2000). Therefore, (the absence of) need satisfaction may equally cover 

the associations of job demands with burnout.  

The results of Van den Broeck and colleagues (2008), however, provided only limited 

support for need satisfaction as an explanatory mechanism in the association between job 

demands and emotional exhaustion (i.e. the main component of burnout; Maslach et al., 
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2001). Although need satisfaction was negatively related to emotional exhaustion, the 

category of job demands displayed only a weak (negative) association with the satisfaction of 

the basic psychological needs, which resulted in limited mediation effects.  

Van den Broeck and colleagues (2008) explained the weak relation between job 

demands and need satisfaction by pointing at the diverging pattern of correlations for the job 

demands under study: Whereas, for instance, work home interference and emotional demands 

were negatively correlated with need satisfaction, workload associated positively. These 

results seem to align with recent developments in the JD-R model. Specifically, in line with 

the work of Lepine and Podsakoff (e.g. Lepine, Lepine, & Podsakoff, 2004; Pofdsakoff, 

Lepine, & Lepine, 2007), job demands were recently bifurcation into job hindrances and job 

challenges in the realm of the JD-R model (Van den Broeck, Vansteenkiste, De Cuyper, & De 

Witte, in press; Van den Broeck, Vansteenkiste, & De Witte, 2009). Whereas emotional 

demands and work home interference may be considered as job hindrances, workload is an 

example of a job challenge.  

Job hindrances are defined as obstacles that can be hardly overcome (Podsakoff et al., 

2007). Job hindrances therefore deplete employees‟ energy, as previously outlined in the 

definition of job demands. Job hindrances therefore result in burnout and decreased work 

engagement (Van den Broeck et al., 2009, Van den Broeck, Vansteenkiste, De Cuyper et al., 

in press). Job challenges may tap into employees‟ energy as well. However, in contrast to job 

hindrances, they are also believed to be conquerable and to add to employees‟ development 

(Podsakoff et al., 2007). They may therefore relate positively to burnout, but equally sustain 

work engagement. Although the health-impairing impact of job challenges was frequently 

found by Lepine, Podsakoff and colleagues (e.g. Lepine et al., 2004; Pofdsakoff et al., 2007), 

previous research in the realm of the JD-R model only attested to their stimulating association 

with work engagement (Van den Broeck et al., 2009, Van den Broeck, Vansteenkiste, De 

Cuyper et al., in press). 

According to Podsakoff and colleagues (2007), the difference between job hindrances 

and job challenges may be grounded in, for instance, Stress Theory (Selye, 1956) and 

Expectancy-Value Theory (Feather, 1990; Vroom; 1964). Building on the previous findings 

(Van den Broeck et al., 2008), it was furthermore suggested that job hindrances and job 

challenges may also be differentiated based on their relation with psychological need 

satisfaction (Van den Broeck, Vansteenkiste, De Cuyper et al., in press). Job hindrances likely 

frustrate the basic needs for autonomy, competence and relatedness. Job challenges, in 



Chapter 7 

216 

contrast, might provide opportunities for need satisfaction. When job challenges are 

overcome, they may therefore relate positively to the satisfaction of the basic psychological 

needs. The present study aims to further examine this assumption and test whether basic need 

satisfaction may also explain the associations of job hindrances and job challenges with 

burnout and work engagement.  

Hypotheses: Need satisfaction as unifying mechanism 

The current study sets off to examine whether satisfaction of the basic psychological 

needs of autonomy, competence and relatedness may - in addition to explaining the 

associations of job resources (Van den Broeck et al, 2008) - also constitute the underlying 

process through which job hindrances and job challenges relate to burnout and work 

engagement as detailed the JD-R model. Testing this assumption may shed light on previous 

results which only established a rather weak relation between the overall category of job 

demands and satisfaction of the basic psychological needs, which resulted in only limited 

effects of need satisfaction as mediator in the so called energetic process in the JD-R model 

(Van den Broeck et al., 2008).  

First, based on the literature reviewed above, we hypothesize that:  

Hypothesis 1: Job hindrances relate negatively to the basic psychological needs. Need 

satisfaction mediates the positive association of job hindrances with burnout and the negative 

association with work engagement.  

Second, although job challenges have also been suggested to yield detrimental 

outcomes (Podsakoff et al., 2007), their stimulating effects seem to be most prominent in the 

realm of the JD-R model (e.g. Van den Broeck et al., 2009). Accordingly, we align with the 

suggestion that job challenges may primarily provide opportunities for need satisfaction (Van 

den Broeck, Vansteenkiste, De Cuyper, in press), and, therefore, associate positively to the 

basic psychological needs.  

Hypothesis 2: Job challenges relate positively to the basic psychological needs. Need 

satisfaction mediates the positive association between job challenges and work engagement.  

Finally, we aimed to examine whether these relationships hold after controlling for the 

mediating role of need satisfaction in the relation of job resources (Van den Broeck et al., 

2008). This seemed not only instructive because job resources generally strongly relate to 

need satisfaction (Gagné, Senécal, & Koestner, 1997; Van den Broeck, Vansteenkiste, De 
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Witte, Soenens, & Lens, in press; Van den Broeck et al., 2008). It also allowed a direct test of 

the assumption that satisfaction of the basic psychological needs indeed serves as a general 

mechanism underlying all relationships specified in the JD-R model. We expect:  

Hypothesis 3: Job resources relate positively to the basic psychological needs. Need 

satisfaction mediates the negative association of job resources with burnout and their positive 

relation with work engagement.  

 

In sum, the main aim of this study was to extend the findings of Van den Broeck and 

colleagues (2008) by assessing the role of basic need satisfaction in the relations of the 

different types of job demands in the JD-R model. We also added to this previous study by 

examining not only exhaustion and vigor, but burnout and work engagement as syndromes. 

Besides exhaustion and vigor, these syndromes also include cynicism and dedication, 

respectively. Furthermore, rather than only examining need satisfaction as a general construct, 

the current study also aimed to gained further understanding of the unique roles of the needs 

for autonomy, competence and relatedness in these relations.  

Some studies already tapped into the divergent associations of each of the needs in the 

occupational context, but results seem inconclusive. Whereas some authors found that only 

autonomy and relatedness satisfaction associate positively with job satisfaction (Boezeman & 

Ellemers, 2009), others suggest that also satisfaction of the need for competence is important 

for to experience job satisfaction (Lynch, Plant & Ryan, 2005). Similarly, sometimes 

competence satisfaction is considered the only predictor of optimal performance (Greguras & 

Diefendorff, 2009), while other studies also stressed the role of relatedness satisfaction in this 

regard (Baard, Deci, & Ryan, 2004). These inconsistent findings may perhaps be attributed to 

the use of different instruments to asses basic need satisfaction. Recently, these instruments 

have however been criticized to lack stringent validation or to tap into proximal variables 

rather than need satisfaction per se. This, in turn, has led to the development and validation of 

a new Work related Basic Need Satisfaction scale (W-BNS; Van den Broeck, Vansteenkiste, 

De Witte, et al., in press). To assist to the coherent development of the study of work related 

need satisfaction, we relied on this scale to explore whether the needs for autonomy, 

competence and relatedness fulfill differences in the relations between job resources, job 

challenges and job resources. Note that this analysis remains rather explorative; the main 

research question of the current study pertains the mediating role of need satisfaction as a 

general construct in the relations between job hindrances, job challenges and job resources on 
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the one hand and burnout and work engagement on the other hand.  

Method 

Procedure and Participants 

Data were collected via a large-scale internet study on work-related well-being among 

Flemish employees (Belgium). This study was set up in collaboration with a Flemish HR-

magazine during the last three weeks of May 2009. Readers of the magazine were invited to 

participate in this anonymous study via the website of the magazine and the weekly electronic 

newsletter. In total, 1282 employees provided complete information and therefore constitute 

the sample of the current study.  

The total sample included somewhat more women (62%) than men (38%). Mean age 

was 40 years (SD = 10.60). The majority of the respondents were highly educated: 20% of the 

sample obtained a masters‟ degree, 45% obtained a bachelor degree. As respects professional 

level, most participants (59%) were white collar workers, 31% were junior and senior 

managers, 10% were blue collar workers. Most participants had a permanent contract (91%) 

and were full-time employed (76%) 

Measures 

Scale scores were computed as the mean of the items. Information regarding the  

means, standard deviations, and correlations of the scales can be found in Table 1. 

Job Characteristics. First, job hindrances were measured via emotional demands and 

role conflict. Two items such as „My job is emotionally demanding‟ tapped into emotional 

demands (r = .68), whereas three items such as „I get conflicting orders‟ measured role 

conflicts (Chronbach‟s  = .78; Notelaers, De Witte, Van Veldhoven, & Vermunt, 2007). 

Second, job challenges included items for workload and cognitive demands. Workload was 

measured with four items including „My job requires that I work very hard‟ (Chronbach‟s  = 

.75; Karasek, Brisson, Kawakami, Houtman, Bongers, & Amick, 1998). Two items such as 

„My work requires continuous attention‟ tapped into cognitive demands (r = .59; Notelaers et 

al., 2007). Finally, job resources included task autonomy and social support, which were 

measured with three and four items, respectively. A sample item of task autonomy is „In my 

job I have very little autonomy in determining how I perform my job‟(reverse coded; 

Chronbach‟s  = .76). Items such as „My colleagues are interested in me‟ tapped into social 

support (Chronbach‟s  = .77; Karasek et al., 1998). Respondents rated their agreement with 
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each of these items on a 5-point scale ranging from (totally disagree) to 5 (totally agree). 

 Confirmatory Factor Analysis using LISREL 8.54 (Jöreskog & Sörbom, 2004) was 

performed to inspect the factor structure of these job characteristics. In the hypothesized 

three-factor model, job hindrances, job challenges and job resources were modelled as higher 

order factors of their respective job characteristics. The job characteristics were represented 

by means of their items. The three-factor model provided a good fit; SBS-² (110) = 652.33, p 

< .001; RSMEA = .06, SRMR = .07, and CFI = .95. This model was superior to alternative 

models: It yielded better fit to the data than the one-factor model; SBS-² (3) = 290 p < .001, 

which suggests that common method variance only does not play a substantive role 

(Podsakoff, Mackenzie, Lee, & Podsakoff, 2003). The three-factor structure was also superior 

to the two-factor model differentiating between job resources and job demands, with the later 

factor including both job hindrances and job challenges; SBS-² (3) = 148.10, p < .001. The 

three-factor model differentiating between job hindrances, job challenges and job resources 

was thus superior to the original JD-R model, which further attests to the discriminant validity 

of job hindrances and job challenges.  

Need Satisfaction. The 18-item Work-related Basic Need Satisfaction scale was used 

to assess the satisfaction of the needs for autonomy, competence and relatedness (Van den 

Broeck, Vansteenkiste, De Witte, et al., in press). Items such as „I feel like I can pretty much 

be myself at work‟ tapped into autonomy satisfaction. Competence satisfaction was measured 

with items such as „I feel competent at work‟. Items such as „People at work care about me‟ 

measured relatedness satisfaction. Respondents were asked to evaluate the items on a 5-point 

scale from 1 (totally disagree) to 5 (totally agree). The general need satisfaction scale as well 

as all three subscales were reliable, with Cronbach‟s alpha coefficients of .89, .86, .88, and 

.86 for general need satisfaction and autonomy, competence and relatedness satisfaction, 

respectively. The hypothesized model included general need satisfaction as second order 

factor encompassing the three needs for autonomy, competence and relatedness as first order 

factors. These first order factors were represented by their respective items. CFA showed that 

this model presented a good fit to the data; SBS-² (132) = 1554.52, p < .001; RSMEA = .07; 

SRMR = .06, and CFI = .97, which was superior to the one-factor model in which all items 

were directly included in an overarching need construct; SBS-² (3) = 7418.19, p < .001. In 

sum, in line with Van den Broeck, Vansteenkiste, De Witte and colleagues (in press) CFA 

provided evidence for the differentiation of the three basic needs within the general construct 

of need satisfaction.  
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Well-being. Burnout was measured via the scales of exhaustion and cynicism of 

Schaufeli and van Dierendonck (2000). These scales include items such as „I feel totally 

exhausted in my job‟ and „I doubt the significance of my job‟. Emotional exhaustion and 

cynicism may be considered the central aspect of burnout (Maslach et al., 2001). Work 

engagement was measured via ten items assessing participants‟ vigour (e.g. „At my work, I 

feel bursting with energy‟) and dedication (e.g. „I am proud of the work I do‟). Participants 

rated the frequency with which they encountered burnout and work engagement on a 7-point 

scale from 0 (never) to 6 (always, every day). Cronbach‟s alpha of burnout and work 

engagement were .93 and .95, respectively. CFA supported the expected two-factor model in 

which burnout and work engagement were modeled as higher order factors, with burnout 

including the first order scales for exhaustion and cynicism and work engagement including 

vigor and dedication. The first order scales were again represented by their items; SBS-² 

(147) = 1677.00, p < .001; RSMEA = .07; SRMR = .05, and CFI = .98. This model was 

superior to the one-factor model; SBS-² (1) = 1427.26, p < .001, which underlines that 

burnout and work engagement may be considered as two separate constructs.  

Analysis 

To analyse the data, we employed Structural Equation Modelling (SEM) using the 

maximum-likelihood method (Jöreskog & Sörbom, 2004). Following Anderson and Grebing 

(1988), we started by evaluating the measurement model using CFA. In line with previous 

research (Van den Broeck et al., 2009; Xanthopoulou, Bakker, Dollard et al., 2007) and the 

recommendations of Bagozzi & Edwards, (1998), each latent variable was modelled with 

three parcels. Items were randomly assigned to these parcels.  

We used the procedure outlined by Holmbeck (1997) to test whether general need 

satisfaction mediated the associations of each of the job characteristics categories and burnout 

and work engagement. Following this procedure, we first examined the direct relationships 

from job hindrances, job challenges and job resources on the one hand to burnout and work 

engagement on the other hand. The errors of burnout and work engagement were allowed to 

correlate. Then, we computed the mediation model and inspected the relations between the 

job characteristics and the general concept of basic need satisfaction, as well as the relations 

from general need satisfaction to both burnout and work engagement. We proceeded by 

comparing the full and partial mediation model. In the full mediation model, the relations 

from each of the job characteristics categories to burnout and work engagement were assumed 

to run fully through need satisfaction. In the partial mediation model, additional direct paths 
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were allowed between the job characteristic categories and burnout and work engagement. 

According to Holmbeck (1997) evidence for full mediation is found if the fit of the full 

mediation model is at least comparable to the partial mediation model.  

We repeated this procedure to explore whether the three needs occupied unique 

positions in explaining the associations of the job characteristics categories with burnout and 

work engagement.  

Results 

Primary analysis 

Table 1 shows that, in line with previous research (Van den Broeck, Vansteenkiste, De 

Cuyper, et al., in press), job hindrances associated positively with job challenges and 

negatively with job resources; job challenges and job resources were unrelated. Job 

hindrances related negatively to general need satisfaction, each of the needs and work 

engagement, but associated positively with burnout. Job challenges, in contrast, were 

positively related to general need satisfaction, as well as to competence and relatedness 

satisfaction. They associated positively with both burnout and work engagement. Finally, job 

resources associated positively with the three basic needs and work engagement. They 

displayed a negative relation with burnout. The three needs were positively related. They 

associated negatively with burnout and positively with work engagement. Burnout and work 

engagement were negatively related.  

Primary analysis 

Measurement Model. To further test for the divergent validity of the latent factors, we 

estimated a full measurement model including the three job characteristics categories, general 

basic psychological need satisfaction, burnout and work engagement. This model, including 

six latent factors and 18 parcels demonstrated a good fit to the data, SBS-² (120) = 664.65, p 

< .001, RSMEA = .06, SRMR = .06, and CFI = .98. All parcels had significant (p < .001) 

loadings ranging from .43 to .96 on their latent factor (mean = .82). A reliable measurement 

model was thus obtained.  

Direct effect model. We computed the direct effect model (Model A) assessing the 

associations between job hindrances, job challenges and job resources to burnout and work 

engagement. This model provided a good fit to the data; SBS- ² (80) = 567.52, p < .001, 

RSMEA = .07, SRMR = .06, and CFI = .98. In line with previous results (Van den Broeck, 
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Vansteenkiste, De Cuyper, et al., in press), job hindrances associated positively with burnout 

(= .36, p < .001), and negatively with work engagement (= -.11, p < .001). Job challenges 

were unrelated to burnout (= .05, ns), but positively associated with work engagement (= 

.18, p < .001). Finally, job resources related negatively to burnout (= -.43, p < .001) and 

positively to work engagement (= .55, p < .001).  

Full mediation model.  We then proceeded by a test of full mediation model (Model B) 

which related job hindrances, job challenges and job resources to general need satisfaction, 

which then related to burnout and work engagement. This model yielded good fit to the data; 

SBS-² (126) = 990.14, p < .001; RSMEA = .07; SRMR = .08, and CFI = .98. First, we 

inspected the associations between the job characteristics categories and basic psychological 

need satisfaction. Job hindrances related negatively to need satisfaction (= -.24, p < .001). 

Job challenges (= .13, p < .001) and job resources (= .69, p < .001) displayed positive 

relations with need satisfaction. Further, satisfaction of the basic needs associated negatively 

with burnout (= -.67, p < .001) and positively with work engagement (= .68, p < .001).  

Partial mediation model. Then, we examined the partial mediation model (Model C) 

in which we supplemented the relations of the full mediation model (Model B) with the direct 

paths from the job characteristics categories to burnout and work engagement as found in 

Model A. This model fitted the data well; SBS-² (121) = 686.57, p < .001; RMSEA = .06; 

SRMR = .06, and CFI = .98. It yielded improved fit compared to Model B; SBS-² (5) = 

303.57, p < .001. Job hindrances showed a direct relation to burnout (= .30, p < .001). Job 

challenges (= .16, p < .001) and job resources (= .16, p < .001) were positively related to 

work engagement. The paths from job hindrances to work engagement (= .00, ns) and from 

job resources to burnout (= -.07., ns) were not significant.  

The final model is depicted in Figure 1. In sum, in line with Hypothesis 1, job 

hindrances related negatively to need satisfaction, which partially mediated the positive 

association between job hindrances and burnout (z = .12, p < .001), and fully mediated their 

negative association with work engagement (z = -.13, p < .001). Job challenges related 

positively to need satisfaction, which partially mediated their positive association with work 

engagement (z = .07, p < .001). Support was thus found for Hypothesis 2. In line with 

previous results (Van den Broeck et al., 2008) and Hypothesis 3, job resources also related 

positively to basic need satisfaction. Satisfaction of the basic needs fully explained why job 

resources associate negatively with burnout (z = -.34, p < .001) and partially mediated their 
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positive associations with engagement (z = .38, p < .001).  

Finally, we tapped into the differential roles of each of the needs in this general 

mediation model. Again we followed the procedure of Holmbeck (1997). The measurement 

model including the job characteristics categories, the three basic needs of autonomy, 

competence and relatedness, burnout and work engagement, provided a good fit to the data, 

SBS-² (224) = 1065.78, p < .001, RSMEA = .05, SRMR = .05, and CFI = .98. The direct 

effect model was the same model as Model A detailed above.  

The full mediation model fitted the data well; SBS-² (230) = 1428.74, p < .001; 

RSMEA = .06; SRMR = .07, and CFI = .98. Inspection of the structural paths showed that job 

hindrances related negatively to the three needs for autonomy (= -.27), competence (= -.16) 

and relatedness (= -.14, all p‟s < .001). Job resources displayed positive relations with the 

satisfaction of the three needs for autonomy (= .69) competence (= .28) and relatedness (= 

.64), respectively; all p‟s < .001. Job challenges were unrelated to autonomy satisfaction (= 

.02, ns), but positively related to the needs for competence (= .16, p < .001) and relatedness 

(= .13, p < .001). Further, as respects the associations between the basic needs and 

employees‟ well-being, autonomy satisfaction related negatively to burnout (= -.66, p < .001) 

and positively to work engagement (= .60, p < .001). Relatedness satisfaction followed the 

same pattern (= -.12, and  = .15, respectively, p’s < .001). Competence satisfaction was 

unrelated to both well-being outcomes (= .04, and  = .01, respectively, ns).  

In the partial mediation model we again added the direct paths from the job 

characteristics categories to burnout and work engagement to the relations found in the full 

mediation model. This resulted in increased model fit; SBS-² (231) = 110.80, p < .001; 

RMSEA = .05; SRMR = .05, and CFI = .98; SBS-² (2) = 109.82, p < .001. As in Model C, 

job hindrances showed a direct relation to burnout (= .25, p < .001). Job challenges were 

positively related to work engagement (= .22, p < .001). The paths from job hindrances to 

work engagement and from job resources to both work engagement and burnout were not 

significant.  

In sum, while job hindrances related negatively to autonomy, competence and 

relatedness satisfaction, job resources associated positively with each of the three needs. Job 

challenges were unrelated to autonomy satisfaction, but associated positively with the needs 

for competence and relatedness. Autonomy and relatedness satisfaction intervened in the 

associations of job hindrances and job resources to burnout and work engagement. 
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Relatedness satisfaction also (partially) covered the association of job challenges with work 

engagement. As the need for competence was unrelated to burnout and work engagement, it 

could not serve as a mediator.  

Discussion 

This study aimed to further the understanding of the processes underlying the 

associations of job hindrances, job challenges and job resources with burnout and work 

engagement as outlined in the JD-R model. To this end, we modelled basic psychological 

need satisfaction, as defined in SDT, as an encompassing meditational mechanism. 

Satisfaction of the basic psychological needs may be well suited to cover all relations with in 

the JD-R model. From the point of view of the JD-R model, need satisfaction may encompass 

both the so-called motivational and energetic processes, as it is regarded as a motivational 

force that energizes human behaviour (Deci & Ryan, 2000). In view of SDT, need satisfaction 

has furthermore been conceptualized as the essential process through which the environment 

both stimulates or thwarts individuals‟ optimal functioning (Deci & Ryan, 2000). 

In studying need satisfaction as an overarching mechanism, the current study aimed to 

extend previous findings of Van den Broeck and colleagues (2008). Specifically, we aimed to 

disentangle the seemingly contradictory findings that some job demands (e.g. work home 

interference and emotional demands) related negatively to basic need satisfaction, while 

others (i.e. workload) related positively. To this end, we built upon the differentiation 

between two types of job demands, i.e. job hindrances and job challenges. This differentiation 

originates from the stress literature (e.g. Lepine et al., 2004; Podsakoff et al., 2007) and was 

recently introduced in the realm of the JD-R model (Van den Broeck et al., 2009, Van den 

Broeck, Vansteenkiste, De Cuyper et al., in press). Previously it was proposed that job 

hindrances and job challenges can be differentiated based on their divergent relations with 

basic psychological need satisfaction (Van den Broeck, Vansteenkiste, De Cuyper, in press). 

Specifically, it was argued that job hindrances would forestall the basic needs. Job challenges, 

in contrast, would create opportunities for need satisfaction, and, would, therefore, be more 

likely to add to basic need satisfaction. The current study allowed to test these assumptions.  

First, in line with the JD-R model, the current results showed that job hindrances may 

impede employees‟ well-being, as they related positively to burnout and negatively to work 

engagement. Job challenges, in contrast, may contribute to optimal functioning  in terms of 

work engagement. Notably, results again failed to support the health-impairing impact of job 
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challenges in the realm of the JD-R model. Finally, job resources were again shown to relate 

negatively to burnout and positively to work engagement. 

Second, and perhaps most importantly, the current results largely confirmed that 

satisfaction of the basic psychological needs for autonomy, competence and relatedness may 

represent a general process underlying the associations of job hindrances, job challenges and 

job resources as outlined in the JD-R model. Need satisfaction may even represent a rather 

powerful mechanism: It fully covered the negative relation between job hindrances and work 

engagement, as well as the association of resources with burnout. 

Satisfaction of the basic needs may however not be the only process that intervenes in 

the relations of the categories of job characteristics and employees well-being: Need 

satisfaction only partially mediated the negative relation of job hindrances with burnout, as 

well as in the positive connection of both job challenges and job resources with work 

engagement. The other mechanisms adding to the explanation of these relations may then be 

non- motivational or non-energetic in nature, as was proposed by Parker and colleagues 

(2001). Specifically, these authors suggested that job characteristics may for example evoke 

cognitive processes which then affect employees‟ functioning.  

In all, the results confirm that one and the same process, i.e. satisfaction of the basic 

needs for autonomy, competence and relatedness, may (partially) explain the impact of job 

resources, as well as of both types of job demands, on employees‟ well-being. These results 

replicated the findings of Van den Broeck and colleagues (2008) regarding job resources. 

They equally expanded previous findings. Whereas Van den Broeck and colleagues (2008) 

only tapped into emotional exhaustion and vigour, the current study considers burnout and 

work engagement. Most importantly, the current study was also the first to provide evidence 

for the assumption that job hindrances may frustrate the basic needs, whereas job challenges 

may provide opportunities for need satisfaction (Van den Broeck, Vansteenkiste, De Cuyper 

et al., in press). These results may further attest to the differentiation of both types of job 

demands, and assist researchers in categorising particular job demands in terms of job 

hindrances and job resources.  

Finally, the current study attempted to shed light on the unique contributions of the 

three basic needs in explaining the relations between the job characteristics categories and 

employees‟ well-being. The findings seem to reveal several interesting findings. First, while 

job resource contribute to the satisfaction of each of the three basic needs, job hindrances 

frustrated the needs for autonomy, competence and relatedness. Job challenges, in contrast, 
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were – to a certain extent – supportive of the needs for competence and relatedness. They 

were unrelated to autonomy satisfaction. This finding highlights that job challenges do not 

consistently impede nor enhance employees‟ volitional functioning. Rather, some differences 

seem to arise. At some occasions, workers may, for example, feel psychologically free when 

dealing with job challenges, for instance when opportunities for growth are highly prominent. 

On other occasions, employees may feel imposed by job challenges. We would like to invite 

future studies to further disentangle this issue.  

Further, the need for competence was not related to burnout or work engagement, after 

controlling for the needs for autonomy and relatedness. These results seem to confirm 

previous suggestions that competence satisfaction is less essential to the experience of well-

being (Greguras & Diefendorff, 2009). However, the current results regarding the differential 

relations of each of the needs remain exploratory. Current research is therefore warranted in 

order to more fully grasp the impact of the needs for autonomy, competence and relatedness 

on individuals‟ optimal functioning. 

Limitations and suggestions for further research 

Future studies may aim to overcome some of the limitations of the current research. 

First, in line with, for example, Demerouti and colleagues (2001) such studies may rely on 

other reports to assess the various job characteristics, to avoid that common method variance 

would inflate the results (Podsakoff et al., 2003). Second, due to its‟ cross-sectional nature, 

the current study does not allow for the inference of causal relationships. A longitudinal 

design in combination with cross-lagged analysis seems necessary to examine the directions 

of the current associations. The current study builds upon previous studies in the JD-R model 

suggesting that job characteristics primarily influence individuals‟ functioning. Recently, 

however, several studies also provided evidence for reciprocal relations (e.g. Xanthopoulou, 

Bakker, Demerouti, & Schaufeli, 2009b). To understand the dynamics between the job 

characteristics categories, basic psychological need satisfaction and employees‟ well-being, 

the respondents of this study will be invited to participate in a two-wave follow up study.  

Conclusion  

The present note aimed to elaborate upon previous findings attesting to the role of the 

satisfaction of the basic psychological needs for autonomy, competence and relatedness in the 

relations between job demands, job resources and work related well-being (Van den Broeck et 

al., 2008). Results showed that, when the overall category of job demands is bifurcated into 
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job hindrances and job challenges (Van den Broeck, Vansteenkiste, De Cuyper, et al. in 

press), basic need satisfaction may indeed function as a general explanatory mechanism in the 

JD-R model. These results further suggest that need satisfaction may function as guidelines to 

differentiate between the two types of job demands. They also highlight the importance of 

basic need satisfaction for employees‟ thriving.  
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Table 1 

Means, Standard-Deviations and Correlations between Job Characteristics, Need Satisfaction and Well-being  

 M SD 1. 2. 3. 4. 5. 6. 7. 8. 

1. Job hindrances 2.79 .86         

2. Job challenges 3.81 .72 .33**        

3. Job resources 3.82 .64 -.19** .09**       

4. Need satisfaction 3.78 .53 -.26** .12** .57**      

5. Autonomy Need 3.50 .73 -.32** .02 .58** .83**     

6. Competence Need 4.12 .58 -.14** .14** .24** .69** .41**    

7. Relatedness Need 3.71 .72 -.14** .13** .45** .79** .47** .29**   

8. Burnout 1.72 1.25 .41** .11** -.40** -.59** -.64** -.29** -.40**  

9. Work Engagement 4.20 1.28 -.13** .19** .50** .63** .62** .37** .45** -.62** 

*p < .05; ** p < .01; *** p < .001 
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Figure 1. Structural model of the relationships between job characteristics, need satisfaction and well-being. Coefficients represent 

standardized estimates.  
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Chapter 8  

 

Capturing autonomy, competence and relatedness at 

work: Construction and initial validation of the  

Work-related Basic Need Satisfaction scale 

 

The satisfaction of the basic psychological needs for autonomy, competence and relatedness, 

as defined in Self-Determination Theory, has been identified as an important predictor of 

individuals‟ optimal functioning in various life domains. The study of work-related need 

satisfaction seems, however, hampered by the lack of a validated measure. To assist future 

research, the present study aimed to develop and validate a Work-related Basic Need 

Satisfaction scale (W-BNS). Using four Dutch-speaking samples, evidence was found for the 

3-factor structure of the scale, the discriminant validity and the reliability of the three need 

satisfaction subscales as well as their criterion-related and predictive validity. The W-BNS 

may therefore be considered as a promising tool for future research and practice. 

 

 

 

 

 

 

 

In press as: Van den Broeck, A., Vansteenkiste, M., De Witte, H., Soenens, B., & Lens, W. Capturing 

Autonomy, Relatedness and Competence at Work: Construction and Validation of a Work-related 

Basic Need Satisfaction Scale. Journal of Occupational and Organizational Psychology.   
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Various scholars have suggested that needs are the fundamental determinants of 

human behaviour (Latham & Pinder, 2005). Maslow (1943), for instance, defined five 

hierarchically ordered needs ranging from physiological sustainability to self-actualisation. 

McClelland (1965) formulated, among others, the needs for achievement, affiliation and 

power. Self-Determination Theory (SDT; Deci & Ryan, 2000; Vansteenkiste, Ryan, & Deci, 

2008) postulates three innate psychological needs, which need to be satisfied for individuals 

to flourish, that is, the needs for autonomy (i.e. experiencing a sense of volition and 

psychological freedom), competence (i.e. feeling effective) and relatedness (i.e. feeling loved 

and cared for).  

The empirical literature attesting to the beneficial effects of need satisfaction as 

defined in SDT is growing exponentially, both in general and in specific life-domains (Deci & 

Ryan, 2008). The coherent development of the literature of work-related need satisfaction 

seems, however, to be hampered by the lack of a specific validated measure, leading to the 

reliance on ad-hoc scales (e.g. Roca & Gagné, 2008). Using four different samples, we aim to 

develop and validate a work-related basic need satisfaction measure, which might foster the 

study of need satisfaction in the workplace.  

Basic psychological need Satisfaction in SDT 

Conceptualization  

In SDT, basic psychological need satisfaction is assumed to represent the underlying 

motivational mechanism that energizes and directs people‟s behaviour (Deci & Ryan, 2000). 

Psychological need satisfaction is regarded as the essential nutriment for individuals‟ optimal 

functioning and well-being, as water, minerals and sunshine are essential for plants to bloom 

(Deci & Ryan, 2000; Ryan, 1995). In SDT, three basic needs are distinguished: the needs for 

autonomy, competence and relatedness.  

First, the need for autonomy represents individuals‟ inherent desire to feel volitional 

and to experience a sense of choice and psychological freedom when carrying out an activity 

(deCharms, 1968; Deci & Ryan, 2000). Although related, SDT‟s concept of autonomy is 

somewhat different from the conceptualizations of autonomy typically held in organizational 

psychology (e.g. Morgeson & Humphrey, 2006). Karasek (1979), for instance, equated 

autonomy with decision latitude and control over skill utilization. Hackman and Oldham 

(1976) defined autonomy in terms of „substantial freedom, independence and discretion to the 

individual in scheduling the work and in determining the procedures to be used in carrying it 
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out‟ (p. 258). First, unlike SDT which refers to the subjective experience of psychological 

freedom and choice during activity engagement, these definitions refer to autonomy as a task 

characteristic. Second, although autonomy as a task characteristic is likely to contribute to 

feelings of psychological freedom, people might also experience autonomy satisfaction when 

they depend on others and even when they follow others‟ requests. Employees might, for 

instance, follow up a request from their supervisor (and thus fail to be independent) but 

nonetheless act willingly because their supervisor provided them a meaningful rationale for 

doing so (Soenens et al., 2007). 

Second, the need for competence is defined as individuals‟ inherent desire to feel 

effective in interacting with the environment (Deci & Ryan, 2000; White, 1959). It is 

prominent in the propensity to explore and manipulate the environment and to engage in 

challenging tasks to test and extend one's skills. Competence satisfaction allows individuals to 

adapt to complex and changing environments, whereas competence frustration is likely to 

result in helplessness and a lack of motivation (Deci & Ryan, 2000). The need for competence 

is rather uncontroversial in organizational psychology. Similar constructs figure in Vroom‟s 

(1964) Expectancy-Value Theory and Bandura‟s (1997) Self-Efficacy Theory, although some 

differences deserve being mentioned. Specifically, outcome expectancies and self-efficacy 

represent acquired cognitions with respect to one‟s capacities to successfully accomplish 

specific future tasks. These aspects are therefore positively valued as far as they help one in 

reaching desired goals. The need for competence, on the other hand, represents an inborn 

need. Competence satisfaction refers to a more general, affective experience of effectiveness 

which results from mastering a task. Despite these conceptual differences between self-

efficacy and the need for competence, both are likely to be correlated at the empirical level.  

Finally, the need for relatedness is defined as individuals‟ inherent propensity to feel 

connected to others, that is, to be a member of a group, to love and care and be loved and 

cared for (Baumeister & Leary, 1995). The need for relatedness is satisfied when people 

experience a sense of communion and develop close and intimate relationships with others 

(Deci & Ryan, 2000). The assumption that individuals have the natural tendency to integrate 

themselves in the social matrix and benefit from being cared for is equally emphasized in 

developmental approaches such as attachment theory (Bowlby, 1969). It is consistent with 

concepts in organizational psychology such as social support (Viswesvaran, Sanchez, & 

Fisher, 1999) and loneliness at work (Wright, Burt, & Strongman, 2006).  
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Characteristics of the basic psychological needs 

The SDT view on the basic psychological needs differs in several ways from other 

well-known need perspectives (e.g. Maslow, 1943; McClelland, 1965). First, Maslow 

considers human needs to be hierarchically ordered: Higher order needs only become 

prominent when lower order needs are sufficiently satisfied. In contrast, SDT does not 

postulate a particular order in which the three needs have to be met. Instead, all three needs 

are considered important for individuals‟ flourishing. Second, McClelland considers needs to 

be acquired through learning or socialization: Individuals who are lauded after achieving a 

particular goal learn to attach positive feelings to achievement situations and, as a result, 

develop a strong need for achievement (Winterbottom, 1959). Rather than learned, SDT 

considers the basic psychological needs to be innate, fundamental propensities, much like 

biological needs (Deci & Ryan, 2000). SDT herein aligns with White (1959) and Baumeister 

and Leary (1995). Although individuals from different age groups and different cultures may 

express and satisfy their basic psychological needs in different ways, everybody is thus likely 

to benefit from having the basic psychological needs satisfied. In line with this claim, various 

studies have provided evidence for the importance of need satisfaction in various age groups 

(e.g. Soenens et al., 2007) and in culturally very diverse samples (e.g. Deci et al., 2001; 

Vansteenkiste, Lens, Soenens, & Luyckx, 2006)  

Third, as McClelland focuses upon differences in need strength or the importance 

individuals attach to particular needs, he assumes, for instance, that individuals with a high 

need for achievement are more strongly motivated in achievement situations compared to 

individuals with a low need for achievement. In contrast, SDT does not focus upon individual 

differences in need strength, but considers the degree to which people are able to satisfy their 

fundamental needs as the most important predictor for optimal functioning (Deci & Ryan, 

2000). Consequently, SDT maintains that, for instance, positively perceived feedback is 

beneficial for all employees as it satisfies their inborn need for competence (Mouratidis, 

Vansteenkiste, Lens, & Sideris, 2008).  

Finally, both Maslow and McClelland adopt a deficit approach towards needs. 

According to Maslow, particular needs become less potent when they are reasonably well 

gratified. Similarly, McClelland assumes that a particular need drives behaviour until 

sufficient need satisfaction is reached. Then, the behaviour is stopped until the need becomes 

salient again. For instance, people with a high need for affiliation will search for warm social 

contacts. Once such contact has taken place, the need is temporarily reduced and the 
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behaviour wanes. According to SDT, individuals do not need to experience a deficit for the 

needs to fuel behaviour. Rather, individuals are attracted to situations in which need 

satisfaction may occur. Once their needs are satisfied, they are likely to feel energized and to 

actively engage in subsequent need fulfilling activities (Deci & Ryan, 2000).  

SDT’s empirical basis 

Consistent with SDT, several studies have shown positive relations between need 

satisfaction and optimal functioning, both at the interpersonal and intra-individual level (e.g. 

Mouratidis et al., 2008; Reis, Sheldon, Gable, Roscoe, & Ryan, 2000) and in general 

(Sheldon, Elliot, Kim, & Kasser, 2001) as well as across different life-domains (see Deci & 

Ryan, 2008 for an overview). In the context of work, initial evidence was found for positive 

relations between a composite score of need satisfaction (i.e. aggregated across the three 

needs) and employees‟ work-related well-being (i.e. job satisfaction, work engagement and 

lower burnout), favourable attitudes (i.e. decreased turnover-intentions, increased readiness to 

change), and higher performance (see Gagné & Deci, 2005; Van den Broeck, Vansteenkiste & 

De Witte, 2008 for overviews). Work-related need satisfaction has furthermore been related to 

increased general well-being and to less ill-being (e.g. Baard, Deci, & Ryan, 2004). Finally, 

studies in which the three needs were examined separately showed that each of the three 

needs correlated positively with employees‟ optimal functioning (e.g. Lynch, Ryan, & Plant, 

2005), which is consistent with SDT‟s claim that the satisfaction of each of the three basic 

needs contributes to individuals‟ flourishing (Deci & Ryan, 2000).  

Satisfaction of the three needs may, however, relate differently to controlled 

motivation. According to SDT, controlled motivation results from experiencing external (i.e. a 

bonus, supervisory approval) or internal (i.e. guilt, shame) contingencies to conduct a 

particular behaviour. It is contrasted with autonomous motivation, which is prominent when 

employees engage in an activity because they consider it personally valuable or intrinsically 

interesting (Deci & Ryan, 2000). Autonomous motivation correlates positively with, for 

instance, work-related well-being and optimal performance as it is conducive to the 

satisfaction of the three basic needs, it associates (Gagné & Deci, 2005; Van den Broeck et 

al., 2008a). When employees feel controlled, in contrast, their need for autonomy is clearly 

forestalled (Deci & Ryan, 2000). Employees, who are, for instance, forced to meet a deadline, 

will experience little volition in executing the task. Despite this pressure, they might however 

manage to satisfy their needs for competence and relatedness by accomplishing the assigned 

task or by receiving social support from others. Such satisfaction is however not guaranteed as 
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feeling pressured to engage in a work activity is not necessarily accompanied by feelings of 

effectiveness and interpersonal connection (Markland & Tobin, in press).  

Apart from relating to employees‟ optimal functioning, basic need satisfaction is also 

useful to understand the motivating impact of supervisors' leadership styles (e.g. Deci et al., 

2001) and job characteristics (Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008), and 

their relationships with and employees‟ well-being and performance.  

Present research 

Clearly, the construct of basic need satisfaction may be useful to gain insight in 

employees‟ functioning and to examine the motivational potential of organizational factors. In 

this promising body of research different ad-hoc instruments have, however, been used. 

Examples are the basic need satisfaction at work scale (Baard et al., 2004; Deci et al., 2001; 

Vansteenkiste et al., 2007) and the work motivation scale (Ilardi et al., 1993; Kasser, Davey, 

& Ryan, 1992). This might hamper the coherent and cumulative development of this line of 

research for various reasons. First, the scales used thus far have not been formally validated. 

Second, these scales sometimes contain items that do not tap into the satisfaction of the basic 

needs as such. For instance, the basic need satisfaction at work scale includes items which 

refer to job characteristics such as social support (e.g. „People at work tell me I am good at 

what I do‟), which may represent an antecedent of basic need satisfaction rather than the 

experience of need satisfaction per se. Alternatively, the work motivation scale assesses 

potential consequences of basic need satisfaction such as intrinsic motivation (e.g. „How 

much do you enjoy your work‟). Third, little research has been conducted to gain insight in 

the role of need frustration. This is an important issue in light of previous critical accounts 

suggesting that SDT is exclusively concerned with human flourishing (Pyszczynski, 

Greenberg, & Solomon, 2000). It is furthermore important to examine whether need 

satisfaction and need frustration fall along one single bipolar continuum or rather represent 

two separate constructs. The latter possibility may be suggested based on the research on the 

distinction between pleasure and displeasure (Barrett, Mesquita, Ochsner, & Gross, 2007; 

Watson, & Tellegen, 1985) and the work by Herzberg (1968), who considered satisfaction 

and dissatisfaction in the workplace as two fundamentally different processes with different 

antecedents and consequences.  

To account for the limitations of currently available scales, this study aims to develop 

a work-related need satisfaction scale (W-BNS) and provide first evidence for its validity by 
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examining the Dutch version. To this end, the following steps were taken (DeVellis, 2003; 

Hinkin, 1998). In Phase 1, a large item pool was generated. In Phase 2, a final set of items 

was selected based on item analysis, exploratory factor analysis, and item-total correlations. 

In Phase 3, confirmatory factor analysis was used to further validate the factor structure of the 

scale and to examine the discriminant validity of the different needs. In Phase 4, other 

psychometric properties of the scale were examined, such as the scale‟s internal consistency 

reliability and the degree to which method-effects confound this self-report measure. 

Specifically, we examined the role of impression management, that is, individuals‟ tendency 

to create and maintain desired perceptions of themselves (Paulhus, 1991), as impression 

management has been identified as a potential confound in self-report research in 

organisational psychology (e.g. Ferris, Brown, Berry, & Lian, 2008).  

Finally, in Phase 5, we examined the discriminant, criterion-related, and predictive 

validity of the W-BNS. To this end, we first examined whether the W-BNS related to 

environmental factors. In line with previous studies (e.g. Van den Broeck et al., 2008b), we 

examined the associations between work-related need satisfaction and job resources as job 

resources are considered to yield a strong motivational impact (Bakker & Demerouti, 2007). 

Specifically, we expected positive associations between need satisfaction and task autonomy, 

skill utilization and social support (Karasek, 1979). No previous studies have examined 

unique associations of the three needs with these job resources. Nevertheless, based on 

conceptual grounds we hypothesized that task autonomy is more closely related to autonomy 

satisfaction than to the satisfaction of the other needs (Hypothesis 1a), whereas skill 

utilization and social support relate most strongly to the competence (Hypothesis 1b) and 

relatedness satisfaction (Hypothesis 1c), respectively. 

In line with SDT and previous work, we furthermore examined the associations 

between need satisfaction and employees‟ optimal functioning in terms of job satisfaction, 

work engagement, burnout, life satisfaction, organizational commitment and performance to 

assess the criterion-related validity of the scale. Specifically, the three needs were expected to 

relate positively to job satisfaction and work engagement (Hypothesis 2a and 2b) and 

negatively to burnout (Hypothesis 2c), as need satisfaction is considered to relate positively to 

both hedonic and eudaimonic well-being (Ryan, Huta, & Deci, 2008) and negatively to ill-

being (Ryan & Deci, 2000). Work-related need satisfaction was also hypothesized to relate 

positively to general well-being as indexed by life-satisfaction (Hypothesis 2d). This 

correlation may, however, be less strong than the correlations with the aforementioned aspects 
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of domain specific well-being as domain-specific measures of need satisfaction are theorized 

to relate more strongly to domain specific, relative to general, indicators of optimal 

functioning (Vallerand, 1997). Further, work-related need satisfaction was expected to relate 

positively to organizational commitment (Hypothesis 2e) as SDT maintains that individuals 

are more attracted to situations where their needs have been satisfied (Greguras & 

Diefendorff, 2009). Specifically, we examined affective organizational commitment as this 

may be considered the main component of organizational commitment, which is most 

predictive of, for instance, job satisfaction and positive affect, and is strongly influenced by 

organizational aspects such as leadership and job characteristics (Allen & Meyer, 1990). 

Finally, in line with the assumption that need satisfaction also influences behaviour (Baard et 

al., 2004), need satisfaction was hypothesized to relate positively to performance (Hypothesis 

2f). Furthermore, all three needs were expected to relate positively to employees‟ autonomous 

motivation (Hypothesis 3a). Divergent relationships may, however, emerge for controlled 

motivation (Deci & Ryan, 2000). Specifically, the need for autonomy was hypothesized to be 

forestalled by controlled motivation, while this would not necessarily be the case for the needs 

for competence and relatedness (Hypothesis 3b).  

Finally, in Phase 5 we examined the potential of the W-BNS to predict an objective, 

outcome over time, that is, actual turnover. As mentioned, SDT maintains that individuals feel 

naturally attracted to and will become committed to situations in which their needs are 

satisfied. Conversely, need frustration might prompt employees to leave the organization. In 

line with this, a composite score of need satisfaction (Vansteenkiste et al., 2007) and the 

separate needs of competence and relatedness (Richer, Blanchard, & Vallerand, 2002) have 

previously been found to relate negatively to turnover-intentions. The present study extends 

this research by examining whether need satisfaction is predictive of actual turnover over a 

period of six months (Hypothesis 4).  

Method 

Procedure and participants 

Four samples (total N = 1185) were used throughout the five phases of this research: A 

large convenience sample and three organisation-specific samples. Sample 1 was collected by 

120 undergraduate students of a large university in the Dutch-speaking part of Belgium. As 

part of an introductory course on quantitative research, the students distributed 5 

questionnaires among friends or relatives with at least three years of working experience as an 
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employee. The questionnaires included a letter explaining that participation was voluntary and 

anonymous. The completed questionnaires were either picked up by the students in sealed 

envelopes or were directly sent back to the researchers by the participants using pre-stamped 

envelopes. In total, 560 complete questionnaires were returned. Sample 2 constituted an 

independent sample of 194 researchers working at the same university in the Dutch speaking 

part of Belgium. They were recruited via an announcement in the on line newsletter of the 

university. Sample 3 included 170 Belgian employees of a HR-service company (response 

rate 30%). Sample 4 comprised 261 Dutch call centre agents (response rate 87%). The data for 

the latter two samples were collected via a voluntary and confidential internet survey, which 

participants filled out during regular working hours. Information about participants‟ 

background variables is displayed in Table 1. Table 2 provides an overview of how the 

samples were used throughout the five phases, along with the variables assessed in each 

sample.  

Measures  

Impression management was assessed in Sample 2 with the 20-item Impression 

Management Scale of the Balanced Inventory of Desirable Responding (Paulhus, 1991). 

Participants responded to items such as „I sometimes tell lies if I have to‟ (= .83). 

Job resources. Task autonomy, skill utilization and social support were measured in 

Samples 3 and 4. Across the samples, slightly different measures were used. In Sample 3 task 

autonomy was measured with five items developed by Rosenthal, Guest, and Peccei, (1996) 

such as „I can decide for my own which task I execute‟ ( = .76). Skill utilization was 

assessed with two items of Van Veldhoven and Meijman (1994) such as „My job requires me 

to be creative‟ (r = .50). Social support was measured with five items of Rosenthal and 

colleagues (1996) such as „My colleagues help me to get things done‟ ( =.84). In Sample 4, 

task autonomy was assessed with two items of Van der Doef and Maes (1999) such as „My 

job allows me to make a lot of decisions on my own‟ (r = .43). Skill utilization was assessed 

with eight items of Van der Doef and Maes (1999) such as „My job requires me to learn new 

skills‟ ( = .76). Social support was assessed with six items of Van Veldhoven and Meijman 

(1994) such as „I can ask my colleagues for help‟ ( = .90).  

Employees’ functioning. Job satisfaction, work engagement, burnout, life satisfaction 

and affective commitment were assessed in Sample 3 and 4 with the same measurements. 

Autonomous and controlled motivation were measured in Sample 3. Turnover was available 
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in Sample 4. Job satisfaction was measured with one face-valid item „How satisfied are you, 

all in all, with your job?‟ This item relates strongly to a multi-item assessment of job 

satisfaction (Wanous, Reichers, & Hudy, 1997). Work engagement was measured with the 

five items for vigour of the Utrecht Work Engagement Scale (Schaufeli, Salanova, Gonzalez-

Roma, & Bakker, 2002) such as „At my work, I feel bursting with energy‟ ( Sample 3 = .91;  

Sample 4= .90). Vigour is considered the main component of work engagement (Gonzalez-

Roma, Schaufeli, Bakker, & Lloret, 2006). Burnout was assessed with the five items for 

exhaustion of the Dutch version of the Maslach Burnout Inventory General Survey (Schaufeli 

& Van Dierendonck, 2000) such as „I feel totally exhausted on my job‟ ( Sample 3 = .90;  

Sample 4= .90). Exhaustion is considered the central aspect of burnout (Maslach, Schaufeli, & 

Leiter, 2001). Life satisfaction was tapped with the item „How satisfied are you, all in all, with 

your life‟. Affective organizational commitment was measured with 5 items of Cook and Wall 

(1980). It includes items such as „I am quite proud to be able to tell people for whom I work‟ 

( Sample 3 = .83;  Sample 4= .89). Similar to the scale of affective organizational commitment of 

Allen and Meyer (1990), these items tap into workers‟ feelings of pride (i.e. identification) 

and attachment (i.e. loyalty) to the organization and their willingness to invest effort in their 

jobs for the sake of the organization (i.e. involvement; Allen and Meyer, 1990). Performance 

was tapped via the self-report performance-scale of Abramis (1994) in Sample 3. This 

measure includes five items such as „How well did you achieve your objectives during the last 

week‟ ( =.90). In line with this, in Sample 4, respondents rated their performance on eight 

self-report items such as „To what extent did you take care of the quality of your calls‟ ( 

=.83). These items were developed in collaboration with the HR-manager to assess job 

specific performance.  

Autonomous and Controlled Motivation were measured with 16 self-constructed items, 

which were inspired by the self-regulatory scales of Ryan and Connell (1989) and 

Vansteenkiste, Sierens, Soenens, Luyckx, and Lens (2009). These items tapped employees‟ 

motivation to put effort in their jobs out of external (e.g. „Because others put pressure on me 

to do so‟) or internal (e.g. „Because I will feel bad about myself otherwise') pressure or 

because they find their job personally important (e.g. „Because putting efforts in my job aligns 

with my personal values‟) or interesting and enjoyable (e.g. „Because I enjoy this work very 

much‟). Consistent with previous research (e.g. Vansteenkiste, Lens, Dewitte, De Witte, & 

Deci, 2004), items referring to external and internal pressure were grouped as controlled 

motivation ( = .70), whereas the items regarding personal significance and enjoyment were 
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grouped as autonomous motivation ( = .90).  

Turnover-rates were provided by the HR-manager. Six months after participants had 

reported on their need satisfaction, it was noted whether each of the participants was still 

employed in the organization. By that time 31% of the participants (n = 80) had left; 75% of 

these leavers (n = 60) had initiated the contract termination themselves and were labelled as 

cases of self-initiated turnover.  

Phase 1: Item development 

To develop an item pool, we first studied the literature and available measures of need 

satisfaction. Then, we selected and developed appropriate items taking the following criteria 

into account. First, items needed to reflect employees‟ perceptions of need satisfaction rather 

than antecedent need-supportive conditions or potential consequences. Second, specific work 

setting terminology was avoided such that the scale would be applicable to all work contexts. 

Finally, both positive (i.e. need satisfaction) and negative (i.e. need frustration) items were 

included for the abovementioned theoretical reasons as well as to avoid that an acquiescence 

bias (i.e. the tendency to agree with all items; Biliet & McClendon, 2000) would contaminate 

participants‟ answers.  

All items were formulated as declarative statements following the stem „The following 

statements aim to tap into your personal experiences at work.‟ Responses were made on a 5-

point Likert scale ranging from 1 (totally disagree) to 5 (totally agree). The large pool of 

items was further reduced by the authors and a panel of four academic judges who were all 

familiar with SDT's conceptualization of basic psychological needs. The final item pool 

included 26 items: 8 items for autonomy, 10 for relatedness and 8 for competence. Before 

administration, these items were randomly ordered.  

Phase 2: Item selection 

First, we examined item completeness and the distributions of the item scores as 

indicated by the mean, median, standard deviation, skewness, and kurtosis in Sample 1. The 

number of missing values was low, ranging from 0 to 1%, and was considered to be random 

(Cohen & Cohen, 1983). The means of all items ranged from 1.58 to 4.20. All standard 

deviations exceeded .50, being indicative of adequate variability (Stumpf, Colarelli, & 

Hartman, 1983). Skewness values showed that particularly the relatedness-frustration items 

showed a tendency for low scores.  
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In a next step, we conducted exploratory factor analysis (EFA, principal components 

analysis) using an oblique rotation (i.e. PROMAX).The scree plot suggested that three or four 

factors could be retained (Cattell, 1966). Subsequent parallel Analysis (O‟Conner, 2000) 

supported the 4-factor solution. The first three factors clearly represented the needs for 

relatedness, competence and autonomy, respectively. The fourth factor was more difficult to 

interpret as it included one autonomy satisfaction item (i.e. „I feel pressured at work‟) and two 

competence satisfaction items (i.e. „I really have to make an effort to do my job well‟ and „I 

sometimes think my job is difficult‟). As we aimed to reduce the total number of items we 

deleted these three items, leaving a set of 23 items (7 autonomy, 10 relatedness and 6 

competence items). We further optimized the scale length using corrected item-total 

correlations. As shown in the Appendix, all items met the cut-off criterion of .30 (Nunnally & 

Bernstein, 1994). To arrive at six items per need, further item deletion within the autonomy 

and relatedness subscales was carried out via a process of stepwise removal of the items with 

lower corrected-item-total correlations, thereby keeping the balance of need satisfaction and 

need frustration items. In the final set of 18 items, the scales of autonomy and relatedness 

contained three satisfaction and three frustration items, while the competence scale included 

four satisfaction and two frustration items.  

The factor structure of this final set of items was then examined via EFA (Table 3). 

Both the scree test and parallel analysis favoured the three factor structure, which clearly 

included the needs for competence, relatedness and autonomy. All items had a minimum 

pattern loading of |.58| on their expected factor and no cross-loadings above |.14| emerged.  

Phase 3: Factor structure 

Next, we examined the factor structure of the need satisfaction scale and test the 

discriminant validity of the different subscales. To this end, a Confirmatory Factor Analysis 

(CFA) was conducted, using maximum likelihood estimation in Lisrel 8.54 (Jöreskog & 

Sörbom, 2004). To rule out potential methodological explanations if the results of the CFA in 

Sample 2 would fail to confirm the earlier results obtained in the EFA in Sample 1, CFA was 

performed in Sample 1 as well as in Sample 2 (Van Prooijen & van der Kloot, 2001).  

In each sample, the hypothesized 3-dimensional model (Model A) was compared with 

three different 2-dimensional models in which two needs were taken together and contrasted 

with the remaining need (Model B-D) and with the 1-factor model combining all three 

dimensions (Model E). Additionally, the 3-factor model was compared to a two factor model 
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(Model F) differentiating between need satisfaction and need frustration items. In addition to 

these first order factor models, two higher order factor structures were examined. Specifically, 

in Model G, the three needs were modelled as higher order factors with each of them being 

represented by a first order need satisfaction and need frustration component. In Model H, 

need frustration and need satisfaction were modelled as higher order factors, each enclosing 

three first order factors including either the satisfaction or the frustration items of the needs.  

As suggested by Hu and Bentler (1999) model fit was evaluated using three goodness 

of fit indices: the Root Means Square Error of Approximation (RMSEA), the Comparative Fit 

Index (CFI) and the Standardized Root Means Square Residuals (SRMR). RMSEA below .05 

in combination with SRMR values below .09 indicate excellent fit, whereas values below .08 

and .10, respectively, indicate good fit (Byrne, 2001). CFI cut-off values of .95 indicate 

excellent fit, whereas values of .90 indicate good fit (Hu & Bentler, 1999). Satorra–Bentler 

Scaled Chi² (SBS-Chi²; Satorra & Bentler, 1994) difference tests were used to evaluate the 

differences in fit. As data screening using Prelis 2.71 (Jöreskog & Sörbom, 2004) revealed 

data non-normality at the univariate and the multivariate level, in all subsequent models, both 

covariance matrix and the asymptotic covariance matrix was used, and the Satorra-Bentler 

Scales Chi-square (SBS-², Satorra & Bentler, 1994) instead of the common ² was inspected 

(see Table 4).  

Results revealed that the 3-factor solution (Model A) fitted the data well in both 

Sample 1 and 2 (Table 4). Moreover, significant differences in Chi²-value indicated that 

Model A yielded a superior fit compared to any other first-order factor model in both samples. 

All items had significant loadings (ranging from .50 to .85, p < .001, with an average loading 

of .67 in both samples) on their intended latent factor. Further, as respects the second-order 

factor models, Model G was superior to Model H.
1
 These results indicate that the W-BNS-

items are most meaningfully grouped content-wise (i.e. in terms of the needs for autonomy, 

competence and relatedness; Model G) rather than in terms of the distinction between the 

positively (i.e. satisfaction) and negatively (i.e. frustration) worded items (Model H). In sum, 

the results of the CFA favoured the 3-factor structure of the questionnaire and indicated the 

distinctiveness of the subscales for autonomy, relatedness and competence. The 3-factor 

model also yielded good fit in Sample 3, SBS-² (132) = 234.91, p < .001; CFI = .93, 

RMSEA = .07; SRMR = .09, and Sample 4, SBS-² (132) = 232.42, p < .001; CFI = .92, 

RMSEA = .08; SRMR = .08, which provides further evidence for the scale‟s internal 

structure.  
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Phase 4: Intercorrelations, reliability and method effects 

Across the four samples, the latent variables of autonomy and competence satisfaction 

correlated on average .46, autonomy and relatedness satisfaction correlated on average .58, 

and competence and relatedness satisfaction correlated on average.28. The reliabilities of the 

autonomy, competence, and relatedness satisfaction scales were on average .81, .85, and .82, 

respectively.  

Although the scales were reliable, as the W-BNS relies on self-report, method effects 

may contaminated the responses. To examine this issue, we investigated whether impression 

management biases the work-related need satisfaction scale. Analyses were performed in 

Sample 2, following the procedure outlined by Williams and colleagues (Williams & 

Anderson, 1994). First, a baseline model was computed in which impression management 

does not confound the responses on the W-BNS. In this model the relations between the latent 

variable for impression management and the three needs were constrained to zero; SBS-² 

(662) = 935.65, p < .001; RMSEA = .05; CFI = .93 and SRMR = .09. Second, a confounded 

measurement model was inspected in which impression management was assumed to 

influence the responses on the W-BNS. In this model, paths were allowed between impression 

management and the indicators of the different needs, that is, the 18 need-items; SBS-² (644) 

= 913.68, p < .001; RMSEA = .05; CFI = .94 and SRMR = .07. The size of the paths between 

impression management and each of the items of the W-BNS ranged between .01 and .29, 

with an average loading of .11. The confounded model did not yield improved fit compared to 

the baseline model, SBS-² (18) = 21.97, ns, which suggested that impression management 

did not significantly confound participants‟ answers on the W-BNS.  

Phase 5: Criterion-related and discriminant validity 

Prior to assessing the criterion-related validity of W-BNS, it was considered important 

to examine the potential overlap between work-related need satisfaction, environmental 

aspects and employees‟ functioning. CFA (available upon request) indicated that 4-factor 

models differentiating each of the three (first factor) needs from the criterion-related variables 

yielded a good fit to the data, which was better compared to the alternative 3-factor models in 

which the criterion-related variables were modelled as a latent factor together with one of the 

needs. These results suggest that the need satisfaction measures can be distinguished from the 

criterion-related variables.  

The correlations between satisfaction of the three needs and the criterion-related 
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variables are presented in Table 5. The comparison of these correlations using the procedure 

of Meng, Rosenthal and Rubin (1992) learned that task autonomy was more strongly related 

to autonomy satisfaction than to satisfaction of the needs for competence (zSample 3= 2.53; 

zSample 4= 3.96, p’s < .001) and relatedness (zSample 3= 5.42, p < .001; zSample 4 = 2.61, p < .01). 

These results support Hypothesis 1a. In line with Hypothesis 1b, in Sample 3, skill utilization 

was more strongly associated with competence satisfaction than with autonomy satisfaction 

(zSample 3= 2.04, p < .05) but was equally related to competence satisfaction and relatedness 

satisfaction (zSample 3= 1.12, ns). Hypothesis 1b could thus be partially corroborated in Sample 

3. In Sample 4, skill utilization was more strongly related to autonomy (zSample 4= -7.04, p < 

.001) and relatedness (zSample 4= -4.91, p < .001) than to competence satisfaction, to which is 

was unrelated. Hypothesis 1b was thus rejected in Sample 4. In line with Hypothesis 1c, 

social support was more strongly related to relatedness than autonomy (zSample 3= 3.47; zSample 4 

= 3.68, p’s < .001) and competence (zSample 3= 5.28; zSample 4 = 3.76, p’s < .001) satisfaction.  

As expected, satisfaction of each of the three needs was positively associated with job 

satisfaction (Hypothesis 2a) and vigour (Hypothesis 2b) and negatively with exhaustion 

(Hypothesis 2c). Further, in line with Hypothesis 2d, satisfaction of the three needs was 

positively related to life satisfaction. As expected, the associations with life satisfaction were 

somewhat less strong than the associations with work-related indicators of well-being. Two 

exceptions need to be mentioned: Competence satisfaction related more strongly to life 

satisfaction than to job satisfaction and satisfaction of the need for relatedness was more 

strongly related to life satisfaction than to vigour in Sample 3. In line with the hypotheses, 

work-related need satisfaction related positively to affective organizational commitment 

(Hypothesis 2e) and self-reported performance (Hypothesis 2f). Finally, as expected, all three 

needs related positively to autonomous motivation (Hypothesis 3a), while only autonomy 

satisfaction related negatively to controlled motivation (Hypothesis 3b).  

To assess the predictive validity of need satisfaction with respect to turnover, a logistic 

regression analysis was performed in Sample 4. In line with the expectations (Hypothesis 4), 

autonomy satisfaction associated negatively with effective turn-over (odd ratio = .37, p < 

.001), but no significant associations were found for competence (odd ratio = 1.07: ns) or 

relatedness (odd ratio = 1.05; ns) satisfaction. Hypothesis 4 was thus partially corroborated. 

Discussion 

In SDT, satisfaction of the basic needs for autonomy, competence, and relatedness is 
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considered as a crucial condition for individuals‟ thriving (Deci & Ryan, 2000). Several 

studies, across different life domains, have provided evidence for this claim (e.g. Deci & 

Ryan, 2008; Vansteenkiste et al., 2008). Research on need satisfaction in the field of 

organizational psychology, however, might be hampered by the lack of a valid and reliable 

domain-specific measure of need satisfaction. Therefore, the purpose of the present study was 

to develop a Work-related Basic Need Satisfaction scale (W-BNS) and validate its Dutch 

version. 

Results across four samples, totalling 1185 employees, provided good support for the 

psychometric properties of the work-related basic need satisfaction scale. Across the four 

samples, the scale demonstrated a clean factor structure. Consistent with SDT, the three needs 

satisfaction measures were found to represent related yet distinct constructs. Furthermore, the 

satisfaction and frustration items could best be modelled as simultaneous indicators of a 

higher order need construct, suggesting that satisfaction and frustration of each of the needs 

may best be conceived of as opposite poles of the same underlying continuum. The subscales 

for each of the needs proved to have good reliability and participants‟ answers to the items 

were not significantly affected by impression management.  

Further, in general, satisfaction of the three needs was found to be related to 

environmental aspects and employees‟ functioning in a predictable way, providing evidence 

for the criterion-related validity of the scale. In line with previous research (e.g. Van den 

Broeck et al., 2008b) work-related need satisfaction related positively to job resources. 

Specifically, as expected, task autonomy was most strongly correlated to autonomy 

satisfaction, whereas social support was most strongly related to relatedness satisfaction. The 

results of opportunities for skill utilization were less clear and rather mixed across the two 

samples as the relation between skill utilization and competence satisfaction was not 

consistently positive. A number of possible explanations can be provided to explain this 

unexpected result. First, this might suggest that the competence subscale of the W-BNS 

leaves room for improvement. Second, from a theoretical point of view, the opportunity to use 

one‟s skills may not guarantee that one masters each of the tasks. Satisfaction of the need for 

competence is however largely dependent upon such feelings of mastery. Thus, skill 

utilization might yield a more distant relation to competence satisfaction: Its competence-

satisfying effect would, for example, depend on the novelty and difficulty of the task. This 

might have been particularly influential in Sample 4, which consisted predominately of 

employees with lower levels of education: Especially for these individuals, new tasks might 
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be too demanding to experience competence satisfaction. We would like to encourage further 

research to examine this issue in greater detail.  

Consistent with the assumption that need satisfaction relates to both hedonic and 

eudaimonic well-being, as well as ill-being (Ryan & Deci, 2000; Ryan et al., 2008), 

satisfaction of the three needs related positively to job satisfaction and vigour (i.e. the main 

component of work engagement) and negatively to exhaustion (i.e. the core of burnout). The 

positive associations between need satisfaction and well-being also emerged for the more 

general and domain-encompassing outcome of life satisfaction. Still, in line with our 

expectations, work-related need satisfaction tended to relate somewhat less strongly to life 

satisfaction than to the aspects of work-related well-being. The latter set of findings supports 

the divergent validity of the need satisfaction measure and highlights the importance of 

domain-specific measurements (Vallerand, 1997).  

Results furthermore confirmed the hypothesized positive associations between need 

satisfaction, affective commitment, and performance, indicating that the beneficial effects of 

need satisfaction go beyond employees‟ well-being. Satisfaction of each of the needs also 

related positively to employees autonomous motivation, whereas only autonomy satisfaction 

related negatively to controlled motivation. The latter finding further justifies the 

differentiation between the three needs and provides further evidence that the relationships 

between each of the three need satisfaction variables and employees‟ functioning are not 

attributable to common method-variance. Finally, need satisfaction also related to an objective 

indicator, that is, turnover. However, only autonomy satisfaction seemed to prevent turnover. 

This finding is consistent with research in other life domains, showing that autonomous 

functioning is associated with less school drop-out (e.g. Vansteenkiste, Zhou, Lens, & 

Soenens, 2005; Vallerand, Fortier, & Guay, 1997).  

Limitations and Suggestions for Further Research  

Some limitations need to be acknowledged. First, the current measurement relies on 

employees‟ self-reports to assess the internal process of need satisfaction. Although the 

present findings indicate that impression management did not significantly bias the results, 

future studies might examine whether other methodological artefacts or personality factors 

may influence responses to the W-BNS (Podsakoff, MacKenzie, Lee, & Podsakoff, 2003). 

Second, the present findings support the criterion-related validity of the W-BNS by means of 

cross-sectional associations (Hinkin, 1998) and its predictive validity regarding turnover. 

Future studies may further examine causal relations between work-related need satisfaction 
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and its antecedents (e.g. leadership and remuneration systems) and consequences (e.g. 

productive and counterproductive behaviour) by means of longitudinal, cross-lagged or (field-

) experimental studies. Other studies might focus on intra-individual differences in need 

satisfaction and their correlates, for example, by using diary studies. Indeed, within 

individuals, day-to-day variations in optimal functioning are likely to become prominent as a 

function of the degree in which altering situations satisfy the basic psychological needs (Reis 

et al., 2000).  

Third, the present study included a heterogeneous convenience sample as well as 

different organization-specific samples. Future research in different sectors and countries 

may, however, further add to the generalizability of the findings. In a first step, the present 

study validated the Dutch version of the scale. We hope these results may encourage future 

research to validate the scale in other languages.  

Finally, future studies might also examine the relative contribution of each of the 

needs in the prediction of various outcomes. The current results indicate that all three needs 

associate with employees‟ well-being, whereas only (the lack of) autonomy satisfaction was 

predictive of turnover. Future research may explore whether the needs for autonomy, 

competence and relatedness yield different relations with particular outcomes such that each 

of the needs relates to unique aspects of workers‟ optimal functioning (e.g. Greguras & 

Diefendorpff, 2009). The current measure allows for testing this assumption.  

Conclusions 

In sum, the present results support the psychometric properties of the Dutch version of 

the work-related need satisfaction scale. We hope this measure may assist researchers who 

seek to study employees‟ need satisfaction. In our view, the use of a validated need 

satisfaction measure rather than the reliance on ad hoc need satisfaction measures allows for 

more consistent cross-study comparisons and contributes to a more unified development of 

this field. On the practical level, these results indicate that work-related need satisfaction 

versus frustration yields implications for individuals‟ functioning, both on the job and in 

general. Employees might therefore want to assess and regulate the need supportive character 

of their jobs and seek for environments which nourish their motivational energy and stimulate 

optimal functioning. Need satisfaction might be a point of interest for organizations as well, 

as it might be helpful in assessing and improving the motivational impact of organizational 

aspects such as job design (Van den Broeck et al., 2008b). Paying attention to employees‟ 
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need satisfaction might furthermore enhance employees‟ functioning and, therefore, help to 

reduce costs associated with stress or turnover, and increase productivity. We hope that the 

availability of a balanced, valid, and reliable measurement of need satisfaction at work 

stimulates work and organizational psychologists to examine these issues and to study the role 

of need satisfaction in the context of work in general.  
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Appendix 

Items of the W-BNS 

Items 
Corrected Item – 

Total Correlations 

Need for Autonomy  

I feel free to express my ideas and opinions in this job.* .59 

I feel like I can be myself at my job. .69 

At work, I often feel like I have to follow other people‟s commands. (R) .61 

If I could choose, I would do things at work differently. (R) .57 

The tasks I have to do at work are in line with what I really want to do. .61 

I feel free to do my job the way I think it could best be done. .59 

In my job, I feel forced to do things I do not want to do. (R) .54 

Need for competence  

I don‟t really feel competent in my job.* .46 

I really master my tasks at my job. .60 

I feel competent at my job. .70 

I doubt whether I am able to execute my job properly.* .56 

I am good at the things I do in my job. .66 

I have the feeling that I can even accomplish the most difficult tasks at 

work. 
.59 

Need for Relatedness  

I don‟t really feel connected with other people at my job. (R) .65 

At work, I feel part of a group. .63 

I don‟t really mix with other people at my job. (R) .63 

At work, I can talk with people about things that really matter to me. .63 

I often feel alone when I am with my colleagues. (R) .59 

At work, people involve me in social activities.* .44 

At work, there are people who really understand me.* .60 

Some people I work with are close friends of mine. .63 

At work, no one cares about me. (R)* .59 

There is nobody I can share my thoughts with if I would want to do so. (R)* .49 

Note: (R) Reversed item. * item not included in the final scale. The current study reports on the Dutch 

version of the W-BNS, the validity of the English version remains to be studied. The items were 

translated using the translation/back-translation procedure. The French version of the W-BNS is 

available upon request from the corresponding author. 
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Table 1 

Demographic Characteristics of the Participants in the Four Samples 

 

 
 

Sample 1 Sample 2 Sample 3 Sample 4 

N 
 

560 194 170 261 

Gender Male 51% 35% 33% 46% 

 Female 49% 65% 67% 54% 

Age Range 21 – 63 years 22 – 54 years 22 – 60 years 18-58 years 

 Mean 38.62 years 29.52 years 36.70 years 28.23 years 

 SD 11.25 years 6.43 years 8.17 years 9.00 years 

Education 
Primary or Secondary 

education 
39% 0% 29% 41% 

 Bachelor‟s degree 44% 0% 56% 54% 

 Masters‟ degree 17% 100% 15% 5% 

Professional level Blue collar worker 17% 0% 0% 0% 

 
Administrative 

personnel 
40% 0% 41% 100% 

 Professionals 20% 65% 35% 0% 

 Managers  5% 35% 24% 0% 

Hours worked Full-time 77% 100% 73% 71% 

 Part-time 23% 0% 27% 28% 

Contract 
Fixed 

93% - 94% 13% 

 
Temporary 

7% - 6% 86% 

Tenure  Range 
1 month – 

 37 years 

3 months –  

31 years 

1 month –  

39 years 

1 week –  

7 years 

 Mean 9.50 years 6.52 years 9.78 years 1.24 years 

 SD 9.96 years 6.42 years 10.55 years 1.72 years 
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Table 2 

Overview of the Sample throughout the Five Phases 

  Sample 1 Sample 2 Sample 3 Sample 4 

Phase 1 Item development     

Phase 2 Item selection x    

Phase 3 Factor structure  x x x x 

Phase 4 Intercorrelations x x x x 

 Reliability x x x x 

 Method effects  x   

Phase 5 Criterion-related and discriminant validity     

   Job resources  

   (i.e. task autonomy, skill utilization) 
  x x 

   Well-being 

   (i.e. jobsatisfaction, engagement, burnout) 
  x x 

   Organisational commitment   x x 

   Performance   x x 

   Motivation   x  

   Predictive validity     

   Turnover    x 
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Table 3 

Pattern-coefficients of the Exploratory Factor Analysis on the items of the W-BNS 

  Component 

  1 2 3 

I don‟t really feel connected with other people at my job. (R) .05 -.84 .09 

At work, I feel part of a group. .05 .68 .08 

I don‟t really mix with other people at my job. (R) .03 -.82 .08 

At work, I can talk with people about things that really matter to me. -.03 .60 .20 

I often feel alone when I am with my colleagues. (R) -.09 -.72 .06 

Some people I work with are close friends of mine. -.03 .72 .06 

I don‟t really feel competent in my job. (R) -.59 .11 .08 

I really master my tasks at my job. .81 -.01 -.10 

I feel competent at my job. .85 -.01 -.05 

I doubt whether I am able to execute my job properly. (R) -.58 -.04 -.20 

I am good at the things I do in my job. .82 .04 -.01 

I have the feeling that I can even accomplish the most difficult tasks at 

work. 
.71 .05 .07 

I feel like I can be myself at my job. .14 -.12 .61 

At work, I often feel like I have to follow other people‟s commands. (R) .09 -.07 -.85 

If I could choose, I would do things at work differently. (R) .10 -.05 -.82 

The tasks I have to do at work are in line with what I really want to do. .07 .01 .70 

I feel free to do my job the way I think it could best be done. .11 -.01 .65 

In my job, I feel forced to do things I do not want to do. (R) .04 .11 -.64 

Note: (R) Reversed item
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Table 4 

Fit indices for the Various Measurement Models of Need Satisfaction in Sample 1 and 2 

Sample  
 Models SBS-² df p RMSEA CFI SRMR 

Compared 

with 

SBS-

² 
df p 

Sample 1 

Model A Autonomy vs. Relatedness vs. Competence 247.00 132 .001 .04 .98 .05     

Model B Autonomy-Relatedness vs. Competence 672.72 134 .001 .09 .94 .07 A 425.72 2 .000 

Model C Autonomy-Competence vs. Relatedness 779.65 134 .001 .09 .93 .08 A 532.65 2 .000 

Model D Autonomy vs. Relatedness-Competence 1234.14 134 .001 .12 .89 .10 A 987.14 2 .000 

Model E Autonomy-Relatedness-Competence 1343.70 135 .001 .13 .87 .10 A 1096.70 3 .000 

Model F Need Satisfaction vs. Need Frustration 1353.88 134 .001 .13 .88 .10 A 1106.88 2 .000 

Model G 2nd order factors of the Three Needs 167.11 126 .01 .02 .99 .04     

Model H 2nd order factors of Satisfaction vs. Frustration 327.74 128 .001 .05 .96 .07 G 160.63 2 .000 

Sample 2 

Model A Autonomy vs. Relatedness vs. Competence 204.18 132 .001 .05 .96 .07     

Model B Autonomy-Relatedness vs. Competence 581.68 134 .001 .13 .89 .13 A 377.50 2 .000 

Model C Autonomy-Competence vs. Relatedness 472.93 134 .001 .11 .90 .11 A 268.75 2 .000 

Model D Autonomy vs. Relatedness-Competence 1236.74 134 .001 .20 .78 .18 A 1032.56 2 .000 

Model E Autonomy-Relatedness-Competence 1086.08 135 .001 .18 .77 .17 A 881.90 3 .000 

Model F Need Satisfaction vs.Need Frustration 1086.21 134 .001 .18 .77 .17 A 882.03 2 .000 

Model G 2nd order factors of the Three Needs 170.51 126 .01 .04 .97 .06     

Model H 2nd order factors of Satisfaction vs. Frustration 346.66 128 .001 .09 .90 .13 G 176.15 2 .000 
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Table 5 

Zero-order Correlations between Need Satisfaction, Job Resources and Employees’ Functioning in 

Sample 3 and 4 

 
Need for 

Autonomy 
Need for Competence Need for Relatedness 

 Sample 3 Sample 4 Sample 3 Sample 4 Sample 3 Sample 4 

Job Resources       

  1. Task Autonomy .45** .47** .23** .22** .02 .33** 

  2. Skill Utilization .13 .55** .32** .10 .21** .38** 

  3. Social Support .34** .39** .10 .33** .58** .58** 

Optimal functioning       

  4. Job Satisfaction .66** .54** .18* .15* .41** .40** 

  5. Vigor .54** .49** .41** .31** .38** .40** 

  6. Exhaustion -.52** -.28** -.27** -.26** -.32** -.23** 

  7. Life Satisfaction .30** .22** .24** .16** .41** .32** 

  8. Organizational  

      Commitment                             
.51** .58** .18* .18** .36** .42** 

  9. Performance .31** .21** .44** .35** .19* .18** 

10. Autonomous 

      Motivation 
.59**  .23**  .40**  

11. Controlled  

      Motivation 
-.18*  .00  .00  

 Note * p <.05; ** p< .01 





 

 

Chapter 9  

 

Unemployed individuals' work values and job 

flexibility: 

An explanation from Expectancy-Value Theory and 

Self-Determination Theory 

 

Changes in the contemporary labour market have resulted in an increasing demand for 

flexibility in the work context. The present research examines the associations between 

unemployed individuals‟ work values and their attitudes towards job flexibility. Consistent 

with Expectancy-Value Theory, results showed that the general concept of employment value 

was positively related to all measured types of flexibility, that is: training flexibility, pay 

flexibility, the flexibility to accept a monotonous job and the flexibility to accept an under 

qualified job. In line with Self-Determination Theory, holding an intrinsic work value 

orientation related positively to training and pay flexibility, whereas  extrinsic work value 

orientation was negatively related to these two types of flexibility. Overall, these results 

indicate that not only the degree of employment value but also the content of unemployed 

individuals' work value orientations matter in understanding their job flexibility.  

 

 

 

 

 

 

In press as: Van den Broeck, A., Vansteenkiste, M., Lens, W., De Witte, H. Unemployed 

individuals' work values and job flexibility: An explanation from expectancy-value theory and 

self-determination theory. Applied Psychology: An International Review.   
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Many researchers have suggested that the labour market has changed profoundly 

during the past decades (e.g. Brewster, Mayne, & Tregaskis, 1997). Globalization and the 

growing international competition have created an economic context in which flexibility 

occupies a prominent place. Whereas “productivity” was the main concern in the 1970s and 

quality management was of primary interest in the 1980s, being able to respond flexibly to the 

increasing and fast changing customer needs has become the primary criterion for economic 

survival since the 1990s (Aggarwal, 1997). To meet this demand for flexibility, organizations 

are increasingly counting on human based flexibility to create a competitive advantage in the 

globalized economy (Peiro, Garcia-Montalvo, & Garcia, 2002; Reilly, 1998a). To achieve 

such flexibility, organizations might not only count on the flexibility of their employees, but 

might in their recruitment process also select unemployed individuals who are willing to be 

flexible.  

Some studies on individuals' attitudes towards labour market flexibility have found 

inter-individual differences in the willingness to accept jobs that require some form of 

flexibility (e.g. Peiro, et al., 2002; van den Berg, & van der Velde, 2005). Most of these 

studies describe which background characteristics such as age, marital status and educational 

level are associated with the willingness to adopt a flexible attitude, but lack a strong 

theoretical framework. In addition, these studies focus on specific groups such as youngsters 

(e.g. Peiro et al, 2002) or employees from a specific firm (e.g. Van den Berg, & van der 

Velde, 2005). Therefore the generalizability of their results to more heterogeneous samples 

and unemployed individuals remains to be demonstrated.  

This study aimed to examine unemployed individuals' attitudes towards flexibility in 

greater detail. Specifically, as values are considered to be important antecedents of 

individuals' attitudes (De Witte, 2004; Rokeach, 1973), we rely on the concepts of work 

values to predict variability in unemployed individuals' attitudes towards job flexibility. The 

concept of values is approached from two theoretical angles, that is, Expectancy-Value 

Theory (EVT; Feather, 1982, 1989) and Self-Determination Theory (SDT; Deci & Ryan, 

2000; Vansteenkiste, Lens, & Deci, 2006). EVT deals with the motivational consequences of 

the importance people ascribe to being employed in general (e.g. employment value). The 

validity of employment value for the context of unemployment has been documented 

extensively (e.g. Feather & O'Brien, 1986). Its predictive validity regarding unemployed 

individuals‟ flexibility, however, remains to be demonstrated. SDT has only recently been 

applied to the context of unemployment (e.g. Vansteenkiste, Lens, Dewitte, De Witte, & Deci, 
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2004). This theory may however help to understand how different types of unemployed 

individuals‟ work values (i.e. intrinsic vs. extrinsic; Kasser & Ryan, 1996) are related to the 

acceptance of jobs requiring different types of flexibility. Before detailing EVT and SDT and 

presenting our hypotheses regarding the relations between values and unemployed 

individuals' flexibility, we introduce the concept of flexibility among unemployed individuals 

and specify some of its different types.  

Flexibility among unemployed individuals 

Flexibility has become a central component of various organizational design and 

management theories (Tregaskis, Brewster, Mayne, & Hegewisch, 1998) and has been studied 

in different aspects including organizational flexibility, technological flexibility, and work 

force flexibility (Kara, Kayis, & O'Kane, 2002). Consequently, a broad range of definitions 

and typologies on flexibility has been developed (Reilly, 1998a, 1998b). In spite of or perhaps 

due to these different approaches, the concept of flexibility itself remains rather unclear. Most 

definitions of flexibility, however, have in common that they refer to "an ability to respond 

effectively to changes".  

This study deals with the flexibility of unemployed individuals and their attitudes 

towards the changing demands and job offers of the labour market. Therefore, we define 

unemployed individuals' flexibility as the strictness of their demands regarding their future 

job, that is, their willingness to accept a job that deviates from a standard job (De Witte, 1993; 

Vandoorne, De Witte, & Hooge, 2000). If unemployed individuals are willing to accept any 

job that is offered to them, even those which require additional effort or sacrifices, they are 

said to be highly flexible. In contrast, if unemployed individuals are narrowly focused on 

particular types of jobs, they are said to demonstrate a low level of flexibility. Unemployed 

people's flexibility is likely to covary with the length of their unemployment and/or the 

number of rejected job offers (De Witte, 1993; Kanfer, Wanberg, & Kantrowitz, 2001). 

Obviously, as highly flexible unemployed individuals are less picky, they can choose from a 

wider set of job offers and will probably more easily and swiftly find a job compared to less 

flexible unemployed individuals.  

The current study focuses on four types of flexibility, which are related to the 

dimensions of underemployment as defined by Feldman (1996); that is, training flexibility, 

pay flexibility, flexibility to accept a monotonous job, and flexibility to accept an under 

qualified job. First, training flexibility refers to the willingness of unemployed individuals to 
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attend an additional training program to gain (re)employment. Unemployed individuals‟ 

training flexibility is related to Feldman's concept of underemployment in terms of having a 

job outside the area of one's formal education (Feldman, 1996). It is equivalent to employees‟ 

training motivation, which concerns employees' willingness to broaden their skills and 

competencies trough training courses (Kanfer, et al., 2001). Second, pay flexibility concerns 

the rigorousness of unemployed individuals' referential or minimum wage that must be 

offered before one considers a job to be financially worthwhile (Jones, 1988). It refers to the 

willingness to accept a job that pays less compared to one's former job or compared to what 

can be expected based on one's educational level. Unemployed individuals‟ pay flexibility is 

related to Feldman's concept of underpayment. Third, the flexibility to accept under qualified 

work refers to an unemployed person's willingness to accept a job that requires lower 

qualifications than (s)he possesses in terms of educational schooling or work experience 

(Feldman, 1996). Finally, the flexibility to accept a monotonous job can be described as an 

unemployed person's willingness to accept an uninteresting and unchallenging job. 

Although various other types of flexibility exist (e.g. temporal flexibility, locational 

flexibility; Reilly, 1998a), studying the antecedents of the aforementioned types of flexibility 

is particularly important as they are likely to lead to employment of a different quality and, 

hence, might yield different effects on individuals‟ well-being and behaviour over time 

(Feldman, 1996). If unemployed individuals are, for instance, flexible in accepting an under 

qualified job, they are likely to arrive in a situation of over qualification, which has been 

found to be associated with lower job satisfaction and organisational commitment and higher 

turnover intentions (e.g. Maynard, Joseph, & Maynard, 2006). Equally, theories and empirical 

studies on job characteristics (e.g. Hackman & Oldham, 1976; Warr, 1987) and job-person fit 

(e.g. Kristof-Brown, Zimmerman, & Johnson, 2005) suggest that a lack of skill utilization, 

which is likely to follow from accepting a monotonous job, might yield negative 

consequences. In contrast, if unemployed individuals are flexible in accepting a job that 

requires an additional training program, they are likely to benefit from doing so. Previous 

research has shown that employees' willingness to attend a training program is associated with 

increased skill acquisition, self-efficacy, organizational commitment, job involvement and 

career exploration (e.g. Colquitt, Lepine, & Noe, 2000). 

To our knowledge, only one study has examined the relationships between individuals' 

values and their attitudes towards flexibility (Peiro, et al., 2002). These authors showed that 

youngsters who strongly value extensive holidays, little pressure and job security were more 
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willing to accept under qualified work or a job that does not offer the opportunity to use their 

skills. In contrast, youngsters who value having responsibility and opportunities to learn were 

unwilling to accept a job that lacked learning opportunities, but were flexible in accepting a 

job that would require higher qualifications. The present study aims to extend this work by (a) 

sampling a group of unemployed individuals, (b) including assessments of pay flexibility and 

training flexibility in addition to the flexibility to accept an under qualified and monotonous 

job, and (c) using two well established social motivational frameworks (i.c., EVT and SDT), 

which are presented in more detail in the following sections.  

Unemployed individuals’ values and flexibility 

To define individuals‟ work values more precisely and to derive hypotheses 

concerning the relationships between work values and flexibility, we rely on Expectancy 

Value Theory (EVT; Vroom, 1964; Feather, 1990) and Self-Determination Theory (SDT; 

Deci & Ryan, 2000).  

Expectancy Value Theory 

Expectancy-Value Theory (Vroom, 1964) is a cognitive-motivational model in which 

individuals' motivation to strive or choose for a particular goal is regarded as a 

(multiplicative) function of their expectancies to successfully attain this goal and the 

subjective valence the individual ascribes to that goal. According to Feather (1990, 1992a, 

1992b), who applied EVT to the context of unemployment, valences may originate from more 

general values, as values would function as standards or criteria that determine peoples‟ 

attitudes and behaviours.   

Apart from paying some attention to individuals‟ valuation of specific job aspects such 

as opportunities for skill utilization, variety and influence (e.g. Feather & O'Brien, 1986), 

most attention within EVT has been paid to the general concept of employment value or 

employment commitment. The concept of employment value describes a general attachment 

to work or the general importance ascribed to having a job or being employed (see also 

Isaksson, Johansson, Bellaagh, & Sjoberg, 2004; Jackson, Strafford, Banks, & Warr, 1983). 

Employment value is a central aspect of the experience of work because it determines the 

meaning that work, jobs and related experiences have for people (George & Jones, 1997).  

According to EVT, unemployed individuals who highly value employment are willing 

to engage in various behaviours to achieve employment and invest a considerable amount of 
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psychological and physical energy in finding a job (Kanfer, et al., 2001). As being flexible 

might help unemployed individuals to realize their highly valued goal of finding 

(re)employment, unemployed individuals who strongly value being employed might be more 

in favour of being flexible and accept any type of job. In line with this reasoning, we 

hypothesized that:  

Hypothesis 1: Employment value positively predicts all the aforementioned types of 

flexibility; that is: training flexibility, pay flexibility, flexibility to accept monotonous work 

and flexibility to accept an under qualified job.  

In examining the extent to which work and employment occupy a central place in 

unemployed persons‟ lives, EVT researchers have mainly been paying attention to the level or 

quantity of unemployed individuals‟ motivation to find a job (Vansteenkiste, Lens, De Witte, 

& Feather, 2005). However, in addition to how much importance an unemployed person 

ascribes to employment, also the content or quality of peoples‟ work values could be 

considered (Kanfer, et al., 2001). Not all unemployed individuals who highly value 

employment will be focused on the same type of work values. The different types of work 

values which unemployed individuals hold might predict their degree and type of job 

flexibility. Self-Determination Theory (SDT; Deci & Ryan, 2000; Vansteenkiste, Ryan, & 

Deci, in press) might help to shed light on this issue. 

Self-Determination Theory 

In SDT, intrinsic values such as personal growth, emotional intimacy, community 

contribution and health are differentiated from extrinsic values such as financial success, 

appealing appearance, status and power (Kasser, 2002; Vansteenkiste, Soenens, & Duriez, in 

press). These different value orientations are suggested to be associated with different 

outcomes. As intrinsically oriented individuals are focused on developing and actualizing 

their inherent potential, they are likely to satisfy their basic psychological needs for 

autonomy, competence and relatedness and therefore function optimally (Kasser & Ryan, 

1996). Extrinsically oriented individuals, in contrast, adopt an outward oriented focus and try 

to impress others by acquiring external signs of worth or importance. This impression 

management might lead them to engage in various stressful interpersonal comparisons 

(Lyubomirsky & Ross, 1997) and to develop a contingent sense of self-worth (Kernis, Brown, 

& Brody, 2000), which are likely to forestall their well-being and performance (Sheldon, 

Ryan, Deci, & Kasser, 2004). An excessive focus on extrinsic values might also come at the 

expense of the pursuit of intrinsic values and is therefore unrelated or even antagonistic to 
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basic psychological need satisfaction, which might further undermine individuals‟ adjustment 

and optimal performance (Vansteenkiste et al., 2007).  

In most SDT research (e.g. Kasser & Ryan, 1996) a relative measurement is used to 

study the effects of intrinsic, relative to extrinsic, value orientations on well-being, attitudes 

and performance. These studies have shown that pursuing intrinsic, compared to extrinsic, life 

value orientations positively predicts well-being and optimal functioning (for overviews, see 

Kasser, 2002). Recently, Vansteenkiste et al. (2007) found that holding an extrinsic, relative 

to an intrinsic, work value orientation as an employee was associated with lower job 

satisfaction, job vitality and job commitment and higher exhaustion (see also Amabile, Hill, 

Hennessey, & Tighe, 1994; Knoop, 1994). These direct relationships were mediated by 

employees‟ basic need satisfaction. The current study aims to build on this work by applying 

the distinction between intrinsic and extrinsic work values in a new domain (i.e. 

unemployment) and by examining the predictive validity of these different types work values 

for new outcomes (i.e. types of flexibility).  

Based on SDT, it is expected that the type of flexibility unemployed individuals are 

willing to display, varies as a function of the content of their work values. Specifically, it is 

argued that, all other things being equal, unemployed individuals will only be flexible in 

accepting particular types of jobs if these jobs allow them to realize their work values. 

Because intrinsically oriented unemployed individuals highly value personal development and 

growth at work, they were expected to be more likely to accept a job that requires them to 

follow additional training. This is because following such a training program would be 

perceived as contributing to their personal growth. Furthermore, intrinsically oriented 

individuals would be unwilling to accept monotonous or under qualified jobs, because such 

jobs only provide limited opportunities for skill development. Individuals who hold an 

extrinsic work value orientation would be less flexible in accepting an underpaid job because 

such jobs do not allow them to realize their extrinsic work value orientation. As under 

qualified jobs are unlikely to be paid well and provide little status, they are also little 

attractive for extrinsic oriented individuals. In sum, based on SDT, we hypothesized that: 

Hypothesis 2:  An intrinsic work value orientation is positively related to training 

flexibility and negatively to flexibility to accept a monotonous job and the flexibility to accept 

an under qualified job.  

Hypothesis 3: Holding an extrinsic work value orientation is negatively related to pay 

flexibility and the flexibility to accept an under qualified job.  
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These hypotheses were examined in a heterogeneous group of unemployed individuals 

after controlling for various background variables, including unemployed individuals‟ gender, 

age, education, professional level, unemployment duration and perceived financial hardship.  

Method 

Participants and procedure  

The data were collected in 2001 in Flanders, the Dutch speaking part of Belgium. At 

that time 6.4% of the potential work force was unemployed (www.steunpuntwav.be). 

Participants were recruited via individual or collective information sessions held by a Belgian 

government organisation (the VDAB
1
) which aims to support unemployed individuals to find 

employment. In Belgium, unemployed individuals regularly attend such sessions to increase 

their job application skills and their chances of finding (re)employment. Whereas some 

sessions were mandatory (e.g. individual counselling to screen the labour market skills and 

perspectives of the unemployed), others were optional (e.g. job applicant information 

sessions). During these sessions, participants were asked to fill out the questionnaire or were 

invited to take a questionnaire home and to return it to the office of the government program, 

from which it was collected by the researchers. The cover letter of the questionnaire 

emphasized the research purpose of the study and stressed anonymity and confidentiality of 

the answers. The questionnaires were offered to 350 unemployed individuals; 284 returned 

the questionnaires and constituted the final sample (response rate = 81%).  

Thirty-seven percent of the participants (N = 106) were male and 58% (N = 165) were 

female; 5% (N = 13) failed to disclose their gender. Thirty-seven percent of the participants 

(N = 104) were younger than 25 years; 40% (N = 113) were aged between 26 and 40 years 

and 18% (N = 52) were older than 41 years. Five percent of the participants (N = 15) did not 

fill out their age. Concerning participants' level of education, 8% (N = 24) were very lowly 

educated (i.e. primary education), 22% (N = 63) finished grade 9, 43% (N = 123) were 

moderately educated (i.e. high school), 17% (N = 47) had a college or university degree and 

10% (N = 27) did not provide information about their level of education. Considering 

professional level, 34% (N = 97) of the participants were previously employed as a blue collar 

worker, 28% (N = 80) had been employed as a white collar worker, 11% (N = 32) had been a 

member of an organization's board, 5% (N = 15) had been self-employed, 12% (N = 34) had 

never been employed and 9% (N = 26) did not disclose their former professional level. 

Concerning length of unemployment, participants indicated one of eight categories (i.e. less 

http://www.steunpuntwav.be/
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than 3 months, between 3 and 6 months, between 6 and 9 months, between 9 and 12 months, 

between 1 year and 2 years, between 2 and 5 years, between 5 and 10 years, more than 10 

years). Overall, twenty percent of the participants (N = 58) were less than three months 

unemployed, another 20% (N=57) were unemployed between three and six months, 26% (N = 

73) were unemployed between six months and one year, 29% (N = 83) were unemployed for 

more than 1 year and 5% of the participants (N = 13) did not provide information regarding 

their length of unemployment. Concerning their job search behaviour, 23% of the participants 

(N = 65) noted that they were not really looking for a job, 36% (N = 102) declared to search 

passively; that is, they considered the vacancies offered to them, but did not actively search 

for job openings, 41% (N = 117) stated to be actively searching for a job and to take initiative 

to find (re)employment.  

As shown in Table 1, the sample is not representative for the population of the 

unemployed individuals in Flanders at the time of the survey 

(http://arvastat.vdab.be/nwwz/index.htm). The slight underrepresentation of older and long 

term unemployed individuals is probably due to the fact that some of the sessions targeted 

especially younger unemployed of shorter duration (e.g. individual counselling). The 

underrepresentation of lowly educated unemployed is probably due to the fact that lowly 

educated individuals tend to participate less in surveys with written questionnaires 

(Rogelberg, 2002). Women are slightly overrepresented in the sample.  

Measures    

Perceived Financial Hardship.  Financial hardship was measured with a single item, 

reading “How much difficulty do you experience in making ends meet with your total net 

income?”. It was scored on a 5-point Likert-scale, ranging from 1 (No Difficulty at All) to 5 

(Much Difficulty; M = 3.12; SD = 1.06).  

Values. General employment value was measured with a widely used questionnaire, 

which can be found in Appendix (e.g. Feather, 1990). Participants indicated on a 5-point 

Likert scale form 1 (Completely Disagree) to 5 (Completely Agree) to what extent they valued 

having a job and disliked to be unemployed. Cronbach‟s  -item scale was .84 (M 

= 2.98; SD = .71). Intrinsic Work Values were measured with 5 items such as “I find it 

important to have an interesting job”. The scale for Extrinsic Work Values contained 3 items 

such as “I find it important to find a job that provides a high social status”. Items were rated 

on a 5-point Likert scale ranging from 1 (Not Important at all) to 5 (Very Important). Internal 

consistency of the intrinsic (M = 4.28; SD = .61) and extrinsic (M = 3.66; SD = .81) work 
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value orientation scales was .82 and .71, respectively.  

To examine whether these three sets of value items load on different factors, we 

performed a Confirmatory Factor Analysis (CFA), using LISREL 8.50 with maximum 

likelihood estimation on all value items (Jöreskog & Sörbom, 2004). As data non-normality at 

the univariate and the multivariate level was detected, the asymptotic covariance matrix was 

used in addition to the covariance matrix, and the Satorra-Bentler Scaled Chi-square (SBS-², 

Satorra & Bentler, 1994) was inspected. To evaluate the goodness of fit of the imposed factor 

structure, we examined the Root Mean Square Error of Approximation (RMSEA), the 

Standardized Root Mean Square Residual (SRMR), and the Comparative Fit Index (CFI). 

According to Kline (2005) cut-off values of .08 for RSMEA and SRMR and .90 for CFI 

indicate adequate fit. Two items of general employment value were removed due to low 

factor loadings ( = .12 and .06, respectively). The final model distinguished between the 

three factors for employment value, intrinsic work values and extrinsic work values and 

included four error correlations among six items of the general employment value 

measurement. The model yielded an adequate fit to the data; SBS-² (163) = 321.70, p < .001; 

RSMEA = .06, SRMR = .07, and CFI = .88. All observed variables had significant (p < .001) 

and moderate to strong loadings (ranging from .49 to .87) on their latent factor. Most 

importantly, the model containing three factors fitted the data better than the 1-factor model 

(²(3) = 395.60) or the 2-factor models in which employment value (²(2) = 122.99), 

intrinsic values (²(2) = 117.07) or extrinsic values (²(2) = 288.91) are opposed from the 

other value items; all ps < .001.  

Flexibility. The flexibility scale assessed participants‟ attitudes towards future jobs 

that required particular types of flexibility. The 11 questions were taken from a questionnaire 

constructed by De Witte (2001). Participants indicated on a scale from 1 (Totally Disagree) to 

5 (Totally Agree) to what extent they were willing to accept a job which would require (a) 

training flexibility  (e.g. “I am willing to accept a job that requires me to follow an additional 

training for six months”; 3 items; M = 3.74, SD = .91;  = .66); (b) pay flexibility (e.g. “I am 

willing to accept a job that pays less well than usual, given my level of schooling”; 2 items; M 

= 2.50, SD = 1.11;  = .82); (c) flexibility to accept a monotonous job (e.g. "I am willing to 

accept a boring and monotonous job"; 4 items; M = 1.94, SD = .77; 

to accept under qualified work (e.g. “I am willing to accept a job below my level of 

education”; 2 items; M = 2.63, SD = 1.05  = .74). CFA using LISREL 8.50 showed that the 

4-factor model yielded a good fit to the data; SBS-² (38) = 66.24, p < .001; RSMEA = .06, 
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SRMR = .09, and CFI = .95.  Factor loadings ranged from .40 to .89, all ps <.001. The 4-

factor model fitted the data better than any other 3-, 2-, or 1-factor model, which further 

supports the distinctiveness of the different types of flexibility.  

Results 

Preliminary analyses  

Independent t-testing indicated that male participants (M= 2.05) were more likely to 

accept a monotonous job than female (M = 1.86) participants, t (264) = 1.95, p = .05. No 

other significant gender effects were found. Pearson's correlation coefficients between the 

measured variables can be found in Table 2. Age was negatively correlated with level of 

education, professional level, and an intrinsic work value orientation and was positively 

correlated with unemployment length. Educational level was positively correlated with 

professional level, an intrinsic work value orientation, and training flexibility, whereas it was 

negatively correlated with length of unemployment, an extrinsic work value orientation and 

the flexibility to accept a monotonous job. Unemployment length correlated positively with 

perceived financial hardship and negatively with employment value and training flexibility. 

Perceived financial hardship related also positively to employment value and an extrinsic 

work value orientation. 

Concerning the intercorrelations between the psychological variables, employment 

value was positively related to an extrinsic work value orientation and to all four types of job 

flexibility. An intrinsic work value orientation was positively correlated with an extrinsic 

work value orientation and training flexibility and was negatively correlated with the 

willingness to accept a monotonous job. Holding an extrinsic work value orientation was 

negatively correlated with pay flexibility and the willingness to accept under qualified work. 

Training flexibility was positively related to pay flexibility and the flexibility to accept an 

under qualified job. Pay flexibility, flexibility to accept a monotonous job and the flexibility 

to accept an under qualified job were positively correlated. Overall, the correlational findings 

indicated that, as expected, employment value was positively correlated with all types of job 

flexibility and the findings tended to support our hypotheses regarding the differential 

associations between intrinsic and extrinsic work value orientations and job flexibility. 

Primary analyses  

As we deemed it important to examine whether the observed relations at the 
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correlational level would hold after controlling for background variables, and because we 

aimed to examine the unique predictive validity of the three values measures, we proceeded 

by conducting a set of hierarchical regression analyses. Herein, the control variables (i.e. 

gender, age, educational level, financial hardship, and employment length) were entered in 

Step 1, whereas employment value was added in Step 2, and intrinsic and extrinsic work 

value orientations were added simultaneously in Step 3. The results can be found in Table 3.  

As can be noticed in Step 1, level of education and unemployment length were 

respectively positively and negatively related to training flexibility. Gender and level of 

education negatively predicted individuals‟ willingness to accept a monotonous job. Age, 

professional level and perceived financial hardship did not yield unique associations with any 

of the types of job flexibility. 

When entered in Step 2, employment value was found to be positively associated with 

all types of job flexibility. The amount of explained outcome variance by employment value 

above and beyond these demographic variables varied between 3% and 14%. The insertion of 

intrinsic and extrinsic work value orientations in Step 3 resulted in a further significant 

increase in explained variance in training flexibility (14%) and pay flexibility (8%). More 

specifically, an intrinsic work value orientation was positively related to training and pay 

flexibility, whereas an extrinsic work value orientation was negatively related to both these 

types of flexibility. Employment value remained a significant positive predictor of all types of 

job flexibility after introducing intrinsic and extrinsic work value orientations in Step 3. 

Discussion 

This study aimed to advance our understanding of unemployed individuals‟ attitudes 

towards flexibility by studying their willingness to be flexible in accepting jobs which require 

additional training or jobs which are poorly paid, monotonous or under qualified. As values 

are considered important determinants of individuals‟ attitudes (Rokeach, 1973), we aimed to 

examine the relationships between unemployed individuals‟ values and their willingness (i.e. 

positive attitude) versus resistance (i.e. negative attitude) to be flexible. In doing so, we made 

use of two well validated motivational frameworks; that is, Expectancy-Value Theory (EVT) 

and Self-Determination Theory (SDT) which have both been applied to the context of 

unemployment before. Based on EVT, we predicted that attaching great importance to being 

employed would be associated with accepting all examined types of flexibility. Based on 

SDT, we expected that by making a qualitative differentiation between intrinsic and extrinsic 
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value orientations, a more selective pattern of acceptance of particular types of flexibility 

would emerge.  

In line with our first hypothesis, results showed that general employment value was 

positively related to all the studied types of flexibility. The more unemployed individuals 

value being employed, the less they have particular wishes concerning their future job, and 

the more they are willing to accept any job that is offered to them. These results are consistent 

with EVT, which suggests that unemployed people who are highly committed to employment 

might go to great lengths to get a job. Notably, employment value showed a particularly 

strong relationship with the flexibility to accept a monotonous job. Unemployed individuals 

who strongly value being employed are perhaps most flexible in accepting this type of jobs, 

because it represents the most likely way of becoming employed, as few people desire such 

jobs. Indeed, the mean score for this type of flexibility is very low (M = 1.94) and lower than 

the mean scores of the three other types of flexibility. Thus, opting for a monotonous job 

might be shortest route to become employed, the ultimate goal of unemployed individuals 

who highly value employment.  

The predictions derived from SDT were not fully supported. As expected, unemployed 

individuals who hold an intrinsic work value orientation were more willing to accept a job 

that requires them to follow an additional training. Although not expected, they were also 

more flexible in accepting a job that is relatively lowly paid. Presumably, when unemployed 

individuals perceive a job as a means to develop their talents, they are more willing to follow 

a job training that is likely to help them in attaining these values and they care less about the 

salary of their future job. Intrinsic work value orientations correlated negatively with the 

flexibility to accept a monotonous job. However, this relationship disappeared after 

controlling for the participants‟ level of education. This suggests that the association between 

an intrinsic work value orientation and the flexibility to accept a monotonous job is due to 

their relationship with level of education. The finding that highly educated individuals are less 

flexible in accepting a monotonous job is consistent with previous research (e.g. De Witte, 

1993), and might be due to the better position of high compared to low educated individuals 

on the labour market, which gives higher educated unemployed individuals the opportunity to 

refuse jobs of low quality. Instead of the predicted negative association, a zero order 

relationship was found between intrinsic work value orientations and the flexibility to accept 

an under qualified job. Contrary to expectations, holding an intrinsic work value orientation 

does not restrain unemployed individuals from accepting jobs which require a lower level of 
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education or experience than they possess. This could, however, be a rational choice, as such 

jobs could be offering more opportunities for self development and, hence, fulfilment of their 

values, than their situation of unemployment (e.g. Feldman, 1996). Future research could 

examine this possibility more closely. 

 In line with SDT, an extrinsic work value orientation predicted less flexibility in 

accepting an underpaid job. The predicted negative effect on accepting under qualified work 

was not found. Furthermore, an extrinsic work value orientation yielded a significant negative 

relationship with training flexibility. In general, compared to an intrinsic work value 

orientation, the focus on extrinsic work values thus seems to limit unemployed individuals‟ 

willingness to adopt a flexible attitude towards the labour market. In sum, the results of this 

study show that whereas employment value positively predicts the willingness to accept any 

of the four types of job flexibility, holding an intrinsic versus extrinsic work value orientation 

seems differentially related to the diverse types of unemployed people's job flexibility.  

A question that needs to be addressed in future research is whether all types of job 

flexibility are likely to yield benefits for the flexible unemployed person. Although 

longitudinal research is needed to examine this question, it can be derived from various work 

and organization theories, including models on job-person fit (Kristof-Brown, et al., 2005) 

and job characteristics (Warr, 1987) that, for instance, the willingness to accept a monotonous 

job is unlikely to contribute to skill utilization and the satisfaction of the basic psychological 

needs for autonomy, competence, and relatedness (Ryan, 1995). Accepting a monotonous job 

is thus likely to result in underemployment which yields an increased risk for distress, low job 

satisfaction and low organizational commitment (De Witte, 1993; Feldman, Leana, & Bolino, 

2002; Johnson, Morrow, & Johnson, 2002). Similarly, if unemployed people give higher 

priority the remuneration rate of their future job over its content, they might end up choosing 

a well paid but poor quality job. Training flexibility might, in contrast represent a better 

alternative to attain high qualitative jobs and therefore contribute to an unemployed 

individual's wellbeing. Thus, in line with research on underemployment, we argue for a 

critical view towards the concept of job flexibility. Notably, it is not only in the advantage of 

unemployed people, but also in the advantage of employers (Leana & Feldman, 1995) and the 

society at large (Dooley & Prause, 2004) that unemployed people choose the `right' job 

instead of accepting any kind of job that is offered to them.  

From a practical point of view, these results suggest that job consultants may want to 

reduce unemployed individuals‟ extrinsic work value orientations, and to stimulate intrinsic 
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work value orientations and general employment value to increase unemployed individuals‟ 

flexibility. However, as noted above, although being highly flexible as an unemployed person 

might provide short term benefits (i.c., employment), it might yield some risks on the long 

term as it might lead to the selection of non-satisfying jobs. Especially unemployed 

individuals who are heavily focused on becoming employed seem to be vulnerable to 

accepting a job that could result in underemployment. Given these considerations, the present 

research suggests that job consultants might predominately try to stimulate intrinsic value 

orientations, as intrinsic work value orientations are likely to covary with qualitative good 

types of flexibility. Job consultants may enhance unemployed individuals‟ intrinsic work 

value orientations by framing the search for unemployment as an opportunity to realise 

intrinsic values and stressing the importance of self development and skill utilization in future 

jobs. Previous research has shown that individuals‟ intrinsic versus extrinsic goal orientation 

can be enhanced if a particular activity is framed by other in terms of intrinsic instead of 

extrinsic values (Vansteenkiste, Simons, Lens, Sheldon, & Deci, 2004).   

Limitations and future directions  

This study is not without limitations. First, although heterogeneous instead of 

organization or age-specific in nature (e.g. Peiro, et al., 2002), the present sample was not 

representative, which limits the generalizability of the current results. However, in our view, 

there is no reason to expect that the observed structural relationships between values and 

flexibility will strongly vary across different subgroups of unemployed individuals, as the 

relationships between psychological measures as used in the current research tends to be 

relatively stable. Second, as data were gathered trough self-reports, common method variance 

might artificially inflate the strength of the observed relationships. However, self-ratings seem 

to be the most feasible way to asses individuals‟ values and attitudes, as these concepts 

represent subjective experiences which need to be rated by individuals themselves. Third, 

because of the study‟ cross sectional design, conclusions regarding causality are limited. 

Longitudinal research might help to examine the causal relationships between unemployed 

people or school-leavers' work values, their job flexibility, and the type of jobs that they are 

effectively choosing. Furthermore, we suggest that the measurement of intrinsic and extrinsic 

work value orientations should be improved and extended, as SDT (Kasser & Ryan, 1996) 

distinguishes various types of extrinsic work values (e.g. social recognition, power, financial 

success) and various types of intrinsic work values (e.g. personal growth, affiliation, and 

community contribution). Future research could also expand the range of job flexibility types 
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by including the willingness to accept temporary or part-time work, to work in shifts or to 

accept a job in which one must alternate between various different functions. Finally, we 

encourage further research to include other value types (e.g. Schwartz, 1992) and more 

specific values (e.g. Feather & O'Brien, 1986) and examine other potential determinants of 

unemployed people‟s flexibility such as openness to experience, the number of rejections 

during job applications and labour market possibilities (Kanfer, et al., 2001). 

Conclusion  

The present research indicates that the concept of work or employment value is useful 

in predicting the degree in which unemployed individuals are willing to respond to the labour 

market‟s urge for flexibility. Employment value, as an indicator of the quantity of 

unemployed people's motivation to find (re)employment, was found to indifferently predict 

job flexibility. In contrast, when differentiating between qualitatively different types of work 

value orientations, it was found that holding an intrinsic work value orientation related 

positively to training and pay flexibility, whereas holding an extrinsic work value orientation 

related negatively to these two types of flexibility. These findings extend previous 

unemployment research within EVT which showed that employment value predicts higher job 

search behaviour and lower mental health (e.g. Feather & O'Brien, 1986, O'Brien & Feather, 

1990) and suggests that SDT is not only a useful motivational theory to understand 

unemployed individuals‟ well-being and behaviour (e.g. Vansteenkiste, Lens, et al., 2005), 

but also to predict their attitudes towards the labour market.  
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Footnotes 

1. The VDAB is the „Vlaamse Dienst voor Arbeidsbemiddeling en Beroepsopleiding‟ or the Flemish 

Governmental Employment Office for Employment-Finding and Occupational Training 
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Appendix 

1. Work is the most important thing in life.  

2. I prefer to be working, even if this would imply a wage similar to welfare.  

3. One should work to be part of the society.  

4. It is not necessary to work in order to contribute.* 

5. Even if I won the first prize in the lottery, I would prefer to continue in my job. 

6. Working adds meaning to my life.  

7. Accepting a job is better than being unemployed.  

8. Being unemployed is about the worst thing that has happened to me. 

9. Even if unemployment benefits would be high, I prefer to work. 

10. It is important to me to find employment 

11. As an unemployed person, I feel to fall short. 

12. I hate to be unemployed. 

13. Receiving unemployment benefits is a proper way to earn a living. * 

14. I don‟t enjoy leisure time unless I earned it.  

 

* These items have been removed due to low factor loadings.  
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Table 1 

Comparison between the Sample and the Population 

  Sample (%) Population (%) 

Gender 

 Male 39.1 44.1 

 Female 60.9 55.9 

    

Age 

 -25 years  38.7 25.6 

 26-40 years 42.0 40.7 

 41 and older 19.3 33.7 

    

Education 

 Low education 33.8 58.5 

 Midlevel 47.9 31.0 

 High level 18.3 10.5 

    

Unemployment Duration 

 Less than 1 year unemployed 69.4 57.6 

 1 year or more 30.6 42.4 

    

Total 100 100 

Source: http://arvastat.vdab.be/nwwz/index.htm 

Column percentages for the sample are recalculated without the missing values. 

http://arvastat.vdab.be/nwwz/index.htm
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Table 2 

Pearson's Correlations Between Study Variables  

 1. 2. 3. 4. 5. 6. 7. 8. 9. 10. 11. 

1. Age            

2. Educational level -.21***           

3. Professional Level -.23*** .19***          

4. Unemployment Length .33*** -.14* .00         

5. Perceived Financial Hardship .09 -.07 -.01 .13*        

6. Employment Value -.09 -.04 .11 -.16** .22***       

7. Intrinsic Work Value Orientation -.16* .17** .05 -.10 .02 .09      

8. Extrinsic Work Value Orientation -.04 -.20*** -.06 -.01 .16* .17** .43***     

9. Training Flexibility -.06 .21*** -.04 -.16** -.08 .17** .31*** -.03    

10. Pay Flexibility .00 .04 -.02 -.04 -.05 .19*** -.01 -.23*** .15**   

11. Monotonous Job -.02 -.25*** -.05 .00 .10 .39*** -.21*** -.02 .01 .38***  

12. Under Qualified Job .02 -.02 .03 .01 .02 .19*** -.07 -.12* .13* .56*** .49*** 

Minimum Sample Size N = 233, * p < .05; ** p < .01; *** p < .001. 
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Table 3 

Standardized Beta-coefficients of Control Variables, General Employment Value, Intrinsic and Extrinsic Work Value Orientations as Predictors for Different 

Types of Job Flexibility. 

 Training Flexibility Pay Flexibility Monotonous Job Under Qualified Job 

 Step 1 Step 2 Step 3 Step 1 Step 2 Step 3 Step 1 Step 2 Step 3 Step 1 Step 2 Step 3 

Gender -.05 -.06 -.06 -.03 -.04 -.03 -.16* -.17** -.17** -.07 -.08 -.07 

Age .04 .04 .07 .01 .02 .01 -.06 -.04 -.06 .02 .03 .02 

Level of Education .17* .19** .08 .04 .05 -.03 -.29*** -.26*** -.24*** -.03 -.02 -.04 

Professional Level -.02 -.04 -.05 -.05 -.07 -.10 .00 -.04 -.04 -.01 -.03 -.04 

Unemployment Length -.16* -.12 -.09 -.04 .00 .00 .00 .07 .06 -.01 .03 .02 

Perceived Financial Hardship -.04 -.08 -.07 -.07 -.11 _-.08 .09 .01 .01 -.03 -.07 -.06 

Employment Value  .20** .18**  .21** .23***  .38*** .39***  .19** .21** 

Intrinsic Work Value Orientation   .41***   .15*   -.12   .04 

Extrinsic Work Value Orientation   -.20***   -.30***   -.02   -.14 

R² .07* .10*** .24*** .01 .05 .12*** .11*** .24*** .26*** .01 .04 .05 

R² Change  .04** .14***  .04** .08***  .13*** .02  .03** .02 

Note: * p < .05; ** p < .01; *** p < .001; Effective Sample Size N = 225



 

 

Chapter 10  

 

A short research note on  

the prospective associations between intrinsic and 

extrinsic work values, job characteristics and  

work-related well-being 

 

Previous research has suggested that job seekers‟ intrinsic and extrinsic work values, as 

defined in Self-Determination Theory, may impact the quality of their (re-)employment. The 

current short research note aimed to tap into this issue, by drawing upon the Job Demands-

Resources model. This model relates job hindrances, job challenges and job demands to 

individuals‟ impaired (i.e. burnout) and optimal (i.e. work engagement) well-being. We 

suggested that, in contrast to their extrinsically oriented counterparts, intrinsically oriented job 

seekers might acquire high quality jobs, characterized by low job hindrances, but high job 

challenges and high job resources. The high job quality, in turn, adds to individuals‟ well-

being. Results in a sample of graduating university students confirmed that pursuing intrinsic 

work values during job search associates positively with the experience of job resources two 

years later. This, in turn, explains the positive prospective association between intrinsic work 

values and work-related well-being. Conversely, holding extrinsic work values was negatively 

associated with job resources and work engagement.  
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The pursuit of values is a critical aspect in motivational theories that are used in Work 

and Organizational Psychology (Latham & Pinder, 2005). Values are considered to function 

as general standards and criteria that determine individuals‟ attitudes, preferences and 

behaviours, and associated outcomes (Feather, 1990). Most scholars detailing work values 

have addressed how strongly employees embrace work values (e.g. Expectancy-Value 

Theory; Feather, 1990, Vroom, 1964; or Goal Setting Theory; Locke & Latham, 2002). 

Others have adopted a different approach by paying attention to the content of people‟s values 

(Ros, Schwartz, & Surkiss, 1999; Vansteenkiste et al. 2007). Self-Determination Theory 

(SDT; Deci & Ryan, 2000; Kasser & Ryan, 1996), for example, differentiates among intrinsic 

and extrinsic work values, which are said to yield qualitatively different outcomes. As 

detailed below, the present research note aims to examine whether the pursuit of intrinsic and 

extrinsic work values may also relate differently to job quality, in terms of job hindrances, job 

challenges and job resources, and associated well-being (Van den Broeck, Vansteenkiste, De 

Cuyper, & De Witte, in press).  

Intrinsic and extrinsic values 

In SDT, intrinsic work values such as emotional intimacy, community contribution 

and personal growth are conceived as inherently rewarding (Kasser & Ryan, 1996; 

Vansteenkiste, Lens, & Deci, 2006). They allow individuals to realise their full potential and 

to satisfy their basic psychological needs for autonomy (i.e. the inherent desire for volitional 

functioning), competence (i.e. the inclination to be efficacious in one‟s action) and relatedness 

(i.e. the propensity to care and to be cared for). Therefore, the pursuit of intrinsic values is 

most likely to result in favourable outcomes such as well-being, positive attitudes and 

constructive behaviour (Vansteenkiste et al., 2006). Extrinsic work values, in contrast, pertain 

to financial success, status and power (Kasser & Ryan, 1996; Vansteenkiste et al., 2006). 

They concern external manifestations of worth and lead individuals to engage in ego-involved 

behaviour (Schmuk, Kasser, & Ryan, 2000) and inter-personal competition (Duriez, Soenens, 

& Vansteenkiste, 2007; Duriez, Vansteenkiste, Soenens, & De Witte, 2007). Holding an 

extrinsic orientation is therefore likely to distract one from the basic needs and even lead to 

need frustration, which in turn results in less favourable outcomes (Vansteenkiste et al., 

2006).  

Various studies focusing on people‟s intrinsic versus extrinsic life aspirations have 

attested to the differential outcomes of the pursuit of intrinsic versus extrinsic values (for an 
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overview; see Kasser, 2002; Vansteenkiste, Soenens, & Duriez, 2008). Within the context of 

work, adopting an extrinsic rather than intrinsic work value orientation was demonstrated to 

relate negatively to employees‟ job satisfaction, work engagement and general well-being, 

and to relate positively to emotional exhaustion, turnover intentions and the experience of 

work-home interference (Vansteenkiste et al., 2007). Pursuing intrinsic versus extrinsic values 

does not only yield implications for employees‟ well-being and job experiences. Among 

unemployed individuals, intrinsic versus extrinsic work value orientation has been found to 

relate to one's attitudes towards the labour market, that is, the degree and types of flexibility 

unemployed individuals are willing to display when searching for a job (Van den Broeck, 

Vansteenkiste, Lens, & De Witte, in press). Specifically, intrinsic values have been found to 

relate to a greater degree of flexibility, but - most importantly – to a greater degree of adaptive 

types of flexibility. For instance, intrinsically oriented job seekers were more likely to attend 

additional training and were more flexible to accept jobs that are less well paid. Furthermore, 

intrinsically oriented employees also tended to be somewhat less flexible in accepting a 

boring job, but this relationship was not significant after controlling, among others, for 

extrinsic values. Based on these results, it was suggested that job seekers pursuing intrinsic 

values were primarily oriented towards the content of their jobs. This may help them in 

finding an interesting and stimulating job that contributes to their work related well-being 

(Feldman, Leana, & Bolino, 2002). 

The pursuit of extrinsic values, in contrast, associated with a less flexible attitude 

towards the labour market. Moreover, extrinsically oriented unemployed individuals seemed 

to refrain from investing effort in additional training to extend their skills. They were, 

however, also unlikely to reduce their expectations regarding their pay level. Furtherrmore, 

extrinsic work values correlated negatively with the flexibility to accept a job below one‟s 

level of education or experience. These results suggest that extrinsic oriented employees may 

favour the pay check and/or status over the content of their future job. In all, these results led 

to the conclusion that intrinsically oriented job seekers may achieve high quality jobs, 

whereas extrinsically oriented individuals may be tempted to accept jobs of lower quality 

(Van den Broeck, Vansteenkiste, Lens et al., in press).  

However, by focussing upon flexibility, the aforementioned study only provided 

indirect evidence for this assumption. The present study aims to extend this line of research. 

Specifically, this study wants to test the assumption that pursuing intrinsic versus extrinsic 

values systematically results in jobs of different quality, which then yield different well-being 
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correlates. To assess the quality of individuals‟ job and well-being, we rely on a recent 

development in the Job Demands-Resources model (JD-R model, Bakker & Demerouti, 2007; 

Demerouti, Bakker, Nachreiner, & Schaufeli, 2001).  

Job quality in the Job Demands-Resources model 

The JD-R model details the quality of jobs in terms of job resources and job demands. 

These job characteristics categories, in turn, determine employees‟ well-being, in terms of 

burnout and work engagement. Job resources (e.g. social support and autonomy) are defined 

as stimulating job aspects that (1) are functional in achieving work goals, (2) contribute to 

personal growth and (3) reduce job demands and their health-impairing impact (Schaufeli & 

Bakker, 2004). Job resources prevent burnout and increase work engagement (Hakanen, 

Schaufeli, & Ahola, 2008) and may therefore contribute to a higher job quality. Job demands 

are all job characteristics that tax employees' personal capacities and, therefore, yield certain 

psychological and/or physiological costs, such as increased burnout (Schaufeli, Bakker & van 

Rhenen, 2009).  

Building upon the stress literature (e.g. Lepine, Podsakoff, & Lepine, 2005; Podsakoff, 

Lepine, & Lepine, 2007), job demands were recently bifurcated into job hindrances and job 

challenges (Van den Broeck, Vansteenkiste, De Cuyper et al., in press). Job hindrances (e.g. 

emotional demands, role conflict) are defined as obstacles that cannot be overcome and are 

therefore unambiguously health-impairing (Podsakoff et al., 2007). They were found to relate 

positively to burnout and associate negatively with work engagement (Van den Broeck, 

Vansteenkiste, De Cuyper, et al., in press; Van den Broeck, Vansteenkiste, & De Witte, 

2009). Job hindrances are thus associated with impaired well-being and may therefore be 

indicative of low quality employment. Just like job hindrances, job challenges (e.g. workload, 

cognitive demands) require energy. In contrast to job hindrances, however, job challenges are 

equally stimulating as they yield the promise of future gains (Podsakoff et al., 2007). 

Accordingly, job challenges may have mixed effects on employees‟ functioning. Meta-

analytic results in the stress literature supported this notion, as job challenges were found to 

relate positively to both negative (e.g. stress, turnover) and positive (e.g. job satisfaction, 

motivation) outcomes. The stimulating effect of job challenges was also supported in the 

realm of the JD-R model: Across studies, job challenges consistently related positively to 

work engagement (Van den Broeck et al., 2009; Van den Broeck, Vansteenkiste, De Cuyper, 

et al., in press). However, the health-impairing relation of job challenges was not corroborated 
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in the realm of the JD-R model. Rather than being positively related, job challenges were 

unrelated to burnout, after controlling for job hindrances and job resources. Therefore, in the 

current paper job challenges are regarded as stimulating aspects of the job which contribute to 

job quality.  

Hypotheses 

The current research note aims to test the hypothesis that intrinsically oriented job 

seekers would achieve high quality jobs and would therefore experience work related well-

being, whereas their extrinsically oriented counterparts would be less likely to find high 

quality jobs and, therefore, would experience less well-being in their jobs. Building upon the 

JD-R model, we examine the relationship between individuals‟ intrinsic and extrinsic work 

value orientation while searching for a job on the one hand and the quality of their future jobs 

in terms of job resources, challenges and job hindrances, and associated levels of burnout and 

work engagement on the other hand.  

We expect intrinsic work values to relate positively to job resources and job 

challenges, and negatively to job hindrances. This is because, first, intrinsically oriented job 

seekers are willing to extend their skills and knowledge through formal training, which may 

open the door to jobs that allow employees to exercise their enlarged skills. Second, they 

tended to reject boring, undemanding jobs, which may be characterized by the presence of 

various job hindrances. In line with these assumptions, positive cross-sectional relations have 

been found between intrinsic work values and job resources (i.e. task autonomy and learning 

opportunities) as well as a job challenge (i.e. workload) in previous research (Van den 

Broeck, Van Ruysseveldt, Smulders, & De Witte, in press). Intrinsic work values are 

furthermore expected to relate negatively to burnout and positively to work engagement. This 

assumption mirrors previous findings regarding the relation between intrinsic values and well-

being in the occupational context (Vansteenkiste et al., 2007). However, it also extends these 

findings: First, we examine this relation from a prospective rather than a cross-sectional point 

of view. Second, we aim to uncover the process underlying this relation in terms of job 

quality.  

In contrast to intrinsic work values, pursuing extrinsic work values while searching for 

a job likely relates negatively to future job resources and job challenges. As extrinsically 

oriented job seekers are less willing to engage in additional training, they might miss the 

opportunity to acquire resourceful and challenging jobs. In line with this view, previous cross-
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sectional research established that extrinsically oriented individuals experience less job 

resources such as task autonomy (Van den Broeck, Van Ruysseveldt, et al., in press) and 

prefer to engage in competition rather than to seek challenges that may add to their 

development (Vansteenkiste et al., in press). As extrinsically oriented individuals are 

primarily oriented towards conquering others, rather than to cooperation, extrinsic values may 

also associate positively with the experience of job hindrances, and particularly hindrances 

such as emotional or social conflicts. The experience of low job resources, low job 

challenges, and high job hindrances may then explain the detrimental correlates of the pursuit 

of extrinsic work values in terms of increased burnout and decreased work engagement, as 

previously revealed by Vansteenkiste and colleagues (2007).  

In sum, we hypothesize:  

 Hypothesis 1: Intrinsic work values when searching for a job positively associate with 

the experience of job resources (1a) and job challenges (1b) in one’s future job and 

negatively predict the experience of job hindrances (1c). Intrinsic work values during job 

search associate negatively with burnout (1d) and positively with work engagement (1e) in 

one’s future job. The job characteristics categories mediate the relationships between 

intrinsic work values and work related well-being (1f).  

 

Hypothesis 2: Extrinsic work values when searching for a job negatively associate 

with the experience of job resources (2a) and job challenges (2b) in one’s future job and 

positively predict the experience of job hindrances (2c). Extrinsic work values during job 

search associate positively with burnout (2d) and negatively with work engagement (2e) in 

one’s future job. The job characteristics categories mediate the relationships between 

intrinsic work values and work related well-being (2f).  

 

In line with previous research (Van den Broeck, Vansteenkiste, De Cuyper et al., in 

press), in this study we included task autonomy and social support as job resources, while 

workload and cognitive demand constituted job challenges. Job hindrances were 

operationalized via emotional demands as well as social conflict. The latter job characteristic 

was not yet modelled as a job hindrance in the realm of the JD-R model, but is frequently 

suggested as a job hindrance in the stress literature (Podsakoff et al., 2007).  
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Method 

Procedure and participants 

Data were collected as part of a research project pertaining to the labor market 

opportunities and work related well-being of graduating psychology students of a large 

Belgian university. In spring 2005, at baseline, all master students were handed a 

questionnaire assessing intrinsic and extrinsic work value orientations. In total, 366 students 

participated (response rate 69%). Two years later, these students received an electronic 

questionnaire sent to their private e-mail address to assess job characteristics and well-being. 

A total of 171 of them provided full data and could therefore be included in this study 

(response rate 48%). The interval of two years could not be influenced by the authors and was 

mainly based on practical circumstances, including the assumption that most students would 

have achieved employment within this time frame.  

The final panel included far more female (90%) than male employees (10%); 

reflecting the gender distribution in the student population. Most students majored in clinical 

psychology (63%), followed by work and organizational psychology (24%), school 

psychology (9%), and finally, theoretical psychology (4%). Participants‟ mean age at Time 2 

was 24.75 years (SD = 1.76). Drop out analysis tested if participation versus drop out from 

Time 1 to Time 2 was function of gender or major (Step 1) or participants‟ intrinsic or 

extrinsic work value orientation (Step 2). Results of the logistic regression analysis showed 

significant results for Step 1; χ²(4) = 9.65, p < .05. Female participants were less likely to drop 

out (odds ratio = .43, p < .01). No significant results were found for Step 2; χ²(3) = 3.44, ns. In 

sum, men were slightly less likely to participate in Wave 2, but no differences were found for 

the other studied variables, suggesting limited selection effects. 

Measures 

Value orientation:  Intrinsic and extrinsic work values were measured with 11 items 

following the stem „how important is it for you to achieve a job in which you ...‟.  Seven 

items referring to personal growth (e.g. „develop your skills‟) and the development of social 

relations (e.g. „build relationships with your colleagues‟) tapped into participants‟ intrinsic 

work values. Four items referring to financial success (e.g. „earn a lot of money‟) and status 

(e.g. „have high chances for promotion‟) measured extrinsic values. Respondents rated how 

important the intrinsic and extrinsic values were in their job on a 5-point Likert scale ranging 

from 1 (not at all important) to 5 (very important). Reliability (Chronbach‟s alpha) was .76 
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and .60 for the workers‟ intrinsic and extrinsic value orientation, respectively. Although the 

reliability for extrinsic work values was thus lower than the generally accepted level of .70, 

according to Nunally (1967) it may be considered legitimate for research purposes.  

Job Characteristics. Job hindrances were measured via emotional demands and social 

conflict. Five items such as „My job is emotionally demanding‟ tapped into emotional 

demands (Chronbach‟s = .82; Van Veldhoven & Meijman, 1994). Two items including „I 

experience conflicts with my supervisor‟ assessed the amount of social conflicts participants 

experienced (r = .52; Van Veldhoven & Meijman, 1994). Job challenges included the scales 

for workload and cognitive demands. Workload was measured with two items (r = .36; Van 

Veldhoven & Meijman, 1994). A sample item is „I have to hurry in my job‟. The scale for 

cognitive demands included five items (Chronbach‟s  = .84; Van Veldhoven & Meijman, 

1994); an example being „My job requires a lot of concentration‟. Finally, job resources 

included task autonomy, and social support from colleagues. Task autonomy was measured 

using ten items such as „I can plan my own work‟ (Chronbach‟s  = .75; Rosenthal, Guest, & 

Peccei, 1996). Social support from colleagues was assessed with five items such as „My 

colleagues help me to get the work done‟(Chronbach‟s = .93; Van Veldhoven & Meijman, 

1994). For all items, respondents indicated whether or not they endorsed the statement on a 5-

point Likert scale ranging from 1 (totally disagree) to 5 (totally agree).  

Work-related Well-being. Burnout was measured via five items tapping into 

exhaustion (Schaufeli & van Dierendonck, 2000) including items such as „I feel totally 

exhausted in my job‟. Although burnout is a multidimensional phenomenon, emotional 

exhaustion may be considered the central aspect of burnout (Maslach, Schaufeli, & Leiter, 

2001). Work engagement was measured via ten items assessing participants‟ vigour (e.g. „At 

my work, I feel bursting with energy‟) and dedication (e.g. I am proud of the work I do‟). 

Participants rated the frequency with which they encountered these feelings on a 7-point scale 

from 0 (never) to 6 (always, every day). Cronbach‟s of exhaustion and work engagement 

was .87 and .91, respectively.  

Control Variables. In testing the hypotheses, we controlled for participants‟ gender 

and graduation options. Gender was a dichotomous variable (1 = male, 2 = female). The 

students‟ graduation options were dummy coded into three variables (Aiken & West, 1991), 

namely, work and organizational psychologists (1 = work and organizational psychologists; 0 

= other), clinical psychologists (1 = clinical psychologists; 0 = other) and school psychologist 

(1 = school psychology; 0 = other). Because least participants majored in theoretical 
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psychology, this major served as the comparison group. 

Analyses 

The hypotheses were tested by means of Mediated Hierarchical Regression Analyses. 

Following the recommendations of Baron and Kenny (1986), we tested whether (a) intrinsic 

and extrinsic work values were related to job resources, job challenges and job hindrances (b) 

intrinsic and extrinsic work values associated with exhaustion and work engagement (c) job 

resources, job challenges and job hindrances associated with exhaustion and work 

engagement. Mediation can be concluded if the significant relationships between intrinsic and 

extrinsic work values and both aspects of well-being are no longer significant (full mediation) 

or become less strong (partial mediation) after controlling for the associations between the job 

characteristics categories and well-being. Sobel tests were performend to evaluate whether 

mediation was significant (Sobel, 1982). Following, for instance, Van den Broeck, 

Vansteenkiste, Lens and colleagues (in press), the unique associations of both types of work 

values with the job characteristics categories and well-being were examined by 

simultaneously entering intrinsic and extrinsic work value orientation in the regression 

analyses. This was done because intrinsic and extrinsic work orientations generally do not 

exclude each other. From a theoretical point of view, employees can be both intrinsically and 

extrinsically orientated at the same time. Methodologically, however, the positive correlation 

between intrinsic and extrinsic work orientations might also be due to the importance 

employees attach to work values in general (De Witte, 2000; Vansteenkiste et al., 2007). To 

examine the impact of  intrinsic and extrinsic work orientations as accurately as possible, it is 

therefore important to control for the one work orientation when analyzing the effects of the 

other.   

Results 

Preliminary analyses 

Concerning background variables, independent t-tests indicated that women and men 

did not differ from each other with respect to the values they attached to work, job resources, 

job challenges or work related well-being. However, women experienced more job hindrances 

in their future jobs than men; t(174) = -1.93, p < .05. Further, Univariate ANOVA-analyses  

revealed differences among the students of different graduation options in terms of 

experienced hindrances. Specifically, post-hoc Tuckey comparisons indicated that clinical 

psychology students were confronted with more job hindrances relative to both work and 
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organisational psychologist and theoretical psychologists.  

Table 1 presents information about means, standard deviations and correlations 

between the studied variables. Intrinsic work values while searching for a job associated 

positively with extrinsic work values. This is in line with previous research (Van den Broeck, 

Vansteenkiste, Lens, et al., in press; Vansteenkiste et al., 2007) and the assumption that 

individuals can value work for several reasons. Intrinsic values associated positively with job 

resources assessed two years later. They associated negatively with exhaustion, and positively 

with work engagement. Holding an extrinsic value orientation was unrelated to the job 

characteristics categories and was not significantly related to individuals‟ well-being. Job 

hindrances related positively to job challenges, but were unrelated to job resources. Job 

challenges and job resources were also unrelated. While job hindrances were positively 

related to exhaustion and unrelated to work engagement, job challenges related positively to 

both exhaustion and engagement. Job resources associated negatively with exhaustion and 

positively with work engagement. Finally, both aspects of work related well-being were 

negatively related. 

Primary analysis 

First, we tested the prospective relations between participants‟ work values before 

graduation and the experienced job characteristics of their jobs two years later. As respects 

job hindrances, Hypothesis 1a proposed that intrinsic values would relate negatively, while 

according to Hypothesis 2a, extrinsic values would relate positively to job hindrances. Results 

do not support these hypotheses: Neither intrinsic (= -.01; ns) nor extrinsic ( = .02; ns) 

work values associated with job hindrances. As respect job challenges, Hypothesis 1b 

proposed that intrinsic work values would positively predict job challenges. No support was 

found for this hypothesis. Participants‟ intrinsic work values did not relate positively to the 

amount of job challenges they encounter two years later ( = .09; ns). Hypothesis 2b which 

suggested that extrinsic work values would prevent the experience of job challenges was also 

not confirmed, as extrinsic work values did not relate to job challenges ( = .04; ns). With 

respect to job resources, Hypothesis 1c proposed that intrinsic work values would set the 

conditions for job resources, while according to Hypothesis 2c extrinsic work values would 

preclude the occurrence of job resources. Results confirmed both hypotheses: While intrinsic 

work values associated positively with job resources ( = .31; p < .001), extrinsic work 

values were negatively associated ( = -.15; p < .01).    
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Second, we examined the unique associations of intrinsic and extrinsic work 

orientations with future exhaustion and work engagement after controlling for participants‟ 

gender and graduation option. Results are outlined in Table 2. In line with Hypothesis 1d, 

intrinsic work values at the moment of job search were negatively related to exhaustion two 

years later. In contrast to Hypothesis 2d, extrinsic work values were unrelated to exhaustion. 

In line with Hypotheses 1e and 2e, intrinsic work values related positively and extrinsic work 

values related negatively to work engagement, respectively.  

Third, as respects the relationship between the job characteristics categories and 

employees‟ well-being, both job hindrances and job challenges related positively to burnout, 

while job resources related negatively to burnout. Job challenges and job resources related 

positively to work engagement, while job hindrances were unrelated to work engagement. 

Finally, we examined whether the relation between intrinsic (Hypothesis 1f) and extrinsic 

work (Hypothesis 2f) values and work related well-being decreased after the introduction of 

the job characteristics categories (Table 2). As displayed in Table 2, in line with Hypothesis 

1f, the relation between intrinsic work values and exhaustion decreased when the job 

characteristics categories were added in final step of the regression analysis. Similarly, the 

introduction of the job characteristics reduced the associations between both intrinsic and 

extrinsic work values and work engagement. These findings further confirmed Hypothesis 1f 

and lend support to Hypothesis 2f. Notably, only job resources could serve as a potential 

mediator, as only they met all conditions of Baron and Kenny (1986). 

Finally, Sobel tests confirmed that job resources served as partial mediator of the 

negative relationship between intrinsic work values and exhaustion (z = -2.24, p < .01), as 

well as the their positive association with engagement (z = -2.24, p < .01). Job resources also 

partially mediated the negative association between extrinsic work values and work 

engagement (z = -1.82, p < .05).  

Discussion 

The current short research note aimed to test the assumption that job seekers‟ work 

values may influence the quality of their future employment, as indexed by the type of job 

categories they experience, and, through this association, also their work related well-being. 

This assumption elaborates upon previous findings showing that job seekers‟ intrinsic and 

extrinsic work values, as defined in SDT, associate with different types of job flexibility (Van 

den Broeck, Vansteenkiste, Lens, et al., in press). Depending on the type of job flexibility one 
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is willing to display, individuals were assumed  to accept jobs of different quality, leading to 

different well-being outcomes. To assess job quality and the associated levels of well-being 

the present research drew on recent developments in the JD-R model. Herein, job resources 

are differentiated from job challenges and job hindrances. While the former two types of job 

characteristics contribute to the quality of jobs and stimulate well-being, the presence of job 

hindrances decreases job quality and impair employees‟ functioning.  

In general, the results provided support for the prospective association between the 

content of work values and job quality: Intrinsically oriented job seekers experienced more 

job resources on their future jobs and, therefore, reported higher levels of well-being, that is, 

less burnout and more work engagement. Extrinsic values, in contrast, associated negatively 

with job resources, after controlling for participants background variables and intrinsic work 

value orientations. The relative lack of job resources, in turn, explained why extrinsically 

oriented individuals experienced less work engagement. In short, results supported the 

assumption that the content of work values during job search matters for future job well-

being: Whereas intrinsic work values seem to guide individuals towards high quality jobs and 

well-being, extrinsic work values likely result in less favourable jobs and well-being 

outcomes.  

The current study does, however, not allow  specifying the mechanisms through which 

intrinsic and extrinsic work values relate to the experience of (a lack of) job resources. We 

discuss three different possibilities. First, a selection process might be at work, both from the 

side of the job seeker as well as from the side of the employer. Specifically, the pursuit of 

intrinsic and extrinsic work values may guide job seekers to adopt different types of flexibility 

and to select particular types of jobs. Such a view attributes an active role to job seekers in the 

job selection process. Alternatively, as employers might detect the type of intrinsic versus 

extrinsic work values that  job seekers display during the application process, they might be 

select those employees‟ with matching values (Kristof-Brown, Zimmerman & Johnson, 

2005). Intrinsic value oriented environments promote individuals‟ performance and well-

being over extrinsic value oriented environments, (e.g. Vansteenkiste, et al., 2006), even 

among those individuals who adopt extrinsic goals (Vansteenkiste, Timmermans, Lens, 

Soenens, & Van den Broeck, 2008). This might explain why intrinsic oriented job seekers 

experience more adaptive job characteristics. Both of these aforementioned mechanisms at 

least implicitly assume that jobs are characterized by a rather fixed set of job characteristics 

(Fried, Grant, Levi, Hadani, & Slowik, 2007).  
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However, employees may themselves also play an active role in altering their job 

design, i.e. craft their own job characteristics (Wrzesniewski & Dutton, 2001). Thus, a second 

mechanism may play are role, that is, an evocation process. After obtaining a job, intrinsically 

oriented individuals may evoke more job resources than extrinsically oriented individuals. For 

example, because of their inclination towards personal development and affiliation, 

intrinsically oriented individuals may actively search for growth opportunities and good social 

relations, which, in turn, contribute to their engagement.  

A third  explanation could be a perceptual process:  In an objective way, intrinsically 

and extrinsically oriented individuals might not be confronted with different job 

characteristics, but they might more attentive to particular job features. To examine this 

possibility, following for instance, Demerouti and colleagues (2001), future research may rely 

on other ratings to assess individuals‟ job characteristics.  

Future research may also tap into the relations between both types of values, job 

hindrances and job challenges. Contrary to expectations, these relations were non-significant, 

which calls for future research. Perhaps job hindrances and job challenges are less visible for 

job seekers or may be harder to influence while being on the job. Interestingly, within the 

current study both job hindrances and job challenges could be regarded as health-impairing. 

The current results also revealed a positive association between job challenges and burnout. 

Such a relationship aligns with the stress literature (e.g. Podsakoff et al., 2007), in which job 

challenges were shown to yield both health-impairing and health-enhancing associations. The 

current results, however, contrast previous research in the realm of the JD-R model, which to 

date only attested to the stimulating role of job challenges (e.g. Van den Broeck, 

Vansteenkiste, De Cuyper, et al., in press). Further research might examine whether 

characteristics of this particular study may account for these results. The current study, for 

example, sampled individuals who just entered the labour market. Such respondents may be 

rather overwhelmed by the various challenges of their job and therefore experience more 

exhaustion.  

Future studies might also aim to shed light on the differential impact of intrinsic 

compared to extrinsic work values: In comparison with intrinsic work values, extrinsic work 

values were less strongly related to the job characteristics and employees‟ well-being. This 

may suggest that particularly individuals‟ orientation towards growth may yield motivational 

consequences. In a similar vein, SDT suggests that extrinsic values must not necessarily be 

negative, but mainly result in negative consequences when they outweigh intrinsic work 
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values (Vansteenkiste et al., 2006).  

Future studies may also tap into individuals‟ first job experience, rather than relying 

upon a fixed time lag, as was done in the current study. Finally, future studies may employ 

other homogeneous or heterogeneous samples to extend the generalizability of these results. 

Further research may for example study unemployed individuals. Within the literature it 

seems generally believed that being unemployed yields harmful consequences both in terms 

of psychological and physical health (McKee-Ryan, Song, Wanberg, & Kinicki, 2005). 

Gaining (re-)employment might offset these detrimental effects and increase individuals‟ 

well-being (van Hooft & Noordzij, 2009). The current results however suggest that such an 

effect might depend upon the work values unemployed individuals pursue. An interesting 

route for future research might therefore be to meticulously assess whether the well-being of 

intrinsically oriented unemployed individuals increases after achieving employment and 

whether the well-being of extrinsically oriented unemployed improves, stays the same or 

further deteriorates after finding employment. 

Although some questions remain, this short research note may provide first insight in 

the associations between individuals‟ work values while searching for a job, the job 

characteristics they experience in their future employment and the associated well-being 

correlates. From a practical point of view, the current results suggest that the quality of job 

seekers‟ work values matter for the quality of their future job. Therefore, job seekers might be 

encouraged to primarily strive for intrinsic work values, as particularly the fostering of 

intrinsic rather than extrinsic work values seems to lead to achieving stimulating jobs and 

long term well-being.  
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Table 1 

Means, Standard-Deviations and Correlations between Values and Prospective Job characteristics and Work-related Well-being  

 M SD 1. 2. 3. 4. 5. 6. 

 1. Intrinsic Values 4.39 .37       

 2. Extrinsic Values 3.74 .54 .25***      

 3. Job hindrances  4.28 1.05 .01 .01     

 4. Job challenges  3.39 .69 .14 .09 .37***    

 5. Job resources 3.64 .40 .24*** -.07 -.11 .00   

 6. Exhaustion 1.49 .90 -.17* -.02 .30*** .37*** -.25***  

 7. Work engagement 3.94 .90 .29*** .00 .10 .23*** .30*** -.19*** 

* p < .05. ** p < .01. *** p < .001. 
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Table 2 

Standardized Regression Coefficients of Work Values and Job Characteristics Predicting Emotional Exhaustion and Work Engagement. 

Step  Emotional Exhaustion Work Engagement 

1 Gender -.02 .02 .02 .02 -.03 -.04 

 

Work and Organisational 

Psychologists 

-.35 -.31 -.34 .25 -.19 .23 

 Educational psychologists -.21 -.20 -.24 .26 .15 .17 

 Clinical Psychologists -.33 -.32 -.35 .18 .15 .24 

2 Intrinsic Work Values  -.21** -.19**  .35*** .25*** 

 Extrinsic Work Values  .05 .00  -.16* -.11 

3 Job Hindrances   .19**   .05 

 Job Challenges   .35***   .16* 

 Job Resources   .15*   .25*** 

 R² .02 .06* .28*** .02 .12*** .20*** 

* p < .05. ** p <.01. *** p <.001
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Does an intrinsic work value orientation strengthen 

the impact of job resources? 

A perspective from the Job Demands-Resources 

model 

 

Based on assumptions of the Job Demands-Resources model and the Person Environment fit 

literature, the present research conceptualizes an intrinsic relative to an extrinsic work value 

orientation as a personal resource. We examine whether such an orientation may strengthen 

the relations of classical job resources (i.e. autonomy and learning opportunities) with well-

being outcomes. The results in a large, representative sample of Dutch employees (N = 4009) 

show that a predominant intrinsic work orientation strengthened the negative association of 

learning opportunities with emotional exhaustion as well as the buffering role of autonomy 

for the health-impairing impact of workload. With respect to work engagement, a 

predominant intrinsic work orientation strengthened the positive association of autonomy, the 

expected boosting impact of workload on the stimulating association of autonomy, as well as 

the – rather unexpected – attenuating impact of workload on the positive association of 

learning opportunities with work engagement. Although not all hypotheses were confirmed, 

in general, results point at the importance and practical relevance of personal resources in the 

realm of the Job Demands-Resources model.  

 

 

 

 

 

 

In Press as: Van den Broeck, A., Van Ruysseveldt, J., Smulders, P. & De Witte, H. Does an Intrinsic 

Work Value Orientation Strengthen the Impact of Job Resources? A Perspective from the Job 

Demands-Resources Model. European Journal of Work and Organisational Psychology. 

  



Chapter 11 

308 

Most job characteristics models, such as the encompassing Job Demands-Resources 

model (JD-R model; Bakker & Demerouti, 2007; Demerouti, Bakker, Nachreiner, & 

Schaufeli, 2001) consider work characteristics as the most important predictors of stress-

symptoms and well-being at work. Recently, however, there has been a growing interest in the 

role of personal resources in the relationships between job characteristics and employees‟ 

well-being in general (Grant, 2008) and in the JD-R model in particular (Xanthopoulou, 

Bakker, Demerouti, & Schaufeli, 2007). Personal resources (e.g. hope, optimism) may herein 

be conceptualized as individuals‟ strengths or assets that contribute to optimal functioning 

(Youssef & Luthans, 2007). To date, personal resources have been modelled as (1) 

antecedents of job demands and job resources, (2) as mediators of the association between job 

resources and emotional exhaustion as well as work engagement and (3) as moderators of the 

association between job demands and emotional exhaustion (e.g. Van den Broeck, 

Vansteenkiste, De Witte, & Lens, 2008; Xanthopoulou et al., 2007).  

The present study aims to add to the understanding of the role of personal resources in 

the JD-R model by examining whether personal resources may also strengthen the impact of 

job resources. Specifically, building upon the Person-Environment (P-E) fit literature 

(Kristof-Brown, Zimmerman, & Johnson, 2005; Warr, 1994) we conceptualize a predominant 

intrinsic work value orientation as a personal resource. A predominant intrinsic work value 

orientation  refers to attaching primary importance to substantive aspects of the work, such as 

autonomy and learning opportunities (Feather & O‟Brien, 1986; Malka & Chatman, 2003). 

According to the P-E fit literature, the fit between employees‟ personal values and the 

characteristics of their jobs may be a crucial determinant of their well-being. Intrinsic work 

values are considered particularly beneficial as they relate directly to employees‟ well-being 

and may strengthen the impact of important intrinsic job resources (i.e. task autonomy).  

Although several studies have provided evidence for the significant health-enhancing 

effects of an intrinsic work value orientation (e.g. Knoop, 1994a, 1994b; Warr, 1992), only 

few examined its role as a moderator in the relationship between job resources and work-

related well-being (Warr, 1994). The present study aims to fill this void. Before detailing the 

rationales for our hypothesis, we first present the JD-R model and the concept of an intrinsic 

work value orientation in the following paragraphs. 

Personal resources in the Job Demands Resources model 

The JD-R model (Bakker & Demerouti, 2007; Demerouti et al., 2001) is a rather 
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recently developed job characteristics model. It builds on previous job characteristics models 

such as the Job Demands Control Model (Karasek, 1979) and the Effort-Reward Imbalance 

model (Siegrist, 1996) by assuming that various work characteristics may influence 

employees‟ work related well-being. This variety of job characteristics can be meaningfully 

divided into two broad categories: job demands and job resources.  

Job demands refer to all physical, psychological or social job factors that require 

sustained physical or mental effort and are therefore associated with certain physiological and 

psychological costs, such as emotional exhaustion and strain. Job resources include all 

physical, psychological, and social job characteristics that (a) reduce job demands and their 

health-impairing impact, (b) are functional in achieving work goals, and (c) stimulate personal 

growth and development (Bakker & Demerouti, 2007). Both categories of job characteristics 

may include aspects of one‟s task (e.g. cognitive demands, skill-utilization), work team (e.g. 

role conflict, social support) or organization at large (e.g. organizational change, supportive 

climate).  

In the JD-R model, job demands and job resources relate to employees‟ well-being via 

two different processes (Bakker & Demerouti, 2007). First, the presence of job demands is 

expected to be energy-depleting, and to lead to chronic fatigue and burnout over time. Second, 

job resources are assumed to be intrinsically or extrinsically motivating and therefore to 

enhance work engagement (Bakker & Demerouti, 2007). Work engagement is defined as „a 

positive, fulfilling, work-related state of mind that is characterized by vigor, dedication and 

absorption‟ (Schaufeli, Salanova, Gonzaléz-Romá, & Bakker, 2002, p. 74). It is considered to 

be complementary to, yet different from, the absence of burnout (Gonzaléz-Romá, Schaufeli, 

Bakker, & Lloret, 2006). In addition, the JD-R model specifies that job resources may also 

decrease the probability of burnout (Schaufeli & Bakker, 2004). This is in line with the 

assumption that motivation and energy may be closely intertwined (Van den Broeck et al., 

2008) and the ample empirical research in the burnout literature (Halbesleben & Buckley, 

2004).  

Apart from their main effects, job demands and job resources may also interact in the 

prediction of burnout and work engagement. Whereas job demands may boost the impact of 

job resources on work engagement (Bakker, Hakanen, Demerouti, & Xanthopoulou, 2007), 

job resources may assist to offset the health-impairing impact of job demands on burnout 

(Bakker, Demerouti, & Euwema, 2005). Extant research has provided support for the 

relationships between job demands, job resources, burnout and work engagement as 
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hypothesized in the JD-R model (see Bakker & Demerouti, 2007, for an overview). These 

results have been found both concurrently and over time, in different professional groups and 

sectors, and when job specific as well as more common job demands and job resources were 

examined. 

In addition to the focus on job demands and job resources, recent research has started 

paying attention to the role of personal characteristics in the JD-R model (e.g. Xanthopoulou 

et al., 2007). It has been argued that employees not only rely on job resources (e.g. learning 

opportunities) to achieve work goals, but may also benefit from having personal resources 

(e.g. eagerness to learn). The framing of personal characteristics as resources is founded on 

the Conservation of Resources (COR) theory which includes, besides objects, conditions and 

energies, also personal characteristics as potential resources (Hobfoll, 1989, 2002). According 

to the COR theory, personal characteristics may be resources to the extent that they are highly 

valued aspects of the self or to the extent that they provide access to other valued objects. 

Personal resources may thus be defined as all personal characteristics that are positively 

related to resilience and contribute to individuals‟ potential to successfully control and 

influence the environment (Hobfoll, Johnson, Ennis, & Jackson, 2003).  

Previous theoretical and empirical research has focused upon three different roles of 

personal resources in the relationships between job demands, job resources and employees‟ 

well-being as specified in the JD-R model. First, personal resources are assumed to reduce job 

demands and increase job resources, as personal resources might influence employees‟ 

awareness and comprehension of both job characteristics categories (Judge, Locke, & 

Durham, 1997).  

Second, personal resources are assumed to attenuate the relationship between job 

demands and burnout (Xanthopoulou et al., 2007). This assumption is based on the postulate 

of the COR theory that individuals strive to build and protect a resource-pool which enables 

them to cope with threatening circumstances and protect them against the aversive effects of 

negative events such as job demands (Hobfoll, 2002). In this view, personal resources may 

thus play a similar role as job resources in preventing the negative impact of job demands on 

employees‟ well-being. Different studies have found empirical evidence for the role of 

personal resources as buffers for job demands. Mäkikangas and Kinnunen (2003), for 

example, showed that self-esteem and optimism may moderate the relationship between job 

demands such as time pressure and psychological distress. Similar results have been obtained 

for, among others, positive affect and organizational based self-esteem (e.g. Hui & Lee, 2000; 
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Lu, 1999).   

Third, personal resources are considered to mediate the association between job 

resources on the one hand and burnout and work engagement on the other hand. This 

assumption also aligns with COR theory, which assumes that the availability of resources will 

facilitate the accumulation of resources. Various studies supported this assumption 

empirically. For instance, Xanthopoulou and colleagues (2007) confirmed that self-efficacy, 

organizational based self-esteem and optimism mediated the relationships between job 

resources, emotional exhaustion and work-engagement. Similar results have been found for 

basic psychological need satisfaction, as defined in Self-Determination Theory (Van den 

Broeck et al., 2008). Together these findings add to previous research supporting the 

mediating role of self-efficacy as a personal resource in the relation between job resources 

and work-engagement (Llorens, Schaufeli, Bakker, & Salanova, 2007).  

To date, no studies in the realm of the JD-R model have however theorized or 

examined the moderating influence of personal resources in the association between job 

resources and employees‟ well-being. Such an influence could however be derived from the 

Person-Environment (P-E) fit literature (Kristof-Brown et al., 2005; Warr, 1994), which 

suggests that employees‟ values may alter the impact of job characteristics. The current study 

aims to frame an intrinsic work value orientation as a personal resource to examine this issue.  

Intrinsic work value orientation as a personal resource 

Employees may value work for various reasons. Some employees hold an extrinsic 

work value orientation and highly value external aspects of work, such as income, status and 

favourable working conditions. Others are intrinsically orientated and value work 

predominantly for intrinsic aspects, such as autonomy, variety or skill utilization. Still others 

may hold both an extrinsic and intrinsic work value orientation (Feather & O‟Brien, 1986; 

Malka & Chatman, 2003).  

Holding an intrinsic (as opposed to an extrinsic) work value orientation is considered 

particularly beneficial: Employees valuing intrinsic job aspects are orientated towards being 

creative, learning new skills, and self-direction, which may contribute to their job satisfaction 

and enthusiasm and may prevent them from becoming stressed or depressed (Knoop, 1994a, 

1994b, Tuch & Martin, 1991; Warr, 1992). This may be because an intrinsic work value 

orientation allows for the fulfilment of the basic needs for autonomy, competence and 

relatedness as suggested in Self-Determination Theory (Vansteenkiste et al., 2007). An 
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extrinsic work value orientation, in contrast, is less likely to satisfy these needs 

(Vansteenkiste et al., 2007), and therefore adds  little to employees‟ optimal functioning 

(Knoop, 1994a, 1994b; Tuch & Martin, 1991).  

An intrinsic work value orientation might however not only affect employees‟ 

functioning directly. According to Expectancy-Value Theory (EVT; Feather, 1990; Vroom, 

1964) values may also affect how people feel attracted to and behave in particular situations 

(Feather, 1990). They may therefore assist employees to control and influence the 

environment as outlined in the definition of personal resources (Hobfoll et al., 2003). The P-E 

fit literature (French, Kaplan, & Harrison, 1982; Kristof-Brown et al., 2005) maintains that 

such an influence is most likely when employees‟ personal characteristics fit the environment.  

According to the P-E fit literature, different types of P-E fit may exist, including the 

congruence between (1) the values of the employees and the organization, (2) the 

environmental demands and the employees‟ abilities and (3) the environmental supplies and 

the employees‟ values. The latter, also called supply-value fit, has particular resonance for 

this study. It pertains to a form of complementary fit: The environmental supplies match with 

individuals‟ orientation and vice versa. According to French et al. (1982), organizational 

supplies may refer to all intrinsic and extrinsic resources and rewards available in the 

organization. Complementary to employees‟ intrinsic work values, the current study focuses 

upon intrinsic job resources, and more specifically, upon learning opportunities and task 

autonomy, as these job resources are arguably most frequently studied in the JD-R model.  

The P-E fit literature holds that stress may arise when the environmental supplies fall 

short of employees‟ values. The match between the environments‟ supplies and employees‟ 

values may instead contribute to employees‟ optimal functioning (Edwards & Shipp, 2007). 

This is because values may shape the way in which employees view and use the available 

organizational supplies (Roe & Ester, 1999; Warr, 1987), which may then assist employees in 

attaining their goals (Schneider, 1987) and fulfilling their needs (Cable & Edwards, 2004). 

Intrinsic oriented employees may, for instance, view the implementation of a new computer 

programme as an opportunity to learn. They may therefore put additional effect in getting 

accustomed with the particular programme. As such, they move forward in achieving their 

goal of self-development, which fulfils their need for competence.  

Similar assumptions about the beneficial effects of a match, are held in various other 

work and organizational theories. The cybernetic approach, for instance, considers ill-being to 

result from a discrepancy between actual and desired end states (Cummings & Cooper, 1979). 
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Furthermore, the COR theory regards the lack, the loss or the potential loss of highly valued 

resources as primary causes of stress (Hobfoll, 2002). Locke (1976) assumes job satisfaction 

to result from the fulfilment of important job values. The importance of fit between 

environmental supplies and individuals‟ values is equally acknowledged in some older job 

characteristics models. Hackman and Olham (1987), for instance, suggests that job 

enrichment is particularly beneficial for employees‟ valuing growth; an assumption that was 

supported in the meta-analysis of Fried and Ferris (1987).  

Despite the central role of the supply-value fit in the P-E fit literature (Edwards & 

Shipp, 2007), surprisingly little research examined this type of fit (Kristof et al., 2001). We 

could identify only one study in this regard. Specifically, Taris and Feij (2001) showed that 

the interaction between employees‟ intrinsic work values (e.g. autonomy, task variety and 

responsibility) and the matching job characteristics was predictive for employees‟ job 

satisfaction and reduced turnover intention. This study, however, did not take job demands 

into account, which may also have a profound impact on employees‟ functioning (Bakker & 

Demerouti, 2007). Consequently, Taris and Feij (2001) also failed to examine whether an 

intrinsic work value orientation may also strengthen the impact of job resources as a buffer for 

the health-impairing impact of job demands and whether job demands boost the stimulating 

effect of job resources more strongly among intrinsically oriented employees. The current 

study, therefore, aims to extend this research, by integrating the match between intrinsic work 

values and intrinsic job resources in the broader perspective of the JD-R model.  

Present study 

The present study aimed to contribute to the understanding of the role of personal 

resources in the JD-R model by examining whether an intrinsic work value orientation may 

strengthen the associations of intrinsic job resources with emotional exhaustion, the main 

component of burnout (Maslach, Schaufeli, & Leiter, 2001) and work engagement. This 

assumption aligns with the notion of the P-E fit literature that a match between personal and 

job characteristics may lead to beneficial outcomes, as much as a misfit may result in 

unfavourable consequences (Parkes, 1994). 

Specifically, based on the literature reviewed above, we first advocate that holding an 

intrinsic work value orientation may fortify the main effects of task autonomy and learning 

opportunities on emotional exhaustion and work engagement (i.e. two-way interactions 

between an intrinsic work value orientation and job resources). As regards task autonomy, this 
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may be because an intrinsic work value orientation may encourage employees to really make 

use of the possibilities to take initiative and to actively participate in the decision making 

process, which in turn assists them in attaining the value of self-direction. In line with this 

view, it was shown that intrinsically oriented employees attaching high importance to being 

creative and learning new things refer predominantly to their own autonomous opinion in 

persuading others. Individuals valuing extrinsic job aspects, such as job security or economic 

returns, rely in the first place on their supervisors (Blickle, 2000). Similarly, a match between 

an intrinsic work value orientation and the availability of learning opportunities may fuel 

employees learning process. Indeed, an intrinsic work value orientation has previously been 

found to relate positively to the willingness to follow additional training (Van den Broeck, 

Vansteenkiste, Lens, & De Witte, in press) and to contribute to the learning process and the 

quality of learning (Baker, 2004). When employees are not provided with the resources they 

value, they might in contrast experience their job as energy depleting, which eventually 

results in emotional exhaustion and burnout (Maslach et al. 2001). Accordingly, we 

hypothesize: 

Hypothesis 1a: A strong intrinsic work value orientation strengthens the negative 

relationships between job resources and emotional exhaustion; that is, for highly intrinsic 

orientated employees an increase in job resources is associated with a stronger decrease in 

emotional exhaustion than for lowly intrinsic orientated individuals. 

Hypothesis 1b: A strong intrinsic work value orientation strengthens the positive 

association of job resources with work engagement; that is, for highly intrinsic orientated 

employees, an increase in job resources is associated with a stronger increase in work 

engagement than for lowly intrinsic orientated individuals. 

We furthermore aim to explore whether an intrinsic work value orientation may also 

impact the interactions between job demands and job resources (i.e. three-way interactions 

between a predominant intrinsic value orientation, job resources and job demands). First, we 

investigate whether an intrinsic work value orientation may strengthen the buffering role of 

job resources in the relation between job demands and burnout. Predominantly intrinsic 

oriented employees may indeed be particularly oriented towards managing intrinsic job 

resources to overcome obstacles and to offset the health-impairing impact of job demands on 

burnout. Previous research has provided evidence for such an effect of employees‟ motivation 

(Fernet, Guay, & Senécal, 2004). Moreover, some findings suggest that the buffering 

hypothesis only occurs when job resources match employees‟ personal characteristics (for a 
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discussion on job control, see Burger, 1989). Indeed, a fit between personal resources, such as 

an active coping style and self-efficacy, has been indicated as a necessary condition for job 

control to attenuate the relationship between job demands and emotional exhaustion, while a 

misfit intensified the health-impairing impact of job demands (de Rijk, Le Blanc, & Schaufeli, 

1998; Schaubroeck, Jones, & Xie, 2001).  

Second, a fit between a predominant intrinsic work value orientation and job resources 

may also fortify the boosting impact of job demands on the association between job resources 

and work engagement. This may be because job demands may particularly prompt the use of 

job resources among predominantly intrinsically oriented employees as they already have a 

strong desire to act upon intrinsic job resources. This then results in particularly high levels of 

work engagement. Parker, Jimmieson and Amiot (in press) recently found evidence for such 

intensifying impact of employees‟ motivation for the interaction among job control and role 

overload in the prediction of absorption, one of the components of work engagement. The 

present study aims to expand this research with respect to an intrinsic work value orientation. 

Accordingly, we hypothesize: 

Hypothesis 2a: A strong intrinsic work value orientation strengthens the interaction 

between job resources and job demands on emotional exhaustion; that is, for highly intrinsic 

orientated employees, job resources play a stronger buffering role in the health-impairing 

association between job demands and emotional exhaustion than for lowly intrinsic orientated 

employees.  

Hypothesis 2b: A strong intrinsic work value orientation strengthens the interaction 

between job resources and job demands on work engagement; that is, for highly intrinsic 

orientated employees, job demands play a stronger boosting role in the stimulating association 

between job resources and work engagement than for lowly intrinsic orientated employees.  

Based on the P-E fit literature, a correspondence between extrinsic work values and 

extrinsic job resources (e.g. financial rewards; Bakker, Demerouti, Taris, Schaufeli, & 

Schreurs, 2003; Demouti et al., 2001) may be equally beneficial as the match between 

intrinsic work values and resources. In a first attempt to shed light on this issue in the realm of 

the JD-R model, we focus however upon intrinsic work values and intrinsic job resources: 

Intrinsic work values have been shown to be most beneficial (e.g. Knoop, 1994a, 1994b) and 

intrinsic job resources are most examined in the JD-R model (Bakker & Demerouti, 2007).  

Intrinsic and extrinsic work value orientations generally do not exclude each other. 

From a theoretical point of view, employees can be both intrinsically and extrinsically 
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orientated at the same time. Methodologically, however, the positive correlation between 

intrinsic and extrinsic work value orientations might also be due to the importance employees 

attach to work values in general (De Witte, 2000; Vansteenkiste et al., 2007). To examine the 

level of an intrinsic work value orientation as accurately as possible, it is therefore important 

to control for individuals‟ extrinsic work value orientation when analysing the effects of their 

intrinsic work value orientation.   

Method 

Procedure and participants 

The data were obtained from the TNO Work Situation Survey of 2002. This survey is 

a written („paper and pencil interviewing‟) cross-sectional survey that measures the work 

situation in a random sample of the Dutch active working population between 15 and 65 years 

(Smulders, Andries, & Otten, 2001). The starting point was the large database of more than 

45.000 working respondents from the Netherlands, operated by Intomart, a marketing agency. 

A stratified (by province, age, gender and educational level) random sample of 8.500 subjects 

was drawn from this database, and were contacted for participation. In total, 4009 respondents 

returned their questionnaire, resulting in an overall response rate of 45%. The sample was 

representative for the Dutch working population as respects gender, age and sector of 

employment.  

The total sample represented various sectors of employment including industry (18%), 

trade,  hotel and catering (18%), health care (14%), finance and services (12%), government 

(7%) and education (5%).  It comprised 58% male participants. Participants‟ age varied 

between 20 and 64 years (M = 37.51 years; SD = 11.93 years). Working experience in the 

current function varied between one month and 43 years (M = 6.01 years; SD = 7.46 years). 

The majority of the participants completed secondary school (72%). About half of the 

participants worked full-time (44%). Most had a permanent contract (82%). 

Measurements 

All questionnaires were administered in Dutch, using well-validated translations of the 

applied measures (Smulders et al., 2001). All scales had an acceptable internal consistency 

(Table 1).  

Job characteristics. We selected two task related job demands (i.e. workload and 

emotional demands) and two job resources (i.e. job autonomy and learning opportunities) that 
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are generally examined in the JD-R model (Bakker & Demerouti, 2007) and are common 

throughout different professions. Respondents rated to which degree they encountered each of 

the job characteristics on a four-point Likert scale, ranging from 1 (never) to 4 (always).  

Workload was measured with five items such as „I have a lot of work to do‟ (Van der 

Doef & Maes, 1999). Emotional demands were assessed with three items borrowed from 

Kristensen, Hannerz, Hogh and Borg (2005). A sample item is „My job requires me to hide 

my feelings‟. Job autonomy was assessed with five items in line with the decision latitude-

questions from the Job Content Questionnaire of Karasek (Goudswaard, Dhondt, & Kraan, 

1998). A sample item is „Can you decide how to execute your tasks?‟ Learning opportunities 

was assessed with five items building on Karaseks‟ skill discretion scale, indicating to what 

extent work stimulated employees‟ growth and development (Houtman, Goudswaard, 

Dhondt, Van der Grinten, Hildebrandt, & Kompier, 1995; Goudswaard et al., 1998). A sample 

item is „Does your job give you the opportunity to learn new things?‟ Confirmatory Factor 

Analysis (CFA) using maximum likelihood estimation (Bollen, 1989) in Amos 5 (Arbuckle, 

2005), favoured the 4-factor model; SBS-² (135) = 2410.59, p < .001; RSMEA = .06; CFI = 

.92, which had better fit to the data than the one-factor model; SBS-² (3) = 17120.93, or the 

two-factor model differentiating between job demands and job resources; SBS-² (2) = 

9547.06, all p’s < .001.  

Intrinsic and extrinsic work value orientation was measured with 11 items based on 

Herzberg (1959). Respondents were asked to indicate to what extent they valued each of the 

listed job aspects in general on a four-point Likert scale ranging from 1 (not very important) 

to 4 (very important). The five items for an intrinsic work value orientation referred to 

intrinsic aspects of the job; that is, job autonomy, task variation, opportunities for learning 

and growth, and interesting work. Extrinsic work orientation was measured with six items 

referring to external aspects of the job; that is, rewards, favourable working conditions, job 

security, appropriate working hours and social support from colleagues and supervisors. CFA 

confirmed the two-factor structure of these items: The two-factor model presented satisfactory 

fit to the data SBS-² (38) = 926.12, p < .001; RSMEA = .07; CFI = .90, which was better than 

the fit of the one-factor model; SBS-² (1) = 1196.90, p < .001.  

Well-being. Work engagement was measured using the Utrecht Work Engagement 

Scale (UWES; Schaufeli et al., 2002), which includes nine items such as „At my work, I feel 

that I am bursting with energy‟. Responses were given on a seven-point Likert scale, ranging 

from 0 (never) to 6 (every day). Emotional exhaustion was assessed using five items of the 
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Utrecht Burnout Scale (UBOS; Schaufeli & Van Dierendonck, 2000). Response alternatives 

could be given on a seven-point Likert scale, ranging from 0 (never) to 6 (every day). The 

two-factor model differentiating emotional exhaustion from work engagement presented 

adequate fit to the data; SBS-² (90) = 3393.46, p < .001; RSMEA = .09; CFI = .91, which was 

better than the fit of the one-factor model; SBS-² (1) = 10708.80, p < .001. 

Control variables. As gender, age, educational level and weekly working hours have 

been shown to correlate significantly with work orientations as well as work outcomes (Van 

Ruysseveldt & Smulders, 2008; Warr, 2008), we controlled for these social-demographics 

when testing the hypotheses. Gender was dummy-coded (0 = female, 1 = male). Age, 

educational level and weekly working hours were treated as continuous variables with 

increasing numbers indicating that participants were older, higher educated and worked more 

hours per week, respectively. 

Analyses 

The hypotheses were examined through a series of multiple regression analyses 

(SPSS, version 17), following the procedure of Aiken and West (1991). In a first step of the 

regression analyses predicting emotional exhaustion and work engagement, we entered the 

control variables to rule out alternative explanations. In a second step of the regression 

analyses, we included the main effects of job demands and job resources, line with the 

propositions of the JD-R model. The third step included the interactions between job demands 

and job resources. Fourth, we added an intrinsic relative to an extrinsic work value 

orientation. Different approaches have been suggested to achieve such a relative score. For 

example, some scholars included a summary score of intrinsic and extrinsic values before 

entering intrinsic values in the regression analyses (Kasser & Ryan, 1996; Vansteenkiste et 

al., 2007). Others subtracted an extrinsic from an intrinsic work value orientation to control 

for their positive relation (Duriez, Soenens, & Vansteenkiste, 2007; Sheldon & Kasser, 1998). 

We aligned with the latter approach, as we needed a single score reflecting the relative 

importance of intrinsic and extrinsic values to be able to examine its interaction effects.  

The fifth step of the regression analyses included the two-way interaction terms 

between the job demands or the job resources on the one hand and an intrinsic relative to an 

extrinsic work value orientation on the other hand. This step allowed to test Hypotheses 1a 

and 1b. Finally, in the sixth step, we added the three way interactions among job demands, job 

resources and an intrinsic relative to an extrinsic work value orientation to test Hypotheses 2a 
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and 2b. Following Cohen, Cohen, West and Aiken (2003), all variables were mean centred 

and the interaction terms were computed as the products of the centred scale scores. When the 

three-way interactions were signification, we did not elaborate upon constituent two-way 

interactions in describing the results, for reasons of parsimony. 

Results 

Table 1 shows the correlations between the variables. In line with the JD-R model, 

both job demands (i.e. workload and emotional demands) related positively to emotional 

exhaustion. The job resource of autonomy related negatively to emotional exhaustion. Rather 

unexpectedly, the relationship between learning opportunities and emotional exhaustion was 

not significant. Both job resources related positively to work engagement, which aligns with 

the JD-R model. Intrinsic and extrinsic work values were moderately positively correlated, 

which confirms that both orientations are not mutually exclusive. Intrinsic work values related 

positively to all job characteristics, whereas extrinsic work values were negatively related to 

autonomy. Neither intrinsic nor an extrinsic work values related to emotional exhaustion, but 

both values related positively to work engagement. Finally, emotional exhaustion and work 

engagement were negatively related.  

Table 2 displays the final step of the multiple regression analyses for emotional 

exhaustion and for work engagement. With  respect to emotional exhaustion, in accordance 

with the JD-R model, the job demands displayed positive relations, while the job resources 

were negatively related, in Step 2. The job characteristics categories explained considerable 

variance, after controlling for the demographic variables, which were included in Step 1. In 

Step 3, workload interacted with autonomy and learning opportunities, while emotional 

demands interacted with learning opportunities. Simple slope analyses for low (i.e. 1 SD 

below the mean) and high (i.e. 1 SD above the mean) workload and emotional demands in 

conditions of low (i.e. 1 SD below the mean) and high (i.e. 1 SD above the mean) learning 

opportunities confirmed the buffering hypothesis of the JD-R model: Both workload (blow = 

.50, SE = .03, t = 17.77, p < .001; bhigh = .47, SE = .03, t = 17.26, p < .001) and emotional 

demands (blow = .29, SE = .03, t = 10.00, p < .001; bhigh = .18, SE = .03, t = 6.12, p < .001) 

associated stronger with emotional exhaustion under conditions of low instead of high 

learning opportunities. The interplay between workload and autonomy is commented upon 

later on, as it was part of a significant three-way interaction (see Step 6). 

In Step 4, an intrinsic relative to an extrinsic work value orientation did not explain 
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additional variance in emotional exhaustion. However, as displayed in Table 2, it became 

significant in the final step of the regression analysis, which is probably due to a cooperative 

suppression effect. In Step 5, a two-way interaction was found of a predominant intrinsic 

work value orientation with workload, but not with emotional demands or autonomy. In line 

with Hypothesis 1a, however, learning opportunities interacted with a predominant intrinsic 

work value orientation: Learning opportunities were only negatively associated with 

emotional exhaustion among employees attaching much as compared to little importance to 

intrinsic relative to extrinsic work values, (blow = .05, SE = .03, t = 1.57, ns; bhigh = -.08, SE = 

.03, t = -2.49, p < .01), which is also depicted in Figure 1.  

Finally, in Step 6, evidence was found for one of the possible three-way interactions: 

The interaction between workload and autonomy was significantly moderated by an intrinsic 

relative to an extrinsic work value orientation. As displayed in Figure 2 and in line with the 

buffer hypothesis of the JD-R model, autonomy attenuated the negative relation of workload 

with emotional exhaustion. This buffering effect was more strongly among employees 

holding a predominant intrinsic work value orientation (blow = .47, SE = .04, t = 11.61, p < 

.001; bhigh = .35, SE = .04, t = 9.56, p < .001) than among less intrinsically oriented employees 

(blow = .53, SE = .04, t = 14.53, p < .001; bhigh = .49, SE = .05, t = 10.85, p < .001), which  

provides evidence for Hypothesis 2a. 

With respect to work engagement, after controlling for the demographic variables in 

Step 1, the job characteristics explained considerable additional variance in Step 2. In line 

with the JD-R model, the job resources were positively related to work engagement. 

Emotional demands related negatively to work engagement, while workload was unrelated. In 

Step 3, both job autonomy and learning opportunities interacted with workload, but not with 

emotional demands. In Step 4, an intrinsic relative to extrinsic work value orientation related 

positively to work engagement. In Step 5, a predominant intrinsic work value orientation 

moderated the association between workload and work engagement. No such interaction was 

found for emotional demands. Furthermore, an intrinsic relative to an extrinsic work value 

orientation moderated the association between autonomy and work engagement, but not the 

impact of learning opportunities. Hypothesis 1b was therefore partially supported.  

Finally, significant three-way interactions were found among an intrinsic relative to an 

extrinsic work value orientation, workload and both autonomy and learning opportunities. In 

line with Hypothesis 2b, the boosting impact of workload on the positive association between 

autonomy and work engagement was stronger among employees who highly favoured 
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intrinsic work values (blow = .22, SE = .03, t = 8.83, p < .001; bhigh = .31, SE = .02, t = 12.81, p 

< .001) than among employees attaching little importance to intrinsic work values (blow = .19, 

SE = .02, t = 8.20, p < .001; bhigh = .21, SE = .03, t = 7.41, p < .001), which is depicted in 

Figure 3. Contrary to the boosting hypothesis advocated in the JD-R model, however, 

workload attenuated the relationship between learning opportunities and work engagement. 

As shown in Figure 4, this effect was stronger among highly intrinsically oriented employees 

(blow =.49, SE = .02, t = 24.27, p < .001; bhigh = .44, SE = .02, t = 20.64, p < .001) than for 

their lowly oriented counterparts (blow = .43, SE = .02, t = 18.59, p < .001; bhigh = .41, SE = 

.03, t = 16.19, p < .001).  No three-way interactions for emotional demands were found.  

Discussion 

The present article aimed to add to the literature on the importance of personal 

resources in job characteristics models in general and the JD-R model in particular. Most 

studies in the realm of the JD-R model have focused on the role of personal resources (1) as 

an antecedent of job demands and job resources (Xanthopoulou et al., 2007), (2) as a buffer 

for the health-impairing impact of job demands (e.g. Hui & Lee, 2000; Xanthopoulou et al., 

2007) or (3) as an explanatory process in the relationship between job resources and 

employees‟ poor (i.e. emotional exhaustion, burnout) and optimal (i.e. work engagement) 

well-being (e.g. Llorens et al., 2007; Van den Broeck et al., 2008; Xanthopoulou et al., 2007).  

The present research aimed to go one step further and examined whether personal 

resources may also strengthen the impact of job resources on emotional exhaustion and work 

engagement. Specifically, based on the P-E fit literature, we examined employees‟ intrinsic 

relative to an extrinsic work value orientation, as such an orientation may assist employees‟ to 

effectively act upon important matching intrinsic job resources (e.g. autonomy and learning 

opportunities). This likely assists them to attain their intrinsic goals and to fulfil their needs 

(Kristof, 1996; Warr, 1994), which then prevents ill-being and contributes to well-being 

(Parkes, 1994).  

First, results largely supported the JD-R model: The job demands (i.e. workload and 

emotional demands) related positively to emotional exhaustion, while the job resources (i.e. 

task autonomy and learning opportunities) related negatively to emotional exhaustion and 

positively to work engagement, after controlling for employees‟ background variables. In line 

with the buffer hypothesis, job resources also seemed to be able to offset the health-impairing 

impact of job demands: Three in four interactions among workload, emotional demands, 
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autonomy and learning opportunities were significant; with the exception of the interaction 

between autonomy and emotional demands. 

Some evidence was also found for the boosting hypothesis of the JD-R model: 

Autonomy was particularly predictive of work engagement under conditions of high rather 

than low workload. The evidence for the boosting hypothesis was however limited to this 

particular relationship. The potential interactions between job resources and emotional 

demands failed to reach significance. Moreover, the interaction among learning opportunities 

and workload revealed the opposite pattern: Learning opportunities seemed most beneficial 

under conditions of low workload, and this for both high and low intrinsically oriented 

employees. These findings seem to call for more research into the boosting hypothesis, 

particularly because this hypothesis may be regarded as fairly new in the JD-R model (Bakker 

et al., 2007).  

Second, as respects personal resources, results indicated that employees‟ intrinsic 

relative to an extrinsic work value orientation may have direct importance for employees‟ 

well-being and in particular work engagement. However, in line with previous research (Taris 

& Feij, 2001), this relationship was rather small, indicating that job demands and job 

resources are the most important predictors of employees‟ functioning. Although not the 

focus of this study, some evidence was found for the moderating role of a predominant 

intrinsic work orientation on the health-impairing impact of job demands:  An intrinsic 

relative to and extrinsic work value orientation moderated the associations between workload 

and emotional exhaustion as well as work engagement.  

Most importantly, however, the current findings provided evidence for an additional 

role of personal resources, that is, an intrinsic relative to extrinsic work value orientation, as 

strengthener of the health-enhancing impact of job resources on emotional exhaustion and 

work engagement, which was the focus of the current study. Specifically, in line with 

Hypothesis 1, an intrinsic relative to an extrinsic work value orientation fortified the negative 

associations of learning opportunities with emotional exhaustion as well as the positive 

association of autonomy with work engagement. The results for the relations among 

autonomy and emotional exhaustion as well as learning opportunities and work engagement 

failed to reach significance (p‟s .08 and .07, respectively), but revealed a similar trend. 

Moreover, the significant three-way interactions indicated that a predominant intrinsic work 

value orientation may be a critical resource for employees to use the available opportunities 

for autonomy to offset the exhausting impact of workload and to benefit optimally from 
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autonomy when workload is high. These results lend partial support for Hypothesis 2.  

In general, these findings support the assumption in the P-E fit literature (Kristof-

Brown et al., 2005; Warr, 1994) that employees valuing particular job characteristics benefit 

more from the availability of such job aspects. They also extend this line of research by 

suggesting that the impact of fit goes beyond a mere strengthening of main effects, but may 

also affect how employees employ matching job characteristics to deal with other job features 

to enhance well-being. These results are in line with previous research pointing at the 

importance of employees‟ values to benefit from the availability of job resources. For 

example, Grant (2008) also found that fund raising callers holding strong prosocial values 

performed higher at the presence of task significance compared to their colleagues attaching 

little importance to such values. The results also confirm previous research attesting to the 

importance of employees‟ motivation for job resources to alter the impact of job demands 

(Fernet et al., 2004; Parker et al., in press).  

Limitations and future research directions 

Some limitations of this study need to be noted. First, the results are based on self-

report data, which might have increased the risk of overestimating the relations as a 

consequence of common method variance (Podskaff, Mackenzie, Lee, & Podsakoff, 2003). 

CFA however indicated that such a contamination was rather limited: The uncontaminated 

model fitted the data better than the contaminated model; SBS-² (36) = 518.05, p < .001. 

Efforts were indeed made to limit potential problems of common method variance by, for 

instance, guaranteeing anonymity during data-collection (Podsakoff et al., 2003). Self-ratings 

seem the most feasible way to assess intrinsic and extrinsic values, as they represent 

subjective mental representations. To strengthen the results, future research might, however, 

employ a mix of subjective measurement of values and objective measurements of job 

demands and job resources (e.g. Demerouti et al., 2001).  

A second limitation is that - due to the cross-sectional nature of the data - no 

conclusions regarding causality can be drawn. The present study however builds upon 

previous research establishing the causal relationships from job demands and job resources, to 

burnout and work engagement (e.g. Hakanen, Schaufeli, & Ahola, 2008). Future studies using 

a longitudinal design might strengthen our results.  

Third, not all hypothesized interaction were significant. Few interactions were, for 

example, found among emotional demands and job and personal resources. Together with 
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previous research (e.g. Fernet et al., 2004), the current findings seem to suggest that such two- 

and three-way interactions exist, but they simultaneously call attention to some boundary 

conditions. For example, the current results seem to indicate that the intensifying impact of an 

intrinsic versus extrinsic work value orientation only comes at play among particular job 

demands. This may perhaps align with a differentiation among two types job demands (i.e. 

job hindrances and job challenges) which was previously advocated (Podsakoff, Lepine, & 

Lepine, 2007), also in the realm of the JD-R model (Van den Broeck, Vansteenkiste, De 

Cuyper, & De Witte, in press). Specifically, in this line of research workload has been indicated 

as a job challenge, which may have positive outcomes. Emotional demands, in contrast, has 

been labelled as a job hindrance, which yield only negative effects. The current results seem to 

suggest that personal resources may perhaps only affect the impact of job challenges, but future 

research is needed to clarify this issue. 

A further limitation may be that the added explanatory power for the interaction 

between an intrinsic work value orientation and employees‟ intrinsic values was generally 

rather small (1% in most cases). This is, however, comparable to the explanatory power of the 

other interactions (e.g. between job demands and job resources) in the current study as well in 

others (e.g. Hakanen et al., 2005). Unlike in experimental research, it is thus not uncommon to 

find only small interaction effects in survey research, as was also suggested by McClelland 

and Judd (2003).  

The current study focused on intrinsic work values and included a limited set of core 

job characteristics. Future research might aim to examine the role of an intrinsic relative to an 

extrinsic work value orientation on the relation between a broader set of job demands, 

including both job hindrances (i.e. role conflict) and job challenges (i.e. cognitive demands), 

as well as job resources (i.e. role clarity, social support from colleagues) and employees‟ well-

being (Warr, 1987). Such studies may also tap into the fit between a predominant extrinsic 

work value orientation and extrinsic job resources such as job security and financial rewards. 

This might indeed be an interesting avenue for future research as the P-E fit literature would 

suggest that such a fit yields beneficial outcomes, whereas for example Self-Determination 

Theory would hypothesize negative effects of valuing extrinsic work values (Sheldon, Ryan, 

Deci, & Kasser, 2004; Vansteenkiste et al., 2007).  

These current results furthermore build upon previous work-related SDT-research (see 

Van den Broeck, Vansteenkiste & De Witte, 2008 for an overview) by showing that the 

health-enhancing effect of valuing work predominantly for intrinsic reasons holds above and 
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beyond the impact of job characteristics. SDT‟s conceptualization of intrinsic and extrinsic 

values, however, differs somewhat from the traditional conceptualization of an intrinsic and 

extrinsic work value orientation in work- and organizational psychology (Van den Broeck, 

Vansteenkiste, De Witte, Lens, & Andriessen, 2009). Traditionally, an intrinsic work value 

orientation refers to valuing job characteristics which are part of the working tasks (i.e. 

autonomy, learning opportunities), while an extrinsic orientation pertains to valuing aspects 

outside one‟s tasks that lie in the job circumstances (e.g. favourable working circumstances), 

conditions (e.g. pay, job security) or relations (i.e. social support colleagues; Malka & 

Chatman, 2003). SDT, in contrast, does not ground the differentiation between intrinsic and 

extrinsic work values in one‟s tasks, but takes individuals‟ growth orientated nature as the 

point of departure. Indeed, SDT postulates that individuals are - by their very nature – 

orientated towards self-development and strive for harmonious and authentic integration in 

the larger social environment. According to SDT, intrinsic values align with this growth 

orientated nature and refer, for instance, to personal growth, emotional intimacy, health and 

community contribution. Extrinsic values, in contrast, include aspects that detract individuals 

from their growth orientation and refer to external signs of worth, such as financial success, 

appealing appearance, status and power (Sheldon et al., 2004). SDT‟s conceptualization of 

extrinsic values therefore overlaps with the traditional view on work values regarding, for 

example, pay, but differs in the sense that it (1) regards social relationships as intrinsic and (2) 

does not include aspects of job security and convenient working hours. Future research may 

aim to shed more light on the added value of both conceptualizations to stimulate the coherent 

development of this research domain.  

Practical implications 

Despite these limitations and the necessity of further research, the present study may 

hold some valuable theoretical and practical implications. First the present findings indicate 

that work characteristics are the most important predictors of exhaustion and work 

engagement. This suggests that interventions in work itself are foremost instructive and 

necessary to reduce employees‟ emotional exhaustion and to increase their work engagement. 

In addition to creating more resourceful and less demanding environments, one might 

however also benefit from paying attention to employees‟ personal resources. This would not 

only add to employees‟ well-being directly. Perhaps most importantly, this would also 

enhance employees‟ orientation towards, as well as their readiness and preparedness to make 

use of the available job resources. It might even assist them in experiencing positive effects of 
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job challenges, such as workload. Therefore, training courses may aim at enhancing 

employees‟ intrinsic relative to extrinsic work value orientation, for example, by pointing at 

the presence and the importance of intrinsic work aspects. Previous research indeed indicated 

that individuals‟ value orientation can be influenced when a particular activity is framed in 

terms of intrinsic instead of extrinsic values (Vansteenkiste, Simons, Lens, Sheldon, & Deci, 

2004). In general, strengthening employees‟ personal resources may thus be a fruitful avenue 

for interventions to further increase employees‟ optimal functioning.  

Conclusions 

In sum, the present study aimed to contribute to the theoretical and empirical research 

on the role of personal resources in job design in general and in the JD-R model in particular. 

Previous research has indicated that personal resources may decrease job demands, buffer 

their health-impairing impact, increase job resources and explain the relationship between job 

resources and employees‟ well- being. The current study provided evidence for an additional 

role of a particular personal resource, that is, holding an intrinsic relative to extrinsic work 

value orientation, in enhancing employees‟ well-being directly and – perhaps most 

importantly – strengthening the impact of job resources. These results point at the importance 

of employees‟ values in creating stimulating jobs. They may open the debate on the different 

roles of personal resources in the JD-R model and stimulate future studies to examine whether 

particular job resources may play particular roles. 
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Table 1 

Means, Standard-Deviations and Correlations between Job Resources, Emotional Exhaustion and Work Engagement (Chronbach alphas on the Diagonal) 

 M SD 1 2 3 4 5 6 7 8 9 10 11 12 

1. Gender .57 .49             

2. Age 37.50 11.93 .08***            

3. Education 3.94 1.08 -.06*** -.02           

4. Contract Type 5.29 2.15 .49*** .26*** .13***          

5. Workload 2.41 .58 .00 .17*** .13*** .20*** (.82)        

6. Emotional Demands 2.24 .84 -.19*** .04* .09*** -.09*** .18*** (.87)       

7. Autonomy 2.84 .67 .03 .23*** .15*** .22*** .05*** -.03* (.86)      

8. Learning Opportunities 2.87 .62 .13*** .26*** .18*** .35*** .24*** .11*** .31*** (.80)     

9. Intrinsic Values 3.33 .46 .01 .01 .10*** .15*** .15*** .04* .20*** .35*** (.74)    

10. Extrinsic Values  3.45 .44 -.09*** .07*** -.28*** -.06*** .01 0 -.11*** .02 .36*** (.77)   

11. Emotional Exhaustion 2.56 1.34 -.01 .04* .05*** .10*** .33*** .17*** -.10*** -.01 .01 .03 (.89)  

12. Work Engagement 3.42 .82 .03* .28*** .02 .15*** .12*** .04** .30*** .54*** .24*** .03* -.30*** (.92) 

* p < .05. ** p < .01. *** p < .001.
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Table 2 

Standardized Regression Coefficients of Job Demands and Job Resources Predicting Emotional 

Exhaustion and Work Engagement. 

Step  
Emotional 

Exhaustion 

Work 

Engagement 

1 Gender -.01 -.04* 

 Age -.01 .13*** 

 Education .05** -.11*** 

 Contracttype .12*** -.06*** 

      R² .01*** .08*** 

2 Workload .32*** -.01 

 Emotional demands .15*** -.03* 

 Autonomy -.11*** .13*** 

 Learning opportunities -.12*** .49*** 

      R² Change .14*** .25*** 

3 Workload*Autonomy -.04* .04** 

 Workload*Learning opportunities .06*** -.05** 

 Emotional demands*Autonomy -.01 -.03 

 Emotional demands*Learning opportunities -.05** .03 

      R² Change .01*** .01*** 

4 Intrinsic values  -.04** .06*** 

      R² Change .01 .01*** 

5 Workload*Intrinsic values -.05** .05** 

 Emotional demands*Intrinsic values .03 -.02 

 Autonomy*Intrinsic values -.03 .03* 

 Learning opportunities* Intrinsic values -.04** .03 

      R² Change .01*** .01*** 

6 Workload*Autonomy* Intrinsic values -.04* .05** 

 Workload*Learning opportunities* Intrinsic values .02 -.03* 

 Emotional demands*Autonomy* Intrinsic values -.01 .01 

 Emotional demands*Learning opportunities* Intrinsic 

values 

-.01 .03 

      R² Change .01* .01*** 

      F 35.25*** 86.80*** 

      df1 21 21 

      df2 3590 3561 

Note. „Intrinsic values‟ refer to the relative score of intrinsic versus extrinsic values. * p < .05. ** p 

<.01. *** p <.001 
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Figure 1. Interaction Effects of Intrinsic Values and Learning Opportunities on Emotional Exhaustion  
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Figure 2a. Interaction Effects of Autonomy and Workload on Emotional Exhaustion for Lowly 

Intrinsically Oriented Employees. 
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Figure 2b. Interaction Effects of Autonomy and Workload on Emotional Exhaustion for Highly 

Intrinsically Oriented Employees. 
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Figure 3a. Interaction Effects of Autonomy and Workload on Work Engagement for Lowly 

Intrinsically Oriented Employees. 
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Figure 3b. Interaction Effects of Autonomy and Workload on Work Engagement for Highly 

Intrinsically Oriented Employees. 
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Figure 4a.  Interaction Effects of Workload and Learning Opportunities on Work Engagement for 

Lowly Intrinsically Oriented Employees. 
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Figure 4b.  Interaction Effects of Workload and Learning Opportunities on Work Engagement for 

Lowly Intrinsically Oriented Employees. 
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Chapter 12  

 

Unraveling the quantity and the quality of workers’ 

motivation: A person-centered perspective 

 

The present research adopts a person-centered approach to identify workers‟ motivational 

profiles in terms of autonomous and controlled motivation, and to compare the quantitative 

and the qualitative viewpoints on work motivation with respect to potential antecedents (i.e. 

environmental support) and consequences (i.e. workers‟ well-being). Across a representative 

population sample (Study 1) and two samples of worker of different kinds of organizations 

(Study 2), cluster analysis revealed four motivational profiles: a high quantity (i.e. high 

autonomous and high controlled), a high quality (i.e. high autonomous and low controlled), a 

low quality (i.e. low autonomous and high controlled) and a low quantity (i.e. low 

autonomous and low controlled) motivation cluster. Whereas the former two clusters reported 

most environmental support and well-being, the latter two displayed the least optimal 

outcomes. Overall, results point at the importance of high quality motivation. 
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Motivation is a critical issue for organizational science and practice (Pinder, 2008): 

Workers‟ motivation adds to organizations‟ productivity and workers‟ optimal functioning 

(Steers, Mowday, & Shapiro, 2004). Workers may vary considerably in their motives for 

putting effort in their jobs: Whereas some workers drag themselves to work, others are highly 

motivated. High levels of work motivation may furthermore stem from different sources, 

including a passionate interest in one‟s job, a desire to prove oneself, an urge to meet 

deadlines or a wish to make a lot of money. Mirroring this diversity, scholars have 

approached workers‟ motivation in diverse ways. Most motivational theories, such as Self-

Efficacy Theory (Bandura, 1997) and Expectancy-Value Theory (Feather, 1992; Vroom, 

1964), adopt a quantitative approach, thereby emphasizing the importance of workers‟ 

amount or intensity of motivation. Other theories, such as the Achievement Goal Theory 

(Elliot & McGregor, 2001), Regulatory Focus Theory (Higgins, 1997) and Self-

Determination Theory (SDT; Deci & Ryan, 2002; Vansteenkiste, Ryan, & Deci, 2008), 

primarily adopt a qualitative point of view, thereby emphasizing, in addition to workers‟ 

quantity, also the importance of the type of motivation.  

The literature supports both the quantitative and the qualitative approaches (Latham, 

2007), but only few studies have explicitly contrasted both perspectives (e.g. Vansteenkiste, 

Lens, De Witte, & Feather, 2005; Vansteenkiste, Sierens, Soenens, Luyckx, & Lens, 2009). 

Moreover, none of these studies has been conducted in the context of work. The current study 

aims to fill this void. Specifically, this study wants to shed light on the relative importance of 

the quantity and the quality of workers‟ motivation with respect to workers‟ well-being and 

the environmental support they experience. To this end, we make use of a person-centered 

approach, i.e. a cluster analysis (Gore, 2000), which allows for the detection and the 

comparison of naturally occurring groups of workers with different motivational profiles. In 

order to generalize our findings, we employed a representative sample (Study 1) as well as 

two divergent organization-specific samples (Study 2). 

The quality and the quantity of work motivation 

Most popular theories take a quantitative perspective with respect to work motivation. 

Expectancy-Value theories (Feather, 1992; Vroom, 1964), Goal-Setting Theory (Latham & 

Locke, 2006; Locke & Latham, 1990) and Self-Efficacy Theory (Bandura, 1997), for 

instance, argue that workers who pursue a higher number of goals and/or feel more 

efficacious when striving for these goals are more strongly motivated for their work. Other 
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theories, however, argue that – besides the quantity of motivation – also the quality of 

motivation matters. Self-Determination Theory (SDT; Deci & Ryan, 2002; Gagné & Deci, 

2005) is perhaps most influential in this regard.  

SDT suggests that the quality of workers‟ motivation co-varies with the degree to 

which workers experience the reasons to engage in their jobs as part of their own. 

Specifically, SDT differentiates between autonomous and controlled motivation. Autonomous 

motivation is characterized by perceptions of psychological freedom and volition. 

Autonomously motivated workers engage in their job because they consider their tasks 

valuable or personally important (i.e. identified regulation) or because they experience their 

work as interesting and enjoyable (i.e. intrinsic motivation). Controlled motivation, in 

contrast, is experienced when reinforcement contingencies, rather than feelings of choice, 

determine one‟s behaviour. Such contingencies may be external to the individual, as is the 

case when workers put effort in their jobs to obtain a bonus or aim to meet the expectations of 

their supervisor and colleagues (i.e. external regulation). Workers may, however, also buttress 

their behaviour with self-worth contingencies, such as ego-involvement, pride, guilt, shame 

and anxiety, such that they feel internally pressured to engage in a job (i.e. introjected 

regulation).  

Within a quantitative view, no distinction would be made between autonomous and 

controlled motivation: Both types of motivation would be considered as equivalent beneficial 

components of workers‟ motivation, such that both could be summed up to worker‟s total 

motivation. From a qualitative perspective, however, autonomous and controlled motivation 

are considered as qualitatively different: Whereas the autonomous motivation likely results in 

human flourishing, controlled motivation likely yields less optimal outcomes. Various studies 

mapped out the beneficial correlates of being autonomously versus controlled motivated. 

These studies showed, for instance, that being more autonomously than controlled motivated 

associates with (a) optimal well-being, as indexed by higher job satisfaction and life 

satisfaction, and less burnout and physiological symptoms; (b) favourable work-attitudes, 

such as higher organizational commitment, more acceptance of organizational change, lower 

career indecisiveness and lower turnover-intentions; and (c) desirable behavioural outcomes, 

including higher goal attainment, better performance and higher persistence (see Gagné & 

Deci, 2005; Van den Broeck, Vansteenkiste, & De Witte, 2008 for overviews). Autonomous 

motivation likely has these positive consequences as it allows for the satisfaction of the basic 

human psychological needs for autonomy (i.e. experience choice and authorship in one‟s 
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behaviour), competence (i.e. feeling effective in carrying out activities) and relatedness (i.e. 

feeling a sense of connection and intimacy with others), which, according to SDT, are 

essential for optimal functioning (Deci & Ryan, 2000). Controlled work motivation, in 

contrast, does not contribute to or may even detract from these needs (Milette & Gagné, 

2008).  

To account for the qualitative difference of both types of motivation, various scholars 

subtracted controlled motivation from autonomous motivation to achieve an index of the 

quality of workers‟ motivation (e.g. Bono & Judge, 2003; Judge, Bono, Erez, & Locke, 2005; 

Lam & Gurland, 2008; Otis & Pelletier, 2005). Using a relative score to examine workers‟ 

quality of motivation and its associations yields both advantages and disadvantages. On the 

positive side, it reduces, for example, the number of correlates and provides a first, general 

impression of the effects of workers‟ quality of motivation. The disadvantage of such a 

composite score is, however, that it remains unclear whether the observed correlates are 

carried by the beneficial effects of autonomous motivation, the harmful effects of controlled 

motivation or both. Furthermore, an important assumption underlying such a composite score 

is that workers holding both high autonomous and high controlled motivation display a 

similar pattern of functioning compared to those having lower scores on both types of 

motivation. Indeed, these two groups get assigned the same quality of motivation score. 

However, according to the quantitative point of view, these two groups of workers may 

function differently because their strength of motivation differs considerably. To fully grasp 

the diversity in workers‟ motivation and to be capable to simultaneously examine the 

importance of both the quantity and the quality of workers‟ motivation, it may therefore 

instructive to rely on a person-centered approach to study workers‟ motivation (Vallerand, 

1997).  

Workers’ motivational profiles 

A person-centered approach (Magnusson, 1998), such as cluster analysis (Gore, 2000), 

allows to partition workers who exhibit similar levels of particular characteristics into 

mutually exclusive groups. While these groups display high internal homogeneity, they are 

maximally different from each other. Rather than being  a priori defined and split up based on 

arbitrary cut-off values as is, for example, the case  in a median split procedure, clusters 

analysis identifies naturally occurring profiles. This technique may therefore further the 

understanding of how autonomous and controlled motivation may naturally combine into 
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quantitatively and qualitatively different profiles. This may then allow to compare the groups 

in terms of potential outcomes (i.e. employees‟ well-being) and antecendents (i.e. 

environmental support). The following paragraphs detail the expectations from the 

quantitative and qualitative viewpoint on motivation regarding the number of clusters found 

and their differences in terms of well-being and perceived environmental support. 

Number and type of clusters 

Some previous studies in the realm of sports and educational psychology (e.g. Gillet, 

Vallerand, & Rosnet, 2009; Vansteenkiste, et al., 2009) have already identified motivational 

profiles based on individuals‟ autonomous and controlled motivation scores.  Across these 

studies, the number and the defining characteristics of the retained groups were somewhat 

different, with some studies identifying three (e.g. Boiché, Sarrazin, Pelletier, Grouzet, & 

Chanal, 2008) and other studies identifying four clusters (e.g. Liu, Wang, Tan, Koh, & Ee, 

2009; Vansteenkiste et al. 2009).  

We aim to extend this line of research to the work context. Specifically, we expect that 

four different motivational profiles may emerge. In line with the quantitative perspective, we 

expect to find a high quantity of motivation profile characterized by high autonomous 

motivation and high controlled motivation, as well as a low quantity of motivation profile 

scoring low on both types of motivation. Based on SDT, which adopts a qualitative 

perspective, two other profiles are also likely to arise: a high quality of motivation profile 

characterized by high autonomous motivation and low controlled motivation, and a low 

quality profile, characterized by the opposing motivational scores (i.e. low autonomous 

motivation and high controlled motivation). We thus assume that high and low autonomous 

motivation may combine with both high and low controlled motivation and vice versa, 

resulting in four profiles (Hypothesis 1). This hypothesis aligns with SDT‟s assumption that 

workers‟ behaviour is multi-determined and may be guided by both autonomous and 

controlled motives, which is supported by the moderate positive association between 

autonomous and controlled work motivation (e.g. Parker, Jimmieson, & Amiot, in press). 

Furthermore, a person-centered approach allows examining differences among the four 

hypothesized motivational clusters and therefore it may represent a different way to test 

theoretical hypotheses, derived from the quantitative and the qualitative perspective, 

regarding the importance of the quantity and the quality of motivation for employees‟ 

functioning and regarding the amount of environmental support they receive. 
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Cluster differences in well-being and environmental support 

Previous research exploring individuals‟ motivational profiles in the context of sports 

and education indicated that, in general, individuals with a more autonomous profile reported 

more effective task management (Vansteenkiste et al., 2009), higher performance (Boiché et 

al., 2008) and more persistence (Matsomuto & Takenake, 2004) compared to the groups who 

were perhaps equally motivated from a quantitative point of view, but were characterized by a 

less autonomous and more controlled motivational profile. These studies, however, did not 

tap into individuals‟ well-being and paid few attention to the conditions under which the 

different profiles were likely to arise (see Vansteenkiste et al., 2009, for an exception).  

The current study aims to fill these voids. Specifically, the current study aims to tap 

into hedonic (i.e. job satisfaction) and both positive (i.e. work engagement) and negative (i.e. 

burnout) eudaimonic aspects of work-related well-being (Kahneman, Diener, & Schwarz., 

1999; Ryan, Huta, & Deci, 2008). Furthermore, as we aimed to compare the different clusters 

in terms of social as well as structural environmental aspects (Pinder, 2008), we examined 

both social support (i.e. supervisory autonomy support and social support from colleagues) 

and job resources (i.e. task autonomy and skill utilization). Both the quantitative and the 

qualitative perspectives acknowledged supervisory support as an important determinant of 

workers‟ motivation. Supervisors may, for example, assist workers in setting goals (Latham & 

Locke, 2006) and, therefore, stimulate the quantity of motivation. From a qualitative point of 

view, supervisory support may enhance workers‟ autonomous motivation, by leaving choices 

and providing meaningful rationales for assigned tasks (Otis & Pelletier, 2005), which then 

fulfils workers‟ basic needs. Similarly, various job characteristics models, such as the Job 

Characteristics model (Hackman & Oldham, 1976) and the Job Demands-Resources model 

(Bakker & Demerouti, 2007), consider job characteristics, such as task autonomy and 

opportunities for skill utilization, important determinants increasing workers‟ motivation from 

a quantitative point of view (Schaufeli & Bakker, 2004). Recently these job resources were 

shown to enhance predominantly autonomous motivation (Parker, Jimmieson, & Amiot, in 

press; Milette & Gagné, 2008), presumably because they allow for the satisfaction of the basic 

needs (Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008).  

From a quantitative approach, quantitatively high motivated workers are hypothesized 

to display the highest levels of well-being and environmental support, as they are most 

motivated. The next to highest levels are likely to be reported by both the qualitatively high 

and the qualitatively low motivated workers, as they report high levels of either autonomous 



Quality of Motivation 

347 

or controlled motivation and low levels of the other type of motivation. The lowest levels of 

environmental support and optimal functioning are expected among quantitatively low 

motivated workers, as they lack both autonomous and controlled motivation (Hypothesis 2a).  

From a qualitative perspective, in contrast, high quality motivation-workers are 

hypothesized to report a higher degree of experienced environmental support and optimal 

functioning compared to the quantitatively highly motivated group. This is because among 

high quantity motivated workers, the experience of controlled motivation likely outweighs 

and neutralizes the positive effects associated with autonomous motivation. Further, to the 

extent that the qualitatively poorly motivated workers display a more controlled motivation 

compared to the quantitatively lowly motivated workers, they are likely to report the lowest 

levels of environmental support and optimal functioning (Hypothesis 2b). These hypotheses 

are summarized in Table 2.  

Studying these hypothesis from a person-centered approach has also practical 

relevance: Rather than focussing upon association among variables, a person-centered 

approach typically takes the point of view of the workers. It therefore allows for drawing 

conclusions on the level of individuals and may assist in identifying which individuals are 

most at risk for experiencing ill-being or, conversely, are most likely to thrive in the work 

context. To be able to shed light on this issue, we examined the naturally occurring 

motivational profiles of work motivation in a representative sample of Belgian employees 

(Study 1) as well as in two samples collected in two diverse organizations (Study 2), and 

examined the differences among the clusters in term of well-being (Study 1 and Study 2) as 

well as potential antecedents (Study 2). 

Study 1 

In Study 1, we employed a representative sample of Belgian workers to examine both 

the existence of the four hypothesized clusters and the differences between those clusters with 

respect to well-being. Using a representative sample holds a number of advantages. First, it 

allows identifying workers‟ motivational profiles irrespective of organizational contexts. 

Therefore, it limits the probability that context specific factors influence the number and the 

type of obtained clusters (Ratelle, Guay, Vallerand, Larose, & Senécal, 2007). The use of a 

representative sample is also interesting from a descriptive viewpoint, as it provides insight in 

(a) the relative distribution of workers in each of the retained motivational profiles and (b) 

allows identifying the “typical” worker in terms of relevant background characteristics (e.g. 
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gender, age, educational and professional level) of each cluster. Therefore, a representative 

sample allows generalizing the results, both in terms of the number of clusters and their 

potential differences to the working population.  

Regarding the comparison of the clusters in terms of well-being, Study 1 furthermore 

allowed to contrast the quantitative and the qualitative approach of motivation on workers‟ 

well-being as indexed by job satisfaction, work enthusiasm and strain.  

Method 

Procedure and participants 

Participants were recruited as part of a nationwide study on working conditions and 

well-being set up by a Belgian counselling company. Via a street interview, participants were 

randomly invited to participate in an anonymous paper and pencil survey. To arrive at a 

representative sample in terms of age, level of education, type of occupation, and gender,  

those participants in groups that were overrepresented relative to the Belgian population were 

randomly removed. This resulted in a final sample of 1793 workers: 52% of the participants 

were male, 40% acquired at least a bachelor‟s degree, 65% was employed as a white-collar 

worker, 78% worked full-time and 86% was permanently employed. About 50% of the 

participants were younger than 40 years.  

Measurements 

Given that the interviews took place on the street, the questionnaire needed to be very 

brief and, thus, the number of items used per construct was reduced. Information regarding 

the means, the standard deviations, and the correlations of the scales can be found in Table 1. 

Motivation. Autonomous and controlled motivation were measured with 8 self-

constructed items which were inspired by the self-regulatory scales of Ryan and Connell 

(1989) and Vansteenkiste and colleagues (2009). Consistent with previous research (e.g. 

Vansteenkiste, Lens, Dewitte, De Witte, & Deci, 2004), items referring to employees‟ 

motivation to put effort in their jobs out of external (e.g. „because I feel obliged by others‟) or 

internal (e.g. „because otherwise I would feel bad about myself‟) pressure were grouped under 

the heading of controlled motivation. The items tapping into identified regulation (e.g. 

„because my job is personally meaningful‟) and intrinsic motivation (e.g. „because I enjoy this 

work very much‟) were grouped under the heading of autonomous motivation. Responses 

were made on a 5-point Likert scale from 1 (totally disagree) to 5 (totally agree). The 
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Cronbach‟s alpha coefficients for autonomous and controlled motivation were .78 and .64, 

respectively, demonstrating the reliability of these scales. The reliability of controlled 

regulation was rather low, but surpassed the threshold of .60 advocated by Nunnally (1978).  

Well-being. Job satisfaction, work enthusiasm and strain were all measured with one 

face valid item. Job satisfaction was assessed with the item „In general I am satisfied with my 

job‟. Similar one-item measures of job satisfaction are frequently used; they proved to be 

associated strongly with multi-item assessments of job satisfaction (Wanous, Reichers, and 

Hudy, 1997). Work enthusiasm was measured with the item „I am enthusiastic about my job‟. 

This item closely resembles the concept of work engagement, which refers to being energetic 

and enthusiast about one‟s job (Bakker, Schaufeli, Leiter, & Taris, 2008). Strain was tapped 

with the item „In general, I feel stressed at work‟, which may be related to the concept of 

burnout, or feeling depleted by one‟s job (Maslach, Schaufeli, & Leiter, 2001). Employees 

indicated their agreement with each of these items on a 5-point Likert scale ranging from 1 

(strongly disagree) to 5 (strongly agree).  

Plan of analysis 

We standardized autonomous and controlled motivation into z-scores to conduct the 

cluster-analysis. Then, a cluster analysis was conducted using a two-step procedure (Gore, 

2000). In a first step, we performed hierarchical cluster analysis based on squared Euclidian 

distances and Ward‟s method to select the optimal number of clusters. In the second step, we 

optimized the preliminary cluster solution via an iterative or k-means clustering procedure 

(Gore, 2000). A double-split cross-validation procedure was used to assess the stability of the 

cluster solution (Tinsley & Brown, 2000). We furthermore identified the “typical worker” 

within each cluster in terms of occupational level, contract type, age and gender, based on 

Chi² difference tests and multivariate and univariate analysis of variance (MANOVA and 

ANOVA).  

Then, we created two indices to directly compare the clusters in terms of the quantity 

and the quality of their motivation. In line with the quantitative perspective, autonomous and 

controlled motivation were summed to reflect workers‟ quantity of motivation (e.g. 

Vansteenkiste et al., 2009). Consistent with previous research (e.g. Bono & Judge, 2003), 

controlled motivation was subtracted from autonomous motivation to index the quality of 

workers‟ motivation. Finally, we performed MANOVA and ANOVA to compare the levels of 

job satisfaction, work enthusiasm and strain across the clusters.  
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Results 

Identification of groups  

Based on parsimony, explanatory power and theory, the hierarchical cluster analysis 

resulted in the retention of four clusters, which explained 67% and 64% of the variance in 

workers‟ autonomous and controlled motivation scores, respectively. The four-cluster 

solution was preferred above the three- or five-cluster solutions: The three-cluster solution 

failed to explain 50% of the variance in autonomous and controlled motivation, whereas the 

five-factor solution was less parsimonious and more difficult to interpret. The four-cluster 

solution was highly stable as evidenced by the average kappa of .93 of the split-half procedure 

(Asendorpf, Borkenau, Ostendorf, & van Aken, 2001). Figure 1 presents this final four-cluster 

solution. The Y-axis represents z-scores which may be interpreted as effect sizes (Scholte, van 

Lieshout, de Wit, & van Aken, 2005). Analogous to Cohen‟s (1988) d, .20 SD may be 

considered as a small effect, .50 SD as a medium or moderate effect, and .80 SD as a large 

effect.  

In line with Hypothesis 1, the four clusters could be labelled as follows: (1) a high 

quantity motivation cluster characterized by high autonomous and high controlled motivation; 

(2) a high quality motivation cluster typified by high autonomous motivation and low 

controlled motivation; (3) a low quality motivation cluster representing workers with low 

scores on autonomous motivation and high scores on controlled motivation; and (4) a low 

quantity motivation cluster characterized by low scores on both types of motivation. The 

clusters represented 37%, 31%, 19% and 13% of the sample, respectively. As displayed in 

Table 2, an omnibus MANOVA analysis (Wilks‟ λ = .12; F (6, 3576) = 1129.33, p < .001, η² 

= .66) and follow up ANOVA‟s revealed cluster differences in the quality and the quantity 

scores: The highest quantity of motivation was reported in the high quantity cluster, followed 

by both the high quality and the low quality motivation clusters, which did not differ, and, 

finally, the low quantity cluster. As respects the quality of motivation measure, workers of the 

high quality cluster displayed the highest quality of motivation, followed by the workers in 

the high quantity and the low quantity motivation clusters. Workers of the poor quality 

motivation cluster displayed the lowest quality of motivation.   

Characterization of Groups  

We then compared the four clusters with respect to participants‟ background variables. 

As outlined in Table 3, Chi²-difference tests indicated that the four clusters differed in terms 
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of gender, education, professional level and type of employment. First, the high quantity 

group included somewhat more male participants and temporary workers, compared to the 

other groups. Second, the high quality group represented predominately females and workers 

with a strong labour market position, that is, permanently employed workers in white-collar 

or managerial positions holding a bachelor‟s or a master‟s degree. Third, in contrast to the 

high quality cluster, the low quality cluster included predominately precarious workers, that 

is, temporary, lower educated, blue-collar workers. Finally, workers of the low quantity group 

were moderately educated, more likely to be employed by an agency and less likely to hold a 

managerial position. No differences were found for age and contract type. 

Well-being as a function of cluster membership 

Finally, we examined mean-level differences between the four groups in terms of 

well-being outcomes (Table 2). The omnibus MANOVA analysis indicated group differences 

in terms of workers‟ well-being (Wilks‟ λ = .67; F(9, 4349.24) = 86.36, p < .001, η² = .13). 

First, as respects job satisfaction, follow up analysis revealed that the high quantity and the 

high quality motivation clusters displayed the highest levels of job satisfaction. Although this 

result seems to lend support to the quantitative (Hypothesis 2a) and the qualitative 

(Hypothesis 2b) hypothesis, respectively, it also contradicts both perspectives as the high 

quantity and the high quality clusters did not differ. In a similar vein, the low quality and the 

low quantity clusters both reported the lowest job satisfaction, which again seems to contrasts 

both the quantitative (Hypothesis 2a) and the qualitative (Hypothesis 2b) hypothesis.  

Second, results for work enthusiasm indicated that the high quantity and the high 

quality motivation clusters reported equally high levels of work enthusiasm. They both scored 

higher than the low quality and the low quantity clusters. Workers of the low quality cluster, 

however, reported less work enthusiasm than those of the low quantity motivation cluster, 

which provides support for the qualitative hypothesis (Hypothesis 2b).  

Finally, the results regarding workers‟ strain largely followed the qualitative 

hypothesis (Hypothesis 2b): Workers of the high quality motivation cluster reported the 

lowest levels of strain, followed by the high quantity motivation cluster. The latter group of 

workers reported less strain than workers of the low quantity motivation cluster. This result is 

somewhat unexpected from a qualitative point of view (Hypothesis 2b), but aligns with the 

quantitative hypothesis (Hypothesis 2a). Finally, the low quality motivation cluster reported 

the highest levels of strain, which confirms the qualitative Hypothesis (Hypothesis 2b).  
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Brief discussion 

Study 1 provided a first insight in workers‟ motivational profiles from a person-

centered approach. In line with Hypothesis 1, four groups were found; A high quantity 

cluster, a high quality cluster, a low quality cluster and a low quantity cluster. About two out 

of three workers indicated to put effort in their job out of enjoyment, interest or personal 

valuation, which was, in case of the high quantity cluster, combined with feelings of internal 

or external pressure. Relatively few workers were classified in the low quality motivation or 

the low quantity motivation clusters. Workers with a strong labour market position dominated 

the high quality cluster, whereas precarious workers were overrepresented in the low quality 

cluster.  

The four clusters could be arranged along the continua of the quantity and the quality 

of motivation in the expected order, which paved the way for a direct test of the conflicting 

hypothesis derived from the quantitative (Hypothesis 2a) and the qualitative (Hypothesis 2b) 

view on workers‟ motivation. Although the results failed to provide full evidence for either of 

both hypotheses, they overall seemed to favour the qualitative Hypothesis (Hypothesis 2b). 

First, workers with a high quality motivation profile seemed to report somewhat more well-

being than workers with a high quantity motivation profile, particularly in terms of reduced 

strain. This contrasts the assumption of the quantitative view that adding controlled 

motivation to autonomous motivation associates with more optimal well-being. Second, the 

results regarding the low quality and the low quantity motivation profiles seemed to further 

attest to the qualitative hypothesis. In line with the qualitative view, workers of the low 

quality motivation clusters reported less optimal functioning than low quantity motivated 

workers, in terms of lower work enthusiasm and higher strain. This again contradicts the 

quantitative view, in which it is believed that holding some type of motivation is more 

favourable than the lack of motivation.  

Study 2 

Study 2 was designed to replicate and extend the findings of Study 1 in three ways. 

First, study 2 aimed to overcome some methodological limitations of Study 1. Specifically, as 

the reliability of controlled motivation was particularly low in Study 1, we used a more 

extensive measure of autonomous and controlled motivation, to obtain a highly reliable 

measurement of motivation, in Study 2. Furthermore, instead of using single-item 

measurements to assess the different aspects of workers‟ well-being, in Study 2 we used well-
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validated measures for the constructs on which we compared the clusters. Second, Study 2 

contributed to Study 1, as it also allowed to tap into the potential antecedents of the 

motivational profiles. Specifically, as mentioned above, in Study 2, we compared the 

motivational profiles in terms of supervisory autonomy support, social support from 

colleagues, task autonomy and opportunities for skill utilization.  

Finally, rather than studying a sample that was representative for the working 

population, in Study 2, we examined two samples of workers of two different organizations. 

Specifically, we sampled a public and a private service organization, which employed 

workers with a strong and precarious position on the labour market, respectively. This 

allowed us to gain insight in the extent to which the four-cluster solution might be retrieved in 

two quite diverse organizational contexts, which answers the call for the more 

contextualisation in organizational research (Rousseau & Fried, 2001). This seems 

particularly relevant for this study, as scholars suggested that contexts may affect workers‟ 

motivation in such ways that different cluster solution are found (Ratelle, et al. 2007). 

Uncovering the same motivational profiles in the divergent samples would then attest to the 

universality of the results regarding to the quality and quantity of motivation, as well as to the 

usefulness of cluster analysis to identify the workers who are most at risk or, conversely, are 

most likely to thrive in different kinds of organizations.  

Method 

Procedure and participants 

Two samples were collected: the first sample included 287 employees from a Flemish 

communality; the second sample comprised 260 Dutch call centre agents. In both 

organizations data-collection was part of a survey on occupational health and motivation, 

which was supported by the human resources department. All participants received a 

questionnaire via their email address at work. The confidentiality and the anonymity of the 

responses was guaranteed to encourage respondents‟ candidness. The response rates were 

54% and 62% for Sample 1 and 2, respectively, which are comparable to response rates in 

other organizational studies (Baruch & Holtom, 2008).  

Both samples differed considerably regarding participants‟ demographics. Whereas in 

Sample 1, somewhat more men (53%) than women participated, Sample 2 included somewhat 

more women (54%). Participants in Sample 1 were older (M = 43.39 years; SD = 9.10) than 

participants in Sample 2 (M = 28.24 years; SD = 9.01). Educational level in Sample 1 was 
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rather high: 50% of the participants acquired at least a bachelor‟s degree. In Sample 2, only 

5% of the participants attended higher education. In Sample 1, most participants (90%) were 

permanently employed, whereas Sample 2 included predominantly temporary workers (72%). 

Ninety percent of the participants in Sample 1 and 72% of the participants in Sample 2 

worked full-time.  

Measurements 

Information regarding the means, the standard deviations, and the correlations of the 

scales in Samples 1 and 2 can be found in Table 3. 

Autonomous and controlled motivation were measured with the self-constructed scales 

listed in Appendix in both samples. These scales were again based on the self-regulatory 

scales of Ryan and Connell (1989) and Vansteenkiste and colleagues (2009), but included 

four rather than two items for each of the regulations. Responses were made on a seven-point 

Likert scale ranging from 1 (totally disagree) to 7 (totally agree). Items referring to external 

and internal pressure were grouped under the heading of controlled motivation (Cronbach‟s  

Sample 1= .83; Cronbach‟s Sample 2= .82), whereas the items regarding personal significance 

and enjoyment tapped into autonomous motivation (Cronbach‟s Sample 1= .90; Cronbach‟s 

Sample 2= .98).  

Environmental Support. In both samples, six items based on Otis and Pelletier (2008) 

measured supervisor‟s autonomy support (Cronbach‟s Sample 1= .83; Cronbach‟s Sample 2= 

.94). A sample items reads „My supervisor encourages me to take initiative‟. Social support 

was assessed with four items, such as 'I have a good relationship with my colleagues' (Van 

Veldhoven & Meijman, 1994; Cronbach‟s Sample 1= .94; Cronbach‟s Sample 2= .89). Across 

both samples, slightly different measures were used to assess task autonomy and skill 

utilization. In Sample 1, five items such as „I can plan my own work‟ measured task 

autonomy (Rosenthal, Guest, & Peccei, 1996; Cronbach‟s= .82). Six items tapped into skill 

utilization. A sample item is „I learn new skills at work‟ (Van Veldhoven & Meijman, 1994; 

Cronbach‟s = .85). In Sample 2, two items such as „My job allows me to take a lot of 

decisions on my own‟ measured task autonomy (Van der Doef & Maes; 1999, 

Cronbach‟s=Skill utilization included four items such as „My job requires me to be 

creative‟ (Van der Doef & Maes, 1999; Cronbach‟s = .79). All environmental features were 

measured on a five-point Likert scale ranging from 1 (totally disagree) to 5 (totally agree).  

Well-being. Across both samples, job satisfaction was measured with one face-valid 
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item „How satisfied are you, all in all, with your job?‟. Responses were made on a five-point 

Likert scale ranging from 1 (totally disagree) to 5 (totally agree). Work engagement was 

measured via the Utrecht Work Engagement Scale, including the subcomponents of vigour 

and dedication (Schaufeli, Salanova, Gonzaléz-Romá, & Bakker, 2002). Sample items are „At 

my work, I feel bursting with energy‟ and „I am proud of the work I do‟. Responses were 

made on a seven-point Likert scale ranging from 0 (never) to 6 (always). Chronbach‟s alpha 

coefficientswere .95 and .94 in Sample 1 and 2, respectively. Burnout was assessed with the 

items for emotional exhaustion and cynicism of the Dutch version of the Maslach Burnout 

Inventory General Survey (Schaufeli & Van Dierendonck, 2000). Respondents rated items 

such as 'I feel totally exhausted in my job' and 'I doubt the usefulness of my job' on a scale 

from 0 (never) to 6 (always). Chronbach‟s alpha coefficients were .92 and .89 in Sample 1 

and 2, respectively. 

Analysis 

Autonomous and controlled motivation were again standardized into z-scores before 

performing cluster analysis using a two-step procedure (Gore, 2000). The stability of the 

cluster solutions was examined, both by reproducing the cluster solution in each half of both 

samples, as well as over the two samples (Clatworthy, Buick, Hankins, Weinman, & Horne, 

2005). Furthermore, similar to Study 1, we created a quantity of motivation index by 

summing autonomous and controlled motivation and a quality index by subtracting both types 

of motivation. Multivariate and univariate analysis of variance (MANOVA and ANOVA) 

were used to compare the clusters in terms of environmental support and optimal functioning.   

Results 

Differentiation of the groups  

Hierarchical cluster analysis again indicated the four-cluster solution as the most 

parsimonious and powerful solution, which could be readably interpreted, in both samples. 

This four-cluster solution explained 69% and 53% of the variance in autonomous and 

controlled motivation, respectively, in Sample 1, and 62% and 67% of these types of 

motivation, respectively, in Sample 2. The four-cluster solution proved to be stable, both 

within Sample 1 and Sample 2 (average kappa = .68 and .94, respectively) as across both 

samples (average kappa = .85).  

As depicted in Figure 2, the final four-cluster solution slightly differed across both 
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samples and from the results in Study 1. In general, however, the four clusters again 

represented (1) a high quantity motivation cluster, characterized by high scores on both 

autonomous and controlled motivation, (2) a high quality motivation cluster, including 

workers with high autonomous and low controlled motivation, (3) a low quality cluster 

including workers with low autonomous and high controlled motivation and (4) a low 

quantity cluster, characterized by low levels of autonomous as well as controlled motivation. 

These clusters represented 31%, 35%, 23% and 21% of Sample 1 and 26%, 28%, 27% and 

19% of Sample 2, respectively.  

As noted in Table 5, omnibus MANOVA indicated that the groups differed on the 

motivational variables in Sample 1; Wilks‟ λ = .12; F(6, 564) = 175.89, p < .001, η² = .65 as 

well as in Sample 2; Wilks‟ λ = .10; F(6, 510) = 184.21, p < .001, η² = .68. Follow up 

ANOVA‟s revealed in both samples that, in line with the quantitative hypothesis and the 

results of Study 1, the high quantity motivation cluster reported the highest quantity levels of 

motivation, followed by the high quality and the low quality motivation clusters, which did 

not differ. Workers of the low quantity cluster reported the lowest levels of motivation. 

Following the qualitative hypothesis, the highest scores on the quality of motivation index 

were reported by the high quality motivation cluster, followed by both the high quantity and 

the low quantity clusters, and then the low quality motivation cluster.  

Differences in well-being as a function of cluster membership 

We then compared the four clusters in terms of work related well-being. Omnibus 

MANOVA suggested some differences between the four clusters in Sample 1; Wilks‟ λ = .66; 

F(9, 669.43) = 13.92, p < .001, η² = .13, as well as in Sample 2; Wilks‟ λ = .62; F(9; 618.32) 

= 14.98, p < .001, η² = .15. A follow up analysis indicated that, across samples, the results 

regarding job satisfaction were consistent with the results of Study 1. The high quantity and 

the high quality motivation clusters displayed the highest levels of job satisfaction, while 

workers of both the low quality and the low quantity clusters reported the lowest job 

satisfaction. Similar to the results of work enthusiasm in Study 1, the pattern for work 

engagement was somewhat more differentiated: Workers in the high quantity and the high 

quality motivation clusters reported equally high levels of work engagement, but were more 

engaged than workers characterized by low quality motivation. The latter group, in turn, 

reported more work engagement than workers of the low quantity motivation cluster. The 

results regarding burnout, however, did not replicate the various cluster differences regarding 

strain of Study 1. Instead, the mean level differences in burnout mirrored the findings 
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regarding job satisfaction: Workers of the high quality and the high quantity motivation 

clusters reported the lowest levels of burnout, and scored lower than both workers 

characterized by low quality motivation and workers characterized by low quantity 

motivation. In all, these results again seem to suggest that particularly the presence of 

qualitative high motivation, i.e. autonomous motivation, contributed to well-being. In contrast 

to the quantitative view (Hypothesis 2a), adding lower quality motivation, i.e. controlled 

motivation, to autonomous motivation in order to increase the quantity of motivation did not 

result in increased well-being. However, it did not decrease individuals‟ functioning either, 

which was in contrast to the qualitative view (Hypothesis 2b). Moreover, contrary to Study 1, 

holding qualitative low motivation seemed to result in more work engagement compared to 

holding no motivation at all.  

Differences in environmental support as a function of cluster membership 

Finally, we examined mean-level differences between the four groups in terms of 

supervisory autonomy support, social support from colleagues, opportunities for skill 

utilization and task autonomy (Table 5). The omnibus MANOVA analysis pointed at 

differences regarding these aspects of environmental support, both in Sample 1 (Wilks‟ λ = 

.75; F(12, 709.35) = 6.96, p < .001, η² = .09) and Sample 2 (Wilks‟ λ = .71; F(12, 669.67) = 

7.83, p < .001, η² = .11). In general, follow up ANOVA revealed a rank order in which 

workers of the high quantity and the high quality motivation clusters experienced most 

environmental support, followed by workers of the low quality motivation cluster and 

workers of the low quantity motivation cluster. Workers characterized by high quantity 

motivation and workers characterized by high quality motivation reported similar levels of 

environmental support. Likewise, workers of the low quality and the low quantity motivation 

clusters did not differ.  

Some results, however, deviated from this general pattern. Most importantly, across 

the two samples, few differences were found among the clusters with respect to task 

autonomy, although the rank order of the clusters followed the general pattern, as described 

above. Only the high and the low quantity motivation clusters differed significantly, with 

workers from the high quantity motivation reporting higher levels of task autonomy. Finally, 

in Sample 1, workers characterized by high quality motivation did not differ from workers in 

the low quality motivation cluster with respect to supervisory autonomy support and from the 

low quantity cluster with respect to social support. In sum, these results seem to suggest that 

supervisory social support, social support from colleagues, opportunities for skill utilization 
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and task autonomy may add to both the quality and the quantity of motivation. 

Brief discussion 

The findings of Study 2 largely replicate, but also extend the results of Study 1. First, 

as in Study 1, in line with Hypothesis 1 a stable four-cluster solution was found across both 

samples. The four clusters could be identified as a high quantity, a high quality, a low quality 

and a low quantity motivation cluster. In line with the results of Study 1, these clusters could 

be ranked in terms of the quality and the quantity of workers‟ motivation. Second, the 

differences among the clusters with respect to well-being, again failed to fully confirm the 

quantitative and the qualitative views on work motivation. Rather, the differences among the 

clusters followed the same pattern as the findings of Study 1 with respect to job satisfaction 

and work engagement. The results in terms of ill-being were, however, less differentiated in 

Study 2 than in Study 1. Finally, in addition to Study 1, Study 2 allowed to compare the 

clusters in terms of environmental support. In general, the high quantity and quality clusters 

reported the most environmental support. Few differences, however, emerged among the 

clusters for task autonomy. Furthermore, in Sample 1, the high quality motivation cluster was 

not all that different from the low quality and the low quantity motivation clusters with 

respect to particular environmental features. These similarities were, however, not found in 

Sample 2.  

General discussion 

The current study set off to gain further understanding in the diversity of workers‟ 

motivation. Whereas most motivational theories used in the context of work, such as Self-

Efficacy Theory (Bandura, 1997), focus on the amount or quantity of workers‟ motivation, 

some theories, such as Self-Determination Theory (SDT), adopt a qualitative perspective to 

gain understanding in workers‟ motivation. SDT differentiates between autonomous and 

controlled work motivation. While the former likely yields fairly positive consequences, the 

latter is less likely to result in favourable outcomes (Gagné & Deci, 2005). In SDT it is, 

however, generally agreed that workers‟ motivation may be multi-faceted, including both 

autonomous and controlled aspects at each moment in time (Sheldon, Turban, Brown, 

Barrick, & Judge, 2003). Rather approaching work motivation from a dimensional point of 

view, much may therefore be learned from inspecting workers‟ motivational profiles, which 

tap into how workers mix different types of motivation. The current study aimed to shed light 



Quality of Motivation 

359 

on how autonomous and controlled motivation may combine into different clusters. These 

clusters likely vary in terms of the quality and the quantity of motivation and therefore allow 

to contrast the hypotheses of the quantitative and qualitative perspectives on workers‟ 

motivation. We focused in particular upon cluster differences in terms of well-being and 

experienced environmental support.  

In line with previous research in the context of sports (Matsumoto & Takenaka, 2004) 

and educational psychology (Ratelle et al., 2007), the current study relied on a person-

centered approach (i.e. cluster analysis; Gore, 2000) to tap into workers‟ motivational 

profiles. Building upon these studies, the first aim of the current research was to examine 

whether similar motivation profiles may arise in the occupational context, as were previously 

found, for example, in the educational context (e.g. Vansteenkiste et al., 2009). We 

furthermore aimed to extend previous results by examining differences among the 

motivational profiles in terms of well-being and environmental support.  

Number of clusters 

Results indicate that workers‟ autonomous and controlled motivation may combine 

into four different motivational profiles. In line with Hypothesis 1 and the assumption that 

workers may combine different types of motivation (Sheldon et al., 2003), this solution 

revealed included a profile in which both autonomous and controlled motivation were high, as 

well as group of workers scoring low on both types of motivation. Following the quantitative 

view on motivation, these clusters were labelled as the high quantity and low quantity 

motivation clusters, respectively. In addition, results showed that some workers are only 

motivated for work out of autonomous motivation, whereas others only display controlled 

work motivation. These results attest to the qualitative viewpoint on motivation and were 

referred to as the high quality and the low quality motivation clusters, respectively. The four-

cluster solution was shown to be highly stable and replicable, both within samples and across 

samples. These motivational profiles may thus be found within the labour force at large, as 

well as among quite diverse sets of employees working in particular organizations. In contrast 

to Ratelle and colleagues (2007), who suggested that cluster solutions may be largely 

dependent upon particular context, this cluster solution thus seems highly generalizable.  

In general, this four-cluster solution replicated previous results of, for instance, 

Vansteenkiste and colleagues (2009) in the educational context. Interestingly, Vansteenkiste 

and colleagues (2007) found that most students lacked both types of motivation for engaging 

in a particular course or their studies at large. Most students therefore belonged to the low 
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quantity motivation cluster. The current results, in contrast, highlight that most workers are 

characterized by high quantity and high quality motivation. As opposed to students, various 

workers thus highly value their job and/or consider their tasks interesting and enjoyable. This 

finding contrasts with previous criticism towards SDT that jobs contain various mind-

numbing tasks which prohibit the development of high quality motivation (Sheldon et al., 

2003). The current results show that particularly workers with a strong labour market position 

were characterized by high quality motivation. This may indicate that particularly those 

workers achieve jobs in which autonomous motivation may emerge. Alternatively, it may 

suggest that some workers are inherently more likely to hold high quality motivation than 

others.  

Well-being differences among the clusters 

In line with the expectations, the four clusters could be rank ordered in terms of the 

quantity and the quality of the workers‟ motivation in both studies. This allowed to test and to 

contrast the assumptions derived from the quantitative and the qualitative perspectives on 

workers‟ motivation. In particular, we focused upon workers‟ functioning in terms of hedonic 

well-being (i.e. job satisfaction), eudaimonic well-being (i.e. work enthousiasm and work 

engagement) and work related ill-being (i.e. strain and burnout), as these aspects of 

individuals‟ functioning were not yet examined in previous studies detailing individuals‟ 

motivational profiles. From the quantitative point of view, we expected that the high quantity 

clusters would experience most work related well-being, followed by both the high quality 

and the low quality motivation clusters. The low quantity cluster would report the lowest 

levels of work related well-being. The qualitative point of view, in contrast, hypothesizes that 

most well-being would be reported by workers characterized by high quality motivation, 

followed by workers from the high quantity and the low quantity clusters, and, finally, 

workers from the low quality cluster.  

Results failed to provide full support for either the quantitative or the qualitative rank 

order. To unravel these results, we therefore focus upon the most and least optimal positions. 

First, results showed that workers of the high quality and the high quantity motivation clusters 

experienced equally high levels of work related well-being: Across samples, these two 

clusters both revealed the highest levels of hedonic well-being, i.e. job satisfaction, and 

eudaimonic well-being, operationalized in terms of work enthusiasm in Study 1 and work 

engagement in Study 2. In Study 2, the high quantity and the high quality clusters also 

displayed equally low levels of ill-being, i.e. burnout. Results regarding strain in Study 1 are 
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an exception to this general pattern, as high quality motivated workers reported less strain 

than workers of the high quantity motivation cluster.  

In all, these results seem to hint at a powerful impact of autonomous motivation. 

Indeed, in line with SDT‟s qualitative view on motivation, workers seem to thrive when they 

displayed autonomous motivation. Combining autonomous motivation with controlled 

motivation did not seem to alter employees‟ thriving, in comparison with holding only 

autonomous motivation. This result contrasts the quantitative perspective, which assumed that 

workers holding both autonomous and controlled motivation would experience enhanced 

well-being compared to workers holding only autonomous motivation. This may further attest 

to the qualitative perspective in the sense that adding additional levels of motivation result in 

a surplus in well-being when this additional motivation is of low quality. Note however that 

such a surplus did not decrease workers‟ well-being, as might have been expected from the 

qualitative point of view.  

Second, the results regarding the least optimal cluster yielded rather mixed findings. In 

five of the nine comparisons, the low quantity and the low quality motivation clusters did not 

differ: Both clusters reported equally low levels of job satisfaction across the two studies. 

They also reported equally high levels of burnout in Study 2. Results regarding work 

enthusiasm (in Study 1) and work engagement (in Study 2), however, favoured the 

quantitative perspective: The low quantity motivated workers reported less eudaimonic well-

being than the low quality motivated workers. In contrast, in Study 1, the results regarding 

strain supported the qualitative point of view: Workers of the low quality motivation cluster 

displayed higher levels of burnout than the workers of the low quantity motivation cluster. 

These divergent results may perhaps be explained by the possibility that low quality 

motivated workers are somewhat more agitated in their jobs than low quantity motivation 

workers. These workers may therefore experience more enthusiasm or work engagement, but 

at the same time also report more strain. Such differences may not come at play with respect 

to hedonic well-being which taps less of workers‟ energy (Ryan et al., 2008) or burnout, 

which also includes the component of cynicism (Maslach et al., 2001). In this sense, low 

quantity motivation is similar to the state of amotivation, which is, following SDT, considered 

to be prominent when individuals lack any type of motivation. Amotivation refers to a rather 

passive state, in contrast to controlled motivation, which implies at least some energy to act 

(Deci & Ryan, 2000). Such an explanation may also account for the diverging results in terms 

of ill-being which was measured via stress in Study 1 and via burnout in Study 2. Specifically, 
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whereas the results regarding strain followed the qualitative perspective, the findings with 

respect to burnout only differentiated the low quantity and low quality motivation clusters 

from the high quantity and high quality motivation clusters.  

Although feeling stressed may relate to feelings of burnout, both concepts may also 

differ. Whereas stress refers to a more energetic aspect of work-related well-being (Warr, 

1987), burnout also taps into a distant and passive attitude towards work (Maslach et al., 

2001). Although further research is welcomed to shed more light on this issue, holding only 

controlled motivation does not seem to further impair or enhance workers‟ functioning 

relative to holding no motivation. This contradicts to quantitative perspective and somewhat 

weakens SDT‟s suggestion that holding controlled motivation directly deteriorates 

individuals‟ functioning. 

Environmental support 

In addition to the comparison of the motivational clusters in terms of well-being, we 

also aimed to identify contextual factors that may contribute to workers‟ motivation. To this 

end, we compared the motivation clusters in terms of supervisory support, social support from 

colleagues, opportunities for skill utilization and task autonomy. The results regarding the 

first three environmental aspects generally bifurcated the clusters in terms of high quantity 

and high quality motivated workers on the one hand versus low quality and low quantity 

motivated workers on the other hand. In particular, the former two clusters experienced more 

supervisory support, social support from colleagues, opportunities for skill utilization and task 

autonomy. As these two clusters are both characterized by a high level of autonomous 

motivation, the results might suggest that the environmental aspects under study primarily 

enhance autonomous, rather than controlled motivation. This is in line with previous findings 

in the realm of SDT, which showed that job characteristics, such as skill utilization, relate 

positively to autonomous motivation, but are unrelated to controlled motivation (Milette & 

Gagné, 2008).  

Interestingly, in Sample 1, high quality motivation workers reported as high levels of 

environmental support as low quality motivated workers for supervisory autonomy support, 

and low quantity motivated workers, for social support from colleagues. The lack of 

differentiation among the clusters in terms of both types of social support may perhaps be 

attributed to the attributed to the fact that far most employees were permanently employed 

and were thus able to achieve relatively stable relationships.  
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Little differences among the motivational profiles were found regarding task 

autonomy. Only the quantitative most divergent profiles differed from each other across the 

two samples: Workers characterized by high quantity motivation experienced high levels of 

task autonomy, while workers belonging to the low quantity motivation cluster seemed to lack 

task autonomy. These results align with previous reasoning that being autonomous in terms of 

having freedom, discretion and independence may increase workers‟ motivation (Hackman & 

Oldham, 1976), but does not necessarily results in qualitatively better motivation. Having 

freedom or independence in how to execute one‟s tasks may in fact be rather orthogonal to the 

feeling of autonomous motivation, which pertains to how much one values and enjoys one‟s 

job. Employees might for instance get ordered to execute a particular task, and hence 

experience little freedom. They may however be autonomously motivated to engage in the 

task giving that they consider it valuable or interesting (Soenens et al., 2007). In sum, whereas 

supervisory autonomy support, social support from colleagues and opportunities for skill 

utilization most likely contribute to high quality motivation, task autonomy might primarily 

foster the quantity of workers‟ motivation. 

Limitations and suggestions for future research 

Some limitations of this study need to be mentioned. First, we relied on self-report 

assessment, which might have artificially inflated the observed relations. To circumvent such 

problems, future studies may, for instance, rely on reports of workers‟ supervisors, colleagues, 

or significant others to asses workers‟ functioning, or use, for example, other objective data to 

tap into workers‟ well-being.  

Second, the current study focused on workers‟ well-being and a limited set of 

environmental features. We would like to invite future research to expand the current results 

to various other outcomes and antecedents. Such studies may, for example, compare the 

motivational clusters on performance and turnover, as was done in previous studies on 

students‟ motivational profiles (Boiché et al., 2008). Scholars may, however, also tap into 

other outcomes that matter to organizations, such as extra-role behaviour or absenteeism. 

With regard to potential antecedents of the motivational profiles, it may be particularly 

interesting to the study the effects of salary and fringe benefits. Although the provision of 

such benefits is inherently associated with paid employment, their effects on workers‟ 

motivation are highly debated (Gagné & Forest, 2008). Whereas some scholars link bonuses 

and fringe benefits to increased performance and organizational success (Rynes, Gerhart, & 

Parks, 2005), others suggest that such rewards lead to less favourable outcomes (Frey & 
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Osterloh, 2005; Kuvaas, 2006). 

Third, due to its cross-sectional character, the present study only allowed examining 

concurrent differences in well-being and environmental support among the motivational 

profiles. Future studies may, however, examine longitudinally whether workers‟ profile 

membership is associated with changes in functioning. Such studies may identify possible 

routes for the development of each of the motivational profiles. They may, for example, 

provide understanding of the stability of the high quantity cluster. Based on early 

developments in SDT, it may indeed be suggested that holding controlled motivation may 

over time decrease workers‟ autonomous motivation for their job (Deci, Koestner, & Ryan, 

1999). This is because controlled motivation likely detracts workers from their basic 

psychological needs for autonomy, competence and relatedness, which are essential 

nutriments for the experience of autonomous motivation (Deci & Ryan, 2000).  

Future studies may also tap into changes in workers‟ motivational profiles on a day-to-

day basis. These studies may, for example, examine whether workers hold multiple types of 

motivations for each of the tasks they execute (Sheldon et al., 2003) or whether their multi-

dimensional profiles result from the execution of different tasks for which these employees 

hold different types motivation. In line with the latter, Fernet, Sen, Guay, March and Dowson 

(2008) suggest that workers may indeed hold different motivation for particular tasks. 

Conclusions 

Despite these limitations and the necessity for future research, the current study 

contributes to the debate on the importance of the quality and the quantity of workers‟ 

motivation in terms of autonomous and controlled motivation. Most importantly, in line with 

the qualitative point of view, the results stress the importance of high quality work 

motivation. Workers likely thrive when they value their job and experience interest and 

enjoyment while working, regardless whether they experience additional types of motivation. 

These results contrast the quantitative viewpoint on motivation by showing that higher levels 

of motivation not necessarily result in increased well-being. The lack of autonomous 

motivation was shown to result in impaired well-being. Executing one‟s job out of controlled 

reasons seemed as detrimental as lacking both autonomous and controlled motivation. Further 

research is welcomed to further the understanding of the impact of low quality and low 

quantity of motivation. Thus far, holding only controlled motivation does not seem to enhance 

or further impair workers‟ functioning relative to holding no motivation. From a practical 

point of view, these results encourage employers to focus on autonomous motivation when 
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they seek to enhance workers‟ motivation. Finally, the results also highlight that examining 

workers‟ motivation via an index assessing the amount of autonomous as compared to 

controlled motivation may conceal important findings regarding workers‟ motivation. Most 

importantly the use of such a relative score seems to devaluate workers holding both high 

autonomous and high controlled motivation, as well as workers holding only controlled 

motivation.  
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Table 1 

Means, Standard Deviations and Correlations among the Variables of Study 1 

 Mean SD 1 2 3 4 

1. Autonomous Motivation 4.45 .94     

2. Controlled Motivation 3.01 .98 .00    

3. Job Satisfaction 4.58 1.12 .58** -.09**   

4. Work Enthusiasm 4.55 1.15 .62** -.10** .63**  

5. Strain 3.06 1.45 -.27** .19** -.30** -.29** 

Note: * p < .05, ** p < .01 
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Table 2 

Differences in Defining Cluster Dimensions and Well-Being as A Function of Cluster Membership 

 Work motivation clusters  

 High  

Quantity 

 

High 

Quality 

 

Low 

Quality 

 

Low  

Quantity 

 

F-values 

F(3, 1789) 
η² 

Quantitative Hypothesis (2a) A B B C   

Qualitative Hypothesis (2b) B A C B   

Quantity Index 1.28a -.38b -.44b -1.97c 1131.34*** .65 

Quality Index -.11b 1.44a -.22b -1.72c 1118.85*** .66 

Job Satisfaction 4.88a 5.02a 3.72b 3.86b 178.21*** .24 

Work Enthusiasm 4.89a 5.02a 3.58c 3.82b 211.47*** .27 

Strain 3.00c 2.61d 3.76a 3.29b 97.14*** .08 

Note: Mean levels without the same superscript differ from each other. 
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Table 3 

Differences in Cluster Membership: Background Characteristics (Column Percentages) 

  Work motivation clusters    

 
Total Sample High Quantity 

Motivation 

High Quality 

Motivation 

Low Quality 

Motivation 

Low Quantity 

Motivation 
df 

²-values 

 
η² 

N 1795 670 561 277 289    

Gender         

    Male 52% 56% 46% 53% 56% 3 15.87*** .09 

    Female 48% 44% 54% 47% 44%    

Age         

   -34 years 35% 33% 37% 40% 32% 6 5.14 .04 

    35 – 45 years 29% 30% 30% 26% 29%    

    + 45 years 36% 37% 33% 36% 36%    

Education         

    Primary education 5% 6% 4% 7% 7% 9 30.13*** .12 

    Secondary education 55% 55% 49% 63% 58%    

    Bachelors‟ degree 21% 20% 24% 17% 21%    

    Masters‟ degree 19% 20% 23% 13% 15%    

Professional level         

    Blue collar worker 35% 32% 29% 48% 38% 9 63.50*** .18 

    White collar worker 55% 55% 58% 46% 56%    

    Managers 10% 12% 13% 5% 4%    

Type contract         

    Full-time 78% 78% 77% 74% 72% 6 5.11 .04 

    Part-time 22% 20% 21% 23% 26%    

Types employment         

    Permanent 87% 84% 89% 86% 85% 9 23.95** .09 

    Temporary 9% 11% 7% 9% 9%    

    Agency 3% 3% 2% 5% 6%    
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Table 4 

Means, Standard Deviations and Correlations among the Variables in Study Sample 1 (below diagonal) and Sample 2 (above diagonal) 

 
Mean SD 

1. 2. 5. 6. 7. 8. 9. 10. 11 
 Sample 

1 

Sample 

2 

Sample 

1 

Sample 

2 

1. Autonomous Motivation 5.22 4.40 0.99 1.43  .33** .42** .12 .43** .15 .59** .64** -.44** 

2. Controlled Motivation 3.83 3.57 1.08 1.51 .37**  .06 .01 .19* .10 .21** .19* .01 

5. Autonomy Support 3.29 3.54 0.94 0.75 .40** .24**  .34** .51** .43** .46** .41** -.27** 

6. Social Support 3.98 4.22 0.67 0.51 .34** .12* .29**  .24** .22** .26** .34** -.29** 

7. Skill Utilization 3.69 3.09 0.63 0.66 .58** .22** .51** .30**  .51** .43** .59** -.35** 

8. Task Autonomy 3.31 3.1 0.74 0.79 .21** .05 .32** .17** .33**  .33** .38** -.25** 

9. Job Satisfaction 4.13 3.59 0.67 1.02 .54** .03 .37** .28** .47** .23**  .64** -.51** 

10. Work Engagement 4.47 3.72 1.01 1.29 .70** .18** .36** .26** .53** .09 .55**  -.60** 

11. Burnout 1.3 1.66 0.98 1.13 -.45** .01 -.30** -.27** -.38** -.20** -.55** -.52**  
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Table 5 

Differences in Defining Cluster Dimensions and Well-Being as A Function of Cluster Membership 

  Work motivation clusters 
F-values 

 
η² 

 Sample 
High  

Quantity 
 

High 
Quality 

 

Low 
Quality 

 

Low  
Quantity 

 
Quantity Index Sample 1 1.83a -.19b -.14b -2.19c F(3,283) = 335.20*** .78 

 Sample 2 2.08b -.06b -.24b 2.2c F(3,256) = 321.06*** .79 

Quality Index Sample 1 -.11b 1.14a -.94c -.18b F(3,283) = 76.44*** .45 

 Sample 2 -.10b 1.10a -1.11c .02b F(3,256) = 94.36*** .52 

Job Satisfaction Sample 1 4.34a 4.34a 3.91b 3.80b F(3,283) = 15.71*** .15 

 Sample 2 4.09a 3.89a 3.31b 2.92b F(3,256) = 19.97*** .19 

Work Engagement Sample 1 4.95a 4.94a 4.05b 3.63c F(3,283) = 4164*** .31 

 Sample 2 4.53a 4?32a 3.14b 2.65c F(3,256) = 46.19*** .35 

Burnout Sample 1 1.03b .85b 1.69a 1.80a F(3,283) = 19.65*** .18 

 Sample 2 1.24a 1.16a 2.20b 2.18b F(3,256) = 20.40*** .19 

Autonomy support Sample 1 3.64a 3.41ab 3.12bc 2.80c F(3,283) = 8.63*** .11 

 Sample 2 3.79a 3.69a 3.36b 2.17b F(3,256) = 7.51*** .08 

Social support colleagues Sample 1 4.24a 4.08a 3.73b 3.77b F(3,283) = 3.85*** .10 

 Sample 2 4.38a 4.33a 4.06b 4.07b F(3,256) = 7.58*** .08 

Opportunities for skill 

utilisation 

Sample 1 4.02a 3.80a 3.50b 3.26c F(3,283) = 769*** .21 

 Sample 2 3.48a 3.32a 2.83b 2.63b F(3,256) = 30.28*** .26 

Task autonomy Sample 1 3.48a 3.38ab 3.17ab 3.13b F(3,283) = 1.74*** .04 

 Sample 2 3.40a 3.13ab 3.02b 2.78b F(3,256) = 5.53*** .06 

Note: Mean levels without the same superscript differ from each other.  
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Figure 1. Z-scores of Autonomous and Controlled Motivation of  the Four Cluster Solution. 

(Study 1).  
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Figure 2a Z-scores of Autonomous and Controlled Motivation of  the Four Cluster Solution.of  

Sample 1(Study 2)  
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Figure 2b. Z-scores of Autonomous and Controlled Motivation of  the Four Cluster 

Solution.of  Sample 1(Study 2).
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Understanding workaholics’ motivations: 

A Self-Determination perspective 

 

This study aims to examine employees‟ motivation associated with the two components of 

workaholism (i.e. working excessively and working compulsively) in order to explain their 

diverging well-being associations. Drawings on Self-Determination Theory, both autonomous 

and controlled motivation were suggested to fuel excessive work, which therefore was 

expected to relate positively to both well-being (i.e. vigor) and ill-health (i.e. exhaustion). 

Compulsive work, in contrast, was hypothesized to originate exclusively out of controlled 

motivation and therefore to associate positively with ill-being. Structural equation modeling 

in a heterogeneous sample of Belgian white-collar workers (N = 370) confirmed that 

autonomous motivation undergirded the positive association between excessive work and 

well-being, whereas controlled motivation undergirded the positive association between 

compulsive work and ill-being. The hypothesized path from controlled motivation to ill-being 

through excessive work was not corroborated. These findings suggest that primarily 

compulsive work yields associations with ill-being as it is undergirded by a qualitative 

inferior type of motivation.  
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The use of flexible work and the recent development in technology gradually blur the 

boundaries between work and home. Employees might therefore increasingly experience 

difficulty in disengaging from work and turn into workaholics (Porter, 2004; Sparks, Faragher 

& Cooper, 2001). Although the concept of workaholism has reached common ground in the 

popular press (Burke, Matthiesen, & Pallesen, 2006; Taris, Schaufeli, & Verhoeven, 2005), 

scholarly research has only recently started clarifying the concept and examining the 

associations between workaholism and employees‟ well-being (e.g. Ng, Sorensen, & 

Feldman, 2007). Consensus seems to be growing that workaholism is defined by two 

characteristics: working excessively and working compulsively (McMillan, O‟Driscoll, 

Marsh, & Brady, 2001; Schaufeli, Taris, & Bakker, 2006; in press). Divergent results have 

however been reported for the relations between the two workaholism components and well-

being (McMillan, et al., 2001). The present study aims to account for these findings by 

examining employees‟ motivation underlying the tendencies to work excessively and to work 

compulsively. 

Although various authors have stressed the importance of workaholics‟ motivation, 

little research has advanced the understanding of this phenomenon from a theoretical point of 

view (McMillan, et al., 2001; Schaufeli, Shimazu, & Taris, in press). Drawing on Self-

Determination Theory (SDT; Deci & Ryan, 2000, Gagné & Deci, 2005), we suggest that the 

tendencies to work excessively and compulsively may be undergirded by different qualitative 

types of motivation and therefore yield divergent associations with employees‟ well-being. 

Before detailing the different types of motivation, we first elaborate upon the concept of 

workaholism. 

Workaholism 

In the academic literature, various definitions and conceptualizations of workaholism 

have emerged (e.g. Spence & Robbins, 1992; Robinson, 1999). Originally, „workaholism‟ 

was defined as “the compulsion or the uncontrollable need to work incessantly” (Oates, 1971, 

p. 11). In line with this original definition, workaholism can be defined by two characteristics: 

working excessively and working compulsively (McMillan, et al., 2001; Schaufeli, Taris, et 

al., 2006, in press). 

The first component, working excessively, is generally considered as the core 

component of workaholism (Snir & Harpaz, 2004; Spence & Robbins, 1992). It pertains to 
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actual behavior: workaholics spend a great deal of time on work activities when given 

discretion to do so (Snir & Zohar, 2008). They work beyond what is reasonably expected to 

meet the expectations of colleagues or organizational requirements (Scott, Moore, & Miceli, 

1997). In this respect, several authors suggested that workaholics typically work over 50 

hours a week (Brett & Stroh, 2003; Buelens & Poelmans, 2004; Burke, 2001). People may 

however work long hours for a variety of reasons, such as economic demands or the necessity 

to meet deadlines, without necessarily being addicted to working (Schaufeli et al., in press). In 

addition to working long hours, workaholics are also characterized by the fact that they work 

out of a strong inner drive that cannot be resisted.  

Accordingly, the second component of workaholism is working compulsively. It refers 

to workaholics‟ uncontrollable preoccupation with working (McMillan, et al., 2001). 

Workaholics are obsessed with work activities to the extent that they persistently and 

frequently think about work, even when not working. The tendency to work compulsively is 

cognitive – rather than behavioral – in nature, such that the syndrome of workaholism consists 

of overlapping but complementary aspects: a behavioral component (i.e. working excessively) 

and a cognitive component (i.e. working compulsively; Schaufeli, et al, in press).  

Drawing on Spence and Robbins‟ (1992) tripartite model of workaholism, some 

scholars have argued that workaholism also contains an affective dimension: work enjoyment 

(e.g. Burke, et al., 2006). Others have contested this view (e.g. Mudrack, 2004; Ng, et al., 

2007). Schaufeli, Taris, and Van Rhenen (2007) for instance, make a strong case that 

hardworking people who highly enjoy work closely resemble what has been defined as 

engaged workers, which is conceptually and empirically distinct from workaholism. In line 

with this reasoning, the conceptualization of workaholism used in the present study includes 

only two components, working excessively and working compulsively.  

In general, workaholism is assumed to undermine employees‟ well-being (Ng, et al., 

2007). Empirical research has indeed shown that workaholics report more ill-health as 

indexed by job stress, burnout, and negative affect, and show less well-being in terms of job 

and life satisfaction (e.g. Aziz & Zickar, 2006; Burke, 2000a; Burke & Matthiesen, 2004; 

Taris, et al., 2005).  

Results are, however, not always consistent. McMillan and O‟Driscoll (2004) and Snir 

and Zohar (2007), for example, found that workaholics and non-workaholics did not differ in 

terms of mental health and positive affect. These conflicting results may be explained in part 
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by the different conceptualizations of workaholism: some of these studies include work 

enjoyment, others not. More generally, the different components of workaholism may exert 

differential influences on employees‟ well-being (Burke, 1999; McMillan & O‟Driscoll, 

2004, Scott, et al., 1997). This possibility is often ignored, especially in studies using a 

composite score of workaholism (Burke & Matthiesen, 2004) or comparing different types of 

workaholics (Aziz & Zickar, 2006).  

Pertaining to the definition of workaholics as excessive and compulsive workers, 

research has provided evidence that the health impairing effects of workaholism are mainly 

driven by the compulsive tendency of workaholics (e.g. McMillan, et al., 2001), whereas the 

results concerning the behavioral component of excessive work are inconclusive. Some 

workaholism scholars have reported negative associations between working long hours and 

individuals‟ well-being (e.g. Schaufeli, Taris, et al., in press), yet also null-relations (Taris et 

al., 2008) and even positive relationships (Kinnunen, Feldt, & Mäkikangas, 2008) have been 

found. Similarly, a recent large-scale study suggested that overtime in itself may not be 

health-impairing, but that other conditions such as the quality of work may account for the 

suggested negative associations between overtime and employees‟ health (Beckers, van der 

Linden, Smulders, Kompier, van Veldhoven, van Yperen, 2004). 

The current study aims to advance the understanding of working excessively and 

working compulsively by examining their associations with exhaustion and vigor. Exhaustion 

may be considered as the main component of burnout (Maslach, Schaufeli, & Leiter, 2001). 

Vigor, by contrast, is characterized by high levels of energy, mental resilience, persistence 

and the willingness to invest effort in one‟s job (Schaufeli, Salanova, Gonzaléz-Romá, & 

Bakker, 2002). It represents a eudaimonic aspect of work related well-being, which goes 

beyond mere pleasantness or positive feelings (Ryan & Deci, 2001). Vigor and exhaustion 

may be considered as complementary, non-reducible aspects of employees‟ well-being and 

ill-health, respectively (Gonzaléz-Romá, Schaufeli, Bakker, & Lloret, 2006). Both aspects 

may co-exist for workaholics. In working long hours and being unable to disengage from 

work, workaholics may on the one hand lack sufficient time and opportunity to recover from 

work. The resulting continuous high state of preparedness may increasingly wear out 

workaholics and result in exhaustion (Schaufeli, et al., 2008; Taris, Geurts, Schaufeli, Blonk, 

& Lagerveld, 2008). In investing highly in their work, workaholics might on the other hand 

also experience a high return on investment and experience a state of fulfillment and vigor 

while working.  
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We expect working compulsively to be particularly health-impairing and, accordingly, 

to relate positively to exhaustion. Excessive work, in contrast, might yield both positive and 

negative associations with employees‟ functioning, and hence relate positively to both 

exhaustion and vigor, depending on the motivation driving the behavior to work excessively. 

Self-Determination Theory (SDT; Deci & Ryan, 2000, 2008) might shed light on these issues.  

A Self-Determination perspective on motivation 

Most motivational theories (e.g. Vroom, 1964) consider motivation from a quantitative 

point of view. They conceive the degree to which individuals are motivated (high or low) a 

crucial predictor of their well-being and performance. In this view, workaholics would 

function optimally, as they are considered to be highly motivated (Mudrack & Naughton, 

2001; Ng et al., 2007). Self-Determination Theory (SDT; Deci & Ryan, 2000, Gagné & Deci, 

2005), however, maintains that besides the quantity or intensity of motivation, also the quality 

or type of motivation matters. Specifically, higher levels of motivation are considered only 

beneficial if they are of a good (i.e. autonomous motivation) instead of a poor (i.e. controlled 

motivation) quality (Vansteenkiste, Lens, De Witte, & Feather, 2005).  

Controlled motivation refers to the engagement in an activity out of external (i.e. 

external regulation) or internal pressure (i.e. introjected regulation; Deci & Ryan, 2006). In 

case of external regulation, behavior is aimed to meet external expectations, to obtain rewards 

or to avoid threatening punishments. Externally regulated employees might, for instance, 

work hard to receive a bonus, obtain job security or to be acknowledged by their supervisor. 

According to SDT, individuals act out of introjected regulation if they buttress their own 

behavior with internally administered rewards or punishments. Introjected individuals engage 

in an activity to attain personal pride and ego-enhancement or to avoid guilt, shame or anxiety 

(Assor, Vansteenkiste, & Kaplan, in press). In this case, the reason for enacting the activity 

has been partially taken in, but has not yet been personally endorsed and therefore remains 

quite controlling. Both external regulation and introjected regulation are characterized by an 

external perceived locus of causality (deCharms, 1968). Therefore, they may be combined to 

form a composite score for controlled motivation (e.g. Vansteenkiste, Lens, Dewitte, De 

Witte, & Deci, 2004). As no or only little internalization has taken place, controlled 

motivation is likely to go along with feelings of pressure and conflict.  

Autonomously motivated behavior, in contrast, is characterized by an internal 
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perceived locus of causality (deCharms, 1968). Individuals perceive the reasons for 

autonomously motivated behavior as their own and therefore experience volition and 

psychological freedom in enacting the activity. This might be because individuals personally 

value and fully endorse the goal of the behavior, which SDT labels as identified motivation, 

or because they consider the activity as such interesting or fun, which is labeled as intrinsic 

motivation (Deci & Ryan, 2000). Employees could, for instance, put much effort in their job 

because they value a particular project. Others might work long hours because they are 

completely immersed in an enjoyable or fascinating task. As both identified and intrinsic 

motivation are volitional types of motivation, they may be summed to represent autonomous 

motivation (e.g. Vansteenkiste, et al., 2004).  

According to SDT, adopting an autonomous instead of a controlled regulation yields 

positive effects in terms of higher well-being and better performance (Ryan & Deci, 2006). 

Extant research has validated this assumption in various sub-domains of work and 

organizational psychology (see Van den Broeck, Vansteenkiste, & De Witte, 2008, for an 

overview). Being autonomously versus controlled motivated has, for example, been positively 

related job satisfaction, professional efficacy, and general mental health (Bono & Judge, 

2003; Fernet, Guay, & Senécal, 2004; Fernet, Senécal, Guay, Marsh, & Dowson, 2008; Lam 

& Gurland, 2008), and has been negatively associated with burnout, physical symptoms and 

health-problems (e.g. Fernet, et al., 2004; Judge, Bono, Erez, & Locke, 2005, Otis & Pelletier, 

2005).  

In the present paper, we argue that the two qualitative types of motivation might help 

to explain the divergent associations between the two workaholism components and their 

well-being correlates. Specifically, we suggest that compulsive work is undergirded by 

controlled motivation, whereas excessive work may be associated by controlled as well as 

autonomous motivation (see Figure 1).  

Workaholism and quality of motivation 

Various scholars have speculated upon the motivation of workaholics (e.g. Porter, 

1996; Schaufeli, Shimazu, et al., in press). First of all, workaholics‟ social environments are 

suggested to foster workaholism by lauding and praising an excessive work involvement 

(McMillan, O‟Driscoll, & Burke, 2003; Ng, et al., 2007). Workaholics are assumed to be 

stimulated to gain prestige, peer admiration, and supervisors‟ approval (Spence & Robbins, 
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1992). This is evidenced by workaholics‟ tendency to pursue work that might result in pay 

raise, promotion or other external signs of worth (Porter, 1996). Workaholics might also be 

negatively reinforced and might flight into their work to avoid unpleasant non-work activities 

or involvements (Aziz & Zickar, 2006). In line with this assumption, workaholism has been 

linked to higher martial estrangement and work-home interference (Aziz & Zickar, 2004; 

Robinson, Flowers, & Carroll, 2001; Taris, et al., 2005). Although there might be no objective 

environmental necessities such as deadlines or high financial needs (Taris et al., 2008), 

workaholics are thus assumed to feel pressured by their social environment to invest a lot of 

time and effort in their work. This type of pressure is labeled external regulation in SDT.  

Secondly, workaholism may also be related to introjected regulation as it is generally 

agreed that workaholics may consider the excessive engagement in work as a means to bolster 

their self-esteem and reduce feelings of guilt, shame or anxiety (e.g. McMillan, et al., 2003; 

Porter, 2004). In line with this view, compulsivity has been shown to relate positively to the 

urge to prove oneself and to perfectionism (Burke, 1999; 2000b), which have been linked in 

SDT to introjected regulation (Hall, Hill, Appleton, Kerr, & Kozub, 2006; Miquelon, 

Vallerand, Grouzet, & Cardinal, 2006).  

Based on these assumptions, it can reasonably be assumed that work related 

compulsivity is undergirded by controlled motivation. The regulations associated with the 

work excessiveness however, seem to be more complicated. We suggest that this quantitative, 

behavioral component of workaholism might result from both controlled as well as 

autonomous types of motivation. Individuals may work long hours out of external or internal 

pressure (i.e. controlled motivation) as noted above, but might also volitionally invest many 

hours in their jobs because they find their work important or interesting and fun (i.e. 

autonomous motivation). In various studies in the SDT framework, long-term behavioral 

persistence has been positively associated with autonomous motivation. Autonomously 

motivated high school students (Vallerand, Fortier, & Guay, 1997) and competitive swimmers 

(Pelletier, Fortier, Vallerand, & Brière, 2001), for example, have been shown to drop out of 

college and swimming competition, respectively, less frequently compared to their controlled 

counterparts. When stimulated autonomously for activities such as recycling or sporting, 

individuals are also more likely to freely engage in similar additional activities 

(Vansteenkiste, Simons, Lens, Sheldon, & Deci, 2004). When feeling controlled, individuals 

may persist in a particular activity for a short, but not a long, while (Pelletier, et al., 2001) and 

experience less interest and enjoyment (Ryan, Koestner, & Deci, 1991). In line with these 
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results, we argue that working excessively might be undergirded by both autonomous and 

controlled motivation. Depending on which motivation forms the basis to work long hours, 

excessive work might relate positively or negatively with well-being.   

To conclude, as shown in Figure 1 we hypothesize that controlled motivation 

undergirds compulsive work which therefore relates positively to exhaustion (Hypothesis 1). 

Excessive work, in contrast, may be undergirded by autonomous as well as controlled 

motivation. In case excessive work stems from controlled motivation, it is expected to 

associate positively with exhaustion (Hypothesis 2a). To the extent that it is driven by 

autonomous motivation, it is hypothesized to associate positively with vigor (Hypothesis 2b).  

Method 

Procedure 

Data were gathered in Flanders, the Dutch speaking part of Belgium. As part of an 

introductory course on quantitative research, 76 undergraduate students distributed five 

questionnaires among friends or relatives with at least three years of working experience. In 

line with previous research (e.g. Aziz & Zickar, 2006), only full-time working white- collar 

workers were invited to participate. As white-collar workers‟ responsibilities are generally 

open ended and not restricted to time and place, they may have both the opportunity and the 

possibility to engage in workaholic behaviors (Spence & Robbins, 1992).  

The questionnaires included a cover letter emphasizing that participation was 

voluntary and anonymous. The completed questionnaires were picked up by the students 

under sealed envelops or sent back to the researchers in the included pre-stamped envelops. In 

total, 370 questionnaires were returned. 

Participants 

The sample included somewhat more male (54%; n = 197) than female (46%; n = 168) 

respondents. Participants‟ age varied between 21 and 60 years (M = 37.95 years; SD = 11.19 

years). As only white-collar workers were selected, educational level was rather high; 2% of 

the participants (n = 7) completed primary school, 24% (n = 86) completed secondary school, 

54% (n = 196) acquired a bachelor‟s degree and 21% (n = 76) obtained a master‟s degree. 

With regard to professional level, 47% (n = 172) of the respondents were lower level white-

collar workers, 24% (n = 88) were professionals (e.g. teachers, nurses), 30% (n = 100) held a 



Understanding Workaholics’ Motivations 

385 

managerial job. Most respondents (93%, n = 346) had a permanent job. Participants‟ working 

experience within their current function varied between one month and 38 years (M = 8.95 

years; SD = 9.38 years).  

Measurements 

All questionnaires were available in Dutch. Information on means, standard deviations 

and reliability of the scales can be found in Table 1.  

Workaholism was measured using the Dutch Workaholism Scale (DUWAS; Schaufeli, 

et al., 2008), which is based on the Work Addiction Risk Test (Robinson, 1999) and the 

Workaholism Battery (Spence & Robbins, 1992). The DUWAS has been previously used to 

assess workaholism in other Dutch-speaking samples and has shown good internal 

consistency, and internal and external validity (e.g. Schaufeli, Shimazu, & Taris, in press). 

Excessive work included five items such as “I seem to be in a hurry and racing against the 

clock”. Compulsive work included five items such as “It is hard for me to relax when I am not 

working”. Both scales were scored on a 4-point Likert scale, ranging from 1 (“totally 

disagree”) to 4 (“totally agree”).  

Exhaustion was measured using the 5-item scale of the Dutch version of the Maslach 

Burnout Inventory General Survey (Schaufeli & van Dierendonck, 2000). The participants 

scored items such as “I feel totally exhausted in my job” on a 7-point Likert scale ranging 

from 0 (“never”) to 6 (“always, every day”).  

Vigor was assessed via five items of the Utrecht Work Engagement Scale (Schaufeli, 

et al., 2002; Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008). Again the participants 

indicated on a scale from 0 (“never”) to 6 (“always, every day”) how often they experienced 

vigor. A sample item is “At my work, I feel bursting with energy”.  

Self Regulation was assessed with 12 items based on the general Self-Regulation 

Scales of Ryan and Connell (1989). These items were adapted to tap the different regulations 

for doing one‟s job, rather than a general regulatory style. Respondents indicated on a scale 

from 1 (“totally disagree”) to 5 (“totally agree”) to which extend each of the statements 

corresponded with their motivations for doing their job. In line with previous research (e.g. 

Vansteenkiste, et al., 2004), the items for external regulation (e.g. “because others [partner, 

parents, friends, …] expect me to do so”) and introjected regulation (e.g. “because I have to 

be good in this job, otherwise I would feel disappointed in myself”) were used to asses 

controlled motivation. The items for identified regulation (e.g. “because this job aligns with 
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my personal values”), and intrinsic motivation (e.g. “because I have fun doing this job”) were 

combined into one scale measuring the degree of autonomous motivation.  

Results 

Preliminary analysis 

As shown in Table 1, the background variables (i.e. gender, age and educational level) 

were unrelated to the components of workaholism, employees‟ autonomous and controlled 

motivation, exhaustion and vigor. Age forms an exception, as it showed a small positive 

correlation with vigor. As expected, the two workaholism components were positively related. 

Compulsive work was furthermore positively related to controlled motivation and exhaustion. 

Excessive work related positively to both controlled and autonomous motivation, as well as to 

vigor and exhaustion. Controlled and autonomous motivation were unrelated. Whereas 

controlled motivation associated positively with exhaustion, autonomous motivation related 

negatively to exhaustion and positively to vigor. As expected vigor and exhaustion were 

negatively correlated.  

Plan of analysis 

Structural equation modeling (SEM) applying the maximum-likelihood method in 

LISREL 8.54 (Jöreskog & Sörbom, 2004) was used to test the hypotheses. Data screening 

using Prelis 2.71 (Jöreskog & Sörbom, 2004) revealed data non-normality at the univariate 

and multivariate level. Therefore in all subsequent models, in addition to the covariance 

matrix, the asymptotic covariance matrix was used and the Satorra-Bentler Scaled Chi-square 

(SBS-²; Satorra & Bentler, 1994) instead of the common Chi-square was inspected. As 

suggested by Hu and Bentler (1999), model fit was evaluated, using three goodness of fit 

indices: the Root Means Square Error of Approximation (RSMEA), the Comparative Fit 

Index (CFI) and the Standardized Root Means Square Residuals (SRMR). CFI values larger 

than .95 indicate excellent fit; values larger than .90 indicate good fit (Holye, 1995; Bentler, 

1990). RSMEA below .05 in combination with SRMR values below .09 indicate excellent fit, 

whereas values below .08 and .10, respectively, indicate good fit (Byrne, 2001). The chi-

square difference test was used to compare nested models. Before testing the hypotheses, the 

measurement model was evaluated using confirmatory factor analysis (CFA). To test the 

hypothesized model, first the differential well-being associations of both workaholism 

components were examined. In a second step it was examined whether autonomous and 
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controlled motivation undergirded these associations. As the hypothesized model resembled a 

mediation model, we followed the recommendations of Holmbeck (1997).  

Measurement model 

To test for divergent validity of the latent factors, we estimated a full measurement 

model including the two types of motivation, the excessive and compulsive component of 

workaholism, vigor and exhaustion. All variables were presented by their respective items. 

This model, including 32 observed variables and 6 latent factors, yielded a good fit, SBS-² 

(559) = 1131.36, p < .001; RSMEA = .07; SRMR = .08, and CFI = .93. All observed variables 

had significant (p < .001) loadings ranging from .48 to .87 on their latent factor (mean  = 

.67). A reliable measurement model was thus obtained. 

Structural model 

First, the direct associations between the two workaholism components, vigor and 

exhaustion were examined (Model A). In line with previous research, vigor and exhaustion 

were allowed to correlate (Schaufeli & Bakker, 2004; Van den Broeck, Vansteenkiste, De 

Witte, & Lens, 2008). This model provided good fit to the data; SBS-² (165) = 395.56, p < 

.001; RSMEA = .06; SRMR = .09, and CFI = .94. As expected, compulsive work related 

positively to exhaustion ( = .30) and excessive work related positively to vigor ( = .36); all 

p’s < .001. Unexpectedly, excessive work did not relate to exhaustion ( = .03, ns).  

We then computed a direct-effect model (Model B) which included the associations 

between both types of motivation, vigor and exhaustion. This model provided good fit to the 

data; SBS-² (203) = 655.62, p < .001; RSMEA = .08; SRMR = .09, and CFI = .93. As 

expected, controlled motivation related positively ( = .17; p < .001) to exhaustion; it was 

unrelated to vigor ( = -.05, ns). Autonomous motivation related positively to vigor ( = .64) 

and associated negatively with exhaustion ( = -.48); all p’s < .001. 

We then proceeded by calculating the constrained model (Model C) which related 

controlled and autonomous motivation with both workaholism components, and the 

workaholism components with exhaustion and vigor (Baron & Kenny, 1986). This model 

yielded acceptable fit to the data, but showed room for improvement; SBS-² (456) = 

1344.31, p < .001; RSMEA = .07; SRMR = .13, and CFI = .90.  

Therefore, we computed the unconstrained model (Model D), in which direct paths 
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from employees‟ motivation to exhaustion and vigor were added (Figure 2). This model 

provided good fit to the data; SBS-² (454) = 1204.31, p < .001; RMSEA = .07; SRMR = .10, 

and CFI = .92 and yielded improved fit compared to Model C; SBS-² (2) = 140, p < .001. 

In line with the hypothesis, controlled motivation related positively to excessive work ( = 

.17, p < .05) and compulsive work ( = .48, p < .001). It was unrelated to exhaustion ( = .01, 

ns). As expected, autonomous motivation yielded a direct positive relation with excessive 

work ( = .17; p < .05). It related positively to vigor ( = .50; p < .001) and negatively to 

exhaustion ( = -.46; p < .001). As predicted, compulsive work was positively associated with 

exhaustion ( = .32), whereas excessive work related positively to vigor ( = .32, ps < .001)  

Finally, Sobel tests were applied to formally evaluate whether controlled and 

autonomous motivation yielded indirect associations with exhaustion and vigor through 

compulsive and excessive work (Sobel, 1982). The indirect relation between controlled 

motivation and exhaustion through compulsive work (z = .15, p < .001) was confirmed, as 

was the indirect association between autonomous motivation and vigor (z = .05, p < .05) 

through excessive work. 

Discussion 

In this paper, we aimed to further the understanding of workaholism, defined by both a 

behavioral (i.e. working excessively) and a cognitive (i.e. working compulsively) aspect 

(Taris et al., 2008). This two-dimensional definition is in line with the original 

conceptualization of workaholism (Oates, 1971) and includes the commonly agreed upon 

workaholism components (Schaufeli, Taris, et al., in press). Gaining more insight in 

workaholism might be important (Sparks, et al., 2001), as the incidence of workaholism 

seems to be increasing (Porter, 2004) and workaholism might yield negative consequences for 

various stakeholders, including employees, family-members and organizations (McMillan, 

O‟Driscoll, & Brady, 2004).  

Specifically, the present study wanted to shed light on the different associations of 

excessive work and compulsive work with employees‟ well-being (e.g. Taris et al., 2008). 

Based on SDT‟s differentiation between qualitative good motivation (i.e. autonomous 

motivation) and poor motivation (i.e. controlled motivation), we hypothesized that 

compulsive work would relate positively to exhaustion because it would originate from 

controlled motivation (Hypothesis 1). Excessive work was hypothesized to be undergirded by 
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both autonomous motivation and controlled motivation and therefore to relate positively to 

vigor (Hypothesis 2a) and exhaustion (Hypothesis 2b), respectively.  

The current findings seem to confirm Hypotheses 1 and 2a. First, controlled 

motivation related positively to compulsive work, which, in turn was positively related to 

exhaustion. Compulsive work fully explained the positive association between controlled 

motivation and exhaustion. These results provide evidence for Hypothesis 1 that people work 

compulsively because they are concerned about extrinsic rewards and punishments, or 

because they would feel ashamed or guilty when not working, thereby undermining their 

well-being. Second, as expected, both autonomous and controlled motivation related 

positively to the tendency to work excessively. Excessive work, furthermore, partially 

explained the association between autonomous motivation and vigor. These findings provide 

support for Hypothesis 2a that working long hours may be energizing rather than depleting, 

when people find their work useful and interesting.  

Unexpectedly, excessive work did not yield a significant structural relation with 

exhaustion, after controlling for compulsive work. Accordingly, indirect effects of controlled 

motivation on employees‟ functioning through excessive work did not emerge. Hypothesis 2b 

was therefore not corroborated. Perhaps, the relationship between excessive work and 

exhaustion might be attenuated by a restriction of range in excessive work in the present 

study. Previously it has been suggested that only fairly high levels of overtime would be 

health-impairing (Beckers, et al., 2004). Alternatively, rather than to the quantity of overwork, 

the small relation between excessive work and exhaustion might perhaps also be attributed to 

qualitative differences in overtime, hinting at moderating variables such as the quality of work 

(Beckers, et al., 2004) or control over over-time (Beckers, van Hooff, van der Linden, 

Kompier, Taris, & Geurts, 2008).  

In sum, the present results suggest that working compulsively is likely to have health 

impairing effects since it is fuelled by a qualitative poor type of motivation. Working 

excessively, on the other hand, may not be related to ill-health in case it is driven by a 

qualitative good type of motivation.  

Theoretical and practical implications 

The present findings contribute to the literature on workaholism in several ways. First, 

this study adds to the understanding of the motivation of workaholics. Although this topic is 

widely discussed in the literature (e.g. Burke & Matthiesen, 2004; Spence & Robbins, 1992; 
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McMillan, Brady, O‟Driscoll, & Marsh, 2002), it has not yet been fully empirically or 

theoretically substantiated. Workaholics are generally assumed to be highly motivated (e.g. 

Ng et al., 2007). The present findings, however, indicate that their motivation might, in part, 

be of inferior quality, thereby possibly resulting in suboptimal functioning. Second, these 

findings seem to confirm that working excessively is necessary but not sufficient to capture 

the syndrome of workaholism. Excessive work may be motivated by various reasons, both 

autonomous and controlled. In the former case, it relates positively to well-being, as is 

hypothesized in SDT. This conforms that excessive work might in itself not be negative, a 

suggestion that was previously made in a large scale study on long working hours (Beckers, et 

al., 2004). Working compulsively, however, relates positively to health-impairment. Taken 

together these findings support the assumption that the health-impairing associates of 

workaholism might primary be attributed to working compulsively, as was previously 

suggested by Taris and colleagues (2008).  

The present findings may also add to Self-Determination Theory. They confirm, once 

more, that autonomous motivation relates positively and controlled motivation relates 

negatively to optimal functioning (e.g. Deci & Ryan, 2006; Fernet, et al., 2004; Judge, et al., 

2005). Interestingly, these findings indicate that autonomous motivation may hold strong 

direct associations with both well-being and ill-health, whereas controlled motivation may 

relate, less strongly, to employees‟ well-being via other aspects of employees‟ functioning 

such as compulsive work.  

At the practical level, results suggest that practitioners might primarily focus on 

decreasing workaholics‟ tendency to work compulsively to optimize employees‟ well-being. 

This might be achieved, for instance, by creating a growth rather than a pressuring culture 

(Buelens & Poelmans, 2004) or by decreasing job demands (e.g. work pressure, role conflicts 

and emotional demands) and increasing job resources (e.g. job control and social support; 

Johnstone & Johnson, 2005; Schaufeli, Taris, et al., in press; Schaufeli, et al., 2008).  

The present findings furthermore confirm that the quality of motivation matters. That 

is, highly motivated employees may either experience well-being and function optimally, or 

lack well-being and develop problematic attitudes towards work, depending on the type of 

regulation underlying their behavior. Practitioners might therefore aim to stimulate 

autonomous rather than controlled motivation, for example by being emphatic and providing 

choices and rationales if choice is restricted (e.g. Otis & Pelletier, 2007; Senécal, Vallerand, 
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& Guay, 2001).  

Limitations and suggestions for further research 

This study is not without limitations. First, as the present sample does not necessarily 

provide an accurate view on the prevalence of workaholism in the population, future studies 

might aim to focus on the prevalence of workaholism. The primary aim of the current study 

was, however, to study the associations between workaholism and employees‟ functioning. 

The current sample seemed suitable for this end, as the mean levels of excessive and 

compulsive work in the present sample are comparable to these of the samples employed in 

similar studies (e.g. Schaufeli, Shimazu, et al., in press). Second, as all data were gathered 

through self-reports, common method variance might have increased the strength of the 

observed relationships. However, as similar results have been found for both workaholics‟ 

and acquaintances‟ ratings (e.g. Aziz & Zickar, 2006; McMillan, O‟Driscoll, & Brady, 2004), 

we do not expect the use of self-reports to significantly downplay our results. Furthermore, 

self-ratings seem to be the most feasibly way to assess individuals‟ workaholism, as 

acquaintances seem to underestimate workaholics‟ tendency to work compulsively 

(McMillan, O‟Driscoll, & Brady, 2004). Third, because of the present study‟s cross-sectional 

design, the causal order between workaholism, motivation and well-being remains to be 

addressed. Possibly, workaholism and the different types of motivation might influence well-

being over time. Alternatively, workers‟ levels of well-being might set the conditions for 

workaholism and autonomous versus controlled motivation to emerge. Individuals who feel 

vigorous, satisfied or efficacious in their jobs might, for instance, have the energy to work 

long hours and seek out important, fun or interesting tasks (de Lange, De Witte, & Notelaers, 

2008). Similarly, the dynamic interplay between employees‟ motivation and workaholism 

remains to be studied. The present study conceptualizes autonomous and controlled 

motivation as drivers of workaholism, as motivation refers to a more general orientation 

towards one‟s job, whereas workaholism might be considered as a more specific attitude 

towards work. Although no conclusions about causality can be drawn, the current study 

nonetheless contributes to our understanding of workaholism as it shows that working 

compulsively and working excessively are associated with qualitative different types of work 

motivation.  
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Conclusions 

In sum, the present study adds to the understanding of workaholism by disentangling 

the positive and negative well-being associates of the two workaholism components, that is, 

working excessively and working compulsively (Taris, et al., 2008). The present research 

furthermore helps to understand workaholics‟ motivation from a theoretical point of view and 

therefore answers the calls for a theoretically based approach in the study of workaholism 

(e.g. McMillan, et al., 2001). The findings suggest that the propensity to work compulsively 

relates to ill-health because it is associated with feelings of being controlled. Excessive work, 

in contrast, is accompanied by experiences of joy, interest or significance of their job and 

therefore associates positively with workers well-being. 
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Table 1 

Means, Standard Deviations, Alphas and Correlations among all studied variables. 

 Mean SD 1. 2. 3. 4. 5. 6. 7. 8. 9. 

 1. Gender 1.47 .55          

 2. Age 37.95 11.19 -.11*         

 3. Educational level 5.69 1.24 -.05 -.06        

 4. Compulsive Work 2.08 .62 .09 .00 .00 (.77)      

 5. Excessive Work 2.55 .59 -.05 .03 .04 .48** (.71)     

 6. Controlled Motivation 2.53 .68 .03 -.06 -.03 .38** .12* (.78)    

 7. Autonomous Motivation 3.69 .69 .07 -.01 -.01 -.08 .11* -.01 (.88)   

 8. Vigor 4.23 .96 -.02 .17** -.01 .04 .32** -.02 .57** (.85)  

 9. Exhaustion 1.91 1.05 .00 -.01 .02 .33** .17** .19** -.40** -.40** (.85) 
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Figure 1. Theoretical Model of the Associations between Autonomous and Controlled Motivation Workaholism, Well-being and Performance.  
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Figure 2. Structural Model of the Relationships between Autonomous and Controlled Motivation, Workaholism and Well-being and 

Performance . Coefficients represent standardized estimates.** p < .01; *** p < .001  
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