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SUMMARY
Topic: Work wellricss in a government organisation in South Africa

Key terms: Burnout, engagement, organisational cotnmitment, stress, strain, coping,

reliability, and vciliditp, job dcmands, job resources and civil service.
Various occupational stressors like the physical environment, noisc, lighting, teniperaturc.
aspects of the job, role conflict, workload, lack of career path, poor relationships with peers.
and lack of participation arc likely to lead to various strcss outcomes, nnniely behavioural;
proneness to accidents. cognitive; inability to makc sound decisions, physiological: increased
blood pressure, physical and mental health, and organisational: lower productivity, and high
turnover rate. l'hesc outcomes could however bc influenced by moderator variables like age
and gcndcr. physiological espericnce and aff'cctive behaviours (type 'A' behaviour, life
changc, and social support). Studies have also found instances where some workers, exposed
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the same unbearable work environments, did sufl'er from neither strcss nor burnout. 'T'hesc

findings have therefore led to tlie study of work engagcnient, which is considercd rhe opposite
of burnout.

Tlic study of stress, burnout and work engagement has therefore become vehiclcs through
which employees' effcctivcness and efficiency can be facilitated. I t has become nccessary to
jointly study strcss with burnout and work cngagelncnt in o holistic model so as to haw a
better understanding of work wellness. Burnout and work engagement tlierzfore represent the
\wo aspccts of wellncss namely, the energy dimension and tlie identification with work
dimension. Studics have identified two underlying dirnensions of work wellness in which they
identified activation as ranging from eshaustion to vigour, arid identification as ranging from
mental distance to dedication.

Thus burnout according to them is characterised by a combination of eshaustion (low
activation) and mental distance (low identification), whilc engagement is rcpresentcd by
vigour (high activation) and dedication (high iden~ification).Extremc exhaustion may ~ n d c r

employees emotionally and physically drained which may lcad them to distance themselves
emotionally and cognitively from their work and clients, while an engaged worker develops
high levels of energy, and derives a sense of significance, attachment and dedication to work.

However, to measure burnout, work engagement, stress, commitment and ili health requires
valid and reliable instniments. In South Afiica there aren't many systematic studies that have
investigated stress, burnout, work engagement, commitment and i l l health among civil
servants. It is this dearth of well-designed studies in the area that rr~akesthis study very

i~npol-tant.

The o h j d v e s of this study were to assess the reliability and validily of the MBI-GS, the
UWES, the ASSET, the Job Demands-Resource Scale, Cornmitrtlent and 111 Health subscales
Tor civil servants, determine the occupational slrcssors that they experience and whether the
biographic variables by any way increase or moderate the effects of lhe stressors, and to
finally tcst a structural rnodcl of work wellness consisting of burnoul, work engagement, job
demands-job resources, i l l health, and commitment.

The research method for each oS the three anicles consisls of a brief literature review and an
cnipirical study. A cross-sectional survey design was used. An accidznkd sample 0'= 500)
for research arlicles I , 2 and 3 wcre targeted from the civil servants in the Mafikeng area of
the North West Province of South Africa. The measuring instruments used in this study are;
the Maslach Burnout Inventory-Gencral Survey ( m I - G S ) , Utrecht Work Engagement Scale
(UWES), Job Demands and Job Resources Scale (JDRS), Health subscales. Organizational
Commitment subscales, the ASSET'questionnaire and a biographical qucstionnaire.

Structural equation modelling was used to test the factor structures of the Maslach Burnout
Inventory-Genera1 Sunley (MBI-GS), and the Utrecht Work Engagement Scale (UWES)
respectively. namely exhaustion, cynicism, cognitive weariness, and professional efficacy,
and vigour. dcdication and absorption. In respect of the MBI-GS, a four-factor model of
burnout. consisting of exhaustion (physically drained), cynicism (distancing oneself from
colleagues and clients), professional efficacy (feeling of acconlplishment) and cognitive
weariness (lack of' focus on one's work), was found to fit the sample data best in comparison
to the three-factor, two-factor and one-factor models. Thus the study established burnout as a
bur-dimensional construct.

In the case of the UWES a two-factor model of work engagement, consisting of vigour and
dedication fined the data best as compared to a three-factor or one-factor model. This means
that the UWES is a two-dimensional construct and not a three-factor nor a one-factor
viii

dimensional construct. 'rhe scales of the MBl-GS, UWES: and the ASSET subscales of work
relationships, work life balance, overload, job security, control, resources/communication.
aspects of' the job, and the stress outcomes of organisational commitment. individual
cornmitmenl physical health and psychological (un)well-being showed acceptable internal
consistencies. There existed no statistically significant differences betwecn burnout, work
engagement. thc stress dimensions. commitment and ill health respectively and any of the
biographical variables.

The study found that psychological (un)well-being, is a major stress outcome for the civil
servants followed by physical (un)health, respectively. It was discovered that the civil
servants generally have low levels ol'stress, and security was the lowcst stressor. Employee
comlnitrncnl was also found to be high. Stress, due to lack of resources, predicted physical i l l
health and explained 21% of the variance of i l l health among the sample of' civil servanls.
Stress relating to aspects of the job and security, predicted psychological i l l health and
explained 3 1% of the variance in psychological i l l health. Issues relating to control on the job
and security predicted organisational and individual commitment respectively and fimher*
esplained 28% and 20% of organisational comnlitment and individual comtnitnient. Stress
due to lack of job resources. security and aspects of [he job seem to be the most important
st rcssors.

Another ob-jective of the study was to find out if energy and identification with work could be
predicted froni job demands and job resources respectively. It was f o ~ ~ nthat
d job demauds
and lack of job resources lead to ill health through bumout, and job resources could lead to
commitment via engagement. The implications are that employees who experience excessive
workload are likely to experience burnout. which in turn leads to health related problems.
Continuous availability of job resources would lead to \\yo& engagement, which in turn leads
to organisational commitment, while lack of it would lead to burnout.

Recommendations for fuhlre research were accordingly made.

Ondenverp: Werkwelstand binne 'n regeringsorganisasie in Suid-Afrika

Sleutelwoorde: Uitbranding, begcestering. organisasieverbondenlicid, stres, insyanning.
coping, betroubaarheid, geldigheid, werkseise, werkshulpbronne en staatsdiens,

Die hcdendaagse werksomgewing gaan met verskillcndc tipes stressors geyaard, insluitende
die fisiese otnguwing (bv. geraas, beligting en ternperatr~ur),aspekte van die pos, rolkonflik,
werktading, 'n gebrek aan loopbaanroetes, swak verhoudings met medewcrkcrs en 'n tekort
aan deelname. Hierdie stressors het weer verskeie stresuitkomste tot gevolg \vat op
verskiltende vlakke na vore koni, insluitende die gedragsvlak, kogniticwe vlak (geneigdheid
tot ongelukke), fisiologiese vlak (die onvermoe om goeie besluite te neem), fisieke en
geestesgcsondhcid vlak (verhoogde bloeddruk) en dic organisatoriese vlak (verlaagde
produktiwiteit en 'n hoe pcrsoneelomset).

Bogenoelndc uitkomste kan egter deur niodererende veranderlikes bc*invloed worcl, bv.
ouderdom en geslag,

fisiologiese ervaring en affektiewe gedrag (tipe A-gedrag,

lewensverandering en sosiale ondersteuning). Navorsing he! getoon dat daar we1 sekere
gcvalle was waar werkers vir 'n hele aantal jarc aan diesclfde onuithoudbar-e werksomgewing
blootgestel is sonder om aan stres of uitbranding le lei. Hierdic bevindinge het tot navorsing
oor werksbegeestering, wat as die kenpool van i~itbrandingbeskou word, gelei.

Navorsing oor stres, uitbranding en werksbegeestering het 'n hulpmiddel geword waardeur
werknemcrs se bekwaamheid en doeltreffendhcid gefasiliteer kan worcl. Ten einde
werkwelstand beter te kan begryp, het 'n holistiese benadering tot die bestudering van stres,
waarvolgens uitbranding en begeestering ingcsluit word, noodsaaklik geword, Uitbranding en
werksbegeestering verteenwoordig dus die hvee asyeklc van wetstand, naarnlik die
energiedimensie en die identifisering met werk-dimensie. Navorsing het twec onderliggende
dimensies van werkwelsland gei'dentifiseer, naamlik aktivering (wat wissel van uitputting tor
lewenskrag) en identifisering (wat wissel van distansiEring tot toewyding). Uitbranding word
dus gekenrnerk deur 'n kombinasie van uitputting (lae aktivering) en distansiering (lae
identifi~ering)~
terwyl begeestering deur lewenskra~(hoe aktivering) en toewyding (hoe

identitlsering) verteenwoordig word. 'n Hoe mate van nitputting kari werkneniers emosioneel
en fisiek uitput. wat weer daartoe kan lei dat werknerncrs hulleself emosioneel en kognitief
van fiulle werk en kliente distansieer. 'n Begeeslerde werknenier ontwikkel egter i i o ~vlakke
van energie en put betekenis, geneentlieid en toewyding u i l sy/haar werk. Om egter
uirbranding, werksbegeesrering, stres, verbondenheid en swak gesondheid te kan mect, is
geldige en betroubare rr~eetinstrutnentenodig. Daar is tot op datum baie rnin sistematiese
studies in Suid-Afrika onderneeni met betrekking tot stres, uitbranding, werksbeyees~ering,
verbondenheid en swak gesondheid onder staatsdiensaniptenare. in die lig van die groot tekort
aan goed ontwer-pte studies in hierdie veld is die onderhawige studie dus baie bclangrik vir
die wcrkwelstand vittl staatsdiensamptcnare.
Die doelwitte van hierdie studie was eerstens om die betroubaarheid en geldighcid van die
MBI-GS, die UWES, die ASSET, die Werkeise-werkhulpbronneskaal en die 'Toeuyding- en
Swak Gesondfieidsubskale vir staatsdiensamptenare te bepaal. Die tweede doelwit was om te
bepaal watter beroepsrressors smtsdiensamptenarc ervaar, tenvyl die derde doelwit was om
te bepaal of biografiese veranderlikes die gevolge van stressors verhoog of modercer. Die
vierde doelwit was om 'n strukturele model van werkwclstand. bestaande uit uitbranding,
werksbegeestering, werkseise-werkhulpbronoe, swak gesondheid en verbondenheid te toets.

'n Kort literatuuroorsig en 'n empiriese studie is as navorsingsmetode vir Artikel 1, 2 en 3
gebn~ik.'n Dwarssnit opname-ontwerp is gebruik en 'n gerie!likheidsteekproef (11"-2117) is uit
staatsdiensamptenare in die Mafikengarea van die Noordwes-provinsie in Suid-Afrika getrek.
Die mectinstrutnente wat in hierdie studie gebruik is, sluit dic volgcnde in: die Maslach

Uitbrandingsvraelys-t'dge~nene Opname (MBI-GS), die Utreclit Werksbegeesteringskad
(UWES), die

Werkeise-werkhulpbronneslraal (JDRS), die Gesondheidsubskale, die

die ASSET vrael ys en 'n biografiese vraelys.
Organisatoricse Verbor~deriheidsr~bskale,

Strukturele vergclykingsrnodeIle~.ingis gebruik om die teoretiese driefaktorstrukture van die
blaslacli Uitbrandingsvraelys-Algemene Opliame (MBI-GS), wat uilputting, sinisnie,
kognitiewe vermoeidheid en professionele doeltreffendheid insluit, so\vel as die Utrecht
Werksbegeesteringskaal (UWES), wat lewenskrag, toewyding en absorpsie insluit, te toets.
Met betrekking tot die MBI-GS het die vierfaktormodel van uitbranding, bestaande uit
uitputting (fisies uitgeput), sinisme (distansiering van kollegas en kiihte), professionele
doeltreffendheid ('n gevoel dat jy iets bereik het) en kognitiewe vermoeidheid (gebrekkige

aandag aan ' n mens se werk), beter passing met die data geLoon as die driefaktor-, rwecfaktoren eenfaktolmodel. Daar is bevind dat uitbranding 'n vierdimensionele konstruk is.
In die geval van dic UWES het 'n hveefaktormodel van werksbegeestering, bestaande uit
lewenskrag en tocwyding, beter passing met die data getoon as die hveefakror- of'
eenf'akrormodel. Dit beteken dat die UWES 'n tweedimensioncle konstruk is; dit is nie 'n
driefaktor- of eenfaktorkonstruk nie.
Die MBI-GS- en die Ul'ES-skale, asook die ASSET subskalc naamlik wcrksverhoudings,
werk-lewcbalans, oorlading, werkseknriteit, beheer, hulpbronne/kommunikasie, fisieke
gesondheid en psigologiese (0n)gesondheid het alnlal acuivaarbare interne konsekwentlieid
geloon. Ciecn statis~iesebetekenisvollc verskille is tussen uitbranding, werksbegeestering, die
srresdirnensies, verbondet~lieid, en swak gesondheid en enige van die biografiese
vernnderlikes gevind nie.

Die studie het bevind dat psigologiese (0n)gesondheid
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belangrike bron van stres vir

staatsdiensizmptenare is, gevolg deur fisieke gesondheid. Die resultate her getoon da(
staatsdiensa~iiptenareoor die algemeen lae stresvlakke ervaar en dat sekuriteit die laagstc
stressor was. H& \ > l a n evan werknemervcrbondenheid is ook gevind. Slres as gevolg van 'n
zebrek aan hulpbronne he1 fisieke ongesondheid voorspel en 21% van die variansic in
otigesondheid ondcr die steekproef van staatsdiensaniptenare verklaar. Stres as gcvolg van
aspekte van die pos cn sekuriteit het psigologiese ongesondheid voorspel en 31% van die
variansie in psigologiese ongesondhcid verklaar. Kwessies aangannde beheer in die pos en
sekuriteit het onderskeidelik organisatoriese verbondenheid en individuele verbondenheid
voorspel en hct 28% en 20% van die variansie in organisatoriese verbondenheid en
individuele verbondenheid vcrklaar. Dit blyk dat stres as gevolg van 'n tckorr aan
werkshulpbronne, sekuriteit en aspekte van die pos dic vernaamste stressors is.

Die Iaastc doelwit van die studic was om te bepaal of werkseise en werkshulpbronne
onderskeidelik energie en identifisering met werk kon voorspel. Daar is bevind dat werkseise
en tekort aan werkshulpbronne deur uitbranding tot swak gesondheid kan lei, cn dat
~~~crksliulpbronne
deur begeestering tot verbondenheid kan lei. Die itnplikasies is dat
werknemers met 'n besorider hoe werklading ook heel moontlik uitbranding sal ervaar, wat op
sy beurt weer tot gesondhcidsverwante problenie kan aanleiding gee. Die deurlopende
xii

beskikbaarl~eidvan werksfiulpbronne sal tot werksbegeestering lei, \vat op sy beurt weer tot
o~*ganisasie\lerbondenheid
lei, terwyl 'n tckorl daaraan tot uitbrnnding sal lei.

Aanbevelings vir toekornstige navorsing is ook gernank.

siii

CHAPTER 1
INTRODUCTION
This thesis deals with stress, burnout, engagement, organisationat commitment, ill health, and
a model of work wellness among civil servants of the Nonh Wesl Province in South Africa.
In this chapter the background to the study and the problem statement is discussed. The
research objectives and the significance of the study are also set out. Following this, the
research method is cxplained and the proposcd division of chapters is presented.
1.1 BACKGROUND TO THE STUDY

The rapid changes in technology, globalisation, restructuring, tension among diverse groups
of employees, the increased demand for quality service, change management and HIV/AIDS
have brought tremendous pressure to bear on workers worldwide (Carrell, Elben, Hatfield,
Gobbler, Marx, & Van der Schyf, 1998). In South Africa, ir is widely known that this
pressure is mainly borne by the public servants since they are largely spearheading all the
transformational changes,

i.e. policies related to gender equity, diversity, racial

representativity and many more (Fraser-Moleketi, 2002).
As is usual with many young democracies worldwide, they tend to face several challenges as
mentioned above. Obviously South Africa is not an exception, and the vehicle for change has
ofien been the public service. Therefore, towards the end of the first term of' the democratic
government in South Africa, several serious weaknesses in the way the state functioned
became apparent. This was observed by Rev. F. Chikane in his foreword to "A planning
framework for government" (Thc Presidency, Republic of South Africa, 200 1). According to
Rev. F Chikane, these weaknesses included the lack of alignment between the different
planning cycles in government, weak co-ordination, both across national departments and
between the different spheres of government, and the imperative of emphasising a more
integrated approach to both policy formulation and implementation.

In order to correct these weaknesses as identified by Rev. F Chikane, the Forum of South
African Directors-General (FOSAD) was established just before the 1999 elections. Key

structural changes included the budget cycle, which was to take account of the electoral
mandates. This challenge to Directors-General - who are the heads of national and the various
provincial departments - to successfully implement government priorities to ensure effective
service delivery, has since brought them under pressure which could cause stress and even
burnout. However, this does not only affect top management, it cascades down the entire civil
service. It is now widely known that these mandates and their deadlines have been echoing in
the President's State of the Nation Address since 2001. In the 2001 State of the Nation
Address, the President said "...it is a time when the parties face the twin challenge of
rransforming the public service to improve the reach, depth, efficiency and quality of social
service delivery.. ." (State of the Nation Address, 200 1).
Furthermore, in 2004, Cabinet proposed a document en titled "Proposal and Implementation
Plan fbr a Government-Wide Monitoring and Evaluation system" (The Presidency, Republic
of South Africa, 2005). The publication, according to Rev. F. Chikane (The Presidency,
Republic of South Africa, 2005) was intended for various levels of management within
government, senior management, and technical, programme and project managers. Part one of
the document conlains !he conceptual and operational framework for monitoring and
evaluation as well as the implementation plan, while part two offers guidelines for the
monitoring and evaluation of programmes and projects at a macro level,
This background highlights the enormous responsibility the South African government has
placed on its public service, which in turn could cause high levels of stress or even burnout
among public servants. Burnout, according to Schaufeli and Enzmann (1998) is characterised
by exhaustion and manifests in reduced energy levels, or reduced effectiveness, emotional

withdrawal from clients, and ultimately to decreased motivation or low identification with
work.
Maslach (1982) describes burnout as a condition comprising three dimensions, namely
feelings of emotional exhaustion, depersonalisation or cynicism, and reduced personal
accomplishment. According to Maslach (1982), exhaustion is the individual stress element of
burnout, which is often depicted by feelings of reduced physical and emotional resources. As
a result of this, the affected worker ofien distances himself/herself emotionally and
cognitively from his or her work. The cynicism dimension refers to an employee's negative,
cynical and callous attitudes to clients. Lack of personal accomplishment forins the self-

evaluation dimension of burnout. This refers to feelings of insufficiency as described by
(Schaufeli & Buunk, 1996), a lack of achievement and feelings of unproductiveness (Maslach
Schaufeli, & Leiter, 2001).
Schaufeli and Enzmann (1998, p. 36) partially agree with Maslach (1982) and describe
burnout as "a persistent, negative, work-related state of ~nindin normal individuals that is
primarily characterized by exhaustion, which is accompanied by distress, a sense of reduced
effectiveness, decreased motivation, and the development of dysfunctional attitudes, and
behaviors at work." Potter (1998) views burnout as a slow, almost invisible process that
reduces one's energy levels, motivation, happiness, and feelings of usefulness.
Moss (1999) defines burnout as a syndrome resulting from the cumulative effects of stress in
a work-related environment. He describes the burnout phenomenon as a syndrome of mental,
physical, and spiritual exhaustion characterised by the progression of loss of energy, idealism
and purpose. Schaie and Willis (1996) regard burnout as a process that occurs when workers
perceive a discrepancy between their work input and the output they had expected from work.
Savicki (1993) and Savicki and Cooley (1987) agree that burnout is a syndrome in which
workers feel emotionally fatigued, withdraw emotionally from their clients and perceive a
diminution of their acco~nplishmentsat work.
Maslach (1982), however, is of' the view that despite the seemingly varied definitions of
burnout, there is a general agreement that burnout occurs at an individual level and that
burnout is an internal psychological experience involving feelings, attitudes, motives and
expectations. According to the author, there is a general agreement that burnout is a negative
experience for the individual, in that it relates to problems, distress, discomfort, dysfunction,
and or negative consequences, such as ill health.
It is evident from the literature that burnout is, without doubt, a serious concern at the
workplace -something which affects the workforce across the globe. According to Carrell et
al. (1998), the concern about burnout or work-related stress sterns from the fact that burnout
takes a heavy toll on both human resources and other organisational resources. Marino (1997)
has remarked that work-related stress among especially managers has reached epidemic
proportions. According to Cavanaugh, Boswell, Roehling, and Boudreau (2000), recent
survey results seem to support this claim. They state that for example, in recent surveys of

managers, 88% reported elevated levels of stress and the majority reported fceling more
pressure than they could ever remember.
Furthermore, according to Newsline (2002). burnout among managers in the United States
had been on the rise. During 2001 burnout had hit such a high level that many managers q u i ~
their jobs without any idea of what {hey were going to do next. According to Bogs and
Cooper (1995), scnior UK, civil servants reported significantly higher levels of job
dissatisfaction and displayed more mental and physical ill health than their private sector
counterparts because of stress that was inherent in factors intrinsic to the job. According to
Markinor (2002), the BBC News has reported that the Work-Life Balance Trust reported that
at least one in every ten British workers has suffercd from serious work-related stress, and
seven million workdays are lost each year in the UK because of stress-related illnesses.
In South Africa, several organisations like Eskom, the Chamber of Mines, Iscor, Nedbank
and the Civil Service have introduced Employee Assistance Programmes as a direct attempt
to reduce the negative effects of occupational stress (Olwagen, 1993). Employee assistance
personnel provide counselling to employees with acute anxiety or depression, and provide
therapeutic aid for employees suffering from burnout and post-traumatic stress disorders. It
has been estimated that in South Africa stress related accidents have been on the increase
hence according to Olwagen (1993), 2 000 people are killed annually in work-related
incidents, 20 000 people are permanently disabled, 7 000 people undergo amputations, 900
people are blinded, and 7 500 people sustain brain injuries, most of which are related to
occupational stress, and over the years occupational accidents have escalated to a total of 122
889 (Department of Labour, 19991, and then to 250 000 (Taljaard, 2005).
According to Carrell, Kuzmits, and Elbert (1992), the issue of job stress has also captured the
attention of many human resource managers and organisational researchers in recent years.
According to Lazarus and Folkman (1984), stress is an outcome of a transaction or
relationship between the person and the environment, and that when the environmental
stressors are perceived by an individual to be demanding, and have exceeded his or her
personal resources to cope with them, the person will experience stress. The reasons for the
interest in job stress according to Carrell, Kuzmi!~, and Elbert (1992) and Lu (1999) can be
ascribed to the resultant effect of the problem on organisations. According to Lai, Chan, KO,
and Boey (2000), stress can be manifested psychologically, physically and behaviourally. The

effects include low productivity, increased absenteeism and turnover. and an assonment of
medical ills including alcoholism and cardiovascular problems. In South Africa, the average
cost of man-hours per staff member ranges from R25.00 to R50.00 per hour or more,
depending on the level of skill of the employee (Carrell et al., 1998).
Another reason for the interest in job stress is the increasing number of stress-related workers'
compensation claims (Carrel! et at., 1998). According to Carrell et al. a further reason is the
preservation of corporate bench strength. When individuals who have climbed the
organisational hierarchy become mentally or physically impaired, have to retire early, or even
die before they have made their most important contributions, it is a waste of human
resources. The personal tragedy and disappointment are obvious, but the organisational cost
can also be significant (Carrell et al., 1998).
The possible causes of job stress and burnout in South Africa include increased domestic and
foreign competition, which has led to a substantial number of downsizings, lay-offs and
merger activities, rapidly changing technology, globalisation, restructuring, tension among
diverse groups of employees, and increased demands for higher quality and service (Carrell et
at., 1998; Fraser-Moleketi, 2002; Kotze, 2002). It is also believed that the additional pressures
in South Africa can be ascribed to crime, violence, corn~ption,shortages of skilled labour and
industry legislation. According to Carell et al. (1998), organisational and institutional
managers are therefore anxious to maintain a lower level of job stress and burnout. These
demands therefore tend to put pressure on managers, be they corporate or public service
managers.
The source of pressure and the consequent stress on the South ACican public service can be
said to emanate from three factors, namely a) the strict compliance with the prescripts of the

-

Public Finance Management Act (PFMA)(1999) violation of which is tantatnount to serious
transgression, which in some instances could lead to a disciplinary hearing that could lead to
dismissal, b) the call for service delivery, which permeates the entire public service from the
Director-General through the heads of departments to the lower echelons of the departments,
and c) the annual assessments through the Performance Management and Development
System (PMDS) for employees at level I to 12, and signing of performance agreements for
levels 13, 14, 15 and 16.

According to Newsline (2002), organisations and institutions are currently feeling more
pressure to perform than ever before. Therefore managers appointed into the senior
managenlent system (SMS) positions in the South African civil service are similarly under
pressure to perform (Department of Public Service Administration, 2002). They are mandated
to see to the successful impletnentation of government priorities, and compliance is ensured
through perfor~nanceagreements that each SMS member signs with the employer. A portion
of the foreword to the SMS handbook states that "improved service delivery remains a
fundamental priority of government. To achieve [his, we need a modern, people-centred
public service: a public service that accepts both the challenges and opportunities of being a
primary agent of the developmental state. It is the responsibility of our senior managers to
convert the pol icy mandates of government into effective departmental strategies, plans and
programmes. It is their responsibility to ensure that resources - both material and human - are
effectively used and accounted for in the pursuit of performance delivery" (Senior
Management S e n ice Handbook, 2003). Maslach ( I 978) concludes that stressful events lead
to a strain reaction, and persistent or chronic strain may lead to exhaustion and psychological
or physical distress, all of which are potential consequences of burnout.

It is in view of this background that Carrel1 et al. (1998) state that unless management helps
workers cope in ways that go beyond the stop smoking, cardio-vascular, and fitness
programnles of the 1970s and 1980s, offices, factories and stores could become stress, if not
burnout, pools. They conclude that ignoring the problem of burnout will only lead to
increased absenteeism, disability claims, high medical costs which might even lead to
resignations and retirements which will consequently lead to recruitments and training costs.
Coleman (1998) also asserts that whatever efforts are undertaken, and however much is spent
on high technology equipment, nothing will improve the organisation's efficiency and
profitability more than taking care of its employees, reducing their exposure to stress, and
learning how to get the best out of them. According to Coleman (1998), an organisation's
biggest asset is the people it employs.
Managers and staff undeniably play a pivotal role in any organisation or institution.
Therefore, studies aimed at identifying and managing a problem such as burnout in especially
the senior management of the civil service in order to help retain them in their jobs and
enhance their performance in their work environments should be welcomed. This is especially
relevant because of the observation of (Dtlbrin, 1990) that managers suffering from burnout

tend to spread it to their subordinates, thereby becoming a serious threat to their
organisations. It is widely known that despite the effect of burnout on the workforce, there are
still some workers who cope and find their work challenging and even satisfying, i.e.
employees who are engaged (Schaufeli & Bakker, 2001). The importance of psychological
health and the ability of particularly the managerial group to cope effectively with job
demands, which is instrumental in the long-term sustainability of the organisation, cannot be
overemphasised. Ineffective coping may result in burnout, which could impact negatively (ill
health) on the managerial effcctiveness and efficiency (Rothmann & Van Vuuren, 2002).
Unlike the case of burnout, the concept of work engagement does not have a long research
history. The concept was developed from a perspective of positive psychology. In the past,
psychological health research predominantly centred on psychological dysfunction, ill health
and unwell-being, thereby ignoring the psychotogical health and well-being of individuals
(Seligman & Csikszentmihalyi, 2000). The use of basic terms is still prejudiced and the focus
is on the absence of illness rather than the presence of wellness. Thus as a paradigm shift, a
new school of thought, namely "positive psychology" that recently emerged focuses on the
presence of wellness, rather than the absence of illncss (Seligman & Csikszentmihalyi, 2000).
Positive psychology aims at studying the strengths and virtues of human beings. Antonovsky
(1979) also introduced thc construct of'salutogenesis, which proposes that the focus should be
on the origins of health rather than the causes of diseases. The fundamental question is not
why people get sick, but why some people stay weil despite stressful situations and hardship.
Salutogenesis focuses on resources, and maintains and improves the movement towards
health. It is the opposite of the pathogenic concept in which the focus is on obstacles and
deficits. Antonovsky (1979) described health as a continuum between the two poles of
excellent and ill health, along which people constantly move upwards and downwards.
Strilmpfer (1995) argued that the construct of salurogene.sis should be broadened from a focus
on health only to fortigenesis (strength). Wissing and Van Eeden (1997) suggested a new subdiscipline of psychofortology and proposed that not only should the origin of psychological
well-being be studied, but also the nature, symptoms, and ways to enhance psychological
well-being. The focus on work engagement is in line with the assumptions of the positive
psychology paradigm.

Maslach ct ul. (200 1) therefore proposed a shift of focus from burnout to its opposite, namely
work engagement. Thc implication of this is that workers' adaptation at work could also be
examined in a positive way. Work engagement, according lo Maslach and Leiter (1997), is
characterised by energy, involvement and efficacy, which are the direct opposites of rhc
burnout dimensions exhaustion, cynicism and lack of professional efficacy respectively.
Engaged persons have a sense of energetic and effective connection with their work activities,
and they see !he~nselvesas able to deal co~npletelywith the demands of their job.
Schaufeli, Salanova, Gonzhlez-Rornh, and Bakker (2002) take a different approach and
consider burnout and work engagement as opposite concepts that should be measured
independently with different instruments, They definc engagenlent as a positive, fulfilling,
work-related state of mind that is characterised by vigour, dedication and absorption. Rather
than a fleeting and specific condition, engagement refers to a more relentless and persistent
affective-cognitive state that is not focused on any particular object, event, individual or
behaviour.
Not many studies have systematically investigated the demographic differences in burnout
and work engagement among civil servants (Maslach et al., 2001). The most frequently
studied demographic variables include age, gender and level of education. Some other
demographic variables gleaned from the literature include salary, marital status, years at
current position and location of work. It will also be of interest to consider differences in
burnout and work engagement among civil servants of different cultural goups in the North
West Province of South Africa.
Another impedimerlt in assessing work burnout, work engagement and the stress levels of
civil servants is the lack of validated cut-off points (Schaufeli & Dierendonck, 1995). Due to
the lack of South African norm for both burnout and engagement of civil servants, it is
necessary to determine norms for the levels of stress and wellness that could serve as a
reference point for civil servants in South Africa.

In order to explain the relationship between occupational stressors and their outcomes,
theoretical models like the Job Demands-Control Model of Karasek (Karasek, 1979) have to
be looked at. The model explains that the interaction between job demands and the degree of
authority ro make decisions on the job (job control) are the means to explaining strain-related

outcomes. That is, jobs that combine high levels of demand with low levels of autonomy and
minimum job control tend to be the most stressful (Winefield, Gillespie, Stough, Dua, &
Hapuararchchi, 2002).
Siu (2002) is of the view that there are some variables that can moderate the cffccts of
occupational stress and one of these is organisational commitment. A n~oderator,according to
Cooper, Dewe, and O'Driscoll (2001), is a variablc that affects the direction and strength of
the relation between independent and dependent variables. Lee and Olshfski (2002) have
linked organisational commitment to work engagement. According to Blau and Boal (1987),
comtnitment can either be seen as a behaviour during which a person becomes committed to
an organisation because it is too costly for the person to leave, or the person is committcd to
the organisation because of shared goals and the wish to remain a member.
Siu (2002) and Meyer, Stanley. Herscovitch, and Topoln>~sky
(2002) have adopted a broader
view of organisational commitment by identifying three dimensions, namely affective,
continuance and normative commitment. They explain affective commitment as an emotional
attachment to, identification with, and involvement in the organisation. Continuance
co~nrnitmentis the perceived cost associated with leaving the organisation, and normative
commitment reflects a perceived responsibility to remain in the organisation (Meyer et a].,
2002).
Suliman and lles (2000) have found that committed employees (compared to less committed
employees) are more likely to stay with an organisation and contribute to the success of the
organisation. Siu (2002) observed that organisational commitment related to most of the
physical and psychological outcomes among workers, and also to the moderating effects on
the stressor-health relationship. Siu (2002) is therefore of the view that the moderating effect
of commitment guards workers against the negative effect of stress, because it allows them to
attach direction and meaning to their work. Organisational commitment may also provide
workers with stability, and a feeling of belonging or the other way round (Siu, 2002). It could
be inferred that organisational commit~ncntcould play an important role in moderating the
effect of occupational stress on employee health.

In order to effectively discuss work wellness, it would be important to refer to the model of
well-being developed by Schaufeli and Bakker (2001). Demerouti, Bakker, Nachreiner and

Schaufeli (2000) developed the Job-Denmd Resources (JD-R) model and used it to confirm
that job demands are relatcd to exhaustion, and that a lack ofjob resources is associated with
disengagement. Schaufeli and Bakker (2004) extended the JD-R model by including work
engagement, and by adding indicators for health impairment and organisational withdrawal in
the Comprehensive Burnout and Work engagement (COBE) model.
The COBE model presupposes two psychological processes, namely a motivational and an
energetic process. The motivational process associates job resources through work
engagement with organisational outcomes, and the energetic process is linked to job demands
with health problems through burnout. Therefore, according to ~Vaslachand Jackson (1986),
work overload, role conflict, and role ambiguity will lead to an increase in the frequency of
burnout. Savicki and Cooky (1 987) found that employees who enjoy autonomy in their work,
have the opportunity to use their professional skills, and have an environment free from
ambiguities will experience lower levejs of burnout.
Emanating from the above, it becomes seemingly important to develop a model of work
wellness for the South African civil service by integrating burnout and work engagement, and
the effect of job resources and job demands on this association between burnout and work
engagement. This is especially relevant due to the lack of a causal model of work wellness for
thc South African civil service.
It is against this backdrop that this study seeks to focus on the burnout and engagement of
civil servants in South Africa. The need for valid and reliable instruments for measuring
burnout and engagement therefore becomes pertinent. However, from the literature, there
appears to be no valid and standardised instrument of burnout, work engagement and the
ASSET for South African civil servants. Furthennore, due to the ~nulticulturalnature of the
South African societ-p, it becomes obvious that civil servants would be drawn from diverse
cultural backgrounds. It should therefore not be assumed that results obtained in one culture
could be generalised to other cultural groups (Storm & Rothmann, 2005).
The following research questions emerged from the problem statement:
What are the construct validity and internal consistency of the MBI-GS for South African
civil servants?

What are the construct validity and internal consistency of the UWES among civil
servants?
What is the relarionship behveen burnout and work engagement?
What are the occupational stressors of civil servants?
Does occupational stress predict ill health and lack of organisational commitment of' civil
servanIs?
Will organisarional commitment moderate the effects of occupational stress on ill health?
Do the levels of burnout, engagement and occupational slress among civil servants differ
with regard to their demographic characteristics?
Is it possible to develop a structural model of work-related well-being for civil servants?
This thesis will make the following contributions to the subject of Industrial Psychology:
First, it will result in a model of work-related well-being for civil servants, which includes
both negative and positive aspects of work-related well-being. Second, it will provide
scientific information about occupational strcss, organisational comrnitment and ill health of
public servants in South Africa. This information could be used as benchmark for future
studies of the wellness of public servants. Third, a structural model which explains positive
and negative aspects of work-related well-being will exist for public servants in South Africa.
1.2 RESEARCH OBJECTIVES

The following research objectives have emerged from the problem statement:
1.2.1 General objective

The general objective of this research is to assess the reliability and validity of the Maslach
Burnout Inventory (MBI) and the Utrecht Work Engagement Scale (UWES), the ASSET (An
Organisational Stress Screening Tool), the Job Demands-Resources Scale, Health and
Commitment subscales, test the levels of stress and firrther test structural models of burnout
and engagement, job demands, job resources, ill health and commitment of civil servants.
1.2.2 Specific objectivcs

The specific objectives of this study are:

To investigate the reliability and validity of the MBI-GS for civil servants.
To determine the reliability and validity of the UWES for civil servants.
To determine the relatiorlship between burnout and work engagement.
'To determine the reliability of the ASSET
To determine the stressors among the eivil servants.
rn

To investigate whether the levels of burnout, engagement and occupational stress among
civil servants differ with regard to their demographic characteristics.
To investigate whether occupational stressors predict ill health and organisational
commitment.
To assess whether organisat ional commitment moderates the effects of occupational stress
on ill health ofcivil servants.
To test a structural model of work-related well-being for civil senlants.
To make rccommendations to manage burnout and work engagement among civil
servants in South Africa.

1.3 RESEARCH METHOD
The research method for each of the three subsequent articles to be submitted for the purposes
of'this thesis comprises a brief literature review and an empirical study. A literature study is
provided for each article.
1J.1 Literature review
The literature review centres on prior research on burnout, work engagemenl, occupational
stress and strain, and the measurement of these constructs. The literature review provides the
conceptualisation of these constructs as well as some findings in respect of the measuring of
burnout, work engagement, occupational stress and strain.
1.3.2 Research desigu
A survey design was used to attain the research objectives. The study is synchronic or cross-

sectional, whereby the study is carried out once OR(Christensen, 1980; Lor, 1990; Mouton,

1998; Rothmann, Malan, & Rothmann, 2001). Despite the criticism of Schaufeli and
Enzmann (1998) with regard to the use of a cross-sectional design in research on burnout, thc
literature review has confirmed that it is still considered one of rhe most appropriate designs
for the validation of the MBI and the UWES. Furlhermore, cross-sectional designs can tap a
broad range of'variations so that relationships among variables can be discerned readily and
the data gathering operations can be completed efficiently and quickly. Furthcrmore, over thc
years a variety of powerfill methods have been devised for analysing cross-scctiona! data in
order to draw out their less obvious thcoretical implications (Nachmias & Nachmias, 1997;
Stasofi, 2003).
These advantages adequately rationalise both past and future cross-sectional research projects
(Heise, 1977). Structural equation modelling was used to deal with the problems associated
with the design (Byrne, 2001). Structural equation modelling (SEM) is a statistical
methodology that assumes a confirmatory (hypothesis-testing) approach rather than an
exploratory approach to the analysis of data (Byrne, 2001).
1.3.3 Participants

An accidental sample (Ar=500) was targeted from Mafikeng civil servants of the Norlh West
province of Soutb Africa. The study population comprised predominantly Africans with fewer
whites and Indians and the educational level of participants ranged fiom grade 12 to
postgraduate.
1.3.4 Measuring battery

Six measuring instruments were used in the empirical study, namely thc Maslach Bumout
Inventory-General Survey (MBI-GS) (Maslach, Jackson, & Leiter, 1996), the Utrecht Work
Engagement Scale (UWES) (Schaufeli, Salanova, GonzAlez-Romh, & Bakker, 2002), the

ASSET (An Organisational Stress Screening Tool) (Cartwright & Cooper, 2002), and the Job
Demands-Resources Scale (JDRS).
The Mnslnch Burnour Invenlory-General Survey (MBI-GS) by Schaufeli et nl. (1996) verifies
the level of burnout in the respondents. The MBI-GS consists of three subscales, narnely
Exhaustion (Ex) (five items

- "I

feel emotionally drained from my work"), Cynicism (Cy)

- "I have become more callous toward people since I took this job"), and
Professional Efficacy (PE) (six items - "In my opinion, I am good at my work"). The MBI-GS

(five items

provides a three-dimensional viewpoint of burnout. Cronbach's alpha scores reponed by
Maslach et a!. (1996) rangcd from 0,87 lo 0,89 for Exhaustion, 0,73 to 0,84 for Cynicism, and
0,76 to 0,84 for Professional Efficacy. Test-retest reliabilities afier one ycar were 0,65
(Exhaustion), 0,60 (Cynicism), and 0,67 (Professional Efficacy) (Maslach et al., 1996). The
items werc scored on a seven-point frequcncy rating scale ranging from 0 (never) to 6 (daily).
High scores on Exhaustion and Cynicism, and low scores on Professional Efficacy are
indicarive of burnout.
The Utrechr Work Engage~nanrScale (UWES), constructed by Schaufcli et al. (2002), was
used to measure the engagement of research subjects. This scale consists of three subscales,
namely vigour, dedication and absorption. The lJWES is conceptually considered as the
opposite of burnout. It is scored on a seven-point frequency rating scale, varying from 0
(never) to 6 (always) and includes items such as "Time flies when I am at work" and "My job
inspires me". Thc alpha coefficients for the three subscales varied between 0,68 and 0,9 1.
Based on the findings of Storm and Rothmann (2005), the MBI-GS and UWES items have
been mixed and combined into a 42-item questionnaire. It is hoped that this would ensure a
more valid response from subjects.
The Cugnirive Wearine.s.s Scale (CIYS) was developed by Van Horn, Taris, Schaufeli, and
Schreurs (2004) to measure cognitive well-bcing of respondents. The scale consisted of six
items, which were scored on a seven-point scale, varying from 0 (never) to 6 (daily). The scale
refers to the capacity to take up new information and loss of concentration at work. Examples
include "I have problems processing new information", "I have trouble concentrating" and "I
make errors when I am at work." Van Horn et al. (2004) found an alpha coefficient of 0,92,
while Coetzee and Rothmann (2004) reponed an alpha coefficient of O,76.
An Orgunisa!iunnl Srress Screening Tool ( A S S 0 was used to obtain an accurate picture of
how a job occupant personally evaluates specific aspects of his or her work environment. This
questionnaire measures potential exposure to stress in respect of common workplace
stressors, information on current levels of physical health, psychological well-being and
organisational commitment. There are four components of the ASSET questionnaire. The first
part, which consists of 37 items, measures the individual's perception of his or her job, and

includes questions pertaining to cight potential sources of stress. These include work-lik
balance, job security, overload, control, work relationship, resources and communication, pay
and benefits. The second questiomaire (nine items) measures the individual's attitude
towards his or her organisation. These questions relate to perceived levels of colnmitment to
and from the organisation. The third questionnaire ( 1 9 items) concerns the individual's
physical and psychological health. The fourth questionnaire (24 items) deals with information
retating to factors that may affect stress. Reliability of the ASSET is based on the Guttman
split-half coefficient. All except two factors returned coeflicients in exccss of 0,70, ranging
from 0.60 to 0,91 (Cartwright gt Cooper, 2002). Tytherleigh (2003) found thc reliability of
the ASSET with scores ranging from 0,64 to 0,94.
The Job Demunds-Resources Scde (JDRS) consists of two parts, namely job demands and
job resources. The seven job demand items included questions such as "Do you have too
much work to do", "Do you work under time pressure" and "Do you have contact with
difficult staff in your work". The job resources items included questions such as "Does your
supervisor inform you of how well you are doing your work", "Can you participate in
dccisions", and "Are you kept adequately up to date about important issues within your
department".
1.3.5 Statistical analysis

The main statistical package used in this study is the SPSS program (SPSS Inc, 2003).
Cronbach's alpha coefficients were used to assess the reliability and validity of the measuring
inslruments (Berenson gt Levine, 1996; Clark & Watson, 1995; Norugis, 1994). Coefficient
alpha conveys important information regarding the proportion of error variance contained in a
scale. Descriptive statistics (e.g. means, standard deviations, skewness and kurtosis) were also
used to analyse the data. According to Minium and Clarke (1982), these descriptive statistics
give the researcher a feel of the data and also provide the basic information about the results.
Multiple analysis of variance (IMANOVA) was used to determine the main and interaction
effects of categorical variables on multiple dependent internal variables (Berenson & Levine
1996).
Principal components extraction was firstly used to esti~natethe number of factors, presence
of outliers, the maximum portion of the variance present, and factorability of the correlation

matrices (Nachnlias & Nachmias, 1997). Principal component extraction with varimas
rotation was also performed on the measuring instruments. The varimax rotation method has
been rhe most commonly used orthogonal rotation procedure. The rotation of the reference
axes of the factor solution simplifies the factor structure, and helps achieve a more
rncaningful and interpretable solution (Nachmias & Nachmias, 1997). If factors were
significantly related, a principal component analysis with a direct oblimin method was used.
This method allows factors to be correlated with each other (Berenson & Levine, 1996;
Nacllmias & Nachmias, 1997). This method is also used to extract the factor structure where
correlations above 0,30 may be found (Storm & Rothmann, 2005).
The level of statistical significance was set at p I0,05. This, according to P.A.N.D,A (2002),
is the probability that you would find the result you have (the difference in means) given that
the null hypothesis is true. Effect sizes were used to decide on the significance of the findings.
Pearson product-molnent correlation coefficients were also used to indicate the linear
relationships between the variables of interest, A cut-off point of 0,30 (medium effect)
(Cohen, 1988) was set for the practical significance ofthe correlation coefficients.
Models were fitted to data in an attempt to understand underlying processes that have becn
operating. Thus, in order to be useful, they should be parsimonious, clearly understood, and
appropriate to the data and fit closely (Browne & Cudeck, 1993; Byrne, 2001). Strucn~ral
equation modelling (SEM) methods as implenlented by AMOS (Arbuckle, 1999) were used
to rest the factorial models for the IMBI-GS and UWES. A major aspect in empirical research
is the assessment of goodness of fit of a hypothesised model to sample data (McCallum,
Brown. & Sugawara, 1996).
According ro Hu and Bentler (1999), and Marsh, Balla, and Hau (1996), one of the popular
ways of evaluating model fit are the fit indices that are used to supplement the

test.

Examples of absolute fit indices include the Goodness of Fit Index (GFI) and the Adjusted
Goodness-of-fit Index (AGFI) (Hu & Bentler, 1995, 1999). A result of 0,90 or above
indicates a good model fit (Hu & Bentler, 1995). To lessen the problem of sample size,
Browne and Cudeck (1993) suggested the use of Root Mean Square Error of Approximation
(RMSEA) and the 90% confidence intervai of the RMSEA.

A standard nlultiple regression analysis was conducted for the ASSET dimensions to

determine the percentage of the variance in the dependent variables that is predicted by the
independent variables. The multiple correlation coefficierlt (R) was used to determine the
correlations between the independent variables and fhe dependent variable. The multiple
correlation coefficient is one of h e links that bind together thc various aspects of multiple
rcgression and analysis of varirince. R is the highest possible correlation between a leas
squares linear composite of

tllc

independent variables and the observed dependent variable

(Kerlinger & Lee, 2000). The value of R2 was used to determine the proportion of the total
variance of the dependent variable that is explained by the independent variables.
1.4 OVERVIEW OF CHAPTERS

Chapter 2 deals with burnout and work engagement among civil servants, and the construct
validity and internal consiaency of the MBI-GS and the UWES. This chapter also explores
whether the levels of burnout and engagement among civil servants differ with regard to their
demographic characteristics. Chapter 3 focuses on occupational stress, organisational
commitment and i l l health of the civil servants of the North West Province. Chapter 4
presents a structural model of work wellness. Discussions and recommendations follow in
Chapter 5.

1.5 CHAPTER SUMiMARY
This chapter introduced the background to the problem under study, outlined the research
objectives and the significance of the study, delimitated the area of the study, defined the
relevant concepts, and discussed the research methodology. It is against this background that
the material and evidence presented in the rest of this study will be discussed and evaluated.
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BURNOUT AND WORK ENGAGEMENT OF CIVIL SERVANTS IN THE NORTH
WEST PROVISCE
ABSTRACT
The objwtivcs of this study were to validate the Maslach Burnout Inventory-General Survey
(MBI-GS) and the Utrecht Work Engagement Scale (UWES) for civil servants in the North
West Province, and to investigate the relationship between burnout and work engagement,
and various demographic variables. A cross-sectional survey design was employed. An
accidental sample (iV=207)were drawn from civil servants in the Matlkeng area. The MBIGS and UWES were administered alongside a biographical questionnaire. Structural equation
modelling confirmed a four-factor model of burnout consisting of exhaustion, cynicism,
professional etllcacy and cognitive weariness, and a hvo-factor mode1 of work engagement.
consisting of vigour and dedicatiotl with highly acceptable alpha coefficients. The sttldy
found no statistically significant relationship between burnout and work engagement and any
of the demographic variables.

OPSOMMING
Die doelwitte van hierdie studie was om die Maslach Uitbrandingsvraelys - Algemene
Opname (MBI-GS) en die Utrecht Werkbegeesteringskaal (WVES) vir staatsdiensamptenare

in die Noordwes-provinsie te valideer, en om die verhouding tussen uitbranding en
werkbegeestering en verskillende demografiese veranderlikes te ondersoek. 'n Dwarssnit
opname-ontwerp is gebruik en 'n gerieflikheidsteekproef (N=207) is van staatsdiensamptenare in die Mafikenggebied getrek. Die MBI-GS en UWES is saani met 'n biografiese
vraelys afgeneem. Strukturele vergelykingsmodellering het 'n vierfaktormodcl van
uitbranding, bestaande uit Uitputting, Sinisme, Professionele Doeltreffendheid en Kognitiewe
Vermoeidheid bevestig. Verder is 'n tweefaktormodel van werkbegeestering, bestaande uit
Energie en Toewyding met hoogs aanvaarbare alfakoEffisiente ook bevestig. Die studie her
bevind dill daar geen statisties betekenisvolle verhouding tussen uitbranding en
werkbegeestering en enige van die dernografiese veranderlikes gevind kon word nie.

The new political and economic dispensation that has becn sweeping across South Africa
since 1994 has brought with it several challenges that institutions and organisations have to
deal with. These challenges include restructuring, change managcment, tension among
diverse work groups, the demand for gender equity, racial representarivity, good governance,
accelerated economic growth, quality service delivery and international demands like the
compliance with the prescripts of the African Peer Review Mechanism (APKM) and the
realisation of thc Millennium Development Goals (IMDGs). Institutions, including the public
service, will have to implement several changes in ordcr to continue along the path of
competitiveness, effectiveness and survival (Carnll, Elbert, N. F., Hatfield, R. D., Gobbler, P.
A., Ma% hi., & Van der Schyf, M., 1998; Fraser-Moleketi, 2002; Kotzti, 2002; United
Nations Report, 2005).
Programmes that are intended to address these challenges in a developing country like South
Africa are championed mainly by the public service. This assertion is confirmed by the Public

Service Commission Report (2006) which argues that at the heart of the capacity required for
the fulfilment of these challenges is the need to ensure that the public service, as the primary
delivery vehicle of the state. is astute in rising to the development needs of the country. As a
consequence, tremendous pressure is brought to bear on the public service, which could lead
to stress (Reynolds & Shapiro, 1991) and eventually burnout. These challenges manifest at
both national and provincial levels. The various premiers of the provinces of South Africa
also put heavy demands on their respective provincial departments. For example, in the North
West province, the premier spells out her mandates in the State of the Province Address, and
all the government departments see to the implementation thereof.

In the North West Province, at one of the departmental functions, the head of the Department
of Public Works stated that "in the past financial year, we all agreed to accelerate service
delivery by improving on how we perform. We started by realigning our job descriptions, and
then drafted individual work plans. Subsequently, we are now busy with annual
assessments... we cannot stay in one place, the joilrney is real and urgent. There is only one
way that is to fold our sleeves and work hard" (Sebego, 2005). This sentiment of service
delivery is echoed throughout the North West provincial departments. All members of the
public servicc are therefore under pressure to perform, which in hlrn leads to possible stress or
burnout due to either a lack of job resources, unreasonable timeframes or even a lack of'
capacity. This in turn results in ramifications like lateness, absenteeism, and high staff

turnover (Kilfedder, Power, & Wells, 2001), a sense of reduced effectiveness. dccreased
motivation and dysfimctional attitudes and behaviours (Maslach, 200 I; Maslach, Jackson, 6:
Leiter, 1996; Maslach, Schaufeli, & Lei~er,2001).
It has become necessary lo employ a holistic model in the study of burnout and work

engagement in order to gain a better understanding of work wellness. Schaufeli and Bakker
(2004) are of the view that burnout and engagement could be combined in a model of wellbeing since burnout and work engagement represent the two aspects of' wellness. Schaufeli
and Bakker (2004) have identified two underlying dimensions of work wellness in which they
identitkd activation ns ranging from exhaustion to vigour, and identification as ranging from
mental distance to dedication. Thus burnout according to them is characterised by a
combination of exhaustion (low activation) and mental distance (low identification), wliilc
engagement is represented by vigour (high activation) and dedication (high identification).
Extreme exhaustion may lead workers to distance themselves emotionally and cognitively
from their work and clients, while an engaged worker develops high levels of energy, and
derives a sense of significance, identification and attachment to work.
The relationship that people have with their work and the resultant difficulties when that
relationship goes awry, have long been recognised as a significant phenomenon of the modern
age. The use of thc term burnout for this occurrence came into general use around the 1970s

in the United States, especially among people working in the human services. What is
noteworthy is that both practitioners and social commentators identified the importance of
burnout as a social problem long before it became a focus of systematic study by researchers
(Maslach, Schaufeli, & Leiter, 200 1).
A milestone event in the study of burnout that addressed the issue of a lack of consistent
definition was the development of the Maslach Burnout Inventory (MBI) (Maslach, 2001).
This standardised measure, based on extensive empirical research, has provided researchers
with the methodological specificity necessary for studying the syndrome of burnout (Kee,
Johnson, & Hunt, 2000). Although Maslach and Jackson (1986, p.1) defined burnout as "A
syndrome of emotional exhaustion and cynicism that occurs anlong individuals who do
people work of some kind" like teachers, nurses, physicians and social workers, it has now
become clear to researchers that employees in almost any occupation can develop burnout

(Schaufeli & Enzmann, 1998). This finding clearly supports the view that burnout is also a
problem that occurs "outside" the human services (Maslach & Leiter, 1997).
Maslach and Jackson (1981), Maslach (1982) and Maslach and Leiter (1997) view burnout as
a syndrome consisting of three dimensions, namely emotional exhaustion, depersonalisation,

and reduced personal accomplishrncnt. Emotional exhaustion refers to feelings of being
depleted of one's emotional resources (Maslach & Lciter, 1997). Thus, when employees
suffering froin burnout are asked how they feel, their typical responses are that they feel
drained and physically fatigued (Rothmann, Malan, B Rottunanil, 2001). This dimension is
considered as the basic individual stress component of the syndrome (Golembiewski & Boss,
1992). Depersonalisation refers to negative, cynical or excessively detached responses to
other people at work. This represents the irltcrpersonal component of burnout. Reduced
personal accomplishment connotes a feeling of a decline in one's competence and
productivily, and a lowered sense of self-eflicacy. This represents the self-evaluation
component of burnout (Maslach, 1998).
According to Golembiewski and Boss (1992), the earlier three dimensions of burnout were
not deducted theoretically, bul resulted from labelling exploratory factor-analysed items
initially collected to reflect the range of experiences associated with the burnout phenomenon.
Depersonalisation was therefore replaced by cynicism in the new dimension, which still refers
to the same cluster of synlptoms (Golembiewski & Boss, 1992). According to Golembiewski
and Boss (1992). the new label of this dimension of the syndrome poses new problenls.
Garden (1987) argued that this dimension of the syndrome of burnout encompasses several
distinct attitudes, including distancing, hostility, rejection, and unconcern. Therefore, it
follows that the discriminant validity of this component of burnout relative to the current
conceptualisations of employee or work cynicism is yet to be established (Garden, 1987). The
third dimension, reduced personal accomplishment, was relabelled reduced professional
efficacy or ineffectiveness, depicted to include the self-assessments of low self-efficacy, lack
of accomplishment, lack of productivity, and incompetence (Leiter & Maslach, 2001).
According to Golembiewski and Boss (1992), each of these concepts represents well-known
distinct fields of research in the behavioural sciences. The authors of the MBI should
therefore clarify on which theoretical grounds these concepts should be grouped together in

the same cluster of symptoms. They share rhe view that such a diverse cluster of symptoms
related to effectiveness may obscure the meaning of thc third dimension underlying the MB1.
Law, Wang. and Mobley (1998) contend that it appears that the second and third dimensions
of the MBI, as currently defined, represent several multifsceted constructs, each having
different implications with regard to the exhaustion component of burnout as suggested by the
authors of the MBI. A construct is said to be multidimensional when i t refers to several
distinct but related dimensions that are viewed as a single theoretical construct (Law, Wang,
& Mobtey, 1998).

It needs to be said, however, that there is a paucity of evidence that there are specific

antecedent variables or mechanisms leading to all three clustcrs of symptoms included in the
syndrome of burnout (Collins, 1999; Lee & Ashforth, 1996; Schaufeli & Enzmann, 1998).
Despite the above criticisms levclled at the MBI, it can still be argued that the MBI still
stands out as the best instrument for measuring burnout (Golernbiewski & Boss, 1992).
Maslach (2001) has stated clearly that the MBI is now recognised as the measure of choice
for burnout, and researchers around the world usc it in various translations.
Using Maslach (1982) and Maslach and Jackson's (1986) model of burnout, (en~otional
exhaustion, depersonalisation and low personal accomplishment), and summarising the
contributions of Schaufeli , Leiter, Maslach and Jackson (1996), Moss (l989), Cullen (1995),
Strickland (1998) and Savicki (1993), the foilowing operational definitions of burnout
dimensions can be arrived at: Exhaustion can be operationalised as emotional and physical
fatigue and depletion (Maslach & Jackson, 1986), profound depression (Moss, 1989), loss of
energy, powerlessness, short attention span, feeling of disgust. or boredom, and emotional
withdrawal (Cullen, 1995).
Cynicism could be identified by poor interpersonal relationships with both clients and
colleagues (Maslach & Jackson, 1986; Schaufeli et a!., 19961, overreaction, intense hostility,
poor communication with co-workers, drop in tolerance level, dehumanisation (Potter, 1998),
that is regarding clients as objects, being very inflexible, strong adherence to rules and
regulations (Cullen, 1995), being very angry and cruel (Cullen, 1995; Potter, 1998) or
apathetic, lethargic (Cullen, 19951, rage, feeling withdrawn and isolated from others (Cullen,
1995; Potter, 1998), and cynicism about oneself and others (Cullen, 1995; Maslach &
Jackson, 1986; Strickland, 1998; Schaufeli ct al., 1996). Reduced professional efficacy could

be operationalised as a feeling of being unable to meet clienls' needs and to satisfy essential
ingredients of job performance (Maslach & Jackson, 19861, working harder, yet
accomplishing less (Strickland, 1998; Butland, 1996), intense dissatisfaction with the job, an
increase in absenteeism, and being mentally and emotionalljJabscnt from work (Potter. 1998).
According to Maslach (2001), all form of the MBI provide scores on the three dimensions of
burnout, and these scores can be correlated with other information obtained from respondents,
such as job characteristics, job performance, personality or attitude measure, health
information and den~ographicvariables. Maslacll (2001) argues that the multidimensional
tnodel underlying the MBI has made it particularly appropriate for theory-driven research.
According to Selignlan and Csikszentmihalyi (2000), the turn of the millennium has seen a
strong, scientific interest in a new paradigm, referred to as "positive psychology". In
accordance with this viewpoint, the burnout concept has now been complemented and
broadened by its positive opposite, namely work engagement (Maslach, Schaufeli, & Leiter,
2001). It has therefore become obvious that the emphasis should not be exclusively on the
negative aspects of civil servants' work; it is essential to study their adaptation at work in a
positive way, by for instance studying the concept of work engagement.
The concept engagement has been defined as an energetic state in which an employee is
dedicated to escellent performance at work, and is certain of his or her effectivcness (Schune,
Toppinen, Kalimo, & Schaufeli, 2000). Schaufeli, Martinez, Pinto, Salanova, and Baker,
(2002), in a similar vein, defined work engagement as a positive, fulfilling and work-related
state of mind that is characterised by vigour, dedication and absorption. According to
Maslach, Schaufeli, and Leiter (20011, an engaged person moves from the state of vigour
through dedication to absorption.
Vigour is characterised by high levcls of energy and mental resilience while working, the
willingness to invest effort in one's work, not becoming easily fatigued, and persistence even

in the face of difficulties. Dedication is characterised by deriving a sense of significance from
one's work, by feeling enthusiastic and proud about one's job, and by feeling inspired and
challenged by it. Absorption is characterised by being totally and happily immersed in one's
work, and having difficulties detaching oneself from it. When absorbed in one's work, time
passes quickly and one forgets everything else that is around (Maslach et al., 200 1).

Maslach et al. (2001) have distinguished work engagement from other organisational
psychological constructs like organisational commitment, job involvement, and job
satisfaction, Work engagement, especially absorption, could be likened to what
C.sikszentmihalyi (1988, 1990) called "optimal experience or flow", which is characterised by
focused attent ion, a clear mind and body unison, effortless concentration, conlple~econtrol,
loss of self-consciousness, distortion of time and intrinsic enjoyment.
The concept work engagement can be equally relevant to civil servants as it can be to the
healthcare service and police personnel, because engaged civil servants will tend to perceive
stressful and difficult environments as challenging and satisfying, hence solvable (Schaufeli &
Bakkcr, 200 1).
In South Africa, several studies have been undertaken in respect of the validity, reliability and
the cstablishtnents of norms for the MRI-GS and the UWES in different occupations (Coetzee

65 Rothmann, 2004; Coetzer & Rothmann, 2006; NaudC 2003; Rothmann & Van Vuuren,
2002) However, the lack of empirical studies that scientifically address burnout and work
engagement among civil servants in South Africa has become a matter of concern. According
to Rothmann (2002), serious limitalions of burnout research in South Africa include poorly
designed studies, a lack of sophisticated statistical analyses and poorly controlled studies
(Rothmann, 2002). This study is therefore one of the few studies that anempts to address these
problems.
The measurement of burnout
The scales have been established as reliable and valid in a number of studies (Maslach,
Jackson, & Leiter, 1996). The test and retest reliability scores of Maslach, Jackson and Leiter (
1996), Lahore and Mason (1989), and Kee, Johnson, and Hunt (2000) are summarised in
Table 1. In this table, test and retest reliability scores range from 0,54 to 0,90, and O,7 1 to 0,82
respectively. Funhermore, other investigators have established the criterion validity of the
MBI by comparing burnout scores to ratings of personal experience (Maslach & Jackson,
1981; bfaslach, Jackson, & Leiter, 1996) and other job dimensions. In addition, some
researchers have found evidence of construct validity for the MBI (Cox, Kuk, & Leiter, 1993;
Maslach et al., 1996). Several other studies including those of Micklevitz (200l), Jackson and
Rothmann (2005), Goddard, Creed, and Patton (2001), Uetz (1993), Bussing and Perrar

(1992); Green, Walkey, and Taylor (1991), Schaufeli and Janczur, (1994) have all established
the validity and reliability of the MBI as a measttring battery.
Table 1
Con~parisonof ?bst Retest Reliabiliry Scores

,Maslach ct al. (96)
Rc~csl

Test

Lahore 8: mas or^ (1989)
Tcsl
Remr

Kcc et al.(2000)
Tcsl

Relest

Emotional Exhaustion

0,71

0,90

0,71

0,90

0,90

0,60

Depcrsonalisation

0,GO

0,82

0,60

0,82

0.79

0,80

Personal Accomplishmcnl

0,54

0,90

0.54

0,90

0,71

0,52

Schaufeli, Leiter, Maslach, and Jackson (1996) developed the Maslach Burnout InventoryGeneral Survey (MBI-GS), an adapted version of the original MBI for use in fields other than
the human services. Storm and Rothmann (2003) evaluated the MBI-GS for use in the South
African Police Service (SAPS), and confirmed that it is a reliable and valid measuring
instrument for burnout. However, Item 13 of'the cynicism subscale "I just want to do my work
and not be bothered" has been found to lower the internal consistency of the subscale. As a
result, Schutte, Toppinen, Kalimo, and Schaufeli (2000) have suggcsted this iten1 be removed.
In their corifrrmatory factor analyses, Rothmann and Jansen van Vuuren (2002), and Storm
and Rothmann (2005) have consistently found low loadings on Item 13 and have therefore
recommended that it be removed. Schaufeli, Leiter, and Kalimo (1995) and Leiter and
Schaufeli (1996) have also found that this item had the lowest factor loadings of the three
subscales.
The alpha coefficients found in studies utilising the ;MBI and MBI-GS in South Afiica are
shown in Table 2. Item 13 was removed in each case. Taking the results in Table 2 into
account, it is expected that the MBI-GS will be sufficiently internally consistent. A few of the
scores are, however, below the acceptable nonn of O,7O (Nunnally & Bernstein, 1995).

Table 2
Conrporison of Alpha Coefficients of the LMBIand MBI-GS
Authors

Eshaustion

Ruitcrldach & Van Zy l (2004)

0,85

0,70

0.86

Carnpbcll & Roihnlann (2005)

0,85

0.72

0,68

Cwtzer & Rorhmann (2006)

0.86

0,80

0.76

Coetzec & Rothrnann, S. (2004)

0,85

0,70

0,66

Jackson & Rolhrnarin (2005)

0,79

0,74

0,73

Krugcr ct al. (2002)

0,89

0,72

0,69

Pienaar & Sicberliagen (2005)

0,79

0,73

0.76

Rot hmann (2004)

0,80

0,84

0,84

Rorhmann & Malan (2003)

0,89

0,76

0,85

Rothmann & Val1 Vuurcri (2002)

0,79

0,84

0,84

Rothmarm a al. (2003)

0,89

0.72

0,69

Srortn & Rorhmann (2003)

0,88

0,79

0,78

Cynicism

Proft'ssiot~alEfficacy

Little research seems to be available on the internal and exlernal validity of the MBI-GS
(Taris, Schreurs, & Schaufeli, 1999). Confirmatory factor analysis done by Schutte et al.
(2000) revealed that the three-factor model was clearly stlperior to alternative one-factor and
two-factor models. Schaufeli, Salanova, Gonzilez-RotnB, and Bakker (2002) confirmed these
findings. Leirer and Schaufeli (1996) employed confirmatory factor analysis using linear
stn~cturalequation modelling and also confirmed a three-factor structure. Similar results were
obtained by Taris et al. (1999). However, Salanova and Schaufeli (2000) found a four-factor
model of burnout where the Eficacy subscale split into two factors that were labelled "goal
attainment and self confidence". The three dimensions of the MBI-GS are intcrrelated;
Cynicism is highly related to Exhaustion (0,44 < r < O,6I), and also strongly related to
Professional Efficacy (-0.38 < r < -0.57) (Schaufeli et al., 1996).
Considering the above, it appears that burnout can be measured validly across a range of
different occupations, despite the differences between human service occupations and noncontactual professions. According to Taris et al. (1999), the strong resemblance between the
hvo versions of the MBI ensures maximum comparability and generalisability of results
obtained for one occupational group to another. Byrne (2001) and Jackson and Rothmann

(2005) found significant differences between the burnout levels and their respective
denlographic variables.

The Utrecht Work Engagement Scale (UWES)
The UWES was developed by Schaufeli et al. (2002) arld they have reported acceptable
internal consistency for the UWES. This instrument measures three dimensions of work
engagement, namely Vigour, Dedication and Absorption. Schaufeli, Bakkcr, Hoogduin,
Schaap, and Kladler (2001) have also confirmed the factorial validity of the UWES through
their confirmatory factor-analytical studics. A summary of studies that have shown that all the
three subscales of the UWES are generally sufficiently internally consistent according to the
guidelines of 0,70 (Nunnally & Bernstein, 1994), are presented in Table 3. Naudd and
Rothmann (2004) had two factors labelled Vigour/Dedication (Factor I) and Absorption
(Factor 2) as indicated by the scores in Table 3.
Tablc 3

Cuniparison of Alpho C'oefcienu of the UWES
hut hors

Vigour

Schaufeli. Salanova, ct al. (2002)

0,68

0,9 1

0,73

Srorni & Rolhmarrn (2003b)

0.78

0,89

0,78

NaudC & Rothmam (2004)

0,87

Schaufeli, Martir~cz,ct al. (2002)

0,68

0,9 1

Schaufcli, hlar~irrcz,et al. (2002)

0,65-0,79

0,77-0,8S

Coetzer & Rorhmann (2006)

0,80

0,37

0,69

Naudk (2003)

0,70

0,83

79

Duitcndach & Van Zyl(2004)

0,8 1

0,90

0.63

Pienaar & Siebcrhagcn, (2005)

0,77

0,85

0.60

Jackson, Rothmanrr, & Van de Vijver (2006)

0,70

0,8 1

Dedication

Absorption

0.6 I
0,73
0,64-0,73

Dcspite these studies, it is still evident from the literature that no studies have yet standardised
the UWES for civil servants in South Africa, and furthermore, that no information is available
on its reliability and validity in the domain of the civil service. This brings about certain
difficulties and limitations, including the assessment of the levels of engagement of civil

servants, comparing thc levels of engagement among the various demographic groups and
placing the research in context. Since no Soulh African studies have been found that have
established the internal consistency and construct validity of both the MBI-GS and the UWES
for civil servants, this sludy therefore becorncs relevant.
It is clear from the literature that several studies have established the three-factor structure of
both the 1MBI-GS and thc UWES (Table 2 and Table 3) and have also established that they arc
internally consistent. Jackson, Rothmann, and Van de Vij ver (2006) have established a
relatively strong correlation ( ~ 0 , 4 8 between
)
burnout and engagement.
According to Maslach, Jackson, and Leiter ( 1 996), burnout can be explained by certain
biographical variables such as age, length of service and gender. Studies like that of Byrne
(1993), illaslac11 and Jackson (1986) and Jackson and Rothmann (2005) have observed
statistically significant differences between burnout and some demographic variables.
Schaufeli and Enzmann (1998) found that women tend to score higher on emotional
exhaustion while men score higher on depersonalisation. The research hypotheses for this
study can thus be formulated as follo\vs:

HI:

Burnout and work engagement as measured by the MBI-GS and the UWES are threedimensional constructs, and the MBI-GS and the UWES show high internal
consistency for each of the subswles.

HZ

Burnout is negatively correlated with engagement.

H ~ : There is a statistically significant difference between burnout and work engagement
and the various demographic variables.

METHOD
Research design
A synchronic design was used in the present study whereby the data was collected once off

(Lor, 1990; Mouton, 1998; Rothmann, Malan, & Rothmann, 2001). Despite the criticism of
(Schaufeli & Enzmann, 1998) with regard to the use of a cross-sectional design in burnout, the
literature review (Jackson & Rothrnann, 2005; Maslach, 2001; Rothmann, 2002) has

confirmed that i t is still considered as one of the most appropriate designs for the validation of
thc MBI and the UWES.
Participants
A study population of (N=500) civil servants from Mafikeng in the North West Province was

targeted through accidental sampling. Of the 340 questionnaires returned, only 207 were
usable. The sample of the study, as it is presented in Table 4, comprised predominantly blacks
(94,4 %) with a gender composition of females (52,5%) and males (46,5%). 48,3% of the
participants were married and 34,3% were single.
The majority of the participants (5 1,0%) seemed to be satisfied with fheir current relarionship,
be it married, single or otherwise. In terms of age, the majority were between 41-57 (33,5%).
With regard to the educational level, he following disrribution was found: grade 12 certificate
(3 1,0%), 3-year degree (33,5%), honours degree (25,6%), master's and doctoral degrees
(9,9%). It is also worthwhile mentioning that 37,9% of the participants never had any
promotion during the past five years, while 45,2% had only one promotion during the same
period. A sizeable majority (93,2%) are permanently employed, while 48,1% of the
participants always take their annual leave compared to 40,8% who sometimes use their
annual leave, and 1 1.2% who never take their annual leave. In the area of lifestyle, only 9,7%
of the parlicipants find time to relax, and 8,9% do manage an "ideal" exercise. The
discrepancy in some of the scores, as shown in Table 4, is due to missing values.

Table 4
Chrwucrerisrics of [he Pnrriciponrs

Item

Category

Gender

Marital Status

Race

Age

Tenure

Years in current position

Educational level

Frequency

Percen tagt:

Mate

94

46,5

Female

108

533

Singlc

70

34,3

Engaged

10

4,9

Married

100

48,3

Divorced

24

11,6

Blacks

186

90,4

Whites

19

9,3

Indians

2

0,3

>34

67

33,5

>40

66

33,O

>57

67

33.5

Permanent

192

93,2

Temporary

9

4,4

Fixed term

5

2,4

0- I

58

28,4

l,l - 4

80

3 9,3

4,1 - 10

59

28,9

10,l - 16

7

3,5

Grade 12

63

31,O

3-year degree

68

33,5

Postgraduate

72

35,5

Procedure

Permission to conduct the study was obtained from the North West Provincial Public Service
Commission. Thc questionnaires were then handed to the En~ployeeAssistant Unit in the
office of the Premier who distributed the questionnaires to their respective unit managers in .
the various departments. The completed questionnaires were again handed back to these

respective unit managers who then returned them to the Employee Assistant Programme
Director in the office of the Premier. According to Welman and Kruger (1994), such a
procedure would ensure a higher questionnaire return rate.
Measuring battery

The following measuring instruments werc uscd in this study:
The ~V1a.slnchB~rrnorrrInvenrory-General Survey ((11BI-GS). This was used to measurc
Exhaustion (tivr: items), Cynicism (five items), and Professional Efficacy (six items). The
responses were scored on a seven-point scale, varying from 0 (never occrrrrecl) to G (occ~n.recl
daily). High scores on Exhaustion and Cynicism are suggestive of burnout, whereas low
scores on Professional efficacy indicate burnout. Leiter and Schaufeli (1996) and Schaufeli,
Van Diederendonck, and Van Gorp (1996) found internal consistencies ranging from 0,73
(Cynicism) to 0,91 (Exhaustion). Test re-test reliabilities afler one year were 0,65
(Exhaustion), 0,60 (Cynicism) and 0,67 (Professional Efficacy) in respect of the study by
Schaufeli et al. (1996). The 13 South African srudies that used the MBI-GS. as presented in
Tablc 2, had acceptable alpha coefficient ranging from 0,68 (Professional Eflicacy) to 0,89
(Exhaustion), and all of then1 but Jackson, Rothmann, and Van der Vijver, (2006) supported
rhe three-factor structure of the MBI-GS. Item 13 in respect of all these South African studies
werc removed.
The Cognirive Weariness Scole (CWS) was developed by Van Horn, Taris, Schaufeli, and
Schreurs (2004) to measure cognitive well-being of respondents. The scale consisted of six
items, which were scored on a seven-point scale, varying from 0 (never) to 6 (daily). The scale
refers to the capacity to rake up new information and loss of concentration at work. Examples
include "1 have problems processing new information", "I have trouble concentrating" and "1
make errors when I am at work." Van Horn, Taris, Schaufeli, and Schreurs (2004) found an
alpha coefficient of 0,92, while Coetzee and Rothmann (2004) reported an alpha coeficient of
0,76.
The Lirrechr Work Engageme111Scale (UWES) was used to measure work engagement of the
respondents. The Utrecht Work Engagement Scale was constructed by Schaufeli et al. (2002)
to measure the work engagement of individuals. This scale cornpriscs 21 items and measures
three dimensions, namely vigour, dedication and absorption. The UWES is conceptually

considcrcd as thc opposite of' burnout. Responses were scored on a seven-point frequency
and includcs items like "Time flies when I
rating scale, varying from 0 (never) to 6 (d~vays)
am at work" and "My job inspircs me". The alpha coefficients fbr the three subscales varied
bchveen 0,68 and 0,91. Based on thc findings of Storm and Rothmann (2005), the 43 items of
the MBI-GS and UWES were mixed and combined into a single questionnaire, hoping that
this would ensurc a more valid response from subjects.
A biographical questionnaire was used to solicit information on the demographic

characteristics of the research subjects. Information gathcrcd includcd namc, gender, age,
educational qualification, salary, position, number of years with the department, number of
ycars at current position, frcquency of promotion, type and amount of support, marital status,
race and tifestylc.
Statistical analysis
The main stalistical package used in this study was the SPSS program (SPSS Inc., 2003).
Cronbach's alpha coetxcients were used to assess the reliability and validity of the measuring
instruments (Berenson & Levine, 1996; Clark & Watson, 1995; Norusis, 1994). Coefkient
alpha conveys important information regarding the proportion of error variance contained in a
scale. Descriptive statistics (e.g. means, standard deviations, skewness and kurtosis) were also
used to analysc the data.
Structural equation modelling (SEM) methods as implerricnted by Amos (Arbuckle, 1997)
were used to test the factorial model for the BW-GS and the UWES, using thc likelihood
method. Confirmatory factor analysis was used in this study to test specific hypotheses
regarding the number of factors, factor loadings, and factor intercorrelations (Bertram, 2002;
Statistical Services, 1999).
Principal component analysis with an oblique rotation was used to determine whether the
obtained factors were significantly correlated. This ~ncthodallows factors to be correlated
with each other (Bertram, 2002; Statistical Services, 1999). The rotation of the rcference axes
of the factor solution simplifies the factor structure, and helps achieve a more meaningful and
interpretable solution (Statistical Services, 1999; Statsoft, 2003). This method allows factors
to be correlated with each other (Bertram, 2002; Statistical Services, 1999). This method was

used to extract the factor structure where correlatiot-1s higher than 0,30 were found (Storm &
Rotlunann, 2005).
Thc level of statistical significance was set at p I0,Ol. Effect sizes were used to decide on the
significance of the findings. Pearson product-moment correlation coefficients were used to
indicate the linear relatiorlships between the variables of interest. A cut-off point of 0,30
(medium effect) (Cohen, 1988) was set for the practical significance of the correlation
coeKcients.
~Multivariareanalysis of variance (MANOVA) was used to establish the significance of
differences in the burnout and work engagement dimensions with the various demographic
variables. Wilks' Lambda was also used to test rhe significance of the effects.

RESULTS
Structural equation modelling (SEM) methods (Arbuckle, 1997) were used to tcst the factorial
models for the MBI-GS and the UWES. Firstly, an overview of model fit was done for both
instruments by looking at their overall

x2

values, and their degrees of freedom as shown in

Tables 5 and 6 respectively. Global assessments of model fit were based on several goodnessof-fit statistics (GFI. NFI, TLI, CFI and RMSEA).

The following hypothesised models of an adapted version of the MBI-GS were firstly tested
for the goodness-of-fit with the sample data:
Model 1: A one-factor model consisting of 22 items, namely 16 items of the MBI-GS.
and six items of Cognitive Weariness.
Model 2: A three-factor model consisting of 21 items, namely five items (Exhaustion),
five items (Cynicism), and six items (Professional Efficacy).
Model 3: A four-factor mode! consisting of 2 1 items, namely five items (Exhaustion),
five items (Cynicism), six items (Professional Efficacy) and five items (Cognitive
Weariness).

The results of the structtlral equation analyses of the above modcls are presen~edin Table 5,
Statistically significant X2 values of 659,909 (df = I N ; p< 0,Ol) for the sample showed poor
overall fit of the one-factor model to the data. Furthermore, from a practical point of view.
Model I is not acceptablc. The GFI, AGFI, TLI, NFI, TLI and CFI values wcrc lower than
0,90 and the RiiSEA value higher than 0,08. According to Brownc and Cudcck (1993) the
RMSEA point cstimate should be 0,05 or less, and the upper limit of the confidence interval
should not exceed 0,08. This is indicative that the hypothesised model could nor be confirmed

in respect of Model I, the one-factor structure.
Model 2, as shown in Table 5, reveals that this model fits the data slightly better than Model I.
Thc statistically significant X2 valucs of 426,727 (df

=

184;p < 0,Ol) for the sample data could

not be considered a good fit of the model to the data, since GFI, CFI, NFI, CFI values were all
less than 0,90 and the RMSEA value was exacrly 0,08 as can be seen in Table 5.
Model 3, the four-factor model in Table 5, has remarkably improved indices as compared to
the two earlier models, the one-factor and the three-facror structures. The statistically
significant %' values of 29j,OO (df

=

162;p < 0,OO) are better than the earlier two models. The

X2/df of 1,82 is below 2, and the (CFI, TLI) values of 0,92 and 0,90 are acceptable because
thcy are within the critical value O,9O (Hoyle, 1995). There were two correlated values,
namely 14 with I5 and 3 with 22.
Table 5
Goodness-of-Fit Stu~isticsfor the Hypothesised IWI-GS Model
Model

2

$'#

GFl

AGFI

XF1

TLI

CFI

RMSEA

Modcl 1

659,91

3,50

0,70

0,64

0,65

0,68

0,72

0,1 I

Modcl2

426,73

2,32

0,84

0.79

0,77

0,83

0,85

0,OS

Model 3

295,OO

1,82

O,S7

0,84

0.83

0,90

0.92

0,06

Tile three-factor model of the UWES, Model I in Table 6, was tested empirically for
goodness-of-fit with thc sample data. The three-factor model of the UWES did not produce
goodness-of-fit with the sample data since the GFI, AGFI, NFI, TLI and CFI indices were all
below 0,90 and the RMSEA score well above 0,OS. A one-factor model (Model 2) was

similarly rested but that also displayed a poor fit as is evident in the table. A hvo-factor model

model 3) was then tested, and it displayed comparatively better indices than the two previous
models, the three-factor and the one-factor. This is shown in Table 6. The RiiSEA score is,
however, a little above 0,08. The following items were correlated: 1 with 2 and 7 with 17.
Table 6
Goodness-of Fir Stn~isticsfor the Hypo~hesised(UWESj Models
#-

Modcl

X‘

$'df

GFI

AGFl

NFI

TLI

CF1

Model 1

177,49

4,03

0,86

0,80

0,84

0,85

0,88

0,12

Model 2

138,98

3,3 1

0,89

O,R3

0,88

0,88

0,91

0,I 1

h4odcl 3

l17,87

2.88

0,90

0,85

0,90

0,OO

0,93

0,09

'

RIMSEA

The scores of the descriptive statistics and the alpha coefficients of the four factors of the
MBI-GS and the two factors of the UWES are presented in Table 7.
Table 7
Descriptive Statistics and Alphu CoeJjicients of the MBI-GS and the UWES

Itan

Mean

Skewness

SD

Kurtosis

Q

&lBI-GS

Exhaustion
Cynicism

7.24

5,87

0,90

0,26

0.74

UWES

Vigour

In respect of the IMBI-GS, the skewness scores are ail acceptable, except for the professional

cfficacy score. The Cronbach's alpha coefficients of the MBI-GS in Table 7 arc acceptable

since they conform to guideline of u > 0,70 by Nl~nnallyand Bernstein (1994). The above
scores therefore suggest that the MBI-GS has acceptable Levels of internal consistency. The
results thus suppon the second pan of hypothesis (HI) that the MBI-GS shows a high level of
internal consistency, The UWES scores are normally distributed because the skewness scores
are acceptable, and [he Cronbach's alpha coefficienls are acceptable bccause they agree with
the guideline a > 0.70 (Nunnally & Bernstein, 1994). These scores confinn previous studies
(studies in Table 3) that the UWES has acceptable lcvels of internal consistency, and go to
support the second pan of hypothesis (HI)that the UWES displays a high level of consistency.
Multivariate analysis of variance (MANOVA) was used to investigate the relationship
between burnout, and the various biographical characteristics like age, ~naritalstatus and
educational Icvel. According to Tabachnick and Fidell (2001), MANOVA tests determine
whether mean differences among groups on a combination of dependent variables are likely to
have occurred by chance. The difl'erences between the demographic characteristics were
analysed lbr statistical significance with Wilks' Lambda statistics. The results are shown in
Table 8. Following the analyses of the Wilks' Lambda values, it became evident that there are
no statistically significant difl'erences (p < 0.01) between burnout and the various
demographic characteristics as shown in Table 8.
Table 8

MANO VA:DiJSerences berween Brtrnour Levels of !he Demographic Characrerisrics

Value

F

dl

Age
Marital Status

0,97

0,52

8,OO

0,84

0,94

0,97

12,OO

0'47

Educational level

0,97

0,68

8,OO

O,? 1

Years in current occupation

0,89

I,??

12,OO

0,OS

Years in current position

0,93

I ,I3

12,OO

0,34

Overtime

0,93

1,21

12,OO

0,27

Promoted

0,95

1,03

8,OO

0,45

Item

P

MANOVA were then performed to determine the relationship between work engagement and
the various biographical variables like age, gender, education, marital status, years in current
occupation and years in current position. The reiationship between engagement and the
respective demographic variables was analysed for statistical significance with Wilks'
1-ambda statistics. The results of the Wilks' Lambda analyses are shown in Table 9. The
scores demonstrate clearly that there are no statistically significant differences @ < 0,Ol)
between work engagement and the various demographic variables.
Table 9
Difl'eret-lcesbehveen Work Engagement of Demographic Grorrps

Value

F

df

P

Age
Gender

0,98

!,02

4 ,00

0,39

0,99

0,48

2,OO

0,62

Educational level

0,98

1,09

4,OO

0,356

Marital status

0,96

l,51

6,OO

0, 17

Years in current occupation

0,94

2,08

6,OO

0,05

Years in current position

0,97

1,19

6,OO

0,3 1

Item

Principal Component Analysis (PCA) with direct oblimin rotation was conducted on the
dimensions of burnout and work engagement. The results, as presented in Table 10, showed
that Component 1 loads better on Professional Efficacy (with a loading of O,9l), Vigour (0,95)
and Dedication (0,88). These are the variables that can be used to explain the variability of
work engagement. Component 2 loads better on Exhaustion (0,94), Cynicism (0,?8) and
Cognitive Weariness (0,78). This means that these variables explain the dynamics in burnout.
The bvo correlated (r =-0,556) factors (burnout and work engagement) were extracted and
jointly explained ?9,13% of the variance. These statistics are shown in Table 10.

Principd Component Analysis

Component
Item

I

2

Exhaust ion

0,12

0,94

Cynicism

-0,12

0.78

Professional Efficacy

0,9 1

-0,02

Cognitive Weariness

-0,ll

0,78

Vigour

0,95

0,03

Dedication

0,88

-0,05

The first objective of this sludy was to investigate the psychometric qualities of the threcFactor models of the MBI-GS and the UWES for civil servants of Mafikeng in the North West
Province of South Africa, and to examine the relationship between the subscales of burnout
and work engagement and the biographical variables such as age, marital status, educational
level and years in current position.
The results showed that the MBI-GS and the UWES had four and hvo-factor structures
respectively. The burnout and work engagement dimensions showed acceptable alpha
coefficient scores with generally acceptable skewness scores and hence they have normal
distribution. The study found no statistically significant differences between the burnout and
work engagement dimensions and any of thc demographic variables. The principal component
analysis (PCA) done on the burnout and the work engagement scales registered very high
factor loadings, and burnout and engagement showed a strong negative correlation.
The results obtained using structural equation modelling revealed findings contrary to
previous studies (Coetzer & Rothmann, 2006; Leiter & Schaufeli, 1996; Maslach, 1982;
Maslach & Jackson, 1981; Maslach & Leiter, 1997; Schaufeii el al., 2002; Storm &
Rothmann, 2003a,b) that have been done across different samples, occupational groups and
countries, stating that the MBI-GS is a four-dimensional construct. The construcrs are

exhaustion, cynicism, professional efficacy and cognitive weariness. The four-factor model in
this study, tested through a structurai equation modelling analysis, fitted better to the sample
data than the one-factor and the three-factor models. The two correlated items (3 with 22 and
14 with 15) assisted in obtaining a good fit. The four items (subscales) further displayed
acceptable internal consisrencies (Table 7). Salanova and Schaufeli (2000) also confirmed the
MBI-GS as a four-dimensional construct. Jackson and Rothmann (2005) tested a four-factor
model consisting of Exhatistion, Cynicism, Depersonalisation and Professional Efficacy. The
study of Coetzee and Rothmann (2004) also confirmed a four-factor structure with generally
acceptable coefficient alphas for the MBI-GS and the dimensions comprising Exhaustion
(0,85), Cynicism (0,70), Professional Effrcacy (0,66) and Cognitive Weariness (0,76).
Following the empirical studies of Coetzer and Rorhmann (2006), Jackson and Rothmann,
(2005), and Storm and Rothrnann (2003a), item 13 of the MBI-GS ("I just want to do my
work and not be bothered") was deleted when the factorial validity of the MBI-GS was being
tested. The authors attribute the problem of this item to its ambivalent nature. The results of
this study negate Hypothesis HI) that the MBI-GS is a three-dimensional construct.

In respect of the UWES, contrary to the thrce-dimensional factor structure which has been
confirmed by Schaufeli, Martinez, et al. (2002), Schaufeli, Salanova, et al, (2002) and some
South African studies like Coetzee and Rothmann (2004), Naudt (2003). and Storm and
Jackson (2003), the present study has found that the UWES is a two-dimensional construct
with acceptable alpha coefficients scores for both subscales, namely vigour and dedication
(Table 7). Two correlated items ( I with 2 and 7 with 17) helped to obtain a better fit. Studies
that suppon the two-dimensional view include that of NaudC and Rothmann (2004) that
labelled the two factors as VigourIDedication and Absorption. The internal consistency of the
Absorption scale was, however, not acceptable. This, according to Schaufeli (2004), raises the
question whether work engagement should not, in the main, be characterised only by vigour
and dedication.
Based on previous empirical studies, Item 13 ("I jtlst want to do my job and not be bothered")
was removed from the original 16-item MBI-GS scalc. This is consistent with studies by
Storm and Rothmann (2003a) and Jackson and Rothmann (2005) when this item was deleted.
Campbell and Rothmann (2005) are of the view that although the removal of Item 13 was pan
of the post-hoc analyses and validation might be needed in future studies, the decision to

delete this item is consistent with previous research and should not bc regarded as a model
specification for sole purpose of dam fitting. In respecr of the UWES, based on empirical
grounds, ltcms 9 ("I feel happy when I am engrossed in my work"), 1 I ("I am immersed in
my work"), 14 ("1 get carried away by my work"), and 15 ("1 am mentally very resiiient in my
work") were deleted. The findings suggest that the items may have to be modified contentwise or deleted. In this instance the said items were deleted for reasons of bias and model-fit
improvenent that finally resulted in a two-factor model of the UWES. The missing values
were replaccd by their median scores.
The implication of the dcletion of these items is that it could lead to model parsimony, which
would invariably lead to thc removal of variables that would affect the connotation of either
the burnout or work engagement construct. On the other hand, thc findings could be due to
chance because the sample was relatively small. Furthermore, the problems posed by these
items could be due to fiddly terms that the respondents found difficult to comprehend.
It is also important to mention that these findings, especially with regard to thc UWES, should

not be regarded as a negative reflection on the validity of the instrument. It can be said that
very few studies (Coetzee & Rothmann, 2004; NaudC, 2003; Storm & Rothmann, 2003b) have
been undertaken in South Africa on the construct and therefore there would be a need for
further studies in the various occupational and race groups.
The results of this study seem to suggest that some of the items of the MBI-GS and the UWES
were not properly formulated. South Africa is a multilingual society and the use of English,
and especially metaphors and unfamiliar words like "engrossed", "immersed"," resilicnt", and
"exhilarated", tend to disadvantage a simble majority of research subjects in terms of
understanding and interpretation. Van de Vijver and Leung (1997) are of the view that
metaphors should not be used in questionnaires. NaudC and Rothmann (2004) remark that
whereas it is often argued that questionnaires should be in English because it is the "business
language", the best approach to improve the construct validity and construct equivalence of,
for example, the M3I-GS and the UWES might be to translate questionnaires into the official
languages of South Africa.
The correlated errors in this study were also problematic. Aish and JiSreskog (1990) are of the
view that specification of correlated error tenns for the purpose of attaining a better-fit model

is unacceptable and that correlated terms in measurement models rather represent systematic
and not random ~neasurementerror in item responses. They believe that correlated errors
might represent respondent characteristics that reflect bias. Byrne (2001) shares the view that
previous studies with psychological constn~ctshave shown that the specification of correlated
errors can sometimes lead to better fitting models, as was the casc in this study.
The second objective of this study was to determine whether there are any statistically
significant differences behveen burnout, work engagement and the various biographical
characteristics. The results show that no statistical significant differences were found betwecn
any of the dimensions of burnout (exhaustion, cynicism, professional efficacy and cognitive
weariness), work engagement (vigour, and dedication) and any of rhe demographic variables
like gender, marital status, race, age and educational background. Campbell and Rothmann
(2005) also found no differences between the burnout levels of different race groups, gender
groups and call centres of different medical scheme organisarions.

I n an analysis of Wilks' Lambda values, Jackson and Rothmann (2005) found no significant
differences Ip < 0,O I ) between burnout levels and individuals at different job levels, but found
statistically significant differences (p < 0,Ol) for type of school, considerations about quitting
the profession, possession of equipment as well as age categories and burnout levels. Since
previous studies (Jackson & Rothmann, 2005) have found differences behveen burnout levels
and some demographic variables like age, gender and length of servicc, and others (~Maslach
& Jackson, I986), have found that divorced people experience highcr levels of burnout, it

would be very difficult to support the conclusion by Schaufeli and Enzmann (1998) that the
demographic variables in this study might be less important in influencing burnout levels like
job demands, job resources and dispositional variables. The finding of this study therefore
negates hypothesis (H2) that there are statistically significant differences between burnout,
work cngagement and the demographic variables.
The principal component analysis clearly separated the burnout variables from engagement
variables. Professional Efficacy loaded with Vigour and Dedication on a common factor. This
is not surprising because high scores on Professional Efficacy suggest effictivcness.
Exhaustion, Cynicism and Cognitive Wearincss loaded on a common factor reprcsinting
burnout. Both burnout and engagement were strongly correlated at (r = -0,56). Schaufeli and
Bakker (2004) have stated that the dual-process model could be used to study work-related

well-being (burnout and work engagement) because the two are indicators of wellness of
employees at work. The strong correlation found between burnout and work engagement
further emphasises rhe hvo as being the basic structure of well-being at work. Schaufeli and
Bakker (2004) have identified two fundamental dimensions of work wellness, namely
activation, ranging from exhaustion to vigour, and identification ranging from mental distance
to dedication. Therefore, the burnout factor represents negative affective well-being (distress),
and the work engagement factor represents positive well-being (eustress) (Ncfson &
Simmons, 2003).
It can be said that the results of this study could serve as a standard for measuring burnout and

work engagement levels for civil servants. The four-factor slri~ctureof the MBI-GS and the
hvo-factor structure of the UWES are in the main strongly confirmed by acceptable internal
consistency, and the findings Surthcr provide the structure ofwell-being at work.
The study was not without its limitations. Firstly, the issiie of the questionnaire response rate
was a concern. Despite the several controls, the return rate was relatively low compared to the
number (hf=500) of questionnaires distributed. This could be ascribed to the volume of thc
questionnaire. As a result of the low return rate, some race groups like the Afrikaners, English
and Indians were not sufficiently represented. The small sample used in this study therefore
limits the generalisation of the study. There was also heavy re1iance on self-report measures
and therefore most of the respondents could not be assisted when they experienced
difficulties. There was also the element of time constraint, which could not allow the
researcher to pursue the route of a longitudinal study or even deal with a larger sample.
Furthermore, the questionnaires were for~nulatedin English that resulted in the other linguistic
groups not understanding the items, especially the metaphors used in these items.

RECOMMENDATIONS
From the results of this study, it is recommended that the subscales of the MBI-GS, as used in
the four-factor model and the hvo-fhctor structure of the UWES, be used to test burnout and
work engagement of civil servants and other occupational groups, Future studies should
therefore consider using the four-factor model (Exhaustion, Cynicism, Professional Efficacy
and Cognitive Weariness) and the two-factor model of work engagement,

The relationship between the MBI-GS and the UWES subscales and the various demographic
variables using larger samples should be examined in hture studies. Since some of the
respondents experienced difficulties in understanding some of the items, it is suggested that
future studies should consider translating the measuring instrument into other languages of
choice and substituting the confusing items with more familiar ones,
There was no motivation and cotnmirnlent on thc part of the respondents to complete the
questionnaires, and furthermore, the questionnaire was also roo wordy. As a result many of the
senior managers, whom the literature found to be more susceptible to burnout, could not find
the time to complete and return the questionnaires. This casts a slur on the validity of the

outcomes of the study. It is therefore recommended that in a future study of this type some
kind of motivation be provided or the assistance of a higher authority be sought to compel
rcspondenls to comply. I r is also suggested that the number of the questionnaire items be
reduced to a more manageable number. Since principal component analysis was used in this
study, and a strong correlation was found behveen burnout and work engagement, it thus
provides the structure of well-being at work. Therefore it would be important for the
management of the civil service to focus on these two dimensions (burnout and engagement)
when addressing issues related to work wellness.
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CHAPTER 3
RESEARCH ARTICLE 2

OCCUPATIONAL STKESS, ORGANTSATIONAL COMMITMENT AND ILL
HEALTH OF CIVIL SERVANTS
ABSTRACT
The objectives of this study werc to establish the i~itcrnalconsistency of the ASSET, to
examine the occupational stressors of civil servants in the North West Province of South
Africa, and to assess the relationship between occupational stress, commitment and ill health.
A cross-sectional survey design was used. An accidental sample (hr=207)of civil servants in

the Mafikeng area was taken. The results showed that stress due to lack of job resources
predicted 21% of the variance in physical ill health, while stress due to job security and
aspects of he job explained 3 1% of the variance in psychological i l l health. Furthermore,
stress due to control and job security predicted 28% and 20% of the variance in
organisational and individual commitinent respectively.

OPSOMMING
Die doclwitte van hierdie studie was om die interne bruikbaarhcid van die ASSET te bepaal,
om die beroepstressore van staatsdiensamptenare in die Noordwes-provinsie van Suid-A frika
te ondersoek en om die verhouding tussen berocpstres, toewyding en swak gesondheid te
bepaal. 'n Dwarssnit opname-onhverp en 'n gerieflikheidsteekproef (N=207) van staatsdiensamptenare in Mafikeng is gebruik. Die resultate het getoon dat stres as gevolg van 'n tekort
aan werkhulpbronne 2 1% van die variansie in fisieke ongesondheid voorspel het, terwyl stres
as gevolg van werksekuriteit en onder werks aspekte 3 1% van die variansie in psigologiese
ongesondheid voorspel het. Verder het stres as gevolg van beheer en werksekuriteit
onderskeidelik 20% en 28% van die variansie in individuele en organisasieverbondenheid
voorspel.

Civil servants are operating in a rapidly changing environment. This environment is
characterised by constant changes in information teehnology, the media, and electronic
communications as well as thc modernisation of the constitution, growing public demand for
higher quality services, and new government priorities. Civil servants are challenged to
respond to these changes fast (ofien resulting in too little time to get the job done properly),
while aiming for excellence, innovation, best value and to catalyse wider transformation in
society (United Nations Organisation - UNO, 2005; Wilson, 1999). These demands result in
pressure and stress among civil servants. According to the UNO (2005) report, governments
in developing countries would have to capacitate public administration for thc realisation of
the Millennil~rnDevelopment Goals (MDGs). This poses a fitrther challenge to the public
service institutions.
Workplace stress and anxiety are becoming more and more p~onoi~nced
and widespread
throughout organisations and the public service for that matter (Entec Corporation, 2004). 11
is estimated that the number of job-related accidents and illnesses claim more than two
million lives annually, while 270 million accidents and 160 million illnesses occur over the
same period worldwide. This costs the global economy 4% of the Gross Domestic Product
annually (Taljaard, 2005). According to Jones and Bright (2001), occupational stress is
associated with increases in negative work-related outcomes like high turnover, job
dissatisfaction, ill health, increased absenteeism, and low productivity. Today, the public does
not trust public administrators; many people believe they are inconlpetent and incapablc of
providing services in an effective, efficient and responsive manner, ignoring the rigid and
impersonal bureaucratic environment in which administrators operate (Kilpatrick, 1999).

What is rather interesting about the current situation is the wall of silence and denial about the
existence of stress in organisations and institutions, despite the costs associated with this

growing "disease". Ir is not measured, and little or no leadership attention or focus is given to
this scourge (Entec Corporation, 2004). It is common knowledge that psychosocial stressors
at work were traditionally regarded as unimportant. As a result, little consideration was given
to the effects of these stressors on employees, and organisations treated psychosocial stressors
as an individual problem ro be managed by the individual employee. Today, however,
psychosocial srressors are regarded as important factors in the success of any organisation.
Therefore, in order to transform the public service into an efficient, effective and competitive
service, research into the area of stress is needed.

According to Entec Corporation (2004), the Economic and Business Roundtable on Mental
Health published a study in July 2000 entitled "the Unheralded Business Crisis in Canada Depression at Work" that showed that the cost of stress and other mental ill~iessesat work is
growing exponentially. Unfortunately , according to Entec Corporation (2004), many other
hidden costs can also be ascribed ro this source of ill health or disease. Organisations where
the staff eithcr work under conditions of debilitating stress or along side others who are overstressed, such staff tend to experience; decreasing employee satisfaction, increased use of
Employee Assistance Programme services, increased con fl ict, decreasing meeting of
deadlines, and most serious of all, a reduced quality of customer service (Enrec Corporation,
2004). In Canada during 1999, the associated costs of lowered productivity, absenteeism, and
drugs prescribed specifically for these illnesses have been cstimated over $8 billion, which is
equivalent to 13,4% of the annual operating profits of Canadian enterprises (Entcc
Corporation, 2004).
Occupational stress is regarded as a serious occupational risk in South Africa. The ten most
general claims accepted by medical schemes are for the treatment of stress-related illnesses,
while 75% of the visits to primary health care facilities are stress-related (Van der Merive,
2003). Rothmalin (2005) analysed the occupational stressors in 14 different occupations arid
organisations in South Africa and concluded that the stress levels in some occupations,
especially in the health sector, in call centres, among correctional officers, university
educators, and police officers are high.

In South Africa, it has been estimated that 2 000 people are killed annually in work-relatcd
incidents, 20 000 people are permanently disabled, 7 000 people undergo amputations, 900
people are blinded, and 7 500 people sustain brain injuries, most of which are occupational
stress-related (Olwagen, 1993). Over the years occupational accidents have escalated from
122 889 in (Department of labour, 1997), to 250 000 in 2005 (Taljaard, 2005). Occupational
accidents and diseases cost South Africa in the region of 3 3 % of the Gross Domestic
Product, which translates to about R30 billion. Statistics have shown that each day, an
average of 10 000 police officers in South Africa are absent from work because of
occupational stress (Mulder, 2002). 1n a 1997 study by the Human Sciences Research Council
(HSRC) among the police and the traffic services, the following "unique st~essors"were
identified: low salaries, lack of manpower, lack of effective equipment, poor communication,
and lack of consultation by management (Mulder, 2002). It is widely known that these

stressors permeate the entire South African civil service. The negative consequences of these
slressors, namely occupational injuries, sickness and death, absencc from work, low morale,
diminishing lcvels of customer service, depression, alcohol and drug usc, and purposeful
destructive behaviours because of occupational stress (Jones & Bright, 2001; Mead, 1998;
Olwagen, 1993; Wright & Smye, 1996) emphasise the importance of effective individual and
organisational practices to deal with occupational stress (Cordes & Dougherty, 1993;
Landsbergis, 1993). It is therefore imperative and relevant to study the stress levels of South
African civil servants.
Occupational stress is considered an increasing problem for employees in Western
industrialised societies, particularly in the United States (Sauter & Murphy, 1995). According
to Ivancevich and Matteson (1990), the United States Clearing Housc for Mental Health
Information reported that US industry has an annual decrease of $17 billion in production
capacity due largely to stress-rclated problems. Others estimate that at least $60 billion is lost
annually by organisations because of stress-related physical illnesses (Entec Corporation,
2004; Sauter & Murphy, 1995). In the European Union, stress-rclated illness is the biggest
single cost, with stress and burnout constituting 28% and 23% of illnesses, respectively
(European Foundation, 2000). According to the Sunday Times Business Times (2004), a
record number of peoplc (5,9 million) of the British workforce are off sick. This report states
that tnorc and more peoplc suffcr from mental or behavioural disorders such as depression,
causes of which have been related to stress. The number of people affected rose from 445 000

in 1995 to 846 000 in 2003. In the UK, one in every five people finds their work either very
or extremely stressful (Tasho, Jordan, & Robertson, 2005).
It has also been observed that almost all occupational stress research and theories have been
developed and tcsted in Western industrialised countries (Jamal, 1999). The issue of
occupational stress should however be of relevance to a country such as South Africa where
enormous economic, social, and technological changes are taking place (Siu, Spector, Cooper,
Lu, & Yu, 2002) and the workforce are particularly susceptible to stress. It is therefore
important to replicate occupational stress research in South Africa, especially among civi I
servants who are spearheading these structural, social and economic transformations at the
workplace - employees who are bound to suffer occupational stress.

In the 2005 State of the Nation Address, the President of South Africa made very serious
demands on the public service when he said by

may, the Forum of SA Directors-General will

submit to Cabinet a thorough review of the functioning of rhe government system as a
whole.. . at the same time we have to deal with those within the public service who, because
of their negligence and tardiness, deny many of our people services due to them, in instances
where resources have been made available to deliver these services". The pressure brought to
bear on the Directors-General cascades down to the lower ranks of civil servants - not only
on a national level, but also in the provinces.
Among the many causes of occupational stress in the South African public service, such as
the demand for quality service delivery made by the President and his Premiers, tension
among diverse groups of employees, social change and transformation (Carrell, Elbert,
Hatfield, Gobbler, Marx & Van der Schyf, 1998; KotzC, 2002), is the issue of general
shortage of skilled labour in the economy. This shortage has inevitably led to greater prcssure
on skilled employees. The Deputy State President, Phu~nzileMlambo-Ngcuka, speaking at
the launch of a new skills initiative on 27 March 2006, (Mlambo-Ngcuka, 2006) warned that
failure to rctnedy a massive skills shortage would be the dearh-knell for the Accelerated and
Shared Growth Initiative for South Africa (Asgi-SA). She continued by saying that "nothing
short of a skills revolution.. . will extricate us from the crisis we face1'.

Occupational stress, conlmitmenl and ill health
According to Lazarus and Folkman (1984), stress is an outcome of a transaction or
relationship between the person and the environment. When the environmental stressors are
perceived by an individual to be demanding, and have exceeded his or her personal resources
to cope with them, the person will experience slress. lvancevich and Matteson (1 990) are also
of rhe view that stress has different meanings to different people. They contend that most
definitions of stress recognise the individual and the environment in terms of a stimulus
interaction, a response interaction, or a stimulus-response interaction. In view of this
observation, Ivancevich and Matteson (1990, p. 219) define stress as "an adaptive response,
mediated by individual differences andlor psychological processes, that is a result of any
external or environmental action, situation, or event that places excessive psychological or
physical demands on a person." Landsbergis et a!. (1 993) share the view that the job strain

model emphasises the interaction between demands and control in causing stress, and
objective constmints on act ion in the work environment, rather than individual perceptions or
LLper~eption
environment fit".
For the pt~rposes of this study, the term stress will indicate participants' responses to
questions establishing whether they perceive low, moderate or high levels of strcss at work.

Strcssors or sources of pressure will refer to characteristics of' the external environment
(nature of the job and the working conditions), and the term strain will describc any response
of the person to physical and psychological ill health and poor job perfornlanw. According to
Van Dick and Wagner (2001), strain may be demonstrable at several different levels. It may
be psychological (job dissatisfaction), cognitive (poor decision-making), behaviounl

(accident proneness and absenteeism), physiological (increased blood pressure) and
interpersonal (intolerance and lack of consideration). In this study, strain is denoted by
psychological and physical ill health (Khan & Byosiere, 1992). Khan and Byosiere (1992)
and Jackson and Rothmann (2006) have found strong correlations between psychological
strain (avoiding contact with others, anxiety, irritability, and difficulty in making decisions)
and work-related stressors (poor support at work. job demands, insecurity at work, poor pay,
and benefits).

The model of occupational stress, aspects of the job, commitlnent and ill health (strain),
which was developed by Cartwright and Cooper (2002), is presented in Figure 1. This model
illustrates the link betwcen occupational stressors, aspects of the job, commitment and ill
health, As is evident in Figure I, seven occupational stressors have been identified, namely
work relationships (lack of stlpport or poor relationships with both colleagues and
supervisors), work-life balance (work interfering with the personal life of an individual),
overload (exccssive work demands), job security (fear of job loss), control (lack of influence
on the way in which one's work is performed.), resources and communication (lack of'
requisite capacity, equipment and resources), and pay and benefits (financial rewards
associated with one's work). Aspects of the job refer to sources of'strcss related to thc basic
nature of the job. Commitment refers to the organisation's commitment to the individual and
the other way round. 111 health is an outcome of stress that is represented in the figure by
physical ill health and psychological ill health.
According to Jackson and Rothmann (2005), poor health is an outcome of stress that can be
used to ascertain whether workplace pressures have positive and motivating, or negative and

damaging effects. However, Carhvright and Cooper (2002) are of the view that poor health
may not necessarily be suggestive of' workplace stress, since some peopk may be unwell
because they choosc not to lead a healthy lifestyle. According to Meyer, Stanley, Herscovitch,
and Topolnytsky (2002), some researchers argue that affective comtnitmenr can cushion the
negative impact of work stressors on employee health and webbeing, while others are of the
view that committed employees might experience more negative reactions to such stressors
than those who are less committed. Tytherleigh's (2003) study found that work relationships,
job security, resources and communication caused the highest levels of strain. Coetzer and
Rothmann (2006) found differences behveen the biographical variables and the perceived
stress levels.

It is evident from Figurc I that there seems to be a relationship between perceptions of

stressful working conditions and ill health (physical and psycho!ogicaI ill health). Similarly,
there is a relationship between commitment and ill health.

Occupational Stressors
Work Relationships
Work-Life Balance
Overload
Job Security
ControI
Resources and Conlmunication
Pay and Benefits

1

Commitment
Commitment of Individual to thc
Commitment of Organisation to the

*

Aspects of the Job
Physical ill health
Psychological ill health

Figure I. Model of occupational stress, commitment, aspects of the job, and ill health

Organisational comnlitmenl
Organisational commitment is defined as a state in which an employee identifies with a
particular organisation and its goals, wishes to maintain membership in the organisation, and

has a feeling of loyalty to the organisation (Ivancevich & Matteson, 1990; Robbins, 2001).
According to Robbins (200 I), research evidence demonstrates inverse relationships benveen
organisational commitment and absenteeism and turnover. Siu (2002) states that
organisational commitment has been recognised as a signifkant moderator of work stress and
that it was associated with most of the physical and psychological outcomes among
e~nployeesas well as !he moderating effects on the stressor-health relationship. According to
Siu (2002), the indirect or moderating effect of commitment protects individuals from the
negative effect of stress, bccause it enables them to attach direction and meaning to their
work.
According to Meyer, Stanley, Hcrscovitch, and Topolnytsky (2002), organisational
commitment continued to be a major focus of research until it has been recogniscd that
cotnmitment is a multidimensional construct. Allen and Meyer (1990), Meyer, Stanlcy,
Herscovitch, and Topolnytsky (2002), and Siu (2002) have adopted a more comprehensive
perspective to organisational commitment by identifiing three dimensions, namely affective,
continuance and normative commitment. Affective commitment refers to an emotional
attachment to, identification with, and involvement in the organisation. Continuance
commitment is the perceived cost associated with leaving the organisation, and normative
commitment mirrors a perceived responsibility to remain in the organisation (Meyer et al.,
2002). This three-component model of organisational commitment by Meyer et al. (2002)
identifies the general categories of variables that are involved in the development of affective,
continuance, and normative comm itment.
The variables responsible for affective commitment iriclude personal characteristics and work
experiences. Continuance commitment is caused by personal characteristics, alternatives and
investments, while normative commitment is developed by persona! characteristics,
social isation, experiences and organisational investments (Meyer et a]., 2002). On the right
side of their model are variables considered consequences of commitment. An inlportant
underlying principle for the development of the three-component model was the belief that all
three forms of commitment relate negatively to turnover, and relate differently to measures of
other work-relevant behaviours like attendance, in-role performance, organisational
citizenship behaviour (OCB). According to Meyer et al. (2002), affective commitment is
expected to have the strongest positive relation, followed by normative commitment, while

continuance commitment is expected to be unrelated, or negatively related lo these desirable
work behaviours.
Suliman and lles (2000) have found that affectively committed employees arc more likely to
remain in an organisatiorl and contribute to the success of the organisation than continuancecommitted individuals. Organisational commitment may also provide workers with stability,
and a fceling of belonging or the other way round (Siu, 2002). It could be inferred that
organisational commitment can play an important role in moderating the effect of
occupational stress on employee health.
Occupational stress and biographical variables
Cooper and Dewe (2004) have emphasised the need to understand the individual differences
in the way people perceive and react to stress. According to Cooper and Bright (2001),
individual differences have been known to influelm the stressor-strain relationship either
directly (afTecting the level of strain), or by acting as a moderator (changing rhe strength of
the stress-strain relationship). Cox and Ferguson (1 99 1) are of the view that individual
diflerences may influence the stress-strain relationship by acting as a mediator, thereby
becoming responsible for the transmission of an effect. It therefore becomes obvious that the
civil servants under study will not experience stress evenly, but that the levels of stress will
vary from person to person. Davey (1994) and Cooper, Kirkcaldy, and Brown (1994) have
found evidence that personality traits such as locus of control and type-A personality have an
effect on occupational stress. Jackson and Rothmann (2006) found in their study that
educators in the age g o u p 18 to 27 obtained a practically significantly higher score (medium
effect) on Psychological (Ill) Health compared to the age group 28 to 32. It is important to
mention that some studies, for instance Martocchio and O'Leary (1989), have not found any
statistically significant relationship between occupational stress and biographical variables
such as agc, years of service and gender. Jackson and Rothrnann (2006) are of the view that
hilures of some past research to elicit biographical differences may be accounted for by a
lack of suitability of the particular underlying theories or, for that matter, a lack of theory.
Based on the literature review, the following hypotheses are formulated:

HI:

The ASSET is an internally consistent measuring instrument to measure occupational
stress for civil servants.

H2:

Organisational commitment is a significant moderator of occupational stress.

H3: There are significant differences between biographical variables and the strcss levels of
civil servants.

METHOD
Research design
A cross-seclional survey design was used in this study (Shaughnessy & Zechmeister, 1997).

Participauts
A study population (N=300) was targeted through accidental sampling From a population of

Maf?keng civil servants of the North West province in South Africa. A total of 340
questionnaires were returned, of which only 207 could be used. This was possibly due to lack
of motivation and commitment on the part of the respondents and probably the too wordy
instrument. Table 1 presents some of the characteristics of the respondents. The sample
consisted predominantly of blacks (94,4%), with a gender composition of females (52,5%)
and males (46,5%), while 48,3% of the sample were married and 34,3% were single.
Thc majority (5 1,0%) seem to be satisfied with their current relationship, be it married, single
or otherwise. In terms of age, the majority of respondents (33,5%) were between 4 1-57 years
of age. With regard to the educational level, the following distribution was found: grade 12
certificate (31,0%), 3-year degree (33,5%), honours degree (25,6%), master's and doctoral
degrees (9,9%). It is also worthwhile mentioning that 37,9% of the sample never had any
promotion during the past five years, and that 45,2% had only one promotion during the same
period. A sizeable majority (93,2%) are permanently employed, and 48,1% of the sample
always take their annual leave compared to 40,8% who sometimes use their annual leave, and
1 1,2% who never take their annual leave. In the area of lifestyle, only 9,7% of the participanls

find time to relax, and 8,9% do manage an "ideal" exercise. The missing values explain why
some frequencies and percenmges of some items did not add up to 100

Table I
Choracrerisrics of rhe Parricipanrs

Tenure
Fixed tcnn

Education

2.4

63

31.0

Measuring battery

The following nleasuring instruments were used in this study:
A biographical quesrionnaire was used to obtain information on the demographic

characteristics of the research subjects. information gathered included name, gender, age,
educational qualification, salary, position, number of years with the depanment, numbcr of
years at current position, frequency of promotion, type and amount of support, marital status,
race and lifestyle.

The ASSET (An Organisational Stress Screening Tool), developed by Carhvright and Cooper
(2002), was used in this study. It measures the potential cxposure to stress in respect of a
range of common workplace stressors and consequently represents an organisation's Iirst step
towards effectively managing stress ar the workplace. The ASSET questionnaire compriscs
four parts.
The first part measures an employee's perception of hisher job. This dimension consists of'
(37) items dealing with issues like overload, job security, pay and benefits, resources and
communication, and work-life balance. The second set of questions (nine items) measures the
individual's attitude to the organisation. This includes questions relating to supposed levels of
commitment from and to the organisation. The third set of questions ( 1 9 items) concerns
physical and psychological health.
The fourth set of questions (24 items) relates to general information that might affect the level
of stress. Reliability of the ASSET is based on the Gutrman split-half coefficient. Only two
factors did not return coefficients above 0,70, ranging from 0,60 to 0,91 (Camright &
Cooper, 2002). Tytherleigh (2003) conducted a study among 14 English higher education
institutions and registered Cronbach's alpha scores on the respective ASSET subscales in view
of establishing the reliability, ranging from 0,64 to 0,94. Coetzer and Rothmann (2006) had
Cronbach's alpha scores on the ASSET subscales ranging from 0,67 to 89, with three scores
below the guideline of 0,70 provided by Nunnally and Bernstein(l994). Jackson and
Rothmann (2006) registered scores of 0,59 to 0,89 on the ASSET subscales with five scores
below the 0,70 guideline. These scores compare favourably with 0,70 (0,55 in basic research)
(Nunnally & Bernstein, 1994).
Statistical analysis

The statistical analysis was carried out with the help of the SPSS program (SPSS Inc., 2003).
Cronbach alpha coefficients were used to assess the reliability and validity of'the measuring
instruments (Berenson & Levine, 1996; Clark & Watson, 1995; NoruSis, 1994). Coefficient
alpha conveys important information regarding the proportion of error variance contained in a
scale.
Descriptive statistics (means, standard deviations, skewness, kurtosis and Cronbach's alphas)

were also used to analyse the data. According to MRA (Market Researchers Sr Analysis)
(2002), these descriptive statistics give the researcher a feel of the data and provide the basic
ir~fbrmationabout the results.
The level of statistical significance was set at p I 0,05. According to P.A.N.D.A (2002), this
is the probability that you would find the answer you have (the difference in means), given
that the null hypothesis is true. Effect sizes were used to decide on the significance of the
fmdings. Pearson product-moment correlation coefficients were used to indicate the linear
relationships between the variables of interest. A cut-off point of 0'30 (medium effect)
(Cohen, 1988) was set for the practical significance of the correlation coefficients.
A standard multiple regression analysis was conducted to determine the percentage of the
variance in the depcndent variable (ill health) that is predicted by the independent variables
(occupational stressors). The effect size (which indicates practical significance) in the case of
multiple regrcssion is specified by the following formula (Storm & Rothmann, 2005):

/2=P/(I
-R2)
A cut-off point of 0,35 (large effect) (Storm & Rothmann, 2005) was set for the practical
significance of j2.

RESULTS
Multivariate analysis of variance (MANOVA) was used to investigate the relationship
between the occupational stressors, the stress outcome variables, and various biographical
characteristics like age, marital status and educational level. The differences between the
biographical characteristics were analysed for statistical significance with Wilks' Lambda
statistics. Following the analysis of the Wilks' Lambda values, it became evident that there
were no statistically significant differences between the biographical variables and the
occupational stressors.
Table 2 presents the descriptive statistics, sten scores, and Cronbach's alpha coefficients of
the ASSET subscalcs, namely Work Relationships, Work-Life Balance, Overload, Job
Security, Control, Resources and Communication, Aspects of the Job, Organisational

Commitment, Physical Health and Psychological Well-being. The outcomes in Table 2 show
thal Job Security and Individual Employee Commitment have unacceptable skewness and
kurtosis scores. In respect of the Cronbach's alpha coefficients, all the subscales of the
measuring instruments, except for Job Security (0,57), are in line with the guideline of u

=

0,70 (Nunnally & Bernstein, 1994). The sten scores on Individual Employee Com~nitrnent
and Psychological (Un)Well-being are the highest, followed by Organisational Commitment,
which has a sten score of 5. Inspection of Table 2 indicates that generally the srressor
dimensions are perceived as moderately low.
Table 2

Descriptive Stntistics, Sten, and Alpha C'oeflcients of the ASSET

Sten

Mcan

SD

Skewness

Kurtosis

Work Rdationships

4

20,4 1

8,IO

0,88

0.3 1

0,84

Work-Lifc Balancc

2

lO,I7

5,2S

0,69

-0,s

0,84

Ovcrload

4

10.23

4,34

0,78

0, I6

0.75

Job Sccurity

I

9,72

4,02

1 ,09

!,OO

0,57

Control

3

1 1,93

5,02

OJ2

-0.80

0.78

Kcsourus/ Uornrn~~nications

4

1 1,97

5.18

0.5 1

-0,49

0.76

Aspecls of lhc Job

3

22,18

7,58

0,5 I

0,09

0,72

0rganisa;innal Cnmmirmcnt

5

19,62

5 $4

-0.53

-0J7

0,85

Individual Cornrnitmcnt

7

17,64

4,9 1

- 1,20

1,Ol

0,87

Physical Ill Hcallh

4

13,06

4,4 1

0,!6

-0,62

0,84

Psyctiological (Un)Wcll-king

7

19,76

6,80

0.46

-0,3 1

0,90

Item

A

The product moment correlation coefficients between the ASSET dimensions are presented in
Table 3. A statistically significant positive correlation (practically significant, large effect)
was found between work-life balance and psychological (un)well-being, while a statistically
significant positive correlation (practically significant, medium effect) was found between
work-life balance and physical ill health. Overload has a statistically significant positive
correlation (practically significant, medium effect) with psychological (un)well-being. Job
security has statistically significant positive correlation (practically significant, medium
effect) with ill health (physical and psychological). Control has a statistically significant
positive correlation (practically significant, medium effect) with psychological (un)well-

being. Stress due to lack of resources and aspects of the job have statistically significant
positive correlations (practically significan~,medium effect) with both physical ill health and
psychological (un)well-being.
Table 3 further shows the correlations between the stressor variables and commitment. Worklife balance, job security and aspects of the job have statistically significant negative
correletions (practically significant, medium effect) with both organisarional and individual
commitments. Overload and control both have statistically significant negative correlations
(practically significant, medium effect) with individual commitment, while stress due to lack
of resources has a statistically significant negative correlation (practically significant, medium
effect) with organisational commitment. In terms of commitment and ill health, organisational
commitment has statistically significant positive correlations (practically significant, medium
effect) with both physical ill heahh and psychological (un)well-being, while individual
commitment has a statistically significant negative correlation (practically significant,
medium effect) with psychological (un)well-being.
Table 3

Producl-mom en^ Correlnlion Coefficien~sof [he ASSET Dimensions
hems

I . Work-Lift Balance
2. Overload
3. Security

4. Control
5 . Resources

6 . Asprcrr; oflhc Job
i .Organisarional Commitmcnr

8. Individual Commimnt
9. Physical III Healh

10. Psycliologiwl (Un)Well-Being

+ p < 0,05 (Statistidly significanl)

+ r > 0,30 (Practically significant, mcdium cffcct)
++ r > 0,50(Practically significant, large e f k O

A series of standard multiple regression analyses were carried out to determine which
stressors predict organisational commitment, individual eniployee commitment, physical ill
health, and psychological (un)well-being. The outcomes of the standard multiple regression
analyses with work-li fe balance, overload, job security, control, resources, and aspects of the

job as independent variables, and organisational commitment, individual employee
commilment, physical ill health, and psychological (un)well-being as dependent variables, are
reported in Table 4.
Tablc 4

Sfnndard Mul~ipleRegression Analyses for !he Job SIressors m d fhe Outcomes

Physical Ill Hcnllh
Consrant
Work-L~feBalancc
Orcrlond
Sccurlty
Chnlrol
Rtsourcs
A s p m orlhc Job

P ~ y c h o l ~ l c(Un)Wcll-being
al
Conslant
W o r k - L I ~Balancr:
Ovcrload
Sccurily
Convol
Resources

Aspcct o f h t Job
Orgnniulional Comndlmenl
C0ns~lll
Work-L~feBalanu:
Overlaad

Stcurly
Conuol
Rcsuurccs
Aspect o f thc Job

Individual Commltmcnl
Conrtan~
Work-L.ik Balance

Orcrlmd
Security

Control
Rcsourols
Aspect o f ~e lob

The results in Table 4 show that occupational stress predicts 21% of the variance in physical
ill health. It is clear that stress because of lack of resources is the only statistically significant

predictor of physical ill health. The results in Table 4 also show that occupk?tional stress
predicts 3 1 % of the variance in psychological (un)well-being. Among all the variables of'
interest, stress because of job insecurity and aspects of the job were statistically significant
predictors of psychological (un)well-being.
Table 4 shows that occupational stress predicts 28% of the variance in organisational
cornrnitmenf. Stress due lo control was the only statistically significant predictor of
organisational commitment. The results fiom Table 4 further show that occupational stress
predicts 20% of the variance in individual commitment to the organisation. Stress due to job
security was the only sratistically significant predictor of individual com~nitment.

DISCUSSION
The first objective of this study was to establish the internal consistency of the ASSET
measuring instrumenl, and secondly, to identify and assess the impact of occupational stress
on civil servants in the North West province of South Africa, and thirdly to determine the
relationship between occupational stress, organisational commitment and ill health.
The results showed that the stressor dimensions were perceived as moderate to low among
civil servants. Lack of support from colleagues/boss, colleagues not pulling their weight,
unrealistic deadlines, unmanageable workloads, and stress due to lack of resources and
communication stand out as the main sources of stress among the civil servants. Issues
regarding job insecurity were identified as the least important sources of stress. On the other
hand, the scores for the effects of stress (outcomes) were comparatively high for individual
commitment and psychological unwell-being. Stress due to lack of job rcsources predicted
physical ill health, and aspects of the job and security predicted psychological unwell-being.
Stress due to control and security predicted organisational commitment and individual
commitment respectively.
The second objective of the study was to identify and assess the impact of occupational stress
on civil servants by studying how high or low their sten scores are on the respective stressors,
and the resultant effect. Findings revealed that the most stressful variables are slressors
relating to lack of support from colleagues/boss and colleagues not pulling their weight,
unrealistic deadlines and un~nanageableworkloads, not being adequately trained for the job,

lack of opportuni;ies for growth and not having the proper equipment. These prevailing
conditions at the workplace therefore secm to account for these variables being perceived by
civil servants as their main sources of stress. The findings seem to be consistent with thar o r
Jackson and Rothmann (20061, who found working unsocial hours, not having proper and
sufficient equipment andor resources, and continuously doing the same work as very
stressful. Schaufeli and Bakker (2004) also found job demands or workload as a source of
slress/burnout, particularly among their female sample. It is widely known that especially the
lower grades of civil servants arc not properly trained and, in most cases, do not havc the
neccssary resources. However, they are expected to deliver under these unfavourable
conditions and are therefore bound to develop stress. The senior managerial class is indeed
being highly remunerated and empowered far more than those at the lower echelons. Whether
it is by omission or otlienvise, government s e e m to be paying far greater attention to the

development of the senior managerial class in comparison to the junior staff as a way of
reducing high labour turnover among the senior managerial class.
It might also be important to discuss the extremely low sten scores on issues like "my job is
not secure", "my job is not permanent", and "my job is likely to change in the future". Thesc
items reported the lowest scores of all the occupational stressors in the study. This finding is
contrary to the study of Lindstram, Leino, Seitsamo and Tordtila (1 997) among employees in
the insurance industry who find thcir job very insccure. The civil servants ilnder study,
generally, perceived their jobs as secure, permanent, and not even likely to change in the
future. This finding might therefore give an indication that civil servants in the study consider
their jobs as secure. This could be explained by Government's commitment to provide jobs to
the people, the completion of the restructuring process in the public service hence all of the
employees feeling settled, and the stringent labour laws that make it extremely difficult for
employees of the public service to lose their jobs. These reasons could possibly explain why
civil servants in this study perceive the above items as the lowest sources of stress.
The three stress outcomes expressed in the following items, namely "I feel valued and trusted
by the organisation (organisational commitment)", "I am proud of this organisation
(individual commitment)",

and "Having panic attacks and constant irritability (being

psychologically ill)" registered the highest sten scores (5, 7 and 7 respectively). The relatively
high score on individual comniitment is explained by the fact that the civil servants feel
proud, feel valued and trusted and are even prepared to work long hours for their respective

departments. The relatively high sten score on psychological ill health is explained by their
experience of panic and anxiety attacks, constant irritability and mood swings at the
workplace. The findings of Coetzer and Rothtnann (2006) and Jackson and Rothmann (2006)
fbllow similar patterns where the highest scores are in the domain of the stress outcomes. 'The
comparatively high scores (Table 2) on "I am proud of this organisation" and "I feel valued
and trusted by the organisation" seem to suggest that commitment moderates the effect of
occupational stress, This finding supports Hypothesis 2 ( H ~ )which
,
states that organisational
commitment is a significant moderator of occupational stress. It also confirms the observation
of Siu (2002) that the moderating effect of commitment protects individuals from the cffect of
stress, because it enables them to attach direction and meaning to their work.
The perceived sense of commitment on the part of the civil servants could be becausc job
opportunities elsewhere, especially for the junior civil servants who are not highly skilled, are
becoming fcwer and fewer hence they have no alternative but to hold on to their jobs. The
commitrncnt displayed in the study could be likened to what ~Meyeret al. (2002) call
continuance commitment, which is the perceived cost associated with leaving the
organisation. This assertion is based on the fact that the majority of the items returned for
analysis came from the junior and middle level staff. This study is therefore' more
representative of the junior/middle management.
The second objective of this study was to determine the relationship between occupational
stressors on one hand, and organisational commitment and ill health on the other hand. Work
life balance, (that is working unsocial hours, work interfering with personal and home life ie
too much travel1ing), correlated strongly with the other stressors and the outcomes.
Considering the relatively strong correlation between work-life balance and the other
stressors and the outcome variables, one would expect work-life balance to also predict some
of the other stress outcomes. It can be deduced that stressful conditions due to poor work-life
balance might be expressed through other job stressors such as unpleasant physical work
conditions or having no influence on the way performance targets are set.
Stress due to lack of proper resources tends to contribute to physical ill health of civil
servants. Stress due to lack of resources on the job, which tends to create stress for the civil
servants, also accounts for a sizeable variance in physical illnesses among the civil servants.
Furthermore, lack of proper resources positively relates with physical ill health as is evident

in Table 4. As stated already, stress due to lack of resources, especially among the junior
staff, is bound to lead to stress and consequently to illnesses such as headaches and other
rclated pains.
Panic attacks and constant irritability or psychological illness among civil servants are
predicted by outcomes such as "My job is not secure", "My job is not permanent", and "My
job is likely to change in the future". It is furthermore predicted by outcomes such as "Doing
the sarne job for the next five to ten years", "My work is dull and repetitive", and "My work
performance is closely monitored". Jackson and Rothmann (2006) found that "Doing same
job for the next fivc to ten years", "My work is dull and repetitive", and "My work
performance is closely monitored" predicted physical ill health, A strong relationship was
found between the feeling of job insecurity and the feeling of doing the sarne work for rhe
next five to ten years, while a fairly strong relationship was found between the feeling of job
insecurity and having panic attacks and constant irritability. Therefore, it is not surprising that
the two stress variables should jointly predict panic attacks and constant irritability among
civil servants.
Furthermore, thc conelat ion between physical ill health and psychological i I1 health seems to
suggest that the large proportion of civil servants suffering from psychological illness might
also experience a negative impact on their physical health. It is also important to rcmark that
since the civil servants' scores on "My job is not secure" and "My job is not permanent"
among others are very low, it can be said that these outcomes play an insignificant role in
predicting panic attacks and constant irritability.
Organisational commitment is predicted by having little control over many aspects of the job,
one's ideas or suggestions not being accepted, and not being involved in decisions affecting
one's job. These aspects also explain a reasonably large proportion of the variance in
organisational commitment. Having little control over many aspects of the job relates
positively with having panic attacks and constant irritability (psychological ill health), but
negatively with individual commitment. The large variance predicted by having little control
over marly aspects of the job and one's ideas not being accepted suggests that the civil
servants perceive this area as important to their state of commitment. "My job is not secure",
"My job is not permanent", and "My job is likely to change in the future" predict individual
commitment and explain a reasonable percentage of the variance in individual commitment,

while these items also correlate positively with ill health but negatively with commilment.
Considering the fact that the civil servants perceived stress due to security as low, one would
expect it to predict a higher proportion of commitment. This probably gives meaning to the
assertion that their commitment could be termed continuance commitment.
The limitations of the present study includc the use of a cross-sectional design, which made it
difficult to prove causal relationships. Another limitation is the size of the sample, which has
limitations in terms of the generalisation of the findings. Finally, it was evident that a large
number of participants had problems understanding some of the more idiomatic items because
the questionnaire was formulated in English while the respondents included Afrikaners,
Indians and Black Afiicans from different linguistic backgroonds.

RECOMMENDATIONS

In view of the menacing nature of occupational stress, the findings of this study are important
in order to improve the quality of service delivery of civil servants in South Africa. However,
because this study was the first of its kind to validate the ASSET in the domain of civil
servants in South Africa focusing only on civil servants in Mafikeng, it is important that all
civil servants in South Africa be included in a hture study to improve upon the validity of the
current study. It is also recommended that a longitudinal study be undertaken to investigate
the causality of relationships between variables.
The highest levels of stress were registered in work relationships, overload, and resources and
communications and therefore it is important that these variables be properly managed at the
workplace. As a primary intervention, management should ensure that supervisors provide
support to their subordiliates thus improving work relationships at the work place.
Furthermore, management should educate the staff on time management and also ensure
equitable distribution of work. It is believed that if these recommendations are put in place, it
would assist in minimising the problem of overload. T o hrther reduce stress among the civil
servants, it is suggested that management should continuously keep the civil servants well
resourced since lack of resources and communications have been identified as sources of
stress.

Additionally, management should intensify awareness campaign on wellness and work life
and public servants should be encouraged to take leave as a matter of policy. The study found
that 11,2% of those sampled was not going on leave. Leave times could be used as relasation
periods to rninimise stress and its related effects.
Future studies should endeavour to provide measuring instruments that would cater for all the
different linguistic groups of the target population. This would help to minimise the problem
of some respondents not understanding or misinterpreting some of the questions.

In conclusiot~,if the said management interventions recommended are adhered to, it would
help deal with the generally high levels of psychological and physical ill health found aniong
thc civil scrvants. The findings seem to suggest that some of the civil servants perceive the
public service as a source of commitment because they have no alternative. Such elements
might tend to be rather unproductive and should be monitored closely.
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CHAPTER 4
ARTICLE 3

A STRUCTURAL MODEL OF WORK W L L N E S S FOR CIVlL SERVANTS

ABSTRACT
The objectives of this study were to establish the validity and internal consistency ofs
constructs in a model of work wellness, and to test a structural model of the relationship
between job demands, job resources, burnout, engagement, ill health, and organisational
commitment. A cross-sectional survey design was uscd. The Job Demands-Resources Scale
(JDRS), Maslach Burnout Inventory-General Survey (MBI-GS), Utrecht Work Engagement
Scale (UWES), a Health Scale and an Organisational Commitment Scale were administered.
An accidental sarnple (IV= 207) was drawn from civil servants of !he North West Province of
South Africa. 'Through structural equation modelling

it

was found that excessive job demands

and lack ofjob resources lead to burnout and ill health, while the availability ofjob resources
lead to work cngagernent and organisational commitment.
OPSOMMING
Die doelwine van hierdie studie was om die geldigheid en interne konsekwentheid van
konstrukte in 'n model van werkwelstand te bepaai en om 'n strukturele model van die
verhouding tussen werkeise, werkhulpbronne, uitbranding, begeestering, swak gesondheid en
organisasieverbondenheid te bepaal.

'11 Dwarssnit

opname-onhverp is gebruik. Die Werkeise-

wcrkhulpbronneskaal (JDRS), Maslach Uitbrandingsvraelys - Algemene Opname (MBIGS), Utrecht Werkbegeesteringskaal (UWES), 'n Gesondheidskaal en 'n Organisasieverbondenheidskaal is afgeneem.

'11

Gerieflikheidsteekproef (rV=207) is van staatsdiens-

amptcnare van die Noordwes-provinsie in Suid-Afrika getrek. Daar is deur lniddel van
strukturele vergelykingsmodellering bevind dat uitermate hot! werkeise en 'n tekort aan
werkhulpbronne tot uitbranding en swak gesondheid lei, terwyl die beskikbaarheid van
werkhulpbronne tot werkbegeestering en organisasieverbondenheid lei.

The dynamics of human development and globalisation, the rate of change and innovation in
the world of work, the ongoing eflorts to improve service delivery and productivity, and the
increasing complexity of rolling out thc machinery of state in response to fhese challenges
will continue to place burdens on governmenr ingenuity, government structures and people
within those structures (SAMDI, 2005). Furthermore, workers are faced with highly
demanding work environments characterised by an increased workload, role conflict,
decreased job control, and role ambiguity (Low, Cravens, Gram, & Moncrief, 2001). Maslach
and Leirer (1997) have observed that the demanding work environment of modern life tend to
exhaust employees, both physically and spiritually.
In the corning decade. South Africa's efforts in respect of the above challenges will revolve
around efforts to improve the system of intergovernmental relations, the integrity, credibility
and ef'ficacy of the internal systems of individual government institutions, and the relevance
and productivity of human capital. Therefore, civil servants are increasingly confronted with a
new range of demands as public policy and governance become complex and contested. In
addition to increasingly specialised knowledge and skills, the civil service also needs
individuals whose norms, values, attitudes, and orientations are consistent with the objectives
of government (SAMDI, 2005). These tremendous demands (transformation, service delivery
and ensuring the efficacy of the internal systems of the various government institutions) on
the capacity of the civil service will inevitability lead to the development of staff burnout.

Hobfoll and Freedy (1993) remarked that continuous demands on individuals without
providing proper resources cause such individuals to experience burnout.
Burnout and work engagement are regarded as the two components of employee wellness
(Schaufeli & Bakker, 2004). Barkhuizen, Rothmann, and Van de Vijver (in press) have
identified two underlying dimensions of work wellness namely, activation, ranging from
exhaustion to vigour, and identification, ranging fiom mental distance to dedication. These
two dimensions could therefore be combined in a model of work-related well-being
(Schaufeli & Bakker, 2004).

Burnout and work engagement

Burnout is generally used to describe a state of emotional exhaustion in which the person
involved experiences feelings of being depleted of hidher emotional resources (Maslach &
Leiter, 1997). According to Schaufeli and Etlzmann (1998), burnout is the unsuccessfd
succession of continued efforts to prevent !he impact of environmental stressors, which
results in a general breakdown of resources, and consequently to burnout. They further
contend that it leads to depletion of emotional resources and loss of motivation. According to
Potter (1998), burnout also leads to overreaction, intense hostility, and poor cotnmunication
with colleagues. Although Maslach and Jackson (1986, p. 1) defined burnout as "a syndrome
of emotional exhaustion and cynicism that occurs among individuals who do people work of
some kind" such as teachers, nurses, physicians and social workcrs, it has now become clear
to researchers that workers in almost any occupation can dcvelop burnout (Schaufeli &
Enzmann, 1998). This finding clearly supports the view that burnout is also a probkm that
exists outside the human services (Maslach & Leiter, 1997).
Although civil servants operate in a demanding work environment that causes them to
experience stress and burnout, some employees do manage to transform their taxing
environment to one that is inspiring and productive. Lcon, Bhunu, and Kenyon (2001)
conducted a study arnong facility managers and found that despite the various problems they
experienced, some of the facility managers managed to change their debilitating environments
to places that are productive and fim to work in. Furthermore, a study on mid-level managers
in the Department of Health found that despite the numerous frustrations, hard work, and low
sense of personal accomplishment, many managers skill expressed excitement about the
processes they were taking part in and found the processes both challenging and very
beneficial (Penn-Kekana, Schneider, Matsebula, Chabikuli, Blaauw & Gilson, 2001).
Schaufeli and Bakker's (2001) study has also found that some employees, notwithstanding
the work demands of the workplace, still take pleasure in their work and were able to deal
with their job demands successfi~lly.Studies such as these led Rothtnann (2003) to pose the
question whether there is a possibility that there are engaged workers who show energy,
dedication, identification with and absorption in their work, a behaviour that is contrary to
burnout.

Work engagement is defined as an energetic state in which an employee is committed to
etkctive and excellent performance at work (Schutte. Toppinen, Kalirno, & Schaufeli, 2000).
According to Maslach and Leiter (1 997), burnout and work engagement w iI I be strongly
negatively correlated. Jackson, Rothmann, and Van de Vijver (2006) and Coetzer and
Rothnlann (2006) found relatively strong negative correlations between burnotlt and
engagement. It might therefore be necessary that this modcl of work wellness be testcd within
the South Afiican civil service, especially in view of the observation by Porler, Kraft. and
Claycomb (2004) that wellness will have both individual and organisational consequences.
Job demands and job resources

Any discussion of work wellness in relation to job demands and job resources would not be
complete without reference to the models of welhbeing developed by Schaufeli and Bakker
(2004) and Demerouti, Bakker, Nachreiner, and Schaufeli (2000). Demerouti, Bakker.
Nachrciner (2000) developed the Job Demands- Resources model (JD-R) and confirmed that
job demands are related to exhaustion, while a lack of job resources are associated with
disengagement. SchauTeli and Bakker (2004) extended the JD-R model by including work
engagement, and by adding indicators for health impairment and organisational withdrawal in
the Comprehensive Burnout and Work Engagcrnent (COBE) Model.
The Job Demands-Resources model (ID-R) (Demerouti, Bakker, Nachreiner, & Schaufeli,
2001) assumes that two fundamental psychological processes, namely the energetic and

motivational process, influence burnout. In the energetic process, high job demands lead to
exhaustion, and this process, according to Hockey's ( 1997) model of compensatory control,
links job demands to health problems through burnout. The motivational process tinks job
resources to organisational outcomes like turnover intention through engagement (Scliaufcli
& Bakker, 2004). Thus, a lack of job resources leads to disengagement. Job resources may

play either an intrinsic or an extrinsic motivational role. In either case, the outcome is positive
resulting in engagement. It would thus be reasonable to assume that engaged workers have a
low tendency to leave the o r g a n i d o n (Houkes, Jansen, De Jonge, & Nijhuis, 2001).
According to Schaufeli and Bakker (2004), engagement is expected to mediate the
relationship between job resources and (lo\v) intention to leave.

Schaufeli and Bakker (2004) state that h e r e are generally hvo sets of variables in any kind of
job, namely job demands and job resources. lob demands are those physical, psychological,
social, or organisational aspects of the job that call for sustained physical and/or cognitive or
emotional effort (Cooper, Dewe, & O'Driscoll, 2001; Schaufeli & Bakker, 2004). Although
job demands are not always negative, they may turn into job stressors when meeting those
demands requires high effort. and are thus associated with high costs that elicit negative
responses like depression, anxiety, or burnout, which may consequently lead to physical and
psychological ill health (Schaufeli & Bakker, 2004). Job demands could be classified as either
quantitative or qualitative demands. Quantitative demands or work ovcrload refer to the
amount of work required and the time apportioned to the work, while qualitative demands
concern employees' affective reactions to their jobs (Cooper, Dewe, & 0' Driscoll, 2001;
Schaufeli & Bakkcr, 2004).
l o b resources refer to the physical, psychological, social or organisational aspects of the job
that may reduce job demands and the related physiological and psychological costs. Job
resources also assist in attaining organisational goals and stimulating personal growth,
learning and development (Schaufeli & Bakker, 2004). In this study, job resources are
included at the interpersonal level (support from colleagues), organisarional level
(relationship with supervisor, information and communication), job level (growth
opportunities) and advanccrnent (career opportunities and pay). According to May, Gilson,
and Haner (2004), job resources tend to create psychological meaningfulness and safety for
employees, which cause them to become engaged in their work. Consequently, according to
Jackson,

Rothmann and van de Vijver (2006), work engagement may be considered a

precursor to organisational commitment, because people who experience deep engagement in
their jobs identify with their organisations.
Maslach, Jackson, and Leiter (1986) are of the view that the presence of some specific
demands like work overload and personal conflicts, and the absence of specific resources
such as control coping, social support, autonomy, and decision-making involvement predict
burnout. This in turn is expected to lead to various negative outcomes such as physical illness,
absenteeism, turnover, and diminished organisational commitment. The view of Maslach,
Jackson, and Leiter (1996) is supported in the literature by the Smte President, Thabo Mbeki,
in his 2001 State of the Nation address when he places enormous responsibility on the public
service, calling upon the service to see to the successful implementation of government

priorities. These demands tend to cause stress and burnout in public servants (SAMDI, 2005).
Despite these demands, there is evidence that the public service does not have corresponding
resources to cope with these demands, hence the negative outcomes as identified by Maslach,
Jackson, and Leiter (1986).

Ill health and organisational commitment
111 health is an outcome of stress, which can be used to ascertain whether workplace pressures
have positive and motivating or negative and damaging effects (Jackson & Rothmann, 2005).
Job demands and lack of resources could lead to ill health through distress. Winefield,
Gillespie, Stough, Dua, & Hapuararchchi (2002) found in their study that three quarters of
their study sample suffered from physical ill health showing signs like headaches, back and
neck pains, and constant muscle pains. The sludy of Barkhuizen, Rothmann, and Van de
Vijver (in press) found that burnout mediated the relationship between job demands and ill
health. The implication of this is that civil servants who might experience exccssive job
dcrnands might develop high levels of burnout that would consequently lead to ill health.
Cartwright and Cooper (2002) are, however, of the view that poor health may not necessarily
be suggestive of workplace stress, since some people may experience ill health because they
do not lead a healthy lifestyle. According to Meyer, Stanley, Herscovitch, and Topolnytsky
(2002), some researchers argue that affective commitnlent can cushion the negative impact of
work stressors on employee health and well-being, while others are of the view that
committed employees might experience more negative reactions to such stressors than those
who are less committed.
It is evident from the literature that ill health has two dimcnsions, namely a physical and a
psychological dimension. The physical dimension comprises symptoms like headaches,
backaches and neck pains (Winefield, Gillespie, Stough, Dua, & Hapuararchchi, 2002), while
the psychological dimension comprises symptoms like panic attacks, irritability, and mood
swings (Jackson & Rothmann, 2005). Job demands and lack of resources could lead to
burnout, while burnout would lead to ill health. Therefore, burnout is said to be a mediator
between job demands and resources on the one hand, and ill health on the other hand
(Barkhuizen, Rothmann, & Van de Vijvcr, in press).

Bauer and Green (1998) defined organisational commitment as the psychological attachment
of workers to heir organisations. Robbins (2001) defined organisational commitment as a
state in which an employee identifies with a particular organisation and its goals, wishes to
maintain membership in the organisation, and has a feeling of loyalty to the organisation. Siu
(2002) is of the view that organisational commitment has been recognised as a significant
moderator of work stress and that it was associated with most of the physical and
psychological outcomes among employees as well as the moderating effects on the stressorhealth relationship. Mathieu and Zajac (1990) found that organisational commitnient
positively relates to desirable work outcomes like motivation and performance, and job
satisfaction, while it relates negatively to absenteeism and turnover.
Allen and Meyer (1990), Meyer, Stanley, Herscovitch, and Topolnytsky (2002) and Siu
(2002) adopted a more comprehensive perspective to organisational commitment by
identifying three dimensions, namely affective, continuance and normative commitment.
Affective commitment is explained as an emotional attachment to, identification with, and
involvement in the organisation. Continuance commitment is the perceived cost associated

with leaving the organisation, while normative commitment mirrors a perceived responsibility
to remain in the organisation (Meyer et al., 2002).
The variables responsible for affective commitment are personal characteristics and work
experiences. Continuance commitment is caused by personal characteristics, alternatives and
investments. Normative commitment is developed by personal characteristics, socialisation,
experiences and organisational investments (Meyer et al., 2002). On the right side of their
model are variables considered to be consequences of commitment. An important underlying
principle for the development of the Three-Component Model was the belief that all three
forms of commitment relate negatively to turnover, and relate differently to measures of other
work-relevant behaviours like attendance, in-role performance, and organisational citizenship
behaviour (OCB). According to Meyer ei al. (2002), affective cornmitrnent is cxpected to
have the strongest positive relation, followed by normative commitment, while continuance
commitment is expected to be unrelated, or related negatively, to these desirable work
behaviours.
Suliman and IIes (2000) found that affective committed employees are more likely to remain
in an organisation and contribute to the success of the organisation than continuance

cornm itted individuals. Siu (2002) observed that organisational comm it~nentrelate to most of
the physical and psychological outcomes among workers, and to he moderatins effects on the
stressor-health relationship. Siu (2002) is therefore of the view that the moderating effect of
comniirment guards workers against the negative effect of work pressure, because it allows
them

lo

anach direction and meaning to their work. Organisational commirment may also

provide workers with stability, and a feeling of belonging or the vice versa (Siu, 2002). It
could be inferred that organisational commitment could moderate the experience of'
occupational stress and burnout on health outcomes.
It is from this scning that this study seeks to develop a structural model of work wellness for

the South African civil service by integrating burnout and work engagement, and the effects
of job resources and job demands on this association between burnout and work engagement.
This is especially important for the fact that there is lack of a causal model of' work wellness,
and lack of valid and standardised instruments for measuring burnout and eqagelnenr for the
South African civil service.

In summary, the literature review has established that job resources and job demands are
negatively correlated, and that job resources are negatively correlated with burnout.
Furthermore, it was found in the literature that job demands would lead to health problems
through burnout, and that job resources would lead to organisational outcomes through
engagement.
The above discussion leads to the following hypotheses:
Hypothesis 1: High job demands and a lack of resources lead to ill health via burnout.
Hypothesis: Job resources lead to organisational commitment via work engagement,

METHOD
Research design
A cross-sectional survey design was used whereby the data was collected once off (Burns &
Grove, 1993).

A study population (1V400) was targcted through accidental sampling from a population of

Mafikeng civil servants of the North West province in South Africa. A total of 340
questionnaires were returned, of which only 207 could be used. Table 1 presents some of the
characteristics of the participants. The sample of the study consisted predominantly of blacks
(94,4 %) with a gender composition of females (52,5%) and males (46,5%), while 48,3% of
the sample were married and 34,3% were single, The ~najority(5 1,0%) seem to be satisfied
with their current relationship, be it married, single or othenvise. In terms of age, the majority
of respondents (333%) were betwcen 4 1-57 years of age. With regard to the educational
level, Ihe following distribution was found: grade 12 cerlificate (31,0%), 3-year degree
(33,5%), honours degree (25,6%), master's and doctoral degrees (9,9%).
It is also worlhwhile mentioning that 37,9% of the sample never had any promotion during

the past five years, and that 45,2% had only one promotion during the same period. A
sizeable majority (93,2%) are permanently employed, and 48,1% of the sample always take
their amual leave compared to 40,8% who sometimes use their annual leave, and 1 1.2% who
never take their annual leave. In the area of lifestyle, only 9,7% of the panicipants find time
to relax, and 8,9% do manage an "ideal" exercise. Due to the missing values, the frequencies
and the percentages of some of the items did not add up to 100.

Table 1
Chnrcrcteristics of the Participants
Frequency

Perccntagc

Male

94

46,s

Fcmalc

108

533

Single

70

34,3

Engaged

10

4,9

Married

100

48,3

Divorccd

24

11,6

Blacks

186

90,4

Whites

I9

9,3

Indians

2

0,3

>34

67

33,s

>40

66

33,O

>57

67

333

Permanent

192

93,2

Temporary

9

4,4

Fixed term

5

A4

0- 1

59

28,4

1,l - 4

80

39,3

4,l - I0

59

25,9

10,1 - IG

7

3,s

Grade 12

63

3 1,O

3-year degrcc

68

33,s

Postgradualc

72

35,s

Very satisticd

6

3,1

Dissatisfied

6

3.1

Ncithcr of h e above

37

19,3

Satisfied

98

51,O

Vcry satisfied

45

23,4

Item

Category

Gendcr
Marital status

Race

Age

Tenurc

Education

Satisfaction with rcIalionship

Procedure

Permission to conduct the study was obtained from the North West Provincial Public Service
Commission. Questionnaires were then given to the Employee Assistant Unit in the ofice of
the Premier who distributed the questionnaires to their respectivc unit managers in the various

departments. The questionnaires were consequently administered to an accidental sample
targer group in their respective departments. The completed questionnaires were returned to
the respective unit managers, whereupon they were sent to the Employee Assistant
Programme Director in the oflice of the Premier.
Measuring battery

The following measuring instruments were used in this study:
A biographical questionnaire was used to solicit infbrmation on the biographical
characteristics of' the research subjects. Information gathered included name, gender, age,
educational qualification, salary, position, number of years with the department, number of
years at current position, frequency of promotion, type and amount of support, marital status,
population group and lifestyle.
The ~MaslmhBurnout Invenrory-General Survey (MBI-GS) (~Maslach,Jackson, & Leiier,
1996) was used to measure burnout. For the purposes of this study, four subscales of the
IMBI-GS was used, thereby providing a four-dimensional viewpoint of burnout. Exhaustion

(EX) (five items - "I feel emotionally drained from my work"), Cynicism (CY) (five items "I have become more callous toward people since I took this job"), Professiona t Efficacy (PE)
(six items - "In my opinion, I am good at my work"), and Cognitive Weariness (CW) (five
items - "I find it difficult to focus my attention on my job"). Cronbach's alpha scores reported
by Maslach et al. (1996) ranged from 0,87 to 0,89 for Exhaustion, 0,73 to 0,84 for Cynicism,
and 0,76 to 0,84 for Professional Efficacy. Test-retest reliabilities after one year were 0,65
(Exhaustion), 0,60 (Cynicism), and 0,67 (Professional Efficacy) (Maslach et al., 1996). The
items were scored on a seven-point frequency rating scale ranging from 0 (never) to 6 (daily).
High scores on Eshaustion and Cynicism, and low scores on Professional Efficacy are
suggestive of burnout. A number of studies have been undertaken in South Africa establishing
the reliability of the MBI-GS from a three-dimensional perspective. These studies, including
the Cronbach's Alpha scores in Exhaustion, Cynicism and Professional Efficacy, are:
Buitendach and Van Zyl (2004): 0,85, 0,70, 0,86; Campbell and Rothmann (2005): 0,85, 0,72,
0,68; Jackson and Rothmann (2005): 0,79,0,74,0,73; and Rothmann (2004): 0,80, 0,84, 0,84.

The Urrechr Work Engagement Scale (UWES) was constructed by Schaufeli, Salanova.
Gon-hlez-Roma, and Bakker (2002) and is used to measure the engagement of research
subjects. This scale comprises three subscales, namely vigour, dedication and absorption, but
for the purposes of this study, the focus was on vigour and dedication. The UWES is
conceptually considered as the opposite of burnout. It is scored on a seven-point fiequencp
rating scale, varying from 0 (never) to 6 (claily) and includes items such as "Time flies when I
am at work" and "My job inspires me". The alpha coefficients for the three subscates varied
betwecn 0, 68 and 0,9l. Based on the findings of Storm and Rothmann (2003), the MBI-GS
and UWES items have been mixed and combined into a single questionnaire comprising of 42
items. It is hoped that this would ensure a more valid response from subjects. Studies that
have found acceptable Cronbach's alpha scores as per the guideline of 0,70 (Nunnally &
Bzrnstein, 1994) for the three-dimensional work engagement scale in South Africa include:
Storm and Rothmann (2003): 0,78, 0,89, 0,78; Naudt (2003): 0,70, 0,83, 0,79; and Coetzer
and Rothmann (2006): 0,80,0,87,0,69 for Vigour, Dedication and Absorption respectively.
The Job Demands-Resources Scale (JDRS), which is referred to as perceptions of your job in
this study, is intcnded to measure job demands and job resources of the respondents. The
scale consists of 37 items. Various job demands and job resources in the civil service were
identified and measured on a six-point scale ranging from 1 (strongly disagree) to 6 (s~rongly
agree). The dimensions of this scale include working hours, workload, relationship with
supervisor, autonomy in thc job, opportunities, communication channels, remuneration and
career paths. The validity of the scale will be established. Jackson, Rothmann, and Van de
Vijver (2006) found alpha coefficient scores of 0,73, 0,88, 0,81 and 0,75 for overload,
organisational suppon, growth opponunities and advancement respectively.
The Health subscales of the ASSET (An Organizational Stress Screening Evaluation Tool)
werc developed by Canwright and Cooper (2002) to measure physical and psychological ill
health of their research subjects. The subscales in this study consist of 27 items, categorised
into two dimensions, namely Physical Health and Psychological Well-being, scored on a scale
ranging from 1 (never) to 4 (oflen). The Physical Health iterns focus on physical indicators of
stress and the subscales of Psychological Well-being are symptoms of stress-induced mental
ill health. Johnson and Cooper (2003) found a Guttman split-half reliability coefficient for the

Physical and Psychological Health dimensions of 0,74 and O,9 1 respectively. Jackson,
Rothmann, and Van de Vijver (2006) registered acceptable alpha scores of 0,82 and 0,90 for

Physical (ill) Health and Psychological (ill) Health respectively. Coetzcr and Rothmann
(2006) and Jackson and Rothnlann (2006) obtained alpha coefficient scores of 0,79 and 0,89
for Physical Health and Psychological Hcalth respectively while Jackson, Rothmann, and Van
de Vijver (2006) obtained scores of 0,82 and 0,90 for the respective scales.
e
consist of nine items, scored on a
The Organizational Commitmcnf subscales of f l ~ ASSET
scale ranging from 1 (srrongly disagree) to 6 (strongly agree). The items include items such
as "I feel valued and trusted by thc organisation" and "1 am proud of this organisation". These
items are meant to measurc a respondent's commitment to hisher department. Jackson,
Rothniann, and Van de Vijver (2006) registered an alpha score of 0,88 on organisational
commitment, Jackson and Rothmann (2006) recorded 0,83 while Buitendach and Moeletsi
(2004) obtained 0,84. Barkhuizen, Rothmann, and Van de Vijver (in press) carried out a
principal component analysis on the nine items of the organisational commitment subscale of
thc ASSET and found a one-factor solution that explained 55,5594 of the variance. The item
loadings of the factor varied from 0,55 to 0,87.
Statistical analysis
The main statistical package used in this study was the SPSS program (SPSS Inc., 2003).
Cronbach's alpha coefticients were used to assess the reliability of the measuring instruments
(Berenson & Levine, 1996; Clark & Watson, 1995; NoruSis, 1994), namely the MBI-GS,
UWES, Job Characteristics Scale, and the Health and Organisational Commitment
questionnaires. Descriptive statistics (e.g means, standard deviations, skewness and kurtosis)
were used to analyse the data.
Principal components extraction was firstly used to estimate the number of factors, presence
of outliers, the nlaximum portion of the variance present, and factorability of the correlation
matrices (Bemam, 2002). Principal factor extraction with varimax rotation was also
performed on the measuring instruments (MBI-GS, UWES, Job Demands-Resources Scale,
Health subscales, and Organisational Commitment subscales). The rotation of the reference
axes of the factor solution simplifies the factor structure, and helps achieve a more
meaningful and interpretable solution (Statistical Services, 1995; Statsoft, 2003). To
complement the abovc two methods, principal component analysis with a direct oblimin
rotation was used. This method allows factors to be correlated with each other (Bertram,

2002; Statistical Services, 1995). This method was used to extract the factor structure where
correlations higher than 0,30 were found (Storm & Rothmann, 2003).
The level of statistical significance was set at p 5 0,05. This, according to P.A.N.D.A (2002),
is the probability that you would find the answer you have (the difference in means) given
that the null hypothesis is true. Effect sizes were used to decide on the significance of the
findings. Pearson product-moment correlation coefficients were used to indicate rhc linear
relationships behveen the variables of interest (Burnout, Work Engagement, and the Job
Demands-Job Resources dimensions). A cut-off point of 0,30 (medium effect) (Cohen, 1988)
was set for the practical significance of the correlation coefficients.
Struclural equation modelling (SEIM) methods as implemented by AMOS (Arbuckle, 1999)
were used to test the factorial models for the MBI-GS and UWES, and to test a structural
model of work wellness.

RESULTS
Thc objectives of this study were firstly to establish the validity and internal consistency of
constructs in a model of work wellness, and secondly to test a structural mode! of the
relationship between job demands, job resources, burnout, engagement, ill health, and
organisational commitment. The third objective was to establish whether job demands could
lead to ill health via burnout, and job resources could lead to organisational commitment
through engagement.
Table 2 shows the descriptive statistics (mean, standard deviation, skewness) and Cronbach's
alpha coefficients of Exhaustion, Cynicism, Professional Efficacy, Cognitive Weariness,
Vigour, Dedication, Organisational Support, Growth, Advancement, Support, Demands,
Insecurity, Physical Ill Health, Psychological Unwell-being, Organisational Commitment and
Individual Commitment. The results in Table 2 show that all the scores on the subscales are
normally distributed except for Professional Efficacy and Individual Commitment.

Table 2

Descriprive Statistics and Cronbach 's Alpha CoeS/;ccienrsofrhe Measuring Insrr-uments

llcm

Mun

SD

Skcwncss

Kurtosis

a

Eshmsl~on

10.62

6.4 I

0.M

0.34

0.70

Vigour

23.00

7.5 1

4.76

0.1 I

0.78

lob dc~nnnds

203

4 -27

0.47

4 -02

0.75

Individual colnnrrtrnenl

17.64

4.91

420

1,Ol

0.87

Table 2 shows that Individual Commitment is positively skewed. The descriptive statistics in
Table 2 show that the Cronbach's alpha scores of O,7O to 0,90 for the various dimensions are
acceptable since they comply with the minimum guideline of 0,70, as set by Nunnally and
Bernstein ( I 994).
Furthermore, a factor analysis was carried out on the Job Demands-Resources Scalcs (JDRS).
The results appear in Table 3. Table 3 shows variables as they load on thcir respective factors
and communalities. The variables are grouped into their respective factor structures, and
arranged numerically in their factor structures to facilitate easy reference.
As can be seen from Table 3, the higher the factor loading and its corresponding (h2) score,
the better the factor structure. The high scores, suggest that the items were well captured
leaving no hidden items in the data. In all, six internally consistent factors were extracted. The
cut-off point for the inclusion of a variable for the interpretation of a factor was 0,4 1. Two of
the 48 variables did not load on any of the factors.

Table 3
Factor.Analyses of /he Job Demands-Resotmw Scule

Can you count anym%pwisW whmn F C ~ mS W
154
difficulties?
Do you get on wdl with your supervisor?
0,58
Do you fecl appreciated by your supcrvisot?
Do you know what your direct supervisor lhinks of your
(472
pcrformnnce?
Do you rcccivc suflicicnt infontlation on r l l c purpose of your work'? 0,62
Do you reurivc sufficient infonna~ionon thc result of your work?
0.77
Does your supcrvisor inform you how wcll you arc doing your
0,75
work?
Are you kept adequately up to datc about important ksucs in your
0.73
department?
Is the decision-makuig process ofyotu dcpartmcn! clear to you?
0,68
Arc you clear to whom you should dirccr specific problc~nsyou Itlay 0.61
have'?
Can you discuss work p r o b l ~ n awith yotu dircct supcnqisor?
0,71
Can you pmicipatc in dccisions about the nalurr: of your work?
Do you havc a direct influence on your dcparbncnt's decisions?
Docs your work makc sufkicnt dc~nandson all your skills arid
capacities?
Do you haw cnough variety in your work?
Docs your job offer you opportunities for pcrsonal g o w h and
0.27
dcvelop~ncnt?
Docs your job give you thc SccIing that you can achievc someltung? 0.28
D m your job o n i r you thc possibility of independent thought and
0,32
action'!
0,49
Do you have frccdoni in ciarying out your work?
Do you havc influenw in rhc planning of your work aclivilies?
Can you participalr in deciding whcn a job must be completed?
Do you know cxactIy what other people expect of you in your work? 0,27
Do you know exactly what your r c s p ~ ~ i b i l i t iare
e s and what you
arc not rcsponsiblc for?
Do you think your organisation pays a good salary?
Can you live cornfortably 011 your salary?
Do you ~hinkyou are paid enough for the work h a t you do?
Docs yow job on'er you tlrc possibility to progress hncidly'!
Does your orgiuiisation give you opportunities to follow training
caurscs?
Docs your job give you opportunities 10 be promoted?
Can you count on your cdleagucs when faccd with diflicultics III
your job?
If necessary, can you ask your colleague for help'?
Do you gel on well with your colleagues'!
Do you have conlac1 with collragucs as part of your work?
Can you have a chat with colleagues during working hours?
Do you find that you have enough contact with colleagues during
working hours?
Do you have LOO much work to do?
Do you work under time pressure?
Do you have 10 pay attention to too niany things at lhe siunc ~ i m ?
0,lO
Do you have 10 rcmcrnbcr many things in your work?

0.37

-,05

0,30

0,53

0,06

0.59

Table 3 (continued)

Factor Analyses of the Job Demands-Resources Scnle
Do you havc to remembrr many things in your work?
Are you confron~cdin your work will1 things that a t k t you
personally?
Do you h a w contact with difficult staff mc~nbersin your work?
Does your work pu1 you in cmotionatly upscning situations?
In your work, do you repeatedly haw to do thc same things?
Do you find rliat you do not h a w enough timc?(Delered)
Do you need 10 bc more securc that you will still have a job in a year's
hc?
Do you nced 10 be more sccurc that you will stil1 have your current job
ncxl year?
Do you need lo be more sccurc that you will have ~ h same
c
role ncxr

Factor I was labelled Org~nisationulSupport. Hems that loaded on this factor were in the
main variables that related to support from the supervisor and the organisation as a whole in
the form of receiving information on the job. being part of the decision-making process, and
getting cooperation from the supervisor.
The second factor was labelled Growth Opportunities and included variables such as
experiencing personal growth and development on the job and rcceiving feedback. The third
factor was labelled Advancement. The variables that loaded on this factor include progressing
financially, and opportunities for training and promotion.
The fourth factor was labelled Social Support and measured whether there was sufficient
support from colleagues at work. The fifth factor was labelled JOB demand.^ and measured
whether an individual had too much work to do, or had to pay attention lo too many things at
once. Tile sixth factor was labelled Job Insecurity. This factor measured whether the
individual perceived his or her job to be secure.
The product-moment correlation coeficients between the scales are presented in Table 4.
Table 4 shows that Eshaustion has statistically significant negative correlations (practically
significant, medium effect) with Vigour and Dedication respectively. Cynicism has
statistically significant negative correlations (practically significant, large effect) with both
Vigour and Dedication.

Job Demands have statistically significant positive correlations (practically significant,
medium effect) with Psychological Unwell-bcing. The various job resource variables
(organisational support, growtll, advancement, and social support) show 1he following
correlations with commitment: Organisational Support has a statistically significant positive
correlation (practically significant, large effect) with Organisational Commitment, but a
positive correlalion (medium effect) with Individual Commitment. Growth has a statistically
significant positive correlation (practically significant, large effect) with both Organisational
and Individual Commitment. Social Support has statistically significant positive correlations
(practically significant, medium effect) with both Organisational and Individual Commitment,
while Advancement has a positive correlation (medium effect) with Organisational
Commitment. Table 4 also shows the correlations between the burnout variables and the job
resource variables. Exhaustion shows a negative correlation (medium effect) with
Organisational Support, Growth and Social Support, while cynicism has a negative
correlation (medium effect) with Organisational Support and Growth.
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Table 4
Produci-Moment Currelaion CoefJcients between the Scnles

2 Cynicism

1 1. Physical

Ill Hcalrh

14. Individual

Conimit~nc
ni

p < * p < 0,05statistically significant

+ r > 0,30 practically significant (medium effect)
++ r > 0,50 practically significant (large effect)

Structural equation modelling (SEM) was used to tirstly test whether overload and lack of
resources would lead to burnout, which could in turn lead to i l l health, Secondly, it was used
to test whether resources would lead to engagement, which would in turn lead to
organisational commitment as illustrated in Figure 2. The proposed model, including the
hypothesised relationship, was tested with SEM analysis as iniplemented by Amos (Arbuckle,
1999). Three of the latent variables (Job resources, Wellness and Organisational
Commitment) were measured by at least two scales. For each of these dimensions a latent
variable was specified on which the corresponding scales loaded, thereby separating random
lneasurement error from true score variance. However, two of the scales, namely Job demands
and 111 health had a unifactorial structure. Therefore, a one-factor model was fitted for all
items belonging to the specific scales. It was then followed by separate indicators for each
scale by selecting items on the basis of their loading, alternating items with high and low
loadings. Hence, hvo items of parcels were created for overload, and three items of parcels
were created for ill health.
A structural model, including the hypothesised relationships, was tested in a path model. The

correlations are shown in Figure 2. The latent variables include Overload, consisting of two
observed variables, namely Distress or Burnout with hvo latent variables, namely E,xhaustion
and Cynicism. Ill Health consists of three observed variables, while Resources consist of
Organisational Support, Growth and Social Suppod. Engagement consists of two observed
variables, namely Vigour and Dedication, while Commitment consists of hvo observed
variables, namely Organisational Commitment and Individual Commitment.
The process continued by testing the hypothesised structural model for Overload, Resources
and Lack of resources by using structural equation modelling as implemented by Amos
(Arbuckle, 1999). A relatively strong correlation (r = 0,80) was found between burnout and
work engagement. Following the procedure of Jackson el al. (2006), it was decided to model
the covariance between burnout and work engagement by including a latent variable (a
dummy variable) called work welhess. The results revealed an acceptable model fit:
=190,27, x2/df=2,68; GFI= 0,88; CFI= 0,93; IF1 = 0,93; TLI =0,91; RMSEA =0,09.

x2

Figure I: Structural model of work wellness

As is evident in Figure I , the path fiom Job demands (Overload) to Burnout (Exhaustion and
Cynicism) is significant and positive. Furthermore, the path from Burnout to Ill health is also
statistically significant and positive. Figure 1 also shows a statistically significant and positive
path from Job resources (consisting of Organisational support, Growth opportunities and
Social support) to Wellness (i.e. low Burnout and high Work engagement). In addition, the
path from Wellness to Organisationa! commitment is statistically significant and positive. Job
resources predict 84% of the variance i.n Wellness (low Burnout and High Work engagement),
which in trun predicts 66% of the variance in Organisational commitment. High job demands
and low job resources predict 95% of the variance in Burnoul, which in turn predicts 27% of
the variance in Ill health.

DISCUSSION
The first objective of the study was to establish the reliability and validity of the constructs in
a model of work wellness, and secondly test a structural model of the relationship between job
demands-job resources, burnout, engagement, ill health, and organisational commitment.
The items of the Burnout and Work Engagement scales, [he Job Demands-Job Resources
Scales (JDRS), and the Health and Organisational Commitment subscales displayed very

acceptable Cronbach's alpha scores as shown in Table 2. The skewness and kurtosis scores
are also indicative of a general normal distribution. The JDRS dimensions as shown in Table

3 also display high factor loadings, and the product-moment correlation coefficients in Table
4 are evident of strong correlations between the Burnout, Work Engagcrnenr and JDRS

dimensions. The predictor variables in the multiple regressions also generally prediet the
various dependent variables of interest, while the structural equation modelling established
that overload and lack of job resources would lead to burnout and consequently to i l l heath,
while job resources would lead to cornn~itmentthrough engagement.
The second objective of the study is to test the relationship between job demands-job
resources, burnout, engagement, ill health, and commitment. Product moment correlations,
multiple regression analysis and structural modelling were used to reach this objective. Thc
following observations have been made in the study. Firstly, that experiencing unrealistic
deadlines and unmanageable workloads relate positively to psychological ill health (having
panic attacks and constant irritability), and negatively to commitment (feeling valued and
trusted by the organisat ion and being committed to the organisat ion). Secondly, having to face
unrealistic deadlines and unmanageable workloads tend to lead to exhaustion (feeling
enlotionally drained at work). It is also true that stressful situations where participants become
callous towards people arid finding it difficult to focus also lead to physical ill health.
Furthermore, burnout due to feeling emotionally drained at work, and finding it dirricult to
focus predict psychological ill health, and explain a considerable large percentage of civil
servants that experience panic attacks and constant irritability on their jobs. This finding
supports Hypothesis 1 that high job demands lead to ill health via burnout.
Job demands predicting burnout are in line with Schaufeli and Bakker's (2004) finding that
job demands may turn into job stressors when meeting those demands requires high effort,
and are thus associated with high costs that elicit negative responses like depression, anxiety
or burnout, which may consequently lead to physical and psychological ill health.
Furthermore, according to Hockey (l997), there is the energetic process in which extreme job
demands lead to exhaustion, and this process model of compensatory control links job
demands with health problems through burnout. The finding seems to suggest that public
scrvants who experience job demands would suffer burnout and experience ill l~ealthas is
evident in Table 5 and Figure I . It is evident from the literature review that public servants are
currently faced with very demanding work environments characterised by an incrcascd

workload, role conflicts, decreased job control, and rolc ambiguity (Low, Cravens, Grant, Rr
Moncrief. 2001). Civil servants from Mafikeng are no exception and therefore Ihe findings of
this study are significant in order to improve the work wellness of civil servants.
In the area ofjob resources, engagement, and commitment the findings are as follows: there is
a positive correlation between feeling strong and vigorous in one's work (a dimension of
work engagement) and receiving support from onc's boss and colleagues and being given
opportunities for growlh - all of which are all dimensions ofjob resources. Feeling strong and
vigorous in one's work showed a strong correlation with commitment. Devoting attention and
encrgy to work also showed a strong positive correlation with commitment.
The findings give support to Hypothesis 2 that job resourccs lead to organisational
commilment via engagement. The tindings are also in line with

may,

Gilson, and Haner's

(2004) finding that job resources tend to create psychological meaningfulness and safety for
employees, thus they tend to be engaged in their work. Furthermore, according to Jackson and
Rothsnann (2005), work engagement may be considered a precursor to organisational
commitment, because people who experience deep engagement in their jobs identify with
their organisations.
Siu (2002) observed that organisational commitment relate to most of the physical and
psychological outcomes among workers and to the moderating effects on the stressor-health
relationship. Siu (2002) is therefore of the vicw that the moderating effect of commitment
guards workers againsr the negative effect of work pressure, because it allows them to attach
direction and meaning to their work. Organisational commitment may also provide workers
with stability, and a feeling of belonging or the other way round (Siu, 2002). It could be
inferred that organisational commitment could moderate the experience of occupational stress
and burnout on health outcomes. In this study, the engagement and commitment variances are
the highest in the multiple regression analyses, which could support Siu's (2002) observation
that commitment has moderating effects on the stressor-health relationships. Movement in the
public service seems to be from one department to the other, which also confirms the
observation of Siu (2002) that commitment to the organisation also ensures stability. The
implication is that the availability of resources will lead to engagement and commitment of
employees.

Availability of resources on the job, such as support from the organisation, opportunities for
growth and social support have negative correlations with feeling exhausted. Furthermore,
having support from the organisat ion and opportunities for growth are negatively correlated
with cynicism. Barkhuizen, Rothmann, and Van de Vijver (in press) found correlations
between Exhaustion and Growth and Advancement, and Organisational Support. The finding
seems to indicate that given the current job resources of public servants, they are not likely to
suffer burnout and experience ill health because of burnout.
It has also been found that feeling exhausted and the experiencing energy and devotion are
negatively correlated. The feeling of cynicism also has negative correlations with both energy
and devotion to work. This finding supports Hypothesis 5 (H') that burnout is negatively
related to engagement. A number of studies confirm the above finding, namcly Maslach and
Leiter (1997), who found that burnout and work engagement will be strongly negatively
correlated. Jackson, Rothmann, and Van de Vijver (2006) and Coetzer and Rothrnann (2006)
confirm thc finding. The implication of this finding to the public service is that employees
who suffer burnout might not experience engagement on their jobs and would therefore not be
committed and possibly become unwell. The study found no correlations between job
resources and job demands, unlike the study by Schaufeli and Bakker (2004), while
Barkhuizen et al. (in press) found negative correlations between workload and organisational
support.
The results of the structural equarion modelling indicate that job demands and lack of job
resources would lead to burnout and consequently to ill health, while the availability of job
resources will lead to wellness and in turn to commitment. It is evident that burnout mediates
the relationship between job demands and ill health and therefore civil servants who
experience high job demands are likely to develop high levels of burnout, which could lead to
ill health. However, participants who have access to resources on the job would experience

wellness and consequently commitn~ent.
The study was not without its limitations. Firstly, the study was exclusively based on selfreport measures and was synchronic. Secondly, the low questionnaire return rate had a
significant effect on the proper representation of certain language groups. Orher limitations of
the study included the fact that the questionnaire was formulated in English and therefore
some of the respondents who were not English speaking could not understand all of the

questions. Furthermore, the questionnaire comprised too many items that could explain why
several questions were not answered. Although Figures 1 has arrows that presuppose
causation, the study could not establish causality since it is not a longitudinal study.

Thc study has established the Burnout, Work Engagement and Job Demands-Resources
dimensions, the Health subscale and the Organisational Commitment scale a s valid measuring
instruments and their use in similar future studies are recommended.
The study found that job demands could lead to burnout among civil servants. The aspects of
the job that were identified as stsessful and which will consequently lead to burnout include
working under timc pressure, repeatedly doing the same thing and having a too heavy
workload. It is therefore important that civil service management address these aspects. As
primary intervention. management should first be made aware o f the implications of job
demands on both the employee and the organisation as a whole so that management could
adopt a positive attitude to the management of this problem at the workplace. Management
should then assist employees from working under time pressure by helping employecs to
efficiently manage their time.
As a secondary intervention, departments should organise wellness days like what is
sometimes done by the department o f education, to intensify campaigns that will educate
employees on how to work smartly to avoid work related stress resulting from job demands.
Counselling could also be done on such occasions for affected victims. As a tertiary
intervention, management o f the civil service could consider job rotation for people who
could not get restored from the earlier interventions. Such employees could be moved to tasks
that are not done under time pressures and also have some variety. These interventions would
hclp minimise the relatively high levels of ill health among the sample o f civil servants
studied.
Civil service management should also respond to the lack of resources such a s not having
influence in planning one's work, lack o f opportunities to follow training and not having
support from colleagues. This' is especially significant since the study has found a strong

relationship behveen job resources and organisational commitment. As a primary
intervention, management should d o proper selection and placemcnt. People should be
properly matched with jobs that they have the requisite skills for. Usually, mismatch with job.
resulting in poor performance is often blamed on lack of resources.
As a secondary approach to this problem o f lack o f resources, management should d o proper
need analysis and train enlployees accordingly. Thus training should be scientifically
informed and not haphazard, where in some cases training and development tend to focus
mainly on the senior management at the expense of the middle and lower staff members, a s is
the case in the North West provincial civil service now. As much a s finance permits
employees at all levels should be given the relevant resources.
As a tertiary intervention, employees who d o not respond to the above interventions and still
show signs o f lack o f engagement and commitment should be subjected to counselling to
estabiisli whether their problems are work related o r not. In some instances, such problems
could have origins external to the organisation. They should be assisted accordingly, and in
very extreme cases could have their appointments terminated, because not committed workers
tend to be of very little use to the organisation in the long run.
A larger sample size is also recommended to make the study more representative and allow

for generalisations that are more valid. In conclusion, attention should be paid to the
translation of the measuring instruments into other South African languages.
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CHAPTER 5
CONCLUSIONS, LIMITATIONS AND REXOMMENDATTONS

The purpose of this chapter is to provide conclusions in respect of the findings from three
empirical studies regarding the work-related well-being of public servants in a South African
sample. The conclusiorls are based on the objectives of the three research ankles. The
limitations of the studies are also discussed and recommendations for the public service are
made. In addition, the specific outcomes of the study are presented.
5.1 CONCLUSIONS

The genenrl objective of this rescarch was to standardise the Maslach Burnout InventoryGeneral Survey (MBI-GS), the Utrecht Work Engagement Scale (UWES) and the ASSET
(An Organisational Stress Screening Tool) for civil servants based in Mafikeng, and to
develop a structural model of work wellness that explains whether job demands and lack of
resources will lead to burnout which will consequently lead to ill health, while job resources
will lead to commitment through work engagement.
The first objective of this study was to establish the reliability and validity of the MBI-GS for
civil servants based in Mafikeng. According to the literature review, burnout is a syndrome
comprising four dimensions, namely exhaustion, cynicism, reduced professional efficacy and
cognitive weariness. Exhaustion refers to emotional and physical fatigue and depletion,
profound depression, loss of energy, powerlessness, shod attention span, disgust, boredom,
and emotional withdrawal. Cynicism is associated with poor interpersonal relationships with
clients and colleagues, overreaction, intense hostility, poor co~nmunicationwith co-workers,
drop in tolerance level, and dehumanisation (regarding clients as objects). Reduced
professional efficacy refers to the feeling of being unable to meet clients' needs, and satisfy
essential ingredients of job performance, working harder, yet accomplishing less. The founh
dimension of burnout according to this study is cognitive weariness, which refers to not being
able to focus on one's job.
Structural equation modelling (SEM) methods, as implemented by AMOS (Arbuckle, 1999),
were used to test the factorial model for burnout. In this study, a founh subscale namely

cognitive weariness was added to the theoretical three-dimensional structure (Exhaustion,
Cynicism and Professional Ef'ficacy). The results showed that the four-factor model had more
improved indices as compared to the one-factor and the three-factor models. The study has
established that burnout seems to consist of all the following components: the exhaustion or
low activation component, self-effrcacy (the feeling of being unable to meet clients' needs)
component, identification or dedication component, and cognitive weariness (lack of
concentration) component. This conctusion has received support from Coetzee and Rothmann
(2004) and Jackson and Rothmann (2005).
Based on the generally acccptable descriptive statistics and alpha coefficient scores of the four
subscales, namely exhaustion, cynicism, professional ef'ficacy and cognitive weariness of thc
MBI-GS, the study concluded that the MBI-GS is a reliable and valid measuring instrument.
This conclusion indeed introduces a fourth acceptable dimension to the MBI-GS subscales.
The conclusion that all four subscales are reliable and valid is supported by studics such as
Coetzee and Rothmann (2004), Jackson and Rothmann (2005), and Salanova and Schaufeli
(2000).
The second objective of the study was to assess the reliability and validity of the Utrecht
Work Engagement Scale (UWES) for a sample of Mafikeng civil servants in the North West
Province of South Africa. Work engagement has been defined as an energetic state in which
an employee is dedicated to excellent performance at work, and is confident of his or her
effectiveness (Schutte, Toppinen, Kalimo, & Schaufeli, 2000). Schaufeli, Salanova,
Gonzalez-Roma, & Bakker (2002), in a similar vein, defined work engagement as a positive,
fulfilling and work-related srate of mind that is characterised by vigour, dedication and
absorption. Like Schaufeli et al. (2002), and Storm and Rothmann (2003b), this study
confirmed the validity and reliability of the UWES. The definition of work engagement
suggested that an engaged worker would develop high levels of energy and a sense of
attachment and dedication to work, and even express a cognitive dimension like flow, a view
shared by Csikzentmihalyi (1990).
Structural equation modelling (SEM) methods were used to test the factorial model of the
UWES. The study found a two-factor model, consisting of vigour and dedication with high
alpha coefficients more acceptable than both the one-factor and the three-factor structures.
Items 9 ("1 feel happy when I am engrossed in my work"), 1 1 ("1 am immersed in my work"),

14 ("I get carried away by my work") and 15 ("1 am very resilient mentally in my work")
were deleted, and Item 1 correlated with ltem 2 and Item 7 with ltem 17 in order to get a good

fit of model to the data. This finding could possibly be due to the semantic problems
concerning the interpretation of the items by the various language groups. The study of NaudC
and Rothrnann (2004), like this study, found two factors labelled vigour/dedication and
absorption with acceptable coefficient alpha scores. The study thus concluded that
engagement is a two-dimensional structure. The study emphasised thc energy and dedication
components of engagement, and seems to suggest that a highly energised worker becomes
dedicated or attached to his or her work; hence, the cognitive dimension of absorption could
be argued as an integral aspect of dedication.
The third objective was to determine the similarities between burnout and work engagement
based on the assertion that work engagement is theoretically viewed as the opposite end of the
continuum from burnout. Schaufeli and Bakker (2004) are of the view that because of their
antithetical or opposing nature they are negatively related. Firstly, a Principal Component
Analysis (PCA) with oblimin rotation was done on the various subscales of burnout and work
engagement. Component 1 produced high loadings on Professional Efficacy, Vigour and
Dedication that explained the variability of work engagement.
In component 2, high loadings were foi~nd on Exhaustion, Cynicism and Cognitive
Weariness. These variables explained the dynamics in burnout. The two correlated factors of
burnout and engagement were then extracted resulting in a high negative correlation. The
empirical study also showed negative correlations between exhaustion, cynicism and
cognitive weariness on the one hand and vigour and dedication on the other hand.
Furthermore, the structural equation modelling showed a negative correlation of (r = -0,80)
between burnout and engagement. The conclusion therefore is that burnout is negatively
correlated with engagement. The strong correlation found between burnout and engagement
confirmed the assertion that these bvo elements form the basic structure of well-being at work
with burnout representing negative affective well-being, and work engagement representing
positive well-being (Nelson & Simmons, 2003). Much as this shong correlation between
burnout and engagement seems to raise the question whether they are not the same, it tends to
confirm the widely held view that work engagement can be distinguished, but not divorced
from burnout in terms of its structure and operationalisation.

The fourth objective of this study was to determine the reliability of the ASSET (An
Organisational Stress Screening Tool) as a measuring instrument of occupational stress for
civil servanls. Based on the alpha coeficients, it was concluded that the ASSET is a reliable
and valid measuring instrument for stress of civil servants. This conclusion has received
support from Coetzer and Rothmann (2006) who found in their study that the ASSET is an
internally consistent and valid measuring instrumcnt of occupational stress.
The fifth objective of the study was to determine the stressors, moderators and outcomes, and
the levels of stress among the civil servants in question. The study found among others
relations at work, overload, lack of resources/communication, and control as the perceived
sources of stress for the civil servants studied. Stress due to relations at work, overload and
lack of resources/communications arc the highest sources of stress for the civil servants.
Literature indeed confirms that civil servants largely suffer from work overload since all the
government priorities are supposed to be implemented by the civil service. Despite this
enormous challenge that the service faces, it is widely known that a sizable proportion of civil
scrvants do not have the corresponding resources to meet the challenge or work overload.
Coupled with the lack of resources are the poor work relationships which some of these civil
servants have to live with each day at work. The study therefore seems to be confirming what
is pertaining in the civil service when it concluded that the work relationships, overload and
lack of resources/communication are the highest sources of stress for the sampled civil
servants.
Furthermore, it is also concluded that the sample of civil servants perceived insecurity and
work-life balance as less stressful. Arguments can be advanced for these conclusions. Firstly,
as already explained in the study, civil servants generally feel secure about their jobs because
of the labour laws that sufficiently protect tfiem against any arbitrary dismissal or injustice.
The second reason is the government's own commitment to provide employment to majority
of its citizens.
The sixth objective of the study was to examine the relationship behveen burnout, work
engagement, occupational stress and the various biographical characteristics such as age,
gender, length of service, marital status, race, and educational level. MANOVA analyses were
done to determine the relationship between burnout and the various biographical
characteristics. The Wilks' Lambda scores revealed that there were no statistically significant

differences between burnout and any of the said biographical characteristics of the Mafikeng
civil servants. This conclusion is, however, contrary to studies such as Byrne ( 1 993), Jackson
and Rothrnann (2005), and Schaufeli and Enzmann (1998), which found statistically
significant differences between burnout and the biographical characteristics of their
respondents. The inability of the study to establish statistical differences between burnout and
the biographical variables is very difficult to conjecture. However, it is possible that this could
be due to the small sample size and the gcneral problem of a number of respondents not
correctly interpreting the questions, which meant that they were nor able to provide the
expected response. For example, the studies of Coerzee and Rothmann (2004) and Jackson
and Rothmann (2005) did not find any statistically significant gender differences between the
independent variables in their studies. This finding and conclusion of this study should
therefore not be seen as irregular.
The n~ultivariateanalysis of variance followed by the Wilks' Lambda tests revealed that there
were no statistically significant differences between work engagement and any of the
biographical characteristics of the sample of Mafikeng civil servants. This conclusion is
contrary to most of the studies in the literatu~e,which concluded that there were statistically
significant differences between work engagement and the biographical characteristics of the
respondents studied. Similar to the case of the burnout, it is very difficult to explain why no
statistically significant diffcrences were found between work engagement and any of the
biographical variables. This could be explained by !he relative small sample size, as well as
the probtem of understanding the terminologies in the questionnaire. The work engagement
subscale had even more ambivalent terms than thc burnout measuring instrument.
The Wilks' Lambda scores revealed that there were no statistically significant differences
between the stressor dimensions (security, overload, work relation) and any of' the said
biographical variables of the Mafikeng civil servants. The conclusion therefore is that level of
stress according to this study does not vary in relation to the biographical variables in the
sample of civil servants. As already explained, it is difficult to explain why there were no
statistically sipificant differences between the stressor variables and the biographical
variables. This could possibjy be due to the small sample size or the relatively poor
interpretation of some of the concepts in the questionnaire.

The seventh objective was to determine whether occupational strcss would predict ill health
and a lack of organisational commitment. We concluded that psychological (un)well-being is
the rnajor strain outcome of stress for the civil servants under study, followed by physical ill
health. Coetzer and Rolhlnann (2006) also found physical and psychological ill health to be
the rnajor outcomes of stress for their respondents. This conclusion seems to confirm what is
currently happening ar the workplace. Rccently there havc been many reported cases of
employees suffering from psychological ill health who have to be referred to the EAP unit in
government for assistance. A scrutiny of sick leave records in certain government departrncnts

again go to confirm the conclusion of this study that psychological and physical ill health is
prevalent among the civil servants studied. It might also be important to recap part of the
literature to confirm this conclusion. In South Africa, several organisations like Eskom, the
Chamkr of Mines. Iscor, Nedbank and the Civil Service have introduced Employee
Assistance Programmes as a dircct attempt to reduce the negative effects of occupational
strcss (Olwagen, 1993).
Stress due to lack of resources/communication were statistically significant predictors of
physical ill health, stress due to security and aspects of the job predicted psychological
(un)well-being, having control on one's job predicted organisational commitment, and being
secured predicted individual commitment. The study concluded that the percentage of ill
health among the civil servants as a result of lack of resources, insecurity and aspects of the
job was alarmingly high.
Lack of resources predicted ill health among the sample of civil servants, and this seem to be

in line with what is prevailing within the civil service. As already explained, the lack of
resources in the facc of tremendous work load tends to put civil servants under tremendous
stress which then justifies the conclusion that lack of resources predicts physical ill health.
Aspects of the job and security predicted psychological (un)well-being. Aspects of the job, for
example remaining in the same job for the next five to 10 years, according to the sten scores,
are also perceived by the sampled civil servants as a little stressful. As a result, the conclusion
that aspects of the job predict psychological ill health reflects the experiences of the sampled
civil servants. However, the finding that security predicts psychological ill health seems to
cont-radict the perception of the civil servants studied because the sten score on security is the
lowest, which therefore indicates that the respondents did not perceive security as a source of
stress. Furthermore, since aspects of the job and security jointly predicted psychological ill

health it would be difficult to determine effectively which proportion of the two predicted
psychological ill health.
Having little control over many aspects of the job, and not bcing involved in decisions
affcctirig one's job predicted organisational commitment. Since the sten scorc registered on
control can be described as moderately low, it is therefore not unlikely that control can predict
organisational commitment. Despite the fact that control is one of the perceived sources of
stress in relation to the sten scores obtained empirically, it needs be emphasised that
considering the range of 1 to 10 on the stress scale, control is indeed moderately low.
Furthermore, security predicted individual commitment. Security was listed by thc civil
servants under study as the least perceived source of stress. Hence, this prediction is indeed a
true reflection of what pertains among the civil servants studied.
The eight objectivc was to determine whether organisational com~ni
tment would moderate the
effcct of occupational stress on the ill health of the civil servants studied. The results showed
that occupational stress had main effects on organisational commitment. However, no
evidence for moderating effects were found. The individual commitment and organisational
commitment dimensions comparatively registered relatively higher sten scores, which is
suggestive of strong commitment, which might have been responsible for the relatively low
scores registered on the majority of the stressors. Hence, the conclusion is drawn that
organisational commitment moderates the effect of occupational stress on the health of the
sample of civil servants.
The ninth objective was to test a structural model of work-related well-being for civil
servants. Work wellness in this study consisted of burnout (exhaustion and cynicism) and
engagement (vigour and dedication). The Job Demands-Resources scales were subjected to a
factor analysis and the results showed very high factor loadings. Six factor structures emerged
afler the analysis. Through product-moment correlation coefficients correlations were found
between job demands, physical ill health and psychological (un)well-being, and through
multiple regression analysis job demands predicted exhaustion, cynicism and cognitive
weariness, all of which are dimensions of burnout. Through structural equation modelling the
study further found that job demands and lack of job resources could lead to ill health via
burnout. Based upon these empirical findings it was concluded that job demands would

predict ill health through burnout. Psychological (un)well-being and physical i l l health are
the results of burnout, contend (Hockey, 1997; Maslach Rt Leiter, 1997).
The job resources dimensions like organisational support, and growth and advancement
correlated negatively with the burnout dimensions of exhaustion, cynicism and cognitive

weariness in a product-moment correlation analysis. The SEM methods also confirmed that
lack of job resources would lead to burnout. Based on these empirical findings the study
concluded that job resources are negatively correlated with burnout, a view shared by Coetzer
and Rothnlann (2006). Another relationship found in the study was that job resources could
lead to organisational commitment through engagement (Schaufeli & Bakker, 2004). This
relationship was evident in the positive correlations that were found between all the job
resources dimensions (support from the organisation, support from colleagues, opportunities
for promotions and advancement), and organisational commitment and commitment from the
individual. Furthermore, opportunities for growth, advancement and support predicted
professional eficacy, while growth and advancement predicted vigour and dedication, and the
structural equation modelling methods confirmed that job resources would lcad to
commitment through engagement.
Thc study also concluded that burnout and engagement could be predicted by job demands
and job resources respectively (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001). Job
demands were statistically significant predictors of e,xhaustion, cynicism and cognirive
weariness, while opportunity for growth and advancement predicted vigour and dedication.
SEM methods confirmed the multiple regression analysis that job demands lead to burnout for
the path of coefficient from job demands to burnout is significant. Job resources according to

SEM predicted engagement, where the path of coeficient from resources to engagement was
significant.
The structural model of work wellness in this study seems to sustain the COBE model of
Schaufeli and Bakker (2004), which presumes two psychological processes: the energetic and
rhe motivational processes. The energetic process associates job demands with ill health via
burnout, because job demands tend to lead to exhaustion and cynicism. The motivational
process links job resources with organisational outcomes through engagement since job
resources tend to be responsible for lower levels of exhaustion and cynicism, and enhance
work engagement.

5.2 LI.MITATIONS OF THE STUDY
The first limitation of the study concerns the low return rate, which resulted in the small
sample site. This led to the under representation of some of the racial groups. As a result, the
study could not offer any meaningful comparison between the various racial groups in the
sample. The study sample comprised predominantly black Africans.
The second limitation was the cross-sectional design used in the study. Since it was not a
longitudinal study, structural cquation modelling was used and as a result causality could not
be established. For example, the study could not establish causality between job demands and
ill health, nor between lack of resources and ill health. Rare conditions cannot efficiently be

studied using cross-sectional studies (Mann, 20031, because even in large samples there may
for example be no one suffering from stress. Confounding variables may be unequally
distributed, group sizes may be unequal, and cross-sectional studies are susceptible to
Neyman bias.
Despite thcse disadvantages of cross-sectional studies, there are ceminly a number of
advantages. For instance, they can be used to determine prevalence, i.e. they can be used to
study the number of cases in a population at a given point in time. For example, the study was
able to measure stress, burnout and level of engagement of a respondent at a given time.
Although cross-sectional studies cannot establish causality, they can infer causation. In this
type of study only one group is used througbout and data are collected only once. However,
m~~ltiple
outcomes can be studied and therefore this type of study is relatively cheap. Another
advantage of such studies is that subjects are not deliberately exposcd, treated or not treated
and hence cross-sectional studies are said to be more ethical.
Thirdly, the long time-span it took to administer and return the measuring instruments could
have affected the reliability of the responses, especially in instances where the period spanned
structural changes that took place in certain government departments.
The fourth limitation concerns the problem of understanding the phraseology of the items,
especially due to the varying levels of education. English was the meta-language while the
majority of the respondents were black Africans. This explains why some items were not well
interpreted and well answered, and why some items were deleted.

The measuring instrument as a whole contained roo many items. Therefore, some participants
were discouraged from completing it while others simply did not have enough lime to go
through the entire questionnaire and returned it partly uncompleted which undoubtedly
afftcted the outcome of the study.
Another notable limitation was that some participants were afraid to complete the
questionnaires, despite all the assurances of confidentiality. This attitude on the part of some
respondents was also a contributory factor to the relatively low questionnaire return rate,
5.3 RECOMMENDATIONS

Recommendations in respect of the govcrnment departments under study as well as
recon~mendationsfor future research are made in this section.
5.3.1 Recon~mendationsfor the organisation

It is important to mention that the findings in a study of this type can only become meaningful
if management understands and upholds the findings. It will therefore be important that
management understands the whole concept of wellness (burnout and engagement). The
workforce as a whole should be able to identify elements that cause burnout and those that
minimise it.
According to the literature, one of the problems in organisations is the wall of silence and
denial about stress, and the little or no leadership attention to the problem of stress (Entec
Corporation, 2004). It is therefore recommended that as a start, management be educated on
the existence of stress and burnout at the workplace, and the toll that strcss and burnout take
on both the human and material resources of the organisation.
From this study, for example, job demands have been identified as one of the factors that
predict stress and possibly burnout. To address the problem of job demands, management
would have to do the following interventions: as a primary intervention management should
develop effective job descriptions so that workers would have clear ideas about their jobs.
They should further be assisted by management to do time management. This would help
civil servants to manage their schedules properly hence minimise the problem of meeting

unrealistic deadlines. it is important not to overload individual workers. Management should
assist their staff with time management so that work could be well distributed to nvoid shon
time frames for service delivery. Availability of resources has theoretically and empirically
been found to enhance work engagement. Therefore, to keep civil servants engaged, it would
be necessary ro continuously keep them well resourced. Should management succeed in
putting these recommendations in place, it would minimise the level of stress and burnout
among the sample of civil servants studied.
The findings revealed that psychological (un)well-being is perceived as a major stress
outcome (strain) among the sample of civil servants studied. Furthermore, one of the
consequences of stress and burnout according to the literature is dle toll it takes on the human
resources of the organisation in the form of psychological ill health. The vast majority of
previous studies have also focused on psychological dysfunction and unwell-being.
The study further established that the predictors of psychological (un)well-being among civil
servants are security and aspects of the job. Management must therefore attempt to make the
civil servants feel secure in their jobs by continuously training them so that they do not feel
their skills might become redundant, and also making sure that people do not remain too long
in temporary positions. Additionally, management should also improve upon certain
characteristics of the job such as making the physical working conditions favourable, avoiding
dull and repetitive work, and also making sure that people do not do the same work for too
long. Minimising feelings of insecurity and improving upon the aspects of the job would help
bring down the high incidence of psychological ill health among the sample of civil servants.
This study would certainly have helped in bringing about a shift of emphasis from ill health to
the well-being of the individual. These approaches could be termed primary interventions.
Despite the relatively high sten scores on psychological well-being, the stressor variables had
low scores, indicating that stress, and for that matter burnout levels, among the civil servants
were not perturbing. The observation from this study is that the Individual Employee
Commitment was highest, followed by Organisational Commitment. These variables could
have had moderating effects on the stressors. The study found a strong positive correlation
between Vigour, Dedication (Engagement) and Cornmirtnent, while Engagement is predicted
by Advancement, Social Support and Growth. The findings therefore seem to suggest that for
management to keep their staff engaged and committed, they should pursue practices or

primary interventions that would enhance advancement (opportunity for promotion; paying
good salary; possibility to progress financially), social support (getting on well with
colleagues; having enough contact with colleagues) and growth (opportunilies for growth and
development; feeling of achievement) at the workplace. By pursuing these practices,
management will take an important step in focusing on the psychological health and wellbeing of the individual.
Furthermore, for government to promote the wellness of public servants at all levels, it might
be important to pursue the following primary inter\ientions. Firstly, qualified professionals
should be enlployed to rendcr appropriate services across the entire public service

- people

should not just be hand picked to perform this important function. Additionally, management
should encourage staff to adopt acceptable lifestyles, team building exercises, sharing of
information on the job, and further assisting them to properly manage their finances so that
they do not fall prey to money lenders who tend to cause them financial stress which tends to
impact on heir work.
There should also bc improved facilities like ofice accommodation, equipment and transport
for wellness practitioners. Presently, these units in most departments have been given very
little support hence the units are ill equipped and even under staffed. A classic example was
the case of the ill-equipped wellness unit in the department of education of the North West
province, which was seriously overstretched when they had to counsel the learners and
families of the thirteen educators who were killed in a car accident during July 2006.
As a secondary intervention, awareness campaigns should be carried out to educate
employees on the symptoms of stress, burnout and other occupational diseases. These
campaigns could take the form of outreach programmes whereby Voluntary Counselling and
Testing (VCT) sites could be located in various chief directorates, districts and regions. These
VCT sites could be used to distribute promotional materials on stress, burnout, HIV and
AIDS. The sites could also assist in campaigning and marketing of wellness programmes.
Additionally, private and confidential consulting rooms should be located in all departments
or at the VCT sites, as is already happening in some government departments. These rooms
should bc utilised to attend to those employees who are showing signs of stress.

As a leniary intervention, government might remove workers who suffer severe stress from
their current positions and re-appoint them in less stressful jobs. In addition, special filnds
could be made available to assist such employees in receiving good medical treatment.
5.3.2 Reconinrendations for future research

In spite of the limitarions of the study, the findings may have very important implications for
future research and application. The long and verbose questionnaires used in this study
affected the response rate negatively, which explains the relatively small sample size. A
number of questionnaires were only partially completed and several wcre not returned. It is
therefore recommended that hture research should take cognisance of this problem by
reducing the number of items to a more acceptable number. This would enable respondents to
complete the questionnaire much faster.
A number of respondents had problems with understanding some of the items. This might be
due to the fact that the entire questionnaire was in English while respondents included
Indians, Afrikaners and predominantly Africans of various ethnic backgrounds. This problem
explains the deletion of certain items especially in the case of the UWES. Future studies
should therefore not replicate this probtem.
The lack of valid and reliable instruments for measuring stress, burnout and engagement
among civil servants has been a problem. The study bas confirmed the MBI-GS, UWES and
the ASSET as reliable measuring instruments for use among civil servants. In the case of the
MBI-GS, Item I3 was removed. It is recommended that Items 9, 1 1, 14 and 15 of the UWES
be removed or translated into the native languages of the respondents in a future study. It is
recommended that the psychometric dimensions of the ASSET be further tested among civil
servants. Although, after the addition of some items, the study found that the M I - G S is a
four-factor structure and the UWES is a two-factor structure, it is important that funher
investigations be done to validate these findings because the factors still showed some
evidence of misfit.
The absence of a longitudinal study in this field of study remains a problem. Due to time
constraints, the design of the study was synchronic, which, according to Demerouti, Baker,
Nachreiner, & Schaufeli (2000), prevents more complex forms of non-recursive linkages from

being examined. The present study could not therefore resolve this problem. lr is
recommended that a longitudinal study be used in future rcsearch. The present study is also
based on self-report measures, which, according to Spector and Jex (1991), leaves room for
such data to be contaminated by common method variance, because both the dependent and
independent variables tend to rely upon only the information from the respondcnts. Therefore,
it is recommended that fhture studies should not depend solely on self-reporl measures. but

that rather appropriate designs should be considered alongside.
Another problem has been the lack of systematic studies into thc levels of stress, burnout and
engagement with biographical variables like age. gender, and lengh of service in the civil
service. This study found that there are no statistical significant differences between stress,
burnout and engagement variables and the biographical variables of lhe sample of civil
servants. Because this is one of the f e studies
~ ~ in this field of study on civil servants in South
Africa, it is recommended that future studies should delve into this problem with even larger
samples.
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