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The aim of this research was to use the Job Demands-Resources model as a theoretical framework to test a structural model which included
job characteristics, burnout, and ill-health for primary school educators in the North West Province. A cross-sectional survey design was
used. Stratified random samples (n = 646) were taken of primary school educators in the North West Province. The Maslach Burnout
Inventory–General Survey, the Job Characteristics Inventory, and the Health sub-scale of an Organisational Stress Screening Evaluation
Tool (ASSET) were administered. Structural equation modelling showed that job demands and a lack of job resources contributed to
ill-health through burnout, indicating that burnout mediated between job characteristics and ill-health. 

Introduction
Educator burnout is a much talked of phenomenon because the tea-
ching profession is generally regarded as a highly stressful profession
(Pines, 2002; Whitehead, Ryba & O'Driscoll, 2000). A number of
studies on burnout and stress have been conducted in the teaching
profession in various countries such as the USA (Farber, 1984), the
United Kingdom (Kyriacou & Pratt, 1985), Australia (Sarros & Sarros,
1992), Canada (Burke & Greenglass, 1993), and South Africa (Jack-
son & Rothmann, submitted 2004; Niehaus, Myburgh & Kok, 1996;
Pretorius, 1993; Van den Berg, 2004; Van der Linde, Van der West-
huizen & Wissing, 1999). Within the South African context, as a result
of current political and social changes and the influence of these chan-
ges on education structures, very high demands are being placed on
educators. Apart from broad changes such as affirmative action, de-
mocracy, diversity, retrenchment and redeployment of educators, some
of the more specific changes that educators have experienced include
the transition from nineteen departments of education to one national
and nine provincial departments of education, as well as the change
from monocultural schools to multicultural schools (Myburgh & Pog-
genpoel, 2002). 

Apart from the pressures of a changing country, teaching is in
itself an incredibly demanding occupation. Various characteristics of
the teaching profession and organisation place increasing stress on
educators, leading to burnout and ill-health. These demands include an
increasing workload, too many pupils in a class, an unsatisfactory
classroom climate, various and competing tasks to complete, low de-
cision-making powers, little support from colleagues, low salaries and
also specific factors in the work situation, such as a lack of classroom
discipline, routine, tension within the school, a lack of acknowledge-
ment and support for what is being accomplished and a lack of mate-
rial aids to accomplish tasks efficiently (Hammann, 1990; Huberman,
1993; Jacobs, 2002; McDonald & Van der Linde, 1993; Naido, 2005;
Van der Westhuizen, Wissing & Hillebrand, 1992; Van den Berg,
2004). All these negative factors can lead to burnout and eventually
ill-health (Maslach, 2000; Mestry, 1999).

According to Cordes and Dougherty (1993) and Schaufeli and
Enzmann (1998), burnout develops as a reaction to particular job
characteristics. Job characteristics are stressors which are associated
with the performance of specific tasks that make up an individual's job
(Kahn & Byosiere, 1990). These include the level of job complexity,
the variety of tasks performed, the amount of discretion and control
that individuals have over the pace and timing of their work, and the
physical environment in which the work is performed. It is therefore
important to investigate the relationship between job characteristics
and burnout. According to Maslach, Schaufeli and Leiter (2001), burn-
out could also be an important mediator with various outcomes, one
of them being ill-health. Because the relationship between burnout and
poor health is a central tenet of health psychology, and because this
relationship is the underlying rationale for all sorts of wellness pro-
grammes and interventions in the workplace (Maslach, 2001), it is also
important to investigate the relationship between burnout and ill-
health.

Burnout, job characteristics and health
In the helping professions, burnout describes the condition of physical
and emotional exhaustion, as well as the associated negative attitudes
resulting from the intense interaction in working with people (Bakker,
Schaufeli, Sixma & Bosveld, 2001). The Maslach Burnout Inventory
– Human Services Survey (MBI-HSS) (Maslach & Jackson, 1986) has
been used to measure burnout in the human service sector. Maslach
and Jackson (1986) conceptualised burnout as encompassing the com-
ponents of emotional exhaustion, depersonalisation, and reduced per-
sonal accomplishment. However, Schaufeli, Martinez, Pinto, Salanova
and Bakker (2002) explain that burnout is no longer restricted to the
caring professions, and that all types of professions and occupational
groups can experience burnout. Schaufeli, Leiter, Maslach and Jackson
(1996) recently developed the Maslach Burnout Inventory–General
Survey (MBI-GS), which is an adapted version of the Maslach Burn-
out Inventory (MBI) for use outside human services. It measures three
dimensions, namely, exhaustion, cynicism and a lack of professional
efficacy. Contrary to the MBI-HSS, the exhaustion items of the MBI-
GS are generic; they refer to fatigue, but without direct reference to
people as the source of those feelings, as in the MBI-emotional ex-
haustion subscale. Cynicism reflects indifference or a distant attitude
towards one's work in general. Unlike previous versions, the MBI-GS
items refer to work itself rather than to recipients of one's service or
personal relationships at work. Professional efficacy has a broader
scope than personal accomplishment as measured by the MBI-HSS. It
encompasses both social and non-social accomplishments at work.
High scores on exhaustion and cynicism and low scores on profes-
sional efficacy are indicative of burnout. 

According to Schaufeli (2003) one can argue that exhaustion and
mental distancing (cynicism and depersonalisation) constitute the two
key aspects of burnout. Exhaustion refers to the fact that the employee
is incapable of performing as all energy has been drained, whereas
mental distancing indicates that the employee is no longer willing to
perform because of an increased intolerance of any effort. Mental
distancing — or psychological withdrawal from the task — can be
seen as an adaptive mechanism to cope with excessive job demands
and resulting feelings of exhaustion (Maslach et al., 2001). However,
when this coping strategy becomes a habitual pattern — as in cynicism
or depersonalisation — the person concerned becomes dysfunctional
because it disrupts adequate task performance. In their turn, job de-
mands and exhaustion are further increased so that the vicious circle
is completed. 

Essentially, incapacity and unwillingness to perform are consider-
ed as two sides of the same coin (Schaufeli, 2003). Empirical findings
also point to the central role of exhaustion and mental distancing as
opposed to the third component, lack of professional efficacy. First,
relatively low correlations of professional efficacy are observed with
exhaustion and cynicism, whereas these two burnout dimensions are
correlated relatively strongly (Lee & Ashforth, 1996). In  similar vein,
both "core of burnout" factors sometimes collapse into one factor
(Green, Walkey & Taylor, 1991). Second, it seems that cynicism deve-
lops in response to exhaustion, whereas professional efficacy appears
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Figure 1 The hypothesised structural model of job characteristics, burnout and ill-health

to develop independently and in parallel with it (Leiter, 1993). Third,
professional efficacy is the weakest burnout dimension in terms of
significant relationships with other variables (Lee & Ashforth, 1996).
Moreover, several researchers have argued that professional efficacy
reflects a personality characteristic rather than a genuine burnout
component (Shirom, 1989; Cordes & Dougherty, 1993). 

According to many researchers, ill-health is a critical outcome of
burnout (Leiter & Maslach, 2000; Schaufeli & Buunk, 2002; Schaufeli
& Enzmann, 1998). According to Maslach (2001), the causal relation-
ship between burnout and health is considered to be a true fact in most
stress research that has looked at the impact of the stress experience on
physical symptoms and disease (e.g. coronary heart disease), and on
health-impairing behaviours (e.g. smoking and alcohol abuse). There
is evidence in the literature which consistently links occupational
stress and burnout with physical and psychological ill-health. Heart
disease, ulcers, some forms of cancer, allergies, migraine, back prob-
lems, depression and an increased frequency of minor ailments such
as colds and flu have been associated with stress and burnout (Ho,
1997; Ryff & Singer, 1998; Sethi & Schuler, 1990). In their study of
burnout in a higher education institution in South Africa, Barkhuizen,
Rothmann and Tytherleigh (2004) found that exhaustion was related
to health problems. According to Maslach et al. (2001), perceived
stressors lead to emotional reactions, which in turn lead to ill-health.
Jackson, Rothmann and Van de Vijver (submitted 2004) also found a
relationship between burnout and ill-health in a sample of educators.

Burnout is an individual experience that is specific to the work
context (Maslach et al., 2001). Various possible causes of burnout
have been investigated, such as individual characteristics, which in-
clude demographic characteristics, personality characteristics and job
attitudes (Maslach et al., 2001). Other situational factors have also
been researched as possible causes of burnout, such as occupational
characteristics and organisational characteristics. Recently job charac-
teristics have also been identified as influencing burnout (Maslach et
al., 2001; Schaufeli & Buunk, 2002). 

To test the relationship between job characteristics and burnout,
Demerouti, Bakker, Nachreiner and Schaufeli (2001) developed the
Job Demands–Resources (JD-R) model of burnout. A central propo-
sition of the JD-R model is that, although every occupation may have
its own specific job characteristics, it is still possible to model these
characteristics in two broad categories, job demands and job resources.
Job demands refer to those physical, psychological, social or organi-
sational aspects of the job that require sustained physical and/or psy-
chological (cognitive and emotional) effort and which are therefore
associated with certain physiological and/or psychological costs. Ex-
amples are a high work pressure, role overload, emotional demands,
and poor environmental conditions. Job resources refer to those phy-
sical, psychological, social or organisational aspects of the job that (1)
are functional in achieving work goals; (2) reduce job demands and the
associated physiological and psychological costs; or (3) stimulate
personal growth and development. Resources may be located in the
task itself (e.g. performance feedback, skill variety, task significance,
task identity, autonomy) (cf. Hackman & Oldham, 1976), as well as in
the context of the task, for instance organisational resources (e.g.

career opportunities, job security, salary) and social resources (e.g.
supervisor and co-worker support, and team climate). According to
Schaufeli and Bakker (2004), job resources may play either a task mo-
tivational role (by fostering the employee's growth, learning and deve-
lopment), or they may play an extrinsic motivational role (by being
instrumental in achieving work goals). A second assumption in the
JD-R model is that job characteristics may evoke two different proces-
ses. First, high job demands may exhaust employees' mental and physi-
cal resources and may therefore lead to burnout and health problems
(e.g. Demerouti et al., 2001; Lee & Ashforth, 1996; Leiter, 1993). Se-
cond, poor or missing job resources preclude actual goal accomplish-
ment, which is likely to cause failure and frustration. 

Based on the assumptions of the JD-R model, it appears that job
characteristics (consisting of too many job demands and too few job
resources), will lead to burnout, which will in turn lead to ill-health
(see Figure 1). 

It follows logically that job characteristics will influence ill-health
through burnout, meaning that burnout will mediate1 between job
characteristics (e.g. job demands and job resources) and ill-health. In
order to test these assumptions, this research tested a structural model,
including job characteristics, burnout and ill-health for primary school
educators in the North West Province.

Method
Research design
A cross-sectional survey design, whereby a sample is drawn from a
population at one time, was used. Schaufeli and Enzmann (1998) criti-
cise the use of cross-sectional designs in burnout research and recom-
mend that experiments and longitudinal studies should be used when
possible. However, structural equation modelling was used to address
the problems associated with this design (Byrne, 2001). 

Participants
A stratified random sample (n = 646) was taken from primary school
educators in public schools in the North West Province in South Afri-
ca. The strata used were divided into three groups, namely (1) the
district (there are 12 districts in the province); (2) the type of school
according to funding; and (3) the size of the school. Table 1 presents
some of the characteristics of the participants. 

According to Table 1, 73.16% of the participants were female and
48.98% were married. A total of 47.14% of the participants had com-
pleted Grade 12 and a four-year higher education diploma or degree.
Just over half of the participants (50.55%) spoke Setswana as a first
language, and 21.60% had Afrikaans as their home language. 

Measuring instruments
The following questionnaires were utilised in the empirical study:
• Burnout. An adapted version of the Maslach Burnout Inventory

–General Survey (MBI-GS) (Schaufeli et al., 1996) was used to
measure burnout. The following sub-scales of the MBI-GS were
used: Exhaustion (five items; e.g. "I feel used up at the end of the
workday"), and Mental Distance (nine items; e.g. "I have become
less  enthusiastic about my work").   All items were scored on a
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Table 1 Characteristics of the participants

Item Category %

Gender

Marital
status

Qualifi-
cation

Language

Male
Female
Single
Engaged / In a relationship
Married
Divorced
Separated
Remarried
M + 3 (e.g. Grade 12 + diploma)
M + 4 (e.g. Grade 12 + Higher diploma or degree, BA)
M + 5 (e.g. Grade 12 + Higher diploma + degree,
    Hons, BA, BEd)
M + 6 (e.g. Grade 12 + Higher diploma + degree,
    MA, MEd)
Afrikaans
English
Sepedi
Sesotho
Setswana
SiSwati
Tshivenda
IsiNdebele
IsiXhoza
IsiZulu
Xitsonga

26.84
73.16
19.87
 3.44
48.98
22.85
  3.60
  1.25
37.98
47.14
14.12

   0.76

21.60
  0.94
  3.64
15.96
50.55
  0.94
  0.16
  0.63
  4.07
  1.41
  0.16

seven-point frequency rating scale ranging from 0 (never) to 6
(daily). Recently, Jackson and Rothmann (2004) confirmed a
three-factor model of burnout for educators consisting of exhaus-
tion, mental distance (cynicism and depersonalisation) and pro-
fessional efficacy. They also confirmed the construct equivalence
and construct validity of these scales. The internal consistencies
(Cronbach alpha coefficients) reported by Schaufeli et al. (1996)
varied from 0.87 to 0.89 for Exhaustion, and from 0.73 to 0.84
for Cynicism. Test–retest reliabilities after one year were 0.65
(Exhaustion) and 0.60 (Cynicism) (Schaufeli et al., 1996). Storm
and Rothmann (2003) found support for the construct validity of
the MBI-GS for police members. The following alpha coeffici-
ents were obtained for the two sub-scales of the MBI-GS: Ex-
haustion: 0.88; and Cynicism: 0.79. 

• Job characteristics. The Job Characteristics Inventory (JCI) was
developed by the authors to measure job demands and job resour-
ces for educators. The JCI consists of 31 items. The questions are
rated on a scale ranging from 1 (never) to 4 (always). The dimen-
sions of the JCS include pace and amount of work, mental load,
emotional load, variety in work, opportunities to learn, indepen-
dence in work, relationships with colleagues, relationship with
immediate supervisor, ambiguities about work, information, com-
munications, participation and contact possibilities. 

• Health. The Health sub-scales of the ASSET (An Organisational
Stress Screening Evaluation Tool) (Cartwright & Cooper, 2002)
were used to measure physical and psychological ill-health. The
Health sub-scales consist of 18 items arranged on two sub-scales,
Physical Health and Psychological Health. The questionnaire is
scored on a four-point scale varying from 1 (never) to 4 (often).
All items on the Physical Health sub-scale relate to physical
symptoms of stress. The role of this sub-scale is to give an insight
into physical health, not an in-depth clinical diagnosis. The items
listed on the Psychological Health sub-scale are symptoms of
stress-induced mental ill-health. Johnson and Cooper (submitted
2003) found a Guttman split-half reliability coefficient of 0.74
and 0.91 for the Physical and Psychological Health sub-scales,
respectively. They also found that the Psychological Health
sub-scale has good convergent validity with an existing measure
of psychiatric disorders, the General Health Questionnaire
(Goldberg & Williams, 1988).

Statistical analysis
The statistical analysis was carried out with the SPSS program (SPSS
Inc., 2003) and the Amos program (Arbuckle, 1999). Exploratory fac-
tor analyses and Cronbach alpha coefficients were used to assess the
validity and reliability of the constructs measured in this study. Des-
criptive statistics (means, standard deviations, skewness and kurtosis)
and inferential statistics were used to analyse the data. 

Exploratory factor analyses were carried out to determine the con-
struct validity of the measuring instruments. The following procedure
was followed: Firstly, a simple principal components analysis was
conducted on the constructs which formed part of the structural model,
including (a) burnout; (b) job characteristics; (c) ill-health. The eigen-
values and scree plot were studied to determine the number of factors.
Secondly, a principal components analysis with a direct oblimin rota-
tion was conducted if factors were related (r > 0.30). Thirdly, a princi-
pal component analysis with a varimax rotation was used if the ob-
tained factors were not related (Tabachnick & Fidell, 2001). 

Pearson product-moment correlation coefficients were used to
specify the relationship between the variables. In terms of statistical
significance, it was decided to set the value at a 99% confidence
interval level (p # 0.01). Effect sizes (Steyn, 1999) were used to de-
cide on the practical significance of the findings. A cut-off point of
0.30 (medium effect; Cohen, 1988) was set for the practical signifi-
cance of correlation coefficients. 

Hypothesised relationships in the structural model were tested
empirically for goodness of fit with the sample data. The P2  and seve-
ral other goodness-of-fit indices summarise the degree of correspon-
dence between the implied and observed covariance matrices. How-
ever, because the P2 statistic equals (N – 1) Fmin, this value tends to be
substantial when the model does not hold and the sample size is large
(Byrne, 2001). The following goodness-of-fit indices were used as ad-
juncts to the P2 statistics: (a) the Goodness of Fit Index (GFI); (b) the
Adjusted Goodness of Fit Index (AGFI); (c) the Normed Fit Index
(NFI); (d) the Comparative Fit Index (CFI); (e) the Tucker-Lewis In-
dex (TLI); and (f) the Root Mean Square Error of Approximation
(RMSEA). 

Results
Construct validity of the measuring instruments
Burnout
A simple principal component analysis was conducted on the exhaus-
tion, cynicism and depersonalisation items of the MBI. The scree plot
and eigenvalues provided evidence for a two-factor solution which
explained 41.4% of the total variance. Principal component analysis
with an oblimin rotation resulted in two correlated factors (r = 0.33),
namely Exhaustion and Mental Distance.

Job demands and job resources
A principal component analysis that was carried out on the 31 items
of the JCS showed three factors, which explained 38.18% of the total
variance. Next, a principal component analysis with an oblimin rota-
tion was conducted on the items of the JCS. Principal component
analysis with an oblimin rotation resulted in three factors, namely Job
Demands, Task Resources and Organisational Resources.

The first factor, Job Demands, included the following items (load-
ings are shown in brackets): too much work to do (0.50); working un-
der time pressure (0.65); being attentive to many things at the same
time (0.59); remembering many things during work (0.49); confronted
with things that affect you personally (0.60); contact with difficult
children (0.48); emotionally upsetting situations (0.66); and repeating
the same things (0.51).

The second factor, Task Resources, included the following items:
sufficient demands on skills and capacities (0.51); enough variety in
the work (0.54); opportunities for personal growth and development
(0.61); feelings of achievement (0.65); possibility of independent
thought and action (0.67); freedom in carrying out work activities
(0.55); planning of work activities (0.46); clear decision-making pro-
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cess (0.55); and whom to address for specific problems (0.46).
The third factor, Organisational Resources, included the follow-

ing items: counting on colleagues (0.59); asking colleagues for help
(0.56); getting along with colleagues (0.56); counting on supervisor
(0.67); getting along with supervisor (0.68); feeling appreciated by
supervisor (0.67); knowing what other people expect (0.43); knowing
your responsibilities (0.42); knowing what your supervisor thinks of
your performance (0.59); receiving sufficient information on the pur-
pose of your work (0.57); receiving sufficient information on the
results of your work (0.61); information on how well you are doing
your work (0.67); kept adequately up-to-date about important issues
(0.50); and discussion of problems with supervisor (0.60).

Subsequently, the three factors of the JCI were subjected to a se-
cond-order principal component factor analysis. Two factors, which
explained 53.41% of the variance, were extracted. Because the factors
were not highly related (r = –0.12), it was decided to use principal fac-
tor analysis with a varimax rotation to extract the factors. Job Demands
(loading = 0.99) formed the first factor, while Task Resources (loading
= 0.88) and Organisational Resources (loading = 0.89) formed the
second factor (labelled Job Resources). 

Ill-health
A simple principal component analysis carried out on the 18 items of
the Health sub-scales of the ASSET resulted in two factors, which
explained 48.79% of the variance. Next, a principal component analy-
sis with an oblimin rotation was conducted on the 18 items. The two
related factors (r = 0.45) that were extracted were labelled Physical
Ill-Health (8 items) and Psychological Ill-Health (10 items). 

Descriptive statistics 
Table 2 shows the descriptive statistics and the Cronbach alpha coef-
ficients of the measuring instruments. 

Table 2 Descriptive statistics and Alpha coefficients of the measuring
instruments

Item Mean SD Skewness Kurtosis "

Exhaustion
Mental Distance
Job Demands
Task Resources
Organisational Resources
Physical Ill-health
Psychological Ill-health

12.80
16.60
21.40
27.05
44.35
18.90
18.42

7.00
9.89
4.02
4.96
7.38
5.52
6.19

  0.14
  0.60
  0.03
–0.29
–0.53
–0.07
  0.76

–0.57
–0.05
–0.08
–0.49
–0.14
–0.56
  0.37

0.74
0.75
0.71
0.79
0.87
0.84
0.88

Inspection of Table 2 shows that acceptable Cronbach alpha coef-
ficients were obtained for all the scales. All the alpha coefficients were
higher than the guideline of " > 0.70 (Nunnally & Bernstein, 1994).
The scores on the JCI, MBI-GS and Health Questionnaires are nor-
mally distributed. It therefore appeared that all the measuring instru-
ments had acceptable levels of internal consistency. 

Correlations between the constructs
The product-moment correlation coefficients between constructs are
reported in Table 3.

Table 3 shows a practically significant correlation coefficient of
a large effect between Exhaustion and Mental Distance. Exhaustion
and Mental Distance are practically significantly related (medium ef-
fect) to Job Demands. Exhaustion is practically significantly related
(large effect) to Task Resources and statistically significantly related
to Organisational Resources. Table 3 shows statistically significant
correlation coefficients between Mental Distance, Task Resources and
Organisational Resources. Both Exhaustion and Mental Distance are
practically significantly related (medium effect) to Physical and Psy-
chological Ill-health. 

Table 3 Correlation coefficients between the constructs

   Item 1 2 3 4 5 6

1. Exhaustion
2. Mental Distance
3. Job Demands
4. Task Job Resources
5. Organisational
     Resources
6. Physical Ill-health
7. Psychological Ill-
    health

–
0.51*++
0.42*+  
–0.32*+ 
–0.22*  

0.43*+ 
0.45*+ 

–
–

 0.36*+
–0.29*
–0.17*

0.34*+
0.44*+

–
–
–

–0.13*
–0.09 

 0.33*+
 0.35*+

–
–
–
–

0.56*++

–0.24*  
–0.33*+

–
–
–
–
–

–0.17*
–0.25*

–
–
–
–
–

–
0.68*++

 *  Significant: p < 0.01
 +  Practically significant correlation (medium effect): r > 0.30
++ Practically significant correlation (large effect): r > 0.50 

A structural model of burnout
A more comprehensive test of the relationships between burnout, job
characteristics and ill-health can be accomplished with structural equa-
tion modelling (SEM) methods as implemented by AMOS (Arbuckle,
1999). A model was constructed based upon the results of the product-
moment correlations and the consensus of findings from a review of
the burnout literature applicable to the teaching profession. The fit of
the hypothetical model was assessed by (1) a quick overview of the
overall P2 value, together with its degrees of freedom and probability
value; and (2) global assessments of model fit based on several good-
ness-of-fit statistics. Given findings of an ill-fitting initially hypothe-
sised model, possible mis-specifications as suggested by the so-called
modification indices were looked for and eventually a revised, re-
specified model was fitted to the data.

A model that included the hypothesised relationships was tested
with SEM analysis. Results indicated that the model fitted excellently
to the data: P2 = 28.26; P2 / df = 2.36; GFI = 0.99; AGFI = 0.97; NFI
= 0.98; TLI = 0.98; CFI = 0.99; RMSEA = 0.05. The standardised
regression coefficients are shown in the model in Figure 2.

As can be seen in Figure 2, the path from Job Demands and Job
Resources to Burnout was statistically significant. Therefore, Job De-
mands and a lack of Job Resources (consisting of Task Resources and
Organisational Resources) contributed to Burnout (consisting of Ex-
haustion and Mental Distance). Furthermore, the model indicates that
burnout has a strong influence on ill-health (consisting of Physical Ill-
health and Psychological Ill-health). It therefore appears that burnout
mediates the relationship between job characteristics and ill-health. 

Discussion
The aim of this study was to test a structural model that included burn-
out, job characteristics and ill-health for primary school educators. The
sample consisted of 646 primary school educators in the public sector
in the North West Province. An excellent fit was found for the struc-
tural model in which job characteristics (job demands and job
resources) predict burnout of educators. Burnout also influenced ill-
health, therefore mediating the effect of job characteristics on physical
and psychological ill-health. 

Regarding the factor structure of burnout, principal component
analysis with an oblimin rotation resulted in two correlated factors,
namely Exhaustion and Mental Distance. Regarding organisational
causes of burnout, three main factors, namely Job Demands, Task
Resources and Organisational Resources, were extracted by using
exploratory factor analysis. A second-order principal component factor
analysis was conducted and two factors were extracted, namely Job
Demands and Job Resources. Job Resources consisted of task and
organisational resources. This is consistent with Schaufeli and Bakker
(2004), who argue that job resources may be located in the task itself
(e.g. skill variety, task significance, task identity, autonomy), as well
as in the context of the task, for instance, organisational resources (e.g.
career opportunities, supervisor and co-worker support, team climate).

Regarding the relationship of job characteristics and burnout, the
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Figure 2 Maximum likelihood estimates for the model of occupational stress, burnout and coping (Note: All factor
loadings and path coefficients are significant (p < 0.01)

structural model showed that job demands (i.e. too much work, work-
ing under time pressure, contact with difficult children, dealing with
emotionally upsetting situations, being confronted with a personally
upsetting situation) are strongly related to burnout (exhaustion and
mental distance). Furthermore, a lack of job resources also seems to be
related to burnout. Therefore, when educators do not have task re-
sources (resources that foster growth, learning and development, e.g.
enough variety in the work, opportunities for personal growth and
development, sufficient demands on their skills and capacities, the
possibility of independent thought and action, freedom in carrying out
and planning their work activities), and organisational resources (re-
sources that are instrumental in achieving work goals, e.g. social sup-
port from colleagues, adequate supervision and management, feedback
regarding performance, information on responsibilities and expecta-
tions), this could lead to burnout. Therefore, high job demands and a
lack of resources to deal with these demands could lead to educators
becoming exhausted, incapable of performing (because all their energy
has been drained), developing an increased intolerance of any effort
and an unwillingness to perform. 

The structural model also showed that burnout mediates the re-
lationship between job characteristics (job demands and job resources)
and physical and psychological ill-health. Although one may argue
that the relationships among job characteristics (the independent va-
riable), burnout (mediator) and outcome (ill-health) may not neces-
sarily be "causal", the nature of the mediated relationship is such that
the independent variable (job characteristics) influences the mediator
(burnout) which, in turn, influences the outcome (ill-health) (see
Holmbeck, 1997). This implies that burnout intervenes between the
stimulus (job characteristics) and the response (ill-health) (Baron &
Kenny, 1986). Therefore, when high job demands are experienced
with few resources to cope with these demands, burnout will develop,
which will eventually lead to physical ill-health (e.g. indigestion or
heartburn, insomnia, headaches, lack of appetite or over-eating, mus-
cular tension, aches and pains, constant tiredness) and psychologically
ill-health (e.g. constant irritability, feeling unable to cope, mood

swings, difficulty in making decisions). The relationship between
burnout and health confirm various research findings (Barkhuizen et
al., 2004; Ho, 1997; Jackson et al., 2004; Maslach et al., 2001; Ryff
& Singer, 1998; Sethi & Schuler, 1990). 

In conclusion, when educators experience high job demands but
have too few resources to deal with these demands, they will expe-
rience exhaustion and become mentally distant. This means that the
educator could have a negative and even callous attitude towards the
teaching profession, management (or their change initiatives) of the
school where he/she is employed or even the provincial/national edu-
cation department. It is also possible that burnt out educators could
have negative and callous attitudes towards learners. The critical out-
come of burnout is impaired physical and psychological health, influ-
encing not only the well-being of educators, but also have financial
and production implications. It is therefore important for management
to realise that the relationship between burnout and ill-health is the
underlying rationale for all sorts of wellness programmes and inter-
ventions in the workplace and that a physically healthy workforce will
be more productive and less costly (in terms of sick leave, health insu-
rance, turnover, etc.). It is therefore necessary to manage the demands
placed on educators and to ensure that they have adequate resources
to deal with increasing demands. 

A limitation of this study is that the design was cross-sectional.
As a result, no causal inferences could be drawn, despite the use of
advanced structural equation modelling techniques. Therefore, the
causal relationships between variables were interpreted rather than es-
tablished, and more complex forms of non-recursive linkages could
not be examined. Furthermore, the results were obtained solely by
self-report measures. This may have led to a problem commonly re-
ferred to as "method variance" or "nuisance".

Recommendations 
The teaching profession plays a vital role in the country's education.
It is therefore important for primary education institutions to attend to
burnout and ill-health in order to ensure the well-being of educators.
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Although it is important to assist individual educators whose well-
being is affected by their work, an organisational rather than an indi-
vidual approach is likely to be more effective, as important stressors
(job demands and a lack of job resources) were found to be at an orga-
nisational level. This suggests that interventions aimed at decreasing
the job demands of educators should cause a decrease in experienced
burnout, including exhaustion and mental distance. Furthermore, inter-
ventions aimed at increasing job resources could contribute to lower
burnout. Specific areas of intervention include provision of resources
that foster growth, learning and development as well as resources that
are instrumental in achieving work goals. It is also important to under-
take longitudinal research regarding the relationship between burnout,
health and job characteristics at education institutions in South Africa
in order to determine the causal relationships that exist between these
variables. 

Acknowledgement
The study described in this article is based upon work supported by the
National Research Foundation.

Note
1. A mediator specifies how (or the mechanism by which) a given effect

occurs (Baron & Kenny, 1986; James & Brett, 1984). More specifically,
Baron and Kenny (1986:1173-1178), describe a mediator variable as "the
generative mechanism through which the focal independent variable is
able to influence the dependent variable of interest and that mediation  ...
is best done in the case of a strong relation between the predictor and the
criterion variable. Stated more simply, "the independent variable causes
the mediator which then causes the outcome" (Shadish & Sweeney, 1991:
883). 
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