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Abstract

The question of what motivates engagement in the workplace has received a
great deal of research attention. The role of job stressors and demands as well
as job resources is detailed by the Job Demands Resources (JD-R) theory and
has been used to predict burnout, engagement, work enjoyment and perfor-
mance, and overall employee wellbeing. Although research based on the JD-R
has been conducted in many settings, prior to this study, municipal govern-
ment workers were frequently left out. A quantitative, correlational survey
study was conducted with the employees of a city in the southwestern United
States (N = 352) using three research instruments: the Maslach Burnout In-
ventory (MBI), the Utrecht Work Engagement Scale (UWES), and the Jobs
Demands-Resources Scale (JDRS). Analysis of the data using Pearson’s r re-
ceived indicated a significant positive correlation between job demands and
employee burnout (r (350) = .443, p < .05), a significant positive correlation
between job resources and employee engagement (r (350) = .580, p < .05.),
and a significant negative correlation between job resources and employee
burnout (r(350) = —.482, p < .05), but interestingly, no correlation was found
between job demands and employee engagement. Results are discussed in
terms of applicability to JD-R theory and practical benefits. Future directions
for research are discussed.

Keywords

Job Demands, Job Resources, Employee Burnout, Employee Engagement,
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1. Introduction

What motivates employees? Why are some employees disengaged, burned out,
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while others enjoy their work so much that they spend extra time on the job?
These questions have plagued organizations and researchers alike for decades.
Trends in both the workplace and in society at large are requiring all organi-
zations, including governmental ones, to expect more effort, motivation, and
productivity from their employees than in times past (Avanzi, Zaniboni, Balduc-
ci, & Fraccaroli, 2014). These high levels of productivity and customer service
are only attainable when employees are engaged in their work (Rama & Nagini,
2013).

Yet, recent research has found that nearly 20% of employees are actively dis-
engaged or in a state referred to as burnout (Reilly, 2014; Van den Broeck et al.,
2017). Those suffering from burnout generally exhibit long-term emotional ex-
haustion, diminished interest, and cynicism (Berg, Harshbarger, Ahlers-Schmidt,
& Lippoldt, 2016; ten Brummelhuis, ter Hoeven, Bakker, & Peper, 2011) which
lead to the depletion of both energy and motivation, as well as detachment and
lowered effectiveness (Berg et al., 2016; Demerouti, Bakker, Nachreiner, & Schau-
feli, 2001). Burnout, a state antithetical to engagement, causes organizations and
individuals to fall short of goals and potentials (Swider & Zimmerman, 2010).
Organizations with burnt out employees have decreased financial performance,
increased attendance issues, and difficulty in maintaining adequate staffing le-
vels (Raftopoulos, Charalambous, & Talias, 2012).

The potential of workplace relationships between the four variables of job
demands, job resources, burnout, and engagement was initially hypothesized in
seminal research by Demerouti, Bakker, Nachreiner, and Schaufeli (2001). This
research resulted in the formulation of the Job Demands-Resources Theory
(JD-R) which, contrary to other historical theories of job design, proposes causal
effects of burned-out employees on job demands and engaged employees on job
resources (Bakker & Demerouti, 2017). Since then, the list of occupations stu-
died in relation to these variables has included migrant agricultural workers
(Qin, Hom, Xu, & Ju, 2014), teleworkers (Sardeshmukh, Sharma, & Golden,
2012), healthcare workers including nurses (Yom, 2013), radiation oncologists
(Bragard, Hansez, & Coucke, 2014), and pharmacists (Gaither & Nadkarni,
2012), teachers in both college and high school (Baka, 2015; Mérida-Lopez, Ex-
tremera, & Rey, 2017) and university (Boyd et al., 2011), paramilitary personnel
(Ojedokun & Idemudia, 2014), and religious workers (Bickerton, Miner, Dow-
son, & Griffin, 2014).

However, municipal government workers differ from these contexts in im-
portant ways. First, employee demographics are different for municipal govern-
ment employment vs non-government employment. In non-government em-
ployment, the percent of the workforce over the age of 55 and nearing retire-
ment is about 15%. In city government employment that percentage is over 25%
(Risher, 2016). Additionally, many young people hold negative views of gov-
ernment employment and the number of them that consider it an acceptable ca-
reer option is in a steady decline (Bright, 2018). This viewpoint is found even

among students obtaining advanced degrees in public administration. Some data
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show that while the current percent of the workforce employed by city govern-
ments is 9% (Dippold et al., 2020; Bureau of Labor Statistics, 2021) just 6% of
college graduates plan to work in any form of government employment, indi-
cating a shortage of interested employees (Jin & McDonald, 2017). Governmen-
tal entities are not immune to the same problems with burnout in other indus-
tries (Hao, Hong, Xu, Zhou, & Xie, 2015). Government workplaces have been
shown to be particularly resistant to change and full of bureaucratic red tape
(Brewer & Walker, 2013; Giauque, Ritz, Varone, & Anderfuhren-Biget, 2012;
Murphy, 2017), variables that have been linked to greater employee stress (Kroll
& Vogel, 2021; Quratulain & Khan, 2015). There have been calls for research to
explore any potential relationships between the variables of job demands and job
resources with employee burnout, employee engagement and motivation in pub-
lic employment (Borst, Kruven, & Lako, 2017; Vandenabeele, Brewer, & Ritz,
2014), noting that the effects of job demands and job resources on public em-
ployees have “context dependency” (Borst, 2018: p. 308; Bakker & Demerouti,
2017).

Understanding the relationships between these variables might be particularly
important for governmental organizations funded by taxpayer dollars. More
than 14 million people, or just over 9% of the total workforce, are employed in
municipal governments across the US (Dippold et al., 2020; Bureau of Labor Sta-
tistics, 2021). This amount represents a sizeable increase of more than 25% from
the nearly 11 million people employed by local governments just over a decade
before (Ellickson, 2002). However, little workplace research has been conducted
about government employees in general and the subset of employees in munici-
pal governments, which in the United States is nearly twice as large as the com-
bined total of state and federal employees, was studied the least (Ellickson,
2002). If there is a high level of burnout in the employees of a municipal gov-
ernment organizations, citizens are funding an organization operating in an in-
efficient and potentially wasteful manner (Chong, La Porta, Lopez-de-Silanes, &
Shleifer, 2014). It is vital for municipal government workplaces to not only un-
derstand burnout and its symptoms, but also to understand what may lead to
burnout and what they can do to prevent it from affecting their employees and
workplace.

Four research questions directed this study:

RQI: Is there a statistically significant relationship between job demands, as
measured by the Job Demands-Resources Scale (JDRS), and employee burnout,
as measured by the Maslach Burnout Inventory (MBI), in the employees of a city
government?

RQ2: Is there a statistically significant relationship between job resources, as
measured by the JDRS, and employee engagement, as measured by the Utrecht
Work Engagement Scale (UWES), in the employees of a city government?

RQ3: Is there a statistically significant relationship between job demands, as
measured by the JDRS, and employee engagement, as measured by the UWES,
in the employees of a city government?
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RQ4: Is there a statistically significant relationship between job resources, as
measured by the JDRS, and employee burnout, as measured by the MBI, in the

employees of a city government?

2. Method
2.1. Sample and Procedures

The population of interest for this study was the city employees of a city in the
southwestern United States with over 400,000 residents. The city that was stu-
died employs approximately 3600 employees in a range of professions including
police officers and firefighters, referred to as “sworn” employees, those who care
for the city’s physical infrastructure, water and sewer lines and streets, city air-
port employees, and those who work in an administrative or clerical function.

According to G * Power, the size of the sample needed for sufficient power
was at least 102 employees (2.83% of the population) for a correlation analysis
(Faul, Erdfelder, Buchner, & Lang, 2009). All 3600 city employees were invited
to participate in the study via email with an attached link to the informed con-
sent form and survey. Data collection lasted for 16 days after the initial distribu-
tion of the email invitation to participate in the study to city employees. One
week after the initial email, the city sent an additional email to remind em-
ployees of the opportunity to voluntarily participate in the study. Anonymity of
the participants was ensured and no identifiable information was collected by
either the researcher or the city in this procedure.

Out of 3600 city employees, 423 responded (11.75%) and accessed the Survey
Monkey study. One employee did not agree to the conditions in the Informed
Consent document and did not proceed (.03%). Seventy participants did not
fully complete the survey, resulting in a total sample of 352 (9.78% of the total
workforce) who completed all parts of the study. Post-hoc power testing of the
data using the actual sample size (V = 352), resulted in a power of .99. Demo-

graphics of the resulting sample are presented in Tables 1-3.

2.2. Research Context

The city whose employees participated in this study is in a state that has declared
several revenue failures within the past two years, resulting in a variety of cut-
backs, including support for its cities. These revenue challenges, along with the
ever-present fiscal challenges faced in municipal governments, make it difficult

for the city to competitively pay its employees, to provide them with training or

Table 1. Gender makeup of survey respondents.

Gender N=352 Percentage
Male 203 57.67%
Female 146 41.48%
No Answer 3 0.85%
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Table 2. Age makeup of survey respondents.

Age Range in Years N=352 Percentage
18 -24 4 1.11%
25-34 39 11.08%
35-44 80 22.73%
45 -54 101 28.69%
55 - 64 104 29.55%

75 and Older 1 0.28%
No Answer 23 6.53%

Table 3. Racial/ethnic makeup of survey respondents.

Ethnicity/Race N=352 Percentage
White/Caucasian 255 72.44%
American Indian/Alaskan Native 56 15.91%
African American/Black 17 4.83%
Hispanic/Latino 7 1.99%
Other 6 1.70%
Middle Eastern 4 1.14%
No Answer 4 1.14%
Asian 3 0.085%

new workplace equipment and tools, and to fully staff many positions and de-
partments. City leaders are concerned that their staff may not be engaged and
that there may be increasing burnout in their employees.

There are some unique elements in the functions performed by the target city
that may give it a different set of employees from other cities. For example, op-
erating primary schools is not a city function; there are no educators on the city
payroll. The city does not operate its own jail or local public library system, as
those functions are handled by the county government. Lastly, the city operates

the local international airport.

2.3. Measures

The survey consisted of a 76-question amalgamation that combined the Maslach
Burnout Inventory (MBI), the Utrecht Work Engagement Scale (UWES), and
the Jobs Demands-Resources Scale (JDRS), employees provided self-reports of
the demands of their jobs, the resources at their disposal, their level of burnout,
and their level of engagement. These instruments use Likert scales, have been
used extensively, and have been shown to have high validity and reliability for
measuring the studies constructs. Cronbach a was used to test the reliability of

all three instruments.
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These instruments have often been used in tandem with each other to study
hypotheses that include these variables, including research conducted by D’Emiljo
and du Preez (2017), De Braine and Roodt (2011), Meyer (2012), Narainsamy
and Van der Westhuizen (2013), and Ojedokun and Idemudia (2014).

The survey consisted of a 76-question amalgamation that combined the Mas-
lach Burnout Inventory (MBI), the Utrecht Work Engagement Scale (UWES),
and the Jobs Demands-Resources Scale (JDRS), employees provided self-reports
of the demands of their jobs, the resources at their disposal, their level of bur-
nout, and their level of engagement. These instruments use Likert scales, have
been used extensively, and have been shown to have high validity and reliability
for measuring the studies constructs. Cronbach a was used to test the reliability
of all three instruments.

These instruments have often been used in tandem with each other to study
hypotheses that include these variables, including research conducted by D’Emiljo
and du Preez (2017), De Braine and Roodt (2011), Meyer (2012), Narainsamy
and Van der Westhuizen (2013), and Ojedokun and Idemudia (2014).

The Maslach Burnout Inventory. The MBI, used to measure burnout, has been
noted as the instrument most frequently used in research of burnout (Bianchi,
2015). Using a 7-point Likert scale (with potential answers ranging from “never”
to “everyday”), it measures burnout via 16 questions each connected to one of
the three primary factors of burnout, exhaustion, cynicism, and reduced profes-
sional efficacy (Maslach, Jackson, & Leiter, 2016; Schutte, Toppinen, Kalimo, &
Schaufeli, 2000). The questions related to exhaustion are 1, 2, 3, 4, 5, and 6. The
questions related to cynicism are 5, 8, 9, 13, 14, and 15. The questions related to
reduced efficacy are 5, 6, 7, 10, 11, 16, 16. Even though the instrument can gen-
erate a score for each element of burnout, the authors recommend combining
the scores of all of the questions into a burnout index score, with a higher score
indicating a greater level of burnout. The validity of the MBI was confirmed in
several studies using comparative fit index (CFI) and root mean square residuals
(RMSEA). The CFI values ranged between .92 and .974 (de la Fuente et al., 2014;
Mészaros, Adam, Szabd, Szigeti, & Urbén, 2014; Mostert, Pienaar, Gauche, &
Jackson, 2007) and the RMSEA values ranged between .039 and .06 (de la Fuente
et al., 2014; Mészaros et al., 2014); (Mostert et al., 2007). Cronbach a reliability
coefficients have been obtained between .88 and .90 (de la Fuente et al., 2014; Plat-
sidou & Daniilidou, 2016). The MBI was purchased for independent research use.

The Utrecht Work Engagement Scale. The UWES, used to measure employee
engagement, was constructed and validated by one of the principal theorists of
the relationships between these variables (Schaufeli & Bakker, 2003). It is the in-
strument most commonly used in the study of workplace engagement (Bailey et
al., 2015; Fletcher et al., 2014). It uses a 7-point Likert scale, with answers rang-
ing from “never” to “every day” to assess engagement via focus on vigor and de-
dication, considered the direct opposites of the first two areas of burnout, as well

as on absorption (Lekutle & Nel, 2012). The items associated with vigor are 1, 4,
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8,12, 15, and 17. The items associated with dedication are 2, 5, 7, 10, and 13. The
items associated with absorption are 3, 6, 9, 11, 14, and 16. Analysis of the results
of the UWES utilizes the summed scores from the all questions in the instru-
ment with higher scores indicating a higher level of engagement. The validity of
the UWES was also confirmed in studying using the CFI and the RMSEA with
values ranging between .94 and .97 for the CFI and between .035 and .067 for the
RMSEA (Extremera, Sanchez-Garcia, Durdn, & Rey, 2012; Mostert et al., 2007;
Seppala et al., 2009). Cronbach a reliability coefficients included .89, .90, and .92
(De Bruin & Henn, 2013; Lekutle & Nel, 2012; Storm & Rothmann, 2003).

The UWES was available for use at no charge for non-commercial, scientific
research, provided that all data obtained from the use of this instrument was
shared in an aggregate form with the instrument’s developer.

The Jobs Demands-Resources Scale. The instrument used to measure both job
demands and job resources, the JDRS, was introduced in 2005 by Jackson and
Rothmann based on their literature review of previous studies of these variables.
It was designed to be used as an instrument in future research (Jackson & Roth-
mann, 2005; Pillay, Buitendach, & Kanengoni, 2014). Its 42 questions are grouped
into five factors: growth opportunities, organizational support, advancement,
overload, and job insecurity and answered on a four-point Likert scale, with
answers ranging from “never” to “always” (Rothmann, Mostert, & Strydom,
2006). Scoring for job demands with the JDRS is derived from the summed
scores of the individual questions in the overload, items 1 through 8, and job in-
security, items 34 - 36, groupings. By adding these scores from these factors to-
gether, the job demands score that will be used in the correlation analysis will be
obtained. Job resources will also be measured by the JDRS using questions with-
in the factors of growth opportunities, items 16 - 33, organizational support,
items, 9 - 15, and advancement, items 37 - 42 (Rothmann et al., 2006). As with
job demands, job resources data is calculated by summing the individual ques-
tions within these three categories to obtain a single score for job resources for
analysis. For both the job demands and the job resources scores, higher values
indicate a greater level of either demands or resources. For the JDRS, Tucker’s
phi was used to confirm its validity with resulting ranging between .94 and .99
(Lorenzo-Seva & ten Berge, 2006). The JDRS also had values of Cronbach a re-
liability coefficients at and near .90 (Field & Buitendach, 2012; Narainsamy &
Van der Westhuizen, 2013; Rothmann et al., 2006).

Usage rights for the use of the JDRS for this study were obtained in personal
correspondence between the researcher and co-author (Jackson) of the instru-
ment with the request that all data obtained from the use of this instrument was

shared in an aggregate form with the instrument’s developer.

2.4. Variables

Variable 1: Job demands.
This variable refers to the sustained effort, physical and/or mental, needed for
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the performance of specific job-required tasks. In addition to this sustained
physical and psychological effort, it includes administrative, personal/emotional,
and role requirements (Crawford, LePine, & Rich, 2010; Nahrgang, Morgeson, &
Hofmann, 2011). Workload, time pressure, and the challenges of the physical
environment are also elements of job demands. This interval data variable was
measured by the Job Demands-Resources Scale (JDRS). It was written specifi-
cally for use in research with the variables of job demands and job resources
(Pillay et al., 2014) via 40 questions about workplace issues grouped into factors
overload, job insecurity, and control, answered on a Likert scale with answers
ranging from 1, never to 4, always (Rothmann et al., 2006).

Variable 2: Job resources.

This variable refers to workplace elements that aid in the achievement of work
goals, potentially while stimulating personal growth and reducing job demands.
Examples include training, supervisor support, job control, task variety, auton-
omy, participation in decision making, feedback, and a supportive work envi-
ronment (Crawford et al., 2010; Nahrgang et al., 2011). This interval data va-
riable was also measured by the Job Demands-Resources Scale (JDRS) on a
four-point Likert scale with questions about workplace factors such as organiza-
tional support, relationship with colleagues, and rewards (Rothmann et al.,
2006). Answers range between 1, never, and 4, always.

Variable 3: Employee burnout.

This variable refers to a state of being resulting from prolonged exposure to
workplace stress with three common areas of manifestation: exhaustion, cynic-
ism, and reduced personal efficacy (Schutte et al., 2000). It has been said to be
the outcome of a long-term mismatch between job demands and resources
(Bianchi, Schonfeld, & Laurent, 2015). Seminal research on burnout painted the
picture of a worker dreading the prospect of another day on the job (Cordes &
Dougherty, 1993). This interval data variable was measured by the Maslach
Burnout Inventory (MBI) which measures burnout from employee responses to
16 questions divided among the three aforementioned common components of
burnout (Maslach & Jackson, 1981; Schutte et al., 2000). The format is a Likert
scale with responses in a range from 1, never, to 7, every day.

Variable 4: Employee engagement.

The foundational definition of this variable is that engagement stems from
the psychological conditions of availability, meaningfulness, and safety result-
ing in a worker expressing his or her connection to work effectively, cognitive-
ly, and physically (Kahn, 1990). High emotion and energy with focused atten-
tion are seen in an engaged worker (Byrne, Peters, & Weston, 2016). This in-
terval data variable was measured by the Utrecht Work Engagement Scale
(UWES). It assesses engagement via focus on vigor and dedication, considered
the direct opposites of the first two areas of burnout as well as on absorption via
a Likert scale with responses ranging from 0, never to 6, Always (Schaufeli &
Bakker, 2003).
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2.5. Results

Tests of Assumptions

The data collected and analyzed in this study met the 5 assumptions for the
use of a Pearson r (Laerd Statistics, 2017). First, there were two continuous va-
riables in each research question. Second, the variables were paired. Third, the
variables have a linear relationship. Fourth, there were no significant outliers in
the data. Fifth and finally, there was the assumption of normality in the data,
which was verified by testing within SPSS. Results of testing for normality are
presented in Table 4.

Reliability

Cronbach’s a was used to test the data received for reliability. All of the
Cronbach’s a values were in accordance with the results obtained when the
study instruments were tested for reliability. For the MBI, used in this study to
measure employee burnout, Cronbach’s a values obtained during tests for relia-
bility in previous studies ranged from .88 and .90 (de la Fuente et al., 2014; Plat-
sidou & Daniilidou, 2016). The burnout data for this study obtained a Cron-
bach’s a value of .89. For the UWES, used to measure employee engagement in
this study, Cronbach’s a values reported from reliability testing in previous stu-
dies included .89, .90, and .92 (De Bruin & Henn, 2013; Lekutle & Nel, 2012;
Storm & Rothmann, 2003). The data for this study was .91. The JDRS, used to
measure both job demands and job resources in this study also had Cronbach’s a
values at and near .90 when evaluated for reliability in previous studies (Field &
Buitendach, 2012; Narainsamy & Van der Westhuizen, 2013; Rothmann et al.,
2006). Data for this study was .905.

RQL1: Relationship between Job Demands and Employee Burnout

Research question one asked: Is there a statistically significant relationship
between job demands, as measured by the JDRS, and employee burnout, as
measured by the MBI, in the employees of a city government? The null hypothe-
sis was that there is no significant relationship between job demands and em-
ployee burnout while the alternative hypothesis was that there is a significant re-
lationship between job demands and employee burnout. The null hypothesis was
rejected and the conclusion was made that job demands had a statistically sig-
nificant correlation with employee burnout, r (350) = .443, p < .05. The Pear-
son’s r value of .443 indicates a medium effect size. The results are shown

graphically in Figure 1.

Table 4. Results of normalcy testing for survey data.

Variable Maximum Possible Range Actual Data Range Skewness Cronbach’s a

Burnout 96 87 267 .889
Engagement 84 72 -.462 .862
Demands 55 39 .160 .786
Resources 155 115 .008 941
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RQ2: Relationship between Job Resources and Employee Engagement

Research question two asked if there was a statistically significant relationship
between job resources, as measured by the JDRS, and employee engagement, as
measured by the UWES, in the employees of a city government? The null hypo-
thesis was that there is no significant relationship between job resources and
employee engagement while the alternative hypothesis was that there is a signif-
icant relationship between job resources and employee engagement. The null
hypothesis was rejected and the conclusion was made that job resources had a
statistically significant correlation with employee engagement, r (350) = .580, p
< .05. The Pearson’s r value of .580 indicates a medium effect size. The results
are shown graphically in Figure 2.

RQ3: Relationship between Job Demands and Employee Engagement

Research question three asked if there was a statistically significant relation-
ship between job demands, as measured by the JDRS, and employee engage-
ment, as measured by the UWES, in the employees of a city government? The

null hypothesis was that there is no significant relationship between job demands
120
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Figure 1. Scatter plot of the effect of job demands on employee burnout.
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Figure 2. Scatter plot of the effect of job resources on employee engagement.
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and employee engagement while the alternative hypothesis was that there is a
significant relationship between job demands and employee engagement. The
null hypothesis was not rejected and the conclusion was made that job demands
did not have a statistically significant correlation with employee engagement, r
(350) = -.022, p > .05. The results are shown graphically in Figure 3.

RQ4: Relationship between Job Resources and Employee Burnout

Research question four asked if there was a statistically significant relationship
between job resources, as measured by the JDRS, and employee burnout, as
measured by the MBI, in the employees of a city government? The null hypothe-
sis was that there is no significant relationship between job resources and em-
ployee burnout while the alternative hypothesis was that there is a significant re-
lationship between job resources and employee burnout. The null hypothesis
was rejected and the conclusion was made that job resources had a statistically
significant correlation with employee burnout, r (350) = —.482, p < .05. The
Pearson’s r value of —.482 indicates a medium effect size. The results are shown

graphically in Figure 4.

2.6. Summary of Findings

In summary, all four research questions were answered. Significant positive cor-
relations were found between job demands and employee burnout, as well as
between job resources and employee engagement. A significant negative correla-
tion was found between job resources and employee burnout. No correlation
was found between job demands and employee engagement. A summary of the

results obtained by the correlation testing is in Table 4 and Table 5.

3. Discussion
The finding of a significant relationship between job demands and employee

90

. r=-.022

80

Employee Engagement
(O8] B W N ~
(=] o (=) (=) (=)

[
(=]

—
(=]

0 10 20 30 40 50
Job Demands

Figure 3. Scatter plot of the effect of job demands on employee engagement.
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Figure 4. Scatter plot of the effect of job resources on employee burnout.

Table 5. Summary of results of correlation testing.

Employee Engagement Employee Burnout

Job Resources Pearson Correlation (r) .580* —.467*
Sig. (2-tailed) .001 .001
N 352 352

Job Demands Pearson Correlation (r) -.022 443%
Sig. (2-tailed) .679 .001
N 352 352

Note. *Correlation is significant at the .01 level (2-tailed).

burnout and between job resources and employee engagement extends the Job
Demands-Resources Theory to the city government workplace. Higher levels of
job resources were associated with higher levels of engagement and lower levels
of burnout. Higher levels of job resources and lower job demands were related to
lower levels of employee burnout.

No relationship was found, however, between job demands and employee en-
gagement. No level of job demands, high or low, was found to show a relation-
ship with employee engagement. The implication with this finding is that em-
ployee engagement is separate and distinct from levels of job demands. It might
be that engagement in the workplace is better predicted by numerous other va-
riables, perhaps interest, personality factors, relationships to superiors and col-
leagues, ability to control attention, etc.

The practical application is that investing in job resources may be associated
with two payoffs: a reduction in employee burnout and an increase in employee
engagement. While modifying job demands may have a desirable effect on em-
ployee burnout, it does not have a relationship with employee engagement. In
preventing burnout, it seems that the best investment is in providing access to

job resources, rather than reducing job demands. This is likely a welcome find-
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ing for industry, especially municipal ones that have little leeway in modification

of job duties.

3.1. Strengths and Limitations

This study has several strengths. The survey instruments used have also been
used in previously published, peer-reviewed research with a great variety of po-
sitions and professions. They have demonstrated validity and reliability, both of
which add to the credibility of the research. This study could be replicated with
relative ease in the same or different cities to observe the consistency of the re-
sults obtained as is recommended to verify results in different settings
(Brunsdon, 2016; Leppink, 2017). There was a minimal risk of data error since
data input by the study participants was only allowable in the values specified in
the study instruments due to the on-line delivery of them. The data were then
exported and copied into Excel where they were summed by variable and copied
into SPSS without further manipulation. Further, data was anonymously col-
lected, enhancing the potential for individuals to self-report accurately without
any fear of reprisal or being affected by self-presentation biases. The findings of
this study translate easily to action items that can be readily applied in the
workplace. Direct supervisors should be able to identify both the job demands
and job resources for each job in their organizations and adjust these things for
their employees.

There are some limitations of the study. First, this study cannot assert causal
relationships between the variables, due to the use of correlational design. In this
case, job demands and job resources would logically occur prior to employee
burnout and engagement; however, the study did not look if there were other
workplace factors that are present that may be the actual causes of burnout or
engagement and directionality of the relationship cannot be concluded. Second,
there are some limitations related to the self-report nature of the data. Em-
ployees may have been leery of answering questions that indicate, for example,
that their workloads (i.e. job demands) are too high or that they are dealing with
any of the symptoms of burnout, despite the assurance that the data are collected
anonymously; or, the recency effect may have skewed some of the data, where a
single, recent bad experience may have influenced their answers negatively even
though overall the work experience has been a predominantly good one. How-
ever, studies have shown that the recency effect has limited influence on workplace
studies (Bakker & Demerouti, 2017; Ilies, Aw, & Pluut, 2015), it is still a possibil-
ity (Bakker, 2014). Thirdly, some departments within city government may have
been under- or over-represented and this is not known due to the focus on pro-
viding anonymity to employees who chose to respond. There is simply no way to
know which departments were represented in the data received or compare to
population parameters.

Two factors about the participating city may limit the generalizability of its

findings. The first factor is the size of the city. With a metropolitan population of
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more than half million people and a workforce of approximately 3600, different
results may have been found in other size cities. The size of the population being
served and the number of employees on staff may affect the dynamics of the
study variables. Additionally, while many of them are common, there are differ-
ent functions performed by each city government that may change the job de-
mands and job resources as well as the composition of their workforces. This
city, for example, operates both a zoo and an international airport. It does not
operate any public schools. Other cities, with a different set of functions, may
have different workplace dynamics, limiting the generalizability of this study’s

findings to other cities.

3.2. Directions for Future Research

Given the results of this research, it is recommended that future research address
several lingering questions. First, are the results similar in other research set-
tings? While not an element in this research, studies contrasting the relation-
ships between these variables between cities with varying levels of union repre-
sentation/support might be warranted. As a role of unions is to put a limit on the
demands of employees and to increase their resources, union support may be a
mediating or moderating variable in the relationships. Do active unions lower
employee perceptions of job demands and increase employee perceptions of job
resources? If these two areas are seen as influenced by the union rather than city
management, would they still have as strong a relationship with burnout and
engagement as in a city without active unions? Other related factors that may be
important to look at are employee tenure and age. In this study, more than half
were employed by the city for more than 10 years and most were over 45 years of
age. In a setting with a younger workforce, would the observed relationships be
different?

An additional recommendation would be to include some degree of depart-
mentalization in the research. This study would expand on the practical applica-
tions of the results obtained and addresses one of the major weaknesses of this
research. Suppose the future study shows some areas of elevated burnout in one
department or another. In that case, more specific action can be taken in those
areas of the organization rather than the whole organization. If higher levels of
engagement are seen, it would direct management to see what contributing fac-
tors are present and if they can be replicated in other areas of the city. This rec-
ommendation does come with some caution because with each step into greater
specificity in the surveying process, there is a greater potential for employees to
feel like their identify might be uncovered. Without the promise of anonymity,
the honesty of the answers and the value of the data would be lowered.

Experimental research should be conducted to determine causality and pro-
vide practical benefit for engagement. Additional quantitative research using re-
gression analysis or sequential equations might lead to a greater understanding

of directionality of the relationships or reveal the presence of mediating or mod-
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erating variables. Qualitative research might be employed to understand the
“why” behind the “what” that was noted in this study.

Additionally, further investigation of other variables that are linked to en-
gagement is warranted, including perhaps interest, personality factors, relation-

ships to superiors and colleagues, ability to control attention, etc.
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