
Kelaniya Journal of Human Resource Management
Volume 12, Number 01- January 2017

001: http://doi.org/10A038/kjhrm.v12i1.39

A Conceptual Model of Job Burnout and Work Social Support

s. M. D. Y. Jayarathna
Department ofHuman Resource Management, Faculty of Commerce and

Management Studies, University ofKelaniya, Sri Lanka
dinethiyasodara@kln.ac.lk

Abstract

This paper aims to develop a model on job burnout with the work social support and
employee engagement. The model argues a mediating of employee engagement in
explaining the influence of work social support on job burnout. Further, it also
suggest the importance of identification ofjob burnout not only in the service jobs
but also in out of service sector. The paper proposes the relationships between
perceived supervisor and coworker support with burnout, and the mediating effect of
employee engagement on the direct relationships, by getting the support from
conservation ofresource theory andjob-demand resource theory.
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1. Introduction

Human beings having a special relationship with their work and as
individuals they face difficulties whenever this relationship goes wrong.
Further, individuals are exposed to various job demands in terms of
administrative difficulties, emotional conflict, role conflict, physical and
psychological energy which get reduced due to the job (Crawford, LePine, &

Rich, 2010; Demerouti, Bakker, Nachreiner, & Schaufeli, 2001; Schaufeli,
Bakker, & van Rhenen, 2009). This phenomenon has been recognized as a
significant one in the present era. Both practitioners and social observers
identified burnout as a social problem, where it draws the focus ofacademics
and researchers for a systematic identification of the phenomenon (Maslach,
Schaufeli, & Leiter, 2001).

Burnout is a representation of a symbol, which commonly signify a state of
mental tiredness. Originally burnout was considered to happen in the human
services where people engaged with the job includes interactions with people
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(Maslach & Goldberg, 1998; Maslach & Schaufeli, 1993). Nevertheless, 
gradually burnout has been identified outside of service jobs (Maslach & 
Leiter, 1997) where employees who are engaged in operations, production 
and administrative activities, experience burnout at work. Furthermore, the 
original version of Maslach Burnout Inventory developed by Maslach and 
Jackson (1986) was adopted outside the service jobs, which confirmed that 
burnout, exist outside of service jobs.  

Though the phenomenon of burnout has been identified by previous scholars, 
it was rarely acknowledged or discussed in open forums. For some 
professions it was an offensive topic where people was not admitting the fact 
that professionals may act unprofessionally at times in work (Schaufeli, 
Maslach, & Marek 1993). Thus, it is significant to investigate job burnout 
focusing on specific professions to examine the behavior of professionals in 
times of experiencing job burnout.  

Given the attention of increasing job burnout, organizations look for 
determinants, which reduces the unprofessional behavior at work in terms of 
increasing the job performance. Thus, many of the studies have emphasized 
that job burnout can be alleviated by enhancing coping strategies (social 
support) (Cordes and Dougherty, 1993; Demerouti et al., 2001; Schaufeli and 
Bakker, 2004). However, little research studies have been conducted to 
identify the influence of work social support on job burnout, significantly 
many researchers neglected the coworker support. Further, Thanacoody, 
Bartram and Casimir (2009) suggested that it is needed to explore the social 
support mechanisms and their effect on job burnout. Moreover, employee 
engagement is an area that less investigated with work social support, which 
needed the attention of academics. The present study developed a model with 
work social support (perceived supervisor support and perceived coworker 
support), job burnout and employee engagement to fill this knowledge gap. 
Furthermore, less studies have been conducted in the non-western context, 
(Muhammad, & Hamdy, 2005) and out of the service jobs, which suggesting 
a new study. 

2. Burnout 

Burnout is defined as a psychological syndrome characterized by emotional 
exhaustion, depersonalization and reduction of personal accomplishments 
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(Maslach & Jackson, 1981, 1986). Emotional exhaustion is the feeling of 
being emotionally overextended and depletion of emotional resources. It 
indicates the fatigue and tiredness of an individual while exhaustion 
component signifies the basic stress dimension of burnout. Depersonalization 
is negative, insensitive and excessively detached from other people and work 
attitudes, where reduced personal accomplishments depicted through 
deterioration of one’s competence and effective achievement of their work 
(Maslach & Goldberg, 1998; Schaufeli & Bakker, 2004). It is noted that 
exhaustion always described in terms of loss of energy, depletion, and fatigue. 
Depersonalization through negative attitudes towards clients, loss of 
optimistic behavior and increase the irritability towards anything. Further, 
reduction of personal accomplishment is described as reduced productivity, 
capability with less morale and inability to cope with work (Maslach et al., 
2001).  

When as individual experience burnout, it increases absenteeism, turnover 
intentions and actual turnover. Further, it reduces job performance, job 
involvement, job satisfaction, commitment to job and organization both 
(Bakker & Demerouti, 2007; Burke & Richardsen, 1993; Maslach et al., 
2001). Moreover, Burke and Greenglass (2001) stated that when people 
experience burnout create negative effect on their coworkers by creating 
interpersonal conflicts and by disturbing job tasks and duties. Hence, burnout 
can be transmittable, spread through informal interactions on the job, and 
create negative spillover effect on people’s home life creating work-life 
imbalance. Moreover, Maslach et al. (2001) have identified several job 
characteristics that lead to burnout. Mostly, work overload and time pressure 
strongly and consistently associated with burnout, especially with exhaustion 
dimension. Further, role conflict, role ambiguity, higher job demands with 
less resources lead occurrence of burnout. 

3. Employee Engagement 

Employee engagement represents the degree of involvement, participation 
and satisfaction to the organization and job (Nahrgang, Morgeson, & 
Hofmann, 2011). Schaufeli, Salanova, Gonza´lez-Roma´, and Bakker (2002, 
p. 74) have defined engagement as a positive, fulfilling, work-related state of 
mind characterized by vigor, dedication, and absorption. Vigor is high levels 
of energy, mental flexibility, and willingness in investing effort in work. 
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Dedication is defined as enthusiasm, inspiration, pride and challenge about 
the work. Absorption is being fully concentrated and happy with the work 
(Schaufeli & Bakker, 2004). Thus, people who are engaged at work are 
active, generate positive emotions, and possess problem solving coping styles 
that enhance the willingness to invest energy in efforts to meet the job 
demands (Crawford, LePine & Rich, 2010; Demerouti, Bakker, Nachreiner 
& Schaufeli, 2001). 

Employee engagement is assumes as the positive side of burnout. Maslach 
and Leiter (1997) stated that burnout is the direct opposite of dimensions of 
employee engagement. They discussed that energy, involvement and efficacy 
are the direct opposites of the three dimensions of burnout (exhaustion, 
depersonalization and reduction of personal accomplishment). Accordingly, 
their view emphasize that burnout is an attrition of engagement where energy 
generated while engaging in job turns in to exhaustion, involvement in to 
depersonalization and efficacy in to reduction of personal accomplishment 
(Schaufeli & Bakker, 2004). Thus, it emphasized that when employees are 
engaged in their job, leading a reduction of burnout as employee engagement 
act as the opposite of job burnout.  

In the present era, most of the researchers have been started to focus their 
interest of employee engagement. Several researchers have stated that 
employee engagement predicts number of employee outcomes, 
organizational accomplishments and financial performance in terms of 
shareholder wealth (Baumruk, 2004; Harter, Schmidt, & Hayes 2002). This 
claimed since employee engagement include cognitive, emotional and a 
behavioral components which positively associate with employee role 
performance. Moreover, employees are engaged when they are provided with 
workable workload, meaningful work with autonomy, appropriate 
recognition and reward, a supportive work environment, supportive 
coworkers and supervisors, and organizational justice and fairness (Saks, 
2006). Hence, individuals are more likely to engage themselves with the job 
in an environment where organization provides these resources.  

4. Perceived Supervisor Support  

Supervisor support is “a social resource and transaction, which provides 

necessary resources to people in need of help” (Marin & Garcia-Ramirez, 
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2005, p. 97). Perceived supervisor support is the perception of employees that 
their supervisor values their contribution and cares about their well-being 
(Eisenberger, Stinglhamber, Vandenberghe, Sucharski, & Rhoades, 2002). 
Employees face difficult situation while working, such work load, role 
conflict, and less autonomy which hard to manage alone. Thus, employees 
need the support in managing which can be expected from the work social 
support characterize by supervisor and coworker (Cohen & Wills, 1985; 
Kossek, Pichler, Bodner, & Hammer, 2011; Mayo, Sanchez, Pastor, & 
Rodriguez, 2012; Russo, Shteigman, & Carmeli, 2016).  

Accordingly, several studies have found out that perceived supervisor support 
aid in decreasing work family conflict, psychological strain, turnover, 
voluntary turnover and increase job satisfaction, family satisfaction, job 
performance, productivity and organizational performance (Dysvik & 
Kuvaas, 2013; Eisenberger et al., 2002; Karatepe, 2010; Kuvaas & Dysvik, 
2010; O’Driscoll & Beehr, 1994; Rhoades & Eisenberger, 2002; Hsu, 2011). 

Moreover, several studies have been found the relationship between 
supervisor support and well-being of employees, and it was found that 
supervisor support decreases both stress and emotional exhaustion 
(Greenglass, Burke, & Konarski, 1997). In addition, supervisor support 
reduces burnout and increase the service performance of employees in call 
centers (Singh, 2000) and make it easier for employees to enhance their 
knowledge. Thus, supervisor support is considered as important factor in 
development of employees (Ellinger, Ellinger & Keller, 2003) by providing 
work knowledge to fulfill the job demands (Schaufeli & Bakker, 2004) in a 
satisfactory manner without experiencing burnout.  

5. Perceived Coworker Support 

Fisher (1985, p. 40) defined coworker support as “the number and quality of 

friendships or caring relationships, which provide either emotional 
reassurance, needed information, or instrumental aid in dealing with stressful 
situations”. Almost all the situations, supportive coworkers are significant in 
prompting employee morale, completing assigned work-related tasks, and 
create an environment where employees share their creative ideas as well as 
mistakes without any obstruction (Joiner, 2007; Susskind, Kacmar, & 
Borchgrevink 2003). Employees are able to access more job resources when 
they perceive high coworker support that allow them to manage the stress at 
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work (Guchait, Paşamehmetoğlu, & Dawson, 2014). Furthermore, recent 
researchers have argued that coworker support is more than giving work 
related information, but proving more emotional support such as love, care 
and empathy (Rousseau, Salek, Aubé, & Morin, 2009), which will aid in 
reducing experiencing burnout at work. Prior research has asserted that 
coworker support reduces strain experienced in the job (Beehr, Farmer, 
Glazer, Gudanowski, & Nair, 2003; Beehr, Jex, Stacy, & Murray, 2000) 

Support from coworker enhances job satisfaction and reduce turnover 
intentions (Alexander, Lichtenstein, Oh, & Ullman, 1998; Dysvik & Kuvaas, 
2013; Griffeth, Hom & Gaertner, 2000; Lichtenstein, Alexander, McCarthy 
& Wells, 2004; Ng & Sorensen, 2008) and having positive relations with 
coworkers enhance employee well-being (Ducharme, Knudsen, & Roman, 
2007). Further researchers have found out that coworker support is positively 
associated with job involvement, work engagement, job performance and 
organizational commitment (Bakker & Demerouti, 2007; Rich, LePine, & 
Crawford, 2010; Chiaburu & Harrison, 2008; Karatepe, Keshavarz, & Nejati, 
2010). It was identified that occurrence of harmful work events due to high 
job demands can be reduced through coworker support (Turner, Chmiel, 
Hershcovis, & Walls, 2010).  

6. Job Demand-Resource Model 

Bakker, Demerouti and Sanz-Vergel (2014) describe two categories of job 
characteristics/working conditions, which exist in work environment; job 
demands and resources using Job Demands–Resources (JD-R) theory. Job 
demands include physical, psychological, social and organizational aspects 
of a job. For example high work pressure, unfavorable working environment, 
and emotional demands. (Bakker & Demerouti, 2007; Demerouti et al., 
2001).  

Job demands require substantial energy and they can be challenging with the 
higher workload and difficult tasks that obstruct attaining the organizational 
goals. Thus, higher job demands leads to energy depletion and exhaust the 
employees (Li, Jiang, Yao, & Li, 2013) where reduce the positive wellbeing 
of the employees. Job resources include social, psychological, physiological 
or environmental factors that support employees to achieve work goals, and 
reduce higher job demands. Social support, which considered as a job 



Kelaniya Journal of Human Resource Management 
Volume 12, Number 01 - January 2017 

7 

resource can be derived through supervisors and coworkers (Bakker & 
Demerouti, 2007; Demerouti et al., 2001). Those interpersonal and social 
relations create a supportive working environment that individuals are 
creating a capability of managing uncomfortable circumstances such as stress 
and burnout. 

Job resources become the motivational factors in a job where supports in 
achieving organizational goals inculcating the job demands in a positive 
manner (Demerouti et al., 2001). Moreover, supervisor support and coworker 
support consistently considered as job resources in the work environment 
(Crawford et al., 2010; Demerouti et al., 2001; Schaufeli, Bakker, & Van 
Rhenen, 2009; McCalister et al., 2006; Nahrgang, Morgeson, & Hofmann, 
2011). Supportive supervisor and coworker provide advice and assist 
employees to manage the work in a positive manner while create team work 
environment (Morgeson & Humphrey, 2006) that generate synergetic effect 
which ultimately achieve both individual and organizational goals.  

As job resources create a motivational process, which lead work engagement. 
Support from supervisor and coworkers create a supportive environment that 
allow the employees to achieve the organizational goals fostering learning 
and growth and at the same time motivating intrinsically. Further, these 
resources aid in reducing higher job demands and having these job resources 
help individual to stimulate the personal growth, learning and development 
while reducing physiological and psychological costs (Demerouti et al., 2001; 
Schaufeli et al., 2009). Through this it create high employee engagement 
(Bakker & Demerouti, 2007; Crawford et al., 2010; Demerouti et al., 2001; 
Nahrgang, Morgeson, & Hofmann, 2011) where employees generate 
dedication, positive energy and willingness of investing their effort to 
perform the job tasks well.  

As the Job demand resource theory states, when supportive working 
environment is exist which foster through supervisor and coworker support, 
it create buffering mechanism where employees protect from experiencing 
burnout. On the basis of this theory, it is suggested that there is negative 
impact of supervisor and coworker support on burnout. This emphasize that 
when employees perceived supervisor support and coworker support is exist, 
it support the employees to reduce experiencing burnout. 
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7. Conservation of Resource Theory 

Conservation of Resource Theory (COR) explains that people try their hard 
to retain, protect and build resources (objects, conditions, personal 
characteristics, and energies) and they feel threatened by loss of these 
valuable resources (Hobfoll, 1989). The threat of losing resources make 
people stress in three possible ways. When resources are threatened, when 
resources are actually lost and when there is no gain from invested resources 
(Alarcon, Edwards & Menke, 2011) individuals experience stress. Further, 
COR theory suggest that burnout occurs when values resources are lost, and 
inadequate to meet demands (Hobfoll, 1989). The major demands from work 
include role ambiguity, role conflict, stressful events, heavy workload, and 
work pressure. The resources include social support, which can derive from 
various sources, job enhancement opportunities, job autonomy, motivational 
opportunities, and participation in decision making (Burke & Richardsen, 
1993; Cordes & Dougherty, 1993).  

Individuals with larger amount of resources meet demands easily and protect 
themselves from the strains of resource reduction (Lee & Ashforth, 1996).  In 
addition, employees perceive that they are highly engaged, when they have 
sufficient amount of resources to fulfill the job demands and challenges of 
the job (Childs & Stoeber, 2010). Consequently, employee engagement 
creates more resources and invest them in the environment, which ultimately 
experience positive emotions.  

COR theory suggests that when employees are threatened with lack of job 
resources in terms of supervisor and coworker support, employees experience 
stress and burnout. Yet, when employees with larger amount of resources 
enable them to engage in the job well with that sufficient amount of resources. 
Thus, job resources provide energy, mental flexibility, and full concentration 
towards the job, which make employees highly, engaged in the job. Hence, 
engaging in the job allow the employees to build the resources and enhance 
the energy within the individual. As the COR theory stated that building 
personal resources that reduce experiencing burnout. 
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8. Conceptual Model and Prepositions 

Getting support from previous literature, the two theories, conservation of 
resource and job-demands and resources, following preposition are suggested 
in the present study. Figure 01 shows the model and proposed relationships 
explaining the impact of work social support and job burnout, and the 
mediating effect of job burnout. 

 

Figure 01: Conceptual Model 

Source: Authors Constructed, 2017 

 
Preposition1: There is a negative impact of perceived supervisor support 

on burnout. 

Preposition 2: There is a negative impact of perceived coworker support 
on burnout. 

Preposition 3: There is a mediating effect of employee engagement on the 
relationship between perceived supervisor support and 
burnout. 
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Preposition 4: There is a mediating effect of employee engagement on the 
relationship between perceived coworker support and 
burnout. 

9. Conclusion and Implications  

The significance of job burnout has been widely grabbed the attention of both 
academics and practitioners. Given consideration on the negative effects of 
job burnout and substantial need of work resources especially supervisor and 
coworker support in creating a supportive work environment with having a 
highly engaged work force, organizations are in a process of exploring ways 
in developing supportive working conditions with the intention enhancing 
employee job engagement.  

This paper the researcher has developed a conceptual model on job burnout, 
indicating the relationships with work social support and employee 
engagement establishing the linkage using conservation of resource theory 
and job demand-resource theory. The significance of this paper is that it offers 
logical relationships on which hypotheses were developed on empirical 
evidence and verify using theories.  

Future, researchers will be able to test this model especially in non-service 
sector to emphasize the existence of job burnout. Moreover, in addition to test 
the same model researchers can increase the complexity of model by adding 
more variable as family support, work-life balance, and work over load and 
flexible work schedules. Further, researchers can use more advance statistical 
modeling techniques as SEM to test the model, and conduct a comparative 
study on different industries.   
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