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Lawyer Burnout 

Abs t rac t  

Seve ra l  hypotheses suggested by t h e  t h e o r e t i c a l  l i t e r a t u r e  on burnout 

were empi r i ca l l y  t e s t e d  i n  an at tempt  t o  i d e n t i f y  t h e  o r g a n i z a t i o n a l  

condi t ions  a s s o c i a t e d  w i th  employee burnout. P u b l i c  s e r v i c e  lawyers i n  t he  

U.S. (rJ_= 391)  completed a  survey designed t o  a s s e s s  ( a )  t h r e e  components of 

burnout,  namely, emotional exhaus t i o n ,  depe r sona l i za t i on ,  and f e e l i n g s  of low 

personal  accomplishment; ( b )  percept ions  of s e v e r a l  j ob  condi t ions  p red i c t ed  

t o  be a s s o c i a t e d  t h e s e  t h r e e  components of burnout,  i nc lud ing  workload, r o l e  

c o n f l i c t ,  s o c i a l  suppor t ,  dec i s ion  making p o l i c i e s ,  and autonomy; and ( c )  

o rgan iza t iona l  commitment. Resu l t s  i n d i c a t e  t h a t  emotional  exhaust ion i s  most 

s t rong ly  a s s o c i a t e d  wi th  r o l e  c o n f l i c t  and q u a n t i t a t i v e  workload. Fee l ings  of 

personal  accomplishment were a s soc i a t ed  w i th  supe rv i so ry  s o c i a l  support  and 

job l eve l .  Depersona l iza t ion  was a s s o c i a t e d  wi th  r o l e  c o n f l i c t  and dec i s ion  

making p o l i c i e s .  F i n a l l y ,  each burnout component is s i g n i f i c a n t l y  r e l a t e d  t o  

o rgan iza t iona l  commitment . 
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Cor re l a t e s  of Burnout Among Pub l i c  Serv ice  Lawyers 

Researchers  i n t e r e s t e d  i n  s tudying  job s t r e s s  among human s e r v i c e  

p r o f e s s i o n a l s  appear  t o  agree  t h a t  t h e  concept of burnout expresses  wel l  t h e  

f e e l i n g s  experienced by some human s e r v i c e  employees (Chern iss ,  1980; Maslach, 

1982). Numerous conceptua l iza t ions  of t h e  burnout phenomenon have been 

pos i t ed  (Meier, 1984; Paine, 1981; Perlman & Hartman, 1982). Of t he se ,  t he  

approach developed by Maslach and h e r  co l leagues  i s  one of t h e  most 

empi r i ca l l y  dr iven.  Based upon a  sample of 1025 human s e r v i c e  p ro fe s s iona l s  

employed i n  a  wide v a r i e t y  of occupat ions,  Maslach and Jackson (1981a, b)  

developed t h e  Maslach Burnout Inventory (MBI)  t o  a s s e s s  t h r e e  components of 

job s t r e s s :  ( 1 )  emotional exhaus t ion ,  (2 )  depe r sona l i za t i on ,  and ( 3 )  f e e l i n g s  

of low persona l  accomplishment a t  work. Over 10,000 human s e r v i c e  

p r o f e s s i o n a l s  i n  a  wide v a r i e t y  of occupat ions (e.g., nu r se s ,  t e a c h e r s ,  

phys ic ians ,  p o l i c e  o f f i c e r s ,  counse lors )  have completed t h e  MBI ,  y i e l d i n g  a  

s u b s t a n t i a l  body of empir ica l  knowledge about t h e  M B I ' s  psychometric 

p r o p e r t i e s  ( s e e  Maslach & Jackson,  1986). 

A s  measured by t h e  MBI ,  emotional exhaus t ion  r e f e r s  t o  a  s t a t e  of 

dep le ted  energy which i s  assumed t o  be caused by exces s ive  psychologica l  and 

emotional demands made on people he lp ing  people. Use of t h e  word "exhaustion" 

r e f l e c t s  t h e  assumption t h a t  burnout is most r e l e v a n t  f o r  jobholders  whose 

work i s  very involv ing ,  f o r  exhaust ion presumes p r i o r  s t a t e s  of high a rousa l .  

Depersona l iza t ion  r e f e r s  t o  a  nega t ive ,  dehumanizing a t t i t u d e  toward one 's  

c l i e n t s .  This  a t t i t u d e  may l ead  s e r v i c e  p rov ide r s  t o  t r e a t  people l i k e  

o b j e c t s ,  a s  is  r e f l e c t e d  i n  t h e  use  of ob j ec t  l a b e l s  r a t h e r  t han  persona l  

names when r e f e r r i n g  t o  c l i e n t s .  Depersona l iz ing  c l i e n t s  may minimize i n t e n s e  

emotional a rousa l  t h a t  could i n t e r f e r e  w i th  one 's  func t ion ing ,  but excess ive  
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detachment w i t h  too  l i t t l e  concern i s  assumed t o  e x i s t  when a  s t a f f  member 

r e p o r t s  f e e l i n g s  of ca l lousness  and cynicism. The t h i r d  component measured by 

the  MBI,  f e e l i n g s  of low personal  accomplishment, was empi r i ca l l y  der ived  

( ~ a s l a c h  & Jackson,  1984) and has received l i t t l e  d i r e c t  a t t e n t i o n ,  However, 

the  demot iva t ing  e f f e c t s  of f e e l i n g s  of i n e f f i c a c y  have been ex t ens ive ly  

examined i n  o t h e r  l i t e r a t u r e s  ( M i l l e r  & Norman, 1979).  

Maslach and Jackson (1981a, b; 1986) repor ted  both convergent and 

d i sc r iminan t  v a l i d i t y  evidence f o r  t h e  MBI. Convergent v a l i d i t y  evidence 

included s i g n i f i c a n t  c o r r e l a t i o n s  between employees' M B I  s co re s  and ( a )  

coworkers' d e s c r i p t i o n s  of employees' r e a c t i o n s  t o  c l i e n t s ,  ( b )  spouses '  

d e s c r i p t i o n s  of employees' behaviors  a t  home, ( c )  caseload s i z e s ,  and (d )  

amount of time spen t  i n  d i r e c t  con tac t  wi th  p a t i e n t s .  Discr iminant  v a l i d i t y  

evidence inc luded  low c o r r e l a t i o n s  between MBI sco re s  and job d i s s a t i s f a c t i o n ,  

and nons ign i f i can t  c o r r e l a t i o n s  w i t h  s o c i a l  d e s i r a b i l i t y  scores .  Reported 

i n t e r n a l  cons is tency  r e l i a b i l i t i e s  f o r  t h e  t h r e e  MBI s co re s  ranged from .75 t o  

.go. 

The development of r e l i a b l e ,  v a l i d  measures of burnout was an important  

f i r s t  s t e p  toward understanding t h e  burnout phenomenon, but much remains t o  be  

learned  about t h e  an tecedents  and consequences of burnout. For  example, most 

o rgan iza t iona l  r e sea rche r s  i n t e r e s t e d  i n  burnout assume t h a t  job  cond i t i ons  

a r e  t h e  primary causes  of burnout, and t h a t  i n d i v i d u a l  c h a r a c t e r i s t i c s  a r e  

r e l a t i v e l y  l e s s  important ,  ye t  t h e r e  a r e  few empi r i ca l  t e s t s  of t h e  l i n k  

between job condi t ions  and burnout. I f  t h i s  assumption is  t rue ,  an important  

imp l i ca t i on  is t h a t  burnout can be minimized by c r e a t i n g  f avo rab l e  j o b  

condi t ions .  

T h e o r e t i c a l  d i s cus s ions  of burnout sugges t  a  v a r i e t y  of job  cond i t i ons  

l i k e l y  t o  a f f e c t  experienced burnout. This  s tudy  t e s t s  s e v e r a l  hypotheses  
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about t h e  r e l a t i o n s h i p  of job cond i t i ons  t o  burnout. Our hypotheses were 

developed on t h e  b a s i s  of t h e  ex t an t  t h e o r e t i c a l  l i t e r a t u r e .  Below we p re sen t  

t he se  hypotheses  and a  b r i e f  overview of t he  suppor t ing  l i t e r a t u r e .  

Hypothesis 1: Emotional exhaust ion i s  a s soc i a t ed  w i th  job condi t ions  

t h a t  d i r e c t l y  i nc rease  t h e  amount of e f f o r t  needed t o  do t h e  job. 

This  hypothes i s  fol lows from t h e  argument t h a t  emotional exhaus t ion  

r e s u l t s  from e x e r t i n g  high l e v e l s  of e f f o r t .  Other t h ings  being equa l ,  l a r g e r  

caseloads r e q u i r e  more e f f o r t  t o  perform s a t i s f a c t o r i l y ,  thus  high l e v e l s  of 

emotional  exhaus t ion  should occur f o r  human s e r v i c e  providers  w i t h  more, 

r a t h e r  than  fewer,  c l i e n t s  (Turner,  1984) .  Simi l a r ly ,  h igh  l e v e l s  of r o l e  

c o n f l i c t  imply mu l t i p l e  sources  of demands, and hence, h igh  l e v e l s  of e f f o r t  

a r e  necessary t o  s a t i s f y  those  demands. Both caseload s i z e  and r o l e  c o n f l i c t  

can be conceptual ized a s  job cond i t i ons  t h a t  demand high e f f o r t  l e v e l s  i f  one 

is  t o  g e t  t h e  job done, 

Large amounts of e f f o r t  may a l s o  be expended i n  response t o  perceived 

p r o d u c t i v i t y  norms. Norms governing t h e  "acceptable" l e v e l  of e f f o r t  t o  be 

expended may a r i s e  somewhat independent of a c t u a l  q u a n t i t a t i v e  workload, but  

could neve r the l e s s  be expected t o  have a  s t r o n g  in f luence  on t h e  e f f o r t  l e v e l s  

employees f e e l  ob l iged  t o  maintain.  F i n a l l y ,  work condi t ions  can vary g r e a t l y  

i n  t h e  ex t en t  t o  which resources ,  both phys i ca l  and human, a r e  a r ranged  t o  

f a c i l i t a t e  e f f e c t i v e  performance. When needed resources  a r e  e i t h e r  

unava i lab le  o r  d i f f i c u l t  t o  acces s ,  added e f f o r t  must be e x e r t e d  t o  be  

e f f e c t i v e .  Together,  t h e s e  f o u r  cond i t i ons  should c r e a t e  an  environment t h a t  

demands employees work hard  t o  complete t h e i r  t a s k s  s a t i s f a c t o r i l y ,  and hence 

emotional exhaust ion should be more l i k e l y  t o  occur. 
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Hypothesis 2: Feel ings  of low persona l  accomplishment a r e  a s s o c i a t e d  with j ob  

condi t ions  t h a t  imply one's e f f o r t s  a r e  i n e f f e c t i v e  and/or  unappreciated.  

The nega t ive  e f f e c t s  of f e e l i n g s  of persona l  i n e f f i c a c y  on mot iva t ion  

and exe r t ed  e f f o r t  i s  c l e a r l y  ev ident  from research  on l ea rned  h e l p l e s s n e s s ,  

which shows t h a t  people exposed t o  s i t u a t i o n s  i n  which t h e i r  e f f o r t s  

repea ted ly  f a i l  t o  produce p o s i t i v e  r e s u l t s  develop symptoms of s t r e s s  and 

depress ion  and g ive  up t h e i r  b e l i e f  t h a t  t h e i r  a c t i o n s  can make a  d i f f e r e n c e  

(Abramson, Seligman, & Teasdale ,  1978; M i l l e r  & Norman, 1979). J o b  condi t ions  

l i k e l y  t o  convey t o  employees t h a t  t h e i r  e f f o r t s  a r e  not  being rewarded 

inc lude  f a i l u r e  t o  rece ive  rewards cont ingent  upon performance, l ack  of 

p o s i t i v e ,  suppor t i ve  r e l a t i o n s h i p s  wi th  one ' s  supe rv i so r  and co l leagues ,  and 

an  unwil l ingness  on t h e  p a r t  of one ' s  supe rv i so r  t o  permit  autonomous a c t i o n ,  

implying t h a t  one 's  pa s t  performance has not  earned t h e  r e s p e c t  and t r u s t  of 

t h e  superv isor .  Assuming members of one 's  r o l e  s e t  a r e  important  sources  of 

information about one ' s  own job  e f f e c t i v e n e s s ,  l ack  of p o s i t i v e  feedback, a s  

r e f l e c t e d  by these  t h r e e  v a r i a b l e s ,  should be a s s o c i a t e d  w i t h  a  pe r sona l  

f e e l i n g  of f a i l u r e  o r  l ack  of accomplishment. 

Hypothesis 3 :  Depersona l iza t ion  is a s s o c i a t e d  w i th  job  cond i t i ons  t h a t  

r e q u i r e  ex tens ive  e f f o r t  and t h a t  l ead  employees t o  f e e l  they a r e  embedded i n  

an  impersonal,  dehumanizing system. 

This  hypothesis  fo l lows  from Maslach and Jackson ' s  (1984) argument 

t h a t  depe r sona l i za t i on  develops a s  a  coping response t o  work over load ,  and 

Sav ick i  and Cooley's (1983) obse rva t ion  t h a t  r i g i d  and c o n t r o l l i n g  

admin i s t r a t i ve  p r a c t i c e s  can invoke depersona l iza t ion .  The s p e c i f i c  j o b  

experiences  t h a t  r e f l e c t  t h e s e  cond i t i ons  a r e  q u a n t i t a t i v e  work load,  r o l e  

c o n f l i c t ,  p ressures  t o  produce, and l ack  of p a r t i c i p a t i o n  i n  d e c i s i o n  making. 

We have included nonpa r t i c ipa to ry  d e c i s i o n  making a s  a  p r e d i c t o r  of 
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depe r sona l i za t i on  based on t h e  assumption t h a t  employees w i l l  r e s o r t  t o  

mechanizing t h e i r  r e l a t i o n s h i p s  w i t h  o t h e r s  when cond i t i ons  become 

s u f f i c i e n t l y  uncon t ro l l ab l e  t h a t  t h e  environment i s  perce ived  a s  unchangeable. 

Nonpar t ic ipa tory  dec i s ion  making is  assumed t o  imply an uncon t ro l l ab l e  

environment . 
Hypothesis 4: Experienced burnout is  a s soc i a t ed  w i t h  low o rgan iza t iona l  

commitment. 

Most concep tua l i za t i ons  of burnout assume t h a t  t h e  t y p i c a l  novice i n  a  

human s e r v i c e  occupat ion e n t e r s  t h e  workforce wi th  a  h igh  l e v e l  of commitment 

t o  t h e  job. Indeed, t h e  burnout paradigm assumes t h a t  f u l f i l l m e n t  of h igher  

order  psychologica l  needs i s  among t h e  primary func t ions  of work f o r  human 

s e r v i c e  p ro fe s s iona l s .  This  pe r spec t ive ,  represen ted  i n  t h e  w r i t i n g s  of 

Maslow (1954), Argyris  (19571, and o t h e r s  sugges ts  t h a t  nega t ive  a f f e c t i v e  

r e a c t i o n s  t o  a  job cause a  d e s i r e  t o  leave  t h a t  job  i n  a n t i c i p a t i o n  of f i n d i n g  

an a l t e r n a t i v e  job  t h a t  w i l l  s a t i s f y  psychologica l  needs. 

Contemporary models of tu rnover  inform us t h a t  t h e  process  through which 

d e s i r i n g  t o  leave  a  job  i s  t r a n s l a t e d  i n t o  a c t u a l l y  l eav ing  i s  complex and 

inc ludes  many in t e rmed ia t e  l inkages  (Mobley, 1982; S t e e r s  & Mowday, 1981),  but 

lower o rgan iza t iona l  commitment should occur r e l a t i v e l y  e a r l y  i n  t h e  cha in  of 

events  t h a t  even tua l ly  leads  t o  turnover .  Thus, f o r  burnout t o  be impl ica ted  

as  a  t r i g g e r  f o r  job tu rnover ,  i t  should be a s s o c i a t e d  w i t h  a  p recu r so r  of 

tu rnover ,  namely o r g a n i z a t i o n a l  commitment. 

The presen t  s tudy  t e s t s  t h e s e  hypotheses u s ing  a  sample of p u b l i c  

s e r v i c e  lawyers. Maslach & Jackson (1978) argued t h a t  p u b l i c  s e r v i c e  lawyers 

may be p a r t i c u l a r l y  l i k e l y  t o  exper ience  f e e l i n g s  of emotional  exhaus t ion ,  

depersona l iza t ion ,  and low persona l  accomplishment, because many of t h e  job  

condi t ions  assumed t o  c o n t r i b u t e  t o  burnout c h a r a c t e r i z e  t h e i r  jobs. Yet t h i s  

occupat ional  group has rece ived  l i t t l e  a t t e n t i o n  from e m p i r i c a l  researchers .  
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Nethod 

P a r t i c i p a n t s  and Procedures 

Data were c o l l e c t e d  i n  a  l a r g e  agency engaged i n  t h e  d e l i v e r y  of  l e g a l  

s e rv i ce s .  The agency had s e v e r a l  geographica l ly  d i spe r sed  o f f i c e s ,  organized 

around l e g a l  s p e c i a l t i e s .  A s  p a r t  of  an o r g a n i z a t i o n a l  d i agnos i s ,  

ques t i onna i r e s  were d i s t r i b u t e d  t o  a l l  employees of  t h e  agency through i t s  

i n t e r n a l  mai l  system and were re turned  t o  t h e  r e s e a r c h e r s  v i a  t h e  U.S. P o s t a l  

Service.  Usable responses  were received v o l u n t a r i l y  from 391 lawyers 

r ep re sen t ing  a  response r a t e  of  approximately 50%. Q u e s t i o n n a i r e s  were 

designed t o  guaran tee  anonymity. A t  t h e  agency's r e q u e s t ,  t h e  only background 

information gathered about each respondent was ( a )  whether he o r  she  was a  

lawyer,  ( b )  whether he o r  she  was a  supe rv i so r ,  ( c )  o f f i c e  l o c a t i o n ,  and ( d )  

a r ea  of  l e g a l  s p e c i a l i z a t i o n .  Judging from t h e s e  d e s c r i p t i v e  da t a ,  our sample 

was r e p r e s e n t a t i v e  of  t h e  o r g a n i z a t i o n ' s  employee popula t ion .  

Measures 

Burnout components. Emotional exhaust ion ( 9  i t e m s ) ,  depe r sona l i za t i on  

( 5  i t ems ) ,  and f e e l i n g s  of  persona l  accomplishment ( 8  i t ems)  were assessed  

us ing  t h e  Maslach Burnout Inventory  (Maslach & Jackson,  1981b). The o r i g i n a l  

MBI is designed t o  a s s e s s  both frequency and i n t e n s i t y  of  f e e l i n g s .  These two 

dimensions have s i n c e  been shown t o  be q u i t e  s t r o n g l y  c o r r e l a t e d  (Maslach & 

Jackson, 1986). I n  t h e  p re sen t  s tudy ,  only i n t e n s i t y  o f  f e e l i n g s  were 

assessed.  

Job Conditions: Q u a n t i t a t i v e  work load was assessed  by a  four-item 

s c a l e  developed by Caplan, Cobb, French, Van Harr i son ,  and Pinneau (1975).  

Role c o n f l i c t  was measured by Rizzo, House, and Lir tzman's  (1970) e igh t - i t em 

s c a l e ,  whose psychometric p r o p e r t i e s  have been f avo rab ly  assessed  (Schu le r ,  
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Aldag, & B r i e f ,  1977; House, Schuler ,  & Levanoni, 1983). Autonomy was 

assessed  u s i n g  t h e  6-item index developed by Sims, S z i l a g y i ,  and K e l l e r ,  

(1976). Organ iza t iona l  commitment was a s se s sed  u s i n g  P o r t e r  and Smith 's  (1970) 

index. The c o n s t r u c t  v a l i d i t y  of t h i s  index was demonstrated by Mowday, 

S t e e r s ,  and P o r t e r  (1979). A l l  o t h e r  job  cond i t i ons  ( i . e . ,  p r e s su re  t o  

produce, d e c i s i o n  making po l i cy ,  performance-reward r e l a t i o n s h i p ,  s o c i a l  

support  from supe rv i so r ,  arrangement of people ande equipment, and s o c i a l  

suppor t  from co-workers) were assessed  us ing  Newman's (1977) Perceived Work 

Environment survey.  
1  

Resu l t s  

Table  1 d i s p l a y s  t h e  means, s t anda rd  d e v i a t i o n s ,  i n t e r n a l  cons is tency  

r e l i a b i l i t y  e s t i m a t e s ,  and i n t e r c o r r e l a t i o n s  f o r  a l l  va r i ab l e s .  Table  2 

p r e sen t s  r e s u l t s  from ana lyses  conducted t o  t e s t  hypotheses  1  through 3.  

Hypotheses 1  through 3 were t e s t e d  u s ing  h i e r a r c h i c a l  m u l t i p l e  r eg re s s ion  

ana lys i s  of s e t s  (Cohen & Cohen, 1975). One equa t ion  was computed f o r  each 

hypothes i s ,  a s  fol lows:  Job  condi t ions  p r e d i c t e d  t o  be most s t r o n g l y  

a s soc i a t ed  wi th  t h e  component under i n v e s t i g a t i o n  were e n t e r e d  on t h e  f i r s t  

s tep .  On t h e  second s t e p ,  a l l  o t h e r  job  cond i t i ons  t h a t  had been assessed  

were entered.  F i n a l l y ,  on t h e  t h i r d  s t e p ,  job  l e v e l  ( supe rv i so r  o r  not  a  

supe rv i so r )  was entered.  For each hypothes i s ,  emp i r i ca l  suppor t  i s  shown when 

a  s i g n i f i c a n t  amount of var iance  i n  t h e  dependent v a r i a b l e  i s  expla ined  by the 

f i r s t  s e t  of p r e d i c t o r s  and nons ign i f i can t  amounts of va r i ance  a r e  expla ined  

by t h e  second and t h i r d  s e t s  of p r e d i c t o r s .  Empir ica l  suppor t  i s  a l s o  shown 

by t h e  p a t t e r n  of be t a  weights  i n  t h e  f u l l  r e g r e s s i o n  equat ion.  S i g n i f i c a n t  

beta  weights should be found f o r  v a r i a b l e s  e n t e r e d  i n  t h e  f i r s t  s e t  of 

p r e d i c t o r s  and nons ign i f i can t  b e t a ' s  should be found f o r  v a r i a b l e s  en t e r ed  i n  

the  second and t h i r d  s e t s .  
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.................................. 

Tables  1 and 2  

.................................. 

Hypothesis  1  

Hypothesis  1  p red i c t ed  t h a t  t h e  j ob  condi t ions  most p r e d i c t i v e  of 

emotional exhaus t ion  would be cond i t i ons  t h a t  i n c r e a s e  t h e  amount of e f f o r t  

needed t o  do t h e  job. Table 2 shows t h a t  t h e  f o u r  i n d i c e s  of e f f o r t  needed, 

en te red  a s  t h e  f i r s t  s e t  of p r e d i c t o r s ,  expla ined  14% of t he  va r i ance  i n  

emotional  exhaust ion,  F (4,386) = 17.12, 2 < .05. Contrary t o  our  

p r e d i c t i o n s ,  adding t h e  remaining job  cond i t i ons  t o  t h e  r e g r e s s i o n  equa t ion  

inc reased  t h e  amount of var iance  expla ined  by a  s t a t i s t i c a l l y  s i g n i f i c a n t ,  

though r e l a t i v e l y  small ,  amount. I n s p e c t i o n  of t h e  be t a  weights  f o r  t h e  

v a r i a b l e s  en t e r ed  a s  s e t s  2 and 3  r e v e a l s  t h a t  none i s  s i g n i f i c a n t .  Only 

q u a n t i t a t i v e  load  and r o l e  c o n f l i c t ,  e n t e r e d  a s  p r e d i c t o r s  i n  t h e  f i r s t  s e t ,  

had s i g n i f i c a n t  be t a  values  i n  t h e  f u l l  r e g r e s s i o n  equation. Thus, our 

r e s u l t s  p a r t i a l l y  suppor t  Hypothesis 1. 

Hypothesis 2 

Hypothesis 2 p r ed i c t ed  t h a t  t h e  j o b  condi t ions  most p r e d i c t i v e  of 

persona l  accomplishment would be cond i t i ons  t h a t  imply one ' s  e f f o r t s  a r e  

i n e f f e c t i v e  and/or  unappreciated. Table  2  shows t h a t ,  con t r a ry  t o  our  

hypothes i s ,  t h e  f o u r  i nd i ce s  en t e r ed  a s  t h e  f i r s t  set  of p r e d i c t o r s  d i d  n o t  

e x p l a i n  a  s i g n i f i c a n t  amount of va r i ance  i n  f e e l i n g s  of persona l  

accomplishment, F (4,386) = 2.33, - ns. However, t h e  be t a  weight f o r  one 

v a r i a b l e  i n  t h i s  f i r s t  s e t  of p r e d i c t o r s ,  namely supe rv i so r  suppor t ,  was 

s i g n i f i c a n t  i n  t h e  f u l l  r eg re s s ion  equa t ion ,  p rovid ing  only very l i m i t e d  

suppor t  f o r  Hypothesis 2. Other  t han  suppor t  from supe rv i so r ,  t h e  only 

v a r i a b l e  with a  s i g n i f i c a n t  be t a  weight i n  t h e  f u l l  r eg re s s ion  equa t ion  was 
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job  l e v e l ;  lawyers i n  superv isory  p o s i t i o n s  repor ted  h ighe r  f e e l i n g s  of 

persona l  accomplishment. 

Hypothesis 3  

Hypothesis 3  p red i c t ed  t h a t  t h e  job  condi t ions  most p r e d i c t i v e  of 

depe r sona l i za t i on  of one ' s  c l i e n t s  would be condi t ions  t h a t  imply i n t e n s i v e  

e f f o r t  i s  needed t o  do t h e  job and t h a t  t h e  embedding system is dehumanizing. 

Table  2 shows support  f o r  t h i s  hypothesis .  The f i v e  p r e d i c t o r s  en t e r ed  a s  t h e  

f i r s t  s e t  explained a  s i g n i f i c a n t  p ropor t i on  of va r i ance  i n  depe r sona l i za t i on ,  

F (5,381) = 7.15, 2 < .05. Of t h e s e  f i v e  p r e d i c t e r s ,  two had s i g n i f i c a n t  b e t a  - 

weights  i n  t h e  f u l l  r eg re s s ion  equa t ion ,  namely, r o l e  c o n f l i c t  and dec i s ion  

making p o l i c i e s .  Although t h e  remaining job condi t ions  added t o  t h e  

r eg re s s ion  equa t ion  s i g n i f i c a n t l y  i nc reased  t h e  amount of va r i ance  expla ined ,  

i n s p e c t i o n  of t h e  be t a  weights f o r  t h e  v a r i a b l e s  en t e r ed  i n  s e t s  2 and 3 

r evea l s  none i s  s i g n i f i c a n t .  

Hypothesis 4  

To t e s t  hypothesis  4,  o r g a n i z a t i o n a l  commitment was regressed  onto  t he  

t h r e e  burnout components, y i e l d i n g  a  s i g n i f i c a n t  mu l t i p l e  c o r r e l a t i o n  

c o e f f i c i e n t ,  R (3,383) = .51, 2 < ,001. In spec t ion  of t h e  b e t a  weights  

revealed t h a t  a l l  t h r e e  burnout components e x p l a i n  s i g n i f i c a n t  var iance  i n  

o rgan iza t iona l  commitment, a s  p r e d i c t e d  ( s e e  Table  3).  

Table  3  About Here 

Discuss ion  

Overa l l ,  t h e  r e s u l t s  of our ana lyses  p a r t i a l l y  suppor t  our  hypotheses  

about t h e  job condi t ions  a s s o c i a t e d  w i t h  burnout. A s  p r ed i c t ed ,  d i f f e r e n t  job 
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condi t ions  were a s soc i a t ed  with t h e  t h r e e  burnout components. S p e c i f i c a l l y ,  

emotional exhaus t ion  was most s t r o n g l y  a s soc i a t ed  w i th  perce ived  q u a n t i t y  of 

work load and r o l e  c o n f l i c t .  Fee l ings  of persona l  accomplishment were most 

a s soc i a t ed  w i th  s u p e r v i s o r ' s  suppor t i ve  behaviors.  Depersona l iza t ion  was most 

s t rong ly  a s s o c i a t e d  with r o l e  c o n f l i c t  and l ack  of p a r t i c i p a t i o n  i n  d e c i s i o n  

making. I n  add i t i on ,  a l though we had not  formulated an hypo thes i s  r e l a t i n g  

job l e v e l  t o  burnout, we found t h a t  lawyers i n  superv isory  jobs r epo r t ed  

s i g n i f i c a n t l y  h igher  l e v e l s  of burnout f o r  a l l  t h r e e  components, compared t o  

lawyers i n  nonsupervisory pos i t i ons .  This  f i n d i n g  sugges ts  t h a t  t h e r e  a r e  

some f a c e t s  of superv isory  work, not  captured by t h e  cond i t i ons  i n v e s t i g a t e d  

here ,  which r e q u i r e  i s o l a t i o n .  Specu la t i ve ly ,  t he se  u n i d e n t i f i e d ,  p roblemat ic  

condi t ions  of superv isory  work might i nc lude  t h e  a c t i v i t i e s  demanded of a  

person who f i n d s  him/herself  managing employees exper ienc ing  burnout. That  

i s ,  burnout among those  who supe rv i se  human s e r v i c e  p r o f e s s i o n a l s  may be 

p a r t l y  a t t r i b u t a b l e  t o  t h e  burnout of t h e i r  subord ina tes .  

C lea r ly  t h e  c ros s - sec t iona l  de s ign  of t h i s  s tudy and our  r e l i a n c e  on 

s e l f - r e p o r t  measures p r o h i b i t  us  from drawing conclusions about c a u s a l  

r e l a t i onsh ips .  Indeed, i t  is  e n t i r e l y  pos s ib l e  t h a t  burnout causes  nega t ive  

percept ions  about one ' s  job,  and t h a t  f a c t o r s  o the r  t han  t h e  job  condi t ions  we 

assessed  a c t u a l l y  cause burnout. Never the less ,  our f i n d i n g s  suppor t  

developing theory about t h e  s o c i a l  and psychologica l  an t eceden t s  of t h e  

burnout phenomenon. However, t h e  amount of var iance  expla ined  by t h e  job  

condi t ions  we measured i s  r e l a t i v e l y  low f o r  t h e  t h r e e  burnout components; i t  

ranges from a s  l i t t l e  a s  4% f o r  pe r sona l  accomplishment t o  22% f o r  emotional 

exhaustion. This i s  p a r t i c u l a r l y  d i s h e a r t e n i n g  given t h a t  some c o v a r i a t i o n  

between va r i ab l e s  is  l i k e l y  due t o  common method bias .  
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I n  a d d i t i o n ,  whi le  our p red i c t i ons  about t h e  c o r r e l a t e s  of burnout were 

supported by r e g r e s s i o n  ana lyses  of s e t s  of conceptua l ly  r e l a t e d  v a r i a b l e s ,  

t he  unique c o n t r i b u t i o n s  of s p e c i f i c  job  condi t ions  hypothesized t o  be 

important were o f t e n  nons ign i f i can t  ( s e e  Table  2). Taken toge the r ,  t he se  

r e s u l t s  i n d i c a t e  t h a t  new t h e o r i z i n g  about t h e  burnout phenomenon is  needed, 

a s  a r e  cont inu ing  empi r i ca l  t e s t s  of e x i s t i n g  theory. New t h e o r i z i n g  may 

b e n e f i t  from Lazarus and h i s  a s s o c i a t e s '  cognitive-phenomenological theory of 

s t r e s s  and coping (e.g., Lazarus  and Folkman, 1984) which d i c t a t e s  t h a t  

d i s t r e s s  (e.  g., burnout)  can bes t  be understood by a t t e n d i n g  t o  how presumably 

s t r e s s f u l  cond i t i ons  a r e  p r imar i l y  appra i sed ,  how coping resources  a r e  

assessed ,  and how people ,  i n  f a c t ,  cope. Burnout r e sea rche r s  have ignored 

t h e s e  processes .  

Fu ture  empi r i ca l  r e sea rch  may b e n e f i t  from t h e  u se  of occupat iona l ly  

heterogeneous populat ions.  I n  most empi r i ca l  s t u d i e s  of burnout,  t h e  

p a r t i c i p a n t s  a r e  s e l e c t e d  from a s i n g l e  occupat iona l  group, (e.g. ,  t e ache r s ,  

nurses ,  po l i ce ) .  A b e n e f i t  of t h i s  approach i s  t h a t  measures can be t a i l o r e d  

t o  t h e  occupation. But a  p o t e n t i a l  shortcoming f o  t h i s  r e sea rch  s t r a t e g y  is 

r e s t r i c t i o n  i n  t h e  range of s c o r e s  ob ta ined ,  which i n  t u r n  may a t t e n u a t e  t h e  

c o r r e l a t i o n s  found. Future  r e sea rch  a l s o  needs t o  move beyond t h e  use  of 

c ross -sec t iona l ,  s e l f - r e p o r t  des igns ,  l e s t  t h e  l i t e r a t u r e  on burnout become a s  

s u s c e p t i b l e  t o  c r i t i c i s m  a s  t h e  l i t e r a t u r e  on job  s t r e s s  i n  g e n e r a l  (Kasl,  

1978). Happily a t  l e a s t  two r e l a t i v e l y  r igorous  s t u d i e s  (one u s i n g  a  

l o n g t i t u d i n a l  des ign  and one us ing  behaviora l  obse rva t ions  by spouses)  have 

found support  f o r  hypotheses about  t h e  an tecedents  and consequences of burnout 

(Jackson & Maslach, 1982; Jackson, Schwab, & Schuler ,  1986). 

Compared t o  our r e s u l t s  about t h e  p o s s i b l e  an t eceden t s  of burnout,  our  

r e s u l t s  regarding a  p red i c t ed  consequence of burnout,  namely lowered 
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o r g a n i z a t i o n a l  commitment, were more suppor t ive ,  a l though aga in  c a u s a l  

s ta tements  a r e  premature. It i s  e s p e c i a l l y  noteworthy t h a t  each component of 

burnout expla ined  some unique v a r i a t i o n  i n  o r g a n i z a t i o n a l  commitment, f o r  a s  

Table  1 r e v e a l s ,  two of t h e  t h r e e  burnout components (emotional  exhaus t ion  and 

depe r sona l i za t i on )  a r e  themselves c o r r e l a t e d .  

I n  conclusion,  i t  seems app rop r i a t e  t o  address  t h e  p o s s i b l e  con tex tua l  

and p r a c t i c a l  imp l i ca t i ons  of our f ind ings .  This  s tudy  was conducted i n  an  

o rgan iza t ion  whose members a r e  engaged i n  pub l i c  s e r v i c e  law, t h a t  i s ,  

providing l e g a l  s e r v i c e s  t o  t h e  poor. The r e s u l t s  i n d i c a t e  t h a t  those lawyers 

exper ienc ing  burnout a r e  l e s s  committed t o  t h e  o rgan iza t ion ;  they r epo r t  a  

lower i d e n t i f i c a t i o n  wi th  t h e  o r g a n i z a t i o n ' s  goa l s  and l e s s  w i l l i ngnes s  t o  

e x e r t  e f f o r t  t o  achieve t hose  goals .  Thus, employee burnout may have s e r i o u s  

nega t ive  consequences f o r  t h e  people who a r e  t o  be se rved  by t h e  o rgan iza t ion  

a s  we l l  a s  f o r  t h e  employees. Documenting empi r i ca l l y  t h e  e f f e c t s  of burnout 

on t h e  c l i e n t s  of p u b l i c  s e r v i c e  employees i s  an important  goa l  f o r  f u t u r e  

research ,  f o r  without  such documentation i t  may be d i f f i c u l t  t o  convince 

organiza t ions  of t h e  importance of changing any job  cond i t i ons  found t o  be 

a s soc i a t ed  wi th  burnout. 
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Footnotes  

'~ewman's (1977) l a b e l s  f o r  t h e  measures of s o c i a l  suppor t  from s u p e r v i s o r  and 

coworkers a r e  superv isory  s t y l e  and co-worker r e l a t i o n s ,  r e spec t ive ly .  
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Table  2 

Regression Resu l t s  Showing Rela t ionsh ips  o f  Burnout Components 

t o  Perceived Job Conditions 

Var i ab l e s  i n  Regression Equation R 
2 

s e t  
~e  t a a  

Emotional Exhaustion 

1 .  Q u a n t i t a t i v e  load 

Role c o n f l i c t  

P re s su re  t o  produce 

Arrangement of  people and equipment 

2. Performance-reward l i n k  

Decision making pol icy  

Support from coworkers 

Support from superv isor  

Autonomy 

3. Job l e v e l  
b  

Persona l  Accomplishment 

1 .  Performance-reward l i n k  

Support from superv isor  

Support from col leagues  

Autonomy 
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2. Q u a n t i t a t i v e  load 

Role c o n f l i c t  

Arrangement of  people and equipment 

P re s su re  t o  produce 

Decision making po l i cy  

3. Job l e v e l  

Depersona l iza t ion  

1 . Quan t i t a t i ve  load 

Role c o n f l i c t  

Pressure  t o  produce 

Arrangement of  people and equipment 

Decision making pol icy  

2. Performance-reward l i n k  

Support from col leagues  

Support from superv isor  

Autonomy 

3. Job l e v e l  

- -- - - 

*p < .05 

a ~ e t a  values  a r e  fo r  f u l l  equat ion.  

b ~ c o r e d  (nonsupervisory p o s i t i o n )  o r  "1' ( s u p e r v i s o r ) .  
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