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Beyond the recognition that the burnout experience entails a depletion of an individual’s
energy and emotional resources (e.g., Cordes & Dougherty, 1993; Gaines & Jermier, 1983),
most researchers agree that burnout is multidimensional, composed of three components:
emotional exhaustion, depersonalization, and reduced personal accomplishment (Lee &
Ashforth, 1996; Maslach, Jackson, & Leiter, 1996). Moreover, several scholars have argued
that burnout measures should refer to specific members of an employee’s role set (e.g., Singh,
Goolsby, & Rhoads, 1994). The role set refers to those people who have a vested interest in
how the employee performs; the role set includes customers and managers, henceforth called
“facets of burnout” (cf. Merton, 1957).

Ashforth (2001) proposed that employees seek to find a fit between their own self (e.g.,
resources or identity) and the specific role expectation within their organizational environment
(Edwards, 1991). Configuration-driven researchers in organization theory propose that
because of the fit process, a few person-organization configurations, or patterns, emerge
(Meyer, Tsui, & Hinings, 1993). Research on burnout (e.g., Maslach, Schaufeli, & Leiter,
2001) has been predominantly contingency oriented (e.g., how organizational or personality
variables might influence the different dimensions of burnout).

The contingency approach to organizational sciences focuses on the appropriate match
between behavior and situation (Meyer et al., 1993). However, common sense and research
findings suggest that contingency-based assumptions do not completely describe variations in
the experience of burnout. For instance, the experience of burnout in our environment varies.
Some individuals are burned out, others do not experience burnout at all, whereas others seem
to function well even when experiencing considerable amounts of burnout. Research on mana-
gerial cognition shows that managers have and use complex multidimensional classification
schemes, namely, configurations (Reger & Huff, 1993). Contingency theorists make simple
causal assumptions between two variables that are linked by linear relationships involving uni-
directional causation between exhaustion and performance and separately between deperson-
alization and performance. These insights highlight the limitations of an exclusive focus on the
scores of individuals on single variables, ignoring joint scores across multiple dimensions
(Meyer et al., 1993).

Rather than following a traditional “dimensionalizing” approach to understanding perfor-
mance under the influence of burnout, this study has adopted a configurational approach
(Meyer et al., 1993), wherein combinations of burnout form coherent patterns or constella-
tions within each individual. This perspective is grounded in the explicit notion that “the parts
of a social entity take their meaning from the whole and cannot be understood in isolation”
(Meyer et al., 1993: 1178). Applied to burnout experiences, this approach is based on the analy-
sis of the entire burnout syndrome and not its constituent parts (i.e., each burnout dimension
considered separately) and aims at synthesizing broad burnout patterns from its fragmented
dimensions (cf. Farmer & Maslyn, 1999). Our purpose is not to replace traditional contin-
gency analyses of burnout behaviors and their relation to performance but rather to supple-
ment contingency analyses with a perspective that may integrate our knowledge on burnout.

The first goal of this research is to follow Meyer et al.’s (1993) recommendation for estab-
lishing the usefulness of the contingency perspective of burnout. Our aim is to search for
meaningful and coherent configurations of burnout indicators by simultaneously taking into
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account the three basic symptoms of the syndrome and the role members to whom these
symptoms refer.

Our second goal is to demonstrate how a configurations-based approach to burnout may
extend our knowledge on the relationship between burnout and job performance beyond that
provided by the often unclear findings of contingency research. For instance, Schaufeli and
Enzmann (1998) reanalyzed five previous studies in which the relationship between burnout
components, as measured by the Maslach Burnout Inventory–Human Service Survey (MBI-
HSS) and self-reported performance was examined. They found that, on average, emotional
exhaustion explained 5% of the variance in self-reported performance, depersonalization
explained 4%, and reduced personal accomplishment explained only 6%. Studies that have
examined objectively assessed performance (Keijsers, Schaufeli, Le Blanc, Zwerts, & Reis-
Miranda, 1995) provide results that are even more disappointing. The explained variance aver-
aged less than 1%, irrespective of the burnout dimension. Even more surprising is the finding
that whereas some studies have demonstrated negative relationships between burnout dimen-
sions and performance (e.g., Bhagat, Allie, & Ford, 1995; Parker & Kulik, 1995; Wright &
Cropanzano, 1998), others have shown positive relationships (e.g., Keijsers et al., 1995).
These conflicting views may reflect a relationship between burnout configurations rather than
burnout dimensions and performance. As Meyer et al. (1993) suggested, variables found to be
related in one configuration may be unrelated or even inversely related in another, thereby
implying a nonlinear relationship.

To this end, we approached employees with clear performance goals through contact with
supervisors, colleagues, and customers. We selected account managers, in particular, because
they provide services to external customers (i.e., account managers sell value-adding ser-
vices). However, we believe that our approach can be generalized to employees who provide
services to internal customers (i.e., recipients of one’s work product).

Conflicting Views on Burnout

There is agreement within the literature regarding the multidimensionality of burnout. The
three main dimensions comprising burnout are exhaustion, depersonalization, and lack of per-
sonal accomplishment. Exhaustion refers to energy depletion or the draining of emotional
resources and is characterized by mental, emotional, and physical fatigue (Maslach et al.,
1996). Depersonalization refers to negative, cynical attitudes toward the recipients of one’s
services and is characterized as a dysfunctional kind of detached concern (Maslach et al.,
1996). Finally, lack of personal accomplishment is the tendency to evaluate one’s own work
with recipients negatively and is often accompanied by feelings of inefficacy and poor self-
esteem (Maslach, 1993). There are inconsistent interpretations regarding what the burnout
dimensions actually mean, how they emerge, and how they relate to each other. That is, the
nomological network of the construct is poorly defined.

First, most authors (Maslach, 1993; Maslach et al., 1996; Schaufeli & Enzmann, 1998)
conceive of burnout as a syndrome consisting of independent components that have differen-
tial relationships with antecedents and consequences. For instance, emotional exhaustion is a
direct result of the demands in the work environment, whereas depersonalization and reduced
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personal accomplishment are primarily the result of a lack of job resources (e.g., Bakker,
Demerouti, Taris, Schaufeli, & Schreurs, 2003; Demerouti, Bakker, Nachreiner, & Schaufeli,
2001; Lee & Ashforth, 1996). Accordingly, employees may experience only one symptom of
burnout depending on the prevailing work conditions.

Second, researchers such as Maslach et al. (1996) conceive burnout as a continuous, as
opposed to dichotomous, variable. High levels of burnout are reflected in high scores on emo-
tional exhaustion and depersonalization and low scores on personal accomplishment, whereas
low scores on the first two dimensions and high scores on the last dimension are indicative of
low burnout. Furthermore, Maslach and colleagues specify moderate levels of burnout as com-
posed of average scores on all dimensions. The authors of the MBI-HSS, however, left several
cases unspecified. For instance, it is unclear how to characterize employees with high scores
on emotional exhaustion combined with low scores on both other dimensions. To ensure clar-
ity in the present study, we will adopt the following terminology: An employee is considered
as burned out only if emotional exhaustion and depersonalization are high and personal
accomplishment is low. All other cases will be referred to as incomplete burnout.

Third, it has been suggested that burnout should be conceived of as a continuing energy
depletion process in which employees who experience emotional exhaustion depersonalize in
order to conserve their resources (Cordes & Dougherty, 1993; Maslach et al., 1996; Wright &
Cropanzano, 1998). According to Maslach (1993), depersonalization is a dysfunctional cop-
ing mechanism that further deteriorates the relationship with recipients and gradually reduces
the sense of personal accomplishment (see Bakker, Schaufeli, Sixma, Bosveld, & Van
Dierendonck, 2000). Muraven, Tice, and Baumeister (1998) conjectured that burnout comes
with ego depletion, which is evident in an individual’s inability to intelligently self-regulate.
Therefore, inability to self-regulate might explain why employees seek to depersonalize when
emotionally exhausted. Meyerson (1994) has argued that burnout is differentially experienced
by employees according to the norms of an organization or a profession. This implies that the
burnout experience can be, to a certain extent, self-regulated by the individual experiencing
burnout (i.e., coping; Edwards, 1992).

In addition, several authors have proposed that burnout should not only reflect three dimen-
sions but include the behaviors and attitudes of employees toward role set members. For
instance, because working with clients and subordinates is critical for managers, Lee and
Ashforth (1993) modified the MBI-HSS to include items about clients and subordinates to
measure manager burnout. Similarly, to use the MBI-HSS outside the human services profes-
sions, Golembiewski, Munzenrider, and Carter (1983) replaced the term recipients with
coworkers. Finally, Singh et al. (1994) used the MBI-HSS to develop an even further differen-
tiated burnout instrument, including items referring to different facets of employee role set,
such as customers, colleagues, supervisors, and top management. However, they aggregated
these facets. Only recently has research (Singh, 2000) used a disaggregated burnout scale
involving burnout toward customers and top management.

What emerges from these observations is that external or personal conditions may elicit
specific burnout experiences that may vary both in terms of dimension(s) and of persons to
whom these experiences refer. Burnout should be understood in its entirety and not simply
from consideration of its parts in isolation. Otherwise, there is little value in addressing burn-
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out as opposed to exhaustion or depersonalization. An individual’s burnout pattern is an indi-
cation not only of how burnout is experienced by an employee but also of the conditions that
lead to this pattern and the outcomes to which it is related. In that respect, the configurational
approach implies that the different configurations of burnout should differentially relate to
various outcomes (Meyer et al., 1993). These issues have not been examined before; therefore,
our study has an exploratory character.

Configurations of Burnout

The customer is the most important segment of a service provider’s role set, and the key to
service performance is the provider’s ability to have a professional relationship with the cus-
tomer (Bradach & Eccless, 1989; Rafaeli & Sutton, 1987). Therefore, account managers will
make certain that they tailor their cognitive, physical, and emotional resources (e.g., via dis-
play rules) in accordance with their customers. This strategy is also referred to as “emotion
work” (Hochschild, 1983) or “interactional strategies” (Snyder & Cantor, 1998). Unfortu-
nately, “designing” the appropriate resource configuration is not always easy. Employees may
become unable to maintain their cognitive, physical, and emotional efforts, resulting in emo-
tional discomfort and feelings of exhaustion or depersonalization toward one member of the
role set spreading toward other role set members.

Multidimensional and multifaceted burnout measures may be adroit instruments of how
employees experience, regulate, and cohere their resources across different members of their
role set. Indeed, a basic argument of a bottom-up approach (Salmon, 1989) has been offered by
Singh (2000), who stated that “performance requires interaction with multiple role members,
such that one or more role members belong to a distinctly different work group” (p. 17). Burn-
out then may be experienced with different intensities, as well as in different configurations
consisting of not only the different components but also the different role members to whom
these feelings might refer.

The first possible configuration that might result is employees who experience emotional
exhaustion, depersonalization, and reduced personal accomplishment on all fronts (i.e.,
toward customers, supervisors, and colleagues). This group represents employees with a con-
siderable depletion of energy and emotional resources. They are incapable of segmenting (i.e.,
“buffering,” as referred to by Ashforth & Humphrey, 1995) and of exerting cognitive and emo-
tional control over themselves (e.g., in the form of display rules) to conform to situations. Neg-
ative feelings toward one role set member will spill over toward other members of the role set.
Opposite of this group may be a group of employees who will not experience any sort of burn-
out; these individuals have none of the burnout components toward any role member. These
employees are either able to manage their emotions, adapt themselves to situations, or influ-
ence situations to adapt to them. Thus, we propose the following hypotheses:

Hypothesis 1a: Some employees will experience burnout (i.e., high exhaustion and depersonalization
and low personal accomplishment) toward all role set members.

Hypothesis 1b: Some employees will experience no burnout (i.e., low exhaustion and depersonaliza-
tion and high personal accomplishment) toward all role members.
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In addition, there will be one or more groups of employees who experience moderate or
incomplete burnout; the abilities of these employees to self-regulate their emotional, physical,
and cognitive resources are not completely exhausted. Under moderate levels of burnout, we
propose different possible patterns. First, some employees will have moderate scores on all
burnout dimensions, consistent with the contention of Maslach et al. (1996). In other words,
these employees are somehow able to spread their burnout feelings (i.e., emotional exhaustion
and personal accomplishments) and interactions (i.e., depersonalization) evenly across all
members of the role set. Second, there might be employees who remain capable of self-regulat-
ing their energy and emotional resources such that they do not spill over onto a larger set of role
members. In other words, there will be employees who experience some or all of the burnout
components but only toward a specific role set member (e.g., toward customers if we stick to
the facet-specific meaning of burnout as proposed by Lee & Ashforth, 1993). Third, given the
generally accepted notion that components of burnout may occur independently of each other
(under specific conditions; see Demerouti et al., 2001), we consider the possibility that some
employees will experience only one of its components toward all role set members.

The most likely component that account managers would experience is reduced personal
accomplishment because personal accomplishment or general feelings of competence (Pines,
1993), mastery (Hobfoll & Freedy, 1993), and goal orientation (Hallsten, 1993) are crucial for
service providers. Personal accomplishment is defined as the evaluation of one’s relational
skills in handling customers, which may influence self-efficacy beliefs regarding future per-
formance. As Van Dierendonck, Schaufeli, and Buunk (2001) suggested, personal accom-
plishment may function as a basic or core resource to better handle the strains of the job.

On the basis of this overview, we expect several patterns of moderate or incomplete
burnout:

Hypothesis 1c: Some employees will experience moderate levels on all burnout dimensions.
Hypothesis 1d: Some employees will experience high levels on one or more burnout dimension(s)

(i.e., exhaustion or depersonalization or both) toward one but not all members of the role set, par-
ticularly toward customers.

Hypothesis 1e: Some employees will experience high levels on only one dimension of burnout, espe-
cially reduced accomplishment, directed at all members of the role set.

Configurations of Burnout and
Self-Rated Performance

Configurational analysis of burnout might explain why conflicting views about the rela-
tionship between burnout and performance have been found in the literature using a contin-
gency perspective. We focus specifically on both in-role and extra-role performance, the latter
of which is rarely studied in relation to burnout. In-role performance is defined as those offi-
cially required outcomes and behaviors that directly serve the goals of the organization
(Motowidlo & Van Scotter, 1994). Among other things, in-role performance includes meeting
sales objectives and effective sales presentations (Behrman & Perreault, 1982). Like any other
employee, account managers also display extra-role behaviors (Morrison, 1994). Extra-role
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performance is defined as discretionary behaviors on the part of an employee that are believed
to directly promote the effective functioning of an organization without necessarily directly
influencing an employee’s productivity (MacKenzie, Podsakoff, & Fetter, 1991). Although
Bolino, Turnley, and Bloodgood (2002) noted that citizenship has different dimensions, we
will focus on four: civic virtue, sportsmanship, altruism, and courteousness.

Civic virtue involves active participation in everyday company activities such as attending
meetings, responding to messages in a timely fashion, and keeping up with company affairs
(Organ & Paine, 1999). Sportsmanship implies enduring frustration and inconvenience not
only without complaint but with a positive attitude. Altruism, or helping behavior, is the will-
ingness to come to the aid of colleagues in terms of everyday support as well as concerning
burdensome workloads. Courteousness refers to efforts at creating a pleasant social climate
and avoiding negativism in interpersonal exchanges. Courteousness implies the ability to take
the perspective of others and demonstrate empathetic behaviors. In subsequent sections, we
explain how each of the burnout configurations uniquely affects, and at times acts in an oppos-
ing fashion to, the performance of employees who operate as service providers.

No-burnout group. Employees who have an abundance of emotional and cognitive
resources are capable, via optimization, of allocating resources across their role set in order to
accomplish their goals (Freund, Li, & Baltes, 1999). Therefore, they will show the highest in-
role and extra-role performance within their organization as they are highly capable of han-
dling their energy toward all the members of the role set.

Burnout group. Employees who experience burnout will not be able to demonstrate both in-
role and extra-role performance. First, they are low on resources that would otherwise enable
them to achieve high levels of in-role performance (Maslach, 1993). Second, they lack ability
to demonstrate extra-role behaviors because, as Schaufeli and Enzmann (1998: 26) noted,
burned-out employees lose their concern for the organization and become hypercritical and
distrustful toward management, peers, and colleagues. Specifically, their extra-role perfor-
mance, as evident through the performance of extra-role behaviors, will be low.

Hypothesis 2a: Employees who do not experience burnout will show the highest level of both in-role
and extra-role performance.

Hypothesis 2b: Employees who experience burnout will show the lowest in-role and extra-role
performance.

Moderate burnout. We conceive three different ways in which the moderate burnout con-
figurations may influence performance:

First, for employees with moderate levels of burnout, we assume that they have the capacity
to make smart decisions on whether to excel in one particular dimension of performance as
opposed to another. They are forced to make a choice because of their depleted resources (also
called “loss-management” or loss-based selection; Freund et al., 1999). Similarly, Wright,
George, Farnsworth, and McMahan (1993) showed that when employees have to accomplish
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difficult in-role performance goals, which cost them resources, they focus on in-role perfor-
mance goals at the cost of extra-role performance. Therefore, we hypothesize that employees
with moderate levels of burnout will reduce extra-role performance in favor of in-role perfor-
mance. According to research on dual tasks, people choose to concentrate on one task rather
than perform poorly on both tasks because of a lack of cognitive and emotional resources
(Freund et al., 1999). This strategy might apply specifically to the employees who experience
depersonalization toward customers. That is, those who are able to work with detached con-
cern can compartmentalize their emotional resources. These employees will make the least
number of decisions regarding which task to perform and use strategies like derogating,
stereotyping, and blaming the service recipients, thus creating a psychological distance in
order to protect themselves (Schaufeli & Enzmann, 1998).

Second, given the importance of the resource “relationship with customers” for service pro-
viders, employees who experience emotional exhaustion, whether toward one role set member
or as part of moderate levels on all dimensions, will tend to limit their losses and engage in high
in-role and extra-role performance (known as compensation) (Wright & Cropanzano, 1998).
In this regard, Lee and Ashforth noted that people tend to “overweigh the consequences of
losses . . . the resources expended to prevent further loss are greater than the threat of losses
presented by the demands” (1996: 129). Similarly, Freudenberger (1974) observed that
employees who are prone to burnout work too much, too long, and too intensively because
they feel pressure both from within and outside of work. This pressure drives these employees
to work harder in relation to both in-role and extra-role performance and ultimately risk
breakdown.

Whereas both loss-based selection and compensation concern moderate levels of burnout,
there is a substantial difference between them. In loss-based selection, which is applicable in
the case of depersonalization, the employee remains intelligent on how to allocate resources.
However, in compensation, which is applicable in the case of emotional exhaustion, self-
regulatory ability deteriorates (e.g., Baumeister, Faber, & Wallace, 1999).

Finally, employees with high scores on one dimension toward the whole role set, where per-
sonal accomplishment is the main component, will have feelings of inefficacy and poor profes-
sional self-esteem (Maslach & Jackson, 1986; Maslach et al., 1996). Therefore, we consider
these individuals incapable of making any efforts. Furthermore, they will achieve low extra-
role and in-role performance. This has been statistically justified by the high correlations
between personal accomplishment and performance (e.g., Klein & Verbeke, 1999).

Hypothesis 2c: Employees with depersonalization (toward customers) will engage in loss-based
selection, achieving high in-role but low extra-role performance.

Hypothesis 2d: Employees with emotional exhaustion (toward customers) or with moderate levels on
all dimensions will engage in compensation and will show high extra-role and in-role
performance.

Hypothesis 2e: Employees with low personal accomplishment (toward one or all role set members)
will exhibit low in-role and extra-role performance.
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Method

Participants and Procedure

To collect data from Dutch account managers working in different industries, three differ-
ent samples were approached using the same procedure. Initially, the managers of different
organizations were requested to participate by telephone or during executive programs at a
Dutch university. Interested companies were mailed an invitation to participate with the fol-
lowing stipulations: (a) All their account managers should be allowed to participate in order to
avoid selection bias by management, and participation should be encouraged by management;
and (b) questionnaires should be returned within 8 weeks. All account managers received a
questionnaire and a cover letter explaining the purpose of the study and assuring confidential-
ity and anonymity. In addition, they were sent an addressed, stamped envelope to return their
questionnaires directly to the researchers. It is important to note that the occupation of account
manager tends to be male dominated in the Netherlands.

Sample 1 included employees from 11 different divisions that were independently operat-
ing within one large bank in the Netherlands. This bank sold financial packages consisting of
financial services as well as insurance policies to businesses and individual consumers. In
total, 399 questionnaires were sent, and 340 were returned (response rate = 85.2%). The sam-
ple was 81% male and 19% female. The average age of the sample was 35.7 years (SD = 10.2),
and the average organizational tenure was 7.8 years (SD = 9.0).

Sample 2 included employees within 22 firms from three different industries: wholesale
distribution (e.g., office equipment), services (e.g., financial services), and manufacturing
(e.g., automobile manufacturers and food producers). Of the 346 surveys distributed, 197 were
returned (response rate = 57.2 %). This sample was 96% male and 4% female. The average
participant in this sample was 37.4 years old (SD = 10.4), with a mean organizational tenure of
8.9 years (SD = 8.7).

Sample 3 consisted of mortgage representatives employed by a large Dutch bank. This sam-
ple differed from the first sample in that they sell in a transactional mode (i.e., customers do not
buy a mortgage every year). The first sample consisted of account managers who developed
long-term relationships with customers. A total of 346 questionnaires were sent directly to the
account managers, and 122 were returned (response rate = 35.2%), with 78.4% of the sample
being male. The average age was 36.4 years (SD = 9.2), and the mean organizational tenure
was 8.2 years (SD = 8.3).

The differential response rates between the samples may have been due to the second
author’s close contact with the managers of Sample 1, who allowed him to distribute the ques-
tionnaires personally. We could not exercise this control in the other samples. Finally, after
deleting cases with missing values, the total sample included 616 participants (i.e., Sample 1 =
318, Sample 2 = 182, Sample 3 = 116).
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Measures

For all measures, we used a 7-point rating scale on which participants could indicate the
extent to which they agreed with each statement (1 = completely disagree, 7 = completely
agree).

Facet burnout. Facet burnout was measured with an instrument developed by Singh and his
colleagues (1994), which is drawn from Maslach and Jackson’s (1986) Burnout Inventory.
The instrument includes two items for each burnout component that refer to customers, super-
visor, and colleagues. We used Singh et al.’s (1994) original two-item scales without modifica-
tion. Sample items include the following: “I feel I am working too hard for my customers,” and
“I feel emotionally drained by the pressure my boss puts on me” (emotional exhaustion); “I
feel indifferent toward some of my customers,” and “I feel I have become callous toward my
coworkers” (depersonalization); “I feel effective in solving the problems of my customers,”
and “I feel my supervisor values my contribution to the firm” (personal accomplishment).
High scores represent low burnout only for the Personal Accomplishment subscale.

In-role performance. To assess sales volume and sales interactions, we used self-rating
scales developed by Behrmann and Perreault (1982). Sales volume was measured using seven
items, while six items measured sales interaction. Sample items include the following: “Com-
pared to my colleagues, I sell products with a higher profit-margin” (sales volume), and “Com-
pared to my colleagues, I am better able to convince customers of the fact that I truly under-
stand their unique problems and concerns” (sales interaction).

The test-retest reliability and construct validity of the in-role performance measure has
been examined among a sample of 200 account managers and 42 managers from five industrial
firms (Behrmann & Perreault, 1982). Using a 2-month time interval, the authors report a test-
retest correlation of .70 for total scales. Moreover, self-reported sales volume and sales inter-
action correlated significantly with managers’ evaluations (r = .36, p < .001, and r = .23, p <
.001, respectively).

Extra-role performance. Extra-role performance is defined as actions that go beyond what
is stated in formal job descriptions and those that increase organizational effectiveness. The
instrument used in the present research was developed by MacKenzie et al. (1991). We mea-
sured the dimensions of civic virtue (three items; e.g., “I attend functions that are not required
but that help the company image”), altruism (three items; e.g., “I help colleagues who have
heavy work loads”), sportsmanship (four items; e.g., “I have a positive attitude toward col-
leagues and customers, irrespective of circumstances”), and courtesy (four items; e.g., “I con-
sider the impact of my actions on others”).
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Results

A Multidimensional and Multifaceted Burnout Instrument

The dimensionality of the burnout instrument was examined in the total sample using con-
firmatory factor analysis (CFA) with the maximum likelihood method, and multitrait-
multimethod matrices as proposed by Bagozzi (1993). Specifically, we tested the trait model,
which hypothesizes that the variation in the items can be fully explained by the underlying
traits (i.e., the three burnout components) plus error, and without any differentiation among
facets. The 18 burnout items were modeled as observed variables and the burnout components
as correlated latent factors.

In contrast, the facet model assumes that the structure is determined not by the burnout
components but by the facets measured in the present research, namely, customers, supervi-
sors, and colleagues. This model includes the 18 burnout items and three correlated latent
(facet) factors.

The third model represents the multitrait-multimethod model, here the multitrait-multifacet
(MTMF) model. It includes each burnout item as well as two categories of latent factors: (a)
the three burnout components that are correlated and (b) the three facets, which are also corre-
lated. Correlations between burnout components and facets were not included in this model.
Each item had two loadings: one on a trait factor and one on a facet factor.

The final model tested whether role member burnout had discriminant validity (cf.
Bagozzi, 1993). This was done by constraining the correlations among the facets in the MTMF
model to 1.

The MTMF model proved to be superior to both the trait and the facet model, ∆ χ2 (20) =
735.01, p < .001 and ∆ χ2 (21) = 1,063.71, p < .001, respectively. The MTMF model revealed
fit indices (χ2 = 527.86, df = 113, Goodness-of-Fit Index [GFI] = .91, root mean square error of
approximation [RMSEA] = .07, Non-Normed Fit Index [NNFI] = .83, Comparative Fit Index
[CFI] = .86, Incremental Fit Index [IFI] = .86) that did not meet the criteria for good fit, which
may be partly attributable to the relatively large number of observed variables (i.e., 18 burnout
items) and the large sample size (cf. Bentler & Chou, 1987). However, the parameter estimates
had acceptable values, which is another indication of the plausibility of the model. In addition,
the parsimonious GFI had a value of .61, which is acceptable (Byrne, 2001). Thus, both con-
tent- and facet-specific differentiation seem to be substantial. Furthermore, the model that
assumes no discriminant validity for the different facets (i.e., MTMF constrained) was also
significantly and substantially worse than the MTMF model (∆ χ2 (3) = 356.99, p < .001),
indicating that the facets are distinguishable factors.

The meaningfulness of the differentiation between burnout dimensions and burnout facets
and the discriminant validity of the different facets of burnout can be observed in the correla-
tion matrix (see Table 1) for the total sample. As displayed, the highest shared variance among
the different composites is only 25% (r = .50). In addition, the means of some burnout
subscales (e.g., exhaustion) are relatively low, indicating that participants of this study experi-
enced rather low burnout. Finally, two of the burnout subscales have rather low internal consis-
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the results of CFAs indicated that the items loaded substantially on the intended factors and
that each subscale is only composed of two items.

Burnout Configurations

Before looking for identifiable burnout groups of employees, we tested whether employee
responses were influenced by sample membership via multivariate analysis of variance
(MANOVA), with sample as the independent variable and the nine burnout composites as
repeated within-subject measures. Sample membership had no significant influence on the
burnout composites, F(2, 637) = 2.76, n.s. In addition, the interaction of sample membership
with scores on the burnout composites was nonsignificant (Wilks’s lambda = .96), F(16, 1260) =
1.48, n.s. Therefore, it seemed statistically justified to combine the three samples for the subse-
quent analyses.

The next question was whether the hypothesized groups of employees could be empirically
identified based on their responses on a multidimensional and multifaceted measure of burn-
out. To answer this question, we subjected the nine burnout composites as input (3 dimensions
× 3 facets [i.e., customer, colleague, and supervisor]) to Quick Cluster analysis in SPSS. To
check the sensitivity or stability of the cluster solution, we randomly selected 50% of all cases
(N = 616). The solution resulting from the initial sample (n = 302) was compared with the clus-
ter structure of the holdout sample (n = 314).

On the basis of our first hypothesis, we expected at least five clusters. Moreover, the clusters
should be meaningful, should not be formed with a high-distance coefficient (representing a
very heterogeneous group composition), and the nine burnout subscales should differ in the
emerging clusters. A five-cluster solution proved to be the simplest structure for attaining this
goal.1 The five clusters differed significantly on all burnout composites as was demonstrated
by ANOVAs (p < .001).

The results of the cluster analysis for the initial, random sample are presented in the upper
part of Table 2. Cluster 1 can be characterized as the cluster with relatively high depersonaliza-
tion toward customers, and depersonalization toward supervisors and colleagues to a lesser
extent (i.e., customer-depersonalized group). In addition, the cluster scores are generally
below average on the exhaustion composites and somewhat above average on the personal-
accomplishment composites. Cluster 2 is clearly the group with the composites for personal
accomplishment below average (i.e., inefficacious group). Their emotional exhaustion and
depersonalization z scores are average or below average. The members of Cluster 3 report
above-average emotional exhaustion toward customers (i.e., customer-exhausted group).
Interestingly, their scores on the other exhaustion composites are close to average, and their
personal accomplishment scores are above average, whereas their scores on the depersonaliza-
tion composites are below average. Cluster 4 includes all respondents with below-average
scores on exhaustion and depersonalization, and above-average scores on personal accom-
plishment. This is clearly the least burned-out group (i.e., non-burned-out group). Finally,
Cluster 5 appears to be the burned-out group because the exhaustion and depersonalization z
scores of these employees are far above average, and their personal accomplishment scores are
below average.
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The same cluster pattern resulted for the holdout sample, with one exception (see Table 2).
Cluster 1 of the holdout sample had the highest z score on depersonalization toward supervi-
sors instead of depersonalization toward customers, which occurred in the initial sample. A
cluster analysis on the total sample resulted in a solution highly similar to the initial sample.
The final cluster centers for the total sample are displayed in the lower part of Table 2, and
graphically in Figure 1. Additional cross-tabulation analysis indicated that there is a signifi-
cant, but unsubstantially low relationship between the sample and cluster membership
(Cramer’s V = .12, p < .01; contingency coefficient = .17, p < .01).

The superiority of the five-cluster solution can be justified by the finding that in the four-
cluster solution (using the total sample) the inefficacious and the burned-out group collapsed
into one rather heterogeneous cluster, whereas the three other clusters remained unchanged.
Although this solution points at some similarity between these clusters, it ignores the clearly
different profile of the clusters with respect to exhaustion and depersonalization. Moreover, in
the six-cluster solution, the customer-depersonalized cluster split into two clusters: a cluster
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Table 2
Final Cluster Centers for Five-Cluster Solution

EE EE EE DP DP DP PA PA PA
n Customer Boss Colleague Customer Boss Colleague Customer Boss Colleague

Initial sample
Customer-
depersonalized 63 –0.36 –0.31 0.05 1.03 0.67 0.10 –0.01 0.23 0.14

Inefficacious 61 –0.24 0.14 –0.21 –0.03 0.01 –0.03 –0.90 –0.75 –0.79
Customer-
exhausted 62 1.07 0.08 0.14 –0.27 –0.20 –0.23 0.49 0.43 0.26

Non-burned-out 78 –0.67 –0.65 –0.69 –0.64 –0.69 –0.69 0.59 0.63 0.54
Burned-out 38 0.77 1.52 1.54 0.22 0.93 0.59 –0.09 –1.02 –0.65

Holdout sample
Customer-
depersonalized 56 –0.43 –0.37 –0.31 0.16 0.90 0.37 0.67 0.50 0.61

Inefficacious 56 –0.41 0.31 –0.22 –0.31 0.01 –0.63 –0.44 –1.16 –0.69
Customer-
exhausted 74 0.82 –0.25 0.14 0.25 –0.42 0.47 –0.21 0.40 0.06

Non-burned-out 48 –0.68 –0.61 –0.63 –0.55 –0.89 –0.92 0.50 0.60 0.52
Burned-out 50 0.66 1.37 1.29 0.57 0.74 0.75 –1.05 –0.90 –0.70

Total sample
Customer-
depersonalized 116 –0.43 –0.29 –0.14 0.84 0.68 0.78 0.14 0.29 0.23

Inefficacious 107 –0.38 0.04 –0.29 –0.08 –0.08 –0.24 –0.80 –0.83 –0.92
Customer-
exhausted 137 1.05 0.04 0.16 –0.15 –0.27 –0.02 0.21 0.37 0.25

Non-burned-out 163 –0.69 –0.65 –0.64 –0.66 –0.70 –0.74 0.62 0.62 0.59
Burned-out 93 0.63 1.40 1.38 0.43 0.88 0.63 –0.66 –1.03 –0.64

Note: The cluster centers are reported in z-score values. Total N = 616; n for initial sample = 302 and n for holdout sam-
ple = 314. EE = emotional exhaustion; PA = personal accomplishment; DP = depersonalization.
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with high depersonalization toward the customer and a cluster with high depersonalization
toward the boss. These clusters consisted of a small number of cases (80 and 75, respectively),
and their profile on the other clustering variables did not differ substantially.

As predicted in Hypothesis 1, employees could be classified into groups with or without
burnout, but also into three groups with moderate levels of burnout. Two of them were facet
specific (customer exhausted and customer depersonalized), and a third group was an ineffica-
cious group, which was largely insensitive to facets. Although a group with moderate levels on
all dimensions was expected (cf. Hypothesis 1c), the results did not substantiate this.

In-Role and Extra-Role Performance of the Burnout Clusters

To test Hypothesis 2, we examined whether the burnout configurations for the various clus-
ters would differ in terms of in-role and extra-role performance. This is another test of the gen-
erality of the cluster solution against relevant criteria (Aldenderfer & Blashfield, 1984).
Accordingly, the clusters require comparison on variables not used to generate the cluster
solution. Possible differences were examined by means of ANOVA. In this analysis, we tested
the differences between the clusters using the solution of the total sample on each dimension of
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in-role and extra-role performance. We controlled for sample effects using two dummy-coded
variables, as well as for all other dimensions of performance. This was done to find the unique
effect of clusters on each of the performance dimensions. The results are displayed in Table 3.
After controlling for the effect of sample and of the other performance measures, sales vol-
ume, civic virtue, altruism, and sportsmanship vary significantly across the five groups (F val-
ues range from 2.90 to 17.83). As the eta squares (η2) in Table 3 show, cluster membership
explained 4% of the variance in sales volume and between 2% and 11% of the variance in
extra-role performance dimensions. A further inspection of Table 3 indicates the following
trend: The non-burned-out, customer-exhausted, and customer-depersonalized groups have
the highest in-role and extra-role performance, whereas the inefficacious and burned-out
groups report the worst in-role and extra-role performance. In addition, we note that the cus-
tomer-exhausted group exhibits substantially high in-role and extra-role performance, thereby
implying compensation, whereas the customer-depersonalized group shows a substantially
high in-role performance but somewhat lower extra-role performance, implying loss-based
selection. In general, these findings substantiate Hypothesis 2.

Post hoc comparisons (displayed in Table 3) confirm that the inefficacious and the burned-
out group perform significantly worse than all other clusters (cf. Hypotheses 2b and 2e). The
differences between these two specific groups are not significant, save one exception: The
inefficacious group reported higher scores on sportsmanship than did the burned-out group.
Similarly, the three other groups (non-burned-out, customer-exhausted, and customer-
depersonalized groups) did not differ significantly in their in-role performance (cf. Hypothe-
ses 2a, 2c, and 2d). However, they differed in extra-role performance (cf. Hypothesis 2c). Spe-
cifically, the customer-depersonalized group had significantly lower scores on altruism and
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Table 3
Differences in Cluster Membership After Controlling for the

Sample Effect and the Other Performance Measures

Estimated Means for Cluster

1 2 3 4 5
Customer- Customer- Non-

Depersonalized Inefficacious Exhausted Burned-Out Burned-Out
(n = 116) (n = 107) (n = 137) (n = 163) (n = 93) F(4, 615) p η2

In-role performance
Sales volume 5.00a 4.66b 5.00a 5.06a 4.82b 6.65 .001 .042
Sales interaction 5.21 5.08 5.12 5.15 5.11 0.74 n.s. .005

Extra-role performance
Civic virtue 5.87ac 5.67bc 6.00a 5.92a 5.71c 4.29 .002 .028
Altruism 5.40a 5.63 5.66b 5.67b 5.53 2.90 .021 .019
Sportsmanship 5.26a 5.32a 5.43a 5.76b 4.72c 17.83 .001 .106
Courtesy 5.65 5.53 5.64 5.77 5.64 1.93 n.s. .013

Note: Sample is included as two dummy-coded variables. Means with different subscripts differ significantly at
the p < .05 level.
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sportsmanship than the non-burned-out group and lower scores on altruism than the customer-
exhausted group.

Discussion

The present research applied a configurational approach to burnout. We hypothesized that
meaningful and coherent configurations of burnout indicators would emerge by taking into
account the three basic symptoms of burnout and the role members to whom these symptoms
refer. In addition, we hypothesized that these configurations would be differentially related to
performance. The analyses produced five configurations of burnout that largely substantiated
our hypotheses. In addition, a strength of our research is that the findings have been cross-
validated in a randomly derived holdout sample. Subsequently, we explored how employee
membership in different clusters affected their in-role and extra-role performance. As pre-
dicted, employees characterized by different configurations of burnout performed differently.

Burnout Configurations

Cluster analyses of the responses to multidimensional and multifaceted burnout scales pro-
duced five coherent and meaningful clusters (Singh et al., 1994). This suggests that employ-
ees, in our case service employees, fit their emotional and cognitive resources across their role
set. As predicted, one cluster of employees, called the non-burned-out group, displayed no
signs of burnout. A second, called the burned-out group, reported elevated scores on each of
the three burnout dimensions toward all members of their role set (consisting of customers,
colleagues, and supervisors). This suggests that burned-out employees failed to intelligently
self-regulate their energy. This group had the lowest prevalence, which agrees with other stud-
ies on Dutch populations (Bakker, Schaufeli, & Van Dierendonck, 2000). In addition, we
found three groups of employees with moderate or incomplete burnout. These groups included
the customer-exhausted group, which experienced emotional exhaustion in front of their cus-
tomers; the customer-depersonalized group, which reported negative, callous attitudes toward
customers; and the inefficacious group, which experienced reduced personal accomplishment
across all members of their role set.

Do these clusters make sense, and do they substantiate our hypotheses? In general, these
clusters are meaningful, and our first hypothesis was largely confirmed. What is salient is that
the customer-exhausted group and the customer-depersonalized group were facet specific.
This gives credence to our thesis that employees with moderate levels of burnout may be able
to regulate their negative feelings or attitudes toward one member of the role set. Although
both clusters were expected, the emergence of a customer-depersonalized group may seem
counterintuitive. Customers are the most important role set members for service employees,
yet the customer-depersonalized cluster behaved in a formal or reserved way toward their cus-
tomers and to a lesser extent toward their colleagues or boss. As will be discussed in more
detail later, we believe that this group of account managers engages in proactive coping as they
do not experience emotional exhaustion. Finally, reduced personal accomplishment, which is
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often accompanied by feelings of inefficacy and poor self-esteem (Maslach, 1993), was not
facet specific. In other words, once employees experience reduced personal accomplishment,
it spreads across all members of their role set, and they feel they cannot contribute to the firm
(e.g., Van Dierendonck et al., 2001).

The main theoretical and practical implication of these findings is that rather than speaking
about “burnout,” researchers and practitioners should be aware that several patterns of burnout
might exist. Such configurations should first be recognized in order to formulate meaningful
hypotheses and to enable successful interventions.

Burnout and Performance

Our second research question was whether the identified clusters enable us to say anything
substantial about employees’ in-role and extra-role performance. At the trivial level, our data
indicated that burned-out employees reported the lowest in-role and extra-role performance,
whereas those with no signs of burnout at all reported highest in-role and extra-role perfor-
mance. In other words, burnout is a reflection of a person’s energy resources: When no
resources are left, employees become the organization’s worst performers. More interesting,
however, are the groups of employees with moderate or incomplete burnout. They were
hypothesized to engage in either compensation or loss-based selection.

First, the employees who depersonalized toward their customers showed that, despite their
depersonalization, they were successful in selling products and services (i.e., their in-role per-
formance was on par with that of the non-burned-out group). In addition, they displayed ade-
quate organizational citizenship behaviors (i.e., satisfactory scores on several aspects of extra-
role performance). However, their scores for sportsmanship and altruism were relatively low.
These employees engaged in loss-based selection but probably did so in a proactive manner,
namely, they have developed an attitude of “detached concern” (Lief & Fox, 1963). These
employees take the perspective of their customers and have concern for their problems and/or
demands, as indicated by relatively high scores on sales interaction, but they maintain the emo-
tional detachment necessary to remain objective about these problems and/or demands.

Second, employees who experience emotional exhaustion toward customers coupled with
low levels on the remaining burnout dimensions/segments reported high levels of in-role and
extra-role performance. This finding is in line with the finding of Cropanzano, Rupp, and
Byrne (2003) that emotional exhaustion indirectly predicted in-role and extra-role perfor-
mance through organizational commitment. Feeling exhausted does not inhibit employees
from remaining fully occupied with their work in order to reach company and personal goals.
To achieve these goals, they must work hard to compensate for their feelings of exhaustion
(Freudenberger & Richelson, 1980). Similarly, Hockey (1993) suggested that individuals use
a performance-protection strategy under the influence of environmental demands. Perfor-
mance protection is achieved through the mobilization of sympathetic activation and/or
increased subjective effort.

The operation of this strategy makes it difficult to demonstrate overt decrements in primary
task (i.e., in-role) performance. However, several different patterns of indirect degradation
may be identified, such as strategy adjustments (e.g., narrowing of attention) and fatigue after-
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effects (e.g., risky choices, high subjective fatigue). In the long term, this leads to a draining of
an individual’s energy and an eventual state of breakdown.

Third, the performance of the inefficacious group was as low as that of the burned-out
group, and these groups demonstrated the highest similarity. Recall that these groups col-
lapsed in one cluster in the four-cluster solution; although this finding could be inflated by
conceptual similarity between personal accomplishment and in-role performance, both the
moderate correlations between these constructs (r ≤ .36) and the consistent findings regarding
extra-role performance speak against this interpretation. The fact that this group was neither
exhausted nor depersonalized, especially in comparison with the burned-out group, suggests
that reduced personal accomplishment reflects a crucial experience for employees operating
as service providers. This finding confirms the idea (e.g., Maslach & Jackson, 1986) that lack
of personal accomplishment comes with feelings of inefficacy and poor professional self-
esteem, both of which explain low in-role and extra-role performance.

Limitations

A possible limitation of the present research is its cross-sectional design. A basic problem
of cross-sectional studies is that of common method variance, where relationships between
variables are overestimated because the variables have been assessed with the same self-report
instrument. However, the differential pattern of relationships found in our study (i.e., between
role members’burnout and the indicators of performance) is unlikely to be attributable to com-
mon method variance because such variance tends to blur differential relationships (cf. Singh,
2000). Second, for the measurement of role member burnout, we used the scale of Singh et al.
(1994), which contains only two items for each role member composite, resulting in a few
scales with low internal consistencies. However, the average interitem correlation for each
burnout composite with low internal consistency was clearly higher than the correlations
between these burnout composites and the other constructs. Nevertheless, it is recommendable
that future studies expand these burnout measures because adding items generally increases a
test’s internal consistency (Anastasi, 1988).

A third limitation concerns the use of self-rated performance instead of ratings made by
others, such as peers or supervisors. Self-ratings may be biased and may not converge with
other ratings, such as those made by others or from objective performance measures. Although
Churchill, Ford, Hartley, and Walker (1985) found that self-reported performance measures
have less restriction of range and less error than several purportedly objective measures, self-
report data are sometimes difficult to interpret. The best method to combat this difficulty is to
collect data from multiple sources, which reduces the error coming from any single source.
The fact that our findings (i.e., the correlation pattern) were similar to earlier studies on the
relationship between burnout and performance, whether objectively or subjectively estimated
(Cropanzano et al., 2003; Schaufeli & Enzmann, 1998), indicates that monomethod measures
were not a serious threat. Moreover, we examined the influence of one response set artifact
potentially relevant to the present research, namely, social desirability. The results indicated
that the correlations between each of the burnout composites, and, conversely, the perfor-
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mance measures, did not differ substantially from the partial correlations controlling for social
desirability.

Implications and Directions for Future Research

Burnout has been studied from a configuration point of view, and this study shows that
burnout is a versatile concept that is sensitive to the organizational environment in which
employees are embedded. We propose some research projects that may offer additional
insights based on this observation.

First, it may be that the burnout configurations we have uncovered are specific to the jobs of
account managers and thus cannot be found in other jobs or contexts. Indeed, account manag-
ers have the freedom to self-regulate their resources, perhaps because of the nature of their
work (e.g., often working outside the organization). Self-regulation may not be possible in
occupations where employees have less freedom over their own tasks (e.g., nurses) or in occu-
pations where extra-role performance is as important as in-role performance (e.g., line manag-
ers). Future research should explore other occupations to examine whether a similar pattern of
emotional self-regulation applies.

Second, although burnout is job or context specific, the method of employee self-regulation
of resources should be examined further. On the basis of the work of Ashforth (2001) and
Cervone (1999), we suggest that burnout should be conceived from a coherent and dynamic
point of view: Namely, the way in which the dimensions and facets of burnout fit is an emer-
gent property of how employees interact with a large role set. This coherent burnout experi-
ence has dynamic properties as well. For instance, could it be that the employees who experi-
ence emotional exhaustion toward customers while engaging in compensation, perhaps by
trying to keep abreast of in-role as well as extra-role performance, will drift into the burnout
cluster? A longitudinal study could provide insights into how employees evolve from one
burnout configuration into another.

Third, we are especially puzzled by the finding that the employees who depersonalize
toward their customers remain able to achieve in-role as well as extra-role performance. Does
this cluster reflect individuals who possess a (conscious) proactive ability to cope with emo-
tional exhaustion toward their customers, or has this group acquired those coping strategies on
the job? Ashforth and Humphrey (1995) mentioned that in some professions, negative emo-
tions are an unavoidable byproduct of role performance. These authors suggest that some pro-
fessions (e.g., medicine) train their employees for “detached concern” in order to oscillate
between the human concern and professional detachment necessary for hard rational analysis.

Fourth, although the configuration approach provided several interesting insights into the
burnout phenomenon, we were only able to explain 4% of the variance in in-role performance
and 11% of the variance in extra-role performance. Does this mean that burnout, contrary to
the general belief, is, in fact, largely unrelated to performance or that the burnout-performance
relationship cannot be detected among working populations due to the “healthy worker” effect
(Karasek & Theorell, 1990)? Or, does it suggest that we need more sensitive and specific per-
formance measures to uncover this relationship? These questions also remain open for future
research.
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By using multidimensional and multifaceted burnout measures, we were able to detect dif-
ferential relationships among burnout configurations and in-role as well as extra-role perfor-
mance. We believe that researchers should use such multidimensional and multifaceted burn-
out scales in future research. By doing so, researchers can better capture employees as
embedded in an organizational context who self-regulate their own professional identity
(Burke, 1996). Such an approach may be a good starting point to discuss whether the field of
organizational behavior should renew a discussion about what is meant by burnout.

Note

1. Results were comparable when we used a multistep procedure (Sharma, 1996), in which the first study served as
the analysis sample and the other two samples served as validation samples. The analysis sample was used to generate
the possible cluster solutions, and the validation samples were used to isolate the cluster solution with the maximum
validity out of the range of possible solutions. Validity was based on the correspondence between the unconstrained
(i.e., configuration without any restrictions) and the constrained (i.e., configurations of the cases in the validation sam-
ples based on the results of the analysis sample) solution. The constrained and unconstrained solutions were compared
using the coefficient of agreement Kappa (Cohen, 1968), which expresses the correspondence between the solutions or
classifications. In both validation samples, the highest Kappa resulted for the three-cluster solution, followed by the
five-cluster solution. However, the three-cluster solution was formed with a high distance coefficient, and the five-
cluster solution provided the next highest Kappa coefficient in both validation samples.
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