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The main goal of the present study was to investigate, based on the Job Demands–Resources
Model, a set of work-related variables as possible correlates (either as job demands or resources)
of work satisfaction in a sample of Hungarian educators (N = 2,068, aged between 23–74 years,
mean = 48.1 and S.D. = 8.9; 83.5% females). Results report that in this sample of Hungarian educators, their work satisfaction is closely related to the presence of burnout (particularly emotional
exhaustion) and it is also influenced by role conflicts and role ambiguity in their workplace;
whereas work-family conflict and work time demands do not play a role. On the other hand, educators’ work satisfaction may be protected by certain job resources such as satisfaction with professional prestige, work social support and work involvement. Satisfaction with salary and work
policy was not significant. Findings suggest that interventions at both individual and organisational
level should be necessary, e.g. learning effective coping techniques to prevent burnout and increase
work satisfaction well before the start of an educator’s career. The organisational interventions
should strengthen job resources and eliminate/decrease job demands.
Keywords: work satisfaction, educator burnout, job demand, job resources
Studie zur Zufriedenheit mit der Arbeit, zu Burnout und anderen Variablen bezüglich der
Arbeit bei ungarischen Erziehern: Das Hauptziel dieser Studie bestand darin, anhand des Job
Demands–Resources Model eine Reihe von Variablen im Zusammenhang mit der Arbeit als mögliche Korrelate (entweder Arbeitsanforderungen oder Ressourcen) der Zufriedenheit mit der Arbeit
an einer Stichprobe ungarischer Erzieher (N = 2 068, Alter von 23 bis 74 Jahre, Mittel = 48,1 und
S. D. = 8,9; 83 % Frauen) zu untersuchen. Die Ergebnisse zeigen, dass die Zufriedenheit mit der
Arbeit bei diesen ungarischen Erziehern eng mit dem Vorliegen eines Burnouts (insbesondere emotionaler Erschöpfung) zusammenhängt und auch durch Rollenkonflikte und Rollenunklarheit am
Arbeitsplatz beeinflusst wird, während Konflikte zwischen Arbeit und Familie sowie Arbeitszeitanforderungen keine Rolle spielen. Andererseits kann die Zufriedenheit von Erziehern mit der
Arbeit durch bestimmte Ressourcen wie Zufriedenheit mit dem beruflichen Ansehen, soziale
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Unterstützung der Arbeit und Engagement geschützt werden. Die Zufriedenheit mit dem Gehalt
und den Vorschriften bezüglich der Arbeit war nicht signifikant. Die Ergebnisse deuten darauf hin,
dass auf individueller wie auf organisatorischer Ebene Interventionen erforderlich sind, zum Beispiel das Erlernen wirksamer Methoden zur Bewältigung, um ein Burnout zu vermeiden und die
Zufriedenheit mit der Arbeit zu erhöhen, lange bevor ein/e Erzieher/in seine/ihre Laufbahn beginnt.
Organisatorische Interventionen sollten die Ressourcen für die Arbeit steigern und Anforderungen
bezüglich der Arbeit eliminieren / senken.
Schlüsselbegriffe: Zufriedenheit mit der Arbeit, Burnout bei Erziehern, Anforderungen bei der
Arbeit, Ressourcen bei der Arbeit

1. Introduction
Teaching has always been identified as a stressful occupation. As an earlier paper
described (RUSSEL et al. 1987), there are many negative aspects that might cause job
stress for educators, namely: disciplinary problems, lack of students’ motivation,
crowded classrooms, excessive administration, inadequate salary, demanding parents,
rapid changes in educational policy or lack of peer or principal social support.
Teacher burnout, particularly, is a world-wide phenomenon (SCHWARZER et al. 2000),
including Hungary (PETRÓCZI 2007; SALAVECZ et al. 2006). In a comparison of workers of all human services in Finland, educators have the highest level of burnout
(HAKANEN et al. 2006). Burnout has a direct effect on job satisfaction (MALINEN &
SAVOLAINEN 2016) and job dissatisfaction plays a decisive role in teachers’ motivation to leave their profession (SKAALVIK & SKAALVIK 2011).
Work satisfaction seems to be a relevant indicator of job stress and burnout and
their organisational and health consequences (HOSSEINKHANZADEH et al. 2013; MALINEN & SAVOLAINEN 2016; SKAALVIK & SKAALVIK 2011). The Job Demands–Resources Model (BAKKER et al. 2003) provides a good rationale for understanding the
balance in parallel processes of job satisfaction and motivation among educators.
This balance model often used in the literature suggests that work strain and its consequences (such as work dissatisfaction) are the result of a disturbance in the equilibrium between the demands employees are exposed to and the resources they have
at their disposal. This model is similar to an influential theory of KARASEK (1979),
namely, the demands–control model. High job demands and low job control may lead
to disturbances in both the employee’s work accomplishment and well-being.
The Job Demands–Resources Model argues that, regardless of the occupation,
two broad categories of work characteristics can be distinguished: job demands and
job resources (BAKKER et al 2003). Job demands, such as role conflicts, role ambiguity, time demands or work-family conflicts may serve as risk factors (PALOMINO &
FREZATTI 2016). Burnout is a relevant indicator of the inability to function effectively
in work due to prolonged and extensive work stress and a failure to cope with it. This
syndrome, characterised by emotional exhaustion, depersonalisation and the lack of
personal accomplishment, is usually linked to human service professionals, such as
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nurses, educators, social workers or police officers (BYRNE 1993). Particularly emotional exhaustion plays a decisive role in teacher job satisfaction and motivation to
leave the teaching profession (SKAALVIK & SKAALVIK 2011).
In contemporary organisations, employees must face several and different
expectations both from others and themselves. Despite that they make continuous
effort to carry out their roles effectively, incompatible, vague or conflicting expectations may often lead to role conflict and role ambiguity (BELIAS et al. 2015). The
role theory also emphasised the scarcity hypothesis, that is, due to a fixed amount of
resources, such as time and energy, the different requirements may lead to incompetency in work, family or both (MICHEL et al. 2010). Therefore, the literature often
focused on the work–family conflict, namely a source of stress related to the role
pressures from the work and family domains which may influence a number of outcomes including psychological distress, job satisfaction, organisation commitment,
turnover, and life satisfaction (ADAMS et al. 1996; CARLSON et al. 2000). Increasing
work assignment, work load and hectic workday, increasing demand for documentation and paperwork, more frequent meetings, the administration and scoring of
achievement tests, frequent changes of the curriculum, and participation in a number
of school development projects may result in time pressure and role conflicts or
ambiguity in both job and family (SKALVIK & SKAALVIK 2011).
Whereas job demands may contribute to work dissatisfaction, job resources
seem to reduce job stress, burnout and increase work satisfaction (BAKKER et al.
2003). Previous studies suggest that teacher autonomy, work involvement and
empowerment help reduce work stress and increase work satisfaction, particularly
the latter factor (PEARSON & MOOMAW 2005). Job involvement includes a personal
interest centering on the job that may contribute to work motivation and a higher
degree of professionalism, work engagement and organisational commitment.
These job resources reduce job demands and stimulate personal growth and development through achieving work goals (DEMEROUTI et al. 2001). Job resources may
also buffer against the impact of job demands or burnout (BAKKER et al. 2005) –
particularly those stemming from the school climate (MALINEN & SAVOLAINEN
2016). In a broader concept, school climate is a microculture within school including values, educational goals, local educational policy or the psychosocial context
in which educators work or teach (JOHNSON et al. 2007). On the other hand, workrelated social support (both organisational support and peer support) is an important aspect of the work environment that interferes with coping resources and job
stress (ADAMS et al. 1996). Thus it is related to a number of job-related consequences such as work satisfaction, work involvement, teacher motivation and effort
(BETORET 2006; HOSSEINKHANZADEH et al. 2013; LENT et al. 2011; SKAALVIK &
SKAALVIK 2011). Collegial relationships – whether cooperative and supportive or
jealous – were found to be important correlates of the secondary school teachers’
work satisfaction (WEIQI 2007).
Besides school climate, a more general perception of one’s occupation may
also be relevant in teachers’ work satisfaction, such as satisfaction with educators’

EJMH 12:2, December 2017

WORK SATISFACTION, BURNOUT

155

social prestige or salaries, similar to other professions (BELIAS et al. 2015). In relation to the educators’ occupation, job perception may include autonomy at work,
professional prestige and status, personal development, work policy, professional
self-efficacy as well as benefits (e.g. salaries; BOGLER 2001). Educators’ perception
of the macro-environment of education, such as educational and teaching systems,
is an important element of work satisfaction similarly to their social status, income
and welfare, and social acknowledgement by society (WEIQI 2007). In a Hungarian
study, the role of collegial relationships and professional autonomy was more relevant to the educators’ work satisfaction than professional prestige and salaries
(HOLECZ & MOLNÁR 2014).
Based on the literature findings, the main goal of the present study is to investigate, based on the Job Demands–Resources Model, a set of work-related variables
as possible correlates (either as job demands or resources) of work satisfaction in
a sample of Hungarian educators. Those variables are the following: burnout, satisfaction with salary, professional prestige and work policy, work social support, work
involvement, role conflicts and ambiguity, time demands, work-family conflicts. We
hypothesised that burnout, role conflicts and ambiguity, time demands and work-family conflicts might act as risk factors which might negatively contribute to educators’
work satisfaction. On the contrary, satisfaction with salary, professional prestige and
work policy, work social support, work involvement may act as protective factors,
that is, they might be positively related to work satisfaction.
2. Subjects and method
Data were collected during a one-month-long period between December, 2016 and
January, 2017. A multistage sampling method was used to reach educators (school
teachers, music teachers, nursery school teachers, social pedagogues, school principals, special education teachers, adult education teachers, etc.) using the Central Information System of the National Educational Office (KIR). From the central data file of
e-mails of the institutions (14,000 altogether), every 10th was selected and posted about
the main goal of the study. After receiving ethical approval from the Institutional
Review Board (IRB) of the Doctoral School, University of Szeged, data were collected via online survey by means of a link distributed by e-mails. The final sample
size was 2,068 (aged between 23 and 74; mean = 48.1 years, S.D. = 8.9 years; 83.5%
females). Participation in the survey was anonymous and based on self-reported data,
and the participants agreed that completion and return of the questionnaire was construed as consent. The questionnaire contained items on the educators’ health and
work-related experience, in addition to sociodemographics.
The Maslach Burnout Inventory (MBI), Educator Survey (MASLACH & JACKSON
1986) was designed to assess job stress in teaching professionals. The 22-item MBI
has three factor-analytically derived scales: emotional exhaustion, depersonalisation
(positively related to burnout) and personal accomplishment (negatively related to
burnout). Responses were assessed by a seven-point Likert-type response format
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ranging from Almost never (= 0) to Almost always (= 6). Cronbach’s alpha reliability
values with the current sample were the following: 0.89 (MBI), 0.89 (Emotional
exhaustion), 0.73 (Depersonalisation) and 0.77 (personal accomplishment).
Work satisfaction was measured by six items (e.g. ‘Most days, I am enthusiastic
about my work.’) that reflect overall satisfaction with one’s job instead of specific
dimensions (BABIN & BOLES 1998). The scale was adapted to Hungarian by Csaba
KISS (2013). Responses were evaluated on a 5-point Likert-type scale indicating the
level of agreement from 1 = strongly disagree to 5 = strongly agree. The reliability
coefficient was .88 with the current sample.
Two scales were applied to measure role conflict and role ambiguity developed
by RIZZO and colleagues (1970). The Hungarian version was adapted by KISS (2013).
The role conflict scale (e.g. ‘I have to do things that should be done differently.’) consisted of eight items (one of which was reversed); whereas the role ambiguity scale
(e.g. ‘I know exactly what is expected of me.’) contained six items (all of them were
reversed). Responses vary based on the level of agreement with each item ranging
from 1 (= strongly disagree) to 5 (= strongly agree). Cronbach’s alpha coefficients
were the following: 0.86 (role conflict scale) and 0.78 (role ambiguity scale).
The Hungarian version of the Work-Family Conflict Scale (CARLSON et al.
2000) was translated by the authors; its Hungarian validation is in progress. This is
a self-report measure composed of 18 items assessing six conceptually and empirically distinct dimensions (Time-based work interference with family; Time-based
family interference with work; Strain-based work interference with family; Strainbased family interference with work; Behaviour-based work interference with family;
Behaviour-based family interference with work). Each of the six dimensions is
assessed with three items. Responses were measured on 5-point Likert-type scales
(1= strongly disagree to 5 = strongly agree). Cronbach’s reliability was 0.88.
Work-related time demands were measured by the educators’ perceived level of
role overload developed by BEEHR and colleagues (1976). The scale consisted of
3 items (e.g. ‘It often seems like I have too much work for one person to do.’) and it
was adapted to Hungarian by KISS (2013). Similarly to the above mentioned measurements, responses were measured on 5-point Likert-type scales based on the level
of agreement. The internal consistency estimate for this scale was 0.73, similarly to
US studies (e.g. CARLSON & KACMAR 2000).
Social support in work was measured by 10 items of the self-report questionnaire (ETZION 1984). The Hungarian version (KISS 2013) of the scale was used here.
The participants were asked to respond to those items on a 7-point scale of which
seven correspond to support in their work, namely, feedback from others, recognition,
sharing duties when in need, or emotional reciprocity. Additional three items correspond to the quality of the relationships with supervisors, colleagues or subordinates.
The Cronbach’s alpha value of reliability was 0.88 with the current sample.
Work involvement was assessed by the four items of the Job involvement scale
(FRONE & RUSSEL 1995). That scale was adapted and validated to Hungarian by
MAKRA and colleagues (2012). All items (e.g. ‘My job is a very important part of my
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life’.) were evaluated on a four-point agree/disagree response scale. Cronbach’s alpha
value was 0.78 with this sample.
Finally, satisfaction with salaries, professional prestige and job-related decisions
with three single-item questions were also added. Those were based on previous
research findings (e.g. BOGLER 2001; WEIQI 2007). In each case a dichotomised
response (yes/no) was applied.
SPSS program was used in the calculations with a maximum significance level
of 0.05. The analysis begins with descriptive statistics and correlation matrix for the
study variables. The role of work-related variables in educators’ work satisfaction
was assessed by multiple linear regression analysis. Collinearity diagnostics of the
multiple linear regression models were also calculated to examine reliability for the
models.
3. Results
Table 1 provides descriptive statistics and correlation matrix of study variables in this
sample of Hungarian educators. There were strong intercorrelations among the subscales of burnout, particularly between emotional exhaustion and depersonalisation.
Emotional exhaustion was the strongest correlate of work satisfaction (r = –0.60,
p < 0.001). Burnout subscales, role conflicts, role ambiguity, time demands and
work-family conflicts showed negative correlations with work satisfaction, whereas
work social support, work involvement, and satisfaction with professional prestige,
salaries and work policy were positively correlated. Work social support was the
strongest positive correlate of the educators’ work satisfaction (r = 0.48, p < 0.001).
Burnout subscales were negatively correlated with satisfaction with prestige, salaries
and work policy and positively with role conflicts and ambiguity, work-family conflicts and time demands. Work involvement did not play a role in emotional exhaustion, whereas it was negatively correlated with depersonalisation and lack of personal
accomplishment. This variable showed significant but moderate relationship with satisfaction with work policy and prestige, work social support, role conflicts, workfamily conflicts (positive correlations) and time demands (negative correlation).
Work social support was negatively associated with role conflicts and ambiguity, time
demands, and work-family conflicts. Role conflicts showed the strongest correlation
with time demands (r = 0.48, p < 0.001).
Table 2 presents results for multiple linear regression analysis for the relationships between educators’ work satisfaction (as dependent variable) and other workrelated factors (as independent variables). In Model 1, total score of the Maslach
Burnout Inventory was applied, whereas in Model 2, subscales were used. The total
burnout score was a negative predictor (b = –0.53, p < 0.001). Work social support
and work involvement were significant but moderate positive predictors similarly
to the satisfaction with professional prestige. Role conflicts and role ambiguity contributed to the regression model as negative predictors, with 57% of total variance
explained.
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Table 1
Descriptive statistics and correlation matrix of study variables (N = 2,068)
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Table 2
The role of work-related variables in teachers’ work satisfaction:
Multiple linear regression analysis
Independent variables

Model 1

Model 2

POTENTIAL RISK FACTORS
Maslach Burnout Inventory
Emotional exhaustion
Depersonalization
Lack of personal accomplishment

–0.53***

Role conflicts

–0.10***

–0.12***

Role ambiguity

–0.09***

–0.08***

Work time demands

–0.02***

–0.03***

Work-family conflicts

–0.01***

–0.01***

Satisfaction with salary

–0.01***

–0.01***

Satisfaction with professional prestige

–0.04***

–0.04***

Satisfaction with work policy

–0.01***

–0.04***

Work social support

–0.13***

–0.12***

Work involvement

–0.17***

–0.17***

Constant

25.48***

26.65***

R2

–0.57***

–0.57***

–0.35***
–0.06***
–0.26***

POTENTIAL PROTECTIVE FACTORS

b = standardised regression coefficients: *: p < 0.05; **: p < 0.01; ***: p < 0.001

As Model 2 suggested, among the burnout subscales, emotional exhaustion was
the strongest negative predictor (b = –0.35, p < 0.001). Work social support and work
involvement positively, whereas role conflicts and ambiguity negatively contributed
to the model. All these variables explained 57% of total variance explained.
The reliability of the models was further examined with VIF (Variance Inflation
Factor) indices and tolerance values (Table 3). The VIF values were within the
acceptable VIF range (below 2) except for emotional exhaustion in Model 2 which
was slightly above.
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Table 3
Collinearity diagnostics of the multiple linear regression models for teachers’ work satisfaction
Independent variables

Model 1
Tolerance (VIF)

Model 2
Tolerance (VIF)

POTENTIAL RISK FACTORS
Maslach Burnout Inventory
Emotional exhaustion
Depersonalization
Lack of personal accomplishment

0.56 (1.79)

Role conflicts

0.56 (1.79)

0.54 (1.84)

Role ambiguity

0.65 (1.54)

0.63 (1.58)

Work time demands

0.91 (1.09)

0.89 (1.13)

Work-family conflicts

0.57 (1.76)

0.56 (1.79)

Satisfaction with salary

0.82 (1.22)

0.82 (1.22)

Satisfaction with professional prestige

0.69 (1.44)

0.70 (1.44)

Satisfaction with work policy

0.87 (1.15)

0.86 (1.16)

Work social support

0.61 (1.63)

0.60 (1.66)

Work involvement

0.69 (1.46)

0.64 (1.55)

0.45 (2.21)
0.62 (1.61)
0.70 (1.43)

POTENTIAL PROTECTIVE FACTORS

Notes: VIF = Variance Inflation Factor.

4. Discussion
Work satisfaction has a determinant role in employees’ work achievement, motivation to work, health and quality of life; not only at individual but also at organisational and societal level (HOSSEINKHANZADEH et al. 2013; MALINEN & SAVOLAINEN
2016; SKAALVIK & SKAALVIK 2011). Based on the Job Demands–Resources Model
(BAKKER et al. 2003), we investigated a set of demands and burdens (burnout, role
conflicts, role ambiguity, work time demands, work-family conflicts), resources and
benefits (satisfaction with salary, professional prestige and policy, work social support and work involvement) in relation to educators’ work satisfaction. We anticipated that the previous set of variables might act as risk factors that contribute negatively to work satisfaction, whereas the latter ones may provide protection.
There were strong correlations between the burnout subscales and educators’
work satisfaction; it was the strongest predictor in multivariate analysis, whereas emotional exhaustion proved to be the strongest contributor among the burnout subscales.

EJMH 12:2, December 2017

WORK SATISFACTION, BURNOUT

161

Other studies also emphasised the importance of emotional exhaustion in teachers’
work satisfaction and leaving the profession (SKAALVIK & SKAALVIK 2011). Burnout
seemed a real problem in the sample; most of the mean scores were relatively higher
than previous international findings, e.g. Spanish (ALUJA et al. 2005), German and
Chinese (SCHWARZER et al. 2000), Australian (DORMAN 2003) or Namibian (LOUW et
al. 2011). As it turned out, burnout had an important negative role in educators’ work
satisfaction. Role conflicts and role ambiguity were also strongly and negatively correlated with work satisfaction and they also predicted it in multivariate analysis similarly to previous studies (e.g. BELIAS et al. 2015). Although at bivariate level there
were intercorrelations among work time demands, work-family conflicts and work satisfaction in concordance with previous studies (ADAMS et al. 1996; CARLSON et al.
2000; MICHEL et al. 2010), those variables became nonsignificant in the multivariate
models. This fact also strengthened the relative dominant role of burnout.
Among the potential protective factors, satisfaction with salary and work policy
were not significant contributors, although in bivariate relationships they were positively correlated with educators’ work satisfaction. In other studies those organisational variables seemed to be more relevant (BELIAS et al. 2015; BOGLER 2001). On
the other hand, a previous study also emphasised that social acknowledgement by
society was a very important aspect of work satisfaction with teachers’ job perception
and satisfaction (WEIQI 2007). The ratio of satisfaction/dissatisfaction with professional prestige (11.8% vs. 88.2%) showed a much greater difference than their
reported data about salaries (44.1% vs. 55.9%) and work policy (40% vs. 60%). This
finding might support the highlighted role of professional prestige for educators;
unfortunately most of them seemed dissatisfied with its level.
Work-related social support (both organisational support and peer support)
was previously found as important aspect of the work environment that might have
an impact on a number of job-related consequences such as work satisfaction, work
involvement, teacher motivation and effort (ADAMS et al. 1996; BETORET 2006;
HOSSEINKHANZADEH et al. 2013; LENT et al. 2011; SKAALVIK & SKAALVIK 2011).
Cooperative and supportive collegial relationships were important correlates of secondary school teachers’ work satisfaction (WEIQI 2007) that was also supported by
a Hungarian study (HOLECZ & MOLNÁR 2014). Our finding was in concordance with
those previous research results. Similarly to Kobasa’s hardiness model of which personal commitment is an integral element (KOBASA 1982), the role of work involvement contributed to work satisfaction. Job involvement represents a belief of positive
identification with one’s job and thus it may have a moderating influence on the relationship between job stressors and employee well-being (FRONE & RUSSEL 1995).
As a consequence, we may conclude that in this sample of Hungarian educators,
their work satisfaction 1) is closely related to the presence of burnout (particularly
emotional exhaustion); 2) is also influenced by role conflicts and role ambiguity in
their workplace; 3) may be protected by certain job resources such as satisfaction
with professional prestige, work social support and work involvement. The relatively
great sample size and the uniqueness of the population (to our best knowledge, very
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few studies have investigated educators’ work satisfaction in Hungary thus far) are
the main strengths of the paper. In addition, the risk and protective factors approach
provided a good rationale to investigate its correlates. Since standardised international scales were used as measurements, we really think that our findings would
be also interesting for an international readership beyond Hungarians. Burnout
among educators is also an under-investigated field of research in Hungary (see
PETRÓCZI 2007; SALAVECZ et al. 2006); therefore, these data may be really valuable for
the Hungarian audience (both educators and policymakers). Similarly to international
studies (e.g. SKAALVIK & SKAALVIK 2011), emotional exhaustion was the strongest
predictor of educators’ work satisfaction. As it seems, a general perception of one’s
occupation, such as satisfaction with educators’ social prestige or salaries were more
relevant contributors for educators’ work satisfaction in international literature (e.g.
BOGLER 2001; WEIQI 2007) than for Hungarian educators. This finding is similar to
a previous (and the only) Hungarian study on this issue (HOLECZ & MOLNÁR 2014).
Other findings about the positive role of collegial relationships and professional
autonomy/ work involvement are also in concordance with that study (HOLECZ &
MOLNÁR 2014). We expected that work-family conflict might play a more decisive
role in educators’ work satisfaction based on previous research results (e.g. ADAMS
et al. 1996; CARLSON et al. 2000; MICHEL et al. 2010); however, this was not the case
in our study. More research is needed to clarify this difference. Future research
should also be focused on the role of more job demands and resources.
The findings should be evaluated in the light of some limitations, e.g. due to the
cross-sectional study design, cause-and-effect relationships cannot be justified. In
addition, several variables (e.g. satisfaction items) were measured with a single-item
question, instead of a composite measure, such as a scale. The online data collection
does not allow us to get a statistically representative sample. Finally, due to cultural
differences, the findings may not be generalisable. Overall, we really think that this
study is unique since very few studies in Hungary have focused on educators’
burnout and work satisfaction thus far. The findings suggest that interventions at both
individual and organisational level should be necessary. Educators should learn
effective coping techniques to prevent burnout and increase work satisfaction well
before their start of a career. Our data suggest that educators may not have the necessary coping skills that should be addressed during educator training years to prepare them for their job. The organisational interventions should strengthen job
resources and eliminate/decrease job demands.
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