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Introductlon

Modern American Soclety i3 In the arlps of an insidious
malady called "Burnout." Billlons of dollars are belna lost
in our economy due to workers not performling at adequate
levels because they cannot successfully cope with the
pressures of the workplace (Rlgoar, 1985). Very valuable
human resource capltal 1s belng lost as the Indlviduals
personally suffer the traglc loss of commitment. self
esteem, confldence. and productlvity. Stress related
dlsorders have become "the number one Soclial and health
problem (Pelletier. 1977, p.6>." Flfty to elghty percent of
all dlseases are attrlbuted to psychosonatlc or stress -
related orlalins and mi11lons of our cltizens are suffering
from hypertension - a known klller iIn our soclety
(Pelletler. 1977>. "Why, as a natlon do we sSeem. both
collectively and Indlvidually, to be In the throes of a
fast-spreading phenomenon, burnout (Freudenberger and

Richelson, 1980, p.3>?"

Coming out of the Industrlal age, we now live In an age
of technology in which the pace of all human actlvity has
dramatically Increased - all, except the rate of the human
heartbeat. A little more than a century earller. It took

severa] weeks for the natlon to tally the votes and Inform

g



Burnout
the populace that Abraham Lincoln was our glxteenth ?
president. Today, the computers tell us the name of our
next president, before the polls close on the west coast.
Overnlght mall Is no longer qulck enouah, We “Fax" documents
around the world In seconds. The rate of technoloay
development and access to Information !s accelerating Isoc
quickly, that as Alvin Toffler (1970)> suggested. we no

longer have to cope with change, we have to cope with the

change In the rate of chanoge,

Lewls Carroll ¢1960) wrote In Throuah the Looking
Glass, "It takes all the running you can do to keep In the
same place. If you want to go somewhere else, you must run

twice as fast (p.145)."

When those words were wrltten, It was to descrlbe a
fantasy world. That fantasy world has become reallty toaay.
The qulicken pace of change with the exploslon of Informatlon
processing and dissemination, has created a dilemma In our
soclety’s time orlentation. We can accompllsh tasks
gulcker. but we have expanded our expectatlon of
accomp) ishment to the polnt that excesslve pressures are
belng placed on the Indlvidual and thelr tasks are elther
poorly done or not completed. The process is taklng a heavy

toll on the quallity of production.

Often., people are lnundated by Informatlon from mass

medla with too many cholces (Davidson, 1989). To meet the
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demands we place on ourselves and others, we are pushlng
ourselves., but we are not making cholces which are worthy of
our time (Davidson, 1989>, We have no time to carefully
conslder our cholces., Behind one set of hasty, poorly
consldered declslions, comes another set wlith greater demands
and less tlme. Once we reach a goal, wlithout pause or
celebration, we must immedlately seek the next goal. "We

run so fast, but we can’t enjoy It when we get there (Hall,

and Wessel 1990, P.35R)>."

"The pace of change today throws us Into a tlme warp of
confusion, and anxlety. When everythling chanaes so qulckly,
our old models for deallng wlith the world don’t work.

Worse, we don’t have tlme to create new ones to take thelr
place (Hall. and Wessel, 1990, p,35R>. What ls not belng
reallzed s that we all have limltatlons, and the rate of
changes |s exceeding those limltations. Trylng to cope with
this rapldly moving world, we experlence exhaustlon,

frustratlon, and wlthdrawal (Davidson, 1989),

In today’s soclety, our hard won benefits and solutions
have created new problems. Not only has the pace of thls
"golden 11fe" qulickened, we have more time to sSpend on
ourseives. We have more lelsure tlme to ponder our
exlstence and fate. We no longer work to survive, but to
provide meaning In our )lves, Our 1lfe spans have lIncreased

dramatically as have our expectatlons of ourselves, and our
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soclal, economic, and polltical Institutlions (Go)emblewsk?.
& Munzenrider, 1988, p.9), We can expect to llve beyond
seventy years and accordlnaly expect ourselves and our
organizatlons to contlnually Improve through those years.
Not long ago In hlstor&, 40 years was consldered a rlpe old
age. Now, life really ls Just beglnning at 40. Where we
and our organizatlions have not physlcally changed. our
expectatlons have. As we reap the frults of thls "great
society," we also harvest Incredlible pressures to progress
further. The time at work may have decreased
proportlonately to eariter times, but work, In reallty,
presents new problems, percelved deprlivatlons, frustratlions.
and pressures which negatlvely affect ones self-esteem and
well-belnr (Plerce, 1982). The price of modern soclety has
been great on both the persons and instlitutions. We l1ive in
a world of rapld change, and change may be very stressful
(Plerce, 1982). As we have cured old maladles, we have

found or created new ones, namely stress and burnout,

"Stress" and "burnout" have become everyday terms to
most people today (Plerce,1982). Thousands of artlcles have
been written on the sublects durlng the last twenty years.
Stress and burnout have become maJor research toplcs of the
behavlor sclences, and burnout may have become "the toplc®
(Golemblewsk!, & Munzenrlcer, 1988, p.11). Yet, as we are

Just becomlng aware of the multiple expressions of burnout,

o
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data suggest that It has been with us for a long tlme

(Golemblewsk!, & Munzenrlder, 1988, p.7).

Stress became a frequent r=search toplc In the 19307«
(Robertson. 1988) and burnout, although not labeled, was a
concern of many athletes and performing artlsts (Palne,
1982). The Natlonal Educatlon Associatlon. In 1931, began
to publlsh case studles on teachers and stress (Robertson,

1988) .

Although stress was becoming a well accepted
phenomenon, little was wrltten about burnout up through the
1960‘s. However, the legacy of the 1960’s asserted that
work snould be meaningful. Meaning was a new worker right
which would flnd reslstance In the traditlional, segregated,
professlonal and personal work ethlc (Paine, 1982). People
were becoming aware of the workplace as something more then
just a place to put In tlme. Workers began to expect more
than a paycheck. Confllct was developlng between 0ld ways
and new ldeas,'and the resultling pressure was taklng a

visible toll on the worker.

Flnally, In the late 1970‘s, burnout began to appear In
professional and lay llterature (Awalt, 1988). Before this
time, almost nothlng was known about the burnout phenomenon.
Research was non exlistent, very few words had been wrltten
(Maslach, 1982). Chrlistina Maslach tested a few notlons In

the mid-sevent!les and discovered from conferences that

J
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burnout was a concern of many people (Maslach, 1982). Her
work, along with the work of Herbert Freundenberger led to
the first national conference on burnout In Philadelphia
during November, 1981 (Palne, 1982). WIll Clouse and
Katherine Whltaker ¢(1981) had developed an lnventory to

study career burnout and had Initlated thelr own research on

the phenomenor.

Almost overnight, burnout exploded Into the publlc
consclence. Burnout was regarded as the "crisls of the
elghtles" and "the disease of modern 1lfe. Burnout was
belna discovered so frequently that It became faddlsh
(Awalt, 1988). The phenomenon, although orlginally regarded
as a workplace concern for human services professions, was
being found In virtually every type of work explored, even
among homemakers ¢(Belle, 1990). Burnout became a buzzword

of the decade.

Because burnout was consldered "faddlish," 1t became
difflcult for some professionals to admit to such a
phenomenon (Awalt, 1988), Some researchers regarded burnout
as nothlina more than pop psychology. Many authors, such as
Kutash and Schlesinger (1980) were wrliting comprehensive
authoritative handbooks on stress and anxlety, but did not
contaln reference to the burnout stress syndrome, nor llst
any of the burnout researchers. It was suggested that

purnout would probably cease to ex|st as a separate research

fu
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area and be incorporated Into the larger study of stress
(Paine, 1982.) Some suggested we were overemphasizing the

extent of burnout.

The pervaslveness of burnout Is unclear. The
reader of the malnstream llterature could be
foralven from assuming from lts tone, that all
soclal workers and the llke are on the path to
chronic stress and the Inevitable burnout ... but
few studles provide a sense of perspective on the
inclidence of burnout, and those that do show that
1t 1s conflned to a modest proportion, 11 percent
or less (Fineman, 1985, P. 153).

However, the skeptics did have to recognlze that the

research was placing a focus on a process which was

incurrina slgniflicant human and organlizatlional costs.

The term "burnout" may have been a blt too provocatlve,
may have become a blt shop worn, and the victim of too much
hype In the medla. On the other hand, the voluminous
research durlng the 1980‘s showed burnout was not Just an
empty toplc (Golemblewsk! and Munzenrlder,1988), but was an
Issue for everyone. There were real problems In the
workplace. We may have become burned out on burnout, but
modern soclety had to come to terms with the pllght which
the times presented. As suggested by Farber (1983), the
many volumes of research and descriptlons establlshed
burnout as an authentlic problem, and has become an Integral
part of our soclety’s self Image. The early rush of
research had not dimlnished the boomtown atmosphere

assoclated with the study of burnout (Kllpatrlick, 1984),

11
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"I1f anythlng, the volume of research has helghtened the
sense of urgency in coping wlth the problem (Golemblewsk!, &

Munzenrlder, 1988, p.12>."

Although the research on burnout durlng the elghtles
was predomlnately exploratory and descrlptlive, burnout
progressed from a lack of descriptlon to multliple
deflnltlons and expresslons. The Instruments and
methodologles of Investligatlon were belng valldated and used
for a myrlad of work sltuations. The study of burnout was
valldated as a serlous endeavor. The phenomenon, regardless
of Its name, was belnc accepted as a real psychologlcal
problem. The new buzz word became "attltude". Burnout was
belng viewed as a negative attlitude change In the

indlvidual.

Today, everyone has a general sense of what burnout lIs
and 138 not. A speclflc definitlon stlll eludes us, Just as
the mysterlious "24 hour bug." which befalls many of us
during the winter. However, several important
characterlstics are known about burnout. Burnout has been
found In many dlfferent work settings. Burnout may be
man! fested through varylng combinatlons of causes, symptoms,
phases, and expresslons. However, burnout can be avolded,
treated, and ellminated. Indlvliduals and organlzatlions can

be, or are, burned out,.
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Just as the exl!stence of stress has been supported by
conclusiie empirical data, research has established the

valldity of an unlgue work-related stress response, burnout,

Stress

Although stress leaped Into prominence only recently
(Palne, 1988), It dates back to the beginning of human
history. Prehlstoric man faced dally threats to thelr
survival. Primlitlve socletles acknowledged stress as they
used a varlety of ceremonies, devices, drugs, and bandages
to frighten away or expel demons (Greenwood and Greenwood.
19795, Hlppdérates recognlzed stress and lts relationshlp
to disease. Flogglng was used up through the middle ages to
drive the demons out of a dlstraught person (Selye, 19763.
Bloodletting was practiced for a number of dlseases
including melancholy. Medleval physiclans !nduced hligh
fevers, presct .bed repeated dunklngs In cold water, and
practlced shock therapy to relleve stress stricken patients

(Greenwood and Greenwood, 1979).

Stress came out of the dark ages during the second half
of the nineteenth century through the studies of Claude
Bernard, a French physlologist. He asserted an organism’s
condlitlion for a free and Independent life requlired the
internal environment of a llving organism to remain falrly

constant, In splite of changes In the external environment

13
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(Selye, 1975). Bernard theorlzed the State of an organism’s
systems In response to lts environment could create lllness

(Selye, 1976).

Modern stfess research began In the 1930“s, when
sclentists tried to determine the characteristics In people
which caused events, such as heart attacks (Muse, 1980).
Walter B. Cannon (199>, a Harvard Unlversity physlologist,
studylng the stress effects of cold, and lack of oxygen on
the human body, sStated an orgoanism needed a steady state In
order to malntaln a healthy life . He called the body’s
staylng power, or self-regulation, "homeostasls”. Cannon
suggested that humans responded to stressful events In
physlcal and psychologlcal ways that elther prepared them to
"flaht or £1lght" (Cannon, 1939). Disease was much more
than an act of sufferling, It was the body’s flght to
malntaln a homeostatlc equlllbrium In response to pressure
or pressures (Selye, 1976). Canon concluded that stresses
could be withstood, but contlnued high levels of stress over
a prolonged period of time would disrupt the body’s
homeostaslis, and could lead to the breakdown of the human

blologlcal systems (Hobfoll, 1988).

In the 1930‘s, Hans Selye (1976), Intrlgued by Canon’s
theory of homeostaslis, studled the nature of disease throuah
the responses among rats to varlous noxlous stimulil. In

1936, he publlished hls stress syndrome theory which

14
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ldentlfled a unlform response in his subliects (Robertson,

1988).

According to Selye (1975), stress Is "the non-speclfic
response of the body to any demand (p.4)." "It Is the "rate
of wear and tear on the body... a state manlfested by a
speclflc syndrome which consists of all the non-speclflcally
indlvidual changes within the blologlical system (Selye.
1975, p.4)." He stated that stress Is lnherent In every
aspect of 1ife itself. Stress cannot be avolded, except in
death. Every event, Including a non-event, ln one’s
experlence creates a stimulus which 18 called a "stressor’

to which our belng reacts.

The stress response ls a blologlcal state which causes
speclflc changes In the body; l.e., heart rate, stomach acld
production. The response may be caused by many dlfferent
Iincldence and affects all parts of the body. Selye
observed, although the Individual stressors were dlfferent,
the blologlcal responses to stressors were the same. An
organlism would go through three stages of response when

confronted with a stressor (Robertson, 1988).

The General Adaptatlon Syndrome (Selye, 1976), later
called the stress syndrome, Included the general alarm
phase, the reslstance phase, and the exhaustlon phase. When
the body experlences a Stressor, It goes Into the general

alarm state whlich 1s the call to mobllize all the defenslve
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forces of the organism and floht. The body goes
automatlically Into an Intense excited state which Includes
an adrenalln discharge and Increased heart rate. The body
can tolerate only a brief alai'm stage, If the Intense state

of excltablllity persists too long, the organism may go Into

shock and dle,

The reslistance stage Is the body attempting to bring
the body back to a state of "homeostasis’. Resistance Is
l1lke flohtling a battle -the attack of the enemy has been
sounded and the body employs Its troops to overcome the
adversary. The body calls on its reserves to Implement
coplng strategles and elliminate, adapt to, or reduce the
stressor to a tolerable level. This second llne of defense
I1s the body’s attempt to correct or minimize the dlisturbance

to Its equlllbrium.

The exhaustlon stage Is a perliod of rest which enables
the body to repalr and restore ltself to as near to the
original homeostasis as possible. The body must have time
to replenish 1ts reserves. "Prolonged or severe exposure to
stress uses up the adaptabllity reserve (Plerce, 1982,
p.16>." 1f the reserve cannot be replaced by rest,

dysfunction and death may result.

The human Immune system Is a good example of the
general adaptatlion syndrome. When a forelgn body, an

antlaen, enters the body, leucocytes, white blood cells of

16
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the lymphatlic and clirculatory systems, Immedlately attack
and try to engulf the antigen. The Second llne of defense,
antibodles are produced by the body to lock onto the antlgen
and render It lneffectlve. Fever may result as the body
Increases 1t metabollc activity to flght the Intruder.
After disarming the antigen, the body must rest and proceeds

to repalr, 1f possible, the damage done and return to

homeostasl!s.

Not all stress Is bad. In fact, there are two kinds of
stress, ‘eustress" and “"distress" (felye, 1976). Eustress
is positive stress which Improves the well-belng of the
body. It Is the curatlve, pleasant, and heallng stimull
experlenced. It .3 the stimulus whlich leads the body to
greater strength and endurance. The ellmlnatlon of the
alarm/resistance adaptlve response to sStress would be to
“eliminate growth, maturation, and self development
(Robertson, 1988, p.15)." As Jameson (1980) stated:

A little stress Is vital to prevent boredom and to keep

the system functlionling at peak efflclency. A watch

with no tension on the malnspring doesn’t run. The
same 1s true for humans. Too much stress, though, can
pbe like overwlnding a watch: the spring will snap when

the tension becomes unbearable (p.19).

Fustress 18 the stress whlich promotes the contlnuance of
certaln beneflclal behavior., Distress 1s negatlive or
unpleasant stress. Distress may cause disease and a

breakdown In the blologlical system. It Is the distructlve

wearlng away of the resources of the body. Rather than

17
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L : promotlng the well belng of the Indlvidual, dlstress

promotes mal functlions.

Although not all stress ls detrimental, soclety most
common 1y assocfates the word "stress" with "dlstress." and
stress 1s used often as a misnomer for distress (Organ.
1979). In thls.paper. stress and dlistress will be used

Interchangeably.

Although Selye’s deflinitlon was very narrow and 1imited
(Robertson, 1988), he ploneered the study of stress from the
physiologlical viewpolnt (Plerce, 1982),

Selye’s Stress Syndrome theory provided the frame work

for much of the research In the last 50 vears. Since

C!} his original work, other researchers have identifled )
stressors within the Indlvidual, as well as {n the
environment, and discovered a varlety of adaptlive

responses (Robertson. 1988, P. 11).

Researchers took Selye’s physlioloalcal model and placed
focus on soclal and environmental factors. McGrath deflned
stress as a "substantial lmbalance between environmental
demand and the response capablllity of an organism (1970,
p.17)." He suggested It |8 a process pbetween objectlive
demands and obJectlve responses, but also between the
subjective perspectlives and the stimull. He asserted stress
Ils of no consequence uniess there 1s a fallure to cope wlith
the stressor. It 1s the perceptlve response of the

individual which causes stress: stress Is not a factor,

unless the response |s Important to the reclplent. Stress
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is the "anticlipation of the lnablllty to respond adequately
to a percelved demand, accompanied by the antlcipatlon of
consequences for lnadequate response (McGrath, 1970, p.33>."
McGrath (1970) used the concepts of "demand" and "load".
Demand overload was when the demand was greater than the
individual’s capabllity due to the overtaxing of resources
at any time. He suggested that demand less than capablllity
could cause stress through boredom, Jjust as overtaxing, and
could create a decline In functlon. Selye also ldentifled
dissatisfaction with 11fe and more specliflically "dlsrespect

for thelr own accomplishments (1975, p.75>" as a major

source of stress.

Dunlap ¢(1981) related Selye’s stress syndrome to
changes brought about by the person. He belleved events and
perceptlions of events are factors for stress and burnout
(Allen, 1982). The Interpretatlion and processing of the
stress Inside the individual may be more stress producling
than the origlnal stimulus. Organ (1979. P.34), expanded
Selye’s definition by defining psychological stress. It Is
"the common denominator of all adaptlive reactlions by the
body to the demands placed on it which evolve response -
such demands as anxlety, frustration, fear, threat, and
avoldance produce stress (Organ, 1979, p.34)."

Paychologlical stress ls Important because it can produce

19
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additional and unnecessary stress and deplete the body’s

needed resources (Robertson, 1988).

Kremmer and Owen descrlbed stress as "a complex state
transcending the “ual mind-body dichotomy and requliring a
reference to hol...:c frames (1979, p.40>." Howard Kaplan
(1983) stated stress 1s the subject’s lnabllity to forestall
or diminish a perceptlon, recall, antlclpation, or
imagination of a negative Influence. Focusing on an
individual’s lnabllity to decrease the perceptlon of the
negatlve Influence, Kaplan suggested the Internal processing
of the experlence moved the individual farther away from the

deslired state than the event ltself.

Some researchers began to focus on the relationship
between the person and the environment. The
Person-Environment Fit Model, suggested by Cobb In Hobfol]
(1988), proposed stress was the lack of flt between the
characteristics of the Individual and those of the
environment. The obJective and subjective aspects of the
characteristics were both Important conslderations. 1f the
fit was good, stress would be minimized and personaflty
arowth and self- esteem would be enhanced. If the flt was
not good, Increased stress and negatlive effects on tre
individuals were the result. Coplng characterlstics of
indlviduals were related with thelr resources (Hobfol!

(1988).

<)
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The concept of resources and thelr loss by the person
became a common theme among researchers who studled the
person-environment relationship. Maslow (1954) Included the
concept of resﬁurces Iin his hlerarchy of needs. He stated
|1f we are freed from the fear of a draln on our resources.
we can move toward self-actuallzation. Freed from the loss.
or fear of loss, of our resources, we can focus on the more

satisfying things In the human experlence.

Lazarus and Folkman (1984) presented thelr model of
conservation which was concerned with loss and resources In
relationshlp to stress. The major tenants of thelr model

were:

1. Loss Is central to stress.

2. People have a primary concern wlth thelr possessed
resources.

3. People measure the environment In relatlonshlip to
thelr resources and develop a conservation process
of thelr resources

4. People expect a net galn of resources from an
investment of thelr resources.

5. Stressful sltuations tend to create further
additional loss because of the 1oss resulting from
diminishing resources.

And
6. Behavior continues to be affected by the loss untll

the individuals percelve themselves In a net galn
gituatlion.

Steven Hobfoll (1988), described stress as "the state
in which Indlviduals Judge the response capablillitles as

unable to meet the threat of losing the deslired experie:tial
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state dictated by thelr base of values and expectatlons
(p.19>." Hls models of the conservatlion of resources and
economic congruence considered stress as a reactlon to the
environment In whlich there ls a real or percelved threat.
and a loss of resources (Hobfoll, 1988). There ls a loss of
resources or the lack of galn In resources followlng an
Investment (a loss) of resources. Resources are those
conditions valued by the indlvidual: or the means to obtaln
these resources, values, condltions, or energles. The flt
of demand with the avallablllity of resources wlll affect the
straln placed on the Indlvidual - It wil]l Increase, reduce,
or have no effect - based on values formed by famlly,
cultural or environmental constraints. The straln produced
Is related also to the degree of perceptlion that a threat
will affect the usabllity and avallablllity of resources oy
the indlvidual In a situation. Stress ls narclisslstlic

because |t depends on our perceptlon of what is or wlll

happen.

The Impllcatlions of Hobfoll’s (1988) model of economic

congruence and the person environment flt model were:

1. Resources Interact In very complex ways.
facllitating one, debllitating one, to Interferlng
with one another.

2. Resources may have Innate properties of strenath
which have varlious flts with dlfferent demands- some
resources are robust, whlile others are not very
effectlve.

rS
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3. People will react to stralns that are the product
of the demand and the Indlvidual’s weaknesses.

4. The straln willl vary to the Internal needs of the
Iindividual and the propertles of the event, whlich Is
a function of time.

5. Indlividual values determine, to a large part. what
people view as stressful and what resources may be
successfully used to counteract the sStress.

6.) Perceptions are seen as lmportant In determining
the strengths of resources and the extent of loss
(p.223).

Hobfoll (1988) asserted needs, resources, demands,

stralns, and the time dimension of the economlc congruence

mode] are actlve components of stress.

Hobfoll (1988) admitted to no single definlitlon of
stress, because stress 1s one of the most compllcated
phenomenons which Involves all systems of the human body and
the world In which It Is sltuated. He asserted that stress
|s the pressure to perform tasks In response to the actlions
of events In the environment with the psychologlcal and

physical self (Hofoll, 1988).

Gmelch (1977) provided us with the most conclse
definitlion of stress., Stress Is "any actlon or sltuatlon
that places physlical or psychologlcal demand on people
(p.7>." My definltlon: stress ls the awareness of any

stimulus.
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Stress can be started by any of a large number of
stimull, from small dally hassles to the threat of a major
crisis (Hobfoll, 1988). We may be devastated by a
catastrophe or slowly "put to death by thumb tack wounds."
Everythling causes stress. Stress occurs In all soclal

systems: personal, Interpersonal, small groups, large

organizatlons, and socletles.

Stressors can be elther personal or environmental
(Goodall and Brown, 1980). Stress may occur inslde the
person based on thelr values, attlitude, bellefs, and self
concept. Internal stressors may include excesslve
sel f-involvement, excesslive self abatement, level of
flexiblility, and relatlonshlps with the professional or
personal self (Schnelder, 1977>. Demands from other
individuals, organizations, situatlions, or cultures may also
affect the well-being of the person. Both Internal and
external factors may create frictional discrepancles between
performance and expectatlion to deplete the resources of the

person.

The three types of stress are physlologlcal,
psychological, and environmental (Plerce,1988>. Maslach
(1982) categorized stress iInto three areas: personal,
interpersonal, and organizational. Reed (1984)) spllit the

organizatlional category into institutlonal and socletal.
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The physlologlcal Involves some type of Injury, or
threat of Injury, to one’s physical well-belng (Plerce,
1982>. For example, the reactlon to an attack by a viclous
dog, a burglar pclinting a gun, or belng caught on the tenth

floor of a hotel flre may create anxlety In, and Injury to,

the person.

Psychologlcal stressors Involve the cognltlive,
emotlional., and'unconsclous domalns of the psyche. They
originate within the Individual Involving the person’s
attitudes, feellngs, values, hablts, and thoughts. They
involve love, hate, prejudice, blas, attachments,
competition, and achlevements (Hobfoll, 1988).
"paychologlcal stressors can cause the same behavior and
physiologlcal responses by the organism as physlological or
environmental stressors (Robertson, 1988, p.1C)." Lazarus
(1979) stated that psychologlcal stress resides nelther In
the sltuation nor In the Indlvidual, It results from a
transactlon between the two. Goodall and Brown (198C)
suggested that stress may come from such sources as threat
to ego, the fear of belny dlsliked ot mlsunderstood, fear
of belng lnadequate or dlsapproved, fear of losing power,
prestige, or love, and all other threats to emotlonal
safety. People also become upset wlth the triviallties of
their 1lves because the trivialltles represent Important
elements of thelr exlstence (Awalt, 1988>. Psychostressors

may be also anxlous/reactlive behaviors (Glrdano and Everly,

ol
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1974). The anxlety/reactive Indlvidual goes far beyond the
normal anxlcous response to a threat to well belng. The
focus |s directed to the worst case scenario which

intenslfles the stress reactlon.

Environmental stressors are the pressures over whlch
the body has the least control (Robertscn, 1968>. They can
produce some of the most palnful, disabllng dlstress
(Pelletler, 1977>. Schnelder (1987) 1lsted external
stressors as the structure of programs. the nature of tasks.
changes In relatlonshlps, and worklng condltlions. Goodall
and Brown (1980) ldent!fled the lack of prlvacy, overcrowded
condltions, and numerous soclal condltlons as environmental
stressors. The Individual’s relationshlp with the world
around and all of lts components creates a tenslon to

respond.

Because the dynamic equlllbrium of the body ls key to
the well belng of the Indlvidual, change Is a major stress
factor. Event changes cause stress. A person who s
confronted with too much change or change whlch cannot be
tolerated or comprehended, |8 subject to Sensory overload
(Sylvester, 1977>. The human belng can tolerate only a
limited amount of rapld change (Toffler 1970>. The sensory
overload may tax che systems of the person to the polnt of
producling l1iness. Holmes and Rahe (1967) studled change

and Its relatlonshlp to stress. They developed a ratlng
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scale to measure the stress of changes In llfe and
dlscovered Interesting comparisons. The researchers
discovered that certaln events were posltlve stressors for
certaln people and negatlive stressors for others. Al thouah

chanae 1s a fact of 1lfe, |t does create stress.

Time s also a stress produclng factor. Hobfoll (1988)
stated time 1s a too often lgnored ltem In the study of
stress. As events happen at dlfferent tlmes In an
Iindividual’s 1lfe, one’s demands and resources are
different, and thus, the stress reallzed will be different.
Moreover, after a stressful event occurs, demands on
resources change. How long the stress persists, how much
time exlsts before a deadllne, and how rapld ls the rate of
change all play a major role In the adaptlive ablllitles of
the body. As Toffler sSuggested (1970), we must not only
learn how to cope with change, but we must develop coplng

strateales to deal wlth the Increasling rate of change.

In relationships;: role confllct, lack of percelved
authorlty, lack of declsion making partliclpation, Inablility
to meet expectatlons, all contribute to stress. On the Job.
certaln condtlons may contribute to stress. Less publiclzed
but Important stressors Include boredom, environmental
tactors of the white collar Job, sense of belng conflned to
a Job, Inadequale career development practices or a lack of

advancement opportunities.

D
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Discrimlnation causes stress. Kinzer (1979) noted that
women at the U.S. Naval Academy experlenced stress from
being a minority. Maslach (1982) noted that blacks
exper lenced lesé etress from discrimlination because they had
bullt coplng skills from deallng with dlscriminatlion for

many decades.

Organlzatlons can experlence stress Just as
individuals. The group think of an organization can develop
a collective behavior which |s separate from the indlvidual
participants. In organlzatlons, the whole may be come
greater and dlfferent than the sum of |ts parts. The stress
of Individuals in an organization are magnifled when vlewed
collectively. The collective effects are also greater - It
Is the dlfference between having a glass playing marble
dropped on your head, or having 1,000 marbles dropped. A
mob of people assumes stronger and different characterlstics
than each of lts Indlviduals members. It also happens that

way for stress In organlizatlons.

Today’s soclety has created very hlgh expectatlons of Its
citizens. Trylng to llve up to those expectatlons can be
highly stress Inducing., Today’s world ls wrought with
confllcting values, and those confllcting values create
confuslon and stress (Muse,1980). Soclal, polltlical,

economic, Intellectual, and professional trends have
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combined to Increase stress and decrease alternatlves

(Palne, 1982).

Stress Response

Pines, Aronson, and Kafry (1981) descrlbe stress as
being mutable or Immutable, continuous or Intermlttent.
These features Influence the viablllty of varlous corlng
strategles. The stress response 1s the organlsm’s bullt-lIn
survival mechanism, It ls one of the body’s most sensitlve
and vital (Plerce, 1982). It Is "an essentlal
psychophysical process which enables Indlviduals to respond
to the multitude of challenges confronted evefy day
'melletler, 1977, p.69)." Stress can be regarded as "a
response to pressure, responsibllitles, and real and
imaglnary threats from the environment (Parrlino, 1979>." The
Sstress cesponse Inlt_ates a serles of Immedlate defenslve
reactlons, followed by a plelotroplc serles of responses,
longer and more €ubtle, by the body which may be to
eliminate, reduce, or adapt to the stressors. Parrlno
continued by stating the Stress response "engages the entlire
system, body and mind, and it 1s manlfested In thouahts.
blochemical and physliologlcal reactions, and behavlors all
working together to produce an effectlve response strategy
(Plerce, 1982, p.11). 1f the stressors are too strong In
number or magnltude the organism may be destroyed before It

can respond. However, the long term accumulation of
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combatable stressors may cause physlical or emotlonal damage
to the indlvidual accordling to the body’s contemporary
abllity to repel, repalr, and cope. The coplng mechanism
Itself may be detrimental to the long term well belng of the
individual. For example, Insanlty ls a way to cope wlth the
pressures of the world, but the altered perceptlon may
create greater Jeopardy for the Individual .- crazy street

people are often robbed and k! 1led by muggers or frozen from

the cold.

Physlologlcal responses to stress lnvolves all the
blochemical actlons of the body - metabollc, cardlovascular,
neurologlcal, and muscular. Responses may Include a rise In
the body’s cholesterol level, :xcesslve glandular
secretlons, overproductlon of dlgestlive Julces, and
Increased blood pressure. One may note the outward slans
through dllatlon of the pupllis, Increased heart rate,
persplratlion, Increased rate and depth of breathlng. and
expresslons of paln, Prolonged stress wlll lower reslstance
and wear the body out because generallzed prolonged and
unabated stress places a person’s body Into a state of
disequ!lllbrlum, Increasing the susceptlblllty to a number of

dlseases and dlscrders,

Harcld G. Wolff (1953), a physiclan who studled the
effects of stress on varlous parts of the body, provided

concluslve evidence that stress s a majJor cause of most

ol
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i11nesses. Pelletler (1977) suggested the blochemlical
changes of the stress response may become detrimental to an
indlvidual“s health." The body responds to stress wlth lts
blochemical chaln reactlon of the braln and the glands. The
body’s response to excesslve Stress or stress over a
prolonged perlod of time 18 physlical or emotlion lllness or
both (Reed, 1984)." Stress has been 1lnked to both physical
and psychological 111s (Kendall, 1987 and Skzyck, 1989).
"Some physliclans have stated that B0% of all diseases are
caused by the bodles attempt to maintaln ltself In a state
of equlllibrium ,rather than a contlnuous state of alarm
(Reed, 1984, p.34)." Stress has been 1inked to skin dlseases
(Solomon, 1989), fatlogue (Lewls, 1987), mental stress and
coronary dlsease (Scott, 1988), and even low sperm count In
men (McCarthy, 1987>. There 1s evidence that stress may
turn genes on and off within the Indlvidual causing health
problems (Thompson, 1989). Accordingly, certaln forms of
cancer may be actlivated from stress due to lrregular genetlc
and cellular behavior - aging and memory may even be

affected.

Psychologically, Gmelch (1977) suggested the body
responds to stress four ways: Floght, flloht, freeze, or
learn. When one encounters a stressor, the body proceeds to
respond through a serles of physlological changes to enable

the Indlvidual to combat or escape (Robertson, 1988).

“J
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The "floht" response (Gmeich, 1979, p.9) Is evoked In an
adversatlive sltuatlon. It is a power based response In a
win-lose confrontation where winning ls of supreme
importance. The syndrome causes sSeveral changes In the
body .
I1f the body has the resources and can overcome¢ the stressor
quickly and with minimum depletion of, or damage to, the
indlvidual’s resources and facultles, the response ls
beneficlal. However, the flght response may cause a
tremendous draln on the body, and leave the Individual more
vulnerable to future attacks which could otherwlse be
tolerated. The body may overcome the stressor, but the

damage to body may not be repalrable and homeostatsls

restorable.

The "Fllght" response (Gmelch, 1979 p.10), Is the
avoldance of the stressor. Visuallzed physlically as running
away from the threat, psychologlically, It Is the
rationallzlng away the problem In ordzr to not deal with it,
fantaslzlng, or actually withdrawling from an unpleasant
sltuatlion (Thomas, 1983, p.19). Flloht allows the
indlvidual to block out more stress than can be tolerated.
It may be a good buffering agent iIn some sltuatlons, but
£11aht may Just cause delay and Intenslify the stress because
it would have been better to Immediately deal with the

event,
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"When flght or fllght are not acceptable responses,
the Indlvidual ls left In a state of tenslon - the
indlvidual has no resplite from a state of excltatlon without
abatement. The attempt to repress this excltatlon Is ltself
a major contribution to stress dlsorders (Pelletler, 1977,
p.107)." Our complex soclety holds on to a code of behavior
which makes flght or flloght not acceptable responses to
stress - so the body enters a state of stress preparedness
where there 1s often no outlet. "The distress ls
internallzed, the negatlve psychologlcal state contlnues,

and the physlologlcal stress response |s prolonged (Plerce,

1982, p.163."

The "freeze" (Gmelch, 1979, p.10-12) response |S the
inabllity to take any speciflc actlion. It 1S mental
paralysis usually In antliclpation of an event. It Is belng
aspeechless at a speaklng engagement, the mind becomlng blank
before a test (Thomas, 1983, p.20), It Is waklng In your
tent to find a bear snlfflng you face. The antlclpation of
stress may cause the freeze response, such as standlng at
the top of » hlgh dive platform. The freeze response ls a
temporary solutlon whlch requires a follow-up form of
actlon, To remaln In a freeze poslitlon keeps the body In a
statlc state of alarm and places the body vulnerable to

shock and possible destructlion,
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Besldes the coping mechanisms of "flght, fllght, and
freeze" humans have the "learn" response (Gmelch, 1977) .
The learnling response, unllike the other responses, ls not a
temporary measure. It le preventatlve, rather than remedlal
(Thomas, 1983). One may overcome stress In an effectlve and
constructlve fashion. "It Is the thoughtful analysls and
examination of methods to deal with a problem (Reed, 1984
p.33)." Learning |s the syntheslzling of coplng strategies
from a battery of resources which may be used In the future
to prevent the reoccurrence of the negatlve aspects of the
stressor and may lnitlate opportunity for self improvement.
Learning helps the 1ndlvldual to reduce stress ln thelr
lives by belng able to control the sltuation effectlvely.
Belng able to understand the stress, lts sources and
effects, and the successes of varlious actions over stress
enriches the quallty of 11fe’s experlence. The learning
response creates attltudes and behavior for managlng stress,
and having a more satisfying 1lfe. However, those who do
not learn "how to cope" constructlvely, or change behaviors
to combat Stress, frequently move Into the flnal stages of

stress known as burnout.

Some stress strengthens the Individual and lmproves
alertness, awareness and concentration, and may actually
contribute to peak performance (Blanchard, 1988). On the
other hand, too much or the wrong kind of stress can deplete

personal energy levels, weaken the body’s Immune systein, and

-
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L bring out Inherent weakness (Emde 1987)>. It can ultlimately

destroy the Individual physically, psychologlcally, and

professionally.

Borell!l ¢1988) presented an !nteresting perspectlve of

stress.

Beyond a certaln polnt, stress becomes an addictlon-
much llke that of alcohol or drug abuse - and the
stress begins to run us. Our bodles and our minds
tire, our vislon narrows, and our sense of personal
gratification and meaning suffer... At this polint, our
podles suffer from the wear and tear of stress that s
lgnored (p.207.

Summarcy
Stress does not have a single, clear definltlon. "The
C!’ exact meanlng remalns amblguous, !11-deflned, overused, and

dl fferent to dlfferent people (Plerce,1982, p.10>." It ls a
very complex syndrome which lnvolves all systems of the
body, all systems of the psyche and all soclal settlngs
(Hobfoll, 1988). In the body, the cardlovascular,
endocrine, and neurologlical systems all Interact wlth
experlenced demands. The cognitlve, psychologlcal, and
emotlonal aspects of the mind are Involved In the process.
All relationships of the person - personal, Interpersonal,
organizatlional, and socletal - play Integral roles In the
stress syndrome. Accordingly, stress has acqulred a wlde
range of meanings (Robertson, 1988), yet retalns a vagueness

and lack of clarlity.
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Stress |s unavoldable. Essentlally, every matter In
the human experlence can produce stress. It Is "everywhere
in the environment (Plerce, 1982, p.11)." To llve, one must
experlence stress, some more than others. Stress can be
created by any, or a combinatlion, of many dlfferent agcents.
People contlnue to experience a certaln amount of stress
when sleeplng (Sharpe, and Lewls, 1978)>. Stress 1s an
essentlal of 11fe, It 18 nelther good or bad (Lazarus, 1966,

Plnes 1981, Selye 1976, Awalt, 1988)., The only state

wlthout stress 1s death.

Although stress 18 an Important aspect of llfe, the
response 1s more lmportant. How the Indlvidual reacts
determines the consequences (Awalt, 1988). How one copes or
responds determines the susceptiblllty to stress. Stress ls
211 human experlence, real or percelved. The human soul,
mind and body |8 desligned to repalr Itself and become
stronger from tenslon and stress, However, |f the stralns
become overwhelming to the body’s coplng mechanlsms and
depletes Its resources, the Indlvidual may be worn away or
destroyed. Because stress usually Induces more stress, It
Is self propagating, not only In an Indlvidual or an
organlzatlon, but throughout soclety. In today’s soclety.
when the body does not have the tlme to repalr, rest, and
employ successful copling strategles from the ever lncreasing
onglaught of Stresses, we as Indlviduals and a soclety are

In severe Jeopardy. The common theme of current llterature
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Is that stress |8 an ever Increasing problem wlith no easy

solutlons (Reed, 1984).

The fundamental problems faclng soclety 1s the fallure to
cope with the stresses of l1lfe, the fallure to achieve
goais, and the fallure to nurture relatlionshlps. In the
search for fulflllment, we have lost the meanlng In llfe.
Instead of belng enriched, we are belng destroyed by the

experience of l1fe. Stress Is kllling us.

Lazarus (1980) quoted Charles Bukowsk!’s poem "The
Shoelace" In descrliblng stress

It 1s not the large things that send man to the

machouse... No, iIt’s the continulng serles of small

tragedles that send a man to the madhouse... Not the

death of his love, but a shoelace that snaps with no

time left (p.60).

Burnout

In recent vears, lncreasing attention has been glven to
the excesslve stresses on the Job and the problems of
burnout as a response to those stresses (Clouse & Whltaker,
1981). "Job stress 1s the most unlversal and Intense type
of stress and affects nearly everyone (Plerce, 1982, p.14)."
Job stress 1s the "lack of harmony between the Indlvidual
and his work environment (Pelletler, 1977, p.90)." Many
people believe that thelr Jobs create the greatest stress in

thelr 1ives (Thomas, 1983). Our Jobs are not only the means

to supply our needs of food and shelter. In our culture,
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work compensatlion In the form of Income and recognition ls
the declaration of our self worth, If anything Is wrong In
our relatlonshlp to our work, tremendous stress can result,
In response, an indlvidual may employ a progression of
attempts to cope with the stress over a perlod of time. If
the attempts are uansuccessful, one amy arrlve at the flnal
stage of the work-related stress response, burncut.

Burnout, In turn, may ruiln the ca:eers and llves of lts

victims (Clouse, 1982).

Although burnout Is as old as stressful work
environments and professional frustratlon, the syndrome was
not properly recogrnized through forty vears of stress
research. Finally, Freudenberger (1977) described a
phenomenon he was observing In human service professions and
called It "burnout." Burnout was defined as "to fall, to
wear out or become exhausted by makling excessive demands on
eneray, strength, or resources (Freudenberger, 1977, p.14)."
He dlscovered symptoms, such as cynlclism, negatlvism, and a
tendency to be Inflexlble and rlgld In thlnking (Plerce,
1982). Later, Freudenberger expanded his deflinlition by
statling "to burn out 1s to deplete oneself, to exhaust one’s
physical and mental resources, to wear oneself out by
expectatlion Imposed by oneself or the values of soclety
(1980, p.60>." He, along with Dubrin ¢1979) suggested that

burnout disproportlonately affects those In the helplna
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{ professions, such as mental health, nursing, teachlng, day

care, and pollce work.

Maslach and Plnes deflned burnout as "a syndrome of
physical and emotlional exhaustlon, lnvolvina the develocpment
of negatlive self-concept, negatlive Job attltudes and loss of

concern for cllents (1977, p.113). It Is

a syndrome of emotlonal exhaustlion, depersonallzation.
and reduced personal! accompllshment that can occur
among indlviduals who do people work of some kind. It
Is a response to the chronlc emotlional strain of
deal ing extensively with other human belngs,
particularly when they are troubled and having

e problems, thus It can be consldered a type of Job

stress (Maslach, 1982, p.3).

Maslach (1982) suggested that burnout 1s unlque In that
it |s stress coming out of soclal Interaction and more a
response to chronlc everyday stress. Burnout is the result
of changes In one’s tolerance to contlnued sStress, "a
gradual wearing away under the never ending onslaught of

emotional tenslons (Maslach, 1982, p.15)."

Burnout 1s not the response to a major catastrophe, put
to say It metaphorically, It Is belng "put to death by thumb
tack wounds." Most people can rally around a major problem:

They attack It, bring It to a resolution, and go on.
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Burnout does not proceed that way. It 1s a prolonged Serles
of small stresses, not easlly recognlzed by the victim. It
is a sllaht overload In which the alarm reactlion of Selve’s
stress syndrome model, never comes to a final resting state.

Burnout 1s not an exploslion or one large crisls, It ls

rather belng "cooked to death over a low flre."

Pines, Aronson, and Kafry (1981) consldered burnout a
state of mind that frequently affecte Individuals In the
helping professions - those people "who pour much more into
thelr work than they get out (Plnes et al., 1981, p.1)."
Burnout 18 found among professions that deal primarlly wlth
people. It ls a syndrome assoclated with the excesslve
demand of Intense Involvement and lnadequate skllls to meet
expectations In self or Interpersonal relatlonshlps over
long periods of time (Pines et al., 1981>. Thus,
indlviduals lose the ablllity to cope and enjoy the
environment. Burnout sneaks up on the Indlvidual from a
general eroslion of splrit, not from one or two major events,

creating an insidious malady (Plnes et al., 1981).

Kahn called burnout "a syndrome of lnapproprlate
attltudes toward cllents and toward self, often assoclated
with uncomfortable physlical and emotlonal symptoms (1978,
p.61)." Metz (1979) sald burnout descrlibed human belngs who

become exhausted or spent from work.
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Chernliss (1980), proposed burnout as a negatlve
attltude change developed by persons to cope with the stress
of work. It 1s "a process encompassing negatlve changes in
work related attlitudes and behaviors In response to stress (
1980, p.5).""A previously commlitted professional dlsengages
from his or her work In response to experlenced stress and
straln (1980, p.18>." If the professional employs active
problem Solving and the experlenced stress remalns
uncontrol lable, the professional may employ a psychologlcal
escape, known as burnout, to Insure that additional stress
wl1l not be experlenced (1980, p.18>. Baldwlin (1981)
expanded Cherniss’s deflnitlon by suggesting burnout depends

on “the person, the work environment, and the adequacy of

copling skills (p.20)."

Cherniss (1980) saw the characteristics of the work
setting Interacting with the person variables, individual
dl fferences and extra-work factors, resultlng In stress, and
some indlviduals responded to the stress by developing a
negatlve attltude ¢(Burke and Greenglass, 1989). Burnout
must be placed In the context of the relationshlp of the
worker and hie or her work environment, but burnout may be
of broader soclal consequence due to the Systematlc
frustratlon of the professional and non-professional self
(Cherniss, 1980). Seelng burnout as a product of current

soclety, Chernliss (1980) ldentlifled the present work

11
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environment for professionals as promoting disllluslonment,
reallty shock, and burnout. These factors may become more

acute In the 1980‘s (Palne, 1982), and 1990’s,

To consolfdate Freudenbeivger’s (1975), Maslach’s
(1982), and Chernlss’s (1980) descriptions, burnout ls
apparently a very complex response that follows a great many
attempts of coping strategles In situatlons whlch provide
little or no feedback as to the adequacles of such attcmpts
: thus, reducling the confldence iIn the abllity to overcome
the stress (Hamberger & Lohr, 1984). Edelwlich and Brodsky
(1980 added the loss of ldeallsm and purpose to the

definlition of burnout.

Levin (1980b) simply stated burnout |s physlcal and
emotlonal exhaustlion caused by a demanding professlon.
Melendez and de-Guzman ¢(1983) saw burnout occurring In
individuals who worked with other people and galving much
more than they recleved In return. "The bottom line ls that
burnout sets in when the effort we expend ls inverse

proportion to the satisfaction we recelve (Hall and Wessel,

1990, p.35R>." To balance the equation, thce wecrker glves

conslderably less to thelr work (Farber, 1983),

Some belleve burnout was simply a new word for an old
phenomenon - a buzzword for pop psychologlsts, Periman and
Hartman argued burnout should be returned to the context of

the stress theory. Gehrman (1981) sald burnout was very
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simllar to what was formerly called a "nervous breakdown."
Some dlsmissed burnout was nothing more that old depression,
allenatlon, apathy, boredom, mid-1ife crislis, ldentity
crisls, Job stress, and even an excuse to avold facling
responsibllity. However, the overwhelming research In
recent years shows burnout to be a very real digsease whlich
occurs when people care about thelr Jobs but can no longer
sustaln the energy and emotlon necessary to perform thelr
Jobs properly (Thorne, 1988>. As Chernlss suggested,
"burnout ls a complex soclological psychologlcal phenomenon

which deserves more sSerlous study than most writers have

glven It (Cherniss, 1980, p.9."

As Lewls Helfetz and Henry Bersan! lIs quoted In Farber’s
book (Farber, 1983), burnout 1S a form of emotlional eroslon
where dedicatlon becomes apathy, altrulsm becomes contempt,
the Impossible dream become anxious !nsomnla, and crusaders
become kvetchers. In thelr cybernetic model, they sald
burnout was the fallure to see millestones belng met and
those mllestones were disrupted by one or more key elements

in the process.

The deflnitions of burnout have progressed from Slmple to
complex to cover more within the framework of the syndrome.
Although the Interpretations are multidimensional, there are
common trends whlich can be traced throush the varlous

descriptions. Rlggar (1985) collated many of the
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definlitions Into one presentatlion to lllustrate the strikling

common trends:

when professional role envisioned durlng counselor
training conflicts with real work demands on time
and energy.

victims of stress overload.

to deplete oneself, to exhaust one’s physlical and
mental resocurces.

to wear oneself cut by excesslvely strlving to
reach some unreallistic expectation Imposed by
oneself of values of soclety.

a process In which the professional’s attltudes
and behavior change In negative ways In response to
Job strain.

to fall or wear out or become exhausted by maklng
excesslve demands on energy, strength, or
resources.

a syndrome characterized 5y loss of productivity,
enerqgy, and Interest In thelr Jobs by staff
members.

a pervasive mood of anxlety glving away to
depression and despalr.

the theraplst’s fallure to muster the reserves
necessary to remaln effective on the Job.

the emotional exhaustion resulting from the stress
of Interpersonal contact.

when staff lose all feellng and concern for
clients and treat them In detached and even
dehumanizling ways.

emot ional exhaustlion and attitude shlfts.

loss of carlng characterized by an emotlonal
exhaustlion In which the professlional no longer has
any positive feellngs, sympathy, or respect for
clients or patients.
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... a progressive loss of ldeallsm, energy, and
purpose experlenced by people In the helplng
professions as a result of the condltlons of thelr
work .

... always having Incomplete tasks competing for your
attentlon In the present.

... a debllltating condition Involving the
development of negatlve emotlonal, physical, and
psychologlcal reactions to occupational stress.

... a condltlion produced by working too hard for too
long In a hlgh-pressure environment.

... prolonged involvement elther with a few extremely
troubling cases, or with too many cases
(p.xvi-xvil),

Burnout 18 an ecologlcal dysfunctlon, whereby the
symblotlc relatlonshlp of the person and the Job Is
detrimental to both. It Is work related, Involving the
person and the work environment. Formerly regarded as a
response found In the helplng professions, burnout has been
expanded to include other professlons and work roles. It
may have been In exlistence a long tlme, but the
characteristlics of modern soclety has brought burnout Into
prominence as a serlious problem. Burnout ls different from

other forms of stress response because |t Is the result of

long term stress with a set of unlque characterlistics.

The definltion of burnout will contlnue to be reflned.
The common trends In the many dlfferent descriptlions will
provide a core for a workling deflnition for most people. We
know that burnout occurs on a personal, Individual level,
but oroanlzatlons may also exhlblt burnout. It Is a process

which evolves over time. Related to Job stress, burnout
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appears to be a Internal psychological experlence whlch
involves feellngs, attltudes, hablts, motlives, and
expectations. Flnally, burnout 18 a negatlve experlence
causling distress, dlscomfort, dysfunctlon, and other
negative consequences fpr the Indlvidual and the
organizatlons which are lnvolved In the burnout process - it
can be personally and professlonally destructive., Job
dissatisfactlion, straln, tedlum, and a host of negatlve work
related feelings and values will have to become lncorporated
into the worklng deflnltion, while separatling the folk
descriptions from the cllinical definltlons, which Includes
individual, soclologlical, and ecologlcal perspectlves,
Perhaps, through contlinued study a more generic descriptlion

wlll develop which wil]l be appllcable to any sltuatlon,

perhaps not.

Burnout |s something 1lke venereal herpes (Golemblewsk]
8 Munzenrlder, 1988>. Both have been ldentlifled and
partially understood. Both have come Into promlnence due to
current prevalllng customs and mores, but the problems have
been around for a long tilme. Now, to prevent an epldemlc of
elther, we need more knowledge of, and carlng about, the
problems. To more fully understand burnout, we need to

review the nature of the burnout responge.

The Burnout Response

46
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Those In work settings, particularly those who spend a
lot of time In close encounter with people and trylng to
help them, who work constantly under tense stressful
conditlions, show a unlque set of stress responses whlich Is
now called burnout. "Burnout may be viewed as a process
that beglns with high enthuslasm and dedication which
overtime is drastlically reduced In terms of attltude and
behavlor (Freudenberger, 1977. p.90). "In thelr work, "no
matter how great thelr efforts, the results seem to be
frustration. Some vital spark In slde these men and women
is burning out, leaving a terrible void (Freudenberger and
Richelson, 1980, p.3)." Burnout can occur as the Indlividual
becomes cynical develops a closed mind, so rlgld In thinklng

that any change or lnnovatlion !s suspect (Freudenberger,

1977).

Spanlel (clted In Dubrin, 1979) proposed three levels
of burnout. Flirst degree burnout begins with short bouts of
irritablllity, fatigue, worry, and frustratlon. Second
degree burnout has the same characteristics as flrst degree
burnout except the bouts last for several weeks or longer.
Third degree burnout brings about physlcal problem, such as

migralne headaches, ulcers, and chronic back palin.

Maslach’s model of the burnout response proposed
"hurnout |s a syndrome of emotlional exhaustlion,

depersonallzation, and reduced personal accompl ishment that
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\ occurs among lndividuals who do ‘people work’ of some kind

(Maslach, 1982, p.1)."

One aspect emotlonal exhaustlion Is belng "dralned and used
up (Maslach, 1982, p.5)." Emotlonal resources are depleted,
and there 18 no source of replenishment. From the emotlonal
overload and subsequent emotlional exhaustlon, Indlviduails
simply have "no energy to face the day (Maslach, 1982,
p.5)." These Individuals feel no longer able to glve of

themselves.

To shleld themselves from the stress of lnvolvement and
caring for others, the Individuals detach themselves
psychologically. They exhlblt cold Indlfference,

C!, callousness, lmpatlience and disregard toward thelr cllents.
Maslach labeled thls stage as "depersonallzatlon (1982,
p.8)". Responses to cllents become dehumanlzlng, and the
carriers of the syndrome begin to wish people would get out
of thelr 1lves and leave them alone because they feel
everyone 1s out to make trouble for them. To handle the
personal feellng about thelr problems, Individuals dlstance
themselves from the persons they belleve are causing the
problems, adding another layer of detachment. The bulldling
hostility from Internal frustratlion and fear of threat may
lead an !ndividual to blame "them." Over tlme, the cyniclsm
and callousness develops into total "vitherling (Maslach,

1982, p.18>."
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Continued Interactlions and perceptlon lead the victim
to the third aspect, the lack of personal accomplishement.
These negatlve feellngs toward others may lead indlviduals
to become down 6n themselves. They develop gullt &and
distress about thelr behavior toward others, with a rislng
feellng of Inadequacy. They questlon thelr own abllltles,
and develop a self verdlct of fallure, self-depression, and
a loss of self esteem. They feel they are dolng a bad Job.
As a last ditch effort to stave off the feellngs of fallure
or weakness, Individuals may Institute a form of denlal.
The victims may beglin to feel omnipotent, actlng as 1f they
know everything and have seen It all before. They begin to
take unreallstic chances exposing themselves to risk. The
indlviduals refuse to admlit there 1s a problem because that
would be a sign of wrakness or lncompetence (Maslach, 1982,

p.71). Unattended, the stress may promote depression.

From the depression and crumbling self-esteem Some may
seek counselling, others simply withdraw physically or
psychologlcally from the work. They have minimum contact
with thelr cllents and customers. They avold tasks and
involvement. Finally, the process may become too much for
the indlviduals, and they physically leave work through

absenteelsm or quitting (Maslach, 1982)>.

Cherniss (1980) proposed burnout as a transactlonal

process which has three stages. The flrst 8tage occurs when

44



L e~

s oy

P

(

Burnout
46

there 1s an Imbalance between resources and demand and
stress results. In the second stage, this Imbalance
produces an lmmedlate, short burst of ‘motional response
whlch may lead to feellngs of anxlety, tenslon, fatlgue, and
exhaustion (Allen, 1982). The third and final stage ls
characterlzed by negatlve changes In attlitude and behavlior
with the tendency to treat cllents In a detached and
Impersonal fashlion. A cynlcal preoccupation with gratlfyling
one’s own heeds results from with the onslaught of
defensiveness.

Burnout 1s a process that |s self-relnforclng.

Discouragement and withdrawal will llkely lead to more

fallure In the helping role, because... enthusiasm,

optimism, and lnvolvement are often necessary for
success. This fallure leads to further discouragement,
which leads to further fallure, and so on. Once the

cycle begins, It Is difflcult to break (Chernlss, 1980,

p.19,20).

Edelwlch and Brodsky (1980) broke the burnout response
into four stages. In the flirst stage, the Indlvidual lIs
fi11led with enthusliasm. As the work becomes less
satisfying, the Indlvidual enters a stage of gtagnation,
Upon experlencing the lnabllity to meet one’s expectatlions,
the Individual enters the frustratlion stage. Flnally, when
the Individual reallzes he or she may not reach the earller

aspirations, apathy takes over. The individual simply glves

up carlng because carling causes too much internal paln.

Clouse (1982b) characterized burnout as a syndrome with

a lack of enthuslasm, high levels of frustratlion and

ot



Burnout
47

allenatlon, and physical and emotlonal fatlgue. "Burnout ls
a process whlch beglns with hlgh enthuslasm and dedlcation,
then there ls a drastlc reversal In attltude and behavlor
(Clouse & Whltaker, 1981, p.17>." It Is a three Stage
response which relates to unresolved frustration (Clouse,
1982b). At flrst, hlohly dedlicated professionals enter
thelr Jobs fllled with hloh expectatlions, enthuslasm, and an
Intense desire to help others., Enthuslasm beglns to declline
when hlgh expectatlons by the Indlvidual can not be met."
The deterloratlon of enthuslasm ls a serious problem
(Plerce, 1982, p.28)." The sStress and loss of enthuslasm In
the work environment may bring about a feellng of
incompetence and lnadequacy whlch, In turn, promotes

frustratlon and anxlety. "Frustratlon Is the flrst slagn of

purnout (Clouse & Whltaker, 1981, p.19."

The person who cannot cope with the sources of
frustratlon, may experlence anxlety and detachment.
Allenatlion may come from frustratlons assoclated wlth
organlzatlonal barrlers, professional disllluslonment,
personal problems which Interfere with service, and feellngs
of powerlessness .Clouse & Whltaker, 1981, p.22).

Emot lonal detachment may occur from emotlonal overload,
doubts of effectlively serviclng cllents, to reduce the paln
of falllng, and feellng of lncompetence and lack of support

systems. Flnally, with a feellng of lsolatlon, physlcal and
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psychologlical wlthdrawal may occur - the Indlvidual !s now

burned out.

Plnes, Aronson and Kafry (1981) Introduced the concept
of tedlum to the burnout model. Whereas tedlum and burnout
are both conditlions of physlcal, emot!unal, and mental
exhaustion, they differ In their ~rliglins. Tedlum ls the
c;esult of prolonged chronlc pressures, too many negatlve
and not enough positlive features In one’s environment.
Burnout 1s the product of constant and repeated pressures
assoclated with Intense Involvement with people over a long
perlod of time. Tedlum comes when one feels they are
working hard and belng productive, but thelr efforts are not
appreclated. Burnout is gettling away from people and the
work environment. In the flnal analysis, both tedlum and
burnout are treated In the same manner, therefore the
separatlon of the two concepts In the model may not be

necessary or advisable.

Baldwin ¢1981) Introduced flve stages of burnout.
Stage one |8 characterlized by "intimate Involvement." The
indlvidual is new to the work place. He or she ls very
exclted about the profession, the Job, and hls or her place
in it. The next stage, the exhaustlon/questlioning stage,
begins with the Individual becoming over Involved in the
Job, and experlencing physical and emotlonal exhaustlon.

Stage three, the balancling act stage, Is critlcal but
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nebulous., Coplng strategles are employed to deal with the
stress. The success of these strategles determine if
burnout |s stopped or the Individual will proceed to the
next level. In stage four, the "wlthdrawal, disappolntment
stage, the person experlences increased suffering due to
poor copling skills. Professlonal death warnings are belng
exhiblted through serlious depression and stress-related
problems at home and at work. The flnal stage, "terminal
cyniclsm", 1s characterized by self protectlon over
sel f-management. The torn down professional merely goes
through the motlons of work. The Indlvidual wlthdraws
through a permanently decreased involvement and a prevalllng

gsense of fallure and defeat (Baldwin, 1981). The

professional has burned out.

Periman and BHartman ¢1982) followed the thoughts of
other researchers In proposing that the burnout response had
three components: emotional and physical exhaustion, lower

work productivity. and over depersonallizatlon.

Golemblewsk! and Munzenrlder (1988) took the Maslach
Burnout Inventory (Maslach and Jackson, 1981) as hls model
and suggested that the burnout response had elght
distinctive patterns or phases. Each of the three
components, emotlional exhaustlon, depersonallzatlon, and
(lack of) personal accomplishment had hligh and low states.

The flrst phase had a low rating for each of the three
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components. The second phase had a hlgh ratlng for
emot lonal exhaustion with low ratings for the other two
components. The comblnatlons contlinued untll all three
components had a high rating In phase elght which meant
total burnout. Golemblewskl’s and Munzenrlder’s phase model
has been challenged (Lelter, 1988) as Jjust a mathematlcal

recomblnatlion, and not adequately descrlptlve of the burn

out process.,

Glllesple (1981) characterlzed burnout as actlve and
passive. Actlve burnout s characterlized by avoldance which
stems from soclal and organlzatlonal factors. Passlve
burnout 18 the loss of Interest and commitment which seems
to stem from psychologlcal processing, Hoover-Dempsey,
(1981, 1982) stated that burnout was not an avoldance of
stress, but a balancing act between stressful events and

coplng resources and skllls,

Burnout 1S a response to an 'accumulatlon of siresses
over which we percelve we have no contrul - where we fall to
produce the result we expected...Burnout enters when hope
departs, no matter who we are (Hall and Wessel, 1990,
p.49R)." It 1s a helpless/hopeless feellng which develops
because Individuals glve much more than they recelve (Awalt,
1988.> Burnout begins when pecple feel the sltuation ls out
of thelr control. Instead of seeking help, most burnout

victims attack the stress head on, findlng ways to combat



’
!

Burnout
51

the problems. Although falllng In each attempt, they bounce
back with enough determinatlion to 1lck anythlng In their
way. When those efforts fall, the exhausted professional
becomes so frustrated that they begln to feel allenatlion.
The allenation, unchecked, wili lead the person to
withdrawal physlcally and psychologlically. In the last
stage, the Individual develops a negatlve attltude change
known as burnout. If the burned out person |s young, he or
she may see greener pastures on the other slde of the fence
and leave the Job and even the profession. Older people,

who see no fences, will usually stay In the Job and wlthdraw

to medlocrlity or worse,

Sources and Causes of Burnout
Combining the suggestlions of Cherniss (1980), Clouse
and Whitaker (19815, and Maslach (1982), the sources of
burnout are personal or envirlonmental. Environmental
sources may be dlvided Into professional, organlizatlonal,

and socletal.

Personal Sources

what kind of person |s susceptible to burnout? The
person brings certaln characteristics to any situation which
by Interaction with the environment dictates the response to

stress. Reed (1984) states these characteristlics are based
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on the indlviduals personallty, past history, Inner fears,
inner desires, and amblitlionsg. Maslach (1982) suggested the
person brings certaln qualitlies to the sltuatlon. They are
motivation, needs, values, self-esteem, emotlonal
expressions and control, and personal style. Wlith these
internal qualltles set up, the person also brings a
particular use of Interpersonal skllls. Personalltles and

other qualltles play a slgnlflcant role In the burnout

syndrome (Maslach, 1982).

"For a person to burnout, there must have been a flre
(Plnes et al., 1981 clted In Awalt, 1988,p.3>." So It seems
the very best kind of people may be lost to burnout. It Is
the most commltted, most enthusiastic, most ldeallstic, most
energetic people early In thelr career who are most
susceptible to burnout (Plnes et al., 1981), It Is usually
those people who do not care about the slze of thelr
paycheck (Plnes et al., 1981), It Is "the truly dedicated
worker who tends to be a prime candldate for burnout (Awalt,

1988, p.7>."

As Clouse and Whitaker (1981) suggested, burnout occurs
among professionals enter thelrs Jjob with hlgh ldeals and
expectatlons about what they hope to achleve. They have
good Intentlons and a sincere deslire to help. Thelr energy
and motivatlion Is high. Thelr dedication, commitment, and

ldeals are strong. They have a deslire to be needed. They
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have supposedly been tralned and are well equipped wlith the

necessary skllls for the Job.

"Previously enthuslastlic, ldeallstlic, dedlcated
indlviduals become aloof professionals whose attltudes and
emotlonal states change drastlically from Inltlal employment
to later years of employment (Clouse & Whitaker, 1981,
p.18)." Burnout erodes those Indlviduals who have been the
most productive in earller years (Plnes, Aronson, and Kafry,

19815,

Hall and Wessel (1990,P.49R) describe the prime
candidates for burnout as people who want to make a
dlfference. They are dynamlc, goal orlented, charlsmatlc
doers. They are the extraordinarlly committed and dedlcated
do-gooders In our soclety. They are competent,
self-suffliclent, hard working, and seem cool and unflappable
on the surface. They are achlevers. Burnout candldates are
unusually driven achlevers who have unreallistic goals

(Nlehouse, 1987).

Does age or experlence of the person relate to the
susceptlbllity to burnout? Burn out has been found among
indlviduals who have been In the professlon for many vyears
(Freudenberger, 1979>. This seems loglcal because 1t Is
recognlzed that burnout is a slow, but Insidlous, process.
However, research (Maslach, 1982)> has shown burnout may

happen In the flrst few vears of a professional 1lfe.

N
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Clouse and Whltaker (1981) reported cases of burnout among
professionals In thelr flrst year of working for an
oraanlizatlon. Gold and Bachelor (1988) detected slgns of
burnout among teachers who were stlll In thelr tralning
period. Plnes and others (1981) stated that young, recently
hired, professionals, who are overly optimlstic about the
possibllltles of changlng an organlizatlion frequently, end up
angry, frustrated, despalring, and burned out. Maslach
(1982) suggested the young professionals burn out and leave

the Job or the profession, older professionals wlthdraw Into

complacency.

Stress |s personal, and affects people di fferently, It
Is relative to an Individuai’s tolerance and coplng wlth
stress (Plerce, 1982), Stress actually makes some people
perform well, Others may find that the least amount of
stress Interferes with thelr ablllty to produce,.
Freudenberg and Richelson (1980) felt that the tralts of an
individuals personallty were the prime force In burnout.
Not every personallty |s susceptible to burnout. It
would be virtually Impossible for the underachlever to
get Into that state, or the happy-go-lucky lndlvidual
with falrly modest asplrations. Burnout Is pretty much
limlited to dynamlic, charismatic, qoal orlented men and
women or to determined ldeallsts tho want thelr
marrlages to work, thelr work records to be
outstanding, thelr chlldren to shine and thelr
community to be better (Freudenberger and Richelson,
1980, p.19).
Robertson (1988) found Freudenberger’s deflinitlon of

burnout similar to Freldman and Rosenman’s (1974)
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descriptlion of the type "A" behavlior. Frledman and
Rosenman, researchers at the Natlonal Institute of Health

cateaorlized personalltles Into types "A" and "B."

Indlvlduafs with the type "A" personallty had Intense
drives, agaressiveness, and ambltlon. Hlghly competlitive,
they were very anxlous over getting things done and had a
hablt of pltting themselves agalnst deadllnes., Frledman and
Rosenman (1974) found a close direct relatlionshlp between

the type "A" behavlior and cardlac problems.

The type "B" person was more easy golng, seldom
impatlent, and always seemed to have more tlime for lelsurely

pursults., Type "B"' personalltlies had fewer health problems.

Type "A" personalltles In professionals make them prime

targets for burnout.

People with hlgh expectatlons of themselves, others and
thelr Job are some of the most tragic victims of burnout.
They seem to have a sense of purpose (Helllwell, 1981),

They have enormously good Intentions and need to achleve -
to excess (Maslach 1982). They may set goals too hligh for
themselves and others. They develop a single-minded purpcse
for thelr 1lves, having a "perfect" script (Helllwell,
1981)., To reach those goals, everythlng |s sacrlflced.

They set themselves up In "no-win" sltuatlons, or where the
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losses out number the galns. "Unreallstlc expectatlons

Insures fallure (Maslach, 1982, p.66)."

These people have a Pollyanna perspective. They
belleve all things are possible through their efforts. They
belleve anything can be changed or Improved. Due to thelr
Intense need to help because they derive an overwhelming
component of thelr self ldentlty from thelr work, they try
too hard (Alessandra & Reznlk, 1988; Clouse & Whltaker,
1981, p.180). "Many of our best and brightest people have
felt empty and unfulfllled. More accompllshment, more
achlevement, more effort appeared to be the prescription
that many have written for themselves (Awalt, 1988, p.28)."
They try too hard and fall unﬁll they become dislllusloned
and cynlcal (Plnes et al., 1981), The human and soclal
costs may be overwhelming (Clouse & Whitaker, 1981>. They
seek perfection and can tolerate no weakness (Awalt, 1988)
in themselves and others. When others fall thelr
expectations, the Individuals Isolate themselves and "go 1t
alone" to protect thelr Image. Thlis actlon Invites "blg
time" burnout when the indlviduals fall (Hall and Wessel,
1990). Levin (1980b) stated perfectlionlsm and poor

delegation are burnout prone personal lty characteristlics.

Why do some people try too hard? Maslach (1982>
suggested certaln personal motivatlons may force an

indlvidual to g =" oneself to the polnt of burnout.
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Mot lvatlons are usually selflsh In that they promote
emotlonal safety and self-esteem. An Indlvidual may have a
strong need for approval or affectlon, to galn a sense of
self worth, and to glve a boost to one’s self esteem. They
may wish to get rid of gullt feellngs through a good deed.
They may have to satlsfy a need for Intimacy when they have
difficulty getting close to another. They may have a need
for personal ldentlty. it 1s not good or bad that

motivations are selflish, but Intense needs may create

exaggerated expectatlons, expectatlons which may not be met.

Another expectatlon which makes one vulnerable to
burnout 1s that people expect thelr Jobs to provide meaning
and slonlficance in thelr 1ilves (Thorne, 1989>. They
usually care very strongly about what they do as a
profession. They want to save the world or at least make a
slgnlfl=cant dlfference In thelr corner. Levinson (1981)
found many ¢« cutives, who had a strong commitment to thelr
work, with much of thelr self-lmage belng derlved from thelr
success at work, may be prone to burnout. Armstrong (clted
in Clouse & Whitaker, 1981) ldentlfled burnout as the stage
when a person has become Separated or wlthdrawn from the

original meaning or purpose of work.

Cherniss (1980) salid flve personallty tralts that
influence the individual’s response to stress are neurotlc

anxlety, "type "A" syndrome, locus of control, flexiblllity,
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and Introversion (Awalt, 1988), How someone deals wlth
stressful sltuatlions and confllct, particularly role
confllct, Influences thelr propenslity for burnout. Anxlety
prone and introverted people have a more Intense reactlon
than others (Kahn, 1973). Rlgld personallties seem to
suffer less from role confllct, but the Inflexiblllty tends
to counter adaptablllty and cause even greater stress (Kahn,
1978). A person’s need to closely control thelr
environment, and one’s difflculty In dealing with amblgulty
will enhance burnout In the work setting.

Maslach (1982), establlshed a personallty proflle for
the burnout-prone indlvidual.

...week and unassertlve when deallng with people

...lmpatlent and Intolerant

...easlly angered and frustrated

...lacks self confldence

...has 1ittle amblitlon

...more reserved and conventlonal

...acqulesces and over accommodates

...adapts to constralnts rather than oppose (Maslach,

1982, p.62>

Pine, Aronson, and Kafry (1981), added a very important
personal characteristic which could lead to burnout, caring.
Carling people are more cllent centered and derlve some
se] f-esteem from the success of thelr cllents. People who
care too much about what happens In the work setting are
more vulnerable to burnout. When one deals wlth cllents,
the Individual has lilmited control over the actlons of the
cllents. Desplite efforts to move a cllient In one directlon,

the cllent may choose to move In another dlrectlon. The

f‘f}
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glving up of control over the outcome of a situatlon makes
one vulnerable to possible fallure and the stress which goes
with It. Too many stresses over a prolonued nerlod time can

lead to the old nemeses, burnout,

Although early studles (Clouse & Whitaker, 19813
Freudenberger, 1977; Maslach 1982; Plnes et al., 1981)
suggested that burnout was a syndrome unigue to the helplng
professions, burnout does not discriminate by profession
(Hall and Wessel, 1990). Everyone ls a potentlal target
because "burnout has occurred In every profession today
(Awalt, 1988, p.31)." Executlives 1lving on the leading edge
of our soclety are vulnerable (Schoonmaker, 1969; Levinson,
H., 1990 Mlddle managers are susceptible (Yates, 1979).
Even our dentists and thelr hyglenists are at rlsk for

burnout (Dunlap 1981).

Certaln demographlc factors may lead to burnout.
Maslach (1982) found that the higher the educatlion, the
greater chance for burnout, except for those who return to
graduate schoél after belng In the work place for some tlime.
Maslach discovered that women seem to more vulnerable than
men to burnout. Chlldless adults have hlgher propensity for
burnout. Black people have much less tendency to burnout
than white people. Single people experlence more stress
than divorced people, who, In turn experience more than

married people (Maslach, 1982). Plnes and others (1981)

sy
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found than professional women had slightly hlgher levels of

tedium than thelr male counterparts.

Some mallngering people use the label "burnout" as an
excuse for thefr inadequate work performance. However, they
are what the layman calls "lazy." Thelr relatlionshlp with
thelr work 1s to put In the least Investment possible Into
thelr work [Just enough to avold getting flred], with
expectatlon of recelving the maximum compensation possible,.
This personallty does remotely resemble the unlqgue
characterlstlcs researchers have found In burned out

indlviduals.

There are other characterlistics of the indlvidual which
may contribute to burnout. In addition to unreallstlc
expectatlons, Maslach (1982) suggests people, who are qulck
to become frustrated, have fraglle self-esteems, and feel a
lack of respect or that something is wrong with themselves,
may burn out. Workahollcs are prone for burnout (Homer,
1985), Professlonals who perpetuate an Image or "mask"
(Maslach, 1982) by hiding thelr true feellngs are suceptible
to burnout. They exhiblt a "front" that nothlné is ever
wrong and that they have everything In control, but the
contrary Is true, Dlfficulties could arlse amoing those
people who have unreallstic ego needs (Mlller, 1979), or
have a habltual way of looking at the world (Pines et al.,

1981). Those who take success or fallure at work personally
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(Robertson , 1988), and lack the ablllty to empathlze
(Maslach, 1982; Pines et al., 1981) usually experlence
excesslve pressures. If professionals cannot process
information effectively, they may find them overwhelmed and
In the burnout net (Rader clted In Hobfoll, 1988)>. Farber:
(1983) stated that a an Individual’s lack of motivation from
long hours, and hard work makes one a prime candldate for
burnout. Finally, Edelwich and Brodsky (1980) belleved the
irrationallty of thinking and Irrationallty of expectatlon

py the individual, not the system nor the organization, may

lead to burnout.

People who usually burn out were, at one time, highly
committed, competent, energetlic, enthusliastlic, Indlvliduals
who held unreallstic expectatlions In the work setting.
Burnout prone people are those people whom employers would
conslder ldeal professionals. These people cared too much,
they trled to hard, they falled. They Soucht meaning In
thelr work, and found l1lttle. They became frustrated from a

sense of fallure. They glve up and burnout.
Environmental Sources

Since It appears that burnout prone people are good
people, Plnes and others (1981) proposed an Interestling
thouoht, burnout 1S not due to bad people -Jjust bad
sltuatlons., Researchers seem bent on looking for a tralt

theory to explaln the burnout phencmenon. They look to the
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person and thelr vulnerablllitles, as though somethina |Is
wrong with the person and burn out iIs the Indlvidual’s
fault. When we look at personallty and behavlior we must

remember these characterlstlics have strong slituatlonal

components.,

wWhen we think about burnout, we tend to focus primarlily
on the Indlvidual and overlook the contrlbution that the
environment makes (Maslach, 1982)., Many belleve the factors
in the environment may be the malor forces of burnout.
Others fee! the type of person Involved In the sltuatlon is
responsible for burnout (Awalt, 1988). What role does the
job, the profession, the work setting, and other people

play?

In studylng burnout, context |s very important.
Chern!ss (1980) stated the Interactlon of the work
environment and personal characteristics contribute to work
stress and burnout. Palne ¢(1982) asserted that burnout ls
an Interactlve phenomenon which depends onstressful working
conditions and a predisposed person wilth unreallstic high
expectation., Homer (1985) sald burnout ls caused by a
stressful work environment in combinatlion with an
individual’s workahollc response to the work settlng. Levin
(1980b) suggested burnout was a product of a burn out prone
personal ity and a burnout prone environment. Although a

person may burn out in any settling, a burnout prone
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environment enhances the process (Allen, 1982). Clouse
(1982) stated frustratlon, which leads to burnout, may
include personal characterlistlics, famlly |Ssues,
organizational and management lssues, or professlonal
concerns. Freudenberger (1977) included the values of the
indlvidual, the work System, and soclety as contrlbutors to
stress and burnout. Farber (1983) suggested attentlon to

the Individual’s psychodynamlcs, organizatlonal support, and

economic and soclal conditions.

Yates (1979) outllined environmental stressors as the
role In an organlizatlon, responsibllity, and relationshlps
with other people, lnvaslion of terrltory, career
development, and the structure and culture of the
organization. Levin (1980b) describe the burnout prone
environment as belng an non-reclprocating environment which
included lsolatlon, routinlization, lack of spirlt, no
rewards for extra effort, and no recognlitlon of the
individual or indlviduallty. The environment may contrlbute
to the burnout syndrome through Intense emotional Intenslty
of Involvement with people, a negatlve focus on problems,
lack of positive feedback, and poor peer contact In the Job
setting (Maslach, 1982). Negatlve working condlitlons may

promote stress and burnout.
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Y Palne (1982) offered a testable set of environmental

factors which are problems facling professlionals, declslion

makers, and researchers:

Continuously high stress levels.
Norm of constantly glving to others.
Encouragement of hlerarchical staff Interactlon.
Constant demands for perfectlon.
Minimum receptlvity to sharing worker grlevances.
Expectatlon of extra effort with minlmum reward.
No relnforcement for suggestions or Improving
morale.
Repetitlive work actlvitles.
Minimum addltlonal resources for extra effort
: tasks.
10. Lack of encouragement for professlonal self care.
11. Dliscouragement of mutual partlclipatlon.
12. Evangellstlic, psycho-theologlcal leadershlp style.
13. Pollcy changes showing little direct relation to
problem prlority.
14, Pollcy changes too frequent to be evaluated.
1S. Rlagld role typing for workers.
Q!. 16. Playfulness from profegslonals.
17. Pervaslive )lke agelsm, raclsm, sexlsm, nepotlsm,.
18. Emphasis on past success.
19. Constantly changlng ground rules or pollicles.
20. Minimum emphasis of posltive feedback,
21. Minlmum priority on comfortableness of
environment.

-

-
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Miller ¢1979) described sltuational sources of stress
and burnout as confllcting values with others, lack of
resources, lack of control, and the increased emphasls on
accountablllty. Burnout 1s a functlon of the sltuation
(Plnes et al., 1981). 1If “"approprliate sltuational causes
are not recoanlzed or appreclated, attempted solutlons for
burnout will be misgulded or Incomplete (Maslach, 1982,
p.22>."

Profess
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The lack of prestlge, respect, and status of a profess!on
may contribute to burnout (Clouse & Whitaker, 1981). For
example, In our Soclety teachers and nurses are not held lu
high esteem, whereas In Europe there are on top of the
status ladder. Clouse and Whitaker (1981) assert
professional sources of stress might Include nc. belng
regarded a truec profession, lack of autonomy, lack of hlgher
degrees of control, and lnadeuguate tralnlng. These factors

might lead to a lack of professionallsm, particularly among

those In the helping professions.

A "Professional myth" exlists, whereas the publlc
belleves professional enjoy hlgh autonomy, are hlghly
tralned and competent, and are compasslonate and caring
(Cherniss, 1980). According to Maslach (1982), the rules of
the professional game expect the professional to behave a
certaln way, to follow a prescribed professional etliquette.
Professlonals are expected to be kind. carling, calm,
patient, respectful. Profex . :onals are cocnsldered able to
leap tall bulldings with a single bound. Professlionals have
the tendency to reinforce the public’s bellef to the polnt
of crea:lng unreallstically hlgh expectations of themselves.
Professlonals carry out a "consplracy of sllence (Maslach,
1982, p.30)." They wear a mask of calmness. They keep a 1ld
on the'!r feelings of belng overwhelmed. They hlide thelr
emotlons to keep the professicnal Image. They try to be

something no one 18 - the perfect person who glves the same

6
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level of service to everyone. The professlional has
increa ole pressures to be competent, dedicated, and
committed (Plerce, 1982), although professlional standards
may be In confllct with organizatlonal goals or personal
well-belng (Maslach, 1982). To cope from belng overwheimed,
the professional adopts a posture of detached concern, and
malntalns the lmage of perfectlon (Plnes et al., 1981). The
mask may hide the professional hurting from stress. Instead
of acknowledglng the stress, the professlional response ls
to deny the stress (Plnes et al., 1981). Inevitably, thils
myth may create a crisls. The professional may not be able
to malntaln the immage as productlivity suffers from reallty.

The professlonal may be burning out on the Inslde, while

displayling an lce-1lke plcture orn the outside.

Part of the burnout problem may the way professlionals
are tralned as !mplled by eager first vear professionals who
leave thelr positions a few months after being hired (Palne,
1982: Golemblewsk! & Munzenrlider,1988). Interdependence and
couvperation are not mudeled In professional schools. The
emulatlion of the professional ego to display closure and
defenslveness hac been perpetuated. The schools do not
Include the process of deallng with environmental
constralnts. While the schoole texch deallng wlth external
issues, they do 1lttle to teach healthy self management and

preservatlion.

-1
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"Professional" Is a term usually reserved for those
well-educated, highly ethical people who provide a service.
The deflnitlon suggests an Involvement with people whlch Is
naturally stressing (Plnes et al., 1981, Armstrong, 1971).
Each profession has unlque stresses, but most are common.
Many aspects of the professlional In the real world
contrlbute to frustration, emotlonal exhaustlon,

depersonalizatlion, and reduced personal accompllshment that

collectlvely may produce burnout (Maslach, 1982).
Oraanjzational Factorsg

To learn burnout, one must focus on the organlzatlonal
context of the procesy. Many elements of the Job sltuatlon
deflne the nature of an Individual’s productivity and
satlsfaction. Instltutions contribute certaln type of
factors to the burnout phenomenon (Maslach, 1982). They
are:

1. Goals, resources, and policles,

2. Form and context of environment.

3., Culture of expectation, cooperation, and

communication.

4, Structure.

5. Time for completlon.

The prevalllng elements of burnout In the
organlzatlonal context are feellngs of helplessness,
hopelessness and entrapment (Plnes et al., 19813 Robertson,

1988), with the blggest contrlbutor to burnout belng the

feellng of a lack of control (Clouse & Whitaker, 1981;

-3
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Freudenberger, 1977: Maslach, 1982; Thorne, 1988). The
lack of power over the Impact of one’s work can destroy the
indlividual’s Inner satlsfactlon. The sense of a lack of
control stems from other defliclt sliluatlons In the work
setting which, |f present, would promote a productlve,
responsible performance by Individuals. However, due to
organlzational obstacles, the Indlviduals become frustrated
and glve up because they percelve they wlll not be able to

do thelr Job. They fall to meet thelr own hlgh expectat!ions
(Clouse & Whitaker, 1981),

The role of the Indlvlidual In the organlzation Is an
important consideration. Role pressures and unclear
expectatlons are factors for burnout (Farber, 1983; iall and
wWessel, 1990; Maslach, 1982). Role pressures can be dlvlded
Into two types: role confllct and role amblgulty (Reed,
1984). Role amblgulty means the job Is i1l deflined, or the
scope of one’s responsibliltlies are not deflned.
Essentlally, It 18 not well spelled out what the worker ls
supposed to do (Thomas, 1983). "Persons subjected to
conditions of amblgulty on the Job tend to be low ln Jjob
satisfaction, low In self-confldence, high In tenslon and In

a sense of futlllty (Katz & Kahn, 1966, p.190>."

Blalse, Strathe, and Pajack (1986) suggested the lack of
goal directed effort could lead to an lnablllty to cope

within the work setting. Confllcting demands or the lack of
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a clear criteria for success (Plnes et al., 1981) In the
organizatlon may confuse and frustrate the individual.
Indlviduals may be expected to Implement rules whlich are
vague, arbltrary, and difflcult to explaln or understand.

These features of role amblgulty may lead to burnout.

An excesslve workload can lead to burnout (Farber, 1983:
Hall and Wessel, 1990; Kew, 1985: Maslach, 1982; Sarros,
1986). Thls overload may be excesslve paperwork (Plnes et
al., 1981), too many tasks or ¢ ilents, hlgh demands, or a
high deagree of responslbllity (Clouse & Whitaker, 1981).
Overload may be dolng multiple shifts (Freudenberger, 1975)
or having to process to much Informatlon (Rader clted In
Hobfoll, 1988). Overload may lead to role ambligulty and
role confllict (Farber, 1983). Work left undone creates the
sense that one 1s not accompllshing what one should (Tlgros,
1987: Seldin, 1987). "The disturblng feellng of unfinlshed
business takes 1ts toll (Freudenberger, 1977, p.94)."
Inadequate performance of one’s responslibllitles leaves the
Individual with a feellng of lncompetence.

Sometimes the Job 18 deflned as "dirty work," necessary
work that ls hlohly distasteful, unpleasant, and
upsetting. Thls makes the Job doubly stressful and
promotes the possiblllity of burnout (Maslach, 1982,
p.35).

The worker may develop a feellng of helplessness and

lack of control In the Job setting when they sense thelr

efforts may not Influence declislions or change. They may
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have a great deal of responsiblllity but llttle authorlty to
go with the responsiblillity. They may feel they have no
volce In settlng organlizatlonal goals and expectatlons. As
Maslach (1982) suggested, Indlviduals may feel they have no
say In formulatling pollcles that affect thelr Jobs., Lack of
particlipatinn In declslon making has been related to low Job
satisfactlon and burnout ¢(Clouse & Whltaker, 1981; Seldin,
1987: and Calabrese, 1986>. Indlviduals may feel thelr

efforts may not affect deslired changes In the organlzation

and there is no polnt In contlnuing to try (Farber, 1983).

Lack of autonomy affects one’s Job and 1lfe (Maslach,
1982, Plnes et al., 1981). Professlonals who are usually
tralned to be autonomous and make lmportant declslons,
almost feel betrayed by the work place and thelr professlon
for creating false expectatlions in thelr minds. There is
much hlgher sStress found among people who "have to" as
opposed to those people who "want to" In thelr Jobs (Plnes
et al., 1981). Burnout may come from a percelved loss of
autonomy and personal control. Professionls may feel
trapped and develop feellngs of helplessness and
hopelessness (Maslach, 1982). A person may feel entrapped
from a sense of loss of control, with no break from the
stresses on the Job, and the sense that they have no
opportunlty to make deslred changes in the future (Metz,
1979>. They may also feel trapped from the physlcal, or

economic limltations on changling Jobs - It may be the only
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Job avallable In the area (Maslach, 1982), or they may be In
thelr senlor years. The feellng of entrapment leads to more
direct, unrelleved stress. The more stress one encounters,

the greater the risk that one may burn out.

"Burnout tends to occur In professions
characterlzed by a high degree of personal lnvestment ln the
work and hlgh performance expectatlons (Qulck, Nelson, &
Qulck, 1990 , p.29>." For some there ls no break from the
intense activity throughout the day (Maslach, 1982:
Mintzberg, 1973; Thomas, 1983;). Although they may have an
intense Involvement with cllents and dally work
assignements, some workers may feel lsolated from thelr
peers and the organlzation ltself (Clouse & Whitaker, 1981).
They may feel they must do It all alone, which Increases the
stress level. Moreover, stress ls enchanced when there are
numerous Interrptlions (Tipgos, 1987>. Indlviduals become
frustrated because they cannot get thelr Jobs completed due
to belng coﬁstantly Interrupted by cllents or other

Job-related demands.

Routinization of a Job creates stress because, day In
and day out, the worker ls faced wlth the same monotonous
process. The lack of varlety may lead the worker to a
stressful situation. Veringa and Sprangely <1981)
ident!fled understimulation on the Job, as well as

overstimulatlion as a critical stressor. Plnes, Aronson, and
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Kafry €(1981) proposed Individuals burnout from having less
to do than for what they were tralned, belng
underchallenges, and generally feellna they were not
adequately utlllzed, McCullough €(1987) stated an early
manlisfestation of burnout may Include a "flat," bored

feeling. D! Geronlmo (1985), whlle studylng teachers,

ldentifled boredom as a major factor of burnout.

Time and budget constralnts may promote burnout.
Sarros (1986), suggested feellng of overextended and tlred
comes from trylng to accompllsh tasks In Insuffliclent time.
Unreallstic deadlines may create e.cesslve levels of work
stress. Having too much to do and too little time to do It
creates an overload which promotes a negatlve quallty change
in production (Maslach, 1982)>, Unrellstic deadllne demands
causes the individual to pull back psychologlically and
become less Involved. Who would llke to work In a procees
constantly focused on the strong possibllity of fallure.
Just as time may be limiting factor, McMlllan C1987)
suggested that tlght resources may be very stressful. An
Inadequate supply of resources may prevent the Indlvlidual
from reallsing desired, and possible, productlvity. The
individual wlll become frustrated when one cannot meet thelr

expectatlons due to these factors,

Two of the Strongest precursors to burnoput (s the lack

of posltive feedback and support (Cherniss, 1980; Clouse &
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wWhitaker, 1981; and Metz, 1979>. When a person puts In a
great deal of effort In to thelr Job and positlve feeback Is
not recelved, enthuslasm falters (Clouse & Whltkaker, 1981).
Research (Clouse & Whltaker, 1981) shows a strong
relatlonshlp between allenation and the lack of support and
the lack of posltive feedback. Professionals, llke ordlinary
people, need posltive "strokes" (Maslach, 1982>. However,
the Indlividuals mayrarely hear compliment for a Job well
done, but others are all to ready to dish out negatlve
feedback. Good ls taken for granted, but when one does not
do well It 1s a golden opportunlty for a "cold memo" (Plnes
et al., 1981, p.72). A stress produclng confllct exlsts
when the workers need to glve and they have the perceptlion
that they can never glve enousch (Mattlingly, 1977>. In many
professions, the result of one’s work s largely Intangible,
3o the worker has 1lttle ldea whether of not any results
have been achleved - 1f Indlviduals do not get feedback they
will tend to focus to the negatlve and worry about others
comment Ing negatlvely about thelr nonsuccess. The lack of
support and positlve feedback for ones effort are maJjor

contributors to burnout.

"Employees are able to wlthstand great work stress when
they feel appreclated and thelr acts rewarded.
Unfortunately, thls ls rarely the case (Plnes et al., 1981,
p.72)." Organlzations are very lneffectlve distributors of

rewards, appreclation, or recoanition, No matter how hard
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indlviduals work, ecoanlitlon, appreclation, or advancement
are not there for them (Farber, 1983). Ironlcally, when one
does well on a problem, the Indlvidual 1s usually rewarded
by getting more problems to handle. Research (Plnes et al.,
1981) shows that appreclatlon on the Job may be more
important than money to the worker., As forms of rewards and
appreclation, workers need closure and celebratlon for a Job
well done. The organlizatlon, which does not celebrate the
accomp) lshments of 1ts people, and lacks bestowlng

recognltlion, reward, and appreclatlon, may be a burnout

prone environment

Organlizatlions with a lack of adequate communicatlons
and cooperatlon may promote stress and burnout. Isolatlon,
mentloned earller, breaks down communicatlon and promotes
addltlional stress. The lack of communicatling a criteria for
measurlng performance or providing a crlterla for success
leave workers lost. To paraphrase the Cheslre Cat In Lewls
Carroll’s Allce’s Adventures ln Wonderland <1960>, |f you do
not know where you are golng, any road wlll take you there.
(However, 1f you go the wrong way the organlizatlion wlll
dismiss you!) Lack of communicatlon erodes the rapport among
peers, particularly those In other areas of the
organizatlon. One area may not know or understand the
actlvly, contributions, and accompllshments of others.
Teamwork 1s drastlcally reduced, and there s no shared

responslibllity - reference |s made frequently about "them
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versus us." Organlzatlons which foster competitlion and down
plays coopperatlon among its workers fosters conflict
between workers complete with distrust, back blting, and
distancling (Maslach, 1982). Frequency of confllicts Is

related to burnout (Maslach, 1982)

Manaogment of an organizatlon which displays lack of
response or consideration to the compllicated and Increasing
pressures of a person’s work (Farber, 1983) may contrlibute
to burnout. It may be the structure of the organlzation.
The structral ethos of most companles downgrades shared
values, personal openess, concerned receptlvity, worker
Interdependence, alternate modes of enhancling productlivity
and shared organizatlional vision (Palne, 1982).

Burearcratic structures, which play 1t "by the book" (Clouse
8 Wnitaker, 1981) or excerclize bureaucratic pettiness
(Yates, 1979) may promote burnout. Rigld hlerarchy
authorlity with strictly enforced rules (Clouse & Whitaker,
1981), close supervision, and a lack of flexibllty (Meyer,
1982) do not regard the needs of the Indlvidual; therefore,
creates additlonal stress. The Indlvidual Is told exactly
what to do, whern, and how - with no 1ee§ay for Individual
difference (Maslach, 1982). To add Inconslderation to an
already stressful sltuation, these types of organlizatlons
have the attlitude, "1f you don‘t llke lt, you can leave!"
Maslach (Maslach, 1982). Plnes and others (1981) stated

bureaucratic "red Tape" 1s a burnout stressur. Indlviduals
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become allenated authors as they spend thelr 1lves away
£1111lng out forms, and writing volumes of reports, produced

by many hard hours of work, which no one wlll read.

Pines and others (1981) suggested chatrcterlstlcs of
large bureaucratlc organlztlons create high levels of
tension, and feellngs of helplessness and lack of autonomy.
These characterlstics Include clrcumscribed authorlty,
downard channel command, Speclallzatlon, formal

accountablltlty, hlerarchy, and broad based declsion makling.

Organizatlions which do not provide rellef from long
stressful sytems, nor provide a possiblllty of change or
improvement enhance exhaustlion, and wlthdrawal wlthln . lts
workers. 1f the employer does not provide mobllity for lIts
worker to move up In the organlzatlon, burnout is a real

alternative (Edelwich and Brodsky, 1980).

Certaln burnout prone organizatlons focus primarlly on
problems In that they ask only for negatlve Informatlon
(Maslach, 1982). They belleve spending time on the posltlve
1s a luxury, and they don’t have the luxury of time to
consider the positive. An all too common respnSe to a
problem In an stressful organlizatlon ls that a problem’s
cause 1s not the system, but the fault of the Indlvidual
creating a feellng of gullt and Incompetence In the worker

(Maslach, 1982)., Difflcultles are attributed to deflcits In
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\ the people, rather than the sltuation. These organiztions
"hlame the victim" or "shoot the messenger" (Maslach, 1982,

p.19) and create a “"double dip" problem. Flrst, the problem

I|s not corrected, and second, the organlizatlon has created a

problem for the worker. Indlviduals depart as "successes go

away and fallures come back (Maslach, 1982, p.240)."

Several other organizatlional factors have been

ldentlfled as contributors to stress burnout:

1. Inadequate tralning and preparation of workers
(Sparks & Hammond, 1981; Truch, 1980; Calabrese,
1986) .

2. Poor worklng conditions (Yates, 1979; Maslach,

CE, 1982; Freudenberger, 1977).

3. Unreallstlic preemployment expectatlons (Meyer,
1982).

4. Low salary (McMillan, 1988; Sledin, 1987).

5. Authoratarlan superliors (Awalt, 1988: Chernlss,
1980;: Hall & Wessel, 1990; Maslach, 1982; Pace and
Soujenen, 1988).

6. Confllicts wlth co-workers (Gmelch, 1981; Maslach,
1982;: Robertson, 1988>

7. Lack of meanling and slagnlflcance of work (Plnes et
al., 1981).

8. Absence of follow through and non-Intellectual

nature of work (Freudenberger, 1977),
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' 9, Lack of varlety, lack of work support groups,
(Maslach, 1976).
10.No proper accounting of work or procedures, no
promotional system, Inconslistency of service,
inabllity to work with different personallty types
(Vash, 1980).
11.Belng crowded or understaffed (Gehrman, 1981).

12.Unclear goals and expectations (Robertson, 1988).

The reoccuring theme in organlzational factors Is the
lack of a feature which, |f present In the work place, could
enhance productlon and Indlvidual Job satlsfactlon:

The lack of control

c!’ The lack of Influence

The lack of support

The lack of feedback

The lack of recognltlon

The lack of accompl ishment

These deflclts create an overwhelmling feellng of
incompetence, helplegsness, and hopelessness. The law of
parsonomy suggested that |f these qualltles were present the
Individual’s flame would burn brightly. Wlthout one or a
comblination of these factors, the flame will burn out."
Although It may be counter productlive, the entlire
organizatlional cllimate may serve to precliplitate frustratlion,

stress, Job dissatisfaction, and low morale (Clouse &

whitaker, p.21>."

Socleta] Factors

o
o
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To fully understand burnout, we must look at the role
soclety plays. The pollitical, economical, and soclal
context 1s an Important aspect of burnout (Farber, 1983).
Burnout is a cdmplex psychologlical phenomenon which reflects
the features of a larger soclety. Culture and attltudes
toward work and support systems Influence the sltuatlonal
response to stress and burnout (Plines, Kafry, & Etzlon,
1980>. Culture ls a cause of burnout - our myths, bellefs,
and the way we do things create very stressful sltuations

for the iIndlviduals.

The American soclety has seen tremendous change In the
last century. Our culture has evolved from an industrlal
socclety to an Informational soclety (Awalit, 1988)>, We have
moved from a world where change was gradual and thlngs took
time, to & world of Incredible, rapld change. Everything Is
instant, Today’s Innovatlion will be obsolete tomorrow. The

woerld has changed, but the expectatlions of soclety have nct.

"To achleve excellence, which would In turn lead to
materlal comfort, community respect, poslitlon, prestige,
compl lments, securlty, and status (Freudenberger and
Richelson, 1980, p.2)" has been the Amerlican Dream. We
came out of the second worlcd war as the major industrlal
power of the world. The American Dream did not seem
possible, |t appeared inevitable. Everyone could buy a

house and car. Food, education, and medical care was

r
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acceslible to all. Work changed from belng the central focus

to a vehicle to glve us more and better lelsure time.

During the late 1960’s, we 1lved In the "great soclety.”
However, we began to questlion the structure of the soclety
which lgnored civl] richts, which particlpated In causeless
wars, and threatened lts own environment. Focus changed to
"what’s In it for me." The Soclety with ever lncreasling
technology was beglinning to crumble. Overextenslion of the

credit economy changed the Amerlcan dream.

By the end of the 1970’s, medlical care costs were
peccming prohlibitive. A new famlly could not afford a
house. For the next twenty vears, The Amerlcan dream
changed for most to patchling what they had, and doling all
they could do to keep up. All areas of our culture came
under attack. Malpractice suits became c¢commoh cccurance,
Our educatlon system proved grossly lnadequate., We had come
to the point of expecting from our people more than they
could provide. Our old expectatlons had not changed, only
Increased. As a soclety, we forgot humans nave limltatlions,
Individuals were becoming fallures in our own minds.

In our soclety It le often undesirable to aamlt to

one’s limlitatiens, vulnerabllitles, lgnorance, and

problems, especlally In one’s work. Professlionals are
expected to be Impeccable and In control. When
problems do arlse, inost people feel at fault, and hide
probleme from others, feellny evervthing else |s coplng
effectively and they alone are falllng. Result Is.

what socla! psycholozists call the fallacy of
unlaueness, or plurallstic lagnorance: the (ndlviadual’s

e
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false assumptlion that he Is the only one responding
this way (Plnes et al., 1981, p.35),

Freudenberger (1980) belleved burnout 18 caused by the
inablilty to méet externally Imposed standards of
achievement. Famlly myths, chlldhoood orientation, and
socletal expectation may have set the Indlvidual for
burnout. The American dream has been for chlldren to
accomplish and have more than thelr parents. Parents worked
hard to Instlll the proper attltude and hablts In thelr
chllidren to meet the aream. Chlldren very qulckly learn the
way to get the attentlon and support of thelr elders. They
belleve toc win approval, they must accompllish the
superordinary. "Be 1lke your uncie Bob, the doctor." "Any
job worth dolng, 1s worth dolng right." "If you want a Job
done rloht, do It yourself." We are carefully taught what we
should do, and are expected to do It (Plnes et al., 1981),
The plateaus of gocals In 1lfe continually get hlgher as one
must out perform another. For most of us, we never reach
the endpolnt - 1t keeps moving upward., We are carefully
taught that perfectlon Is possible, and we should attaln It.
Perfection becomes our curse, because It 1s Impossible to
attaln. As we went keep trying, we never seem to get out of
Selye’s (1976) a'arm reactlion phase. Even as chlldren, due

to socletai pressures, we are burning out. Many do.

n



——

Burnout
82
Some people choose thelr careers based upon what others
wanted. Therefore, after all the preparatlon, Indlviduals
find themzselves In Jobs they do not llke. They are doctors
who can’t tolerate the slight of blood, lawyers who hate to
negotlate, or an accountant who hates math. To make
matters worse, In today’s soclety Job moblllty within,
between, and outside organlzatlons has decreased
dramatically (Palne, 1982)., People are expected to take a

Job and stay with It., Anyone who changes a Job after a

short perlod of time |s suspect.

"Soclety makes |t worse by setting very hlgh standards
- dlfflcult to achleve and Impossible to malntaln over a
long time (Maslach, 1982, p.25>." Whatever an indivlidual
does, It 1s not speclal - It |s expected, When one does not
reach the expectations, criticism abounds. Soclety has put
us In a "lose-lose sltuatlion (Maslach, 1982, p.25)". In
thls soclety based on the word "No," |t does not occur In
the minds of people to provide poslitlve feedback. People
who need poslitive r-elnforcement do not get 1t. When the
public provides no support the stress for burnout ls
increased. "When there 1s no outside support for this kind
of work, then the struggle to serve and the commltment to
care may crumble - and one may burnout completely (Maslach,

1982, p.52>."
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The tradlitional soclety has rules how we should work,
behave, and relate to others. Intense comm!tment is
expected of everyone, whereas |t was forhally required of
only the ellte of soclety (Golemblewsk! & Munzenrlider, 1988,
p.9). Our commltment |8 expected to cope with the
escalatling pace of 1lfe. To make matters worse, although we
were taught by our mentors to perform to perfectlion, we are
left out there In the cold world to do It all ourselves. No
longer does our soclety have grandfathers and fathers to ’
lead us through our Jobs, because the Jobs have changed
drastically (Golemblewskl & Munzenrider, 1988, p.9>. No
longer does the rapld change In our soclety allow the

gradual tralnling through apprentliceshlp. The Individual s

left to his or her own devices, to go It alone.

In such a crowded, busy world with instant
communicatlon our blagest problem I8 lonelliness. The human
race experlences extreme stress from lonellness because It
has evolve to be a soclal anlmal. Man, unllke most animals,
has a |lfe stage, called childhood, In which an offspring
may learn throagh trlal and error, under protectlon, the
soclal requlirements for a successful 1lfe. To be lonely
contradicts the baslc premise of mankind, thus ls very

stressful.

The nuclear famlly has dlsappeared. Frlendshlps have

become temporary, or shallow at best for most of us. There

&7
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seems to be no time In our soclety to develop meanlingful
relationships and support systems. Because people have less
confldants and less control over thelr work and lelsure
lives, the current soclety and lts environment Is
contrlbuting to burnout (Thorne, 1988). The cause of
burnout 1s not conflned to the workplace, causes may lle In
the quallty of one’s marrlage, famlly, and Intimate soclal

networks (Roberts, 1987). Soclety plays a major role in

promot ing burnout.

A comprehensive understanding of burnout requires a
framework which Includes the varlables of the person, the
workplace, and the Immediate and extended soclety, and how
they Interact to change the Indlividual and the indlvidual’s
attitude for the future. The negative attltude change from

the Interactions could lead to burnout.

Symptoms of Burnout
How can burnout be recognlized? What are the symptoms?
what are the danger signs? Burnout Is a subtle pattern of
symptoms, behaviors, and attltudes which seem to be unlque

to the Individual (Mattlnaly, 1977).

Burnout 18 insidious. It seems to erupt wlthout
warning, usually over a trivia event. Actually, It Is
a chronic condition that bullds over a perlod of weeks
or even years. It flashes plenty of warnling slgnals,
Typlcal burnout victims simply fall to heed them (Hall
and Wessel, 19%0 p.49%9R).
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Freudenberger (1980) states burnout eplsodes can flare
up from nowhere. By the time the symptoms are obvlous
though, burnout s well underway., It should be noted that
burnout should not be confused with stress ltself because
burnout has unlque characterlistics (Nlehouse, 1987)>. These
characteristics may vary according to the indlvidual and
rarely, although possible, does burnout affect all aspects
of an Indlvidual’s 11fe (Pines et al., 1981, "A person who
Is burning out cannot be dlagnosed or ldentifled by a
check]lst of symptoms (Pierce 1982, p.21)." However, many
dlfferent signals In varlous comblnations may suggest that a

person 1S on thelr way, |f they haven’t already arrlved, to

complete burnout.

The slans and symptoms of burnout may be dlvided into
three areas; physical, emotlonal/mental, and organlzatlonal.
Periman and Hartman (1980) described the flrst two
categorles as "physliologlical, focusing on physical symptoms;
affective-cognitive, focusing on attltudes and feellngs, and
behavioral, focusing on behaviors symptomatlc of burnout
(p.4)." Robertson (1988) suggested organlzatlons also may

display the symptoms of burnout.

Physical Symptoms

Fatlgue or exhaustion (Clouse & Whitaker, 1981;
Chernliss, 1980; Plnes et al., 1981; Maslach 8 Jackson, 1981;

Edelwlch and Brodsky, 1980) 1s a common Symptom of burnout.

&4
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Individuals from a feellng of "what’s the use" tlire easlly
and feel they can go no further (Cherniss, 1980)>. They have
lost thelr energy. The body has seemed to have lost the
inner strength to rally to any actlon. On the other hand,
sleeplessness (Armstrong, 1971; Chernlss, 1980; Kahn, 1978:
Plerce, 1982) and the lnablllity to relax (Hall and Wessel,
1990) does not allow the body to get the needed rest thereby

increasing the tiredness and lowering the resistance level

of the body (Maslach & Jackson, 1981).

Susceptibllity to l1lnesses (Chernlss, 1980:
Freudenberger, 1975; Quick & Oulck, 1979) seems to accompany
tiredness as a burnout symptom. Illnesses frequently
increases with burnout (Clouse & Whitaker, 1981)>. A Gallop
poll In the Wall Street Journal (Blumenthal, 1989) found 25%
of the work force has stress-linked lllinesses. Burnout
people exhlblt low resistance to lllness (Robertson, 1988).
Clouse and Whltaker (1981) 1lsted headaches, nervous
tenslon, back aches, and gastro-intestinal disturbances as
symptoms. Plerce (1982) added unfocused body paln and
welght galn or loss to the llist. Dunlap (1981) stated
physical problems from excessive stress Included peptlc
ulcers, arterlosclerosis, colltls, cerebral vascular
accldent, and even sudden death. Hliogh blood pressure
(Plerce, 1982) and heart attacks have been ldentlifled as

related to burnout (Allen, 1982).
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Paln and tenslon (Dubrin et al, 1979: Kahn, 1973) and
psychosomatic complalnts (Bloch, 1978; Freudenberger, 1975;
McLean, 1979) are symptoms of burnout. Whlle tenslon lIs
easlly related to the lncreased nervous response to stress,
paln and psychosomatlc complaints are not. However. palns
ard dlscomfort iIn varlous parts of the body have no
physlographic trall, but appear durlng perlods of prolonged
Intense stress. The only explanatlon ls the parasympathetlc
and sympathetlc systems of the body respond In some
compl licated way to stress outside the body and create
local 1zed body responses we do not fully understand In
medicine. If the Stress reactlon ls Severe enough or long
enouch the reserves of the body could be used up and the
organism would dle (Selye, 1976>. Excesslve work related
stress creates condltlions simllar to attacks from physical
force or dlsease producing antlgens. The body’s responses

to what may seem to be due to an unldentlfled pathogen or

agent may be, In reallty, symptoms of the burnout process.

One behavioral response whlich causes extreme physical
effect with related symptoms ls substance abuse. The later
stages of burnout have been related to the Increasing use of
alcohol, trangulllzers, and other drugs (Chernlss, 1980;:
Dubrin, 1981; Freudenberger, 1975; Maslach 1978; QOulck et
al. 1990). The effects of drugs create a sundry of

deleterious effects con the body lncluding death.
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Emotlonals/Mental Svmptoms

Emot lonal exhaustlon 1s a major symptom of burnout
(Chernlss, 1980: Clouse & Whitaker, 1981; Freudenberger,
1975; Levin, 1980; Maslach, 1978; Maslach & Jackson, 1979;
Mitchell, 1977; Plnes et al. 1981). Although capable,
individuals Just glve up trylng. They Just go through
minimal motlons at work (Frey & Young, 1983)>. They exhiblt
feelings of helplessness, hopelessness, and a loss of
enthuslasm about work and maybe 1lfe In general (Plnes et
al., 1981>., The show a loss of caring (Maslach, 1976).
They seemed to be overwhelmed (Hall & Wessel, 1990). They
may be solemn, Introspect, and vislibly express an attltude
of "what’s the use" (Dalzell, 1988>. People who are
emotionally exhausted have a tendency to be chronlcally
late, and have a hlgh frequency of unexplalned absences.

They extend work breaks, keep thelr hand on the door knob,

‘and dlstance themselves from thelr cllents and colleagues

(Plnes et al., 1981).

Forms of voluntary Isolatlon are slgns of possible
burnout. (Alshuler et al., 1980; Freudenberger, 1975; Hall
& Wessel, 1990: Lattanzl, 1981; Maslach & Jackson, 1979
Pines and Maslach, 1978), Wlithdrawalls a form of voluntary
isolatlon In response to frustratlon 1s one slan of burnout
(Chernlss, 1980). To protect themselves, practlitloners

adapt an alr of detachment, (Frey & Young, 1983) and

«©n
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communicate lmpersonally (Maslach, 1976) and dlstance
themselves (Alshuler et al., 1980), They become separate by
dehumanlizing and labellng thelr cllents (Plnes et al.,
1981: Maslach, 1976). Ultimately, Indlviduals totally
wlthdraw from people, becoming loners (Clouse & Whltaker,

1981), and feel even more Isolated (Levin, 1980a; Hall &

Wessel, 1990).

Cyniclsm and negativity may Indlicate an i.dlvidual lIs
in the throes of burnout (Briley, 1980; Clouse and Whltaker,
1981; Edelwlch & Brodsky, 1980; Freudenberger, 1977;
Maslach, 1976). They lgnore people, they shout at them
(Plnes et al., 1981). With a general negatlve attltude
usually from disllluslonment (Frey & Young, 1983), they
blame cllents and peers for thelr own problems (Barnes &
Crutchfleld, 1977; Chernlss, 1980; Gehrman, 1981; Levln,
1980b>. They hate and abuse people In general. They become
antagonlistic (Dalzell, 1988), 1In developlng cynliclsm and
negatlvism, they have a tendency to be Inflexlble or
downright rigld (Clouse & Whitaker, 1981>. They develop a
closed m!nd toward change and exhlblt a superlor "know lv
all" attltude ¢(Freudenberger, 1%77). Obviously. morale
would be very low, and they have lost thelr sense of humor
(Hall & Wessel, 1990), and there ls absence of any ldeallsm
or comm!iment (Clouse & Whitaker, 1981>. Cynlclsm may turn
to total dlsgust which 1s a form of terminal burnout

(Alshuler et al., 1980).
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Rlgidlity In the person leads to forms of passivity,
another burnout slgn ¢(Bloch, 1978; Kahn, 1978>. The burned
out person Just doesn’t seem tc care. They become qulet,
will not Interact wlth peers, and avold contact In general
(Pines et al., 1981). The appear as apathetlc "deadwood."
They want to be told before actlng (Plnes et al., 19813.
They do the minlmal Job posslible. They may appear bored

(Clouse & Whitaker, 1981).

At the other end of the sSpectrum, aggression may be a
slgn of burnout (Bach, 1979; Chance, 1981; Organ, 1979).
These burned out lpdlvlduals are easily Irritated over the
smallest thing. They are anary and have a condescendling
attltude (Clouse & Whitaker, 1981>. Indivlduals may exhiblt
an attltude of anarchism and chronic complalnt, attacklng
everything In thelr wav (Vash, 1980). These Indlvliduals are

Impatlient, not understandling, and intolerant of others.

Other personal Indicators Include bouts of depression
(Freudenberger, 1977; Plnes, et al., 1981), anxlety (Plerce,
1982), loss of self esteem (Chernlss, 1980; Kahn, 1978}, the
inabllity to utillze coplng mechanisms (Edelwlch & Brodsky.
1980), and Confllcts In the marrlage or famlly (Chernlss,
1980; Maslach & Jackson, 1978). Clouse and Whitaker offer
additlonal symptoms related to burnout: over senslitlvity,
allenation, minimal competence, fatallsm, paranola, and

constantly soclallzing. Maslach (1976> also suggested lost
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distinction between personal and work llfe, avoldance of
tense encounters, golng by the book or hlding behind the
rules, and taklna too many unstructured "tlme outs" such as
coffee breaks or trips to the water fountaln, Edelwlich &
Brodsky (1980) sugaested decreased professional behavior may
be a burnout sign. Levin (1980a) sald the unfortunate
aspect of burnout |s the loss of a sense of humor, and loss
of Joy in llfe. Frey and Young (1983) added not keeplng up
on current literature, using old lneffectlve methods, and

constantly take short cuts or doing half Jobs to the 1ist of

burnout symptoms.

Qraanlzational Symptoms

Job dissatisfaction |s a symptom of burnout
(Armstrong, 1971: Freudenberger, 1977; Frew, 1977: Kahn,
1973; Qulck & OBulck, 1979). This feellng 18 expressed
through a reluctance to go to work, dissatisfactlion wlth
one’s performance or profession, and growlng doubts as to
professional career (Ciouse & Whitaker, 1981). Job
dissatisfaction Is closely related to other symptoms, such
as low staff morale (Gehrman, 1981>, found In the
organlzation. People on the Job who display negatlve,
impersonal attltudes toward cllents, customers, and patlents
may be well on the way to burnout (Kahn, 1978; Maslach,
1976¢). These symptoms can be seen through lack of concern

for the cllient and poor service (Allen, 1982). The ldeal of
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helping people becomes very difficult to Justlify In oneself.
The allenation of those served affects the Indlvidual and

the organization In a negatlve way. Cilents recelve shoddy

service from people who are contemptuous, but who were once

eager to help (Chance, 1981).

Assoclated with the negative outlook is the
unprofesslional behavior of a burnout orlented person, The
role of a professional Is to provide expert service to
people, to do otherwise, Is unprofessional. Burned out
professionals go beyond the bounds of professlionallism when
theyuse labele cllents, rather than using thelr names- "the
liver cancer In Room 202," describe ltems In sclentlflc and
less personal terms, stand away from cllents, avold eve
contact, communicate In Impersonal ways, and sSimply stay

away from cllents (Maslach, 1976).

NDecreased Involvement is a slgn of burnout by staff
(Bardo, 1979; Chance, 1981; Edelwlich & Brodsky, 1980;
Freudenberger, 1977; Maslach & Jackson, 1978). It Is
another form of wlthdrawal. "The great escape person'
(Dalzell, 1988) trlies to escape getting Involved In his Job.
He or she does anything else to avold dlirect Job
responsibility. They are hard to find. They act only after
being told to act, and they do the absolute minimum which

will avold belng flred.
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Burnout people also exhiblt other forms of unproductlve
activit, such as excesslve critlclsm, rumor spreadlng,
theft, chronlc complalning, and conductlng personal pusiness
at work (Van Wagoner, 1987). Clouse and Whltaker (1981)
include expressing belng Inacdequate and belng overwhelmed by
tasks, not distinguishing between professional and persocnal
l11fe, withdrawing from actlivitlies previously rewarding, and
undervalulng or overvalulng one‘’s professlional prloritles
and capabllitles. Dalzell (1988) added the person who
changes schedules drastically wlthout reason and spends
inordinate time on a subJect, or the person who loses all
pride In grooming and hyglene hablts, and becomes very
sloppy In dress and habits. Accldent proneness may lndlcate

burnout as the person who loses concentratlon becomes

negllgent and create accldents,

Looking at the organlzation as a whole, certaln
features Indlcate a prevalence of burnout among lts workers.
Bureaucratlc "run-arounds, and poor declslon maklng are
burnout signe (Allen, 1982). Clouse and Whlitaker (1981)

suggested several organlzational burnout symptoms:

Authorlitarlian leadershlip style
Centrallized declision makling process
Confllicting philosophles

Conflicting objectives

Bureaucrati<c pollcles and procedures
Lack of problem solving technlques
Poor communlications

Centrallzed power and control

- - - -

- -
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J 'Absenteelsm and tardiness has been sSuggested as
dymptoms (Bardo, 1979; Chernlss, 1980; Maslach & Plnes,
}978). 110 additlon to excesslve absenteelsm and tardlness,
people may také long, unscheduled breaks (Van Wagoner,
19875, ahd never seem to be In or out. Organizatlons which

are burning out, or are burned out display lncreased

tardiness and absenteeism (Gehrman, 1981).

Burnout Is a cause of for turnover (Chernlss, 1980;
‘Dubrln, et al., 1979; Gehrman, 1981; Levin, 1980b; Maslach
and Jackson, 1981; Plnes et al., 1981), Studles by Roberts
'<1985) Indicated worklng condltlons are major factors for
people leaving thelr Jobs. Although turnover ls a symptom
'of serlous concern, Some burned out people leave other ways
;whlch may create greater problems. Some burned out peopfe

i leave thelr profession, some change Jobs In the

organization, some climb up the adminlstrative ladder. Many

may never qult, they become "Deadwood" (Pines et al., 19815,

The symptoms of burnout are numerous and varied. They
are usually unlque to the Individual. Burnout symptoms may
| be observed alone, but more 1lkely In combination with other

\ slans. The symptoms are very subtle and once they are
easlly recognlized It means burnout Is In an advanced stage.
Just as Indlvliduals may burnout, organizatlons, which may be

made up of burned out employees, may experlence burnout.
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Treatment and Preventlon

How do we deal with burnout? How do we care for and
treat those who.are burning out, or already burned out?
What strategles may be employed to cope with the threat of
burnout? What measures can we take to prevent burnout?
"Earnest awareness of burnout ls not erugh - we must take
responsiblllty without oullt- and deslgn strategles to cope

(Pines et al., 1981, p.115>."

Burnout 1s treatable, It can be prevented. Although
the trends In the present workplace may force more
indlviduals to burnout (Cherniss, ! 30>, many of these
people can be salvaged and become contrlbutors to thelr
profession (Freudenberger, 1977). People who are burning
out or have burned out are r.ot mentally 111, aud usually do
not requlre extensive counseling or therapy. They need
short term support orlented to the realltles of burnout

(Freudenberger €1977).

Palne (1982) presented a relevant view of addressing
purnout. There 18 no single "maglc bullet" for burnout.
Because burnout 18 an ecologlcal dysfunction, cocrectlve
actlons may come from multiple sources. Solutlons can be
complex with a myriad of varlations (Farber, 1983). A wlide
varlety of speclflc technlques and strategles have been
proposed to deal with burnout. However, stress requlres

correctlves, cosmetics won‘t do (Moretz, 1989), It Is

GY



Burnout
96

difficult to relate the coping mechanlisms without a coherent
framework (Palne, 1982). To be most effective, each
prescription should be based on the Indlvidual’s needs,
strengths, and weaknesses in relatlonship to the particular
situation. In many Job sltuations, high levels of stress
are Integral and unavoldable part of work (Palne, 1982).
Similarly, the ablllty to cope with complexity, amblgulty,
confllict, and competing demands is assumed to exlst when
Individuals take over hligh stress posltions (Palne, 1982).

It Is the Imbalance between expectatlons and performance

that Interventions must be designed to change (Palrne, 1982).

what can be done at the primary slite of Intervention?
Palne (1982) outllned the general process for sStress
management :
1. Identiflicatlion - techniques for the analyslis and
evaluation of the Incldence, prevalence, and
characteristics of burnout in Individuals, groups,

or organizations.

2. Prevention - attempts to prevent burnout before |t
beglins.

3. Medlation - procedures to reduce, slow, reverse, or
stop the burnout process

4. Remediation - techniques to help Indlviduals
already burned out or qulckly approachlng that
stage.

The techniques used for the treatment of burnout and

preventlon overlap; the many forms of treatment can also be

used to prevent burnout and vice versa. Farber (1983)

suggested solutions can be dlvided Into two categorles:
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"problem focused" by takling actlon on one’s own, and
"emot ionally focused" which 18 the medlation of feel!lngas.
He and Farber (1983) suggested solutlons may occur at any of
four levels: Individual, group, organizatlional, or socletal.
Palne (1982) suggested solutions may be medlatlonal or
remedlational and Interventlions may be targeted at speclfic
levels. He sald the four most Important sites are:

1. 1Indlvidual - Interventlions designed to strengthen
the Individual’s ablllity to deal with Job related
stress.

2. Interpersonal - attempts to strengthen the
Interpersonal) relatlons or work group dynamlics to

decrease stress or deal with the level of stress.

3. The work place - modifications In the Immedlate
work environment to reduce or deflect stress In some
way. '

4. Organlzatlonal - changes 11 pollicles, procedures,
or structures Intended to deal with organizatlional
factors related to burnout.

1 would propose that a flfth slte:

S. Soclety - changes In the expectatlons, lmages, and

myths held by the general populace regarding the

work. Interventlions may Include laws and government
supervision.

Care and Treatment

Marcus Aurellus sald, "1f you are pained by an external
thing, It 1s not the thing that dlsturbs you, but your own
Judoment about 1t. And It Is In our power to wlpe out this
Judament now (Mengerlnk, 1990, p.37>." It Is withln our
power and authorlty to correct burnout. All we need to do

Is reallze 1t, and exercise our authorlty and take control
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over that which we can control. There Is an quote from the
Holy Blble, "physiclan, heal thyself." In deallng with the
problem of burnout, one must start with the conglderatlon of
the Indlvlidual (Palne, 1982). Rogers (1987) suggested
burnout 18 an lndividual problem which must use unigue
methods based on the cause, Incldence and personal coplng
strategles and resources. "The causes of burncut are easy

to deflne but tricky to execute because they reaqulre

breakling old hablts (Hall & Wessel, 1990, p.35R)."

Indlvidual

Robert Ellls, (clted In Wallls, 1983) stated, "Rule
number one ls, don‘t sweat the small stuff. Rule number two
Is, I1t’s all small stuff. And lf you can’t floht and can’t

flee, flow (p.48)."

Plnes and others (1981) offered four major strategles
for deallng with burnout. The flrst step 138 the Indlvdual
becomlng aware of the problem. Next, the individual must
take responsiblllty for dolng something about the problem
and achleving some degree of clarlty In the reallty of the
situatlion. Flnally, one should develop new tools for coplng
with and Improving the quallty of experlence. They sald the
first step In correcting the problem Is to stop asking what
|s wrong with oneself, but to ask what ls wrong with the

sltuatlon.
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Greenwood and Greenwood (1979)> gave thel:r suggestions
for the treatment of burnout. One should get & thorcugh
physical exam to make sure one Is fit. Follow the doctar’s
orders. Take an Inventory of one’s psychologlcal strengths
and weaknesses. If necessary, go Into group therapy. One
should ldent!fy and make a l1lst of speclflc Internal and
environmental stressors to which one !s susceptlble, and
describe the nature of one’s reactlion to the stressors. One
should etermine one’s optimal stress level which Is the

level of maximum creatlvity and production wlthout undue

adverse affect.

Furthermore, Greenwood and Greenwood (1979), sald the
individual must take responsibllity In four areas. One must
learn about burnout and how It can affect Individuals. One
must develop a process for monitoring personal levels of
stress and burnout. One must develop effectlve coplng
mechanlsme to deal with Job related stress. One should get
others In the workplace to work with him or her to deal

with the problem of burnout.

In Oceanr racling, one of the blggest fears is becoming
seasick. It makes a mess, renders the Indlvidual
Ineffective, and Jeopardizes the success of the adventure.
The oldest and most effective treatment for seaslckness |s
to sit In the shade of an oak tree. In other words, get far

away from all the actlon and the contrlbutlng factors to
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one’s pllaght, Borelll (1988) suggests the treatment for
stress and burnout begins with a pause., "We must stop and
recognize we are running out of gas with both the
accelerator and brake pushed to the floor <p;21)." Once we
stop and get away to a qulet, non-intrusive place, we need
to take a complete Inventory of ourselves and the
situation." We need to llsten. What 1s our body telllng us?
Have we been lagncring the slons of sStress? How much Is
enough? When do we need to take tlme out (Borelll, 1988,
p.21)?" Borell! contlnued, once we have taken an lnventory
of our stress, we have to declde how to take better care of
ourselves. "Stop and llsten several tlmes a day - you wlll
be pleasantly surprised at the Improvement In the quallty of
your vork, your relatlonships, and your 1lfe (Borelll, 1988,

p.41>."

To begln the process of treatment, one must know and
accept oneself as he or she 1s8. One must recognize that one
has limlitations (Davidson, 1989), as well as abllitles.
Individuals should recoonlze and accept those thlngs they
can control, and to what degree, and those things they can’t
control. One should Set prioritles of Importance and adapt
coping strategles which wlll make one’s cholces worthy of

one’s time (Davidson, 19895,

Pine and others (1981) listed several varlables to

conslider In coplng with the burnout problem. How does one
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Learn about the problem and how to cope with It - thls
learning need not be formal. How can one change one’s llfe
of work to provide meanling and signlflicance. What kind of
success and achlevement could create energy and enthuslasm
In the Indlvidual? One should conslder varlety, breaklng
the routine and see oneself more positlively. In seeklng
self actuallzatlon, one may conslder matching hlgh
expectations with reallstic attalnment. Flnall., one should

seek "flow experlences," In which one may release Internal

pressures,

Snow (1989) offered several technlques for reduclng and
overcomlng the effects of burnout. Learn how to say "'no"
more often. Keep a l1st of one’s accompllshments. Do
things which will break the routlne. Develop Interests
outside of work. Malntaln sound health hablts, and create a

poslitive attltude,

"Take control of your physlical fltness (Muller, 1989,
p.30)." Develop good health hablits. Eat right - there ls an
old sayling, "you are what you eat." Don’t rush or sklp your
meals. Follow a regular well-balanced dlet to Insure you
are getting al the nutrlents and vitamins you need to
perform at your peak. If you need to lose welght, do It
sensibly.

A good nutrlitlonal dlet 1s lmportant to keeping the body

strong and the mind alert. Exerclse effectlvely, Develop a
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regular routine of physical activitlies which will make your
body strong, flexlble, and durable. Proper exerclise not
only Improves all the systems of the body, It 1s an
excellent way to reduce or remove tenslon. For example,
Joggers, whose bodles during exerclse produces endorphins
which create a general feellng of well-belng, flnd the day
seems to flow after a good morning run. Even durlng a tense
situation, taking a short exerclise break helps reduce the
pressure (Jefferson, 1987). Although It may Seem
difflcult, one should get up briskly In the morning, take
care of hyglene and dress well. Good groomlng and dressing
hablts helps one to feel better. Looking good helps one to
feel Important, In control, keep a positive outlook.
Finally, as part of taklng care of oneself, the Individual
should get adequate rest. Rest and relaxation has

restorative factors Important durlng stressful tlmes.

Other coplng Strategles Include medlatlion, taklng

mental and physlical vacatlons from work, and dolng something

enjoyable which I8 not related to work, Maslach (1982
talked about "breaking away." She suggested the fcollowing
ster

1. One should take a short pause -slow down- "Just a
moment."

2. Take one’s coffee br-eaks, lunches - get away from
the Job.

3. One should not do overtlime.
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4. When things get difficult or frustratlng one should
withdraw from the situation - get away.

5. One should downshlift - do an easler Job whlle
someone else takes over (p.93)

Maslach (1982) continued reminding individuals they should
recognlze that home and work are different environments and
a speclal transition from one to the other !s needed. One
must learn how to "Decompress (p.101)." Glve some solltary
time to oneself as one leaves one world and enters the
other, and do not entertaln anything negative, only positlve
thoughts. One may find a actlvity llke art, reading,
napplng, bathlng, getting a massage, or exerclsing. Maslach
reminds us by a llne from a song by Jchn Lennon and Paul
McCartney, "Slow down - your moving way too fast (p.101)."
1f possible, take a sabbatlical unti] one can put the problem
in perspective and develop effectlve coplng mechanlisms
(Maslach, 1982). Hypnosls, blofeedback, meditation, and
other mind power exerclses help flght stress and burnout
(Blshop, 1988; Frew, 1977; Lora, 1989; Reed, 1984;
Robertson, 1988).

One of the most effectlve copling strategles Is dolng a
petter Jjob at work. "Effectlve performance can overcome
frustratlion and lead to valued outcomes (Robertson, 1988,
p.30)." Instead of trylng to do everything poorly, It may be
petter to do less better (Head, 1989>. One should strlke a
balance between expectatlon and ablllty within the

constralnts. One should seek a balance between Involvement
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and detachment which would beneflt the cllent, the
organization, and oneself, Take care of yourself flrst
pbecause |f you are not "o.k.", everyone will suffer negatlve
consequences. One snould not look to others for recognlitlon
of one’s efforts. Instead, one should provide oneself with

a number of Internal and materlal rewards for little

accomp) ishments (Brissie, Hoover-Dempsey, & Bassler, 1988),.

1f an lIndlvidual |s already burned out, Kew (1985)
suggests one should get Immedlate professional help because
psychologlical and Professlonal counselling can help one to
rebulld one’s system. He Suggests a support group of
friends may help get one through the worst. They may glve
one good advice. If nothing else, the frlends can llsten
which, In itself, helps lessen pressure. Finally, one
should seek career counsellng to determine |f one should
continue In thelr present role. If not, the counsellng can
help provide alternative avenues of employment which mlght

better sult the indlvidual.

One coplng mechanism, not mentioned In the llterature
except as possible abuse, 1s the pharmo-psychologlical
treatment of burnout. Many people seek short term rellef
from stress through alcohol, coffee, smoklng, and varlous
sedatlves whlch can produce long term negatlive effects on
individuals. The use of drugs, found In most cther areas of

mental health, can be an effectlve tool agalnst the ravéges
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of burnout. If admlinistered properly, drugs may reduce the
stress artiflclally for Just enough tlme to allow the
individual to develop other coping mechanism. However, one
must be careful not to become dependent on the drugs for the
rellef - thls could lead to addlictlon and Just "numblng
out". The rroblems have not been solved but probably
Increased by one’s lnablllity to deal with the sltuatlon In &
positive manner. Unfortunately, we are currently a soclety
which over "Vallumed, Thorazined, Percodaned, Darvoned,"
alcoholed, or anesthetized, and the burnout contlnues to
increase. Although ant}-depressants help temporarlly, for

the long term, we have other more beneficlal alternatlves,

such as education and support systems.

One side beneflt of effectively treating burnout 1s the
possible development of a whole new 1lfestyle - one In which
one may recoanize the stressors, and employ copling
strategles which pcomote a rich enjoyable llfe experlence.
Without new successful coplna strategles, Individuals will
encounter frustration and fallure, and run the risk of

repeated burnout.

Overall, one may minimize distress and burnout through
a perslistent, yet reallstic, positive attltude. One should
look for the enjoyable aspects, no matter how small, In the
situation or In the outside world. EnJoy 1ife, and

yourcvelf.
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"A large dose of self-acceptance and operiess to all aspects
of the human experlence s the ultimate cure for burnout

(Hall & Wessel, 1990, p.35R)."

Some people have suggested Indlvidual coping may have
very llttle Impact on burnout (Palne, 1982). Indlvidual
change not matched by organlizational change ls often

lneffective In the long run, and may be counterproductive.

If It Is obvious the Indlvidual and the Job do not flt,
nor will changes probably Improve the flt, It may mean the
individual should change Jobs. Maslach (1982) suggesis one
should not go Into the same type of Job sltuatlon. One
should plan the move well and make sure, before moving, the
change will be for the better. It may mean a change In
one’s profession. She reminds that qultting may be costly,
financlally and psychologlcally, so carefully conslder
alternatives. If burnout ls lnevitable In the present Job,

desplte all copling mechanlisms, find a new Jeb!

Oroanizational

The Qork environment 1s another Important polnt of
Intervention. Specliflc work related feztures may be
modl fled to reduce the threat of burnout (Palne, 1982). The
heavy toll of burnout on workers In organlzatlons today
clearly Indicates the urgent need for Interventlions. The

way to reduce the hurnout process |s to correct all the
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defliclits In the wirk place. Installing al!l the factors
which are lacking could promote Job satisfaction and
progductivity. Because the causes of burnout are
multi-faceted and Interconnected, a single change could have

multiple poslitive effects (Greeenwood 8 Greenwood, 1979,

Maslach (1982) suggested a number ltems to lmprove the
workplace:
1. The organlzation must recognlze burnout as a real
gserious problem,
2. The organlizatlion may obtaln more resources -staff,
money, tlme, facllitles, and equipment - to make the

work load less stressful.

3. The organlzation may provide a better division of
1 abor.

4. The organization may rearrange Job assignments, and
institute Job rotatlon to provide less routinlization
and more varlety.

5. The organization may change operating procedures
sensitive to the needs of the workers.

6. The organlization may provide clear and reallistic
obJectives and expectatlons, whlle limiting Job
spiil over.

7. The organlzation may provide mental health days,
allowing workers to Just get away from the Stress,

8. The organization may provide tralning and workshops
on how to deal with the stress (p.119).

Greenwood and Greenwood (1979) sald organizatlons have
certaln responsibillitles regarding burnout. Organizatlons
should lncorporate in thelr pollicles the positive Intent to
reduce the stress level of all those subjJect to undue

stress. The organlization should include a plan to revise
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thelr procedures for achleving speclflc obJectives of stress
reductlon consistent with overall goals. This may Include
counsellng, financlal assistance and technlcal assistance to
the workers. Organlizations must properly place indlviduals
n the rlight position to develop max imum work satlsfactlion
from thelr accompllshments. Organlzations should monitor
the Incldence of stress, the effectlveness of Interventlon

iprograms, and the cost of corrective procedures relevant to

the cost of burnout.

Organizatlions are In a positlion to take advantage that

~work 18 a necesslty of most people, but they should provide

an ¥hvlronment of challenge and opportunity. Organlzatlons
should examine thelr personnel policles and working
conditlons, ident!lfylng the stressors and working to remove
\'those elements which create a stressful environment.
Organlzations should ldentlfy*® opportunities to obtaln
beneflts from eustressors and malntaln a general
organizational climate which maximizes creatlvity and
productivity, while minimizes distress. Recognizling that
!stress 1s normal, organlzatlons should develop plans and

procedures to malntain optimal stress levels,

The workload may be hlgh |f proper tralning, support
among peers and Superlors, partlclpatory decigslion makling,
and posltive feedback exlists In the organizatlon. Chernlss

(1980) suggested that Implementing baslc structural changes
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in bureaucratic organlzations could reduce or elliminate
burnout. Bureaucracles are amoral when It comes to the
workers. They do not conslder, much less dlsregard, the

needs of the worker In thelr operation. By focusling on the
workplace needs of the people and developling programs to

combat burnout, productlvity would Increase.

Plnes and others (1981) ldentlfled workshops and
support groups, where people can speak thelr dlfference, as
excellent for breaking the burnout cycle. However, Palne
(1982) ralsed some Interesting =.hlical questlons. What Is
the lealtlmate role of an organlization In deallng with
burned out emnloyees? What are the rlghts of employees to
confldentiallt, when Involved In employee asslstance
programs. Maslach (1982) suggests organizatlons may provide
help through educatlon, support and recognitlon programs
through Supervisors. She also suggested organizatlons
could provide speclal groups for complaints and gripes. The
organizatlon can provide health coverage for psychologlcal
therapy and counsellng. Finally, Maslach suggested
providing recognition and support services to the famlly of

the worker.

One area of concern |8 that professional tralning may
increase one’s vulnerablility to burnout (Palne, 1982). The
organlzatlon, by providing tralning, may glve the worker the

impresslon that the organizatlion 18 willlng to change. 1f
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that expectation Is not met, the resultling frustration may
accelerate the burnout process. Whatever the organlzatlion

"gells" to lts employees, it must "Dellver."

Groups

Maslach (1982) presented a soclal approach to burnout
control In whlch the beneflts are numerous. One may recelve
support from peers and frlends, through Informal groups,
support groups, and soclallzing, Peers and frlends can help
an Indlvidual get out of, or through, a tough sltua;lon.
The groups may provide comfort, glving a shoulder to cry on
or a frlendly audlence which llstens. Groups can provide
Insight by glving the iIndlvidual a new perspectlve, The
group may offer compassion by letting the Indlvidual know
that oneself 18 not the only person who feels a certaln way.
Groups may provide rewards by glving pralse, and compliments

for a Job well done.

The elements to conslder In the soclal approach lnclude
that one must get In touch with one’s colleagues, that trust
is critical among the members of the group, that the group
needs a strong, lnvolving leader, and that the group must
have and protect open and honest communicatlon. People will
do as a group what they could not Justify as an Indlvidual
(Maslach, 1982). It is Important to avold certaln pltfalls

of the soclal approach: avold "bltch" sesslons, avold
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confrontatlon sesslons, and overcome the reslistance to the

entire group particlipating (Maslach, 1982).

Greenwood and Greenwood (1979) proposed the Indlvidual
should examine the nature of the group with which one
assoclates. He recommends Jolnlng a group wihlch malntalns a
mature approach to all of Its actlivitles, and where
Interpersonal relatlonships will probably promote a mature
attitude on the part of 1ts membershlp, thereby reduclng

stress levels.

Groups may be very benefliclal In combating burnout.
The support system provides a mean to blow off tenslon and
anger, to understand frustratlon and helplessness, and a

comfort that you are not flahtling the problem alone.

Socletal

Soclety |s slow to change because cultures hold tlghtly
to the way they have always done things. However, over the
last two decades, many people have come to recognlze the
problem of burnout. Organlzations have been much slower
than Individuals to recognlize burnout, although the cost has
pbeen felt. Wlth contlnued research and educatlon, I predict
purnout will become an Issue addressed by our soclety as a
whole and government wlll lnvéstlgate, Jeglislate and

"watchdog" burnout as a maJor economlic and human threat.
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We will look to soclety helping more In prevention than

In treatment of burnout. However, Government and non-proflt
agencles could keep close supervislion over organlzations and
the workplac~ to ldentlfy, and demand removal of, excesslve
stress. . could also provide support services,

counsellng, and education to burnout victims - Just as they

do for any other natlonal emergency.

Summary

Attempts to allevliate burnout must occur at all levels
personal, organizational, group, and socletal because the
sources of burnout occur on all levels. Llittle ls known
about the long term patterns of bugnout. and It 18 not known
1f a person can burnout repeatedly In a Job, durlng a
career, or 1f It occurs In phases wlth dlscrete stages.
However, there 18 hope for those of us who have burned out.
"People who have experlenced burnhout and who have overcome
it almost Invarliably wind up In a fuller, more exclting 1lfe
space than |f they had not experlenced burnout at all (Plnes

et al. 1981, p.3>." "There s llife after career burnout

(Kew, 1985, p.5>."
Prevent ion

"An ounce of preventlon is worth a pound of cure."

”

Maslach (1982) suggests we should use solutlons before

there |8 a problem. We should be equlpped to detect the
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flrst siagn of burnout by developlng early warnlng systems.
Of course, trust and respect |s needed, so Indlviduals will
not try to mask thelr feellngs. Perlodic reviews should be
done to see how things are golng. Surveys llke the Maslach
Burnout Inventorv or the Burnout Assessment Inventory should
be administered on a regular baslis. Burnout Information
should be requlired part of any professional tralnling.
Interpersonal sklils should be taught and learned. For
example, How to start, stop, and keep things golng; how to

deal effectlively with people, and how to talk about

sensitive 1ssues, such as money, fallure, and blame,

Palne (1982) stated the burn out stress syndrome may be
linked directly to the area of health promotlon, wellness,
and clsease preventlion., To deal effectively with the
prevention of burnout redqulres a holistic perspectlve,
Lazarus (1974) mentlioned two avenues to deal wlth burnout:
One may manage the environment by taking direct actlion. One
may attempt to reduce the disturbance when one can’t change
the environment or the 2ctlon i8 too costly to the
individual. 3Agaln, how does one handle sStress and burnout?

2\s Plnes and others (1981) suggest:

1. Be aware of the problem.
2. Take responsiblllity for actlion,

3. Dlscover the possipbilitlies for doling something
about. It.

4, Develop some degree of cognitive clarity.

117



Burncut
114

5. Revamp old ways of coping, find new ones (p.9).

Sparks and Ingram (1979) sald to cope one must flrst
recognlze and understand that stress |s lnevitable and not
necessarlly bad., One should know distress may be produced
by a large varlety of stressors, and self-awareness must
precede the creatlion of a stress management plan. Flnally,
they suggest stress management may directly attack the
causes of dlstress, strengthen the medlating program, or

diminish the lmpact of stress.

Most of the coplng strategles for treatment of
burnout may be equally appllied to preventlon, except In a
strateglc, rather than a reactlive mode. The levels on which
to focus preventlon are the same as for the care and
treatmen’. of burnout: Individual, organization, group and

socletal.

Individual

Farber (1983) stated committed people need to avold
burnout by having certaln ltems ldentifled In thelr llves.
He suggested the establishment of reallstlc, clear,
well-deflned goals consistent with one’s values and
scloritles. One should ldentlfy rellable milestones that
would reflect the attalnment of some sort of growth goals.
The individual shouldcreate a set of sequentlal steps which

would lead to long term orowth goals. Procedures should be

oy
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developed to gather and Interpret data on short term
progress indicators. Flnally, one should create strategles
for adjJusting thelr pursult of long term goals based upon

the data collected about short term Indlcators.

t

The key to preventling burnout is "control." "What’s
more important !s how much control we belleve we have. To
quote Norman Vincent Peale, ‘what we belleve can come true’
(Borelll, 1988,p.21)>." Our sense of self and well-belng lIs
based on "who, what, and how" controls our environment.
Therefore, all preventlve measures are permeated by the

concept of control.

Goodw!n (1988) suggests that the Indlvidual should
concentrate on oneself flrst and foremost In preventlng
burnout because all other strateales are interrelatlonshlp
concerng that will work 1f the indlvidual I8 "ok."
"Although you have many responsibllities and others depend
on you, you are at your peak when you take care of yourself
first. Take care of yourself and you can take care of

others, and take care of busliness (Borelll, 1988, p.41>."

First of all, know thyself and llke thyself (Maslach,
1982; Boreill, 1988>. It Is critlcal to burnout prevention,
Maslach (1982) suggests one should ask the {ollowing

questiong:
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1. What ls your level of self concept, esteem and
confidence? The less you have the more prone you
are to stress and burnout.

2, What are your limits and responsibliltles? wWhat are
your strong polnts, weaknesses, range of
capabllities? What are the 1imits? The less you
have, the more vulnerable you are. If you fall to
recognlze your limltatlons, you are In real trouble.

3. What are your needs for approval and acceptance?
How much do you need to be needed, 1lked, or
apprcved nof? What 1s the level of your fear of
rejection? The more you depend on others for
gratl¢icatlon the more vulnerable you are (p.63).

Maslach (1982) contlnues by stating one should know

oneself to be able to execute Introspection and understand
what one ls feellng and why. One must carefully conslder
one’s feellngs. One should examlne and analyze one‘’s,
patterns of response. However, a word of cautlon: sel f
analyslis should be constructive not destructlve (p.98>. It
is Ilmportant In burnout prevention to take the time out to
analyze oneself and not walt to do It at a time of crisis
(Plnes et al., 1981). One should know how much control one

needs (Borelll, 1988).

While taking an Inventory of oneself, the Indlivldual
must remember only God 1s perfect. Very few people have
be-n able to walk on water. The Indlvidual must accept the
fact that he or she make mistakes (Dunham, 1983). One
should acknowledge and accept one’s limltatlons and
weaknesses (Plnes et al. 1981, p.,164). One should be aware
of and accept one’s own stress limits (Brown and Carleton,

1980), and weaknesses. The lndlvidual should remember they
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already have all the facultles to lead a peaceful,
productive 1ife - It la all based on how we percelve the
world and chose to use our resources. Borelll (1988) made a
suggestion to the Indlvidual on getting a head start over
burnout, "become more famillar with the lnner workings of
yourself, and the startling relatlonship between what vou
think/belleve and how you feel (p.41>." Lie should have
conduct a close examination of thelr expectatlons and
acquire a flrm understanding of one’s motlvation to malntaln
commltment and enthusiasm (Clouse & Whltaker, 1981).
"Become your own best frlend ... learn self forglveness -

everyone makes mistakes (Hall & Wessel, 1990, p35R)." Know

thyself, accept thyself, llke thyself, heal thyself.

Plnes and others (1981) suggests after taklng an
inventory the followlng coplng techniques would help prevent
burnout:

{. Set and clarlfy prlorities. One should determlne
what |8 Important to oneself and to the Job. Know
what can and cannot be changed, One must carefully
allocate thelr time to potentlially successful
venture -time 1s a preclious 1imlted resource.

2. Set reallstic goals: therefore, avolding certaln
fallure and frustratlon.

3. Acknowledge one’s weaknesses, llmlitatlons. Accept
them.

4. Recognlize one’s own burnout slgns. Then take time
off, get away from the stressors (p.164).

Maslach (1982) adds settling speclflc goals and each day

working a speclflc llsts of accompllshments.
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Phvsical.

One may malntaln a feellng of control by actually
taking control of one’s own life, Truch (1980) recommended
The "READ" stress malntenance program: "R"- relaxatlon, "E"
- exerclse, "A"- attltude (positlive), "D" - diet. One
should learn and Implement all the e¢lements of good health.
Hall & Wessel (i990) recommend the flrst physical strategy
to prevent burnout 18 to get rejular pnyslcal exams and
begln a regimen of good nutritlion, relaxation, and exerclse.
It Is Important to be In good physical shape (Plnes et al.,
1981). Mapy researchers (Brown & Carleton, 1980: Maslach,
1982; Mitier & Allen-Hausman, 1981; Plnes et al., 1981:
Reed, 1984; Zacek, 1989) suggest a good exerclse program can
improve one’s general health, and according to Robertson
(1988) helps the body to return to a relaxed stz%e after
stress response. Dlet |Is another Important buffer to
burnout (Ornish, 1982; Reese, 1988; Masléch. 1982; Plnes et
al., 1981). Good nutrition |Is Important In keeplng the body
resources In good shape (Ornlish, 198<) with peak energy.

One should eat well.

Rest and relaxatlon are effectlve preventative
mechanisms for stress and burnout (Benson, 1974; Maslach,
1982; Mitler & Allen-Hausman, 1981; Plnes et al., 1981;
Reese, 1988; Simmons, 1989; Wood, 1987). Plnes and others

(1981) suggests the establlshment of a "decompression" tlime
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after work. Take a perlod of time to make a transltlon
away from the concerﬂs in work and the rest of your day.
Techniques of decompression may be exercise or Just a gqulet
time sitting In the back vard. Benson (1974) suggested
four elements to decompress or relax. One should seek a
qulet environment, get in a comfortable positlion, assume a
passive attltude and employ a mental device to relax.

Benson recommends one should take these relaxatlon breaks In

place of coffee breaks.

Gettling away from the work for Intermlctent breaks and
rest perlods are good preventatlve measures (Greenwood and
Greenwood 1979; Maslach, 1982; Plnes et al., 1981).

Goodw!in (1988) proposes taking a vacation dally with flve to
ten minute breaks Just to get away from the area of
concentratlon and relax momentarily. One may get away
mentally, 1f not physically, to keep 3tress from causling
burnout. It Is also Importnt to develop a llfe away from
work (Zable and Zable, 1980) and keep the two wor.ds

geparate.

Maslach (1982) suggested one practlice rest and
relaxation regularly. She outllined technlques of rest and
relaxation Into relaxation techniques, blofeedback
technlques and !magery technliques. Relaxatlon technlques
Include actlivities, such as a deep muscle relaxation drill

in which the Individual focuses on each area of the body,
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tensing then totally relaxing the muscles In that area. The
instant relaxation drlll s taking flve deep breaths and
then creating a pleasant thought for flve seconds. Mental
relaxatlon technlques Includes exerclses, such as
blofeedback and meditation. Blofeedback (Maslach, 1982:
0’Sulllvan, 1988; Reed, 1984) has been recognlized as an
effective preventative technlque, Medlitatlon has been found
to be an excellent relaxatlon response to stress (Bishop,
1988; Frew, 1977; Lora, 1989; Reed, 1984) Play and
recreatlon from poker to camplng, from aeroblc dancling to
zen, from raclng to croguet are commonly accepted means of
relaxatlon to get away from stresses of work. Other
technlques suggested to 2lleviate stress and avold burnout
include 1istening to tlbetan bells (Sulllvan, 1987>, howlling
at the moon (Under Pressure, 1989, vislit!ng spas (Koral,
1989, hypnosls (Robertson, 1988), trampol lne therapy

(Dumalne, 1988), and usling a computer program that monltors

well-belng (Berger, 1987).

The most difficult burnout preventlion device for
comm) tted professionals is loafing (Greenwood & Greenwood,
1979). Greenwood and Greenwood suggest that one may beneflt
from a short perlod of dolng nothling and wandering around.
Loafing Involves complete freedom from efforts of any klind,
any schedules actlvitles, or any constructlive thinklng,
They suggest loafing |s probably the most effectlve form of

dliversion for professionals under high levels of stress.
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One of life’s elements 1s "tempo," which |s the pace of
ex)stence (Greenwood & Greenwood, 1979>. It ls the
perlodicity of our 1lves. Tempo ls keeping step with the
sound of one’s.drummer. Greenwood and hls son suggested
Individuals should keep time In 11fe as ones does In music.
They contlnued by recommending one should keep a balance
between work and play: One should find adequate tlime for a
varlety of actlvitles; recreatlon, exerclse, educatlon,
self-improvement, and rest. Paclng oneself <(Dunham, 1983)

s an effectlve burnout preventlive.

Personal.

Snow €(1989>, ldentlfles several stress prevention
technigues. Learn when to say "no" to more work. Keep a
11st of one’s accomplishment and look at It regular. Do
dlfferent things to break the routline. Flnally, he
suggested one may cultlvate a positive outlook. Hall and

Wessel (1990) suggested other personal strategles:

1. Establish closeness wlth oneself and others.

2. Take time to establlish relatlonships.

3. Learn to risk, honor, forglve, celebrate,
apologlze, to need and be needed, to love and be
loved, to hurt, to be klnd, and above all to feel
what one feels.

4, A large dose of self acceptance and openess
(p.35R).

Time with famlly and frlends Is an important buffer to

burnout. Although they may not understand the stress In the
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workplace, they can be strong buffers to stress. They 1lke,

listen, and support the Individual regardless of fault,

Maslach (1982) suggests one should work smarter, not
harder. One should change the way one does thlngs at work.
If one must do the same Job all the time, do 1t dlfferently
- get out of the rut. One should ask what parts of the Job
can be changed, how can the hours be reshuffled, and how
can one attaln a greater sense of autonomy and freedom.
Then, setting prlorities Into action 1s an effectlve tool to

combat burnout (Price, 1989).

Attltude.

Clouse and Whitaker (1981) stated It 1s lmportant to
assume a posltive attitude. Malntalnlng a healthy attltude
and behavior with positive thoughts are much better for the
individual than negatlive thoughts (Goodwin, 1988>. Goodwlin
suggests one should start each day with a posltlve goal
remindlng oneself that the day |s golng to be a good one
because the goals willl achleved. A proper attltude ls
especlally Important In establlshing a balance between

concern and over-involvement (Maslach, 1982). Maslach

. (1982) gtated one should care for oneself, as well as for

others. In accenting the positive, one should pay attentlion
to one’s accomplishments, counting up all the things which
have gone well. The indlvidual should ellclt positive

responses from others but don’t depend on them. One may
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make good feedback happen, ask for It and make It
approprlate to do so. Individuals should flnd good
experlences outside of work. Flnally, Indlviduals should
try to always be with positlve people. Accordlingly, she
sugogested that the indlvidual take things less personally.,
when things get tough, Step back and be obJectlve about the
problem. Leave one’s work at work, don’t get over Involve,
Maslach €1982) and Allen (1989) suggests one should be
empathetic but not sympathetic. Understanding the problem,
one should not get emotlonally wrapped up in the problem.
Pines and others (1981) offered that another effectlve
buffer to burnout 1s not looking to others for pralse.
Goodwin (1988) suggested one should compllment or reward
oneself regularly. He suggests an Individual should
reassure oneself frequently because others may not be soO
prompt. Flnally, Goodwin (1988) sald one should celebrate
regularly, even 1f In a small way. One should look for

alternative sources of positive relnforcement and reward,

therepby attalning a sense of sSuccess from the work ltself,.

Hall and Wessel (1990) offered the followlng
attitudinal strategles:
1. Revaluate one’s expectatlons. Make them reallistic
and attalnable with effort.

2. Learn to accept one’s llmits, and explolt one’s
glfts.

3. Malntaln a reallistlc positive attltude, while not
deluding oneself



[ B N R

Burnout
( : 4, Listen to oneself. Determine how one feels. 1
S. One should relabel the way one thlnks about thlngs.
One should change "have to" to "cholce," "should" to
“may." One should lagnore "Be perfect," "never
fall," and "malntaln your Image."
6. Humor, lf one has lost it, resurrect It (p.35R).
Humor 18 a very effectlve burnout preventatlve
(Carlson, 1989; Freudenberger, 1977; Goodwln, 1988:
Greenwood 8 Greenwood, 1979; House, 1989; Maslach, 1982:
Myers, 1989; Dertel, 1989; Plnes et al., 1981). As
committed, driven professionals, Indlviduais tend to take
11fe and thelr work too serlously. There |s a saylng, "You
can’t take llfe too serlously, because you will never get
out of It allve." One would find great valqe In developlng
c the hablt of looking for examples of humor In each sltuatlon
(Greenwwod & Greenwood, 1979>. Use humor as a dlverslon
from stress, It I8 a great tenslon buster. Humor breaks
down Interpersonal barriers (Oertel, 1989), maklng
individuals feel more accepting and "In sync" with others.
It faclllitates accompllishment by maklng everyone less
stressed and more efflclent (Greenwood & Greenwood, 1979).
Greenwood and Greenwood suggested a well - balanced humor
contributes to an approprliate balance of emotlion durlng
activities and Is effective as a regulator of change.
Goodwln suggested one to sharpen one’s sSense of humor untll
it 1s well honed and has a sense of the rldiculous. Humor,

as long as |t promotes laughling "with" another and not "at'

another, !s an effectlve coping mechanism., It helps keep
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the doctor away (Myers, 1989)., Lauahter can Increase

productivity and creatlvity (Carlson, 1989),

Cther attlitudinal strategles which help reverse
burnout lnclude.decldlng to surprise oneself and some one
else unexpectedly to get out of the rut of dally routlne
(Goodwin, 1989). Goodwlin also suggests actually dolng
something for others to help them reduce thelr burden, but
be careful not to overdo it. Help peers and employees to
set thelr own goal3. Practlice open compllments, and private
criticisms - compliments need fresh alr to grow In,
criticlsms need conflinement for repalr. Set hlgh standards
for one’s own personal behavlior, self confldence, and

outlook as an example for others.

Structure.

Structure glves an Individual a sense of control ¢hall
8 Wessel, 1990). The best way to create structure Is to
write a plan, read It and Implement 1t with regular
evaluation and revision. Plannlng provides definlition,
clarity, and reduces uncertainty which glves the feellng of
some control over one’s 1lfe. The process of unlfylng one’s
abllitles, values, expectatlions and goals Into Step by step
activities helps the lndividual to deal with perlods of
uncertalnty and relnforces commltment and enthuslasm. The
plan should have two parts: one’s long term goals and short

term activities toward those goals. The plan should orlent
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the individual to think through the past, but work for the
future, allowing focus on future challenges, rather than
previous outcomes ¢(Goodwin, 1988>, In the plan, one should
clearly record the mission and goal of one’s employment
(Goodw!in, 1988) and one’s personal and famlly goals. The
plan should try to translate one’s goals Into speclflc
objectives (Creenwood & Greenwood, 1979, A short term plan
of actlon should Include how one wlll face a probiem,

monltor stress, employ coplng strategles to recuce stress

and promote comm!tment, challenge, and control.

The plan provides a basls for our declsions. The plan
should provide support to make hard decislons and stick with
them (Goodwlin 1988>. The plan may help one to say "no!" The
plan will help one to ldentlfy and understand one’s values.
It will help an Indlvidual prlortlise and organlze one’s
actlvities. It wlll provide a checkllist for accomplishment.
Plans can be changed, even In mid-career, and should be
regularly revliewed and adjusted to meet current needs and
future goals. There ls a common saylng In success tralnlng

programs, "plan your work, and werk your plan."

Over the long haul, Goodwin €1988) suggested the
indlvidual should find a new skill to keep oneself exclted,
pesides 1t may provide new opportunities. He contlnued by
proposing the Individual compliment oneself for dlscliplline

and accompl ishment, even for a Job or project one does not

130



Burnout
127
(m want to do. If the Job Is not right for the Indlvidual, one
should plan a fall back poslitlion In the case of a Job loss
(Zanderer & Fox, 1987>. If the sltuation ls bad enough,
there 18 nothlng wrong in leaving - find a new Job which

more closely matches your abllitles, and hopes.
Oraganlzational

Organlizatlons may help prevent burnout among It’s
workers by providing elements which seems to be absent In

burnout prone environments:

1. Good worklng condltlions and physical environment.

2. Clear, reallstlc, well-defined expectatlons and
goals.

<:? 3. Tralnlng and advancement opportunltles.
4. Meanlng and slgniflcance to each role.

5. Reductlon of stress to levels for optimum
per formance,

6. Recognitlon and positive feedback for work
per formance.

7. Support systems and tewards.
8. '"Escape' mechanlsms,

9, Particlpation In declding the present and future of
the organlzatlion.

Golemblewsk! (clted In Palne, 1982), sald organlzatlons
must Seek interventlions consistent with thelr needs and
phllosophles which would maximize productlion. Accordingly,
he stated policles, procedures, and structures must be

( changed to reduce Job stress. He acknowledged that very
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little systematlic work had been done by organlizations In
this area. He asserted preventlve measures may be costly
and the changes In themselves wlll be stressful in the short
run, but the longer term effects will beneflt the

Indlviduals and the organlzation.

the work environment

The physical environment and workling condlitlons of the
work place may be lmportant burnout preventlves (Maslach,
1982; Plnes et al., 1981). Organlizatlions must recognlze
thelr responsibllity to provide a safe and healthy work
place - this loglc applles equally to preventlng unnecessary
stress from the environmental condltlons (Palne, 1982).
Pines and others (1981) assert poslitive worklng condltlons
are effective antlidotes to excesslve stress. They Stated
stresses may be reduced In the workplace by ellminating
factors, such as nolse levels, pollution, extreme
temperatures, amd uncomfortable work statlons. Private,
qulet, and tasteful work environments are posltlve
indicators to the workers that they matter and are
Important. Although not mentloned in reviewed llterature,
one very lmportant way to glve employees a feellng of
importance 1s to provide spaclous, clean and brlght
restrooms. An organlizatlon which attends to provliding
facilitles, such as a nlce clean kitchen - dining area,

exerclising area, and lounges has made great strides |n

152
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making thelr employees more comfortable and less stressed.
Providing an environment which ls conducive to max § mum
productivity, whlle attending to the needs of the work:r I|s

an Important buffer to burnout.
expectations and coals

Organizations may avoid burnout In lts workers by
providing ciear statements of values and expectatlons
(Walsh, 1987). Expectations must be reasonable (Dalzell,
1988) 1f reailstlc, expectatlons may provide a "plgmallon
effect" for the workers and Increase productivity.
Organlizatlons may remove the "red tape," and provide
uncompl lcatecd, clear expectatlons and procedures for thelr
workers (Plnes et al., 1981). Settlng reasonable goals for
employees and helplng employees reach those goals helps
control stress (Brlief, 1980; Dalzell, 1988). At the same
time, organizatlons may be flexlble to accommodate the
particular sltuational needs of the indlvidual and
recognizing the dlfferences among the workers. Companles
can help prevent burnout by not requiring employees to
strictly conform to company standards (Thorne, 1988).
Dalzell (1988) suggested being falr with employees. When an
organlzation deflnes prioritles 1t may help reduce work
overload and avold burnout. Organlizations can avold burnout
by not glving an lmpossible task wlth unreallstlc time

constralnts (Plnes et al., 1981>., When the worker
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understands one’s role, the expectations and goals of the
organizatlon, and knows one can meet those expectations and
goals, and has a nlce environment In which to perform one’s

Job, burnout 18 a remote possibility.

tralnina and advancement

Tralning Is a powerful burnout buffer (Emde, 1987).
Palne (1982) sald organizations could help strenathen thelr
Indlividuals by sponsoring workshops on stress management, as
well as equlpplng them to do a good Job. Taler (1984)
suggests developlng programs to deal with stress. Tralnlng
should include the hows and whats of stress, what are the
danger slagns, and what are successful coplng strategles
(Campbell et al., 1988; Center for Publlc Sector Labor
Relatlons, 1984; Pines et al., 1981), Sarros (1988) added
that teach!ing time management skllls for workers may be an
effective mean to avold burnout. Today, fortunately, many
big companies offer some kind ot tralning to avold burnout -

from meditat!on to trampollne therapy (Dumalne, 1988).

Voluck and Abramson (1987) suggested as a burnout
preventative, organizations should traln supervisors In
counsel ing, Interpersonal skills, evaluatlon, motivation,
disciplining, and flring employees, Plnes and others
(i981) suggests organlzations should traln people how to

provide soclal supports for other workers.,
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It |s as Important to keep the tralning relevant and
interestlng for both workers and supervisors. We all know,
from our many years In the classroom, the dlfference an
interesting teacher makes for the teaching-learning act.
For the tralners, Mase (1989) suggests varylng tralnlng
location and environments. Instructors should use humor In
the presentatlions, and change the course content a llttle

bit each time. Varlety In tralning keeps the

Interest/learning curve hlgher.

Institutions should provide workers with a clear
descriptlon of advancement opportunitles. Promotlons should
make sense to the workers and be based on performance and
not popularity or prejudice. Organizatlons which offer
advancement for workers in a falr, understandable fashlon
are less prone to burnout. When advancement for nighly
stressful Jobs 18 not avallable, organlzations should employ
other mechanisms for rewarding the employee, such as pay

Increases, beneflts, and extra vacatlon tlme.

meanlpa and slanlflcance

Plnes and others (1981) sald organizatlons should
recognlze and explaln the meanlng In indlvidual’s Jobs to
make the Indlvidual’s feel thelr work 1S Important. We all
know about *the war effort," or doing It "for the Glpper."
It 1s Important that workers know that what they are dolng

is meanlngful - to them, thelr cllents, and to the



Burnout
132

organlzation. It is particularly important In professlons
where the results are abstract, long term, and dlfflcuit to
discern. People want to feel that they are slaonlflcant In
the place they spent the greatest amount of time. Many
people’s self-ldentlty 1s wrapped up In thelr work
performance. Anything, an organizatlon may do to bestow on

workers that thelr contrlbution s meaningful and

slgnlficant, wlll reduce the Influence of burnout.

stresgs levels

It 18 recognized that stress ls normal In 1lfe and In
the workplace. However, It ls In the best interest for
organlizatlons to keep stress at a level which promotes
max imum productlon and excltes workers, rather than wears
them out. Organlzatlions should 1imit the time lnvolved In
stressful actlvitles: otherwise, fatlgue and boredom are
possible (Pilnes et al., 1981). Rigld constralnts on how
one 1s to do one’s Job create high levels of stress. A good
antldote to high stress and Inflexlbllity 1s humor (Plnes et
al., 1981; Carlson, 1989), It Is Important to have a "1lght
moment" durlng very stressful perlods. One need only review
the motlon plcture, or television serles, titled "M.A.S.H."
to reallze the value of humor In combattling stress. Humor,
often on the verge of belng ridiculous, was the saving grace
for doctors, nurses, and thelr staffs, under the most

stressful condition lmaglnable. It could be sald that
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somet lmes lnsane humor puts sanlty back Into an Insane

sltuation. Shared humor is an excellent burnout buffer.

Voluck and Abramson (1987) suggested organlizatlons may
help reduce stréss levels by first Insuring employees flt
the Job requlrement, and then malntalning employee wellness
and asslstance programs. McCullough €(1987) sald
organlzations should glve employees an organlzed way to show
frustrations and concerns. Glving employees a constructlve
way to blow off steam Is a very effective buffer. There has
been less burnout found In organlizatlons which allow staff
to express feellngs (Plnes et al., 1981), Companlies, whilch
provide athletlc teams for thelr employees have long known
the beneflts of fellowshlp toward commltment, loyalty,
communlicatlion, and stress reduction. Dalzell (1988)
suggested the granting of qulet time to employees, and allow
them to get Involved In a different facet of the
organlzation. Walsh ¢1987), thought organizatlions should
demand employees In hlgh stress Jobs use thelr vacatlon

days.
recoanltion and feedback.

Supervisors who support employees and treat them as
col leagues sSeem to break the functional llnk between stress
and burncut (Dworkin, 1985). Workers who feel they are
recognlzed and provided falr, tlmely feedback on thelr

performance experlence less Stress from worry over thelr
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competency. Former New York Clty Mayor Koch, holder of what
was regarded as the secpnd hardest Job In American, was

famous for always asklng "How am I dolng?" Of course, he haa

thousands of people who were eager to tell him.

Brlef (1980) reported stress could be avolded by
developlng a vlable performance appralsal system. Reguiar
feedback on performance helps keep employee expectatlons
reallstle (McCullough, 1987). Bachmeyer (1988) suggested
organlzations should evaluate performance not personalltles;
should use a formal, understandable procedure; and provide
feedback In a regular and timely fashlon to the worker, He
continued by suggesting organlizations should communicate
staff performance on an Informal, ongolng basls. He
suggested that one must glve credlt and critlclism, belng
generous wWith pralse and recognltlon when deserved and

criticizing falrly with respect.

Plnes and others (1981) suggested the lmprovement of
communicatlion patterns In an organizatlions - from top to
bottom, from bottom to top, and among peers - not only
reduces stress from the feelling of belng left out, but
improves productlvity and a feelling of ownership. Walsh
(1987) suggested organizatlons should provide a place and a
bulletln board for staff to gather and share Informatlon.
Dalzell €(1988) encouraged superlor Inltlating conversatlons

with thelr staff and communlicating regularly. He contlnued
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by suggesting organizations should keep an "open door"
pollcy with employees, motlivate employees to work hard by
setting the example, and not belng afrald to learn from
emplovees and letting employees know It. He finished by
reminding supervisors to never be negatlve. Good publlic
relatlons are as Important inside an organlizatlon as they

are to the general publlic. Human relatlcns and positive

feedback helps avold burnout among workers (Sarros, 1988).

A novel ltem which has been used successfully In
helping workers recognlze and cope wlth stress ls a color
"gtress card" (Solomon, 1989>. The plastic credit card has
a green colored square to which an Indlvidual presses one’s
thumb. If the square turns black, one knows he or she Is
stressed out and should stop and relax. If the square turns
red, the Individual ls warned to slow down. If It remalns
green or turns blue, the indlvidual may proceed "full steam
ahead." The card may not be clinlically accurate, but |t does
glve the Individual a quick evaluation device. Plus, the
free card makes the Individual feel gocd about an

organization which expresses concern over one’s well-belng.
support and rewards

Rewards and support are buffers agalnst burnout (Plnes
et al., 1981). Therefore, supervisors should Increase their
support of thelr employees, and should establish soclal

support systems at work (Constable & Russell, 1986;: Farber,
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1983). Soclal support systems Involve a network of peers,
famlly, and frlends who valldate the self worth of an
Iindividual which iIs usually lackling at work (Farber, 1983,
Clouse and Whltaker (1981) proposed that colleglal support

malntains comm!tment and enthusiasm. !'nderwood (1986) found

‘Institutlionallzed sources of support play a greater role In

minimizing Job stress and burnout than lnformal.soclal

support. 1f workers feel they are cared for and supported
they can deal with higher than normal stress (Plnes et al.,
1981). They contlnued by stating people with strong soclal

systems are well-protected from burnout.

Pines and others (1981) suggested organlzatlons may
make awards, salary Increases, and promotions as part of
thelr policles for good performa.ce. Creatlng a formallzed
reward system will help avold stress burnout (Brlef, 1980).
Trunch ¢(1980) suggested providing Incentives for meritorlous
performance. However, organizatlions should never reward thre
completion of a dirty, thankless Job with more dirty,
thankless work (Plnes et al., 1981). Plnes and others
(1981) found that |f the rewards are great enough, people

will overlide high levels of stress.

The Center for Publlc Sector Labor Relatlons (1984)
suggested the creation of self-help groups by organizations.
Equally Important, organlzations need to be able to ease

people In and out of the work settling. Support in elther
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process Is critical to prevent further loss In the
individual and the spreading of negatlve stress to others In
the organizatlon. Palne (1982) asserted lndlviduals should
not be thrown out of the boat without knowledge of how to

swim In the currents.
e chi

"“Time outs" are crlitlical for Indlviduals In slituatlons
of great emotlonal straln (Plnes et al., 1981). Plnes and
others (1981) suggested that "time outs" may be somethlng In
addltlon to a coffee breaks. They may be a change to a less
stressful asslgnment or allowlng someone else take over the
tough Job for whlle., Breaks may Include glving the staff a
varlety of tasks, rather than the same Job day In and day
out. Out of respect for the Ilmportance and commitment of a
worker, organlizatlons should allow reasonable voluntary time
outs by the worker (Plnes et al., 1981). Plnes and others
contlnued that 1f the severlty of a task ls great, the

worker’s time of involvement should be reduced.

Sabbaticals are good buffers to burnout (Center for
Public Sector Labor Relatlons, 1984; Schellhardt, 1989:
Squires, 1988), Sabbatlicals are especlally beneflclal for
indlviduals who have been In the same positlion for several
years and advancement 1s unilkely, Sabbatlcals are rewards
tor service which will return a fresh recommitted employee

to the organlzatlon.
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participation and autonomy

Organlzatlons may increase a sense of control by
decentrallzing authority and involving people at all levels
in declslon making (Plnes et al, 1981). One feature which
may have propelled Japanese productlon to the forefront of
today’s economy s participatory management. "Quallty
circles" have workers representatlive from each stage of
productlon.and management sitting together with equal volce
to make declsions. Particlpatory management ls frequently
found In computer and "Slllcon Valley" companles. Although
the ldea of particlpatory management orlglnéted In America
with W. E. Deming, our lndustries have been slow to adopt

the process.

Frymlier ¢(1987) suggested superlors should increase the
declslon making powers of thelr workers. They should glve
staff a sense of empowerment by letting them to partlclpate
in setting organlzatlion goals (Plnes et al., 1981). Trunch
(1980) suggested allowlng workers to declde what they should
do and help supervise each others performance . Emphasis on
teamwork and shared responsibllity evenly distributes stress
among the particlipants. Allowlng workers to particlpate In
decislon making leads to a feellng of autonomy and control
with an Increase In Indlvidual performance and morale

(Rayner, & Prath, 1977).
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What can the leadershlip In organizatlons do? They can
provide positlve feedback and faclllitate relationships
between all levels of the organization. They can llsten and
communlcate eff?ctlvely. Leaders can ellmlinate unnecessary
steps and "red tape," and reduce or vary the workload. They
can flt the person to the Job properly, and traln
indlviduals how to be productive and cope with stress. They
can establlsh meaningful and slgniflcant roles through

reallistic, clearly stated expectatlons.

Adding ltems to my 1lst of suggestlons, Dalzell (1988)
offers the followlng suggestions to organlzation leaders.
Leaders can be understanding of employee problems and value
their Input. They can pay a good wage, Leadefs can exhlblt
concern for thelr workers. They should pnever vell at
employees. Flnally, leaders should demonstrate zeal In

everything they do.

Palne ¢(1982) stateed organizatlons In thls country need
to discover the Importance of vision management: where
shared visions and goals permeate the workplace; where the
unlaueness and strengths of each person becomes an asset of
the organizatlon; and where an environment emphaslzes one’s
assets and addresses one’s weaknesses. Organlzatlons must
recognize that thelr staff today will probably be thelr
gstaff In one year or even flve years from now (Palne, 1982).

How well that staff |s equlpped to prevent stress, and
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contlinue to maintaln a feellng of commltment, loyalty, and
worth, will determine the productive well-belng of the
organlization In the future. AS burnout becomes a pervaslve
phenomenon preventing workers from quallty productlon,

organizations will fund Interventlions.

Organizatlions should try thelr best to Instill In each
employee a sense of "Joy" In what he or she |s dolng. They
should glve employees something to look forward to, and not
to dread (Palne, 1982)., Leaders should spend some tlime
dreaming with thelr employees, and get them really exclted

about what they are dolng (Dalzell, 1988),

Socletal

One may view burnout as a socletal dysfunctlon (Palne,
1982). Some Interveritions and preventlve measures must be
the responslibllity of our soclety. Although the
interventions may be stressful to the status quo, In the
long run the costs of these Interventlions will he much less
costly than the effects of burnout (Paine, 1982). There are
cultures 1lke Japan where Intlatlive |3 rewarded, and an
indlvidual 18 not discouraged from trylng. Although
expectatlons and workloads may be hligh, burnout does not
appear as frequently as It does In our culture. AR
integrated employee-management r¢ atlonshlp seems to provlide
an environment which retards the burnout process. It ls the

responsibllity of our soclety to carefully look at the
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( burnout problem and how It 1s effecting our gross natlonal
product, especlally our human resource capltal. Upon
learning the high cost of burnout, government must provlde
financlal and other support for medlical, psychological, and
soclologlcal research of the causes, effects, and management
of work stress (Greenwood & Greenwood, 1979). Greenwood and
Greenwood also felt government should provide a data base,
just as It does for educatlon or agriculture, on the
incldence of burnout and the effect of coplng strategles.
Finally, they stated government should provide Incentlives to
organlzations which consistently lllustrate the reductlon of
stress among |ts workers. Perhaps, government should assess
st1ff penaltles to organlizatlions which have excesslve
c burnout and rob our human resource capital. Cltlzens should
call upon our law makers and enforcers to adapt effectlve
pollcles for the reductlion of distress and the development

of eustress In the workplace (Greenwood & Greenwood, 1979).

Summary

In the care, treatment, and preventlon of burnout the
reoccurring theme 1s "control and balance" between
expectatlon and performance. Burnout Is treatable and
preventable. prever. changes and !nterventlons must occur
on all levels - Indlvidual, organizational and socletal.
There are as many sStrategles as obstacles and causes for

burnout. Stress and burnout must contlinue as a focus for
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researchers and praccitloners. The survival of the human
race, as we would llke It to be, depends on the successful

management of stress and burnout.

Research

Since the term "burnout' was colined by Freudenberger In
1974, the phencmenon has been embraced by researchers and
the ogeneral publlic (Sllverman, 1988). Although most
burnout research has occurred within the last two decades.
thousands of projects and articles have been produced on the

sublect.

Howevever, deflnltions of burnout contlnue to be wlde
in varlety. There 1S no consensus on a slmple generic
descriptlion of burnout because It 1s encountered In many
different flelds of Inquiry, each Interpreting the
phenomenon from !ts own perspectlve. Most research has been
descriptive and qualltatlve with very 1lttle experimental
data belng produced. The primary focus has been to ldentlfy
stressors which contrlibute to burnout (Robertson, 1988), and
very llttle tocus on the degree of Interrelatlons or
Interactions. Although most of the descriptions of burnout
have been In the human services, research has begun to
ident1fy and describe burnout In other areas of the human

endeavor.
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M nst

Freudenberger’s (1975) orlglnal research was primarlly
qualltative and naturallstic. He noted a common Set of
expressions among cllents he counseled and deveioped hls
theorles from those observations. The relnforcement of the
theorles came from further observatlions through hls clinlcal

practlice,

Christina Maslach was a ploneer methodologlist In
burnout (Palne, 1982) and produced the most wlidely used
Instrument and scale. The Maslach Burnout Inventorv ,"MBI,"
which Maslach developed with Susan Jackson (Maslach &
Jackson, 1981), ls a standardlzed scale measure of three
aspects of the burnout syndrome; emotlonal exhaustlon,
depersonallzatlon, and [reduced] personal accompllshment.
The questlonalre survey has be found to be rellable and
valld by many studles (Ivanlckl and Schwab, 1981; Koeske and
Koeske, 1989; Pelsma, 1989),

Hackman and Oldham ¢1975) produced the Job Dlaanostic
Survey, a scaled measure. The survey related Job deslgn
varlables to worker motlvatlon and productivity. The
instrument reflected the theoretlical framework of the
cybernet!c model proposed by Hackman and Oldham €1975). The
Instrument has been used Several tlimes In conjunctlon wlith
the MBI, and has been Invaluable In the study of burnout

varlables (Farber, 1983),
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R. Wllburn Clouse and Katherine Whitaker developed

the Career Attltude Inventory (Clouse and Whitaker, 1981),

"CAI" which Clouse Improved to become the Burnout Assessment

Inventory, "BAI," of stress and career burnout (Clouse,
1982a). The Instrument has an 82 item questlonalre with a
1lkert scale response. It a!so has a 18 ltem questlonalre
on demographlc Informaticn., He employed an lnventory
approach to measure three stages, or subscales which seem
be unlversal In burnout. The subscales are enthuslasm,
frustration, and allenatlon. Usling a subscale scorling of
to 100, low to high, he developed a burnout proflie. The
proflle ranges from the "model employee" to belng "burned
out". Immediate stages Include the "prime candldate,
complacent, confused, and scorched." The "CAI" and "BAI,"
based on ltem analysls and factor analysls, appears to be
rellable and valld. Clouse’s Instruments have been widely
employed to study burnout (Robertson, 1988; Plerce, 1982;
whitaker, 1981: Youree, 1984; Singer, 1984; Allen, 1982;

and Plerce, 1982).

Levin ¢(1980) presented an evaluatlve Instrument for

to

measuring burnout among Individuals and environments using a

nominal scale (Allen, 1982). Plnes and others (1981)
created the Tedlum Test which conslsted of a quest lonalre
survey to dlagnose how one feels about work and about 11l fe

Using a llkert-1lke scale, one could perform a
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self-dlagnoslis to determine thelr level of tedlum (Plnes et

al., 19815,

Robert Golemblewsk! (Golenblewsk! and Munzenrlder,
1988)>, a major éontrlbutor in organlzatlional development,
"OD," and Munzenrlider took the MBI, and developed the Phases
of Burnout Model as a measurling device. Golemblewskl
proposed burnout could occur at varylng phases. He took the
three MBI subcales and deflned the phases of burnout In
elght possible comblinatlons of low or high scores of the
subscales. Golemblewsk! and Rountree (1986) adminlstered
the Maslach Burnout Inventory to 2123 employeesS of a
corporate chaln’s retlirement communitles and found
valldation for Golemblewsk!’s phases model, and that
workplace characteristics varied with the phases of burnout.
However, Golemblewsk!l’s phase model been seriousiy

quest ioned (Burke, 1989; Gloemblewsk], 1989; Lelter 1989).

Freudenberger, Masiach and Jackson, and Clouse and
whitaker have provided the major methodologles and
instruments In burnout. Most other current Instruments are
very simllar to the landmark instruments mentloned above.
Several other Instruments which have been developed will be

mentlioned In the current studles section of this paper.

Obstacles to burnout research exlist. Burnout is stlll
considered pop psychology by many researchers, but many

others are Jolning the search. In higher educatlon, the
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largest body of researchers, resistance ls strong ( Palne,
19825. They are afrald burnout researchers mlgcht polnt
fingers of blame at faculty and educatlonal Institutlions, so
they prevent researchers from assessing currlcular
interventions which would add needed informatlion to
professional tralning. It Is argued that burnout research
has been primarlly from a psychological view and could be
made stronger by lncluding more concepts from soclology
(Handy, 1968). Regardless, more burnout research |s needed
particularly beyond exploratory. Also, the careful

assessment of the burnout constructs requlre long term,

careful ly desligned study (Palne, 1982),

Studles

In the earller days of research, the ploneer
investlgators looked primarlily to the helplng professions.
Freudenberger (1977) studled day care workers, Maslach and
Jackson (1979) studlied pollice persons, Mitchell <1977)
looked at consultants, Vash (1980> Investlgated school
administrators, Gehrman (1981) and Levin (1981) looked at
dentistry, and Clouse and Whitaker <(1981) first looked at
teachers. Although many researchers shled away from burnout
as a fad, many others have become very !nterested In the
phenomenon. Today, burnout s generally recognlzed as a

unlque syndrome worthy of Investlgatlon.
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The body of research related to stress and burnout
grows dally. So much llterature !s now avallable that one
person could not possibly read all that iIs In print. Even
If one were current, new Informatlion lIs belng publlshed
faster than It can be reviewed, Most research has occurred
in the human services, such as teachlng, nursing, and soclal
services. However, In the last decade other areas of work
and human experlience have been studled. The followlng
descriptlions are Intended to reflect what 18 currently known
about the characteristics and extent of burnout In our

soclety - who was studled by whom, what Instruments were

used, and what were the flndlngs?

General

T. F. Rlggar (1985) produced ar annotated
bibllography which examlned, In consliderable detall, the
most relevant llterature on burnout up to 1983, In
addltlon to summarles of the best publlications culled from
thousands of pleces Investlgated, the volume has a
comprehensive compendium which ldentifles
authors/researchers with each major area of burnout: slans

and symptoms, causes and sources, and coplng gstrategles,

Education

Wangberg (1984) used a survey questionalre to study 255

elementary school teacher3. It was dlscovered forty percent
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( would not choose educatlon as a profession lf they could
start over. Thelr concerns were poor working condltlons,
paperwork, decllining status of teachers, and lack of Job
alternatives. The study led to the development of the
Teacher Stress Scale, “TSS," whlch measures nine factors of
teacher stress and Job dissatlsfactlon. Hanchey and Brown
(1989) used three questlonalres to study 136 klndergarten
through elghth grade teachers for multldimensional factors

of burnout. The relatlonship of the factors and burnout

were dliscussed,

Wwhiltaker (1981) used the CAI to survey teachers. She

found low levels of burnout and thought the concern over

<:: burnout mlight have been overestlmated. Raquepan and deHaas
(1984) used the MBI wlith 101 Hlgh school teachers. They
found no relatlonshlp between burnout and demographlcs, but
attltudes to leave were related to all three subscales. The

; more time one had spent In a Job, the less 11lkely they would

: leave. They also found burnout causes were: lack of
administrative support, lack of parent and communlity
support, workload, low student motivatlion, and disclplline
problems. Farber (1984) used the Teacher Attltude Survey,
and a modlfication of the MBI, to study 265 suburban
teachers, 34-44 years old., He found 20-25% vulnerable to
burnout, 10-15% already burned out. OStressors found were
excessive paperwork, unsuccessful adminlstrative meetlings,

(‘ and lack of advancement. He found the same results In his
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earller (Farber 1982) study of 398 teachers In New York and
New Jersey. DiGeronimo (1985) argued boredom was a major

factor In burnout among teachers.

Barnett (1§85) dld a case study of 210 teachers who had
resigned durlng the 1984-84 academic year from a
southeastern metropolltan school system. The maln reason
for reslgnlng was Job dissatlisfaction (21%>. They clted
poor administratlion, poor disciplline, llttle control, large
classes, uncooperatlve parents, stressful atmosphere, and

medlocrity as the sources of thelr frustratlons.

Sarros (1986) studled teachers In Canada. Teachers
were found to have feellng of lack of personal
accompl |shment from poor feedback, Interactlons wlth
students, demorallzed self-concept, pocor advancement
opportunitles, and negative publlc and parent attltudes.
Calabrese (1986) studled publlc school teachers. He found a
high degree of lsolatlon from peers, feellng of no control,
and lack of involvement in declislon making. Russell,
Altmaler, and Van Velzen ¢1987) malled a survey to teachers
in lowa. They found age, sex, and grade level of teachlng,
number of stressful events, and soclal support were
predictors of burnout. The legs vulnerable teachers had

support lve supervlisors and positive feedback.

Sl1verman (1988) examined twenty-nine male and

f1fty-flve female teachers with the MBI. He found teachers
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(wi take credlt for good events but felt lack of control over
thé events. They dld not take credit for fallures. Females
were slgnlfi~antly more burned out, and young teachers felt
burnout more frequently. Frlesen and others (1988) used
qga}ltatlve and quantitatlve methods to suivey 1211 teachers
1n“western Canada. They found factors other than work
stress may lead to burnout. These factors may lnclude
astatus dissatlsfactlon and depersonallzatlon. Holmes and
others (1988) surveyed 580 classroom teachers In elementary,

5 Junlor, and senlor hlgh schools. He found a hlgh percentage

Uof Job dlssatlsfaction. Factors Influenclng reglgnatlon
.geclslons were: salary, non-instructional dutles,
Insufficlent materlals and faci:litles, lack of rewards and

C!, llttle autonomy, adminlstratlon problems, lack of status and
respect, dlsciplline problems, low morale, and lack of
support from parents and the communlty. Brlssle and others
(1988) studled teachers to find environmental factors, such
as organlzational rlgldity and support from princlpal and

pears strongly related to burnout.

Burke (1989, usling the Chernliss model, studled 833
teachers. He found work Settlng characterlstlcs In concert
wlih personal varlables contrlbute to stress. Gold (1989),
through a llterature revliew, proposed lnductlon programs to
reduce stress and burnout. She suggested providing semlnars

to retaln bealnning teachers. Gold and Bachelor (1988)>
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found sligns of burnout among practice teachers during thelr

training period.
Special FEducation

Olson and Matuskey (1982) Investligated 173 learning
disablllty teachers who self reported belng stressed.
Stress related factors Included excesslve paperwork,
Inadequate salary, poor disciplline, Inadeguate planning
time, student attltude, and hligh student load. Demographlics
had 1lttle relationship to burnout. Educatlonal preparatlon
was related to burnout. . Plerce (1982) used the CAI to
survey speclal education teachers and found the majorlty of
respondents were In the burnout process. Identifled
stressors were excessive paperwork, lack of communlcatlons,
lack of administrative support, and felt powerlessness. Cyr
(1988 used the MBI to study speclal educatlon teachers and
found teachers and administrators do not agree on the same
varlables as stress reducers. Robertson (1988) used the BAI
and studled speclal educatlion teachers of hlgh school
pehavior-disordered chlldren. She found the teachers
exhiblted moderately hlgh levels exhaustlon, frustratlion,
and anxlety. More than a third of the respondents were In
the burnout orocess., Frustration was more related to
professlional and personal lssues organizatlonal lssues. No
algnl ficant differences were found relating to age, level of

educatlon, experlence, or years In current position. More
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medical problems were found In burnout victims. She found
lack of feedback, poor supervision, demanding role
perceptlons, lnadequate support systems, Interpersonal
confllcts, feellngs of powerlessness, lack of short term

criterla for success to burnout. The strongest !ndicator

of burnout was a feellng of lack of control.

Beasley and others (1983) used the MBI, the JStress
Proflle for Teachers, and a demographlc and Job-related
quest lonalre to study 606 regular and speclal education
teachers In Utah. No dlfference In burnout was found
between regular and speclal education teachers. Scorlng was
in the moderate range of burnout, less than 3% were hlgh In
burnout. Demographlic and Job related varlables did not show
relatlionshlp to burnout. Chernliss (1988) studled the
relationshlp between supervisory behavior and staff burncout
in schools for the severely retarded. Lower burnout was
found among those who spent more tlme planning and
coordinating actlivities than those who spent more time
observing classroom activity. Also, those who spent more
time with superlors talking about work related problems than

administratlve 1ssues showed less burnout.

Shea (1990) used the MBI to study 215 female learning
disabllitles teachers. Burnout related factors were hlgh

demands, and no support from parents and administrators.
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Teachers who shared assegssment dutles with other

professionals showed less exhaustlon.

Coaches

Sisley (1987) reported teachers and coaches are
particularly susceptible to burnout due to role confllct,
amblgulty, and overload. Dale and Welnberg (1989) used the
MBI, the Leader Behavlor Descrlption Ouestlonaire, the
Marlowe-Crowne Soclal Deslrabllity Scale, and a demographic
data sheet to study 232 male and 69 female hlgh school and
college coaches. They found subjects who exhlblted a
consideration style of leadership behavior scored hlgher In
emot lonal exhaustion and depersonalizatlion. Men scored

slgniflicantly hlgher than females in depersonal izatlion.

Administrators

Wrioht and Thomas (1982) studled 171 school
psychologlists and found tension and the propensity to leave
the professlion was related to the need for role clarlty.
Personal characteristlics and organizatlonal slze were not

factors.

Clark and Smlith (1987), using the MBI, studled 122
assistant directors and district supervisors of the
cooperative extenslon service In north central Ohlo. One
f1£th of the respondents showed hligh levels of burnout.

Demographlics had 1ittle relatlionshlp to burnout, The



Burnout
154
majority of the respondents had low levels of stress,
although asslistant directors had the most work overload.
The majority of the administrators were satlisfled with their

Jobs.

Sarros and Frlesen (1987) studled 128 school based
administrators In a large Canadlan suburban school dlstrict,
Using the MBI and a demographlic questlonalre, he found major
burnout factors included work load, Interpersonal
relatlonshlps, and lack of posltive feedback. Predictors of
burnout were overall work stress, status and recognltion,
and dlssatlsfactlion with Interpersonal relationshlps.
Thirty-four percent had hlgher than normal levels of

personal accompllshment burnout .

Princlipals and Superintendents

Croft (1983) recelved 3389 completed questlonalres from
teachers In the south west. He found there was llttle
support for princlpal’s attltude in gulding teacher
behavior. Role allenatlon plays a major role because
princlpals feel 1lttle control. Conaway and Coleman (1984)
In an artlcle, stated princlpals may experlence stress from
interpersonal clashes and confllcts, excesslve
adminlstrative responsibliities, time constralnts, and

confllcting role expectatlions.
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Friesen (1986) used the MBI and three open-ended
questlionalre ltems to Investlgate burnout among 190
principals and vice principals. He fuund emotlonal
exhaustion burnout could be predicted by overall Job stress,
status and recognltion, work load, and lack of Job
challenge. Depersonallizatlon burnout could be predicted by
status, and lack of Job challenge. Personal accompllshment
burnout could be predicted by overall Job stress and
satlsfactlon with status and recognitlon. Whitesell (1987)
used the Minnesota Satlsfaction Questlonalre to study 452
school superintendents In Texas. Lowest satisfactlon was
assoclate with no chance for advancement, pralse not

recelved, low pay In relatlonship to workload, and the

sklills of the school board.

ina - »

Sarros (1986) studled 128 adminlstrators and 635
teachers in western Canada urban schools using the MBI,
Feellngs of overextension and exhaustion were related to
insufficlent time, workload, and central offlce
expectations, Negatlve attltudes were assoclated wlth
Interpersonal relations, negatlive publlc oplinlon, and poor
feedback. Feellngs of lack of accomplishment were related
to poor feedback, student relatlions, low morale, poor
advancement opportunlitles, and negatlve parental and publlc

attltudes.
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Greenglass and Burke (1988), using the MBI,

Investigated 229 female and 327 male teachers and
administrators.. They found females had slgniflcantly more
depresslion and headaches than males. Burnout among females
was caused by role confllct, marital dissatlsfactlon, work
sources of stress, and lack of soclal support. In males,
the causes were sStress, lack of competence, and problems

with students.

Byrne (1989) studled 98 elementary, 163 Intermediate,
162 secondary, and 218 college teachers In Ottawa. He
found by using multlgroup comparlsons, the test Instrument,
MBI, had very sound psychometrlc propertles with teachers up

through secondary level, less sound among col lege teachers,

Communlty Colleage

In 1988, The Offlce of Educatlonal Research and
Improvement reported on a varlety of constructs and measures
regarding Job satlsfactlon among community college faculty.
Concerns were lack of preparatlon tlme, lack of recognlitlion
for professional arowth, and tack of support for
instructlion. Faculty stegnatlion was a majer concern.
Recommendatlons Inciuded encouraglng variety In tasks,
restructurling sabbztlcals to facilltate retralnling, and
using salarles and bonuses to recognize teachlng excellence

in tanglble ways.
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Kelly €1988), using research at Humber College,

Ontarlo, reported on problems in communlity colleges of the
United States and Canada. Burnout was a llsted problem.
Leadershlp and organizational cllimate are Important factors
of burnout. Recommendatlions Included lmprov!ng teacher
effectiveness through dlirection by middle management,
support ing professional growth, Instllling a sense of

purpose, facllltating cooperation across all levels and

areas of the college, and providing a positlve climate.

Upnlversity

Seldin (1987), through a lliterature review of the
college professor, stated the profeésor deals with hlgh
jevels of stress. The sources of such stress comes from
lack of partliclpation In declslon making, work overload, low
pay, poor working condltlons, Inadequate recognltlon,
unreallzed career expectatlons, and unsatlsfactory
interactions. McMillan (1987) reported that tenslon and
anxlety makes the academic 1l1fe dlifflcult., Pressures come
from competition, low pay, poor workling condltlons, tlght
resources, lessened moblllity, growth In part-time
positions, and hlgh self-expectatlons. Anderson and Cole
(1988) echoed the clalm that academic burnout results from
hign levels of stress. Machell (1989) examlned professorial
melancholy characterlzed by the negatlon of motlvation,

attltude and self-esteem, He also reviewed the literature
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on alcoho! and drug use among faulty. Gappa (1987) found
part-time faculty stressed because institutlonal policles
and practices are designed to sult the college and full-time

personnel .

Seltzer and Numerof (1988) Investloated 256 MBA
students using the Glllesple-Numerof Burnout Inventory and
The Leader Behavior Descriptlion Questionalre to determine
the burnout effect of the supervisor/subordlnate
relatlionship. Low autonomy, low conslderatlon, may be
contributors to burnout. Simply, measurlng supervlisor
support may not be able to determine the relatlonshlp
between burnout and leader behavior. Neumann, Neumann, and
Relichel (1990 In thelr study found that students
experlenced burnout In relatlonship to the quallty of their

learning experience.
Library

Burnout was found among 1lbrarians (Bunge, 1989;
Patterson and Howell, 1990) and llbrary admlnlstrators
(Smith, Bybee, and Ralsh, 1988). Taler (1984) malled
questlionalres to 90 library directors In New York State.

Out of the 40 replles, he found 65% percelved burnout In
thelr staff and that stress and frustratlon were the most
notable sians of burnout, He concluded burnout deflinlitely
ex|sted among )lbrary professional staff. Nelson (1987) and

Sloane (1988) reported burnout among law llbrarlans.
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Vocation supervisors

Barrlck (1989) Investlgated 185 Ohlo vocatlonal
supervisors with the MBI and the Bravfleld-Rothe Job
Satlsfactlion Index. The majorlty of supervlisors were
experlencing high levels of burnout, emotlonal exhaustlion,

and depersonallzatlion.

Nursipa

Jones (1981) gave an anonymous survey to 31 nurses.
The Staff Burnout Scale and the Personnel Selectlon
Inventory were adminlistered to measure burnout levels and
attltudes, values, and perceptlons toward theft. He found
those who dld not strictly adhere to work-break schedules
extended thelr breaks without permission by an average of
twenty-flve minutes. The same Indlviduals scored hlgher on
dishonesty, and had s!gnlflcantly hlgher burnout ratlings.
Lowman (1984) studled Intenslve care nurses and found
burnout was related to age, mental status, salary,

educatlon, and nursing experlence.

Cronln-Stubbs and Brophy (1985) lnvestlgated female
nurses. They administered the Norbeck Socjal Support
Questlopnalre, The Llfe Experlence Survey, a nursing stress
scale, and a staff burnout scale to 666 psychliatrlc nurses,
65 operatlng room nurses, 74 Intenslve care nurses, and 91

medlical speclalty nurses. They found the number of hours at
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work negatively related to burnout. Calming prescription
drugs taken were related positively to burnout. Soclal
support systems and work Settlngs were related posltlively to
burnout. They Suggested valldation |s needed durlng

gstressful %imes at work.

Constable and Russell (1986) used the MBI to
investigate 310 mllitary nurses. They found determinants of
burnout were low Job enhancement; work pressure; task
orlentation; the lack of superlor support, autonomy,
clarlity, innovatlion, and physical comfort; and the
interactlon of support and Job enhancement. In college
nursing programs, Dick (1986) discovered faculty ldentifled
colleglal support, positlive feedback from dean or
supervisors, and partlclpatory management style as more
important buffers agalnst burnout than workload. Llipson and
Koehler €(1986) studied the actlvity In a psychlatric
emergency room. They found humor was the malnstay and the
major coplng mechanism, The subculture of the emergency room
reflected high fellowship, mutual respect, and a relatlively
demouratic role structure. Consultatlion was an ongolng

process wlth the sharing of control - or the lack of \t.

Tetrick and LaRocco (1987) studled 206 physlclans,
dentists, and nurses In a large naval hospltal. The study
tested a model which proposed |f one could understand,

predict, and control events in the work environment, ' e
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notentlal adverse effects assoclated wlth certaln work
condltlons could be reduced. They found understanding,
prediction, and control had direct relationships wlth
stress. None of the varlables had a slanlflcant dlrect

relatlonshlip with psychologlical well-belng.

Lelter and Maslach (1988) used the MBI to study 52
nurses ln prlvate hospltals. Results Indlicated emotlonal
exhaustlon leads to greater depersonallzatlion which, In
turn, leads to diminished personal accomplishment. Patterns
of contacts with peers and superlors relate to ali three
areas of burnout, Hlgh burnout was related to diminlshed
organlzatlonal commitment, and related to the Interpersonal
environment of the organlzatlon. Hare, Pratt, and Andrews
(1988) Investlgated six dimensions of burnout among 312
nurses In acute and long term care facllitles, The most
powerful predictors of burnout were work relatlonshlps,
tenslon-releasing, and lnctrumental problem-focused coplng.
They found burnout to be buth a personal and organlzatlonal
problem. Lelter (1988a) lnvestlgated 906 unlonlzed nurses
in Nova Scotl!a using a questlionalre whlich measured
organlzational commltment, aspects of the work settlng,
soclal support, and burnout. He founc soclal and
non-socla) stressors and supports were Independently

assoclated to workers perception of the workplace.
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{ Patenau-Jones (1988) Investlgated burnout In 379 nurses
by u.ing the MBI, then Interviewed 41 of the subjJects by
telephone. ICU nurses showed slonlflcantly hligher burnout
than other nurses, and hospltal support systems did not
predlict the level of burnout. Flfty-three precent of those

interviewed by telephone wanted the support group to be held

outside of the hospltal.

Harrls (1989) compared stress In Intenslve care nurses
to non-ICU nurses by reviewlng twenty studles. She
discovered 1ittle dlifference between the two groups
regarding burnout. Nurses who expressed the symptoms of
burnout were generally younger, less experlienced, less

c educated, less able to antliclipate work problems, and had
feellngs of allenation and powerlessness, as well as,
physical complalints. Nurses’ burnout and qulttling was
addressed by Firth and Britton (1989) and The Washlngton

Post ("Why nurses qult," 1988).
Dentistry

Allen ¢(1982) used the CAI to survey dental hyglenlsts
in Tennessee and found burnout In the sample.
Relatlonshlps were found between burnout and years of
experlence, salary, cllent suppcrt and lsolatlon,
cooperatlon and appreclatlon, and organlzatlonal structure,

such as tlme problems and workload of the offlce. Levin
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(1980) studied brunout among dentists and dental

hliglentlsts.
Hosplce

Schnelder (1987) dlscussed the hosplce professional and
strategles for managlng stress. Items discussed were
exceasive self Involvement, or self-abatement, flexlblllity,
and relationshlps with the professional self. Other
conslderations Included working condltlons, mature of tasks,
and changes In relatlonships. In a literature review, Ray,
Nichols, Michaei, and Perrltt, (1987) ldentlfled burnout
stressors In hosplce workers. The stressors Included
emotlonal Involvemert, lack of time to grleve, transference
with patlents, patlent/family confllcts, and the reallty of
death.,

Mental Health

Maslach and Plnes (1978) Investlgated 76 staff members
in San Franclsco mental health facllitles. Thelr
questlonalre results ldentlfled burnout factors. The longer
one worked !n the fleld the less they 1lked working wlth
patlents. The less successful, the more negatlve thelr
attitude to mental llliness., Maslach and Plnes recommended
reducing the work stress and allowlng professionals

temporary wilthdrawal.

167



Burnout

, 164

( : Savick! and Cooley (1987) used the MBI and the Work
Environment Scale to lnvestigate 94 mental health
professionals, aged 19 to 57 years. They found high levels
of burnout assoclated with strlict work pollicles and
restricted worker freedom, no flexliblllty, and deemphaslized
planning and effliclency. Low levels of burnout were found
in environments which had workers committed to thelr work,

worker cooperatlon and communication were encouraged, and

supervisors ware supportive.

Lelter (1988b), using the MBI, evaluated mental health
workers. The study showed hligh burnout for workers who
communlcated extensively about work but had few Informal,

CE, supportive relatlons wlth co-workers. A need exlsced for
peer supervision and supportlive, work-orlented
communlcatlion. Mlller, Stiff, and Ellls (1988)> used the MBI
to Investligate 417 psychlatric hospltal employees. They
concluded participation In decision maklng, and soclal
support, impact workplace stress and burnout. Bermudez
(1988) studled burnout among mental health professlonals In
two different cultures: hispanic and non-hlspanic. He used
the MBI and the Michlgan Organlzatlopal Assessment
Questlopalre. He found hispanics had slgnlflcantly lower

burnout than non-hispanlcs

Pavchotheraplsts and Paycholoalsts
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Farber €1982) conducted seml-structured Interviews of

60 psychotherapists. He found burnout factors Included work
overload, hlgh responsiblillity, Isolation, the slow pace of

work, and non-reclprocated attentlveness and glving,

Vincent ¢1989) studled 40 theraplsts: twenty classlifled
as "burned out" and twenty “not burned out." The MBI, the
Edwards Personal Preference Schedule, the Holmes/Rahe Stress
Test, and a screenling questionalre were used. The burned
out aroup had slagnlflcantly algher work related stress and

low Job satisfactlon scores.

Von Baeyer (1988) examined the progress of ten
psychologlical tralnees. At the beginning of the study he
used the Callfornla Personallty Inventorv, the Adiectlves
Check Llst, and the Backaround Information Questiopalre. At
monthly Intervals, he used the MBI, the State Tralt Anxlety
Inventorv, the Beck Depression Inventorv, and Elro-B COPE.
He found all tralnees had elevated Scores on burnout
measures and half of the subjJects had elevated scores on
anxlety and depression. Half of the group’s burnout scores
Increased for six months, the other half had Increases for
three months, then decreases. Personallty and demoaraphics
were sSlanlflicantly related to burnout, but not to depression
ard anxlety. Burnout scores dld decrease as tralnees
learned coplng mechanlsms to deal with the stresses of a

crisis clinic setting.
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Dther Helplna Professlons

Wade, Ccoley, and Savickl (1986) used a battery of
tests, including the MBI, to follow-up on a one year
longltude study of 46 helpling professionals, aged 22-57
vears. Those In the hlgher burnout category were found to
feel less soclal support from peers and superlors, and feel
the work setting more controlling. The hlgher burnout aroup
also took greater personal responsibllity for the outcome of

their cllents.

Soclal Workers

Jayarantne, Himled, and Chess (1988) used a ten-page
questionalre on burnout and soclal support to study 480
social workers. They found support systems within an
organizatlion beneflt those workers who used them, although
the use may not result In positlive outcomes. Respondents
were more llkely to use the support systems |f they

percelved a supportive work environment

Meverson (1989) used a range of qualltative methods,
Including a one-year observatlon, structured and
unstructured Interviews, and a questlonalre, to lnvestigate
61 soclal workers In five hospltals. He found cultural
forces relate to the Interpretation of amblgulty and

burnout. An organizatlion may contaln dlifferent cultures
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whlich constraln or )lberate how one may respond the work

setting.

Justice, Gold, and Kieln (1981) used a battery of tests
to Investigate 134 female and 54 male counselors and soclal
workers. They found negatlve llfe events may promote
burnout, whereas poslitlve events may act as buffers.

Promoting posltlive events reduces the 1lkellhood of burnout .

Koeske and Koeske (1989) evaluated the construct
valldlity of the MBI through elght years of study on 378
soclal workers. The flindings supported the valldlity of the
sub scales, but they suggested a reconceptuallzatlon of the
MBI to regard exhaustlion as an element of burnout and treat
accompl Ishment and depersonallization as related to, but not

elements, of burnout.

Developmentally Disabled

Daly-Barnes (1989) Investligated 182 cllent care workers
at a resldentlal faclllity for developmentally dlsabled
people. Using the MBI, the Personal Views Survey, and a
demographlcs questlonalre, she found a slgnlflicant Inverse
relatlonshlp between hardiness and burnout. The three
factors of hardlness are commltment, control, and challenge
which Includes a feellng of lnvolvement, a sense of control,
and an openess to changes. Workers who were hardler were

marrled for several years, had more chlldren, were better
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educated, and had not worked In the Settlng as long as
others.
Counselors

Elsenstat, Russelil, and Felner (1984) admiristered the
MBI and a Job-related tenslons scale to 168 workers In human
services programs In the northeastern Unlted States. They
found Job-enrlchlng characterlstlics related to Job
invo.vement, satlsfactlon, and accomplishment, but not to
emot lonal exhaustlon. Job stressors were found to be
related with higher levels of ' .otlonal exhaustion, but not
to Involvement or accompllshment. Feedback from cllents was
related to accompllshment and commitment to cllents.
Supervisor feedback was related to Job satlsfactlon.
Involvement with cllents was directly related to
vulnerabllity to stress, while Involvement with the Job was

a buffer to stress.

Maslach and Florlan ¢(1988) used the MBI and a
questlonalre about work to survey 38 rehablliltatlon
counselors. Emotional exhaustlon, related to work overload
and percelved lack of control and dissatlsfactlon with the
Job, was noted as the key component of burnout among the
counselors. Rimmerman (1989) administered the MBI to 40
beginning rehablllitation workers in Israel. Famlly support

and Job satlsfactlon were negatlvely related to the three
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burnout subscales. No slgniflicant relationshlps were found

between type of supervislion and burnout.

Rogers and Dodson (1988) used the MBI to lnvestlgate
burnout among 99 reglstered occupational theraplsts, aged
22-67 years. They found slanlflcant relatlonsnlps between
age and emotlonal exhaustlion and depersonallzatlon, and
vyears of work as a theraplst and depersonallzatlon and
personal accomp!lishment, and educatlon and emotlonal
exhaustlon and depersonallzation. Other factors Included
hours of direct contact with patlents and years in present

positlion.

Peterson (1989) used the Maslach Human Services Survey,
the Minnesota Satisfactlon Questlonalre, and a demographlc
data sheet to Investigate 85 addictlon counselors. Results
showed addlictlon counselors experlence comparable burnout
levels as other soclal service providers. Burnout factors
included role clarity, Job satisfactlon, and work settling.
Cyr ¢(1988) malled a burnout questionalre to crisis
interventlon counselors in Alaska to ldentlfy the role of
burnout and turnover. Results showed burnout was the most

freguent factor of turnover.

McCullough and O‘Brlen (1986) used the MBI to
investigate burnout among 98 service providers In a

department of youth and community Services, Burnout was
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found to be related to occupatlonal condlitlons, rather than

the make up of the !ndlvidual.

Cllent Care

Fugua and Couture (1986) adminlstered the MBI and the
Nowlcki-Strickliand Internal-External Control] Scale for
Adults to 120 daycare workers In 24 dlfferent centers.
Workers deallng with Infants expressed less stress than
those who worked with older chlldren. Partlclpation In
declision maklng, educatlon of workers, and experlence were
related to feellngs of emotlonal exhaustlon. Contrary to
previous finds, the number of chlldren served, avallablllty
of breaks, education of chlldren, and time spent In
non-chlld actlvitles were not related to burnout. Control
was a factor for personal accomplishment. Plaget (1988), In
an opinion paper, 1ists the stressors of a day care
director. They Included belng understaffed, overworked,
overstressed, underpald, and under appreclated. However, a
large number of daycare dlrectors are dolng very well

psychologlically.

Hl ldebrand and Seefeldt (1986) Investlgated 20
chlldcare teachers. Uslng the MBI and the Early Chllidhood
Environmental Ratlna Scale, they found no real relationshlp
between the quallty of the day care environment and burnout,

nor was there a relatlonshlp between turnover and burnout.
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Sprecht (1989) malled questionalre and assessment
packets to adult day care workers and 109 responded.
Findings Included that hlgher levels of burnout were
assoclated to dally hassles, and adult daycare workers
experience lower burnout levels than others In simllar
helplng professions. Environmental factors contributed to

burnout.

Thompson (1980) studlied 47 parents of group homes for
emotionally disturbed adolescents and found signlflicant
relatlonships between burnout and "away time" and support

systems of frlends, staff, and the organlzatlion.

Law Enforcement

Brown (1987) discussed how a probatlon offlcer’s
burnout harmfully lmpacts an organlzatlion. He suggests
reduclng Job s8tress, ellmlnating role amblgulty, and
excesslve workloads; and Increasing partliclipation In
declslon makling, flexlble work schedules and workloads,
opportunitles for professional development, and employee
recognition. He targets the supervisor as the person most

able to effect a positive change.

Digman, Barrera, and West (1986) used the MBI and a
battery of scales to Investigate burnout among 166 county
correctional offlcers. Stress factors whlch contrlbute to

pburnout Included role ambigulty, work load, and dlrect
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( contact with Inmates. Social support was found to be

primarily a preventlve measure which Indlrectly affects
purnout. Gerstein, Topp, and Correll (1987) lnvestlgated
164 correctlional personnel; using the person-envirormental
£1t model. They found burnout was more closely assoclated
to the workling environment then the person’s varlables.
Altering soclal networks and se ) f-expectations would not
reduce burnout. However, enhanclng contacts with Inmates
and clarlfylng work roles would. Drory and Shamlr (1988)>
studled prlson guards at four Israell faclllitles through
qguestionalres. They found Interorganlzational confllct and

. external varlables were directly related to Job satlsfactlion

and burnout.

Stevenson (1988) used a questlionalre packet which
included measures of soclal support, occupatlonal stress,
coplng strategles, and burnout to study 597 pollcemen In a
metropol ltan pollce department In the southwestern United

. States. He found white offlcers experlenced higher levels

of burnout than black offlcers. Col lege educated offlcers
had higher levels of burnout than thogse without a college
educatlion. Sergeants and Lieutenants experlienced
slgnlflcantly higher levels of burnout than dld recrults.

No gender relatlonships were found. Stressors related to
higher levels of burnout were soclal Isolatlon, raclal
tension, and sStralns and injuries. Esposlto (1989 used the

MBI and the General Information Questlonalre to explore
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stress among 25 pollcemen and thelr famllles which Included
teenaged chlldren. She found lesser degree of
accompllshment related to lesser degree of coheslon In the
famlly. Stress had a direct Impact on a famlily’s 1lfe and
particularly the relationshlp between the pollceman and a
teenage child. Smith (1989) used the MBI and the Family
Environment Scale among twenty-four marrled, experlenced
policemen having an oldest chlid, aged 10-15 years, and 10
inexperienced, marrled pollicemen. The study.supported the
police famlly proflle of belng more coheslve, less
expresslve, more Interdependent, and much more reglmented
with set rules and procedures to malntaln the famlly system.

The proflle became more developed as the pollceman Increased

in experlence and the child Increased In age.
Firefiahters

Gaza-MacMullen ¢1988) studled 100 male flreflghters who
completed Instrumenis Including the Jepkins Actlvity Survey,
the Mvers-Brlagas Type Indlcator, the Collett-Lester
Attltudes toward Death Scale, the Leader Behavlor
Descriptlon Questiopalre, the Job Descriptive Index,
Percelved Job Stress, The Coplng Inventory, Dvadlc
Adlustment Scale, and The MBI. She found percelved work
stress was directly related to burnout. Related stressors
included decreased Job satlsfaction, type "A" personallty,

and slingle marltal status. Job satlisfactlion was dlirectly
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related to conslderation leadershlp. Leadership was

directly relatad to structure.

Accountants

Senatra (1968) studied 54 male and 37 female publlc
accountants who worked for a member of the blg elght
accounting flrms. The major stressor was found to be role
confllct with 1t belng a concern for 64% of the males and
70% of the females. Role conflict could be reduced for
males through coordination, for females through sufficlent
authority to make declsions. Personal stressors were about
the same for males and females, Cook and Kelly (1988
reported tlme-budget pressures were major problems for
publlc accountants causing low Job satlsfactlon, and
turnover and resulted in poor data for planning and control.
Under-reported chargeable time reported increased from 45%
In 1982 up to as hlgh as 70% of the respondents In 1988,
Reduced quallty of audlt reported by accountants rose from
28% In 1983 to 43% In 1988, Plccoll, Emlg, and Hitebeltel
(1988) stated the primary causes of stress among public
accountants are work overload, tlme pressure, the current
economy demands to cut costs, and rigld accounting
standards. Women In accounting may experlence addltlional
stress from Job dlscrimination. Campbell, Sherldan, and
campbell (1988) reported on a 1985 study which indlcated 23%

of 221 accountants who responded experienced incredible
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stress durlng tax season. Although copling mechanisms
included takling time off, exerclise, and tlme with famlly,

these actlvitlee declined slaniflicantly durlng tax season.

Enalneers

Etzlon (1988) explored burnout and success In the
professional and private llves of ©1 male and 51 female
engineers. Results Indlcated that burnout was related to
the fi1t petween personal attributes and a person’s total
work-non-work environment. Males were better able to
Integrate work success with thelr private 1lves.
Work-non-work successes were compatlible for males, but
confllcts for females. Englneers needed career consultants
and human resource manager3 to be senslitlve to burnout

lssues.
Ministers

Kelley (1989) used the MBI and the Minlsterlal Support
Questlonalre, to survey 200 female pastors and 200 male
pastors of the Presbyterlan denominatlion in the Unlted
States. From 245 usable questlionalires, Kelley found women
scored sianlflcantly higher than men on the emotlonal
exhaustlon subscale. Women hau a longer Jjob search tlme
than men. Female pastors experlenced less acceptance from
church personne! and congregatlon members. Women felt they

recelved more pralse from slgnlflcant others than men

179



WPy r et e betq@u cutbe Brbrved = orure R

Burnout
176

pastors. Each of these factors were related to burnout.
Job satlsfactlion was a powerful Indicator of all types of
burnout. Dyment (1989) used the MEI and Welsmann’s
Dvsfunctional Atttitude Survey to survey overseas
missionaries. Of 1034 surveys malled, 424 useable surveys
we.e recelved from conservatlve Baptist missionarles In 33
countries. Dyment found unrealistlc expectatlions was a
strong factor for burnout. Perfectionlism was not a factor.

Demographlc factors were only weakly related to burnout, and

the need for clarity did not relate to burnout,.

Law

Jackson, Turner, and Brlef (1987) administered tie MBI
to study 391 publlic Service lawvyers. They found emotlonal
exhaustion was strongly assoclated with role confllict and
workload, feellngs of personal! accompllshment with soclal
support and Jcb level, and deperconallzatlon was assoclated
with role confllct and declslon making pollcles. All of
these factors were signiflcantly related to organizational
sommltment. Marcus (1987) reported why young lawyers would
leave the professlion, and Perazlich (1987) dlscussed burnout

among Judges.,

Business

Golemblewsk!, Hllles, and Daly (1987), using the eloht

phase model of the MBI and 10 work environment scales,
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gathered data on 31 members of the human resources staff of
a corporatlon. The surveys were administered flve tlmes
durlng a two-year perlod. An organlzatlonal development
program was Introduced which reduced the level of burnout
and Improved the characterlistics of the group and turnover.
Initlally, the employees exhiblted hlgh levels of burnout
whlch decreased durlng the tlme of Interventlions, and
remalned reduced for at least four months after the last
interventlon, although the purnout levels lncreased after
nine months and an organlzatlon change. However, the group
characteristics and turnover remalned the same. It was

cautloned that hlgh-stlmulus OD interventions mlght not

improve passive employees as It would active particlpants.

Sutton and Rafaell (1987) did a fleld study of 109
clerlcal workers. They found atmospheric and other
employees’ intruslons on an lndlvidual dld not necessarlly
produce a negatlve response. The Inrdlvidual was more 11kely
to refer the Intruslons more to the work setting than
reactlons to the work. Employees who percelved themselves
to have work overlioad had fewer reactlons to work
environmental condltlons because they seem to concentrate
more on thelr work and lanore the Intrusions. Willlams
(19685 used thz hardiness model to lnvestlgate 1476
employees who worked for an lnsurance and manufacturlng
company. Several flndlngs resulted. Stressors was

directly related to burnout, l111ness, and absenteelsm.
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Stress medlated slagnlflicant relatlionships with burnout and
absenteelsm. Llfe and work condltlons had greater !mpact on
burnout than events. Hardiness had slgnlflcant buffering

affects to burnout. Stress did affect hardlness. Hardlness

i|s relatlively stable over time. Past hardiness s a good

predictor for future hardiness. A person’s hardlness
determines how one will respond to stressors and the factors

of burnout.

Glles (1987) Interviewed 12 personnel directors and 18
of thelr subordinates. She found the directore lacked
general awareness of thelr own stresses and showed llittle
concern for the stresses subordinates encountered, although
directors had a clear understanding of stress. She found
the causes of stress Included role ambloulty, role confllct,
work overlcad, organlzatlonal pressures, management of
change, and personallty. Plnes and Aronson (1989),
Bellenger and Wllcox (1987), and Administrative Mapnagement
magazine (1988) discussed the high burnout levels found
among managers. Manacgers Madgazlpe (1989) lntervliewed
insurance managers and determined ways to avold belng
overcome by burnout. The suggestlons Included a high level
of planning, selecting highly motivated managers, and

remalning enthusiastlic about serving customers.

Hanks (1985) administered the MBI and a demographlc

questionalre to 152 business executlves. He found no
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slgniflicant dlfference In the levels of stress between large
and small companles, nor at different levels of management.
Sex and age were slonlflcant predlictors of burnout. Younger
employees experlenced less stress, Educatlion level was a
signiflicant predictor. Executlves with high levels of

educatlon percelved high leveis of stress, whlle executlves

with less educatlon percelved lower levels of stress.

Mintzberg ¢(1973) did one of the earllest studles on
chlef executlves. He described the executlves’s Job as
belng exceptionally stressing because it IS characterized by
brevity, varlety, and fragmentatlon. The executlve s faced
dally with a barrage of numerous and varlous hassles and
encounters. He rarely finishes one task before he must deal
with another. Lappa (1989) and Holden (1988) dlscussed

stress among chlef executlves.
Other Jobs

Several other Jobs have been ldentlfled as under the
throes of burnout. Festa (1987) dlscussed stressed out
bankers, Miller (1989) encouraged real estate agents to
develop good exercise and food hablts, Falllng (1989) wrote
about the pending epldemic of burnout among museum
directors, Avis (1987) suggested how to avold Job burnout In
sales, and Gordon (1988) wrote about the stress and
psychologlcal process of a professlional athlete at the end

of his or her career. Shay (1989) wrote about burnout In
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the haraware trade, and Cotton and Browne (1978) suagested

organizatlonal development consultants burnout.

¥Women

Goldman ¢(1989) used the MBI to study burnout in 108
mothers of yocuna chlldren and found they burnout but
malntaln very low levels of depersonallizatlon. Belle
(1990) through a natlonal survey In Redbook magazlne studled
burnout In 1290 women. ©She found 27% of the respondents had
high levels of burnout. The lack of money was the greatest
stressor, and work was second on the 11st. The Washlngton
Post ("Stressed out women', 1989) reported on stressed out
working women. Epsteln (1988) studled the workers In

battered women shelters.

The unemploved/dliglocated

Drevets (1989) dliscussed the role of counselors of
unemployed workers. It was suggested the process known as
" Job search burnout" exists which begins with enthusiasm,
moves to stagnation and frustration, and flnally apathy. It
was Important that counselors help the dislocated person
with developlng one’s true self and overcome the pressures
of belng out of a Job. Counselors must encourage the person
to look forward to change, and the new person the cllent Is
becoming. Fear and paln of loss may overwhelm the

dlslocated person. It is necessary to trust change.
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Summary

The research of the 1980’s primarily valldated the
findings of earller investligations. Recent methodologles
and Instruments are merely reflnements, and not
replacements, of earller models. Recent research dld,
however, show that burnout Is a unique and authentlc problem
which s far more widespread than orlglnally thought.
Research has expanded, not simpllifled, the already complex
deflinltion of burnout. The burnout syndrome ls relevant to
the perspective and characterlstics of the researcher’s
orlentation, be It psychology, soclology, or organizational
development. Each work setting may have unlque
characteristlics of pburnout, but they share common themes
with burnout In other settings. When more professlons and
work roles look at thelr modern day problems, they may
discover the need to study and address burnout. Research
has verlfled that burnout 1s an Inslidlous problem in our
culture’s workplaces which extends far beyond the helpling

professions.

The Cost of Burnout
Burnout has created enormous costs n our society.
The effects of work place stress on Indlviduals, famllles,
organlzatlons, and our soclety s getting worse, not better.

Burnout 18 hurtlng morale, commltment, and the bottom line
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(Miller, 1988). Indlviduals are harmed because they have
lost hope and drlive, and they feel l|nadequate. The famlly
Is hurt as !ndlviduals bring these feellngs home. The
organizatlon Is hurt from loss of productivity and future
progress, Soclety 1s hurt because of the total loss of

human resource capltal and the increased dependency on

medlical and sSupport services.

McGaffey (1978) reported a decade ago that stress
related dlsorders cost organizations an estimated 17-25
bll11lon dollars a year In lost performance, absenteelsm, and
health beneflts payments.The price tag of stress in the
workplace to businesses was estimated at $100 blllion In
1987 (Nlehouse, 1987) and estimated at $150 billlon In 1989,
and It still golng up (Lahey, 1989). McCullough (1987)
reported the flinanclal services industry was estimated to
loose $282 mllllon annually from internal theft and theft
was Increasing 20-40% per year. Burnout |+« suspected as a

major cause.

Bloomfleld, Caln, and Jaffe (1975) reported that 230
milllon prescriptions were being fllled with the majority of
the drugs were prescribed for fatloue, hypertenslon, and
insomnia - all slgns of stress and burnout. Included were
flve bl1llon dosages of barbliturates, three bllllon dosages

of amphetamines, and flve bllllon dosages of tranqulllzers.
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Not Included In the report were all the non-prescription and

i11egal drugs taken for excessive work stress.

Stress-related disorders have become "the number one
soclal and healfh problem In the last decade (Pelletler,
1977>." Pelletler contlnued by stating 50-80% of all
dlseases were attributed to psychosomatlic or stress origins.
Up to 25 mllllon In the Unlted States had hypertenslion - a
very dangerous phenomenon In our culture. Greenberg and
Villetutt! (1980) reported as high as 70% of all patlents
treated by doctors In general pract}ce are suffering from
stress related dlsorders. 1f a report were to come out
today, I would venture to suggest the numbers would be much
hlgher. voluck and Abramson (1987) reported
stress-related dlsablllty clalms against employees represent
11% of all occupatlonal dlsease cases. There 18 a
developlng area of law which deals with clalms for damage
due to work-related stress (Palne, 1982). I1f the burnout
process would lead tc a sulclde, a defectlve project, or
decislon, widespread damage may be caused and the
organizational llablllity would be much greater (Palne,

1982>.

A revlew of the causes, slgns, and symptoms would
easily suggest personal costs. However, the effects on the
famlly has not been investligated to any slagniflcant degree.

It does not take much lmaglnatlon to conceptualize the
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health of a famlly which has a burned-out member. When one
feels exhaustlon, frustration, anxlety, withdrawal !n regard
to the work place, these feellnas must come home and affect
the Interpersonal relatlonships with famlly members. Work
ls so much a part of a professionals l1lfe and sense of self
that famlly members would have to deal wlth the stress. 1f
the professional keeps the stress to oneself, as many do,

the famlly may find, one day, thelr breadwlnner wlth a heart

attack or acute depression.

Burnout 1s an expenslive phenomenon whlch costs
organizatlons In terms of poor pecformance, and poor quality
of service (Pines et al., 1981). Moracco and McFadden
(1980) suggested the effects on human services organizations
would Include low morale, an atmosphere of cynlclsm,
Iincreased absenteelsm, and Job turnover. The same could be
sald for other organizations. Absenteelsm and turnover
places additlonal flnanclal and admlinlstrative burden on an
organizatlion. I1f burnout led to entrapment, rather than
turnover as Dworklpn (1985) suggested, matters may be worse.
The worker may go through the motlons, and may ultimately
harm the cllent and the organlizatlon. The costs of
preventing an unproductlve worker would be much less than
the costs of replacing the person or the damage done by a
person Just fllllng a Space. Gal lagher, the ccmedian, In
hnis routine talks about studies showlng that 25% of our

worklna population 1s Incompetent. He contlinues by
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wondering why our soclety ls concerned that we may have a 5%
to 10% unemployment rate, what he |s worr.ed about s that
15% to 20% that do have Jjobs. It Is frightening to know
that organizatlong, which need the efforts of committed
experlenced professionals, may be ultimately penallzed from

not deallng with burnout. Burnout treatment ang

prevention 1s an Imperatlve.

For a certaln group, burnout may be oroflitable
(Hanson, 1987). In additlon to the health Industry,
professionals are selzling the opportunity to make money as
consultants and tralnees, desplte thelr lack of expertlse
(Palne. 1982). Palne (1982) suggested some clinlclans see
the problem as a lucratlive opportunlity for long term
treatment. Drug companles have a vast, growlng market for
ant!-depressants and tranqulllizers, desplte the potentlal
for mlsuse. Sanitariums and spas could have a bonanza on

their hands.

The discovery and legltimization of burnout may have
positlive and negative beneflts (Farber, 1983). Al though
the study of burnout has helped a great number of workers In
stressful sltuations, lazy noncommltted workers may use the
burnout concept as a "cop out," other workers may expect
themselves to burnout, and mental health people may create
unwarranted anxlety In the populat!on. Worryling about

stress |s stressful ltself. Hdow many people would want to
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( be an alr trafflc comptroller knowlng what they do about the

stresses In that Job?

Palne (1982) ralsed t e bottom 1ine questlion on
burnout . Desplte the presumably hligh cost of burnout, It
|s doubtful the concern about burnout will result In the
release of resources untll the cost of burnout ls more
closely deflned. Organlizations should develop procedures
to ldentify ana estimate the costs of the varlous aspects of
burnout . She suggests the cost data need to be
supplemented with models to tle costs to causal factors that
could be changed to reduce costs to the organlzatlon.
Finally, the technlques of cost-beneflt analysls would help

(!5 declision makers to apply various Interventlons and

strategles, As the awareness and understanding of the
costs of burnout Increase indlividual and organlizatlional

solutions also may Increase,

A natlion dedicated to reductlon of dlstress and the
promotion of eustress In the workplace would take a glant
stride toward reducing the hlgh cost of burnout among
workers, managers, and leaders, thereby Improving the
well-being of our soclety. Such efforts could provide
advances In human technology as to make other advances In
the human experlence seem 1lke small steps, However, the
current denlal response by decislon makers :n our

organizatlons wlll probably continue, and burn out wlll
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continue to escalate. The resultant costs may be not only

enormous, they may be rulnous.

Institutional Advancement

"Institutlonal advancement" 1s defined as all efforts
and activities to enhance understanding, support, and
resources for an instlitution; sald resources come In the
form of money, students, cllents, faculty, faclllitles, and
influence. To state It simply, Institutlional advancement 1s
friend and fund ralsing. At most Instltutlions,
institutlonal advancement Includes government relatlons,
alumnl relatlons, corporate and foundatlon relatlons, publlc
relations and publlicatlions, and development. Instltutlonal
advancement 1s associated primarily with non proflt
educational Institutions, although the process may be found
in other non-proflt agencles. Instlitutlional advancement Is
often confused with and used Interchangeably with the word
"Development ." Development |s assoclated with actlvitles
which directly or Indlrectly lead to the ralsing of funds

for the Instltution,

The Profegsion

Development, or fund ralsing, lnvolves cultivatling and
sollclting of glfts and grants for the institution from
Individuals and organlzations. The principal area of

development 1s the annual fund which attempts to cbtaln the
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monles to cover the dlfference between the costs to operate
an Instlitutlion and the revenues recelved through tultions,
fees, and anclllary activitlies, These funds usually come
the donor’s regular income. Capltal campalgns occur
occaslonally to obtaln funds for facllitles, program
development, and endowments. These funds usually come from
the donor’s assets. Planned or deferred glving attempts to
obtaln major glfts through speclal Instruments, such as
wills, annulty trusts, pooled Income flnd, Insurance
pollcles, and etc. These glfts are usually reallzed by the
instltutions upon events In the future. Speclaltles may
include grant writing, communications, major glft

sollcltatlon, and speclal events, such as auctlons,

tournaments, balls, and banquets,

Although ph!lanthropy for Instltutions has been
existent since the early days of the church, Development
came to unigue frultlon In the modern American culture, Our
hablt of glving {s unequalled In the world. However, 1t was
not untll the turn of the 20th century that fund ralsing
became organized. In 1890, Lyman Plerce and Charles Ward,
two YMCA directors, became the flrst fund ralsling executlves
or consultants. In 1914, they helped the Universlity of
Plttsburgh ralse the unheard sum of %2 milllon in a capltal
driv . Between 1920 and 1950 large scaled fundralsling was
primarlly capltal campalgns from one and two member offlces,

but colleges were beglinning to set up offices to cultlvate

162



Burnout
189
and ask alumn! to support thelr Instlitutions on an annual
basls. "It |s generally agreed that the establlshment, In
1923, of the flirst speclal offlce for development at
Northwestern Universlity marked the blrth of organlzed fund
ralsing for American colleges and unlversitles (CASE, 1987,
p.1). After the second world war, the federal government
began glving grants, and colleges In competling for these
grants. The development boom began. Over the next forty
vears, development offlces sprang up |lke weedé In
educational Instlitutlons. Some development offlces arew
from one member to a staff of over 100. Today most
non-profit organlzqtlons; thelr trustees, dlrectors, and key
administrators recognlze to provide thelr services, they
must get into the business of ralsing funds (Swartz, 1988).
"For both public and private Instlitutlons, effectlve
advancement activitles represent the dlfference between
average and dlstingulshed performance. Indeed, during the
decade of the 1980’s, advancement actlvitlec may even
repregsent, for many Instltutlons, the dlifference between
extinctlon and survival ¢(CASE, 1987, p.1>.". Roger Carver,
a president of a direct marketling company sStated,
We are enterlng a golden age of fundralslng, but we
must be ready to deal with four major changes: the
comlng reallty of Instant communicatlons, the dramatlc
demographlc changes In our soclety. The effect these
two factors have on the way we look at consumers and

donors, and the way we manage our human resources
(Olcott, 1990, p.6)
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Although "professlional attentlon to the advancement of
our Institutlons 1s a relatively recent phenomenon (CASE,
1987, p.1: "Fund ralsing Is a legltimate professlion wlth
professionals In 1t (Downes, 1989, p.18>." In fact, Downes
declared, "fund ralsing 1S the greatest professlion In the
world. It 1s the teachling of philanthropy In an environment
that desperately needs to develop good will (p.19)."
Development may be regarded as a professlion In that It
provides a service, and development leaders are usually
highly educated - although most development professionais
recelved thelr development tralninrg through publlicatlons,
workshops and semlinars, and "flying by the seat of thelr
pants." Development professional organlzatlons have strict
codes of ethics and conduct. Advanced degree and
certiflcation programs In Institutlona! advancement are now
belng offered. Although present employers prefer a
development offlicer who has on the Job experlence over a
formal Instlitutlonal advancement educatlion, a degree may
soon become a requlirement for leadershlp posltlons.
Filnally, Institutional advancement is a helping profession
because It helps organizatlons obtaln needed resources to
provide services to others, "The fund ralsing communlity
should certalnly [sic] be Included as one of the helpling
professions, and at great rlisk of losing themselves, and/or
thelr health, In the responsiblllity of thelr Jobs (Borelll,
1988, p.20>."
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The Development Professjonal

The development professionals are Indlviduals who are
personally dedlicated, and committed to thelr work. They
must have a hlgh sense of value, purpose, and Self. They
possess hligh expectatlons and motivations. They must
possess organizatlonal skil1s, Interpersonal skllls, and
have thorough knowledge of thelr Instltut'on and Its
mission. They must know how to communicate the causes of
the Institutlon and enlist donors to subscribe to the
institutlon’s vislon. Swartz €(1988> talks about how far
fund ralsing has come In a relatively short time, but the
description made by Carlton Ketchum a glant In fund
ralsing, twenty-flve years ago of the consummate fund ralser
i1s sti1] true today. Carlton stated,

A campalgner must be bold, but modest, aggressive but

tactful, conflident but prudent, alert wlthout

presenting the image of over-eagerness. He must be
resourceful, far-seelng, discriminating, and wise. He
must make a flne physical appearance and convey the

Impression ox beling both a wonderful fellow to know and

be with and a man of dignlty, polse, and Judgment - a

true conservative who is, at the same time, full of

origlinality and Invention. He must carry Instant
appeal to old and young, man and woman, great and
small. All these things a campalgner must be. So far
no one has made 1t on all counts (Swartz, 1988, p.40.>.
Swartz contlinued by suggesting that even this great person
has addltlonal requlired characterlistics. "The person had
better know a great deal about strateglc planning, long

range planning, cost control, computer technology, and

direct mall, and volunteers (p.40>."
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Gonser, Gerber, Tlnker and Stuhr (1991) suggested the
essentlals for a successful development offlcer Included
Integrity, enthuslasm for the lnstltutlon, hlgh personal
standards, Inltlative, personal energy and endurance,
versatlle personallty, sense of time and approprlateness,
action orlentation, and problem solving ablllity. They
belleved 1f one lacked one or two of these characteristlcs,
the Individual had 1imlted potential for success. They
stated ten areas of skills and knowledge essentlal to a

development offlcer are the ablllitles to:

—
*

Direct all phases of a comprehenslve development
program.
Accept responsibillity,
Plan, prepare, and antlclpate.
Understand why donors glve.
Be a partner with the head of the Instltution,
work with volunteers.
l1lve up to schedule,
Communicate.
Numerate as well as llterate.
. Personally cultivate and sollclt major glfts
(Gonzer, Gerber, Tlnker, Stuhr, 1991, p2-4).

. - - .
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A talented and energetlc development offlcer 1s
critical to a successful advancement program (Smith, 1986).
A good bright development offlcer will lmmerse himself In
the Institutlion and learn it well, and Insplire loyalty and

leadership among his or her people (Dingfelder, 1988),.

Glven the characteristics of the burnout prone
individual mentioned earller In this paper, It Is probable

that development offlcers are very vulnerable to burnout.
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The professlion carrles very, very hlgh expectations and the
individual assumes these expectatlions as personal
responsiblilities, Instlitutlonal advancement 1s a very
demanding profession In which very few people could meet all

the requirements wlithout belng stressed.

"Good fund ralslng people are hard to find. (Lane,
Lewls, & New, 1989, pl4.>" Development offlcers with deep
dedlicatlon, broad and extenslve experlience, and well-honed
talents and skill1s speclally sulted to advancement wlil be
In great demand (Gonser, Gerber, Tinker, Stuhr, 1991). Lane
and others (1989) conducted a study elghteen corporate and
foundatlon grantmakers, who provide substantlal funding for
fundralsing to a large number of Instltutions. Through
interviews of the above and 35 other grantmakers, seekers,
and consultants, they found a majJor concern was the alarmlng
lack of quallfled fund ralsing professionais. The number of
quallfled fund ralsing professionals has not Increased as
fast as demand. "Increasing the pool of quallfled fund
ralsers 1s a high prlorlty for at least one grantmaker who
wants to enhance non-proflts’ fund ralsing capaclty (Lane et
al., 1989, p 13)." If this 18 the case, and 1t 1s, many
indlviduals may be not be able to meet the hiaoh expectatlons
and demands of thelr organlzatlons and thus, be headed for

burnout .
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To make matters worse, the fleld 18 not as well deflned
as other actlvities In an Institution. The goal may be to
ralse resources, but usually very little guldance and
support 18 glven on how and where to obtaln those resource.
Development offlces, at times, seem to have lnsurmountable
goals and tasks which make the Job resemble a form of a
labor camp (Dalzell, 1988>. Ralsing money Is a chronlc
problem. The goals are always ralsed. Success 18 unclear
because the pressures never let up to find new resources,
"The chronlc pressures to ralse more and more money s our
eternal reallty. (Mengerink, 1990, p.36>. "Development
professlionals are always on the "firing line" and must be

,c:, constantly aware of publlc pollicles and perceptlons (Swartz,
1988). Reverend Peter J. Gomes, Plummer Professor of
Christian morals for the Memorial Church of Harvard
Universlity, addressed development offlcers by saylng:
, You’re dong a flne Job nobody else wants to do...You
} h?zgu;gtgﬁggg t;gﬁlzlggvge:gl:l:goéouggesl:grg:la]].
ghey’re unlntérestlng. not very brlght, and hold
reactionary views on a host of subjJects, Thelr only
virtue 1s they’re rich (Speclal report, 1988, p56).

Swartz (19688) suggested "ln recent years, we have
witnessed tremendous changes In our fleld, but the blggest,
I belleve, 18 today’s accelerated pace of change (p.88).°
Swartz contlnued by suggesting Development i3 a full tlime

Job Just trylng to keep abreast wlith new techniques and

( technology, shifting publlc perceptions, new tax laws,
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government trends and attltudes, the stock market, and
changes on campus. Plus with Impossible deadllnes for the
regular day to day actlvitles, no one In development has the
time or facllitles to glve all the pressing lssues proper

attentlon.

"These are not easy times for the fund ralser. The
competition 18 stiff, the market unpredictable, and revised
tax laws put even more pressure on those who would 1lke to
number among thelr best frlends generous phllanthroplsts
(Borelll, 1988, p.20)." "There is much more Intense
competlitlion for the phllanthroplc dollar (Swartz, 1988,
p.38)." Over the past twenty vears, Instlitutlonal
advancement goals have expanded sharply. The annual fund
requlrements have risen dramatlically to the polnt that
Institutlons must ralse, annually, more money to cover thelr
expanding deflcits than they ralsed In multl-year capltal
campalgns a decade earller. Capltal campalgns have set all
time records. In fact, Stanford Unlversity set the landmark
goal of one bllllon dollars for lts current campalgn. "AS
goals reach new helghts, so do the pressures on the
development offlce... part of the competltliveness ls “one

upmanshlp’ between Instltutlons (McMlllen, 1988, p A27)."

At the same tlme, the government, uhder Slege from
exorbltant budget deflclts, 1s reduclng substantially thelr

grants to Instltutlons, publlic and private, ProJjected
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( deflclits approachling $200 billlon will place current fundlng
In Jeopardy - much less provide additional funding. The
government can’t glve money away when It |Is belng pressured

to find new revenues without ralsing taxes.

Currently, fundralsing has become so Intensely
competitive, that Institutlions are flghtling one another for
a share of the phllanthroplc ple (Downes, 1989).
Development professlionals have found they must be more
aggressive and creatlve In seeking alternatlve sources of
funding In addition to malntalnling thelr traditlional fund
ralsing programs. Belng the eternal optimist that a fund

ralser must be, Swartz (1988) stated

C!F The current climate , thanks to tax needs, Jim and
Tammy C(the television evangellsts who defrauded
millions of dollars from thelr donors), the Iran-Contra
affalr, and etc. might be characterlzed as cloudy,
even stormy. But, even with the negatlve thlings
happening, these most challenging times present us with
tremendous opportunlitles (p.37-38).

Spoken 1lke a true development professional! However,
Cooawlin (1988) rer'!nded development professionals,
The greatest threat to any of us |In development |s
simply the problem of becoming so competltive and
working 8o intensely that we are susceptible to
burnout...In a high iIntensity, hlgh actlion,
make~-a~-major-declsion-a-day profession llke ours,
burnout is real threat <(p.38).
From my many Years observing and partlicipating In

development, I can attest that most work settlngs for

( instltutional advancement are burnout prone. The
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stereotyplc workplace would exhliblt most of the
characterlstlics described earller In thls paper which
create excesslive stress, a sense of powerlessness,
helplessness, and a lack ¢f control. The structure of most
workplaces for development professionals, are very stressful
with sometimes unreallstically high expectatlons, Increasing
demands, 1lttle support, with 1ittle or no controcl over
goals, pollicles, or worklng condltions. The major!®y of the
advancement offlces are characterlized by a centrallzed
assembly line of organlizatlon ¢(Smlth, 1986>. 1In colleges,
universitles, and schools, administratlon ls bureaucratic
and the development professional experliences objectlve
overload with the loss of autonomy and control. Development
offlces are customarlly understaffed, overloaded wilth tasks,
and under equlipped. There 18 an absence of poslitlve
feedback and support. Although development people create
recognltlon and awards for "outsl!ders" In the fund ralsing
process, fund ralsers, themselves, recelve no recognitlon,
reward or celebration for thelr exceptlonal efforts.
Salarles In development offlces have stayed sllghtly ahead
of Inflation since the beginning of the 1986’3. but have not
kept pace with the Increases of other white collar salarles
(Turk, 1986). Recent technolcgy has vastly expanded the
Information and processing capablllitles of an offlce, but
expectations on the staff have Increased relatlive to the

technology, and not iIn consideratlon of the gtaff’s
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limlitations. Although fund ralelng s a people orlented
process, the workplace has developed a "'oss of the personal
element from the overemphasis of technology (Gurin, 1988,
p.37)." Accordlngly, there |s a wldening gap between

expectatlon and performance.

Pressure s constant In the development offlce.
Borell! (1988) descrlbead

The constant ‘pressure of the last minute deadlline

rush’ produces a stress which has a powerful effect on

our behavior. At first, the adrenalln rush lmproves
our performance, and although we can, at times, turn
down the volume, the picture remains hot and brlght

with actlvity, and the systems risks burnout (p.20).

It |s not unusual for the advancement professlional to
feel allenatlion, not only from dlifflcult obnecxlous
prospects, but also other groups In the organlzatlon.
Development |s unusually regarded as a necessary evil In the
organization. Development professionals are not accepted as
part of the service providers who consider themselves the
most Important element of the Institutlon. They are not
accepted as part of administration. Development
professionals are not regarded as leadership. Probably,
only th* resident or head of the Institutlon respects and
appreclates the development professional, because hls or her
own Job depends on the success of the development
professional. The other Jobs are probably dependent on the

work of the advancement professional, but the workers |

those Jobs do not recognize it., I belleve Instlitutlional
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advancement professlonals are mostly seen as laborers In
fancy sults, rather than as respected professionals critical
to the Institution’s well-belng. Swartz (1988) stated the
academic communitlies of Instlitutlons have yet to learn the
magnitude and Importance of phllanthropy -"we can’t sit back
and wait untll the academlic community decldes what we are
really about (p.37)." Downes (1989) commented that
development professionals recelved a lot of hard knocks from
people who don’t understand and constantly challenge with
false and subjective assumptlions. Lane and others (1989)
warned that Institutions are gullty of the
Fallure to make the fundralser a recognlzed part of the
organlizatlons management team. Often, he or she Is
I|solated from the board and other staff. Thlis fallure
can result In low pay, lack of recognition, and other
Job stress, leadling to hlgh Job turnover (p.13).
Institutlonal advancement, which 18 a people orlented

profession, can be a very lonely occupatlon, and Isolation

may lead to burnout.

Burnout in Development

"There seems to be a ‘burn-out’ factor - the effective
fund raising manager’s performance beglns to decline (Lane
et al., 1989, p.14>." Mengerink (1990)> acknowledged stress
on the Job another way, "It ls not the thlngs that happen to
us In fund ralsing, but our perceptlions, bellefs, and what
we tell ourselves about what happens to us cause us

emotlional distress (p.37)." He went on to suggest some
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( fundralsers are burned out "Just a few degrees crlsper than
¢ried bacon (p.35)." Goodwin (1988) warned other development
offlcers that "without dally avoldance steps, each of us can
catch a case of burnout as easlly as we catch a ccld...

once upon us, It 1s very difflcult to shake and productlivity

goes tc an all polnt low (p.38)."

Dinfelder (1988) wrote about the three stages of a Vice
President for Development, In the honeymoon stage, the
indlvidual can do no wrong, but the person s tempted to
move too qulickly without getting to know the Internal and
externa! players. The middles vears are characterlzed by
the Indlvidual belng careful not to over organlize and

<:: remembering plans must be falr, clear, and honest. The
flnal stage reflects a flat or declining trend In funds
ralsed. It 1s a good fund ralsing record, but does not meet
expectations. The Individual has developed a feellng of not
belng, appreclated, understood, or adequately compensated.
At the end, the person and the Instltutlion are looklng for a
new post or person. "The Instltutlon usually looses at thls
stage - staff become demorallzed, with threats of
deflections, fund ralsing activities become confused or
diminlshed, and the reputatlon of the development offlce
begins to sink ¢(Dingfelder, 1988, p.23>." Dalzell €1988)

observed that burnout affects young development

‘ 204




Burnout
201
( professionals, as well as those who have been in the

.profession for many years.

How may a development professional tell l1f he or she is
burning out? Mengerink (1990) provided "twelve warnina

signs of fund ralser burnout (p.37>."

1. For emotlonal protectlon, you find yourself
becoming more and more detached.

2. You become impatient wlith others,

3. You flnd yourself projecting the blame of your
problems on to others, e.g. campalgn solliclitore,
your boss, board members, ynur staff.

4, You begin to perform your dutles mechanically.
5. You begin makling poor Judgments, therefore, poor
declislons.

‘c:: 6. You start stereotyplng others since gstereotyping

relleves you of the responsibllity of having to think,
in depth, about the other person.

+ 7. You reduce the amount of time spent Interactlng
with volunteers and staff. When you do Interact, you
treat others coldly and !mpersonally. You lose concern
for others,

8. You vent your personal rage on lnapproprlate
others.

9. You experlence psychoscratlic symptoms, such as
headaches, backaches, Insomula, etc.

10. You develop a sense of omnlpotence, e.g., no one
else can do this Job but me.

11. You feel that no one appreclates You.

12. You become depressed (p.37).

Althouah the above symptoms are classic slagns of

pburnout, and I have observed these symptoms among
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development professionals, there has been no emplrical data
collected to support that these symptoms and burnout exlst

In development professlonals.

However, there ls evidence as lllustrated iIn other
professions that stress and burnout may cause turnover
(Shaw, 1980). Carbone (1987) sent a survey to 500
fundralsers from the 5,000 members of The Councl] for the
Advancement and support of educatlon. 204 responded. He
found that only 16% had been In thelr current position for
more than flve years. ‘Longevity In development positlons
Is becomlng rare - at great perll to the success of many
instltutlons ¢(Gonser, Gerber, Tinker and Stuhr, 1990, p.2)."
Turnover has become a major problem because development
offlcers are leaving thelr positions with alarmlng frequency

(Lane et al., 1989; Gonser, Gerber, Tinker, Stuhr, 1990).

Thomas (1987) malled 1744 questlonalres to executlves
in hlgher education administration. He received 814 usable
responses. He found the turnover rate In advancement
offlces was 17% annually, 50% more than positlions In other
areas of higher education. More than half of the employees
who had left had been on the Job less than flve years. It
appeared Instltutlons were losing good people after they had

been tralned.

Blum ¢(1989) reported on a study of 34,500

aaminlistrators In U.8. colleges. The average turnover rate
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was 24%, but for dlirectors of annual glving and directors of
planned glving, the turnover rate was an astoundlng 58% per
year - twice the average. The amount of annual turnover
among development offlcers may be a matter of great concern
but not many lnstitutlions are coming to terms with the
problem. I have heard Several upper level deve lopment
offlcers brush the phenomenon aslide with a comment that the
departing offlcers probably moved up the advancement ladder.
In reallty, according to Thomas (1987)>, only one In flve
left for a better positlon. Three out of flve left
educatlonal fund ralsina or left for personal reasons,
"Marrlages between development offlcers and Instltutlons
don’t last llke they used to. Rapld turnover is posing a
greater threat to fund ralsing efforts than overbearing

In-laws pose to a marriage (Burdette, 1987>."

When the Councll for the Advancement and support of
Education dedlcated thelr October, 1987 Issue of CASE
Currents to the problem of turnover, I found It very
interesting the subjects included. Even more lmportant, I
thought, were the subjects not Included. There was a survey
report on turnover (Thomas, 1987), an artlcle on how to
£1ght turnover by hiring right In the first place (Burdett,
1987), and Interviews of seven "old pro’s," who had been on
the Job a long time, telllng what has kept them In
development. However, an Interview with an Iindividual who

had left development was not Included. Didn‘t the
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institutlon think thls person was capable, 1f not the best
candidate, when the Indlvidual was hired? Interviews of
younger professionals were absent from the lssue There was
not an artlcle about Instlitutlonal responsiblllity for
reduclng turnover among those capable people already on the
Job. One artlicle stated |f the Instltutlon wanted to reduce
turnover, they needed to declde what they wanted, fhen hire
carefully (Burdette,1987). After they are hlred, what the
institutlon should do to reduce turnover was not mentloned.
The October 1ssue totally overlooked the possibllity that
stress and burnout could be a cause of turnover. To quote
Borelll (1988), "the stress that a fundralser accumulates at

the very least, alter ones performance. At lts worst,’ It

can klll ¢(p.20>."

To establlsh longevity, Breslow (1988) suggested the
development professional must become lnnovative and
courageous to outpace the competltlon and to overcome the
boredom of Sameness year In and vear out. Mengerlink (1990)

provided a 11st of valuable tips to avold burnout.

Stay In the present moment and avolding chronlc
anticlpation... Change a problem from "what 1s the
matter with me" to "who Is the matter with me" and
developlng a strategy... Clearly deflne roles and
expectations... Don’t fly too close to the sun - one
can’‘t always be a white knight. Don’t be disappolnted
1f miracles don’t always happen. Remember one can’t
always do, what one can sometimes do... Refuse to
recycle negatlive thoughts or feellngs... Develop a
healthy reallsm about one’s skllls and get as much
training as possible... Set flnanclal goals which are
realistlc and attainable ...Learn how to Integrate and
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( keep track of a great deal of Informatlon.Wrlte
everything down. Prloritlze one’s llist, Delegate
whenever possible... Become an actlve member of a good
fund ralsing professional organizatlon... Insist on
periods of solltude for yourself... Accept the fact
that rejJection 18 unpleasant but temporary and that
each relJectlon moves us closer to the goal...Develop a
good support system... Practlce belng a team plaver...
Learn to say "no," and set limlts on oneself... Make
|t easy for one’s boss to support... and practlice
acceptance (p.35-37>.
Gonser, Gerber, Tinker, Stuhr <1990) 1lsted elaght

elements critlcal to reducing staff turnover In school which

applles to all Instltutions with development programs,

1. A clear commitment to the concepts of development.
2. Clarity of goals and expectatlons for development.

3. Carefu vecrultment and selectlon of development

C staff.

4. Homogeneous relatlionships between head, chlef
development offlicer, and board.

S. Schoolwide support of development effort.
6. Development offlcer as teacher.
7. Competence to do Job - reallstlic expectatlions.

8. Adeguate compensation - must adequately reward and
recognlze staff (p.1-3).

It I1s predicted that "Instlitutlons will depend more on
Inhouse talent. CEQ‘s think thls 1s economlically sound
(Borelll, 1988, p32)." However, it willl be difflcult 1f the
majorlty of development offlcers leave after a brlef stay.
It will be critically lmportant that well tralned,
culturally knowledgeable, dedlicated development

( professionals not leave. It wlll be too costly for the
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Iinstitutlion not only In lost dollars for gsearchling and
training a replacement, but also not fully realizing the
full fund ralsling potentlial of a seasoned, energet!ic

professlonal who knows the constltuency.

The Future

"1f only organlzatlons ~large and small - can be more
aware of the problem, they could make resources avallable to
enable personnel to take actlon before It 1s too late (Kew,
1985, p6)>." At the present tlime, 1 belleve Institutions
think turnover ls the problem, when In reallty it Is a
symptom of a blgger problem. Glven all the other
descrlptlions, It seems burnout may be the dlisease, but there
Is not yet any research llteratutre avallable on burnout In
fund ralsing. We can only suppose because we do not have
any slagnlflcant data to support our bellefs, Emplrical data
on burnout In development i1s stlll lackling. When
Institutlons are presented research describlng the extent of
burnout In the profession, they may release the needed
rescurces to correct the problem, retain knowledgeable,
dedlcated development professional In thelr fold, and
maximlze thelr fund ralsing capabllitles. Burnout exlsts In
Institutlonal advancement. To what degree? We don’t know
yet, but 1t 1s Important to flnd the answer - Instlitutlion’s

futures may depend on l1t.
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Closlng
We llve In a complex world In which we are not only
having to deal with change, but the accelerating rate of
change. Consequently, our soclety finds ltself under %the

threat of burnout and the cost of the phenomenon ls high and

rising.

Stress and burnout have become everyday terms In our
population. Although we may not fully understand the vast
dimenslions, we have a general ldea what the problems are.
Stress has become an accepted fact. Burnout, on the other
hand, has been regarded as pop psychology by many. Whether
or not It 1s a fad, the l11lness and devastatling effects of a
unique phenomenon are real. Through thousands of articles
and numerous research projects, It has to be recognlzed that
burnout does exlist and s a major threat to the well belng

of indlviduals, organizations, and our soclety,

Although there are many definltlons of burnout due to
Its complex, multldimenslonal nature, we do know It I1s a
stress response In the workplace, It takes an energetlic,
committed, worker, usually a professional, and through the
interactlons of the characterlistics of the person, the
organizatlon, the profession, and soclety, create an
emotionally exhausted, frustrated, allenated, wlthdrawn
individual who Just doesn’t care anymore about one’s work.

Burnout !s glving vp when performance does not meet
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expectations. It Is the development of a feellng of

hopelessness, lnadequacy, helplessness, and lack of control.

The causes and sSymptoms of burnout may be within the
person, the or;' tzatlon, the profession, or soclety -
usually a comb...s.:on of these sources. Burnout ls
treatable and preventable with Interventlons possible at all

source levels, although there !s no single "sllver bullet."

The cost of burnout 18 not yvet fully determlned. We
do know from partlal survey that It 1s costling hundreds of
billlons of dollars and rising. Untll organizatlons reallze
the costs of burnout In relatlonship to costs of
interventions, they will be reluctant to release the

resources to prevent the syndrome.

Over the past flfteen years, burnout has been
extensively researched. However, most of the research has
been exploratory and descriptive. We have found that the
burnout threat 18 more extensive than earller thought. It
has been documented In the flelds of educatlon, mediclne,
dentistry, soclal services, law, law enforcement, ministry,
accountlng, and business, and !s suspected In many other
work settings. Review of the research llterature suggests a
need to explore burnout In previously not Investlgated work
settings, a need for research about the relatlonshlps of

stressors and burnout, and the costs whlich relate to each.
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Research 18 needed to determine the effectlveness and costs

of coplng strategles and lnterventlons.

In Instltutlonal advancement, burnout has been
recognlzed but hot researched. Glven the potentlally
devastating effect burnout may have on development
professlionals and the Instltutlons which depend on these
professionals for thelr survival, emplrical data on burnout
within Institutlonal advancement ls critical. The need for

study 1s Imperative.

It 1s hoped In the next decade, not only will burnout
wlll be recognlzed and deflined universally, but also
research will have provided soclety, organlzatlons, and
indlviduals with successful cost-effectlve intervention
programs that focus on ldentiflcatlon and prevention of

burnout, and human resource management. Time will tell.

Gomez (Speclal Report, 1988>, In closing, sald, "...
in the next llfe, I wish you peace, rest, and harmony and
the freedom from ever having to ask anyone for anything

agaln (p.64)."

Finally, the plight of the burnout can be appreclated
through a passage ln Margery willlam’s The Velveteen Rabblt

(1975). In the scene the c¢hildren are gone, and two of the

stuffed toys are talking in the nursery. The new, Youhg,
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( favored velveteen rabblt asks the worn, old skin horse who

obviously has been around a long tlme,

"What 1s real and does It hurt to be real?"

"Somet Imes," sald the old skin horse, for he was
always very truthful; "when you are real you don’t mind
belng hurt."

"Does It happen all at once llke belng wound up?
Or bit by bit?"

"It doesn’t happen all at once," replled the skin
horse. "You become, That’s why |t doesn’t happen
often to people who break easlly, or have sharp edges,
or who have to be carefully kept."

"By the time you are real most of your halr has
been loved off, your eyes drop out, you get loose In
the Jolnts and very shabby. But, these things don‘t
matter at all for once you are real you can’t be ugly,
except to people who don’t understand (p. 16-17>."

"
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