
 Eindhoven University of Technology

MASTER

Predicting Heineken operators’ well-being and job performance
the role of job demands and resources and the role of job crafting

Pfennings, S.E.E.

Award date:
2020

Link to publication

Disclaimer
This document contains a student thesis (bachelor's or master's), as authored by a student at Eindhoven University of Technology. Student
theses are made available in the TU/e repository upon obtaining the required degree. The grade received is not published on the document
as presented in the repository. The required complexity or quality of research of student theses may vary by program, and the required
minimum study period may vary in duration.

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain

https://research.tue.nl/en/studentTheses/f06cee73-de71-43cb-b47a-d84ff7984d5e


Master thesis 

 

Predicting HEINEKEN operators’ well-being and job 

performance: The role of job demands and resources and 

the role of job crafting. 

 

 

S.E.E. (Sven) Pfennings 

Student ID: 0894868 

 

 

In partial fulfillment of the requirements for the degree of 

Master of Science in 

Operations Management & Logistics 

at the University of Technology Eindhoven 

 

September 2020 

 

 

 

 

 

Supervisors TU/e: 
First supervisor: Prof. dr. P.M. Le Blanc (HPM) 
Second supervisor: Dr. S. Rispens (HPM) 

 

Supervisors HEINEKEN: 
Sjoerd Janssen, Operational Set up Manager Rayon 1 
Hanneke Wijers, Rayon Manager Rayon 1 
  



TU/e, School of Industrial Engineering  

Series Master Theses Operations Management and Logistics 

 

 

 

 

 

 

 

Keywords: job demands, job resources, job crafting, JD-R model, burnout, work engagement, job 

performance, future time perspective  



I 
 

Preface 
Before I went to Lisbon for my exchange semester, I wanted to have everything arranged for my 

graduation project. The company and the subject had to be more or less established in order to leave 

for Lisbon without any worries. It would be Heineken and I would live in Utrecht, so that I could easily 

go to Zoeterwoude every day. From Lisbon I also arranged my room so that when I came back I was 

ready for it. From then on it turned out that changes in the company and COVID-19 all started to look 

a bit different than I had in mind. In any case, this has taught me that if things don't go according to 

plan, you can also achieve your goal in a different way, especially when you have people around you 

who can help. Therefore, I would like to take this opportunity to thank several people who have 

contributed to this. 

First of all, I would like to thank my mentor and first supervisor from the TU/e Pascale Le Blanc for her 

guidance and feedback throughout the entire process. I could always contact you for questions to 

which I actually always received an answer the same day. In addition, you have always helped me 

when there was a setback in the project. I was very pleased that you saw how important certain 

deadlines were to me, since I will start a job in October. You even made some time for me during your 

vacation to help, which I really appreciated. 

Secondly, I would like to thank my supervisors of HEINEKEN for all their guidance and involving me in 

the Rayon 1 team. I also want to thank them for thinking about a new project when the first one 

suddenly needed to cancelled. First, Sjoerd Janssen, who actually guided me throughout the project 

and also introduced me to other projects that took place in the brewery. I am going to miss the phone 

calls of the Monday morning. Next, Hanneke Wijers, who gave me the opportunity to do my Master 

thesis project at Rayon 1 and called me occasionally to ask how everything was going with the project 

and if I still was having fun, and yes I was! Furthermore, I would like to thank all team leaders, 

operators and everyone else from Rayon 1, who all quickly made me feel part of the team. It was a 

pity that I could only come to the brewery for three months. 

Lastly, I would thank my family, friends and my girlfriend for giving me the support that I needed 

during the project, especially during some setbacks. 

 

 

Sven Pfennings 

August 2020 

 

 

 

 

 

 

  



II 
 

Abstract 
The purpose of the present study was to explore how specific job characteristics of operators at the 

production line of HEINEKEN are related to their well-being and job performance using the Job 

Demands-Resources (JD-R) model from Bakker and Demerouti (2007). In this model, job 

characteristics (i.e., challenging job demands, hindrance job demands and job resources) play an 

important role in predicting well-being (i.e., burnout and work engagement) and job performance (i.e., 

task performance, contextual performance and adaptive performance). Furthermore, the roles of job 

crafting and FTP within this model are explored. In order to explore the relations between the 

concepts in this extended JD-R model, a cross-sectional survey study was conducted. In this study, 

data was collected via an online questionnaire that was sent by e-mail to all operators of Rayon 1 at 

HEINEKEN, which was eventually filled in by 48 participants. The data from these questionnaires were 

analyzed with multiple hierarchical regression analyses to test all study hypotheses, and some 

additional simple mediation analyses were performed. Results from the analyses showed that the 

hindrance job demands WHI and extra job responsibilities are positively related to burnout and that 

the challenging demand workload is positively related to burnout and negatively to engagement. 

Communication was the only job resource that is positively related to work engagement. 

Communication was also the only job resource that was positively related to a job crafting dimension, 

seeking challenges. The same applied to unpredictable shifts, which was the only job demand related 

to a job crafting dimension, i.e. reducing demands. The two job crafting dimensions seeking challenges 

and reducing demands both were related to operator’s well-being, positively and negatively, 

respectively. However, the crafting dimension seeking resources was significantly not related to 

operator well-being. A limited FTP was positively related to job crafting dimension decreasing 

demands and an open FTP positively to seeking resources. Furthermore, the results showed that 

burnout and work engagement only predicted task performance, negatively and positively, 

respectively. The results of this study help supervisory managers to identify how they can improve 

their operator’s well-being and task performance. By considering how the management 

communicates to their employees, giving operators a say in how to decrease their hindrance job 

demands will be of help and giving young employees more responsibilities in challenging projects 

operator’s well-being and task performance can be improved. 
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Management summary 
Introduction 

This Master thesis investigates which job characteristics play an important role in relation to 

operator’s well-being and performance at one of the packaging departments of HEINEKEN in 

Zoeterwoude. In addition, the roles of job crafting and future time perspective (FTP) in these 

relationships are explored. One important aspect of HEINEKEN’s business model is that their 

employees should be able to take on challenges to develop themselves in their working skills and as a 

person. Work engagement is generally considered as a key factor to stay competitive, since employees 

who are engaged are the ones that give their best with their high dedication, energy and immersion 

(Ahmed et al., 2017). Engaged employees would result in higher profitability, quality, customer 

satisfaction and productivity (Crawford, LePine, & Rich, 2010). Burnout is conceptualized as the 

negative antithesis of work engagement (Maslach, Schaufeli, & Leiter, 2001). Burnout may result in 

negative consequences for operator’s health and for the HEINEKEN organization itself (Schaufeli, 

2017). Retaining operators’ well-being (i.e., low levels of burnout and high levels of engagement)  will 

be positively related to operators’ job performance (Bakker, Demerouti, & Sanz-Vergel, 2014). In the 

JD-R model (Bakker & Demerouti, 2007), job demands and resources are seen as the predictors of 

employee well-being and organizational outcomes. Where job demands would mostly play a negative 

role in predicting well-being and job resources a positive role. Bottom-up adjustments of demands 

and resources by employees themselves, called job crafting, can positively affect their well-being too 

(Petrou, Demerouti, Peeters, Schaufeli, & Hetland, 2012; Petrou, Demerouti, & Schaufeli, 2015; Tims, 

Bakker, & Derks, 2013) and can, therefore, be integrated into the JD-R model. Future time perspective 

(FTP) experienced by employees can, in turn, affect their job crafting (Kooij, Tims, & Akkermans, 2017). 

The management of packaging department Rayon 1 wanted to know what role the above named 

concepts from the JD-R model play in predicting their operators’ well-being and what actions they 

could take to enhance well-being. Therefore, the research question of this study was:  

What is the relation of job demands and job resources with HEINEKEN’s operator’s well-being and job 

performance and what is the role of job crafting and of future time perspective in this relationship? 

Research model 

According to Bakker and Demerouti (2007), the JD-R model can be used as a tool for human resource 

management research that needs to be performed in two phases, as every profession has its own 

specific job characteristics and these have to be determined before a quantitative analysis can be 

done. In the first qualitative phase, which was performed before the literature study, multiple 

interviews have been conducted with operators to identify operator-specific job characteristics that 

could impact their well-being. Based on these interviews and the literature review, a research model 

including hypotheses was developed. This model is based on the JD-R model (Bakker & Demerouti, 

2007) and included hindrance job demands (i.e., work-home interference (WHI), extra job 

responsibilities and unpredictable shifts), challenging demands (i.e., workload, job responsibilities), 

job resources (i.e., performance feedback, communication, appreciation and team spirit), job crafting 

(i.e., seeking challenges, seeking resources and reducing demands), FTP (i.e., open-ended FTP and 

limited FTP), work engagement, burnout and job performance (i.e., task performance, contextual 

performance and adaptive performance), and is shown in Figure 1. 
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Figure 1: Research model 

Research method 

In order to test all hypotheses in the second quantitative research phase, a cross-sectional survey 

study was performed among all HEINEKEN operators of packaging department Rayon 1. Using an 

online questionnaire, that was sent via e-mail empirical data was collected. In total 48 operators of 

Rayon 1 participated (response rate: 80%). After the data was retrieved, all hypotheses were tested 

by means of multiple hierarchical regression analyses using SPSS. 

Results 

Multiple hierarchical regression analyses were performed to test the different relations between all 

concepts. From the results of these analyses, it can be concluded that hindrance job demands WHI 

and extra job responsibilities are significantly positively related to burnout and that the challenging 

demand workload is significantly positively related to burnout and significantly negatively to 

engagement. The job demands unpredictable shifts and (regular) job responsibilities were not 

significantly related to burnout. So, not all hindrance and challenging demands are related to burnout 

and/or engagement, respectively. Furthermore, communication is the only job resource that is 

significantly positively related to work engagement. All other job resources (performance feedback, 

appreciation, team spirit) are not significantly related to work engagement. Communication was the 

only job resource that was positively related to one job crafting dimension, i.e., seeking challenges. 

The same applied to unpredictable shifts, which was the only job demand related to a job crafting 

dimension, i.e., reducing demands. Therefore, operators’ job characteristics do not play an extensive 

role in relation to their job crafting behaviors. 

The two job crafting dimensions seeking challenges and reducing demands both relate to operator’s 

well-being, positively and negatively, respectively. Where seeking challenges is negatively related to 

burnout and positively to work engagement, reducing demands is positively related to burnout and 

negatively to work engagement. However, the crafting dimension seeking resources played no 



V 
 

significant role in relation to well-being. A limited FTP was positively related to job crafting dimension 

decreasing demands. Furthermore, an open FTP positively was only related to the job crafting 

dimension seeking resources. The results showed that burnout and work engagement only were 

related task performance, negatively and positively, respectively, but not to the other types of 

performance. Table 1 shown below, gives an overview of all tested hypotheses in this study. 

Table 1: Overview tested hypotheses 

Hypothesis Expected relation Conclusion 

1a Hindrance job demands →+ Burnout Partially supported 
1b Challenging job demands →+ Burnout Not supported 
1c Challenging job demands →+ Work engagement Partially supported 
2 Job resources →+ Work engagement Partially supported 
3a Job demands →+ Job crafting  Partially supported 
3b1 Job resources →+ Seeking challenges & Seeking resources Partially supported 
3b2 Job resources →- Reducing (hindrance) job demands Not supported 
4 Seeking challenges & Seeking resources →+ Work engagement Partially supported 
5a Seeking challenges & Seeking resources →- Burnout Partially supported 
5b Reducing (hindrance) demands →+ Burnout Supported 
6a Open-ended FTP →+ Job crafting  Partially supported 
6b Limited FTP →+ Reducing (hindrance) demands Supported 
7a Burnout →- Job performance Partially supported 
7b Work engagement →- Job performance Partially supported 

Note. →- = negatively related; →+ = positively related 
 

Next, some additional mediation analyses were performed. From these results can be concluded that 

job crafting does not  mediate the relation of job characteristics with well-being, and well-being does 

not mediate the relation of job crafting with job performance 

Conclusion 

This study contributes to new insights about the JD-R model (Bakker & Demerouti, 2007) and job 

crafting by exploring their relationships among workers with physically high demanding jobs which is 

– relatively -  unexplored territory. What stands out in this research is that job resources play a less 

important role in the JD-R model for operators. Furthermore, it becomes clear that employees with 

these physically high demanding jobs craft their jobs differently than employees with physically less 

demanding jobs, as their well-being is not related to seeking resources.  

These findings can help fast-moving consumer goods (FMCG) organizations like HEINEKEN to focus on 

those job characteristics that positively relate to operator’s well-being, as well as job performance. 

First, management teams should consider how they communicate to their operators, as the quality of 

communication by the management team is an important driver of employees’ engagement (see also: 

Wiley, Kowske, & Herman, 2010). When operators receive clear communication from senior 

management, they will better understand how their roles fit within the leadership vision (Macleod & 

Clarke, 2009). For good two-way communication within the organization, it is also important that the 

operator can give his/her views about issues and that the management listens to this view. Second,  

management should seek for opportunities to decrease hindrance job demands, i.e. WHI, workload 

and extra job responsibilities, as this is related to a lower level of burnout and therefore an 

improvement in well-being. When the job demands workload and extra job responsibilities are 

decreased, WHI will most likely  decrease too, because this makes the work inherently less stressful 
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(Mostert & Oosthuizen, 2014).  Giving operators a say in how to decrease those job demands will be 

of help because they will often have a better view than their supervisors on how to perform and 

accomplish their work as they have more specialized knowledge about their work (Spreitzer & Mishra, 

1999). Last, the managers should encourage seeking challenges by operators and discourage reducing 

demands as this will have a positive effect on operators’ well-being and therefore their task 

performance. The management should keep in mind that operators that are younger and have an 

open-ended FTP are more likely to seek for challenges. Therefore, they should stimulate this behavior 

and try to involve them more in challenging activities such as company improvement projects. When 

management decreases the identified hindrance demands from this study, operators are less likely to 

try to decrease these themselves (i.e., using the crafting strategy decreasing hindrance demands), 

which will in turn decrease burnout and increase engagement, and eventually increase task 

performance.  
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1. Introduction 
Beer. It can be found everywhere: In restaurants, bars, TV commercials, big sports events or just in 

the home refrigerator. It is available in all different kinds of tastes, sizes and brands. Brewing 

companies have to be competitive constantly at local and international markets to stay profitable. To 

keep up with the changing markets and new technologies, companies are nowadays required to keep 

on changing and developing their business. This also applies to HEINEKEN, where this thesis project is 

conducted. As the second biggest brewer of the world, they have to keep up with their competitors 

by optimizing their business and find new ways to make a difference in this large market.  

HEINEKEN’s overall business strategy, which is shown in Figure 2, consists of five business priorities: 
Deliver top-line growth, Drive end2end performance, Brew a Better World, Connect in a digital world 
and Engage and develop our people. The last one, ‘Engage and develop our people’ pays attention to 
the engagement and development of HEINEKEN employees. As part of this global employee 
engagement strategy, HEINEKEN revised their old climate survey and sent it to all Operating 
Companies (OpCo’s). These OpCo’s can be found all over the world and one of these OpCo’s is located 
in Zoeterwoude. The results of this climate survey were sent directly to all managers, so they can 
explore different insights and take action if needed. Over 75.000 employees of in total 78 OpCo’s over 
the whole world provided feedback, which gives a response rate of 91% (Heineken N.V. Annual Report 
2019, 2019). The climate survey assessed various work aspects, each with multiple questions. 
Examples of these work aspects are performance management, health and safety, innovation and 
experiences with the management team. The respondents answer the questions by giving their level 
of agreement with a specific statement on a scale of 1 (strongly disagree) to 5 (strongly agree). 
Managers of different departments of the OpCo’s receive a survey overview with the five ‘most 
favorable scoring aspects’, the five ‘most unfavorable scoring aspects’, the five ‘most below HEINEKEN 
overall scoring aspects’ and the top five ‘drivers of engagement’ scoring aspects.  

 

 

Figure 2: Business priorities HEINEKEN (Heineken N.V. Annual Report 2019, 2019) 

Every HEINEKEN OpCo contains several departments (e.g., brewing, packaging) which are in turn 
subdivided into departments that are related to that area. This master thesis project is conducted at 
the OpCo in Zoeterwoude at the packaging department, which is divided into Rayons. These Rayons 
are explained later. In 2019 the climate survey taken at one of these Rayons of the packaging 
department of Heineken Zoeterwoude, Rayon 1, had a response rate of 65%. The climate survey and 
related overviews showed that stress levels (burnout) at the work floor ground of Rayon 1 are high, 
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which means that employees score lower than the average OpCo of HEINEKEN. Furthermore, some 
specific job demands and resources like work/life balance and feeling appreciated were categorized 
as least favorable or as important drivers of engagement in the climate survey. Based on some 
interviews with the Rayon manager and production coordinator of Rayon 1, it became clear that they 
want to know why some operators are so stressed, which job demands and resources can play an 
important role in this process and whether stress affects job performance. Furthermore, they want to 
know how they can optimize and improve employee engagement.  

A final aspect the management is curious about is whether it matters a lot in terms of motivation how 
long an operator has worked at HEINEKEN and whether he or she still has to work for a long time. At 
HEINEKEN, an employee aged 55 or above receives a supplement of 35% on his/her salary. The shift 
work allowances will then expire. This makes it less interesting for them to work at night, because they 
do not get paid extra and employees who are in their last years of shift working will experience more 
obvious health-related problems than before (Baker, Roach, Ferguson, & Dawson, 2004). 
Management is also interested in whether older employees have less motivation to participate in new 
projects and if they perform differently compared to younger and less experienced employees in a 
changing organization. 

1.1 Work engagement and burnout 
Work engagement is generally considered a key factor to stay competitive, since employees who are 

engaged are the ones that give their best with their high dedication, energy and immersion (Ahmed 

et al., 2017). Thus, engaged employees result in higher profitability, quality, customer satisfaction and 

productivity (Crawford et al., 2010). 

Though engaged employees are an asset for a production company that wants to produce as much 

and as fast as possible, an important aspect to keep in mind for companies is that they do not ask too 

much from their employees. In earlier research,  burnout is conceptualized as the negative antithesis 

of work engagement (Maslach et al., 2001). When employees face high job demands chronically and 

these are not compensated by available resources, their energy can be increasingly drained. This 

energy loss may lead to mental exhaustion or burnout, which, consecutively, may result in negative 

consequences for employee health and the organization as a whole, e.g. employee turnover and 

profitability (Schaufeli, 2017).  

A  theoretical framework used to explain the origin of employee work engagement and burnout by 

looking at their predictors (i.e., job demands and resources) is the Job Demands-Resources model (JD-

R model) (Bakker & Demerouti, 2007). According to this model, job demands are primarily positively 

related to burnout, while job resources are primarily positively related to work engagement. 

Furthermore, several other studies state that job resources directly negatively impact burnout by 

helping employees to tackle job demands (Bakker, Demerouti, & Euwema, 2005; Schaufeli & Bakker, 

2004). Crawford et al. (2010) even found that there are also job demands that trigger positive 

cognitions and emotions, which will eventually result in increased engagement. This happens when 

an employee has an increased amount of so-called challenging job demands. When an employee has 

a high amount of challenging job demands, this boosts the positive effect of job resources on 

employee engagement (Bakker & Demerouti, 2014). Crawford et al. (2010) also found that, in contrast 

to challenging demands, so-called hindrance demands negatively impact engagement. Eventually, 

both engagement and burnout have a significant impact on organizational outcomes, such as 

employee turnover, profitability and customer loyalty (Bakker & Demerouti, 2007; Bakker et al., 2014). 

A way in which employees can adjust their working situation to their preferences is by regulating their 

demands and resources. This phenomenon is called job crafting (Petrou et al., 2015). Job crafting can 

be defined as “voluntary self-initiated employee behaviors targeted at seeking resources (i.e., asking 



3 
 

manager or colleagues for advice), seeking challenges (i.e., asking more responsibilities), and reducing 

demands (i.e., eliminating emotionally, mentally, or physically demanding job aspects)” (Petrou et al., 

2015, p. 2). Recent studies showed that employee well-being and performance are positively affected 

by job crafting (Petrou et al., 2012, 2015; Tims, Bakker, & Derks, 2013; Tims, Bakker, Derks, & van 

Rhenen, 2013). Thus, job crafting, or in other words bottom-up adjustments of demands and 

resources by employees themselves, can play an important role in affecting the dynamics of the JD-R 

model (Bakker et al., 2014; Petrou et al., 2012; Tims, Bakker, & Derks, 2013) However, more research 

is needed into its positive and negative outcomes.  

A concept that has been linked to job crafting in previous studies, is future time perspective (FTP). FTP 

can be seen as a motivational antecedent of job crafting (Kooij et al., 2017) and is defined as an 

individual’s perception of his or her time left to live. This remaining time determines the priority of 

specific goals and opportunities that still have to come (Lang & Carstensen, 2002). FTP may play an 

important role in the motivation of HEINEKEN employees to craft their jobs. For example, older 

employees can be less motivated to perform specific highly demanding activities in their jobs if this 

will not give direct results, while younger employees are may be motivated to perform these highly 

demanding activities provided that these will eventually result in positive long-term results (e.g., 

promotions and bonuses). They can be more motivated to invest in their future, because they still 

have a ‘future of work’ to look forward to. 

1.2 Problem statement & research question 
This master thesis will investigate the above concepts and their interrelationships in more detail 

among operators of a beer brewing production company. The main goal of the thesis is to provide 

evidence-based advice on ways in which HEINEKEN can favorably affect the stress and engagement 

levels and performance of its employees.  

Looking at HEINEKEN’s business priority ‘Engage and develop our people’, HEINEKEN wants to 
optimize their production with engaged and skilled employees. From the interviews with the 
management it became clear that their operators were stressed and so, the management wants to 
know why their stress levels are high, what they can do to prevent this and what consequences this 
would have for the job performance of the operators.  

The objective of this master thesis is to gain insight into ways to decrease the operators’ overall stress 
level, increase their engagement and find out how both are related to the operators’ overall job 
performance. In conclusion, the problem statement can be summarized as:  

The management of HEINEKEN’s packaging Rayon 1 in Zoeterwoude wants to identify the possible 
causes of the perceived stress levels of their operators. In addition, they want to know how this stress 
level can be decreased, the engagement level be increased and whether this will eventually affect the 
job performance of the operators.  

As job demands and resources can be seen as important antecedents of stress and engagement, job 

crafting can be a way to adjust these job characteristics. As job crafting has been linked to increased 

well-being and performance and FTP can be seen as antecedent of job crafting, the above mentioned 

problem statement can be translated into the following overall research question of this master thesis 

project: What is the relation of job demands and job resources with HEINEKEN’s operator’s well-being 

and job performance and what is the role of job crafting and of future time perspective in this 

relationship? 
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1.3 Company background & Scope 
HEINEKEN N.V. is a Dutch brewing company which is one of the best-known brewers in the world and 

the largest one in Europe. HEINEKEN can be seen as the worlds’ most international brewer with around 

300 global brands and more than 190 countries they sell to with famous brands like Amstel, 

Desperados, Sol, Brand, Jillz, Tiger Beer and of course the beer from the famous star-bottle: Heineken 

beer itself. The consolidated beer volume in 2019 was 241.4 million hectoliters, of which 41.8 million 

of hectoliters is only the Heineken® brand. In 2019 the organization’s overall revenue was €23,894 

million and during this year, it employed an average of 85,853 employees worldwide (Heineken N.V. 

Annual Report 2019, 2019). 

HEINEKEN was founded on February 15, in 1864 by Gerard Adriaan Heineken in Amsterdam when he 

was only 22 years old. He started with the brewery named ‘The Haystack’ (De Hooiberg) in the heart 

of Amsterdam and within nine years the company had doubled their number of breweries by building 

a second one in Rotterdam. In 1886 HEINEKEN created the famous A-yeast, which gives the beer its 

special character and can still be found in the HEINEKEN beer nowadays. HEINEKEN beer has won 

multiple awards including the Medaille d'Or and Diplome d'Honneurs, which can still be found at the 

label of every Heineken® brand product (“Our Heritage | The HEINEKEN Company,” n.d.). 

HEINEKEN’s global headquarter is located in Amsterdam in the Netherlands. To become the most 

international brewer, HEINEKEN has divided its market into four different regions: AMEEE (Africa, 

Middle East and Eastern Europe), Americas, Asia Pacific and Europe. In 2019, these regions had a 

consolidated beer volume of 18%, 35%, 13% and 34% respectively. In all these regions, there are a 

total of 167 breweries where all the beers and ciders are produced.  

In the Netherlands, HEINEKEN owns three breweries and one location for soft drink manufacturing in 

Bunnik named Vrumona. Its three breweries are located in Wijlre, Den Bosch and Zoeterwoude. The 

last one is nowadays the largest brewery HEINEKEN owns, and this is also the location where this thesis 

project is conducted.  

1.3.1 Zoeterwoude 
In 2019 Zoeterwoude was divided into two divisions named HEINEKEN Netherlands Supply (HNS) and 

HEINEKEN Netherlands (HNL). Since the start of 2020, these two divisions are rearranged into 

HEINEKEN Netherlands Commerce located in Leiden, Vrumona located in Bunnik and HNS located in 

Zoeterwoude. HNS consists of multiple departments which can be seen in Figure 3. This master thesis 

is conducted at packaging department of Zoeterwoude. At this packaging department, the beer that 

comes from the brewing department is bottled and packed in all kinds of different sizes and types of 

packages. Within packaging, there are five production areas called ‘Rayons’, which are divided based 

on destination and product type. Each Rayon consists out of two or three production lines which can 

differ in brands and/or bottles.  
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Figure 3: Organigram HNS Zoeterwoude 

 

1.3.2 Rayon 1 
In the Organigram in Figure 3 the red arrows and green divisions show the focus of this research 
conducted at HNS, which will be Rayon 1. This Rayon is the inland production line and covers the Dutch 
sales of Heineken and Amstel crates and kegs. The Rayon has three production lines: line 9, line 11 
and line 12. Rayon 1 is called the ‘returnable line’, as it is the only line at Zoeterwoude which uses the 
returned products like empty kegs, crates and bottles that come from supermarkets or bars in the 
Netherlands. All returned packaging material is first cleaned on the production lines before it will be 
filled up again with beer. Line 9 is intended for the kegs that are returned from bars and events. Line 
11 and 12 are intended for filled crates with empty bottles that are returned from supermarkets and 
bars from all over the Netherlands. Where line 11 is the production line for Heineken® and production 
line 12 for Amstel. Line 11 and 12 are both divided into two working areas: A dry and a wet working 
area. The whole production process at both lines goes as follows: It starts at the dry working area with 
empty bottles and crates that are delivered on pallets by Customer Service and Logistics (CS&L). The 
crates are taken from the pallets and the empty bottles are taken out of these crates. Both crates and 
bottles are cleaned and the crates have to wait until they can be filled up again with bottles.  

The cleaned bottles are transported to the wet working area to be filled with beer that comes from 
the brewery department at the fillers. After filling up the bottles, they get a crown and are pasteurized. 
After pasteurizing, the filled bottles are labeled and go back to the dry working area where the packer 
puts the finished bottles back in the cleaned crates. The filled crates are put back on a pallet and are 
picked up again by CS&L. 

1.3.3 Occupation and shiftwork operators 
The Organigram of Rayon 1 is shown in Figure 4. Here can be seen that the management of the Rayon 
consists out of the Rayon manager, installation manager, production coordinator and three team 
leaders. Every team leader is responsible for two or three teams of operators. Both the team leaders 
and operators work in shifts. The other employees of Rayon 1 do not have to work in these shift time 
frames. The operator teams consist out of six or seven operators. There are three time-shifts a team 
can be assigned to every day: The early shift from 07:00 AM until 3:00 PM, the late shift from 3:00 PM 
until 11:00 PM and the night shift from 11:00 PM until 07:00 AM. Theses shift are used by all Rayons. 
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Beforehand, an operator knows which shifts he or she has to work on, depending on the planning that 
is determined at the start of the year. This planning can still change when there are demand 
fluctuations over time at the customers. Line 9 is used for kegs and is almost completely automated. 
For this line, no teams need to be scheduled. So, only lines 11 and 12 are manned by a team. During a 
shift, there must be a minimum occupancy rate of six operators per line. It is possible that a production 
line is not in use during a shift, because there is less market demand during that specific time of the 
year. For example, in summer there is much more demand for beer than in winter, so more beer needs 
to be produced and packed. Operators may still be assigned to a shift with a production line with no 
production. In such a shift, the operators will have to work on cleaning tasks or projects within the 
Rayon and their working area. 

 

 

Figure 4: Organigram Rayon 1 

 

1.3.4 TPM, training & quality 
To stay ahead of the competition, HEINEKEN  wants to improve its performance continuously. They 
want higher production rates, better line performance and eventually lower costs. To achieve this, 
HEINEKEN has implemented Total Productive Management (TPM). TPM can be seen as an equipment 
management philosophy that is focused on maximizing performance, which can be reached by 
eliminating losses, with the ultimate goal: reach no losses (Nakajima, 1988). To be able to measure 
which performances (e.g., Overall Equipment Effectiveness, On Time in Full or First Time Right) are 
improved and to maintain them, all performances have to be measured. Operators and the 
management of the Rayons can measure the performance with performance indicators that are kept 
in HEINEKEN’s system. Furthermore, audits are done by the management to maintain specific 
performances and quality standards of the machines on the production line. To maintain quality and 
performance, the operators have to do Cleaning, Inspection, Lubrication and Tightening (CILT) tasks 
at the machines. These CILT tasks are an addition to their regular job tasks and need to be done on a 
regular time basis. Furthermore, TPM also includes improvement teams that start improvement 
projects concerning specific parts, processes or machines of the production line. To make sure every 
operator at the production line has enough knowledge, HEINEKEN’s operators get training about 
different aspects and working areas of their production line. After some years, they have to do this 
training again to keep up with their knowledge. Operators can also become workplace experts, in 
which they are trained to know everything about a specific machine of the production line. It depends 
on the job function if this is required or not. Product quality is another aspect that is very important 
for HEINEKEN. They want to deliver the best premium quality beer possible to their customers. To 
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check if the quality is as good as expected, operators need to take sample requests within their shifts. 
These need to be done on a regular time basis at different locations of the production line. 

 

1.4 Explorative interviews 
According to Bakker and Demerouti (2007), the JD-R model can be used as a tool for human resource 

management research that needs to be done in two phases, as every profession has its own specific 

job characteristics and these have to be determined before a quantitative analysis can be done. The 

first qualitative phase consists of multiple explorative interviews taken with employees with different 

job functions in the organization. The interview contains open questions about the job of the 

interviewed employees, its negative and positive job characteristics and other relevant aspects. In the 

second, quantitative phase the job characteristics and variables associated with burnout and work 

engagement are included in a tailored-made questionnaire, which is filled out by the employees of 

the organization (Bakker & Demerouti, 2007). For this master thesis project, the first phase will be 

done before starting the literature review, as the most important job characteristics for HEINEKEN’s 

operators need to be taken into account and these will only be known after the interviews. The second 

phase will be performed after the literature research, when the conceptual research model and 

related survey are both created. This second phase can be seen as the main research of this master 

thesis project.  

The qualitative analysis is done to identify the job demands and resources that are important and 

specific to a fast-moving consumer goods (FMCG) production context. Semi-structured, explorative 

interviews were conducted among HEINEKEN operators with different roles at the packaging lines of 

Rayon 1. A semi-structured interview can be considered as an open interview in which the order of 

the different topics is known upfront, but the phrasing of the questions is left to the interviewer’s will. 

Within each of these topics, the interviewer is free to conduct the conversation in a way he/she thinks 

is most appropriate and considered best (Kajornboon, 2005). Within this conversation, the interviewer 

can ask for further explanation by requesting an example or clarification.  

The predictors of employee’s well-being at the production lines of Rayon 1 can be seen as the job 

demands or resources in the JD-R model, as these are related to job strain (stress) and motivation 

(engagement) respectively, which are, as discussed before related to organizational outcomes (Bakker 

& Demerouti, 2007). To gain more insight into the job demands and resources that are important for 

the operators of  Rayon 1, several semi-structured interviews have been conducted with operators 

with different roles at the Rayon: all-round operator (AO), specialist operator (SO) and process control 

operator (PCO). The roles of these operators are explained in further detail in Table 2. The outcomes 

of these interviews showed that the JD-R model, which will be the theoretical framework for this 

thesis, fits well to the problem statement, because multiple job demands, resources and job crafting 

behaviors came forward from the interviews. The semi-structured interview was made up of several 

aspects:  Background, workload, recovery, energy sources, support, development, job crafting and 

change management. The interview questions can be found in Appendix A: Explorative semi-

structured interview scheme (Dutch). All interviews were done by phone and recorded only after the 

approval of the operator. After typing out the interviews, the recordings were deleted. It was 

impossible to conduct the interviews face-to-face due to the COVID-19 restrictions. After all interviews 

had been performed, the responses were analyzed anonymously. Relevant job demands and 

resources were identified and integrated into the research model. The relevant job demands that were 

extracted from the interview with operators from Rayon 1 were the following: work-home 

interference (WHI), job responsibility, extra job responsibilities, workload and unpredictable shifts. In 

addition, the following job resources were identified: performance feedback, communication, 
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appreciation and team spirit. All job demands and resources will be discussed in more detail in the 

Theoretical background of this study. 

Table 2: Job requirements HEINEKEN operator per job function 

Job Job Requirements 

All-round Operator - Checking and adjusting the relevant machines within a 
working area within a production line under standard 
conditions, in such a way that the qualitative and 
quantitative requirements and objectives are met. 

- Making improvement proposals and participating in 
improvement teams to optimize work processes, systems 
and procedures. 

Specialist Operator  - Checking and adjusting the relevant machines within a 
working area within a production line under standard 
conditions, such that the qualitative and quantitative 
requirements and objectives are met. 

- Checking and adjusting the machines within at least one 
workplace under non-standard conditions (workplace 
expert). 

- Making improvement proposals and chairing improvement 
teams to optimize work processes, systems and 
procedures. 

Process Control Operator - Coordination and operational management of the work on 
a production line. 

- Manage standards, prepare training materials and make 
training proposals. 

- Making improvement proposals and chairing improvement 
teams to optimize work processes, systems and procedures 
and to initiate and implement improvements with the aim 
of achieving and guaranteeing continuous improvement 
processes in the short and long term. 

- Performing the Specialist Operator activities. 

 

Interviewing different types of operators ensures that all relevant job characteristics of all types of 

operators are taken into account in the literature research, conceptual model and related survey. The 

participants of the explorative interviews were randomly selected and approved by someone from the 

management of Rayons 1. One AO, three SO’s and one PCO were interviewed. The interview scheme 

was checked by the production coordinator and Rayon manager of Rayon 1 and can be found in 

Appendix A: Explorative semi-structured interview scheme (Dutch). The results of these interviews will 

be used to operationalize the conceptual model, and consequently the content of the survey.  

After this introduction, where the problem statement, scope and explorative interviews (i.e., first 

research phase) were described, Chapter 2 will present the theoretical background of this study, which 

will result in a proposed research model and several hypotheses. Next, in Chapter 3 the research 

method is presented and is followed by the results in chapter 4, where the hypotheses of this study 

are tested. To finalize this master thesis in Chapter 5, the results from the analyses will be discussed 

and conclusions will be drawn. Furthermore, practical and theoretical implications and limitations of 

this study will be presented. 
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2. Theoretical background & hypotheses 
Based on the problem statement, the insights about the JD-R model and the conducted explorative 
interviews, a basic research model without any hypotheses was created, which is presented in Figure 
5. This chapter starts with presenting the theoretical background of this study. Here, the concepts of 
the JD-R model, job crafting, burnout/engagement, job performance and their interrelations are 
explicated in detail. Next, multiple hypotheses are formulated based on the operationalizations of 
these concepts in the research model of the current project. 

 

Figure 5: Basic research model 

 

2.1 The JD-R model 
For this master thesis, the JD-R model is used as the theoretical framework. This model was introduced 

by Demerouti, Nachreiner, Bakker & Schaufeli (2001) as an attempt to understand the antecedents of 

burnout. The most important and central assumption of the JD-R model is that while every job may 

have its particular job characteristics related to burnout, these characteristics can still be modeled in 

two broad categories: job demands and job resources (Bakker et al., 2004). In the original JD-R model, 

burnout is split up into two dimensions, where job demands lead to the exhaustion part of burnout 

and lack of resources leads to disengagement part of burnout (Demerouti et al., 2001).  

Three years later, Schaufeli and Bakker (2004)  introduced a revised version of the JD-R model: They 

added, next to negative psychological state (i.e., burnout), a positive psychological state, called work 

engagement. Both concepts will be explained in more detail in section 4 of this chapter. The JD-R 

model, including the new concept of work engagement, can be seen in Figure 6 (Schaufeli & Taris, 

2014). Both engagement and burnout were considered as mediators of the relation between job 

demands and health problems and between job resources and performance, respectively. The JD-R 

can thus be divided into two processes: (1) An energetic or health impairment process, in which the 

employee’s energy back-up is exhausted or strained by high job demands leading to burnout and 

eventually health complaints; (2) A motivational process, in which high job resources lead to increased 

work engagement, which, in turn, is related with positive outcomes like higher productivity and 
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organizational commitment (Schaufeli & Bakker, 2004; Schaufeli & Taris, 2014). In conclusion, looking 

to empirical evidence from the studies mentioned above: Job demands are positively related to 

burnout and job resources are positively related to engagement (Bakker & Demerouti, 2007). Next to 

these relations, there is also evidence for reversed causal effects between job demands and burnout 

(Demerouti, Le Blanc, Bakker, Schaufeli, & Hox, 2009) and job resources and work engagement 

(Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009a). Therefore, employee work engagement and 

levels of exhaustion may also influence their job resources and demands respectively (Bakker & 

Demerouti, 2014). For this  Master thesis research, these reversed causal effects are left out of scope. 

 

Figure 6: The JD-R model (Wilmar B. Schaufeli & Taris, 2014) 

During the following years, the JD-R model was extended with the concepts of personal resources and 

job crafting. Personal resources can be explained as valuable personal entities of individuals 

functioning as a means of dealing with their environment successfully (Hobfoll, 2002). An example of 

a personal resource can e.g. be the beliefs people have concerning how much control they will have 

over their environment (Bakker & Demerouti, 2017). Personal resources (e.g., self-efficacy, optimism 

and organizational-based self-esteem) were introduced into the JD-R model by Xanthopoulou, Bakker, 

Demerouti and Schaufeli (2007) and would mediate the relation between job resources and well-being 

(i.e., engagement). Subsequent research (Bakker et al., 2010; Brenninkmeijer, Demerouti, Le Blanc, & 

van Emmerik, 2010; Prieto, Soria, Martínez, & Schaufeli, 2008; Vink, Ouweneel, & Le Blanc, 2011; 

Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009b) showed that personal resources do play a role 

in the JD-R model. Personal resources would have a direct positive effect on work engagement (A. B. 

Bakker & Demerouti, 2017). Furthermore, they would have a buffering effect on hindrance demands 

and boost challenging demands. However, these relations with job demands are still unclear, as 

multiple studies provided only limited support (Bakker & Demerouti, 2017) In this Master thesis 

project personal resources will be left out of scope. Job crafting was integrated into the JD-R model 

by Tims, Bakker and Derks (2013) and will be explained in more detail in section 4 of this chapter. 
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2.2 Job demands & job resources 
Job demands are defined by Bakker and Demerouti (2007) as “those physical, psychological, social, or 

organizational aspects of the job that require sustained physical and/or psychological (cognitive and 

emotional) effort or skills and are therefore associated with certain physiological and/or psychological 

costs” (p. 312). Job demands are not necessarily negative, but they can turn into a job stressors if 

meeting the demand asks for high effort, from which an employee cannot recover adequately 

(Meijman & Mulder, 1998). As explained in the previous section, job demands play an important role 

in the health impairment process of the JD-R model and are positively related to burnout and 

eventually health problems (Bakker & Demerouti, 2007). Other studies show that job demands are 

not only positively related to burnout but also engagement. Crawford, LePine and Rich (2010) state 

that the association between job demands and engagement is highly dependent on the demand’s 

nature. Negatively associated are the demands that employees tend to experience as hindrance (e.g., 

role conflict, role ambiguity, organizational politics and hassles) and positively associated are the 

demands that employees tend to experience as a challenge (e.g., targets and high levels of job 

responsibility). This is confirmed by Breevaart and Bakker (2018), who stated that the daily challenging 

demand workload was positively related to work engagement and the daily hindrance demand role-

conflict was negatively related to work engagement. In addition, looking to the challenging demands, 

other studies (Hallberg, Johansson, & Schaufeli, 2007; LePine, Podsakoff, & LePine, 2005) found that 

challenging demands were positively related to both work engagement and exhaustion (dimension of 

burnout). Which is in contrast with findings of van den Broeck et al. (2010), who proved that hindrance 

demands are positively related to exhaustion (dimension of burnout) and negatively related to vigor 

(dimension of engagement) and that challenging demands are positively related to vigor. But, 

unexpectedly, they did not find a significant relationship between challenging demands and 

exhaustion. From this, it can be concluded that the relation between challenging job demands and 

burnout is still unclear, as different studies showed different relations.  

Job resources are defined as “those physical, psychological, social, or organizational aspects of the job 

that are either/or: (1) functional in achieving work goals, (2) reduce job demands and the associated 

physiological and psychological costs, (3) stimulate personal growth, learning, and development” 

(Bakker & Demerouti, 2007, p. 312). Job resources can be found in jobs themselves (e.g., skill variety, 

autonomy, and performance feedback), work context at organizational level (e.g., job security, and 

career opportunities) and social and interpersonal relations (e.g., supervisor support) (Bakker & 

Demerouti, 2007; Bakker, Demerouti, & Schaufeli, 2003; Demerouti et al., 2001; Schaufeli & Taris, 

2014). As explained in section 1 of this chapter, job resources play an important role in the 

motivational process of the JD-R model and are positively related to work engagement, which might 

create positive organizational outcomes like low percentages of sickness absence, good performance 

and organizational commitment (Bakker & Demerouti, 2007). Next to the relation with work 

engagement, other studies (Bakker, Demerouti, & Euwema, 2005; Bakker et al., 2003; Crawford et al., 

2010; Schaufeli & Bakker, 2004) state that job resources are negatively related to burnout, which can 

also be seen in Figure 6. 

The relationship between job resources and job demands, their combined effect on well-being, and 

their indirect effect on performance have been studied by multiple researchers. Several studies 

(Bakker et al., 2005; Hansen et al., 2009; Xanthopoulou et al., 2007) have proven that job resources 

(e.g., performance feedback or social support) mitigate the effect of job demands (e.g., work pressure 

or emotional demands) on strain, including burnout. Other studies also showed  that job demands 

amplify the effect of job resources on motivation/engagement (Bakker et al., 2007; Hakanen et al., 
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2005). In the next two sections, all job demands and resources that came forward from the explorative 

interviews with HEINEKEN’s operators are explained in more detail. 

2.2.1 Job demands 
The concept of work-home interference (WHI) can be defined as “a process in which a worker's 

functioning (behavior) in one domain (e.g. home) is influenced by (negative or positive) load reactions 

that have built up in the other domain (e.g. work)” (Geurts et al., 2005, p. 322). Previous research 

(Allen, Herst, Bruck, & Sutton, 2000; Geurts, Kompier, Roxburgh, & Houtman, 2003) provided cross-

sectional evidence that negative WHI was associated with fatigue. Moreover, others (Demerouti, 

Bakker, & Bulters, 2004; van Hooff et al., 2005)  found temporal relationships between negative WHI 

and decreased level of psychological health over time. This relation between negative WHI and a 

higher level of fatigue was also confirmed by Geurts et al. (2005). As exhaustion can be interpreted as 

severe mental fatigue (Xanthopoulou et al., 2007), it can be expected that the hindrance job demand 

WHI will be positively related to exhaustion. 

Job responsibility can be described as the responsibility an employee gets in his/her work and can be 

considered a challenging demand (Cavanaugh, Boswell, Roehling, & Boudreau, 2000; Crawford et al., 

2010). Challenging demands can be seen as opportunities to achieve, learn and demonstrate the type 

of capability that will turn into a reward for the employee (Crawford et al., 2010). As explained before, 

these challenging demands are expected to be positively related to work engagement (Crawford et 

al., 2010). Job responsibility can be seen as a job demand as bearing the responsibility for things or 

people requires a sustained and mostly psychological effort of an employee. Job responsibility puts 

some extra pressure on the employee, because when something goes wrong (s)he will be to blame. 

Extra job responsibilities can be described as extra responsibilities an operator gets in addition to the 

job responsibilities that are already formally part of his/her job. These additional responsibilities can 

be experienced by the operator as additional hindrance job demands. When employees are 

confronted with these extra hindrance demands, they will try to adopt a performance protection 

strategy (i.e., active coping) or accept a decrease in their overt performance (i.e., passive coping) 

(Demerouti et al., 2004). Active coping can eventually lead to an increase in compensatory costs like 

fatigue or anxiety, which can result in burnout. Especially when an employee lacks resources, (s)he is 

most vulnerable to these additional losses (Demerouti et al., 2004). Two examples of extra job 

responsibilities for HEINEKEN’s operators are giving an employee the task to assist a temporary worker 

who never worked on the production line before or giving him/her the task to make time for additional 

training. By adding these responsibilities to the formal job responsibilities, the operator can 

experience more job demands he/she can handle, which can in turn lead to burnout. 

Workload can be described as “subjective experience caused by external and internal factors such as 

motivation, ability, expectations, training, timing, stress, fatigue, and circumstances in addition to the 

number, type, and difficulty of tasks performed, effort expended, and success in meeting 

requirements” (Kantowitz, 1987, p. 97). Workload is, just like job responsibility a challenging demand 

and can be positively related to work engagement (Crawford et al., 2010). But, when meeting this 

demand requires high effort and the employee has not sufficiently recovered, it can turn into a job 

stressor, and consequently a hindrance demand (Bakker & Demerouti, 2007). 

The last job demand that came forward from the explorative interviews is unpredictable shifts. Shift 

work refers to a work agreement in which employees go to their work in turns to make sure that the 

services that they provide with their work are available around the clock (Karriker & Williams, 2009). 

Fido and Ghali (2008) stated that practicing shift work would cause a myriad of health problems (e.g., 

fatigue, loss of concentration, stress, absenteeism and low libido). The unpredictability of operator’s 
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shifts can be seen as hindrance job demand as it will cost them physical and psychological effort. 

Employees will get exhausted because of the variation of time slots in which they have to work which 

gives them an unstructured life, but also makes it difficult to plan activities besides work which is 

mentally demanding. 

2.2.2 Job resources 
The first job resource HEINEKEN’s operators mentioned in the explorative interviews was performance 

feedback. Feedback can be defined as any direct communication to an employee during/after his or 

her job is completed (Graham, 2009). Performance feedback can be seen as a reflection of an 

employee’s work by someone else. It can be given by customers, colleagues and most importantly, 

managers. It can be positive or negative and needs to be communicated in a timely manner (Graham, 

2009). For example, when a HEINEKEN operator only receives feedback once a year, the feedback can 

be outdated and it may be difficult to remember for the operator or it is already too late to improve, 

as the working situation has changed. Proper feedback to an employee will foster learning and 

therefore increase job competence (Bakker & Demerouti, 2007). Bakker and Demerouti (2007) also 

stated that feedback by the direct supervisor will increase the likelihood of employees being successful 

in achieving their work goals, which will eventually lead to work engagement. In contrast, the absence 

of feedback will evoke a cynical work attitude among employees. Constructive feedback will not only 

help employees to work more effectively, but it also improves communication between them and 

their supervisors (Bakker et al., 2005), as in this way, they share accurate information about each other 

in a constructive way, which can eventually change or improve their performance. 

The above-mentioned communication between employees and their supervisors is the next job 

resource that came forward from the semi-structured interviews. Good communication can be seen 

as that employees are well informed and kept up to date when something important happens with 

regard to their work or the organization that matters to them. For example, when a supervisor 

communicates to all the employees of a production line that a new product will be introduced. If this 

communication is done properly, all employees will be informed on time and everything should be 

clear for them. This is also the reason why communication can be seen as a job resource. When 

everything is clear because of the good communication, achieving work goals should be easier as there 

is no slack in receiving information that is needed to achieve the work goals. Furthermore, bad 

communication can increase hindrance job demands as an employee needs to make some extra effort 

to get the necessary information. According to Schnorpfeil et al. (2002), poor communication is one 

of the main causes of disengagement. Furthermore, communication can be of big influence when an 

organization is undergoing a (big) change. Managerial communication regarding a change will 

facilitate employee meaning-making, which in turn will help an employee to adapt his/her behavior 

and to actively search for benefits in the change (Sonenshein & Dholakia, 2012). 

Appreciation employees receive from their supervisor is another important job resource for 

HEINEKEN’s operators. Appreciation can alleviate the influence of high job demands (e.g., work 

overload, physical and emotional demands) on job strain (burnout) by putting the demands in another 

perspective (Bakker & Demerouti, 2007; Bakker et al., 2005). Supervisors’ appreciation and support 

would also aid the employee in coping with high demands, facilitate performance and act as protector 

against ill health (Väänänen et al., 2003). In a study among Finnish teachers (Bakker et al., 2007) 

appreciation appeared to be the strongest predictor of all work engagement dimensions (i.e., vigor, 

dedication and absorption). Appreciation differs from feedback, as it is not only work-related but has 

an ‘overall perspective’. For example, an employee can also be appreciated as a person and not only 

because of what he or she is doing. Furthermore, appreciation is always positive, whereas feedback 

can also be negative. 
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Team spirit is the last job resource and also the last job characteristic being discussed in detail by 

HEINEKEN’s operators. Team spirit can be defined as  “the feeling that general good fellowship prevails 

in the atmosphere, that managers and fellow employees are warm and trusting, and that the 

organization is one with which people identify and to which they are proud to belong” (Barclay, 1991, 

p. 472). Team spirit can be seen as job resource. A good team spirit reduces hindrance job demands 

as the employee can count on his/her team members to ‘get the job done’. Furthermore, team spirit 

will eventually lead to better teamwork and make sure that the people within the team or organization 

will work towards a common goal (Menon, Bharadwaj, & Howell, 1996). Teamwork is different from 

team spirit as it is the extent to which employees cooperate with their colleagues in a relatively stable 

group (Osterman, 2000) instead of a sense of loyalty and dedication, that eventually brings a group of 

individuals together and develops a team committed to the same goal, which is the case for team 

spirit (Conti & Kleiner, 1997). 

2.3 Burnout & work engagement 
Burnout can be defined as a psychological syndrome that may arise once employees are subjected to 

stressful working environment, with low job resources and high job demands (Bakker & Demerouti, 

2007; Maslach et al., 2001). Originally, burnout was described by Maslach and Jackson (1981) as a 

syndrome of emotional exhaustion, depersonalization and lack of personal accomplishment. Later on, 

research has changed those three dimensions to three new dimensions of burnout, named 

exhaustion, disengagement from work (cynicism) and reduced personal accomplishment (Bakker et 

al., 2004; Maslach et al., 2001) to make the concept applicable to jobs outside the service professions 

too. Other studies (Bakker et al., 2004; Green et al., 1991; Shirom, 1989) stated that exhaustion and 

disengagement can be seen as core dimensions of burnout, whereas reduced personal 

accomplishment can be interpreted as a consequence (Taris, Le Blanc, Schaufeli, & Schreurs, 2005). 

Therefore, reduced personal accomplishment is left out of scope in this Master thesis project. 

Exhaustion can be defined as “a consequence of intense physical, affective and cognitive strain, i.e. as 

a long-term consequence of prolonged exposure to certain job demands” (Demerouti, Bakker, 

Vardakou, & Kantas, 2003, p. 14). Disengagement is defined as “distancing oneself from one’s work 

and experiencing negative attitudes toward the work object, work content, or one’s work in general” 

(Demerouti et al., 2003, p. 14). As can be seen in Figure 6, burnout is considered as the mediator of 

the health impairment process between job demands and negative outcomes at the individual level 

(e.g. health problems), but also at the organizational level (e.g. poor performance) (Schaufeli, 2017). 

Bakker, Demerouti and Verbeke (2004) proved that both exhaustion and disengagement have an 

mediating effect on the relation between job demands/resources and performance, where employees 

engage in two sorts of performances: in-role (i.e., task) and extra-role (i.e., contextual) performance. 

In-role performance are the outcomes that directly serve the organization’s goals (Motowidlo & Van 

Scotter, 1994) and extra-role performance are the outcomes that directly promote an organization’s 

effective functioning without directly influencing the target productivity of a person (Posdakoff & 

MacKenzie, 1994). In the study by Bakker et al. (2004) exhaustion was a mediator of the relation 

between job demands and in-role performance and disengagement between job resources and extra-

role performance. 

When individuals are engaged in their work, they have high levels of energy, are completely immersed 

in their work activities and are excited about their work (Bakker & Albrecht, 2018). The concept of 

engagement was introduced by Kahn (1990) who described it as the “harnessing of organization 

members’ selves to their work roles; in engagement, people employ and express themselves 

physically, cognitively, and emotionally during role performances” (p. 694). Nowadays work 

engagement is mostly defined as “a positive, fulfilling, work-related state of mind that is characterized 



15 
 

by vigor, dedication, and absorption” (Schaufeli et al., 2002, p. 74). Where vigor and dedication are 

considered the direct positive opposite of the burnout dimensions exhaustion and disengagement (i.e. 

cynicism), respectively (González-Romá, Schaufeli, Bakker, & Lloret, 2006; Wilmar B. Schaufeli & 

Bakker, 2004). Absorption has been stated as a constituting element of engagement, just like reduced 

personal accomplishment is of burnout (Schaufeli et al., 2001; Schaufeli & Bakker, 2004). Furthermore, 

recent research suggests that vigor and dedication can be seen as core dimensions of engagement 

(González-Romá et al., 2006; Salanova & Schaufeli, 2008). Absorption is even considered as a 

consequence of work engagement instead of a component (Salanova et al., 2003). Vigor can be 

described as a mental state where employees feel filled with physical energy (A. B. Bakker & 

Demerouti, 2017). Furthermore, dedication can be described as a mental state in which the employees 

are enthusiastic about the things they do and the content of their work (Bakker & Demerouti, 2017). 

Lastly, absorption, the mental state where employees are so immersed in their job and work that their 

time seems to fly (Bakker & Demerouti, 2017) is left out of scope in this Master thesis project, as it is 

not a core dimension of engagement (González-Romá et al., 2006; Salanova & Schaufeli, 2008).  

2.4 Job crafting 
Job crafting was originally described as the adjustments workers make in their task, relational or 

cognitive boundaries of their work (Wrzesniewski & Dutton, 2001) and can be seen as a daily 

(Wrzesniewski & Dutton, 2001) or continuous (Berg, Wrzesniewski, & Dutton, 2010) activity. In this 

explanation job crafting is restricted to altering relations. Other research conceptualized job crafting 

more in terms of altering job characteristics and adopted a JD-R perspective. In this Master-thesis 

project, job crafting is seen as a job (redesign) strategy meant to optimize job demands and resources 

that will may increase work engagement, satisfaction and meaning (Demerouti, 2014; Petrou et al., 

2012; Tims & Bakker, 2010). In line with this view, job crafting can be defined as “voluntary, self-

initiated employee behaviors targeted at seeking resources (i.e., asking manager or colleagues for 

advice), seeking challenges (i.e., asking more responsibilities), and reducing demands (i.e., eliminating 

emotionally, mentally, or physically demanding job aspects)” (Petrou et al., 2015, p. 2). Eventually, 

employees can achieve their work goals by increase challenging job demands and job resources 

through job crafting (Demerouti, 2014). Job crafting, particularly in the form of increasing job 

resources and challenging job demands, is positively related to work engagement (Bakker & Albrecht, 

2018). Tims, Bakker and Derks (2012) state that there are four job crafting dimensions. Increasing (1) 

social job resources, (2) structural job resources, (3) challenging job demands and decreasing (4) 

hindrance job demands. Comparing these dimensions with the three job crafting 

dimensions/behaviors (i.e., seeking resources, seeking challenges and reducing job demands) defined 

by Petrou (2012), the dimensions increasing social resources and structural resources can be seen as 

seeking resources, and increasing challenging job demands as seeking challenges. In this Master thesis, 

the three dimensions of Petrou (2012) will be used.  

2.4.1 Job crafting dimensions 
Job crafting can be seen as bottom-up adjustments of job demands and resources and therefore might 

play an important role in the JD-R model (Bakker & Demerouti, 2014). The exact definitions and the 

relations between the job crafting dimensions and JD-R model concepts will be explained below.  

Job crafting is different from job design, as with job crafting task elements are being crafted (i.e., re-

created) continuously, while job design focuses on the more static task elements of employees’ job 

experience (Wrzesniewski & Dutton, 2001). Looking at the three dimensions of job crafting (i.e., 

seeking resources, seeking challenges and reducing job demands) defined by Petrou (2012), seeking 

resources can be a way to mobilize (more) job resources to better cope with job demands (Tims et al., 

2012) and can take the form of proactive coping, which will have positive outcomes for employees’ 
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motivation and well-being (Salanova & Schaufeli, 2008). Examples of seeking resources are asking for 

feedback, seeking learning opportunities or asking advice from colleagues and supervisors (Petrou et 

al., 2012). Next, seeking challenges may include behaviors like keeping yourself busy during the 

workday, ask for more responsibility and seeking new challenging tasks at your work (Demerouti, 

2014). These are all challenging demands, which are shown to have a positive effect on commitment 

and satisfaction and a negative effect on turnover (Podsakoff, Lepine, & Lepine, 2007). Maintaining 

motivation and avoiding boredom is another reason why individuals seek challenges (Csikszentmihalyi 

& Nakamura, 2014). The last dimension is reducing (hindrance) demands, which can be seen as a 

health-protecting coping mechanism and is used when demands are disproportionately high 

(Demerouti, 2014). Reducing demands can be seen as minimizing the emotionally, physically or 

mentally demanding aspects of an employee’s work, reducing the employee’s workload or making 

sure this workload will not affect his/her private life (Demerouti, 2014).  

Next to all studies about job crafting and its relationship with well-being, studies on job crafting 

interventions showed that job crafting is something an employee can learn. This learning of job 

crafting resulted in more job resources, higher levels of work engagement and so, an improved 

performance (Gordon et al., 2018; van Wingerden, Bakker, & Derks, 2017). To conclude, job crafting 

can be seen as an effective bottom-up strategy, which increases work engagement by increasing the 

fit between person and organization and the meaning of work (Bakker & Albrecht, 2018) and 

decreases burnout by providing them enough resources that buffer the impact of hindrance demands 

and protect them from exhaustion and by providing themselves with high-level work achievement 

skills (Petrou, 2013). The relation all job crafting dimensions have with job characteristics and well-

being from the JD-R model will be discussed in section 6 of this chapter where all hypotheses will be 

presented. 

2.4.2 Future time perspective 
Nowadays, the influence of aging on employees’ motivation is one of the most pressing challenges 

that arise for human resource managers (Kooij, De Lange, Jansen, Kanfer, & Dikkers, 2011). Studies 

have found that work motivation is changed by age, yet performance and age are largely unrelated 

(Kooij et al., 2011; Kooij & Van De Voorde, 2011). The motivational change as people grow older is 

explained by the socio-emotional selectivity theory (SST) from Carstensen (1995), which proposes that 

changes in social goals are a result of age-related changes in the perception of time. Furthermore, the 

SST’s main proposition is that FTP influences the ordering of two important life goals: knowledge 

acquisition (long term) and emotion regulation (short term). The motive for social interaction is to 

increase resources (e.g., acquiring knowledge) when there is an open-ended FTP (i.e., time is perceived 

as expansive), whereas it is aimed at selecting emotionally meaningful goals (e.g., generativity) when 

there is a limited FTP (i.e., time is perceived as constrained) (Kooij & Van De Voorde, 2011). Kooij et 

al. (2017) see FTP perspective as an antecedent of job crafting, as a perception of time will influence 

employee’s work motives (Kooij & Van De Voorde, 2011) and these employees will, in order to make 

sure their job fits these motives, craft their job (Wrzesniewski & Dutton, 2001). In the research of Kooij 

et al. (2017), they make a parallel with the two life goals of SST (and so FTP) and the three job crafting 

dimensions. Where they expected that increasing job resources and challenging demands would serve 

the goal of knowledge acquisition (open-ended FTP) and decreasing hindrance demands would serve 

the goal of emotion regulation (limited FTP). They found that employees of which their open-ended 

FTP increased within a 1-year time period crafted more job resources and challenging job demands, 

which eventually resulted in increased levels of work engagement and job performance. This can be 

explained by the fact that employees with an open-ended FTP will focus on long term knowledge 

acquisition and so they find it more important to grow in the organization and develop themselves. 

This will make them craft in a way in which they will get more challenges and opportunities, which will 
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may occur when seeking for challenges or resources. Furthermore, they found a marginal significant 

relation in which an increased open-ended FTP will lead to an increased level of decreasing hindrance 

demands. This can be explained by that employees with open-ended FTP decrease hindrance demands 

to create enough time and resources to make sure that they can invest in their future goals related to 

knowledge acquisition (Kooij et al., 2017).  Contrary to what they expected, they also found that 

employees of which their increased limited FTP increased within a 1-year time period did not 

proactively reduce hindrance demands (Kooij et al., 2017), which can be explained by the fact these 

employees no longer allocate any resources or try to make work less demanding as they have to 

engage in proactive behavior. This proactive behavior requires additional resources, time and energy, 

which are depleting for someone with limited FTP (Kooij et al., 2017). 

2.5 Job performance 
Job performance can be defined as work-related behaviors and resultant outcomes that follow 

(Carson, Cardy, & Dobbins, 1991). Just like behavior, performance is a combination of observable 

and/or unobservable actions like thought processes and decision-making (Al-homayan, Shamsudin, 

Subramaniam, & Islam, 2013). Individual job performance is frequently described by two dimensions: 

task performance and contextual performance (Koopmans et al., 2011). Task performance is often 

referred as in-role performance. As earlier explained, in-role performance are the outcomes that 

directly serve the organization’s goals (Motowidlo & Van Scotter, 1994). Task performance are all the 

critical activities that are performed and specified in advance for a specific job, i.e. the tasks that are 

expected to be delivered for a specific job. Another widely used type of performance is contextual 

performance, which can be defined as “individual behaviors that support the organizational, social, 

and psychological environment in which the technical core must function” (Koopmans et al., 2011, p. 

861). Next to these two types of job performance, being able to easily cope with changes in the work 

(environment) is linked to another type of job performance. This third type of job performance is 

called adaptive performance. Adaptive performance is defined as “behaviors that reflect the extent 

to which individuals are responsive to changes in task requirements and in their work environments” 

(Shoss, Witt, & Vera, 2012, p. 911). As (production) companies need to keep up with all changes in the 

market to stay competitive, adaptive performance can be seen as a particularly important type of job 

performance in the current business environment.  

Job performance is an important outcome of the JD-R model. The motivation employees get from, for 

instance, job resources, helps them to be focused and goal-oriented and consequently to perform 

well. On the other hand, employees that are exhausted and have health problems do not reach their 

goals because of a lack of energetic resources and consequently do not perform well (Bakker & 

Demerouti, 2017). So, whereas burnout has a negative impact, work engagement has a positive impact 

on job performance (Demerouti & Cropanzano, 2010). In the JD-R model, job performance can be seen 

as a positive outcome of the motivational process and a negative outcome of the health impairment 

process (Figure 6). Well-being (i.e., work engagement and burnout) is highly positively related to both 

task and contextual performance, where burnout is negatively related and work engagement 

positively related to both task and contextual performance (Bakker et al., 2014; Ida et al., 2009). The 

relationship between well-being and job performance will be discussed in the next section of this 

chapter, where all hypotheses of this Master research project will be presented. 

2.6 Hypotheses 
Nowadays, being an operator implies having to fulfill various job tasks during a working day. The 

manufacturing industry has changed drastically from traditional work organization principles, where 

operators only had a few tasks, to team-based work with multiple principles (e.g., lean production, 

quality checks), where operators have more responsibilities (Bolden, Waterson, Warr, Clegg, & Wall, 
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1997). This also comes forward from the explorative interviews. The HEINEKEN operators nowadays 

have a lot of extra tasks and responsibilities (e.g., TPM, temporary workers, training) next to their 

standard job activities. These extra responsibilities or tasks sometimes give them energy. Examples 

from the conducted interviews are for example when they finish a project and see the result or when 

they solve some problems at the production line. But some extra tasks or responsibilities cost 

operators energy. Some examples that came forward from the interview were: the extra responsibility 

for a temporary worker or mandatory tasks that are needed for training programs. Like Crawford, 

LePine and Rich (2010) stated, the influence of job demands on engagement highly depends on the 

nature of a job demand: hindrance demands are generally detrimental, whereas challenge demands 

can have a positive effect on employee engagement. Hindrance demands that clearly came forward 

from the interview were: WHI, additional responsibilities and unpredictable shifts. Workload can also 

be experienced as a hindrance demand when an employee has not sufficiently recovered from the 

previous working day. In that case workload can turn into a job stressor instead of a challenge (Bakker 

& Demerouti, 2007). In the current study, however, workload is considered as a challenging demand, 

as most operators from Rayon 1 indicate that they have enough possibilities to recover from their 

workload at home or during work. The other challenging demand that came forward from the 

conducted interviews was job responsibility, which is the responsibility an employee gets in his/her 

work. These responsibilities are part of employee’s jobs and are not seen as an ‘extra’. As earlier 

stated, challenging demands are expected to be positively related to engagement. However, the 

relation that challenging job demands have with burnout is still vague and unclear as multiple studies 

have different outcomes: Challenging job demands are positively related to exhaustion (and so 

burnout) (Hallberg et al., 2007; LePine et al., 2005) or challenging demands have no relation at all with 

exhaustion (van den Broeck et al., 2010). As job demands, in general, are linked with the health 

impairment process of the JD-R model and challenging job demands are linked several times to the 

motivational process of the JD-R model, the following hypothesis is formulated: 

Hypothesis 1a: Hindrance job demands are positively related to burnout. 

Hypothesis 1b: Challenging job demands are positively related to burnout. 

Hypothesis 1c: Challenging job demands are positively related to work engagement. 

Job resources are generally positively related to well-being (Bakker & Demerouti, 2007). Looking at 

HEINEKEN’s operators, multiple resources can help them achieve their goals, reduce hindrance job 

demands and stimulate personal growth development and learning, which are the core specifications 

of job resources (Bakker & Demerouti, 2007), i.e. performance feedback, communication, 

appreciation and teamwork. Based on the existing literature where a positive relationship of resources 

with work engagement is consistently found and is also part of the motivational process of the JD-R 

model the following hypothesis is formulated: 

Hypothesis 2: Job resources are positively related to work engagement. 

The three dimensions of job crafting (i.e., seeking challenges, seeking resources, reducing demands) 

may be stimulated by the presence or absence of specific job characteristics (Tims et al., 2012). For 

example, when there is a lack of challenging job demands employees can get bored and they can try 

to craft their job and seek for challenges. Or when some job demands are too high (or some specific 

job resources too low), they can also try to craft their job by trying to reduce the hindrance demands 

or seek for resources that buffer the impact of the highly demanding job characteristics (Gordon, 

Demerouti, Blanc, & Bipp, 2015). Gordon et al. (2015) studied the effects of specific job demands and 

resources on job crafting, and if job crafting would in turn predict job performance. This study was 
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conducted among health care professionals from the United States and the Netherlands and showed 

that hindrance (emotional demands) and challenging job demands (work pressure, cognitive 

demands) are positively related to job crafting dimension seeking resources, whereas there was no 

significant relation between these types of job demands and the job crafting dimensions seeking 

challenges and reducing hindering job demands. Furthermore, they found that job resources (social 

support, feedback, and leadership) are positively related to the crafting dimensions seeking challenges 

and seeking resources, but negatively related to reducing (hindrance) demands. In order to investigate 

which job characteristics play an important role in predicting the crafting behavior of operators, the 

following hypotheses are formulated: 

Hypothesis 3a: Job demands (i.e., hindrance and challenging) are positively related to all job crafting 

dimensions. 

Hypothesis 3b: Job resources are related to job crafting, they are positively related to seeking 

challenges and seeking resources and negatively related to reducing hindrance demands.  

Next to the direct effect of the job characteristics (job demands and job resources) on well-being as 

discussed before, optimizing job demands and resources through job crafting would be another way 

to affect well-being. Crafting resources and challenging demands are positively related to motivational 

outcomes, and crafting hindrance demands negatively (Podsakoff et al., 2007). This statement is 

confirmed by Petrou et al. (2012), who found that job crafting dimensions seeking resources and 

challenging demands were positively related to work engagement whereas decreasing hindrance 

demands were negatively related. Multiple studies (Bakker, Tims, & Derks, 2012; Gordon et al., 2018; 

Petrou et al., 2012; Tims, Bakker, Derks, et al., 2013) found that employees who crafted job resources 

and challenging demands were more engaged than employees who did not. This can be explained by 

the fact that these employees proactively adapt their job resources and demands to their own needs 

and abilities, which makes them more engaged. Next to the relation of the two dimensions seeking 

resources and challenging demands with engagement, Kooij et al. (2017) found that the third 

dimension, decreasing hindrance job demands, was related to a decreased level of work engagement 

and job performance. This is explained by the fact that crafting less hindrance demands is an energy-

consuming activity that may lead to feelings of ineffectiveness, as when an employee puts effort in 

decreasing hindrance demands and at the end, it turns out that it was unsuccessful, the employee will 

experience its effort as worthless. Furthermore, crafting fewer hindrance demands makes the job less 

psychologically stimulating because hindrance demands are also part of the job (Kooij et al., 2017) and 

so, when an employee has to start with his job he/she knows upfront that he/she has to deal with 

these job hindrance demands which will not be motivating like knowing he/she has to deal with 

challenging demands. These findings were also supported by Petrou et al. (2012) and Demerouti 

(2014), who stated that decreasing hindrance demands is negatively related to work engagement, as 

when employees try to decrease their workload, they may also reduce important triggers or 

requirements to take action, which will also reduce their optimal level of job challenge, which will lead 

to a less stimulating environment (Petrou et al., 2012). In contrast, other studies (Bakker et al., 2012; 

Tims et al., 2012; Tims, Bakker, & Derks, 2015, 2013) found no significant relation between decreasing 

hindrance job demands and work engagement. This could be explained by the fact that hindrance 

demands are part of the health-impairment process of the JD-R model and will therefore mainly affect 

employees’ burnout levels rather than their engagement levels (Tims, Bakker, Derks, et al., 2013).  

As the job crafting dimensions were shown to have differential relationships with work engagement, 

this can also be expected for the relationships between the job crafting dimensions and burnout. 

About the relationship between the job crafting dimension decreasing hindrance demands and 

burnout are still some unclarities. According to LePine et al. (2005), employees would decrease their 
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hindrance demands to reduce negative strain and so, prevent burnout. Decreasing these demands 

may lower the feeling of exhaustion, as it would be related to a perception of a lower workload and 

decreases the necessary exertion and expenses related to these job demands (Demerouti, Bakker, & 

Halbesleben, 2015; Salmela-Aro, Tolvanen, & Nurmi, 2009). In contrast, other studies found a positive 

relation between decreasing hindrance job demands and burnout. Tims et al. (2012) found this 

dimension was positively related to cynicism (disengagement). Furthermore, Gordon et al. (2018) and 

Petrou et al. (2015) found (unexpectedly) that decreasing hindrance demands would increase 

exhaustion. Feeling exhausted would even lead to more reducing hindrance demands, as exhausted 

employees are less able to put effort into their tasks, and they try to catch up by increasing their 

workload. If they do not have enough resources to cope with the higher workload, they will get even 

more exhausted (Petrou et al., 2015). This brings those employees in a vicious circle that keeps them 

(becoming more) exhausted (Petrou et al., 2015). Looking at the relation of the job crafting dimension 

seeking challenging demands to burnout, it could be expected that seeking challenging demands 

would increase burnout as challenging demands are also related to burnout as explained earlier and 

they would cost the employee effort and energy. But, on the contrary, multiple studies found that 

seeking challenging demands would be negatively related to burnout. Gordon et al. (2018), Petrou, 

(2013) and Tims, Bakker, and Derks (2013) all found that exhaustion and so, burnout decreased when 

seeking challenges was high. These findings are also consistent with the findings of Petrou et al. (2015), 

who also found that seeking challenges was negatively related to strain (burnout). A reason for this 

relation is that seeking these job challenges would make sure that employees are provided with high-

level work achievement skills and it would give them a resilient and effectual self-image, which can 

act as a protective shield against exhaustion (Petrou, 2013). According to the JD-R model, job 

resources are negatively related to burnout, because they would buffer the impact of hindrance job 

demands (Bakker et al., 2005). In line with this, multiple studies (Petrou et al., 2015; Tims, Bakker, & 

Derks, 2013) found a negative relation of the job crafting dimension seeking resources with burnout. 

By providing the employees with a strong social support network and reducing their uncertainty, 

seeking resources will eventually decrease the risk of becoming exhausted (Petrou et al., 2015). So 

looking at the relationship between job crafting and burnout, it can be expected that seeking 

resources and challenging demands are negatively related to burnout. Petrou et al. (2015)  even found 

that seeking resources was even less effective to prevent burnout than seeking challenging demands. 

The relation dimension decreasing hindrance demands has with burnout is still unclear. 

Looking to all knowledge about the relation between the job crafting dimensions and well-being (i.e., 

work engagement and burnout) described above, it can be concluded that multiple studies agree 

about the relations of job crafting dimensions seeking resources and challenges to employee well-

being. In contrast to the relations of job crafting dimension reducing (hindrance) job demands to both 

engagement and burnout, where are still some unclarities. Most current studies found no relation 

between this job crafting dimension and work engagement (Bakker et al., 2012; Tims et al., 2012; Tims, 

Bakker, & Derks, 2015, 2013) and a negative relation to burnout (Gordon et al., 2018; Petrou et al., 

2015; Tims et al., 2012). Based on all findings the following hypotheses are formulated: 

Hypothesis 4:  The job crafting dimensions seeking challenges and job resources are positively related 

to work engagement and reducing (hindrance) demands is not related to work engagement. 

Hypothesis 5a: The job crafting dimensions seeking challenges and seeking job resources are negatively 

related to burnout. 

Hypothesis 5b: The job crafting dimension reducing (hindrance) job demands is positively related to 

burnout. 
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An aspect that may have an indirect impact on well-being is FTP. The way that employees see their 

future and what they want to achieve in the years they still have to work can have a big impact on 

their motivation to craft their jobs. The impact of FTP on job crafting depends on the type of FTP: 

open-ended or limited. A study by Kooij et al. (2017) showed that whereas open-ended FTP was 

positively related to all three job crafting dimensions (decreasing demands marginally significant), 

limited FTP turned out not to be related to any of the job crafting dimensions. In the case of the 

HEINEKEN operators, there can be expected that operators with open-ended FTP will proactively 

decrease hindrance demands and seek for resources and challenging demands. As the research of 

Kooij et al. (2017) was conducted at a Dutch university, where the jobs will be less physically 

demanding than for a HEINEKEN operator, employees will react differently on high hindrance 

demands. When physical demands will be higher, it can be expected that an employee will be more 

likely to decrease these high demands. Especially when (s)he will have a limited FTP, as employees 

with a limited FTP tend to see time as constrained and their limited FTP is increased by losses in 

subjective general health  (Kooij & Van De Voorde, 2011). This employee may be older and (s)he is not 

looking for new challenges and tries to decrease hindrance demands to stay healthy in the last years 

of work that have to come. In the case of the HEINEKEN employees, there can be expected that 

operators with a limited and open-ended FTP will proactively decrease hindrance job demands as their 

(physical) job demands are high. Based on these expectations and the findings concerning open-ended 

FTP the following hypotheses are formulated:  

Hypothesis 6a: Open-ended FTP is positively related to all job crafting dimensions (i.e., seeking 

challenges, seeking resources or reducing hindrance job demands). 

Hypothesis 6b: Limited FTP is positively related to the job crafting dimension reducing hindrance job 

demands 

In the JD-R model, job performance can be seen as a positive outcome of the motivational process 

and a negative outcome of the health impairment process (Figure 6). Well-being (i.e., work 

engagement and burnout) is highly related to both task and contextual performance, where burnout 

is negatively related and work engagement positively related to performance (Bakker et al., 2014).  

Multiple studies showed that work engagement has a positive effect on job performance (Bakker et 

al., 2012; Demerouti & Cropanzano, 2010). Furthermore, work engagement might be an important 

mediator of the relationship between job crafting and job performance (Tims, Bakker, Derks, et al., 

2013). According to Christian et al. (2011), work engagement is positively related to both task and 

contextual performance. Engaged employees have a better task performance, as they are focused and 

have a strong dedication to their job activities (Christian et al., 2011). Engaged employees also show 

more contextual performance, as they will have more willingness to give some extra effort to help the 

organization, and consequently step out their formal job tasks (Christian et al., 2011). The positive 

effect of high work engagement also applies to adaptive performance. Van den Heuvel and Demerouti 

(2010) propose work engagement as an indicator of successfully adapting to change. Because, when 

employees are engaged, they will show more organizational commitment (Demerouti et al., 2001), 

are enthusiastic about their job, will have a high level of energy and will eventually give that little bit 

of extra (Demerouti & Bakker, 2008). This will eventually have a positive effect on employees’ 

adaptation to change, i.e. their adaptive performance. Engaged employees will be more motivated 

and will give that little bit of extra that is needed to bring a change to a success.  

Multiple studies (Bakker et al., 2004; Demerouti, Bakker, & Leiter, 2014) found that burnout is 

negatively related to job performance, where the burnout dimension exhaustion is more relevant for 

task performance and disengagement more for contextual performance. In addition, Bakker and 
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Heuven (2006) analyzed the relationship between burnout (i.e., exhaustion and disengagement) and 

task (i.e., in-role) performance and found that they were clearly negatively related. Another study 

(Taris, 2006). This negative effect of burnout on performance also applies to adaptive performance. 

Burned-out employees are unwilling or unable to expend effort, which leads to suboptimal functioning 

and makes it difficult for them to cope with organizational change (Demerouti et al., 2014). Taking this 

all together, the following hypotheses are formulated: 

Hypothesis 7a: Burnout is negatively related to job performance. 

Hypothesis 7b: Work engagement is positively related to job performance. 

2.7 Research model 
Taking together, the literature review and the related hypotheses result in the research model 

presented  in Figure 7: 

 

Figure 7: Proposed research model 
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3. Research Method 
In this chapter, the research method of this Master thesis project will be described.  This includes the 

research design and procedure, the research participants, the questionnaire measures and the data 

analysis.  

3.1 Research design and procedure 
As explained in chapter 1.4, this research consisted of two phases. First, a qualitative phase, in which 

multiple semi-structured interviews were conducted (already before the literature study) to identify 

HEINEKEN’s operators’ most important job characteristics (i.e., demands and resources). This first 

phase is needed, because every occupation can have its own antecedents of engagement and burnout 

(Bakker & Demerouti, 2007). The job demands that came forward were: WHI, additional 

responsibilities, unpredictable shifts, job responsibility and workload. Where the first three are 

hindrance job demands and the last two challenging demands, respectively. The job resources that 

came forward were: Performance feedback, communication, appreciation and team spirit. A more 

detailed description of the design of the first research phase can be found in chapter 1.4 and the semi-

structured interview scheme can be seen in Appendix A: Explorative semi-structured interview 

scheme (Dutch).  

The second and quantitative phase is based on the literature review, the research model (Figure 7) 

and the outcomes of the interviews. This second phase comprised a quantitative cross-sectional 

survey study to investigate the relations between all study variables and to test the hypotheses 

presented in chapter 2.6. The second phase can be seen as the main part of this Master thesis project. 

All operators of Rayon 1 received an e-mail with an invitation to participate in this study. In this e-mail, 

they could find a URL link that redirected them to a questionnaire in Google forms. This questionnaire 

consisted out of seven sections, where several questions were asked about the topic of this specific 

section. The following seven sections were included in the survey: General, job demands, job 

resources, well-being operators, job crafting, future time perspective and job performance. The whole 

survey was in Dutch and a letter was included in the e-mail to explain the research to the participants 

and assure that their data would be analyzed anonymously. The operators were kindly requested to 

fill out the survey between June 18th, 2020 and June 29th, 2020. This response time was extended by 

two weeks to July 12th, as the response rate was too low after these first two weeks. Eventually, the 

participants had four weeks to fill out the survey. The survey was eventually closed on July 14th, 2020. 

In the two extra weeks, the management of Rayon 1 instructed the operators about the benefits of 

this research for the Rayon. Furthermore, a computer was prepared only for making the survey in the 

team room of the Rayon, so when operators would walk by or had a break it would be easier to fill in 

the survey. Eventually, this increased the response rate extensively. The complete survey that was 

sent to the participants can be found in Appendix B: Questionnaire/Online Survey (Dutch).  

3.2 Participants  
The participants of the semi-structured interview (first phase) were one AO three POs and one PCO 

from Rayon 1. Semi-structured interviews were also conducted with operators from two other Rayons, 

but due to the COVID-19 outbreak it was impossible to extend the whole research to all Rayons of the 

packaging area in Zoeterwoude, as the researcher could not be present at the location and so these 

interviews are not taken into account in this research. As explained earlier in chapter 1.4, the 

explorative interviews were conducted with, in total, five operators with different job functions (AO, 

SO or PCO).  

The participants of the quantitative phase (the questionnaire) were operators of Rayon 1 of the 

packaging area in Zoeterwoude. The invitation to participate in this research was sent to in total of 60 
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operators of Rayon 1. In total 48 respondents filled in the questionnaire and participated in this 

research, which gave a response rate of 80%. Table 3 gives an overview of the demographic 

characteristics of all participants. Here can be seen that only one participant is female (2%), the others 

were all male (98%). Furthermore, most of the operators are between 51 and 60 years old (44%). In 

total half of all participants is older than 50 years (50%). The average age is 46,35 (SD=12,04). Most 

operators have job functions AO (40%) and SO (50%).  

Table 3: Demographic characteristics respondents (N=48) 

Characteristic  Category # % 

Gender Male 47 98 

 Female 1 2 

 Other 0 0 

Age (range) 18-30 7 15  

 31-40 9 19 

 41-50 8 17 

 51-60 21 44 

 60+ 3 6 

Job function AO 19 40 

 SO 24 50 

 PCO 5 10 

 

3.3 Measures  
In the second and quantitative phase of this master thesis project, the HEINEKEN-specific job 

characteristics identified in the first research phase were included in the survey as well as job crafting, 

FTP, work engagement, burnout and job (task, contextual and adaptive) performance. Below, more 

detailed descriptions of all measures are given. In the first part of the survey, some general and work-

related information was collected such as age, gender, job function, work experience at HEINEKEN, 

work experience in the current role, experience in the current team. The questionnaire was translated 

to Dutch, as this is the main language used and most of the time is the mother tongue of the operators. 

Some measures were originally in English but were translated into Dutch and checked by the TU/e and 

HEINEKEN supervisors (Dutch mother tongue). Differences in translations were discussed and the 

phrasing of some items was adapted if needed. Other measures were officially validated translations.  

Job demands 
Job demands was the first construct being measured in the survey. From the first phase’s explorative 

interviews, five job demands came forward, two of which can be considered challenging job demands 

(workload and job responsibility) and three hindrance job demands (WHI, additional responsibility and 

unpredictable shifts).  

For the measurement of workload, five items were taken from the Vragenlijst Beleving en Beoordeling 

van de Arbeid (VBBA) (Veldhoven & Meijman, 1994). The items were measured using a 4-point scale 

ranging from never(=1) to always(=4). An example of a question is: “During my job, I have a lot of work 

to do”.  

For the measurement of job responsibility, four items were taken from a questionnaire about various 

aspects of work from Caplan (1971) and were measured using a 5-point scale ranging from very 

little(=1) to very much(=5). The items were taken from the responsibility for persons and responsibility 

for things index. An example item is: “The responsibility you have for the work of others.” 
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WHI was assessed using four items from the Survey Work-home Interaction—Nijmegen (SWING) 

(Geurts et al., 2005). The items were taken from the negative WHI part of the questionnaire that 

covers strain-based interference, as this is one of the hindrance job demands for HEINEKEN operators. 

The items needed to be rated on a 4-point scale from never(=1) to always(=4). An example of one of 

the items is: “You have to work so hard that you do not have time for any of your hobbies”. 

Additional job responsibilities were measured with four items. All formulated by the author of this 

Master thesis project. The items were scored on a 4-point scale from never(=1) to always(=4). An 

example item is: “In addition to the responsibilities belonging to my job, I get extra responsibilities 

concerning temporary workers”. 

Unpredictable shifts was measured using three items. Two items were taken from a study by Henly 

and Lambert (2014). This study is focused on retail employees, but the two items were changed to a 

HEINEKEN operator context. The last item was formulated by the author of this Master thesis project. 

All three items needed to be answered on a 4-point scale from strongly disagree(=1) to strongly 

agree(=4). An example item is: “Too many adjustments are made to my working schedule”. 

Job resources 
Job resources was the second construct being measured and contained performance feedback, 

communication, appreciation and teamwork. 

For the measurement of performance feedback, three items from the VVBA were used (Veldhoven & 

Meijman, 1994). The scoring was done using a 4-point scale from never(=1) to always(=4). An example 

item is: “I receive sufficient information about the results of my work”. 

Communication was also measured with four items from the VVBA (Veldhoven & Meijman, 1994). The 

scoring was done on a 4-point scale from never(=1) to always(=4). An example item is: “I hear enough 

about the course of events in the company”. 

Appreciation was measured using two items from the VVBA (Veldhoven & Meijman, 1994) and one 

item formulated by the author of this Master thesis. The item made by the author was added because 

the results of the explorative interviews showed that operators did not feel appreciated when they 

accomplished an activity that asked for some extra effort. All three items were scored on a 4-point 

scale from never(=1) to always(=4). An example item is: “In my work I feel appreciated by my team 

lead”. 

Team spirit is the last job resource that was measured using four items from the VVBA (Veldhoven & 

Meijman, 1994) that have to do with the working relationships with an employee’s colleagues and 

with employees in his or her team. These items needed to be scored on a 4-point scale ranging from 

never(=1) to always(=4). An example item is: “I can count on my colleagues when things get slightly 

difficult in my work”. 

Job crafting 
The construct of job crafting was measured using the Petrou et al. (2012) modified Job Crafting Scale 

(JCS) of Tims et al. (2012). The modified scale was used as it is based on the three dimensions of job 

crafting: seeking challenges, increasing resources and reducing (hindrance) job demands (Petrou et 

al., 2012), which are also the main dimensions of job crafting in this Master thesis project. The 

operators were asked to answer on a 5-point scale from never(=1) to often(=5). Both dimensions 

seeking challenges and reducing (hindrance) demands were measured with three items and seeking 

resources with four. An example of the 3-item seeking challenges subscale is: “I ask for more tasks if I 

finish my work”. An example of the 4-item subscale seeking resources subscale is: “I ask others for 
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feedback on my job performance”. An example of the 3-item subscale reducing demands is: “I try to 

ensure that my work is emotionally less intense”. 

Work engagement 
The measure of work engagement was based on the nine-item Utrecht Work Engagement Scale 

(UWES-9) (Schaufeli & Bakker, 2004). In the original UWES-9, three items measure absorption, but this 

dimension is not taken into account in the questionnaire, because it is not seen as a core dimension 

of engagement as explained earlier. This resulted in a six-item scale with only the dimensions vigor 

and dedication, both having three items. The answers are given on a 7-point scale from never(=0) to 

every day(=6). An example item is: “At my work, I feel bursting with energy”. 

Burnout 
The measure of burnout was based on ten items from the Utrechtse Burnout Schaal (UBOS) (Schaufeli 

& van Dierendonck, 2000). From the original 16 items, six are removed, as these assess reduced 

professional efficacy, which is not a core dimension of burnout and was therefore left out of scope. 

This left the two subscales exhaustion and disengagement (cynicism), both with five items. The 

answers had to be given on a 7-point scale going from never(=0) to every day (=6). An example of an 

item of exhaustion is “I feel emotionally drained from my work” and an example item of 

disengagement is “I feel less enthusiastic about my work”. 

FTP 
FTP was measured using the ten items FTP scale from Lang and Carstensen (2002). Seven of the items 

refer to open-ended FTP en three to limited FTP. All items were measured on a 5-point scale from not 

at all true (=0) to very true(=5). An example item of open-ended FTP is: “Many opportunities await me 

in the future” and an example item of limited FTP is: “I have the sense time is running out”. 

Job performance  
Task performance and contextual performance were measured using a 14-item scale from Williams 

and Anderson (1991). The 5-point scale ranges from strongly disagree(=1) to strongly agree(=5). Both 

task and contextual performance have seven items. The two measures have been used before in other 

studies (Gordon et al., 2018; Tims et al., 2015). An example item of task performance is: “I fulfill 

responsibilities specified in the job description” and an example item of contextual performance is: “I 

help others who have been absent”. 

Adaptive performance was measured using a 6-item scale of individual task adaptivity (3 items) and 

team member adaptivity (3 items) from Griffin et al. (2007). The items were scored using a 5-point 

scale ranging from strongly disagree(=1) to strongly agree(=5). An example item is: “I deal effectively 

with changes affecting my work unit (e.g., new members)”. 

Control variables 
As mentioned before, some personal and work-related information was collected at the beginning of 

the survey:  age, gender, job function, work experience at HEINEKEN, work experience in the current 

role, experience in the current team. Gender is excluded as a control variable, as there is only one 

woman who responded, which will not have a big influence on the results. Furthermore, the number 

of respondents for some job functions were too small to test if there is a big difference between job 

functions. Additional analyses were performed to check the correlations and multicollinearity 

between all the above variables. The variable ‘work experience at HEINEKEN’ had a high correlation 

with age (>0.7), which could result in problems (Hair, Black, Babin, & Anderson, 2013). Work 

experience at HEINEKEN is therefore not taken into account in the analysis. Because there was not a 

big difference in correlations with the variables of the research model for work experience in the 
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current role and work experience in the current team, it was decided to not include the variable 

experience in the current team in the subsequent analyses. Based on the correlations with the study 

variables, only the variables age and work experience in the current role were included as control 

variables in the analyses presented in chapter 4.  

3.4 Statistical Analysis  
The data from the surveys were analyzed on missing and unrealistic values. Next, the data were 

analyzed using IBM SPSS Statistics 25 in which first the descriptive statistics were evaluated (e.g., 

means, standard deviations, skewness). Furthermore, the Cronbach’s alpha’s were computed to test 

the internal consistency of the scales (α > 0.6) (Ursachi, Horodnic, & Zait, 2015). Next, the relations 

between the variables in the research model were studied with Pearson correlation analyses and 

multiple regression analyses. 

Data preparation 
 First, the retrieved data were analyzed based on missing data and unrealistic values. As the 

questionnaire had a constraint that all questions needed to be answered before it could be submitted 

by the participant, all questions are filled out and therefore there is no missing data. Except for the 

first six, all questions had an answer range where only one answer could be given and this answer 

needed to be present in the answer range; therefore, there were no unrealistic values in the data set. 

E.g. on a 7 point scale from 0 to 6, it was impossible for a participant to answer 7. Furthermore, no 

unrealistic values (e.g., years of experience above 80 or age lower than 18) were found for the first six 

questions, so in total there were no unrealistic values.   

Furthermore, some items were reversed. The reversed items can be found in Table 4, including their 

construct. 

Table 4: Reversed items 

Construct Items 

Workload Workload4 

Unpredictable shifts Un_shifts2, Un_shifts3 

Task performance JP_task6, JP_task7 

 

Data Analysis and assumptions check 
The conceptual framework of this research, which can be found in Figure 7: Proposed research model, 

was tested using multiple linear hierarchical regression analyses. This whole conceptual model was 

divided into sub-models due to its complexity and to enable testing of all hypotheses that are part of 

a specific sub-model.  

Before performing the regression analyses, the data was checked for multiple regression analysis 

assumptions: Linearity, normality and homoskedasticity (constant variance of the error term) (Hair et 

al., 2013). Linearity was checked by making different scatterplots in SPSS, which showed no non-linear 

relationships. Furthermore, in the Pearson correlation matrix that is presented in the next chapter, a 

substantial number of significant correlations can be seen, which can also be seen as evidence for 

linearity. Normality was checked by looking at the normal P-P plot of the regression analysis in SPSS. 

If the data is not normal, the points on the plot will not be on or close to the normality line. When 

there is no big deviation, normality can be assumed. Furthermore, according to the Central Limit 

Theorem (CLT), when the sample size is 30 or higher, a normal distribution can be used for the 

probability distribution (Kwak & Kim, 2017). Homoscedasticity was tested by looking at the scatterplot 
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of residuals in SPSS. When no pattern can be identified and all points are equally distributed over all 

axes, it can be assumed that the data is homoscedastic.  

Next to the three assumptions mentioned above, the data was also tested for multicollinearity. In SPSS 

all independent variables are checked for multicollinearity looking to the Variance Inflation Factor 

(VIF). Hair et al. (2013) propose a threshold of 10 for the VIF. Next to the VIF to check for 

multicollinearity, high bivariate correlations were also inspected. If these correlations were .70 or 

higher, this could result into problems as this can impact the explanation and estimation of the 

regression results (Hair et al., 2013). This was not the case for all correlation in this study, except for 

control variables, which will be explained later.  
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4. Results 
This chapter gives an overview of the results of all analyses that were presented in paragraph 3.4. 

Based on the results of the regression analyses, the hypotheses that were derived from the conceptual 

model of this research are accepted or rejected. 

4.1 Reliability 
To check whether the measurements of each of the constructs are reliable, Cronbach’s alpha 

coefficients (α) were calculated. According to Ursachi, Horodnic and Zait (2015), a generally accepted 

rule is that an α between .60 and .70 would indicate an acceptable level of reliability. A level of .80 or 

greater would be considered as very good. However, an α of .95 or higher would not be necessarily 

better, as it could indicate redundancy (Ursachi et al., 2015). In Table 5 the Cronbach alpha’s of all 

variables (constructs) included in the conceptual model of this research, including the sub-scales are 

given. It shows that the reliability of all variables is acceptable keeping the acceptance range of 

Ursachi, Horodnic and Zait (2015) in mind (α >.60). The variables extra responsibility, unpredictable 

shifts, feedback and appreciation have a Coefficient α under .70. The reliabilities of extra responsibility 

(α=.68), unpredictable shifts (α=.65) and appreciation (α=.69) are still well within the acceptance range 

of .60-.70 (Ursachi et al., 2015). On the other hand, the reliability of feedback is quite low  (α=.60). To 

increase the reliability of this construct, the item Feedback3 is removed. The reliability of a construct 

of only two items is indicated by the inter-item correlation instead of the Cronbach’s alpha. The inter-

item correlation between the two remaining items was .64, which is sufficient to conclude that the 

items can be combined to measure a construct.  

Table 5: Construct reliability 

Variable  α # items Inter-item correlation # items after deletion 

Job demands     
Workload .82 5   
Job responsibility .84 4   
WHI .81 4   
Extra job responsibility .68 4   
Unpredictable shifts .65 3   

Job resources     
Feedback .60 3  .64 2 (Feedback3 deleted) 
Communication .74 4   
Appreciation .69 3   
Team spirit .86 4   

Work Engagement .95 6   

Burnout .94 10   

Job crafting     
Seeking challenges .91 3   
Reducing demands .80 3   
Seeking resources .85 4   

FTP     
Open-ended FTP .93 7   
Limited FTP .77 3   

Job performance .93 20   
Task performance .87 7   
Contextual 
performance 

.85 7   

Adaptive performance .91 6   
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4.2 Descriptive statistics and correlations  
Table 6 provides an overview of the descriptive statistics of all constructs of this research. Extra job 

responsibilities turned out to be the most prominent job demand keeping the answer range in mind 

(M=2.96, SD=.55). Furthermore, the job resource with the highest mean (and the lowest standard 

deviation) is team spirit (M=3.44, SD=.48). This means that almost all operators have a relatively strong 

feeling of team spirit. Burnout (M=2.17, SD=1.36) scores are on average quite low compared to 

engagement scores (M=3.74, SD=1.25). Seeking resources has a mean of 3.38 (SD=.88), which is, 

compared to the mean of seeking challenges (M=2.62, SD=1.13) and reducing demands (M=2.45, 

SD=.94) the highest mean of all three job crafting dimensions. This means that, on average, HEINEKEN 

operators are more likely to reduce their demands than to use the other two job crafting behaviors. 

Open-ended FTP (has a higher mean than limited FTP, 2.90 (SD=1.06) compared to 2.52 (SD=.88) 

respectively; this means that the HEINEKEN’s operators have a stronger open-ended than limited FTP. 

So, on average they see their future as open, with multiple challenges and possibilities. All job 

performance dimensions have quite a high means (>4.00), where task performance has the highest 

mean of all three performance dimensions (M=4.32, SD=.58). This means that on average the 

HEINEKEN operators score higher on the performance of their ‘standard’ tasks compared to 

performance when they need to adapt to a specific change situation (adaptive performance) or 

performance of activities that support the organizational, social and psychological environment 

(contextual performance). 

Table 6: Descriptive statistics 

 

N 

Mean Std. Deviation Range Valid Missing 

Workload 48 0 2.76 .53 1-4 

Job_resp 48 0 3.18 .87 1-5 

WHI 48 0 2.15 .65 1-4 

XtraJob_resp 48 0 2.96 .56 1-4 

Un_shifts 48 0 2.40 .70 1-4 

Feedback 48 0 2.51 .61 1-4 

Communication 48 0 2.46 .57 1-4 

Appreciation 48 0 2.76 .54 1-4 

Teamspirit 48 0 3.44 .48 1-4 

Engagement 48 0 3.74 1.25 0-6 

Burnout 48 0 2.18 1.36 0-6 

JC_SC 48 0 2.62 1.13 1-5 

JC_RD 48 0 2.45 .94 1-5 

JC_SR 48 0 3.38 .88 1-5 

FTP_open 48 0 2.90 1.06 0-5 

FTP_lim 48 0 2.52 .88 0-5 

JP_task 48 0 4.32 .58 1-5 

JP_context 48 0 4.07 .65 1-5 

JP_adapt 48 0 4.07 .65 1-5 

 
In Table 7, the correlations among all constructs are given including the two control variables age and 

job experience. All correlations with * are significant with a significance value of p<0.05 and with ** 
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are significant with a significance value of p<0.01. A correlation higher than 0.7 could indicate a case 

of multicollinearity (Hair et al., 2013). Looking at Table 7, this is only the case for the significant 

correlation between adaptive and contextual performance (.74**). As these variables will not be used 

as independent variables in regression models, this is not a problem. 



32 
 

Table 7: Pearson correlations 

  
Workl

oad 
Job_r
esp WHI 

XtraJ
ob_r
esp 

Un_shi
fts 

Feedb
ack 

Communi
cation 

Appreciati
on 

Teamsp
irit 

Engageme
nt 

Burno
ut JC_SC 

JC_
RD JC_SR 

FTP_o
pen 

FTP
_li
m 

JP_ta
sk 

JP_cont
ext 

JP_ad
apt Age 

Job_expe
rience 

Workload 1                     
Job_resp .52** 1                    
WHI .57** .45** 1                   
XtraJob_resp .50** .37* .45** 1                  
Un_shifts .32* ,02 .37* ,22 1                 
Feedback -,01 ,14 ,20 -,03 -,23 1                
Communication -,12 -,05 -.40** -,20 -.48** ,13 1               
Appreciation ,03 ,06 -.36* -,10 -.30* .30* .42** 1              
Teamspirit ,17 ,02 -,01 ,17 ,11 ,16 ,23 ,25 1             
Engagement -.56** -,23 -.49** -,28 -,23 -,10 .45** ,05 ,27 1            
Burnout .68** .49** .65** .64** ,27 ,15 -.46** -,24 -,05 -.70** 1           
JC_SC -.30* -,16 -.29* -.30* ,00 -,03 ,21 ,01 -,11 .36* -.40** 1          
JC_RD .32* ,06 ,22 ,22 .45** -,08 -,22 -,24 -,28 -.29* .33* -,04 1         
JC_SR ,10 ,17 -,03 ,11 ,10 ,17 ,21 ,16 ,24 ,16 -,09 .53** ,09 1        
FTP_open -,16 -,03 -.29* -,04 -,15 ,12 .45** .34* ,11 .31* -,26 .52** -,01 .53** 1       
FTP_lim .33* ,26 .33* .33* ,20 ,02 -,24 -,17 -,09 -.32* .56** -.36* .31* -,20 -,24 1      
JP_task -,26 -.29* -.29* -,13 ,07 ,05 ,24 ,13 .43** .53** -.41** ,23 -,11 ,25 .30* -,19 1     
JP_context ,13 ,12 -,03 ,16 -,01 ,18 .35* ,26 .49** ,16 -,05 ,16 -,11 .49** .32* ,13 .52** 1    
JP_adapt ,07 -,07 ,01 ,14 ,05 ,10 .38** .29* .40** ,26 -,17 ,05 -,05 .30* .34* ,03 .58** .74** 1   
Age -,02 -,01 ,05 ,20 -,03 ,02 -,14 -,18 -,09 -,13 ,22 -.63** -,04 -.46** -.66** ,27 -,06 -,16 -,16 1  
Job_experience -,02 -,21 -,04 ,18 ,06 ,03 ,07 -,07 -,01 -,03 ,11 -.51** ,06 -.50** -.29* -,02 -,03 -,25 -,04 .61** 1 

**. Correlation is significant at the 0.01 level (2-tailed). 

*. Correlation is significant at the 0.05 level (2-tailed). 
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As can be seen in Table 7, most of the job demands are significantly correlated with one another, and 

this is also the case for some of the job resources.  

Job crafting, job characteristics and FTP 

The job crafting dimension seeking challenges is negatively correlated with the job demands workload, 

WHI and extra job responsibilities. So, a higher level of these specific demands is related to less seeking 

challenges. None of the job resources is significantly correlated with seeking challenges. Furthermore, 

this dimension of job crafting correlated positively with open-ended FTP, which was as expected. So, 

a more open-ended FTP is related to more seeking challenges. The job crafting dimension reducing 

demands correlated significantly positively with workload and with unpredictable shifts. So, a higher 

level of these specific demands is related to more reducing demands. Furthermore, reducing demands 

correlated significantly positively with a limited FTP, meaning that a more limited FTP is related to 

more reducing demands. The last job crafting dimension, seeking resources, did not correlate 

significantly with any of the job demands or job resources, which was unexpected. Furthermore, it did 

correlate significantly positively with open-ended FTP, meaning that a more open-ended FTP is related 

to more seeking resources.  

Well-being and job characteristics 

Burnout is significantly positively correlated with the challenging demands workload and job 

responsibility and with the hindrance demands WHI and extra job responsibilities, which means that 

a higher level of each of these job demands is related to a higher level of burnout. The job resource 

communication has a significant negative correlation with burnout, meaning better communication is 

related to lower burnout levels. Based on the JD-R model, these positive significant correlations of 

burnout with the various job demands and the significant negative correlation with the job resource 

communication were as expected. Looking at the positive side of well-being and its relation to job 

characteristics, engagement only has a significant positive correlation with job resource 

communication. This means that better communication is related to a higher level of engagement. 

Furthermore, there is also an unexpected significant negative relation of engagement with the 

challenging job demand workload. This means that a higher level of workload is related to a lower 

level of engagement. 

Well-being and job crafting 

The job crafting dimension seeking resources is negatively correlated with burnout, whilst reducing 

demands is positively correlated. This means that more seeking resources are related to lower burnout 

levels. By contrast, more reducing (hindrance) demands is related to a higher level of burnout. The job 

crafting dimension seeking resources is significantly positively correlated with engagement, whilst 

reducing demands is negatively correlated. This means that seeking more resources is related to a 

higher level of engagement. In contrast, reducing more demands is related to a lower level of 

engagement. 

Job performance and well-being 

From all three job performance dimensions, only the dimension task performance has significant 

correlations with well-being. There is a significant positive correlation with engagement and a 

significant negative correlation with burnout. This means that more engagement is related to better 

task performance, whereas more burnout is related to worse task performance.  
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Control variables 

The control variables age and job experience are both significantly negatively correlated with the job 

crafting dimensions seeking challenges and seeking resources, but not with reducing demands. This 

means that becoming older and/or having a lot of work experience is related to less seeking challenges 

and resources. Furthermore, age and job experience are both significantly negatively correlated with 

open-ended FTP, implying that, as expected, operators’ open-ended FTP will decrease as they get 

older and/or have more experience in their jobs. Remarkably, both age and job experience are not 

significantly correlated with limited FTP. 

4.3 Regression analysis  

Job demands, job resources and well-being 
Multiple hierarchical regression models were used to test Hypotheses 1a, 1b and 1c. First, a multiple 

regression analysis was performed to test whether hindrance job demands are positively related to 

burnout (Hypothesis 1a). The predictors (hindrance demands) were WHI, additional responsibilities 

and unpredictable shifts. Next, a regression analysis was performed to test whether challenging 

demands are positively related to burnout (Hypothesis 1b). Here, the predictors (challenging 

demands) were workload and job responsibility. Thirdly, a regression analysis was performed to test 

whether challenging job demands are positively related to work engagement (Hypothesis 1c), with 

predictors workload and job responsibility. Lastly, a regression analysis was performed to test if the 

job resources feedback, communication, appreciation and team spirit are positively related to work 

engagement (Hypothesis 2). 

First, all three regression assumptions were checked before further analyzing the results. No 

assumptions were violated for all four analyses. Also, multicollinearity was no problem as the VIF’s 

were well under the threshold of 10 and no correlations above 0.7 were present between the variables 

(Hair et al., 2013). Table 8 shows the result of the multiple regression analysis to test Hypotheses 1a 

and 1b. Here can be seen that Model 2 of the left-hand side regression analysis was significant 

(F=11.92, p<.01). WHI (β=.44, p<.01) and extra job responsibilities (β=.42, p<.01) were both positively 

related to burnout. Unpredictable shifts (β=.03, p>.05) was not significantly related to burnout. 

Therefore, Hypothesis 1a was partially supported. In the right-hand side regression analysis of Table 8 

it can be seen that Model 2 was significant (F=12.47, p<01). Only the predictor workload (β=.58, p<.01) 

was positively related to burnout, whereas job responsibility (β=.20, p>.05) had no significant relation. 

Hence, Hypothesis 1b was also partially supported. The two control variables played no significant role 

in predicting burnout. 

Table 9 shows the relation between challenging demands and work engagement in the left-hand side 

regression analysis and the relation between job resources and work engagement in the right-hand 

side regression analysis. Model 2 of the left-hand side regression analysis was significant (F=5.70, 

p<.01). Workload (β=-.62, p<.01) was negatively related to work engagement, which is the opposite 

of what was predicted in Hypothesis 1c. As job responsibility (β=.12, p>.05) was not significantly 

related to work engagement, Hypothesis 1c was not confirmed. The right-hand side regression analysis 

in Table 9 was performed to test the relation between job resources and work engagement. Model 2 

of this right-hand side regression was significant (F=2.76, p<.01). The only job resource that 

significantly predicted work engagement was communication (β=.49, p<.01). The other job resources, 

i.e. feedback (β=-.14, p>.05), appreciation (β=-.18, p>.05) and team spirit (β=.22, p>.05), were not 

significantly related to work engagement. Hence, Hypothesis 2 was partially supported. The two 

control variables played no significant role in predicting work engagement. 
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Table 8: Results multiple regression on burnout (H1a & H1b) 

 DV: Burnout DV: Burnout 

  Model 1 Model 2 Model 1 Model 2 
 R2 .05 .59 .05 .73 
 R2 Change .05 .54 .05 .54 
 F-ratio 1.22 11.92** 1.22 12.47** 

  β β β β 

Control 
variables 

Age .25 .14 .25 .22 

 Job experience -.05 -.03 -.05 .02 

Challenging 
demands 

Workload       .58** 

 Job responsibility       .20 

Hindrance 
demands 

WHI   .44**     

 Extra 
responsibilities 

  .42**     

 Unpred. shifts   .03     

Note. *p<.05; **p<.01; N=48 

 

Table 9: Results multiple regression on engagement (H1c & H2) 

 DV: Engagement DV: Engagement 

  Model 1 Model 2 Model 1 Model 2 
 R2 .02 .35 .02 .29 
 R2 Change .02 .33 .02 .27 
 F-ratio 0.47 5.70** 0.47 2.76** 

  β β β β 

Control 
variables 

Age -.18 -.20 -.18 -.05 

 Job experience .08 .11 .08 -.04 

Challenging 
demands 

Workload   -.62**     

 Job responsibility   .12     

Job 
resources 

Feedback       -.14 

 Communication       .49** 
 Appreciation       -.18 
 Team spirit        .22 

Note. *p<.05; **p<.01; N=48 

 

Taking all together, workload was positively related to burnout and negatively to work engagement. 

Furthermore, the hindrance job demands WHI and extra job responsibilities were both positively 

related to burnout. The job resource communication was positively related to work engagement. The 

regression results correspond to the significant correlations from Table 7 except for the significant 

positive relation of job responsibility with burnout. 

Job demands, job resources and job crafting 
In this section, the hypotheses that were tested are Hypotheses 3a and 3b. The relationships between 

all job demands (i.e., challenging and hindrance), job resources and all three job crafting dimensions 

(i.e., seeking challenges, reducing demands and seeking resources) were tested using multiple 

hierarchical regression analyses.  
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First, all assumptions for regression (i.e., linearity, normality and homoscedasticity) were tested. No 

assumption was violated. All VIF scores were lower than 2 (with a threshold of 10) and there was no 

correlation higher than .07, which means no multicollinearity (Hair et al., 2013). 

Model 2 of the left-hand side regression analysis in Table 10 shows that there was no significant 

relation between any of the job demands and seeking challenges, while the model itself was significant 

(F=6.87, p<.01) in predicting seeking challenges. Furthermore, it stood out that the control variable 

age (β=-.47, p<.01) was negatively related to seeking challenges, which means that older operators 

would be less motivated to seek for challenges in their jobs than younger operators, which was as 

expected. This significant relation between age and seeking challenges was also the reason that the 

model as a whole is significant. This can already be seen in Model 1, where the significant relation of 

age and seeking challenges resulted in a significant model (F=16.12, p<.01) with only the two control 

variables as predictors.  

Model 2 of the right-hand side regression in Table 10 shows that only the hindrance job demand 

unpredictable shifts (β=.37, p<.01) was positively related to reducing hindrance demands. However, 

the model as a whole was not significant (F=1.87, p>.05). This can be explained by all other challenging 

demands that are included into the model, but do not contribute to the prediction of reducing 

hindrance demands. When a regression analysis was performed with only unpredictable shifts as 

independent variable including the control variables, unpredictable shifts was still significant (β=40, 

p=.01) and then the model as a whole was also significant (F=2.40, p=.05) with an R2 change of .21. 

The control variables were not significantly related to reducing hindrance demands. 

Table 10: Results multiple regression job demands on seeking challenges and reducing demands (H3a) 

 DV: Seeking challenges DV: Reducing (hindrance) demands 

  Model 1 Model 2 Model 1 Model 2 
 R2 .42 .55 .01 .25 
 R2 Change .42 .13 .01 .24 
 F-ratio 16.12** 6.87** 0.25 1.87 

  β β β β 

Control 
variables 

Age -.51** -.47** -.11 -.06 

 Job experience -.20 -.25 .12 .05 

Challenging 
demands 

Workload   -.26   .22 

 Job 
responsibility 

  -.01   -.07 

Hindrance 
demands 

WHI   -.18   -.07 

 Extra 
responsibilities 

  .02   -.03 

 Unpred. shifts   .14   .37* 

Note. *p<.05; **p<.01; N=48 

 

Table 11 shows the results of the regression analysis that was performed to test the relation between 

all job demands (i.e., hindrance and challenging) and the job crafting dimension seeking resources. No 

significant relations were found between any of the job demands and seeking resources. Model 2 

(F=3.50, p<.01) was still significant due to the control variable job experience (β=-.38, p<.05). The more 

job experience operators have, the less likely they are to seek for resources.  
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Table 11: Results multiple regression job demands on seeking resources (H3a) 

 DV: Seeking resources 

  Model 1 Model 2 
 R2 .29 .38 
 R2 Change .29 .09 
 F-ratio 9.08** 3.50** 

  β β 

Control variables Age -.27 -.27 
 Job experience -.38* -.38* 

Challenging 
demands 

Workload   .00 

 Job responsibility   .10 

Hindrance demands WHI   -.25 
 Extra responsibilities   .27 
 Unpred. shifts   .14 
      

Note. *p<.05; **p<.01; N=48 

Taking all results together, it can be concluded that only the hindrance job demand unpredictable 

shifts (β=.37, p<.01) was a significant predictor of job crafting behavior reducing hindrance demands. 

All other job demands did not predict any type of job crafting behavior, which was unexpected. As 

there was only one positive significant relationship found (unpredictable shifts) between any type of 

demand (i.e., hindrance and challenging) and reducing hindrance demands, it can be concluded that 

Hypothesis 3a was only partially supported. Age and work experience played a significant role in 

predicting the job crafting dimensions seeking challenges and seeking resources, respectively. As is 

shown in Table 10 and Table 11, they were the only significant predictors to predict seeking challenges 

and seeking resources. Comparing the results from Table 10 and Table 11  to the correlation matrix 

from Table 7 shows that the significant relation between unpredictable shifts and reducing hindrance 

demands corresponds to the significant positive correlation between these two variables (p<.01). The 

significant correlations of seeking resources with workload, WHI, extra job responsibilities (all p<.05) 

and of reducing demands with workload (p<.05) did not correspond to the regression results, as there 

were no significant relations found between these variables when they were jointly included as 

predictors in the regression analyses. 

In Table 12 and Table 13 the results of the regression analyses regarding job resources as predictor 

variables of the different types of job crafting behavior are shown. All Models 1 of the three 

regressions had the same values as in the regression analyses in Table 10 and Table 11, because the 

control and dependent variables had not changed. This means that age was a significant (negative) 

predictor of seeking challenges and job experience was a significant (negative) predictor of seeking 

resources. In Model 2 of the left-hand side regression analysis of Table 12, it can be seen that the job 

resource communication (β=.27, p<.05) was a significant positive predictor of seeking challenges. All 

other job resources feedback (β=.03, p>.05), appreciation (β=-.18, p>.05) and team spirit (β=-.18, 

p>.05) were not significantly related to seeking challenges. Model 2, including the job resources, was 

still significant  (F=6.98, p<.01). Looking at the small R2 change (.09), the significance of predictor 

communication has to be accepted with caution. 

Model 2 of the right-hand side regression in Table 12 was not significant (F=1.19, p>.05). The job 

resources feedback (β=.02, p>.05), communication (β=-.15, p>.05), appreciation (β=-.16, p>.05) and 

team spirit (β=-.22, p>.05) were not significant in predicting the job crafting dimension reducing 

hindrance demands. Both control variables did not play not a significant role in this regression. 
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Table 12: Results multiple regression job resources on seeking challenges and reducing demands (H3b) 

 DV: Seeking challenges DV: Reducing (hindrance) demands 

  Model 1 Model 2 Model 1 Model 2 
 R2 .42 .51 .01 .15 
 R2 Change .42 .09 .01 .14 
 F-ratio 16.11** 6.98** 0.25 1.19 

  β β β β 

Control 
variables 

Age -.51** -.49** -.11 -.22 

 Job experience -.20 -.24 .12 .18 

Job 
resources 

Feedback   .03   .02 

 Communication   .27*   -.15 
 Appreciation   -.18   -.16 
 Team spirit    -.18   -.22 

Note. *p<.05; **p<.01; N=48 

 

Table 13 shows the regression analysis that was performed to test the relation between job resources 

and the job crafting dimension seeking resources. In Model 2, it can be seen that feedback (β=.16, 

p>.05), communication (β=.18, p>.05), appreciation (β=-.08, p>.05) and team spirit (β=.17, p>.05) all 

had no significant relation with seeking resources. The control variable job experience (β=-.40, p<.05) 

was the only variable that predicted seeking resources, meaning that the more job experience an 

employee has, the less likely he/she is to seek for resources. Also looking at the small R2 change in 

Model 2, adding the job resources to the model is not significant.  

Table 13: Results multiple regression job resources on seeking resources (H3b) 

 DV: Seeking resources 

  Model 1 Model 2 
 R2 .29 .38 
 R2 Change .29 .10 
 F-ratio 9.08** 4.26** 

  β β 

Control variables Age -.27 -.20 
 Job experience -.38* -.40* 

Job resources Feedback   .16 
 Communication   .18 
 Appreciation   -.08 
 Team spirit   .17 

Note. *p<.05; **p<.01; N=48 

 

Taking all results together, only communication (β=.27, p<.05) predicted the job crafting behavior 

seeking challenges, next to age and job experience, which predicted seeking challenges and seeking 

resources, respectively. Still, the significant positive relation of communication to seeking challenges 

has to be accepted cautiously, as adding the job resources resulted in only a small R2 change (.09). It 

was expected that job resources would be positively related to seeking challenges and seeking 

resources and negatively to decreasing hindrance demands. Hence, Hypothesis 3b was partially 

supported. Comparing these results with Table 7 shows that the results of the regression do not 

completely correspond to the correlation matrix, as in this matrix there were no significant 

correlations between any job resource and one of the three job crafting dimensions, whereas the 
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results of the regression analyses show that communication was positively related to the crafting 

dimension seeking challenges.  

Job crafting and work engagement  
In this section, the results of the regression analyses regarding the relations between the three job 

crafting dimensions and work engagement are presented. First, all three regression assumptions were 

tested. No assumptions were violated and there was no multicollinearity as the VIF scores were all 

below 10 and there were no correlations between variables that are above .07 (Hair et al., 2013). 

Table 14 shows that there were two significant relations between work engagement and all three job 

crafting dimensions. First, seeking challenges (β=.45, p<.05) was positively related to work 

engagement. Furthermore, reducing demands (β=.-.29, p<.05) was negatively related to work 

engagement. The job crafting dimension seeking resources (β=.07, p>.05) had no significant relation 

to work engagement. It was expected that only seeking challenges and seeking resources would 

(positively) predict work engagement and that hindrance demands would have no significant relation. 

Hence, it can be concluded that Hypothesis 4 was partially supported. Age and job experience were 

not significantly related to work engagement. The results of this regression analysis correspond to the 

significant correlations between the two dimensions seeking challenges and reducing demands and 

work engagement from Table 7. 

Table 14: Results multiple regression job crafting on work engagement (H4) 

 DV: Work engagement 

  Model 1 Model 2 
 R2 .02 .25 
 R2 Change .02 .23 
 F-ratio .47 2.80* 

  β β 

Control variables Age -.18 .04 
 Job experience .08 .23 

JC dimension Seeking challenges   .45* 
 Reducing demands   -.29* 
 Seeking resources   .07 
Note. *p<.05; **p<.01; N=48 
 

Job crafting and burnout 
Besides the relations of job crafting with the positive side of well-being (i.e., engagement), the 

relations with negative well-being (i.e., burnout) were also tested. The results of the regression 

analyses to test these relations are shown in Table 15. First, the data was tested on the regression 

assumptions and multicollinearity. No assumptions were violated and a possibility of multicollinearity 

was ruled out, as the VIF scores were all under 10 and there was no correlation between variables 

higher than .07 (Hair et al., 2013). 

Table 15 shows that Model 2 was significant (F=3.35, p<.05) and that seeking challenges (β=-.46, 

p<.05) was, as expected, negatively related to burnout. Unexpectedly, no significant relation was 

found between seeking resources (β=.10, p>.05) and burnout. Therefore, Hypothesis 5a was partially 

supported. Furthermore, reducing (hindrance) demands (β=.32, p<.05) was positively related to 

burnout, which was expected. Therefore Hypothesis 5b was supported. Both control variables did not 

play a significant role in predicting burnout. 
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The results from this regression correspond with the findings from the correlation matrix in Table 7, 

as significant relations between burnout and dimensions seeking challenges (negative) and reducing 

job demands (positive) were (again) found.  

Table 15: Results multiple regression job crafting dimensions and burnout (H5a &H5b) 

 DV: Burnout 

  Model 1 Model 2 
 R2 .05 .29 
 R2 Change .05 .23 
 F-ratio 1.22 3.35* 

  β β 

Control variables Age 0.25 .08 
 Job experience -.05 -.15 

JC dimension Seeking challenges   -.46* 
 Reducing demands   .32* 
 Seeking resources   .10 

Note. *p<.05; **p<.01; N=48 
 

FTP and job crafting 
Next to the expectation that job characteristics would predict job crafting behavior, it was also 

expected that FTP would predict job crafting. In Table 16 and Table 17 the results of testing the relation 

between the two FTP dimensions open-ended FTP and limited FTP with all three job crafting 

dimensions are presented. All models 1 were the same as in the regression analyses of the relation 

between the job characteristics and the job crafting dimensions, as the control variables and 

dependent variables were not changed.  

Before all regression analyses were performed, the data was checked on the three regression 

assumptions and multicollinearity. No assumptions were violated and there was no multicollinearity, 

as the VIF scores were under 10 and there was no inter-correlation above .07 (Hair et al., 2013). 

In Table 16 two regression analyses are presented with open-ended FTP as an independent variable 

and seeking challenges and reducing hindrance demands as dependent variables. In Model 2 (F=16.11, 

p<.01) of the left-hand side regression analysis it can be seen that open-ended FTP (β=.23, p.<05) was 

not significantly related to seeking challenges. Looking at the R2 Change (.03) in Model 2, it can be 

concluded that adding open-ended FTP  did not significantly improve the regression model. In Model 

1, the control variable age (β=-.51, p<.01) had a significant (negative) relation with seeking challenges, 

which was expected based on the results of earlier analyses. From Model 2 (F=.23, p>.05) of the right-

hand side regression analysis in Table 16, it can be concluded that open-ended FTP (β=-.09, p>,05) was 

not significantly related to reducing hindrance demands. Both control variables played no significant 

role in these two regression analyses. 
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Table 16: Results multiple regression open-ended FTP job crafting (H6a) 

 DV: Seeking challenges DV: Reducing (hindrance) demands 

  Model 1 Model 2 Model 1 Model 2 
 R2 .42 .45 .01 .01 
 R2 Change .42 .03 .01 .00 
 F-ratio 16.11** 11.85** 0.25 .23 

  β β β β 

Control 
variables 

Age -.51** -.33 -.11 -.18 

 Job experience -.20 -.24 .12 .14 

FTP Open-ended 
FTP 

  .23   -.09 

Note. *p<.05; **p<.01; N=48 

 

The last regression that was performed to test Hypothesis 6a is shown in Table 17 on the left-hand 

side. Model 2 (F=10.55, p<.01) shows that an open-ended FTP (β=.49, p<.01) was significantly 

positively related to the job crafting behavior seeking resources. Furthermore, having more job 

experience was related to less seeking resources (β=-.43, p<.01). Combining this outcome with the 

outcomes of the regression analyses presented in Table 16, it can be concluded that Hypothesis 6a 

was partially supported, as an open-ended FTP was not significantly related to all job crafting 

dimensions, but only to seeking resources.  

Table 17 reports the results of the regression analysis to test the relation between limited FTP and 

reducing hindrance demands. It was expected that a limited FTP would be positively related to 

reducing hindrance demands (H6b). According to the results of the regression analysis limited FTP 

(β=.39, p<.05) is positively related to reducing hindrance demands, and so Hypothesis 6b was 

supported.  

Table 17: Results multiple regression open-ended and limited FTP on job crafting (H6a & H6b) 

 DV: Seeking resources DV: Reducing (hindrance) demands 

  Model 1 Model 2 Model 1 Model 2 
 R2 .29 .42 .01 .14 
 R2 Change .29 .13 .01 .13 
 F-ratio 9.08** 10.55** 0.25 2.45 

  β β β β 

Control 
variables 

Age -.26 .12 -.11 -.29 

 Job experience -.34* -.43** .12 .24 

FTP Open-ended 
FTP 

  .49**     

 Limited FTP       .39* 

Note. *p<.05; **p<.01; N=48 

 

Taking the results of these four regression analyses together, open-ended FTP only had a significantly 

positive relation with the job crafting dimension seeking resources. Furthermore, limited FTP had a 

significant positive relation with reducing hindrance demands. Both significant relations correspond 

with the significant correlations from Table 7. However, the positive correlation between open-ended 

FTP and seeking challenges was not (re)confirmed, in the corresponding regression analysis.   
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Well-being and job performance 
The last relations that were tested are those between well-being (i.e., burnout and work engagement) 

and job performance (i.e., task performance, contextual performance and adaptive performance). To 

test these relations, several linear regressions were performed. In Table 18,  the outcomes of the two 

regression analyses are shown. Both with dependent variable task performance but with different 

predictors: burnout and work engagement, respectively. In Table 19 and Table 20, the same predictors 

were used to predict different outcomes: contextual and adaptive performance, respectively. Before 

all regressions were performed, the three assumptions of regression were checked. None of these 

assumptions were violated. Furthermore, there was no multicollinearity as all VIF scores were under 

10 and there was no inter-correlation above .07 (Hair et al., 2013). 

Model 2 (F=2.93, p<.05) of the left-hand side regression in Table 18 shows that burnout (β=-.41, p<.01) 

was negatively related to task performance. Model 2 (F=5.80, p<.01) of the regression on the right-

hand side shows that engagement (β=.53, p<.01) was positively related to task performance. Both 

control variables did not have a significant relationship with task performance. 

Table 18: Results multiple regression well-being on task performance (H7a & H7b) 

 DV: Task performance DV: Task performance 

  Model 1 Model 2 Model 1 Model 2 
 R2 .00 .17 .00 .28 
 R2 Change .00 .16 .00 .28 
 F-ratio 0.10 2.93* 0.10 5.80** 

  β β β β 

Control 
variables 

Age -.08 .03 -.08 .02 

 Job experience .02 -.00 .02 -.02 

Well-being Burnout   -.41**     
 Engagement       .53** 

Note. *p<.05; **p<.01; N=48 

 

In contrast to the significant relations in Table 18, in Table 19 no significant relations are found. Model 

2 (F=.99, p>.05) of the left-hand side regression analysis shows that burnout (β=-.02, p>.05) was not 

significantly related to contextual performance and Model 2 (F=1.39, p>.05) in the right-hand side 

regression shows that engagement (β=.16, p>.05) was not significantly related to contextual 

performance either. 

Table 19: Results multiple regression well-being on contextual performance (H7a & H7b) 

 DV: Contextual performance DV: Contextual performance 

  Model 1 Model 2 Model 1 Model 2 
 R2 .06 .06 .06 .09 
 R2 Change .06 .00 .06 .02 
 F-ratio 1.50 .99 1.50 1.39 

  β β β β 

Control 
variables 

Age -.01 -.01 -.01 .02 

 Job experience -.24 -.24 -.24 -.26 

Well-being Burnout   -.02     
 Engagement       .16 

Note. *p<.05; **p<.01; N=48 
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Just like for the regressions shown in Table 19, no significant relations were found in the regressions 

presented in Table 20. Model 2 (F=.76, p>.05) of the regression analysis on the left-hand side shows 

that burnout (β=-.13, p>.05) was not significantly related to adaptive performance. Model 2 (F=1.47, 

p>.05) of the regression on the right-hand side shows that work engagement (β=.24, p>.05) was not 

significantly related to adaptive performance either.  

Table 20: Results multiple regression well-being on adaptive performance (H7a & H7b) 

 DV: Adaptive performance DV: Adaptive performance 

  Model 1 Model 2 Model 1 Model 2 
 R2 .03 .05 .03 .09 
 R2 Change .03 .02 .03 .06 
 F-ratio 0.75 .76 0.75 1.47 

  β β β β 

Control 
variables 

Age -.22 -.19 -.22 -.18 

 Job experience .09 .09 .09 .08 

Well-being Burnout   -.13     
 Engagement       .24 

Note. *p<.05; **p<.01; N=48 

 

From Table 18, Table 19 and Table 20 it can be concluded that well-being (i.e., burnout and 

engagement) was only related to task performance and not with contextual and adaptive 

performance. With the expectations that burnout would be negatively related to all job performance 

dimensions (H7a) and engagement would be positively related to all job performance dimensions 

(H7b), it can be concluded that Hypotheses 7a and 7b were both partially supported. The findings of 

the regression analyses from Table 18, Table 19 and Table 20 correspond with the results of the 

correlation matrix in Table 7, as there were only significant relations between task performance and 

burnout (negative) and work engagement (positive) found. 

Additional analyses: tests for mediation 
In addition to the hierarchical multiple regression analyses that were performed to test all hypotheses, 

simple mediation analyses were performed using the PROCESS macro (Hayes, 2012) in SPSS. As these 

relations were not postulated as hypotheses upfront, these can be seen as additional analyses. The 

variables for these analyses were determined based on the significant relations that were found in the 

multiple regression analyses combined with the correlation matrix from Table 7.  

All simple mediation analyses were performed using model 4 of the PROCESS macro in SPSS, which is 

used for mediation and is based on linear regression (Hayes, 2017). This model 4 is presented in Figure 

8 below. Where X is the independent variable, Y the dependent variable and M the ith mediator 

variable - as model 4 allows up to 10 mediators operating in parallel (Hayes, 2017). Path c’ represents 

the direct effect of X on Y after controlling for the proposed mediator(s). The indirect effect of X on Y 

through M will be estimated by aibi. Where ai represents the effect of X on M and bi the effect of M on 

Y controlling for X (A. F. Hayes, 2012). For the mediation analysis with PROCESS, bootstrapping with 

5.000 samples is used, as this interferential method is recommended by Hayes (2012) as it is seen as 

a powerful method. 
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Figure 8: Model 4 PROCESS: simple mediation (Hayes, 2017) 

The results of the regression analyses showed that the job resource communication is positively 

related to work engagement and the job demand workload is negatively related to work engagement. 

Furthermore, workload, extra job responsibility and WHI are all positively related to burnout. Burnout 

and work engagement can be seen as the dependent variables (Y) and communication, workload, 

extra job responsibility and WHI as independent variables (X). To choose the mediators that should be 

taken into account in the mediation analyses, the significant relations of each independent variable 

(X)  with any of the job crafting dimensions are inspected. The job resource communication had a 

significant positive relation with the job crafting dimension seeking challenges. Therefore, seeking 

challenges can be proposed as mediating variable (M) to test the indirect effect of communication (X) 

on work engagement (Y), as depicted in Figure 9: Simple mediation with X=communication. All other 

job characteristics had no significant relations with any of the job crafting dimensions.  

 

Figure 9: Simple mediation with X=communication 

Table 21 shows the results of the analysis to test the simple mediation depicted in Figure 9: Simple 

mediation with X=communication.  Only path c’ was significant. Looking to LL and UCL, the indirect 

effect (=.13) was not sufficient as 0 falls outside the bootstrapping confidence interval (CI=-.07,.40). 

Therefore, seeking challenges did not mediate the relation between communication and work 

engagement. 

Table 21: Result simple mediation with X=communication 

 Y: Engagement; M: Seeking challenges 

  Path a Path b Path c’ Indirect effect X on Y 

  β β β B LL UL 

Independent 
variable (X) 

Communication 
 

.21 .28 .39** .13 -.07 .40 

Note. *p<.05; **p<.01; N=48; 5000 bootstrap samples (95% CI) 

 

In addition,  the correlation matrix (Table 7) was inspected for other potential mediators of the 

relationships between job characteristics and well-being. The job crafting dimension seeking 

challenges correlated significantly positively with work engagement (Y), and significantly negatively 

with burnout (Y), workload, extra job responsibility, and WHI (X’s). Therefore, seeking challenges is 

used as mediating variable (M) to test the indirect effect of extra job responsibilities and WHI on 

burnout as can be seen in Figure 10. Furthermore, seeking challenges is used as mediating variable 

(M1) to test the indirect effect of workload (X) on work engagement and burnout (Y’s) as can be seen 
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in path 1 in Figure 11. The job crafting dimension reducing demands correlated significantly positively 

with burnout and workload and negatively with work engagement. Therefore, reducing demands is 

also used as mediating variable (M2) in parallel to seeking challenges (M1) to test the indirect effect of 

workload (X) on work engagement and burnout (Y’s) which can be seen in path 2 in Figure 11.  

 

Figure 10: Simple mediations with X=WHI & Extra job resp. 

 

Figure 11: Parallel mediations with X=workload 

Table 22 shows the results of the analyses that were performed to test the two simple mediations 

depicted in  Figure 10: Simple mediations with X=WHI & Extra job resp.. For the analysis with extra job 

responsibilities as independent variable (X), it can be seen that path a (negative) and c’ (positive) were 

both sufficient. Only the direct effect of extra job responsibilities on burnout was not sufficient as 0 

falls outside the bootstrapping confidence interval (CI=-.03,.46). Therefore, seeking challenges did not 

mediate the relation between extra job responsibilities and burnout. Furthermore, it can be seen that 

for the analysis with WHI as independent variable (X) that path a and b (negative) and c’ (positive) 

were all sufficient. Only the direct effect of extra job responsibilities on burnout was not sufficient as 

0 falls outside the bootstrapping confidence interval (CI=-.02,.42). Therefore, seeking challenges did 

not mediate the relation between WHI and burnout. 

Table 22: Result simple mediation with X=WHI & Extra job resp. 

 Y: Burnout; M: Seeking challenges 

  Path a Path b Path c’ Indirect effect X on Y 

  β β β B LL UL 

Independent 
variable (X) 

Extra job 
responsibilities 
 

-.30* -.23 .57** .17 -.03 .46 

 WHI -.29* -.23* .58**  -.02 .42 

Note. *p<.05; **p<.01; N=48; 5000 bootstrap samples (95% CI) 

 

Table 23 shows the results of the test of the parallel mediation depicted on the left-hand side of Figure 

11.  It can be seen that next to path c’ (positive), also path a1 (negative), a2 (positive) and b1 (negative) 

were significant. Looking to the LL’s and UL’s, the indirect effect with M1 (=.17) and M2 (=.12) were both 

not sufficient as 0 falls outside the bootstrapping confidence interval (CI=-.04,.50 and CI=-.09,.47, 

respectively). Therefore, both seeking challenges and reducing demands did not mediate the relation 

between workload and burnout. 
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Table 23: Results parallel mediation X=Workload; Y=Burnout 

 Y: Burnout; M1: Seeking challenges, M2: Reducing demands 

  Path 
a1 

Path 
a2 

Path 
b1 

Path 
b2 

Path 
c’ 

Indirect effect X 
on Y (M1) 

Indirect effect X 
on Y (M2) 

  β β β β β B LL UL B LL UL 

Independen
t variable (X) 

Workload 
 

-.30* .32* -.22* .15 .56** .17 -.04 .50 .12 -.09 .47 

Note. *p<.05; **p<.01; N=48; 5000 bootstrap samples (95% CI)  

 

Table 24 shows the results of the test of the parallel mediation depicted on the right-hand side in 

Figure 11. It can be seen that next to path c’ (positive), also path a1 (negative) and a2 (positive) were 

significant, just with the same numbers as in Table 23, which can be expected. Looking to the LL’s and UL’s, 

the indirect effect with M1 (=-.16) and M2 (=-.11) were both not sufficient as 0 falls outside the 

bootstrapping confidence interval (CI=-.52,.04 and CI=-.47,.11, respectively). Therefore, both seeking 

challenges and reducing demands did not mediate the relation between workload and work 

engagement. 

Table 24: Results parallel mediation X=Workload; Y=Work Engagement 

 Y: Engagement; M1: Seeking challenges, M2: Reducing demands 

  Path 
a1 

Path 
a2 

Path 
b1 

Path 
b2 

Path c’ Indirect effect X 
on Y (M1) 

Indirect effect X 
on Y (M2) 

  β β β β β B LL UL B LL UL 

Independen
t variable (X) 

Workload 
 

-.30* .32* .22 -.14 -.45** -.16 -.52 .04 -.11 -.47 .11 

Note. *p<.05; **p<.01; N=48; 5000 bootstrap samples (95% CI)  

 

Next to the mediating effect of job crafting dimensions on the relations between job characteristics 

and well-being, the mediating effect of well-being on the relations between the job crafting 

dimensions and job performance were tested. The results of the multiple regression analyses showed 

that both job crafting dimensions seeking challenges and reducing (hindrance) demands were 

significantly related to well-being (i.e., work engagement and burnout). Whereas seeking challenges 

was positively related to engagement and negatively to burnout, reducing (hindrance) demands was 

negatively related to engagement and positively to burnout. Furthermore, both work engagement 

(positively) and burnout (negatively) were significantly related to task performance. Therefore, both 

burnout and work engagement can be proposed as mediating variable (M) to test the indirect effect 

of seeking challenges and reducing demands (X’s) on task performance (Y), as depicted in Figure 12. 

 

Figure 12: Parallel mediations with well-being as mediator 

The direct relations between X and Y (seeking challenges or reducing demands with task performance) 

have not been tested in the multiple regression analyses to test the hypotheses. For mediation, a 

significant relation between the independent and dependent variable is a prerequisite. Therefore, 
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these direct relations needed to be checked first, before the results of the mediation analysis could 

be analyzed. PROCESS (Hayes, 2012) showed that the direct relation between seeking challenges (X) 

and task performance (Y) had a significance level of p=.11, which means that this direct relation is not 

significant (p>.05). Looking at the correlation matrix in Table 7, there was no significant correlation 

between seeking challenges and task performance. Therefore mediation is not possible and a 

mediation analysis is not needed. The direct relation between reducing (hindrance) demands (X) and 

task performance (Y) had a significance level of p=.63, which means that this direct relation was not 

significant (p>.05). Looking at the correlation matrix in Table 7, there was no significant correlation 

between reducing demands and task performance. Therefore, no mediation analysis had to be 

performed, as mediation is impossible. 

So with respect to the results of the mediation analyses performed as additional analyses, it can be 

concluded that there are no variables that mediate the relation between any job characteristic and 

well-being. Furthermore, seeking challenges and reducing demands are both not significantly related 

to task performance. Therefore, no mediation is possible between job crafting dimensions and job 

performance. 

To conclude this chapter, an overview of the results of all hypotheses is given in Table 25 below. 

Table 25: Overview results hypotheses 

Hypothesis Expected relation Conclusion 

1a Hindrance job demands →+ Burnout Partially supported 
1b Challenging job demands →+ Burnout Partially supported 
1c Challenging job demands →+ Work engagement Not supported 
2 Job resources →+ Work engagement Partially supported 
3a Job demands →+ Job crafting  Partially supported 
3b1 Job resources →+ Seeking challenges & Seeking resources Partially supported 
3b2 Job resources →- Reducing (hindrance) job demands Not supported 
4 Seeking challenges & Seeking resources →+ Work engagement Partially supported 
5a Seeking challenges & Seeking resources →- Burnout Partially supported 
5b Reducing (hindrance) demands →+ Burnout Supported 
6a Open-ended FTP →+ Job crafting  Partially supported 
6b Limited FTP →+ Reducing (hindrance) demands Supported 
7a Burnout →- Job performance Partially supported 
7b Work engagement →- Job performance Partially supported 

Note. →- = negatively related; →+ = positively related 
 

  



48 
 

5. Conclusion & Discussion 
The purpose of this study was to explore how operator-specific job characteristics and job crafting 

behaviors could play an important role in their well-being and eventually their job performance. Based 

on the JD-R model (Bakker & Demerouti, 2007) the relations between these concepts were tested in 

this specific HEINEKEN operator situation. Furthermore, the effects of the presence of a limited or 

open-ended FTP on job crafting are included in the JD-R model, as FTP has been proven to be 

antecedent of job crafting (Kooij et al., 2017) and could, therefore, indirectly influence well-being. In 

addition, to identify the job demands and resources applicable to this HEINEKEN situation, several 

open interviews were held with operators with various job functions. This study gives an answer to 

the following question: What is the relation of job demands and job resources with HEINEKEN’s 

operator’s well-being and job performance and what is the role of job crafting and of future time 

perspective in this relationship? 

5.1 Conclusion 
Comparing the results from this study to the JD-R model (Bakker & Demerouti, 2007), multiple 

relations between job characteristics (i.e., job demands and resources) and well-being (i.e., burnout 

and work engagement) have been confirmed.  

Conclusions can be made about specific job demands (hindrance and challenging) that play an 

important role in relation to operator well-being. Based on the results, it can be concluded that a 

higher experience of the hindrance job demands WHI and extra job responsibility are related to a 

higher level of burnout among HEINEKEN’s operators. Employees who are burned out are 

characterized by exhaustion and disengagement (cynicism) (Bakker et al., 2004). Employees who 

experience a high WHI will have insufficient time to recover (Demerouti et al., 2004) and will 

experience a higher level of severe mental fatigue, which can be interpreted as exhaustion (Geurts et 

al., 2005; Xanthopoulou et al., 2007). Furthermore, employees who are confronted with more job 

responsibilities will protect themselves by active coping, which will eventually increase fatigue or 

anxiety and therefore burnout (Demerouti et al., 2004). Workload, defined as a challenging demand, 

was positively related to burnout and negatively to work engagement. This positive relation with 

burnout is in line with other studies that found that challenging demands are positively related to 

burnout (Hallberg et al., 2007; LePine et al., 2005). As challenging demands were expected to 

positively impact work engagement, this negative relation was not expected and will be discussed in 

the next section 5.2: Theoretical implications. No evidence was found for a significant relationship 

between job responsibility (challenging demand) and unpredictable shifts (hindrance demand) and 

any of the two well-being dimensions.  

Next, from the examined job resources, only a higher level of communication was significantly related 

to a higher level of work engagement. This finding is in line with the JD-R model, which states that job 

resources positively predict work engagement (Bakker & Demerouti, 2007). Sufficient managerial 

communication will facilitate meaning-making and so increases work engagement (Farrell, 2004; 

Sonenshein & Dholakia, 2012). Especially in a manufacturing environment, communication is very 

important, because employees work in shifts (Worley & Doolen, 2006). Because, when employees 

work in shifts, it is much more difficult to inform everybody at once, as only a few teams will be 

available in one shift. When communication is not sufficient, the quality and production may suffer 

and irritation between operators may occur (Hancock & Zayko, 1998). No evidence was found for a 

significant relationship between the other three identified job resources feedback, appreciation and 

team spirit with work engagement.  
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In this study, job crafting was integrated into the JD-R model as mediator of the relationship between 

job characteristics and of well-being. Job crafting is divided in three dimensions: seeking resources, 

seeking challenges, reducing (hindrance) demands (Petrou et al., 2012). These job crafting behaviors 

would be stimulated by the presence of specific job characteristics (Tims et al., 2012). The results from 

this study showed that only two of the identified job demands (hindrance and challenging) and 

resources are related to a job crafting dimension. The hindrance job demand unpredictable shifts was 

positively related to job crafting dimension reducing (hindrance) demands and job resource 

communication was positively related to job crafting dimension seeking challenges. These two 

significant relations are in line with the expectation that when job demands are too high operators 

will try to craft their job by reducing these (hindrance) demands. Furthermore, the positive relation 

between job resources and seeking challenges found in this study was confirmed by Gordon et al. 

(2015). All other job demands and resources were not related to any job crafting dimension, which 

was quite unexpected and will be discussed in more detail in the next section 5.2. 

This study also investigated the relationship of an operator’s FTP on his/her job crafting behavior, 

which was also an important aspect raised by the HEINEKEN management, as they were curious 

whether it matters a lot in terms of motivation how long an operator has worked at HEINEKEN and 

whether he or she still has to work for a long time. From the results, it can be concluded that an 

increased open-ended FTP is related to an increase in the intention to seek for resources and an 

increased limited FTP is related to an increase in the intention to reduce (hindrance) demands. 

Operators with an open-ended FTP will find it more important to grow in the organization and develop 

themselves. To get more opportunities they will eventually increase their resources to achieve those 

goals (Kooij et al., 2017). Operators with a limited FTP will tend to see time as constrained and will try 

to stay healthy in their last years in the company by decreasing hindrance demands (Kooij & Van De 

Voorde, 2011). There were no significant relations found between open-ended FTP and job crafting 

dimensions reducing demands and seeking challenges. This was very unexpected and will be discussed 

in section 5.2.  

The results of this study confirmed that an increase in operator’s job crafting behavior (seeking 

challenges or reducing demands) is related to changes in their well-being. The results showed that the 

job crafting dimension seeking challenges was negatively related to burnout and positively to work 

engagement. These operators proactively adapt their job demands to their own needs and abilities, 

which makes them more engaged (Bakker, Tims, & Derks, 2012; Gordon et al., 2018; Petrou et al., 

2012; Tims, Bakker, Derks, et al., 2013). Furthermore, job challenges can make sure that these 

operators are provided with high-level work achievement skills and give them a resilient and effectual 

self-image, which acts as a protective shield against exhaustion and therefore, burnout (Petrou, 2013). 

The results also showed that reducing demands were negatively related to work engagement and 

positively to burnout. This negative relation between reducing hindrance demands and work 

engagement was not as expected and will be discussed in the next section 5.2, as multiple other 

studies (Bakker et al., 2012; Tims et al., 2012; Tims, Bakker, & Derks, 2015, 2013) found no relation at 

all. The positive relation between reducing demands and burnout in this study was in line with the 

expectation and findings of other studies that found that decreasing demands was positively related 

to disengagement (Tims et al., 2012) and exhaustion (Gordon et al., 2018; Petrou et al., 2015). No 

significant relation was found  between the job crafting dimension seeking resources and both 

burnout and work engagement, which will also be discussed in section 5.2. 

Looking to outcomes of the JD-R model (Bakker & Demerouti, 2007), only one of the three dimensions 

of job performance was significantly related to an operator’s well-being: Burnout and work 

engagement were both significantly related to task performance, negatively and positively, 
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respectively. This means that operators who experience a high level of work engagement will on 

average perform better in the tasks that are expected to be delivered, and those with a high level of 

burnout will perform worse. Engaged operators are more focussed and have a strong dedication to 

their job activities which increases task performance (Christian et al., 2011). In contrast, for exhausted 

operators it is much more difficult to complete their core tasks (Taris, 2006). The results showed that 

work engagement and burnout were not related to both job performance dimensions contextual 

performance and adaptive performance, which will be discussed in the next section 5.2. 

Some analyses in this study revealed that one of the control variables was significantly related to one 

of the job crafting dimensions. Age was negatively related to seeking challenges and job experience 

to seeking resources. So operators will be less likely to seek for challenges when they are older. This 

can be explained as older operators will have less motivation to look for challenges. Furthermore, 

when an operator is more experienced in his/her job, he/she will be less likely to seek for resources. 

This can be explained as experienced operators need fewer resources to buffer the impact of 

hindrance demands, as they are more skilled than operators with less experience. This makes it easier 

for them to handle specific high demanding situations, because they coped successfully with the same 

problems before.  

Next to the analyses performed to test the study hypotheses, additional mediation analyses were 

performed to test if job crafting would mediate the relation between job characteristics and well-

being and if well-being would mediate the relation between job crafting and job performance. The 

results from the analyses showed that none of the job crafting dimensions mediated the relation of 

job characteristics with well-being. Furthermore, the results showed that well-being did not mediate 

the relation of job crafting with job performance. This last finding is in contrast to findings of Tims et 

al. (2013) who stated that work engagement might be an important mediator of the relationship 

between job crafting and job performance. Because there was no significant relation between the job 

crafting dimensions and job task performance, mediation was impossible. 

5.2 Theoretical implications 
With the JD-R model (Bakker & Demerouti, 2007) as the theoretical framework, and including job 

crafting and FTP, this study contributes to the existing literature by investigating the job-related 

correlates of job crafting, well-being and job performance within an operator-specific context 

(physically high demanding). Results from prior researches are confirmed and new relations are found. 

This study contributes to new insights about the JD-R model (Bakker & Demerouti, 2007) and job 

crafting. Many existing studies tested relations within the JD-R model with samples of highly educated 

employees in physically less demanding professions such as scientific staff, health care professionals 

or insurance company employees. In this study, the job characteristics that are related to well-being 

and job crafting are identified for physically high demanding jobs. This difference is mainly reflected 

in the finding that job resources seem to be relatively less important than job demands in relation to 

well-being and performance. Furthermore, it becomes clear that employees with these physically high 

demanding jobs craft their jobs differently than employees with physically less demanding jobs. All 

differences with existing literature and new findings will be discussed below. 

Job characteristics and well-being 

First, looking at the findings about the relation between challenging job demands and well-being. Job 

responsibility had no significant relation with any dimension of well-being in the results of the multiple 

regression analyses. Nevertheless, looking at the bivariate correlations in Table 7, a significant positive 

correlation (.49**) is shown between burnout and job responsibility. This can be explained by that this 

variable has been ‘overruled’ in the regression analysis by other variables that have a stronger 
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relationship with burnout, in this case, workload and age. Keeping this significant correlation in mind, 

both challenging demands are, as expected (Hallberg et al., 2007; LePine et al., 2005), positively 

related to burnout. This study found no positive direct relation between challenging demands and 

work engagement. While multiple other studies (Crawford et al., 2010; Hallberg et al., 2007; LePine et 

al., 2005) found a positive relation between these two concepts. In contrast to the literature, workload 

was negatively related to work engagement. An explanation for this negative direct relation is that 

workload needed to be considered as a hindrance demand instead of a challenging demand in this 

study. When meeting job demands requires high effort and the operator has not sufficiently 

recovered, it can turn into a hindrance demand (Bakker & Demerouti, 2007). During the interviews, 

operators indicate that they had enough time to recover. Workload is a subjective experience that is 

caused by external and internal factors (Kantowitz, 1987). Looking to the significant relation between 

workload and both burnout (positive) and work engagement (negative), it would make sense that 

workload is experienced as hindrance demand by the HEINEKEN operators, as hindrance job demands 

are negatively associated with well-being (Breevaart & Bakker, 2018; Crawford et al., 2010; Van den 

Broeck et al., 2010). So, it can be concluded that next to the already defined hindrance demands WHI 

and extra job responsibility, workload is a third hindrance demand that negatively influences operator 

well-being. 

Second, unpredictable shifts was not significantly related to burnout. A plausible explanation may be 

that operators have accepted that the planning of their shift will be very unpredictable as it is part of 

their job and this specific work context (production FMCG). Companies like HEINEKEN need to 

anticipate on the fluctuating demand of their products, which makes it difficult to provide them with 

a planning without abrupt fluctuations. If the operators have accepted that this unpredictability is part 

of their job, they will feel less stressed (burned out) when it occurs and it will not affect their well-

being substantially. 

Last, this study found only one direct relation between the four job resources communication, 

performance feedback, appreciation and team spirit, and work engagement. Based on the JD-R model 

(Bakker & Demerouti, 2007) they were all expected to be positively related to engagement, but only 

communication turned out to be a significant predictor. These findings are different from those 

studies that found that feedback (Salanova & Schaufeli, 2008), appreciation (Bakker et al., 2007)  and 

team spirit (Menon et al., 1996) were significantly related to work engagement. A plausible 

explanation for feedback and appreciation can be that this research is performed on a different 

working ground with a high amount of (physical) job demands that may overshadow these job 

resources. The operators will have less time to think about receiving or giving feedback and 

appreciation, as they have to carry out their highly demanding standard tasks. The other researches 

are done with for example telecom managers (Salanova & Schaufeli, 2008) and teachers (Bakker et 

al., 2007), where other job demands arise and job resource can play a more important role in affecting 

their work engagement. Another explanation can be that in this ‘operator setting’ employees are not 

inclined to ask for feedback or appreciation, as this is not seen as something normal an operator would 

do. That there is no significant relation between team spirit and engagement can be explained by the 

high mean and small standard deviation of experienced team spirit by the HEINEKEN operators 

(M=3.44, SD=.48). When the average of this variable is high and there is only a little spread in the given 

answers, it will be difficult to find a significant relation with other variables. At the end, there can be 

concluded that the HEINEKEN operators are very pleased with the experienced team spirit.  

Job characteristics and job crafting 

In the existing literature, not a lot of research has been performed on the direct effects of specific job 

characteristics on job crafting behavior. Only the study by Gordon et al. (2015) tests the direct effects 
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that these job characteristics have on job crafting. Whereas job resources are positively related to 

seeking challenges and resources, and negatively related to reducing demands, job demands 

(hindrance and challenging) are only positively related to seeking resources (Gordon et al., 2015). 

Furthermore, this research from Gordon et al. (2015) is performed using participants that are health 

care professionals, who will have different job-specific job demands and resources compared to 

operators in a production company. First, this study provides insights into job crafting behavior of 

employees with physically high demanding jobs. The results from the regression analysis showed that 

only the (hindrance) job demand unpredictable shifts and job resource communication were related 

to reducing demands and seeking challenges, respectively. Nevertheless, looking at the bivariate 

correlations between the job characteristics and job crafting dimensions in Table 7, it can be seen that 

job demands WHI (-.29*), extra job responsibilities (-.30*) and workload (-.30*) are all three negatively 

correlated with seeking challenges and that, next to unpredictable shifts, workload (.32*) is positively 

correlated with seeking reducing demands. As explained earlier, this may mean that these variables 

have been dropped in the regression analysis by other variables that have a stronger relationship with 

the dependent variable. Taking these significant correlations into account and with the given that 

workload is a hindrance demand in the current study, it can be stated that operators that experience 

a high level of hindrance demands workload, WHI and extra job responsibilities will be less likely to 

seek for challenges. Furthermore, operators that experience a high level of hindrance demands 

unstable shifts and workload will be more likely to reduce demands. The job resource communication, 

that was expected to be a correlate of seeking challenges, does not correlate with any of the job 

crafting dimensions in Table 7, which makes the significant relation found in the regression analysis 

even more questionable, as adding this job resource resulted in only a small R2 change (Table 12). 

What stands out from both the regression analyses and bivariate correlations, is that hindrance 

demands clearly influence seeking challenges negatively and decreasing demands positively. In 

addition, no job characteristics have a significant relationship with the job crafting dimension reducing 

demands. The reason for the small share of job resources and that seeking resources plays no role as 

job crafting behavior can be explained as previously: A high amount of (physical) job demands may 

overshadow the available job resources. Reducing demands can be seen as minimizing the 

emotionally, physically or mentally demanding aspects of an employee’s work, reducing the 

employee’s workload or making sure this workload will not affect his/her private life (Demerouti, 

2014). When these demanding aspects stay too high, the operator will keep on trying to decrease 

his/her demands. Seeking challenges may include behaviors like keeping yourself busy during the 

workday, ask for more responsibility and seeking new challenging tasks at your work (Demerouti, 

2014). When an operator is always busy with reducing demands, he/she does not have time to seek 

for those challenges or seek for resources. It even makes them less likely to seek for challenges.  

FTP and job crafting 

In this study, limited FTP was positively related to decreasing demands, which is different compared 

to the research of Kooij et al. (2017) who found no relation. This significant relation of a limited FTP 

to reducing demands, confirms the presumption that employees in professions with physically high 

demands will be more likely to decrease their high demands when they have a limited FTP. That open-

ended FTP was not related to decreasing demands and seeking challenges was another finding that 

was different compared to the study of Kooij et al. (2017). That an open-ended FTP was not related to 

decreasing demands is not a big surprise, as this relation was only marginally significant in the study 

of Kooij et al. (2017). The nonsignificant relation between an open-ended FTP and seeking challenges 

is a bigger surprise. Nevertheless, the bivariate correlation between an open-ended FTP and seeking 

challenges in Table 7 shows that there is a (high) positively significant correlation (.52**). This positive 

relation was not revealed during the multiple regression analysis due to the presence of other 
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variables that have a stronger influence on the dependent variable, in this case, the control variable 

age. With these new insights, it can be stated that employees with an open-ended FTP focus on 

knowledge acquisition (long-term) and prefer growth and challenge at work (Kooij & Van De Voorde, 

2011), which will not be achieved by decreasing demands, but by seeking resources and challenges. 

Job crafting and well-being 

This study found no direct relation between the job crafting dimension seeking resources and operator 

well-being (i.e., burnout and work engagement), while seeking for resources can be a way to mobilize 

(more) job resources to better cope with job demands (Tims et al., 2012) and can take the form of 

proactive coping, which will have positive outcomes for employees’ motivation and well-being 

(Salanova & Schaufeli, 2008). An explanation for the fact that job resources do not play an important 

role in predicting work engagement (only communication) or job crafting behavior, can be that a high 

amount of (physical) job demands may overshadow job resources. Therefore, operators are more 

likely to decrease their (hindrance) demands or seek for challenges (challenging demands), as they are 

more present in their work situation.  

Furthermore, this study found a negative relation between reducing (hindrance) demands and 

operator’s work engagement. Which is in contrast with the expectations and results of some other 

studies (Bakker et al., 2012; Tims et al., 2012, 2015; Tims, Bakker, & Derks, 2013) but in line with 

findings of Demerouti (2014), Kooij et al. (2017) and Petrou et al. (2012), who all confirmed this 

negative relation. This negative relation can be explained by the fact that reducing hindrance demands 

is energy consuming and may lead to a feeling of ineffectiveness. Especially when decreasing these 

demands turns out to be unsuccessful, the operator will experience his/her effort as worthless (Kooij 

et al., 2017). As some hindrance demands will be part of the job, operators know upfront that they 

have to deal with them, which makes their work less motivating (Kooij et al., 2017). In the current 

literature, there are still a lot of unclarities about the relation of decreasing (hindrance) demands with 

burnout. Some studies (Demerouti et al., 2015; LePine et al., 2005; Salmela-Aro et al., 2009) found a 

positive relation, where others (Gordon et al., 2018; Petrou et al., 2015; Tims et al., 2012) found a 

negative relation. The results of the current study confirmed that decreasing hindrance demands is 

positively related to burnout. This can be explained by the fact that decreasing demands can be an 

exhausting activity, especially when it does not give the desired result, which can result in 

disengagement. Together with the findings that decreasing demands would be negative for operator’s 

engagement, it can be concluded that in an operator setting with a high level of (physically) job 

demands decreasing (hindrance) demands is negatively related to operator well-being. 

Well-being and job performance 

This study found that both burnout (negatively) and engagement (positively) are related to task 

performance. Remarkably, no significant direct relations were found between well-being and both 

contextual and adaptive performance. Which was in contrast with prior research that found that 

engaged employees showed more contextual performance (Christian et al., 2011) and adaptive 

performance (van den Heuvel et al., 2010) and that burnout is negatively related to both contextual 

and adaptive performance (Demerouti et al., 2014). A plausible explanation is that there are not many 

possibilities for operators to do other activities next to their ‘standard’ tasks, which would affect their 

contextual performance. This explanation is in line with the negative effect that the (hindrance) 

demand ‘extra job responsibilities’ has on burnout: as the operators do not have enough time to carry 

out those extra tasks/responsibilities, they may get burned out. Therefore, they cannot perform tasks 

that are not directly part of their job (contextual performance) or tasks that help to successfully adapt 

to a changing work environment (adaptive performance), which makes it difficult to measure this 
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concept. The mean of task performance (M=4.32) is therefore also higher than contextual and 

adaptive performance (both M=4.07). Another explanation is that in this operator environment 

(production line), it is less common to do more tasks than are asked by the supervisor. Employees 

perform their tasks and are not easily inclined to do something extra and step out of their comfort 

zone.  

As can be seen in the bivariate correlation matrix in Table 7: Pearson correlations, contextual 

performance and adaptive performance are highly correlated (.74**). An explanation for this can be 

that operators do not make a distinction between contextual and adaptive performance. As 

contextual performance is defined as tasks that support the organizational, social, and psychological 

environment (Koopmans et al., 2011), operators can experience being adaptive to specific changes as 

supporting the organizational environment. This means that both concepts are difficult to distinguish 

from each other and can be seen as one dependent variable. 

5.3 Practical implications 
Findings from this study can help FMCG organizations like HEINEKEN to focus on those job 

characteristics that positively relate to operator’s well-being, as well as job performance. Where 

decreasing the (hindrance) job demands (WHI, extra job responsibilities, workload) will decrease 

burnout and increasing the job resource communication will increase engagement. Furthermore, 

findings show that job crafting behaviors (seeking challenges, decreasing demands) are related to 

operators’ well-being. Therefore, management should particularly stimulate seeking challenges and 

discourage reducing demands.  

Increase communication 

The most direct and obvious way to increase operator’s engagement is by increasing communication, 

as this job characteristic is directly positively related to engagement. Employees need to be well 

informed and kept up to date when something important happens with regard to their work or the 

organization that also matters for them. The communication abilities of a leadership team are 

important drivers of employees’ engagement (Wiley et al., 2010). When operators receive clear 

communication from senior management, they will better understand how their own roles will fit 

within the leadership vision (Macleod & Clarke, 2009). A well-designed communication plan can be an 

important role in employee engagement (Welch, 2011). Two valuable aspects in internal 

communication are upward employee communication and senior manager receptiveness to this 

employee voice (Ruck, Welch, & Menara, 2017). This means that for good communication within the 

organization, it is important that the employee can give his/her views about issues and that the 

management also listens to this view. To increase communication, management should consider 

different ways to improve communication. This can be done by different participation sessions, in 

which multiple operators (AO’s, SO’s and PCO’s) and the management are involved. Now, operators 

only receive information about important matters from the PCO, who is in contact with the team 

leader. Furthermore, there is a weekly meeting (WPO) with four teams who are split in two to discuss 

important issues about their specific working area. These meetings are not always joined by someone 

from the management. Decisions made by the management are mostly communicated to the 

operators through the PCO’s and not directly. Therefore, when an operator wants to give his/her 

opinion about this decision, it will not be easy to discuss this with the management. Furthermore, 

these meetings are very ‘work-specific’, as a result, other matters that play a role in the Rayon 

disappear and are barely discussed. 
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Decrease WHI 

Work home interference is one of the job demands of the HEINEKEN operators that directly 

positively affects burnout. Knowing this, the management should decrease this feeling of WHI when 

this feeling is experienced by their operators. According to Geurts and Demerouti (2004), the most 

successful strategy to deal with WHI is to actively change behaviors, expectations and attitudes in 

such a way that demands at work and home can be met. This can only be met when a supervisor 

shows care about the operator's well-being at home and talk with them about their home situation. 

For a supervisor, it may be difficult to notice when an employee has an increased WHI. Therefore, it 

is important to bring this topic to attention and ask operators of they are having problems. When a 

supervisor knows about the conflict between work and home he/she can try to help to coordinate in 

solving the conflict. Bringing this topic to attention is not only the task of the team leader. The PCO 

should also know how the operators from whom he/she is responsible are doing. The role of the 

PCO is important, as they are even closer to the operator in terms of working tasks. This makes it 

easier for them to talk about the same problems. In addition, they are also much more in contact 

with the operators for whom they are responsible than the team leaders. A PCO can discuss these 

topics during a stop day, when production is not taking place. If the PCO then occasionally takes 

someone aside to talk about his/her situation, the operator will already feel heard much more in 

terms of WHI than he/she currently does. Another way to decrease WHI is to make organization and 

work inherent less stressful, which can be done by tackling high job demands and provide necessary 

resources (Mostert & Oosthuizen, 2014). Therefore, there can be expected that when the identified 

job demands in this study will be decreased and communication will be increased, WHI will also 

decrease. 

Decrease workload 

Workload was one of the job demands that caused negative well-being for operators and can be 

defined as “subjective experience caused by external and internal factors such as motivation, ability, 

expectations, training, timing, stress, fatigue, and circumstances in addition to the number, type, and 

difficulty of tasks performed, effort expended, and success in meeting requirements” (Kantowitz, 

1987, p. 97). From the results came forward that operators experience workload as hindrance 

demand. This means that operators experience their job demands as too much and/or not challenging. 

Nowadays, operators have many more job demands next to their standard operator tasks concerning 

quality, lean production and training, which gives them more tasks at the same time with the same or 

smaller workforce. The most straightforward solution to decrease workload would be to hire extra 

(experienced) operators to increase the occupation per shift. From the open interviews with the 

operators came forward that these should not be inexperienced temporary workers, because these 

will only increase workload. However, this will not be very realistic, as HEINEKEN has to deal with a 

budget and especially now with the COVID-19 pandemic, it will unrealistic to hire extra operators as 

this will be too expensive. Therefore, it is recommended to periodically evaluate the workload in which 

operators are involved and where they can raise their workload issues with the management team of 

Rayon 1. Operators will often have the capacity to make a better decision than their supervisors about 

how to perform and accomplish their work as they have more specialized knowledge about their work 

(Spreitzer & Mishra, 1999). Therefore it is very important to keep their view in mind when looking for 

possibilities to decrease their workload. Furthermore, the operators are more likely to accept a change 

in their tasks when they are involved in the process. These periodically evaluations can be held once 

in the two months. In the past there were team meetings in which matters were discussed that played 

within the team. These meetings have now been canceled. Therefore, discussing the workload within 

the team is now impossible. By introducing a meeting once per two months with the team leader 
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and/or PCO with all the teams he is responsible for, important matters that operators encounter can 

be discussed. The operators should e-mail all specific problems with workload or the team to the team 

leader of PCO so he/she can prepare him/herself for meeting. When these meeting are held, team 

leaders or the PCOs can take action to decrease the workload or convince the operator that the 

workload is not that high by explaining how certain tasks can be done better or efficient. 

Extra job responsibilities 

As earlier mentioned, extra job responsibilities can be described as extra responsibilities an operator 

gets in addition to the job responsibilities that are already formally part of his/her job and can be 

experienced by the operator as additional hindrance job demands, which are related to burnout. 

Decreasing those extra job responsibilities is difficult for the management, as most of those tasks are 

unavoidable. For example, when a temporary worker that (almost) never worked at the production 

line needs to stand in a for an ill operator, it is unavoidable that this temporary worker needs guidance 

from the operators that are working that day. Furthermore, the operators have to do Cleaning, 

Inspection, Lubrication and Tightening (CILT) tasks at the machines to maintain quality. These tasks 

are sometimes not taken seriously and are seen by operators as tasks that need to be done because 

the management says so. Some operators do not like these tasks and skip or postpone them to the 

end of their shifts when they do not have enough time to perform them. They do not see these tasks 

as a challenge, but as hindrance demands. Still, these tasks are important and are part of the TPM 

philosophy of HEINEKEN. The same accounts for improvement teams, which are important to keep 

the machines on the production line in good condition. This makes it impossible to lower these 

activities. According to Cullinane, Bosak, Flood, and Demerouti (2014), these extra demands that occur 

in lean manufacturing should not be considered as things that should be minimized. They suggest that 

managers should focus on the provision of resources that complement increased work pace, 

dependency on others and responsibility. This would make the operators perceive the hindrance 

demands that they experience in lean manufacturing as challenging demands (Cullinane et al., 2014). 

Activities to do so are: Permanent ongoing training, upward occupational mobility, teambuilding task 

rotation and trying to create a knowledge-sharing culture of cooperation (Schuring, 1996), as these 

will increase the problem-solving activities of the operators (Cullinane et al., 2014). 

Job crafting 

Managers should try to increase operator’s job crafting behavior seeking resources and discourage 

job crafting behavior decreasing demands, as this will affect operator’s well-being positively and 

negatively, respectively. Although job crafting concerns actions that are self-initiated, it may be 

facilitated or supported by management (van Wingerden et al., 2017). Employees seek for challenges 

to maintain motivation and avoid boredom (Csikszentmihalyi & Nakamura, 2014). It may include 

behaviors like keeping yourself busy during the workday, ask for more responsibility and seeking new 

challenging tasks at your work (Demerouti, 2014). The management should try to encourage these 

behaviors by letting (especially younger) operators know that they have the opportunity to get extra 

(challenging) tasks or responsibilities. Currently, the more experienced or older operators will get the 

responsibility for improvement projects, as they know how the whole process works. This study 

proved that the younger an operator is, the more he/she is motivated to seek for challenges. When 

giving younger operators more opportunities to seek for challenges, burnout will increase and 

engagement increases. Reducing (hindrance) demands can be seen as a health-protecting coping 

mechanism and is used when demands are disproportionately high (Demerouti, 2014). This behavior 

will decrease when these high job demands will decrease. When the management tries to focus on 

decreasing those hindrance job demands, operators are less likely to decrease them which will 

decrease burnout and increase engagement. Job crafting is something an employee can learn using 
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job crafting interventions. This learning of job crafting will result in more job resources, higher levels 

of work engagement and so, an improved performance (Gordon et al., 2018; van Wingerden et al., 

2017). A job crafting intervention executed by van den Heuvel, Demerouti and Peeters (2012) showed 

that the intervention successfully helped police officers to proactively their levels of job resources and 

demands. This intervention needs to be executed in three phases: (1) a job crafting workshop, (2) keep 

up a weekly logbook about job crafting for three weeks and (3) reflecting about experiences with job 

crafting. A big disadvantage is that this intervention takes time and with the current COVID-19 

pandemic that goes together with understaffing and the shifts operators are working in, an 

intervention will be unrealistic in the short term. 

5.4 Limitations & future research 
Although this study has multiple strengths, it has also some limitations. First, this study has a cross-

sectional design, this means that all data is retrieved at one specific time. Therefore, no conclusions 

can be drawn about causal relations, which would be possible with a longitudinal study. A reason for 

not choosing for a longitudinal study is that it would take too much time and that the risk was too high 

that operators were not motivated to fill in a survey two times. The COVID-19 pandemic made it even 

more difficult, as there was understaffing at the Rayon which resulted in less time for operators to fill 

in the survey and it was difficult to motivate them to do so, because I was not allowed to be physically 

present at the brewery from April. Therefore, a cross-sectional design was the best choice for this 

research. A cross-sectional design has the advantage that participants cannot drop out by not filling in 

a second survey. Furthermore, cross-sectional studies can still be used to (dis)prove the relationship 

between variables. Future studies could use a longitudinal design in order to investigate the causality 

of the significant relations found in this study. 

Second, this study is performed at only one department (Rayon) of the HEINEKEN packaging area. 

Generalization of these results should be done carefully, as the working conditions can be different 

per organization and even per Rayon at HEINEKEN. The COVID-19 pandemic played a significant role 

in the choice for only performing this research at Rayon 1. Because there was understaffing at the 

brewery and I was not allowed to go there, it was difficult to involve all other Rayons in this research. 

This is also the main reason for the small sample size (N=48), which consists only of operators from 

Rayon 1 and makes the results less reliable. A few semi-structured interviews were conducted with 

operators from other Rayons, but in the end, these were not included in this research. Future research 

should, therefore, take a bigger sample from multiple departments or organizations to increase 

generalizability. In this future research, it would also be interesting to see if there are big differences 

in scores on the study variables between these departments and organizations. 

Third, some of the items of the survey were formulated by the author, e.g. the items used to measure 

the hindrance job demand ‘extra job responsibilities’. As these items are not validated in earlier 

research, the measurement of this variable may be less reliable. Moreover, feedback was measured 

with only two items, as one item had to be removed, which was may not enough items to capture the 

whole concept of feedback. 

Fourth, the COVID-19 pandemic could have influenced the response of operators to the survey. The 

workload during the pandemic was higher, as the operators had to work at other Rayons and also had 

to work with colleagues from other Rayons due to understaffing. Furthermore, the planning of their 

working schedule changed constantly due to fluctuating demand during this pandemic. Eventually, 

this situation could have changed the way operators think about how they experience specific job 

demands and resources, and this might have resulted in a distorted view compared to the ‘normal’ 

situation (i.e., without COVID-19). 
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Next to the above-mentioned opportunities for future research, other opportunities arise. 

Organizational factors that could influence operators’ well-being are also an important topic for 

further research. So, what are the aspects that play an important role in influence the operator’s well-

being looking to the organizational context and not individually (e.g., cooperation between shifts)? 

Additionally, in this study, workload is experienced as hindrance job demand by the operators, as they 

experience a too high level of job demands, which is positively related to burnout and negatively to 

engagement. Employees that do not experience their job demands as an overflow in work pressure, 

may experience the workload as challenging. Identifying the optimal workload related to a switch in 

the perception of this job demand from hindrance demand to challenging job demand (provided that 

this switch is possible in this work context (production line)) may be an interesting subject for future 

research. Furthermore, other concepts that can influence well-being and can be integrated into the 

JD-R model should be taken into account in future research. An example can be personal resources, 

as they would have a direct positive effect on work engagement (Bakker & Demerouti, 2017). 

Despite these limitations, this study provided useful insights about job aspects and their relation with 

employee well-being and job performance in physically high demanding jobs (e.g., operators) in an 

FMCG company like HEINEKEN. Companies should take into account that high workloads, a large 

amount of tasks and WHI are all related to employee burnout, which is in turn related to a lower task 

performance. Furthermore, they should pay extra attention to a good communication strategy, 

because good communication by the supervisors within a department is positively related to 

employee engagement, which is in turn related to higher task performance. Moreover, job crafting 

behavior seeking challenges should be stimulated (especially for young employees) and decreasing 

hindrance demands discouraged as both are related to higher employee well-being. Job resources and 

seeking for those resources play a less important role in relation to the well-being of operators, which 

can be seen as a wake-up call for managers that the job demands are too high and can overshadow 

job resources or seeking them.  
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Appendix A: Explorative semi-structured interview scheme (Dutch) 
Interview schema Heineken werknemers 

Algemeen: Momenteel ben ik voor mijn afstuderen bij Rayon 1. Uit de climate survey van 2019 is 

gebleken dat de stress en werkdruk op de vloer te hoog wordt bevonden door meerdere operators. 

Mijn afstuderen zal voornamelijk gaan over de redenen van deze stress en hoe deze aangepakt 

kunnen worden, zodat het voor operators prettiger wordt om te werken. Voor mijn opdracht zal ik 

eerst een oriënterend interview doen om zo een inschatting te maken waar meerdere operators 

tegenaan lopen. Deze interviews zullen volledig anoniem zijn en zijn alleen bedoeld voor mijn 

afstuderen. Ze zullen dus ook niet gedeeld worden met teamleiders of managers.  

 

Onderwerpen: 

1. Achtergrond: We zullen beginnen met wat achtergrond informatie en wat vragen over jouw 

dagelijkse werkzaamheden. 

a. Kun je mij iets vertellen over jouw achtergrond? 

- Hoe lang werk je al bij Heineken? 

- Welke functies heb je achtereenvolgens gehad en hoe lang? 

- Hoe lang ben je werkzaam in jouw huidige functie 

- Hoe lang werk je al in de huidige ploeg? 

b. Hoe zien jouw dagelijkse werkzaamheden er uit? 

- Hoe ziet een typische werkdag er uit? 

- Wat zijn de meest belangrijke en meeste taken die je uitvoert? 

- Is er een groot verschil tussen verschillende diensten? Zo ja, waarin? 

 

2. Werkdruk: Zoals je misschien al hebt meegekregen vanuit het bespreken van de Climate Survey 

werd er door meerdere operators aangegeven dat de werkdruk te hoog is. Daarom zou ik ook 

graag wat vragen hierover willen stellen. 

a. Hoe ervaar je de werkdruk op de vloer? Waardoor wordt deze werkdruk volgens jou vooral 

veroorzaakt? 

- Zijn alle targets helder en duidelijk? 

- Vind je jouw targets haalbaar? 

- Als een target is gehaald, is voor jou dan ook de werkdruk minder? 

- Welke andere werk gerelateerde zaken zijn er, waardoor je werkdruk ervaart (denk aan TPM, 

Opleidingen, etc.)? 

- Wat zijn acties die je onderneemt om de werkdruk te verlagen?  

b. Ervaar je werkdruk door (het gedrag van) collega’s of nemen zij de werkdruk juist weg? 

- Zou je hier een voorbeeld van kunnen geven zonder namen te noemen? 

c. Ervaar je meer werkdruk door het ploegenrooster 

- Zo ja, kun je dit toelichten? En heb je ideeën over een oplossing? 
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3. Herstel: Als de werkdruk hoog is, is herstellen een belangrijke factor. De volgende vragen dan 

ook over het herstel van jouw werk gaan. 

a. In hoeverre neem je jouw werk mee naar huis? 

- In hoeverre denk je als je thuis bent aan wat je op werk allemaal gedaan hebt? (Neem je 

jouw werk mee naar huis?) 

- In hoeverre ben je bezig met dingen die bij jouw de volgende werkdag moeten gebeuren? 

b. Wat onderneem jij om je gedachte niet meer bij werk te hebben als je thuis bent? 

- Ben je hier veel tijd mee kwijt? 

- Heb je het idee dat je door deze activiteiten meer relaxed bent? 

c. Wat onderneem je tijdens werk om even tot rust te komen? 

- In hoeverre heb je hier genoeg tijd en mogelijkheden voor? 

 

 

4. Energiebronnen: Ik ben erg benieuwd naar welke dingen in het werk je energie kosten en welke 

juist energie geven. 

a.  Waar haal je energie uit in jouw werk? 

- Kun je hier voorbeelden van geven? 

- Denk hierbij bijvoorbeeld aan samenwerking met jouw collega’s, werken aan projecten, het 

behalen van targets, complimenten van de teamleider etc.  

b. Welke zaken kosten je energie in jouw werk? 
- Kun je hier voorbeelden van geven? 
- Denk bijvoorbeeld aan machines die constant vastlopen, strubbelingetjes met 

collega’s/leidinggevenden, extra taken die je moet uitvoeren etc. 
 

 

5. Support van Heineken 

a. Als je ergens tegenaan loopt/een probleem hebt, kunt je dan gemakkelijk aankloppen bij de 

collega’s, teamleiders of managers? 

- In hoeverre hen je het idee dat hier dan ook iets mee gedaan wordt? 

- In hoeverre heb je het idee dat je inspraak hebt op beslissingen die binnen het rayon 

genomen worden? 

- In hoeverre voel jij je als werknemer gewaardeerd door Heineken? 

- In hoeverre voel jij je gewaardeerd door jouw managers/teamleiders? 

 

6. Ontwikkeling 

a. In hoeverre ben je tevreden met de functie die je nu hebt? 

- Zou je in de toekomst een andere functie willen hebben bij Heineken? 

b. Ben je momenteel bezig met een opleiding? 

- Zo nee, heb je plannen om een opleiding te gaan volgen? 

- Heb je het idee dat je genoeg doorgroeimogelijkheden hebt ? 
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7. Job Crafting 

a. Vraag je wel eens actief naar de volgende zaken in jouw werk (aan collega’s, teamleider, 

rayonmanager): 

-  Hulp (Zo ja, voorbeeld) 

(denk bijvoorbeeld aan een lastige situatie waar je niet uitkomt, of een situatie waarin je 

jouw werk niet op tijd af krijgt) 

- Feedback (Zo ja, voorbeeld) 

(denk bijvoorbeeld aan het actief vragen hoe een ander vindt dat jouw werk is uitgevoerd, of 

het vragen aan anderen wat jouw sterke kanten en zwakke kanten zijn) 

- autonomie of beslissingsbetrokkenheid (Zo ja, voorbeeld) 

(denk bijvoorbeeld aan het vrijwillig aanmelden voor een projectgroep) 

- innovatieve werkaspecten (Zo ja, voorbeeld) 

(denk bijvoorbeeld aan het bespreken van ideeën om jouw werk te verbeteren) 

b. Verander je wel eens dingen aan jouw werk om het uitdagender of leuker te maken? 

- Kun je hier misschien een voorbeeld van geven? 

 

8. Change Management  

a. Hoe wordt er op dit moment gecommuniceerd bij Heineken als er veranderingen 

plaatsvinden?  

- Bent je tevreden over hoe Heineken communiceert over veranderingen die gaan 

plaatsvinden? Waarom (niet)? 

b. Zijn er opkomende veranderingen binnen Heineken?  

- Zo ja, weet je wat dit voor een invloed deze veranderingen zullen hebben op jouw dagelijkse 

werkzaamheden? 

- Zie je de veranderingen binnen Heineken meer als een last of uitdaging? Waarom? 
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Appendix B: Questionnaire/Online Survey (Dutch) 
Algemene vragen 

1. Wat jouw leeftijd? (jaren) 

2. Wat is jouw geslacht? 

3. Wat is jouw huidige functie op Rayon 1?  

4. Hoe lang werk je al bij HEINEKEN? (jaren) 

5. Hoe lang werk je al in je huidige functie? (jaren) 

6. Hoe lang werk je al in je huidige ploeg? (jaren) 

 

Werkdruk, 4 punts schaal lopend van nooit (=1) tot altijd (=4) 

Tjjdens mijn werk: 

1. Heb ik veel werk te doen 

2. Moet ik extra hard werken om iets af te krijgen 

3. Werk ik onder tijdsdruk 

4. Kan ik mijn werk op mijn gemak doen 

5. Heb ik problemen met de werkdruk 

 

Werkverantwoordelijkheden, 5 punts schaal lopend van zeer weinig(=1) tot heel veel(=5) 

Vul de volgende zinnen aan: 

1. De verantwoordelijkheid die je hebt voor het werk van anderen is 

2. De verantwoordelijkheid die je hebt voor het initiëren van opdrachten en projecten is 

3. De verantwoordelijkheid die je hebt bij het uitvoeren van opdrachten en projecten is 

4. De verantwoordelijkheid die je hebt voor apparatuur en faciliteiten is 

Werk-thuis interferentie, 4 punts schaal lopend van nooit(=1) tot altijd(=4) 

Hoe vaak komt het voor dat: 

1. Je zo hard moet werken dat je geen tijd hebt voor je hobby's? 

2. Jouw werkverplichting het je moeilijk maken om je thuis ontspannen te voelen? 

3. Jouw werkschema het je moeilijk maakt om aan je huishoudelijke verplichtingen te voldoen? 

4. Je niet de energie hebt om met jouw echtgenoot / familie / vrienden vrijetijdsactiviteiten te 

ondernemen vanwege jouw werk? 

 

Extra taakverantwoordelijkheden, 4 punts schaal lopend van nooit(=1) tot altijd(=4) 

Naast de taken die ‘standaard’ bij mijn functie horen, krijg ik extra verantwoordelijkheden op het 

gebied van…  

1. Begeleiding uitzendkrachten 

2. Trainingen/opleidingen (werkgebied en skills)  

3. Kwaliteitstaken (CILT, schoonmaak) 

4. TPM activiteiten (zoals APM en verbeterprojecten) 
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Onvoorspelbaarheid shifts, 4 punts schaal lopend van helemaal mee oneens(=1) tot helemaal mee 

eens(=4).  

Boordeel de volgende beweringen: 

1. Er worden te vaak ‘last minute’ aanpassingen gemaakt in mijn werkschema 

2. Ik heb genoeg input in mijn werkschema 

3. Ik werk volgens een voorspelbaar schema 

 

Performance Feedback, 4 punts schaal lopend van nooit(=1) tot altijd(=4) 

Beoordeel de volgende beweringen: 

1. Ik krijg voldoende terugkoppeling over het resultaat van mijn werk. 

2. Mijn directe leiding (teamleider of Rayon manager) geeft mij terugkoppeling over hoe goed 

ik mijn werk doe. 

3. Mijn collega’s geven mij terugkoppeling over hoe goed ik mijn werk doe. 

 

Communicatie, 4 punts schaal lopend van nooit(=1) tot altijd(=4) 

Beoordeel de volgende beweringen: 

1. Ik hoor voldoende over de gang van zaken in het bedrijf. 

2. Ik word van belangrijke zaken in het bedrijf goed op de hoogte gehouden. 

3. De manier waarop besluitvorming loopt in het bedrijf is duidelijk. 

4. Het is duidelijk bij wie ik binnen de organisatie moet zijn voor welke problemen. 

 

Waardering, 4 punts schaal lopend van nooit(=1) tot altijd(=4) 

Beoordeel de volgende beweringen: 

1. Ik voel me in mijn werk gewaardeerd door mijn directe leiding. 

2. Ik voel me in mijn werk gewaardeerd door mijn collega's. 

3. Ik krijg voldoende waardering als ik iets extra's doe 

 

Team spirit, 4 punts schaal lopend van nooit(=1) tot altijd(=4) 

Beoordeel de volgende beweringen: 

1. Ik kan op mijn collega's rekenen wanneer ik het in mijn werk wat moeilijk krijg. 

2. Mijn verstandhouding met mijn collega's is goed. 

3. Er heerst tussen mij en mijn collega's een prettige sfeer. 

4. Ik kan als dat nodig is mijn collega's om hulp vragen. 

 

Job crafting, 5 punts schaal lopend van (1) helemaal niet op mij van toepassing tot (5) helemaal op 

mij van toepassing 
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Beoordeel of de volgende beweringen van toepassing zijn op jou: 

1. Ik vraag om meer taken als ik klaar ben met werk  

2. Ik vraag om meer verantwoordelijkheden 

3. Ik vraag om meer uitdagende klussen 

4. Ik probeer ervoor te zorgen dat ik minder emotioneel inspannend werk hoef te verrichten. 

5. Ik probeer er voor te zorgen dat minder geestelijk inspannend werk hoef te verrichten. 

6. Ik probeer ervoor te zorgen dat mijn werk fysiek minder zwaar is 

7. Ik vraag anderen om feedback over mijn functioneren 

8. Ik vraag collega's om advies 

9. Ik vraag mijn leidinggevende om advies 

10. Ik probeer nieuwe dingen op mijn werk te leren 

 

Bevlogenheid, 7 punts schaal lopend van nooit(=0) tot elke dag(=6)  

Beoordeel de volgende beweringen: 

1. Op mijn werk bruis ik van energie 

2. Als ik werk voel ik me fit en sterk 

3. Ik ben enthousiast over mijn baan 

4. Mijn werk inspireert mij 

5. Als ik ‘s morgens opsta heb ik zin om aan het werk te gaan 

6. Ik ben trots op het werk dat ik doe 

 

Burn-out, 7 punts schaal lopend van nooit(=0) tot elke dag(=6) 

Beoordeel de volgende beweringen: 

1. Ik voel me mentaal uitgeput door mijn werk 

2. Ik twijfel aan het nut van mijn werk 

3. Een hele dag werken vormt een zware belasting voor mij 

4. Ik voel me “opgebrand” door mijn werk 

5. Ik merk dat ik teveel afstand heb gekregen van mijn werk 

6. Ik ben niet meer zo enthousiast als vroeger over mijn werk 

7. Aan het einde van een werkdag voel ik me leeg 

8. Ik wil gewoon mijn werk doen en verder niet worden lastig gevallen 

9. Ik voel me vermoeid als ik opsta en weer een werkdag voor me ligt 

10. Ik ben cynischer geworden over de effecten van mijn werk 

  

Toekomstig tijdsperspectief (FTP), 5 punts schaal lopend van helemaal niet waar (=0) helemaal 

waar(=5) 

Beoordeel de volgende beweringen: 

1. Er wachten me nog veel kansen in de toekomst 

2. Ik verwacht dat ik nog veel nieuwe doelen zal stellen in de toekomst 

3. Mijn toekomst zit vol mogelijkheden 

4. Het grootste deel van mijn leven ligt nog voor me  
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5. Mijn toekomst lijkt oneindig 

6. Ik kan alles doen wat ik wil in de toekomst 

7. Er is nog meer dan genoeg tijd in mijn leven om nieuwe plannen te maken 

8. Ik heb het gevoel dat mijn tijd dringt 

9. Er zijn slechts beperkte mogelijkheden in mijn toekomst 

10. Naar mate ik ouder word, ervaar ik tijd meer en meer als beperkt 

 

Werkprestatie, 5 punts schaal lopend van helemaal niet mee eens(=1) tot helemaal mee eens(=5) 

Beoordeel de volgende beweringen: 

1. Ik voltooi de aan mij toegewezen taken naar behoren 

2. Ik vervul de verantwoordelijkheden die zijn gespecificeerd in mijn functiebeschrijving 

3. Ik voer de taken uit die van mij worden verwacht 

4. Ik voldoe aan de formele prestatie-eisen van de functie 

5. Ik houd me bezig met activiteiten die mijn prestatie-evaluatie direct beïnvloeden 

6. Ik negeer een deel van het werk dat ik verplicht ben uit te voeren 

7. Ik verricht essentiële taken niet 

8. Ik help anderen die afwezig zijn geweest 

9. Ik help anderen met een zware werkdruk 

10. Ik assisteer de leidinggevende bij zijn / haar werk (indien niet gevraagd) 

11. Ik neem de tijd om te luisteren naar de problemen en zorgen van collega's 

12. Ik doe mijn uiterste best om nieuwe werknemers te helpen 

13. Ik heb persoonlijke interesse in andere werknemers 

14. Ik geef informatie door aan collega's 

15. Ik pas me goed aan aan veranderingen in kerntaken 

16. Ik ga goed om met veranderingen in de manier waarop ik mijn kerntaken moet uitvoeren 

17. Ik leer nieuwe vaardigheden om me aan te kunnen passen aan veranderingen in mijn 

kerntaken 

18. Ik ga effectief om met veranderingen die van invloed zijn op mijn werkeenheid (bijv. nieuwe 

collega’s) 

19. Ik leer nieuwe vaardigheden of neem nieuwe rollen aan om om te kunnen gaan met 

veranderingen in de manier waarop mijn ploeg/Rayon werkt 

20. Ik reageer constructief op veranderingen in de manier waarop mijn team werkt 

 


