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In a world marked by exponential change, work demands are intensifying and becoming increasingly prominent in organizations’ reality. Work demands are stressors for the employees who must deal with these requests as they bring with them costs. Promoting these workers’ well-being at work is important as their level of comfort is closely related to how they will behave in the workplace. In this context, work passion is a fundamental factor in employees’ daily motivation to work well. This study tested a new approach to work demands, distinguishing between challenges and obstacles, exploring how they influence affective well-being at work when work passion is part of the equation. Individual workers also participate in how demands are formulated, which affects their level of well-being at the workplace. Data were collected with an online questionnaire administered to a sample of 515 participants who had been working in the same organization for at least 6 months. The results of multiple regression analysis show that the way demands are revealed influences what kind of work passion predominates and thus how much workers’ well-being at work is altered. Harmonious passion emerges as a personal resource that has the power to prevent negative affective states related to work from developing, while obsessive passion ends up putting even more demands on employees and having a stronger negative association with their affective well-being in the workplace.
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1. Introduction

Workplaces are undergoing a profound transformation due to the challenges presented by the exponential growth in technologies’ use and globalization, as well as the resulting organizational restructuring and changes in workloads and employment contract typologies (Di Fabio, 2017). Heavy work demands are increasingly common because organizations need to respond to these trends. These additional demands can provide benefits, including the achievement of goals through improved performance and of short-term results due to the process intensification required to optimize workflow (LePine et al., 2005; Kubicek and Korunka, 2017). Positive psychology suggests that workers’ well-being at work is imperative so that these improvements’ positive consequences can be experienced by healthy workers who feel good in their workplace (Bakker and Demerouti, 2007; Oliveira et al., 2020). Well-being at work has also multiple consequences for individuals, such as physical and mental health issues and their satisfaction with life (Diener, 2012), therefore, should be nurtured by organizations. In fact, organizations have the obligation to safeguard workers’ psychological welfare (e.g., European Pact for Mental Health and Well-Being). The literature offers a wide variety of definitions and conceptualizations of well-being. It can be conceptualized from a context-free perspective as related to people’s feelings about their life in general (Diener and Ryan, 2009) or connected to specific parts of their life such as work (Brief, 2001; Warr, 2002). Well-being can be defined as “an optimal psychological experience that promotes (a high) functioning” workforce (Ryan and Deci, 2001, p. 142) and a stronger focus on job tasks. One important aspect is affective well-being, which is a cumulation of positive emotions related to different domains of life that can be transferred to work contexts. Therefore, in the current research focused on individuals’ affective well-being at work (Warr, 1990), that reflects a higher frequency of experiences producing positive affect (e.g., happy, comfortable) and an absence of experiences associated with negative affect (e.g., anxious, sad). In addition, work passion emerges as a motivational process capable of empowering individuals to respond effectively to the different types of demands they face. This passion reflects employees’ tendency to engage more fully in significant activities (Vallerand et al., 2003). Previous research has explored the relationship between work passion and well-being at work (Curran et al., 2015; Pollack et al., 2020), suggesting that a significant link between the constructs might exists.

The business world today is characterized by growing demands and constant challenges, so managers must understand how their staff’s passion for their work influences their well-being at work through the demands made on them. Thus, the present study sought to extend the existing understanding of how work demands are related to workers’ affective well-being at work. More specifically, this research examined work demands’ (i.e., on-the-job challenges or obstacles) influence on employees’ well-being at the workplace via the mediation of work passion (both harmonious and obsessive passion).

The next section offers an overview of the literature on work demands, well-being at work, and work passion that theoretically frames the research hypotheses and theoretical model proposed for the present study.



2. Literature review


2.1. Work demands

Work demands “refer to psychological, physical, social and organizational aspects that require physical or psychological skills and efforts and (that) are therefore associated with certain physiological and/or psychological costs” (Bakker and Demerouti, 2007, p. 312) that can end up being workplaces’ defining characteristic. Scholars initially asserted that work demands are only associated with negative factors and thus constitute psychological stressors, but, more recently, these demands have been shown to be associated with more than just lower levels of well-being (Kubicek and Korunka, 2017; Schaufeli, 2017).

One of the most significant models developed to analyze work demands and the effect they have on workers’ well-being is the job demands-resources (JD-R) approach (Bakker and Demerouti, 2007). This model postulates that workplaces’ characteristics have varied impacts on employees’ health and that these features can be divided into two categories: demands and resources. Demands are not automatically negative because they only become stressors when the effort required to respond to demands goes beyond what workers can handle (Bakker and Demerouti, 2007). Resources are necessary not only to mitigate work demands’ possible negative effects but also to contribute indirectly to a higher level of well-being in terms of personal development and growth.

This approach to work resources fits well with Hobfoll’s (2001) conservation of resources theory (COR), which states that humans’ main motivation is to maintain and accumulate resources as these become the means by which individuals can reach and protect other resources. One major criticism of the JD-R model is that it focuses too much on workplace characteristics and exclusively on demands and resources while neglecting the potential for each worker’s personal resources to improve their well-being. These assets are “psychological characteristics or aspects of the self that are generally associated with resilience and refer to the ability to successfully control and impact the environment” (Schaufeli and Taris, 2014, p. 49).

To reflect the evolving literature on this topic, LePine et al. (2005) proposed a two-dimensional view of work demands: challenges (e.g., work overload, work complexity, time pressure and responsibility) and obstacles (e.g., job insecurity, interpersonal conflict, bureaucracy and organizational politics, role conflict and role ambiguity). This model predicts different consequences according to workers’ exposure to the two components. Challenges are associated with greater job satisfaction, while obstacles are associated with lower job satisfaction (Boswell et al., 2004; Crawford et al., 2010).

The argument underlying this approach to work demands is that both challenges and obstacles are demanding on a personal level. More specifically, “challenges have the potential to promote mastery, personal growth and future earnings, while obstacles can prevent personal growth, learning and the achievement of goals” (Schaufeli and Taris, 2014, p. 52). Not unexpectedly, the two aspects of work demands have a positive relationship with burnout (Bakker and Demerouti, 2007; Wu et al., 2019), but the link between demands and workers’ involvement changes depending on the kind of demand. Challenges and involvement have a positive relationship, while obstacles and involvement have a negative connection. Resources are further negatively associated with burnout and positively related to involvement (Sawhney and Michel, 2021).



2.2. Work demands and well-being at work

The present study focused on affective well-being at work. Given that the emotional side is more intense and momentary, makes sense the approach of well-being as being a predominant emotional state (Daniels, 2000). The theoretical framework included Warr’s (1990) multidimensional approach to affective well-being at work based on two orthogonal dimensions related to work: pleasure and activation. Individuals’ well-being is measured as their positioning in these dimensions. The further away an affective state is from the central point, the more the state intensifies depending on its placement in one of four quadrants: anxiety (i.e., low pleasure and high activation), enthusiasm (i.e., high pleasure and high activation), depression (i.e., low pleasure and low activation), and comfort (i.e., high pleasure and low activation). From this perspective, challenges have recently been observed to enhance a positive work perspective and contribute to increased motivation. Obstacles, in turn, have been found to have a negative impact on motivation and thus an association with more intense burnout (Crawford et al., 2010; Van den Broeck et al., 2010; Mazzola and Disselhorst, 2019; Jiang et al., 2020; Rai and Thakur, 2020).

The current research, therefore, expected challenges would have a positive relationship with workers’ well-being at work while obstacles would have a negative link with individuals’ affective well-being at work. The following research hypothesis and two subhypotheses were defined based on the above findings:


H1: The relationship between work demands and affective well-being at work depends on the type of demand.

H1a: Challenges have a positive relationship with workers’ affective well-being.

H1b: Obstacles have a negative relationship with workers’ affective well-being.
 



2.3. Work passion as a mediator of work demands and well-being’s relationship

Work passion emerges as a motivational process that enables employees to respond to different types of demands. This passion is reflected in workers’ tendency to engage in significant activities that require them to expend energy, so they eventually internalize these behaviors as part of their own identity (Vallerand et al., 2003). Considering to the dualistic model of passion (Vallerand et al., 2003), two distinct types of passion have been identified: harmonious and obsessive.

The first type, i.e., harmonious passion, “results from an autonomous internalization of the activity … (as part of) the person’s identity” (Vallerand et al., 2003, p. 757). Harmonious passion refers to individuals’ voluntary acceptance of behaviors as important and relevant and promotes harmony with the rest of their life. As for obsessive passion, it occurs when “control (becomes part) of the internalization of the activity in the person’s identity” (Vallerand et al., 2003, p. 757). This obsession is often caused by intra-personal pressures and/or interpersonal factors related to feelings of self-esteem or social acceptance or by the uncontrollable level of arousal generated by the activities in question. Obsessive passion’s consequences are diverse. Obsessed individuals commonly manifest feelings of frustration when full involvement in the relevant behaviors is impossible and low levels of pleasure when performing activities in other areas of their life (Vallerand et al., 2003). These people also experience lower levels of happiness, job satisfaction, physical health, and well-being, which has repercussions for, among other things, their perception of self-efficacy and sense of belonging. These impacts contrast sharply with those of harmonious passion (Curran et al., 2015; Moè, 2016; Gong et al., 2018; Schellenberg et al., 2018).

The two types of passion’s different impacts on individuals means that passion interacts in varied ways with job demands. The latter are tasks that require some effort and that are associated with specific costs (Bakker and Demerouti, 2007), so these activities can potentially control workers, creating discomfort, malaise, and exhaustion much like obsessive passion does (Vallerand et al., 2003). Demands can feed employees’ motivations through obsessive passion and force them to deal with their job tasks in rigid and inadequate ways, which produces lower levels of well-being (Trépanier et al., 2013).

In contrast, resources facilitate greater involvement in work as staff members have enough resources available to deal with the existing pressures. These individuals internalize the relevant activities voluntarily as part of their identity, which generates meaning and a feeling of fulfillment in their work without creating conflicts with other parts of their life. Resources not only contribute to employees’ greater involvement and increased well-being but also have the power to prevent burnout through harmonious passion (Trépanier et al., 2013; Yukhymenko-Lescroart and Sharma, 2022).

Researchers’ results change when work demands are examined as challenges or obstacles. Challenges have been associated with greater involvement in job tasks, while obstacles are more strongly associated with greater burnout (Crawford et al., 2010; Van den Broeck et al., 2010; Mazzola and Disselhorst, 2019; Jiang et al., 2020). These demands’ influence on employees’ well-being varies depending on the typology applied (Crane and Searle, 2016). According to Van den Broeck et al. (2010), “obstacles are threatening restrictions, which drain energy and provoke an overcoming (strategy) focused on emotion … (while) challenges are obstacles that can be overcome and that require energy, but are simultaneously stimulating” (p. 741). Harmonious passion, in turn, generates a fuller involvement that can facilitate concentration and foster positive affect, but obsessive passion creates an internal feeling of compulsion that forces the relevant individuals to get involved in the required activities.

Hence, work passion can be proposed as a possible mediating mechanism between work demands and affective well-being at work. Work passion is strongly linked with individual motivation. The self-determination theory (Ryan and Deci, 2001) distinguishes two forms of motivation - intrinsic motivation and extrinsic motivation, and both drive and energize human behavior. Motivation is always about energy, direction, persistence, and scope of a final result that can be obtained in different ways (Ryan and Deci, 2001). As “passion can nourish motivation, increase well-being and give meaning to everyday life” (Vallerand et al., 2003, p.756), it can be considered as a driving force, complementary to motivation. Human beings end up finding certain activities that are preferable to others due to the level of pleasure and satisfaction that is obtained in their performance, but also because the activities contribute to defining who each person is by “regularly engaging in passionate activities that provide a recurring dose of happiness, there will be a profound impact on people’s psychological functioning” (Vallerand, 2012, p.47). In short, the passion determines the preference for the target, while motivation drives the person to trace a journey to the target, for this reason, passion always has the motivational process adjacent (Vallerand, 2015).

Given the above findings, the present study’s second hypothesis and its two subhypotheses were formulated as follows:


H2: Passion for work mediates the relationship between work demands and affective well-being at work.

H2a: Harmonious passion mediates the relationship between challenges and affective well-being.

H2b: Obsessive passion mediates the relationship between obstacles and well-being.
 

However, a different approach is needed to reflect how obstacles have the power to impede personal growth and the achievement of goals (Schaufeli and Taris, 2014). Conservation of resources theory (Hobfoll, 2001) states that individuals have cognitive and environmental resources that protect them from the stressors generated by work demands, which has repercussions for individuals’ well-being (e.g., Stahl et al., 2018; Muhamad et al., 2020). Resources are thus valued and are multiplicative as they can be accumulated (i.e., gain spirals) or depleted (i.e., loss spirals; Hobfoll, 2001).

Gain spirals enhance a positive process of growth and resilience that produces less wear and tear in the long term (Schaufeli et al., 2009) as harmonious passion is linked with a positive relationship with work based on greater involvement. In gain spirals, the connection employees establish with their work is capable of equipping them to acquire the resources needed to deal with work demands (Birkeland et al., 2017). The current research thus included an additional subhypothesis that proposed the following:


H2c: Harmonious passion mediates the relationship between obstacles and affective well-being.
 

The nature of obsessive passion further requires a new approach to the expected relationship between challenges and well-being at work. As mentioned previously, this type of passion presupposes workers’ involvement in activities in rigid ways (Vallerand, 2015), even when challenges allow these individuals to grow, engage in constant learning (Schaufeli and Taris, 2014), and experience a higher level of well-being (e.g., Boswell et al., 2004; Crawford et al., 2010; Crane and Searle, 2016). These positive outcomes may themselves eventually control employees as benefits can increase the intra-or interpersonal pressures to meet work demands (Philippe et al., 2009; Vallerand, 2015). The reason why challenges can foster obsessive passion is that, regardless of how activities are internalized, humans are driven to reach their fullest potential and satisfy their psychological needs (Ryan and Deci, 2017). Challenges ultimately enable individuals to surmount obstacles and experience self-realization and growth, thereby integrating challenges into workers’ identity (Vallerand et al., 2003).

However, obsessive passion has also been associated with a lack of satisfaction of needs at work when other aspects of life fail to compensate for the absence of fulfillment (Vallerand, 2015; Pollack et al., 2020). These workers tend to continue to engage in frustrating activities and end up losing control over these behaviors (Lalande et al., 2015). The final subhypotheses proposed for the present study was, therefore, as follows:


H2d: Obsessive passion mediates the relationship between challenges and affective well-being.
 

Figure 1 presents the resulting research model.
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FIGURE 1
 Research model. H, Hypothesis.





3. Materials and methods


3.1. Procedures and participants

To test the research model using empirical methods, a quantitative, correlational, and cross-sectional study was conducted based on data gathered with an online questionnaire distributed to workers from different organizations. The procedures followed the ethical research guidelines of Portugal’s Order of Psychologists and the Declaration of Helsinki. The questionnaire was created using Qualtrics Survey software and shared in social networks (e.g., LinkedIn and Facebook). This instrument included a home page with information about the study’s aims, an informed consent form emphasizing that participation was voluntary and that the data were confidential, and instructions designed to diminish evaluation apprehension (Podsakoff et al., 2003). To take part in the present research, the workers had to have been employed by their current organization for at least 6 months. This inclusion criterion assured that the participants were sufficiently familiar with their workplace’s characteristics. The average response time expected was 10 min.

The final sample of 515 workers was obtained after eliminating incomplete surveys and screening for the inclusion criterion. Slightly more than half of the participants were females (50.7%). Their ages ranged from 20 to 68 years old [mean = 42.50; standard deviation (SD) = 9.47]. Nearly half had a higher education degree (47.6%), 32.4% had completed secondary education, 14.6% had a master’s degree, 4.3% had up to 9 years of schooling, and 1.2% had a doctorate. The participants had worked in their organization for a maximum of 43 years (mean = 14.56; SD = 10.22; minimum = 6 month). The majority were not in management (68.5%), and almost all worked full-time (97.7%). More than four-fifths of the respondents had a permanent employment contract (84.3%).

The data were collected during a national lockdown period with imposed teleworking due to the coronavirus disease-19 pandemic, so the questionnaire asked the participants about their current work regime. Nearly two-thirds reported that they were fulfilling their professional duties in the usual workplace (62.5%), but 27.8% were teleworking and 9.7% were following a hybrid work regime.

Regarding the organizations’ sector of activity, the secondary sector was the most predominant (i.e., 258 participants or 50.1%). In addition, 77.9% worked for a private company. Finally, 60.8% of the respondents worked for a large organization with 250 workers or more.



3.2. Measures


3.2.1. Affective well-being at work as a criterion variable

This construct was measured using the Institute of Work Psychology Multi-Affect Indicator Scale developed by Warr (1990). The scale’s 12 items describe positive and negative affective states varying according to individuals’ level of activation (e.g., “unhappy” or “motivated”). The response scale allowed the participants to report how often their work made them experienced that state in the previous few weeks (i.e., 1 = “Never”; 6 = “All the time”). This instrument had previously been validated for the Portuguese population by Gonçalves and Neves (2011).

However, the literature shows some divergence in how well-being at work should be measured. Some authors assert that this variable needs to be studied as one construct, while other researchers emphasize the importance of dividing well-being into positive and negative indicators (Warr, 2012). Various recent studies have measured affective well-being (e.g., Zito et al., 2019) with an indicator based on positive feelings and another on negative ones. The present investigation opted for an overall affective well-being at work score as, according to Warr (2012), “positive and negative factors may, in practice, be artifacts arising from response acquiescence and other biases rather than a genuine conceptual bifurcation and it may be preferable to examine affect scores with alternative content combined” (p. 3). The measure used in the current research presented a Cronbach’s alpha (α) of 0.79.



3.2.2. Work demands as a predictor variable

This variable was measured using the work stressor scale developed by Lepine et al. (2016). This instrument comprises 20 items in which half correspond to challenges (e.g., “I have a high level of responsibility”; α = 0.87) and the other half to obstacles (e.g., “I have conflicts with colleagues”; α = 0.85). The response scale ranged from 1 (“Never”) to 5 (“Very often”) in order to assess the recurrence of specific types of work demands in the participants’ daily on-the-job activities.



3.2.3. Work passion as a mediator

The work passion scale developed by Vallerand and Houlfort (2003) was used to assess work passion. This instrument was validated for the Portuguese population by Martins et al. (2014). The scale consists of 14 items in which 7 measure harmonious passion (e.g., “My work gives me access to a variety of experiences”; α = 0.90) and the other 7 assess obsessive passion (e.g., “My mood depends on my ability to do my job”; α = 0.87). The response scale ranged from 1 (“Strongly disagree”) to 7 (“Strongly agree”).



3.2.4. Control variables

Based on the literature reviewed for this study, control variables were included in the survey, namely, if the participants had any work exemptions (Brito, 2016), had been previously promoted in their present organization, and/or expected to be promoted within a year (Astakhova and Porter, 2015). These items were answered dichotomously (0 = “no”; 1 = “yes”).




3.3. Common method variance

The current research’s data were gathered from a single source at a single time, so Common method variance’s (CMV) possible occurrence was a concern (Podsakoff et al., 2012; Bozionelos and Simmering, 2022). The present survey included a marker variable to address this issue. The literature reviewed indicated that organizational hypocrisy has not previously been shown to be related on a theoretical level to the other constructs in this study, which made organizational hypocrisy appropriate as a marker variable (Lindell and Whitney, 2001). This construct can be defined as the belief that an organization claims to be something it is not (Wagner et al., 2009). Wagner et al. (2009) created a six-item scale to measure workers’ perception of organizational hypocrisy, so this instrument was incorporated into the current survey but with the procedure developed by Babu et al. (2019) to help workers evaluate their organization’s perceived hypocrisy (e.g., “My organization keeps its promises”). The seven items were evaluated using a response scale ranging from 1 (“Strongly disagree”) to 5 (“Strongly agree”).

The data analysis revealed that organizational hypocrisy presents statistically significant moderate correlations with all the variables of interest. Ideally, no significant correlations should exist, or, if they do, they need to be quite weak (Lindell and Whitney, 2001). The present results showed that the correlations were quite significant, so the marker variable technique failed to exclude the possibility of CMV. This variable was instead included as a covariate in the hypothesis testing phase.

To address the issue of CMV further, Harman’s single-factor test was applied because it facilitates CMV’s identification. This technique postulates that, if significant bias is present, it will either originate from a single variable in the factor analysis or a general construct will account for most of the covariance between all the measures (Podsakoff et al., 2012). In the present study, a single factor was not identified as the source of bias, and the most predominant construct accounts for only 23.6% of the 68.03% total variance explained (Kaiser-Meyer-Olkin test = 0.91; Bartlett’s test = 16444.24; p < 0.001). Therefore, any CMV in the sample is not significant enough to produce bias.




4. Results


4.1. Descriptive statistics and correlations

Table 1 lists the means, SDs, and Spearman’s correlations. The variables of interest are not all significantly correlated as challenges are not related with harmonious passion and well-being at work and obstacles are not correlated with obsessive passion. The sociodemographic variables of gender, tenure in organization, and work regime at the time of the survey are, however, significantly correlated with affective well-being, so they were included in subsequent analyses as covariates.



TABLE 1 Means (Ms), standard deviations (SDs), Spearman’s correlations, and Cronbach’s alpha (α) values.
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4.2. Hypotheses testing

Hayes (2018) reports that a mediation model can be worth analyzing even when a statistically significant relationship between X and Y is absent. The current research used Model 4 of Hayes’ Process Macro to conduct simple mediation analysis. The residues’ homogeneity and normality were checked, as well as the variance inflation factor values (below 2.85) and tolerance values (above 0.35). The results thus indicate that multicollinearity is absent (Daoud, 2017).

The variables treated as covariates (i.e., gender, seniority in organization, working conditions, organizational hypocrisy, schedule exemption, past promotion, and expectation of future promotion) were included in all the analyses to avoid possible bias. Each analysis also incorporated work demands as the predictor variable as a covariate because challenges and obstacles were significantly correlated.

The first group of hypotheses posited that the relationship between work demands and affective well-being at work differed depending on the type of demand. The analysis first focused on challenges’ total effect on affective well-being, showing that the impact is positive but not significant [beta (B) = 0.06; bootstrap confidence interval (CI) of 95% = (−0.02; 0.14)]. Despite going in the expected direction, this relationship is not statistically significant, so H1a was not supported by the data. Obstacles’ total effect is, in contrast, significant and negative as was expected [B = −0.27; bootstrap CI of 95% = (−0.35; −0.18)], so H1b received support from the data. That is, the more present obstacles are at work, the lower workers’ levels of affective well-being become.

The second set of hypotheses focused on work passion’s mediation of the relationship between work demands and affective well-being at work. H2a proposed that harmonious passion mediates the relationship between challenges and affective well-being. The results reveal that challenges’ effect on harmonious passion is both positive and significant [B = 0.32; bootstrap CI of 95% = (0.15; 0.48)]. Namely, the more significant challenges are in the workplace, the higher employees’ levels of harmonious passion becomes. Harmonious passion’s effect on affective well-being is equally positive and significant [B = 0.22; bootstrap CI of 95% = (0.18; 0.26)], so, the higher the level of harmonious passion is, the stronger workers’ affective well-being becomes at work.

Challenges’ indirect impact on well-being at work via harmonious passion is also positive and significant [B = 0.07; bootstrap CI of 95% = (0.03; 0.11)]. This finding indicates that challenges’ presence increases workers’ harmonious passion for work, which then contributes to increased well-being. H2a was thus supported by the data. In addition, harmonious passion has a full mediation effect since challenges’ direct impact on well-being is not significant [B = 0.02; bootstrap CI of 95% = (−0.06; 0.09)] and the total effect is also insignificant. The relationship between challenges and affective well-being is evidently completely indirect and entirely contingent on an increase in harmonious passion.

H2b proposed that obsessive passion mediates the relationship between obstacles and affective well-being at work. The results indicate that obstacles’ impact on obsessive passion is negative and not statistically significant [B = −0.01; bootstrap CI of 95% = (−0.21; 0.20)], so whether fewer or more obstacles exist at work does not appear to affect the level of obsessive passion. In contrast, obsessive passion’s effect on affective well-being is negative and significant [B = −0.07; bootstrap CI of 95% = (−0.10; −0.03)], which means that the greater workers’ obsessive passion is for their job, the lower their well-being becomes. The indirect effect is positive but nonsignificant [B = 0.00; boot CI of 95% = (−0.02; 0.02)], so H2b was not verified.

H2c posited that harmonious passion mediates the relationship between obstacles and affective well-being at work. Obstacles’ impact on harmonious passion is negative and significant [B = −0.30; bootstrap CI of 95% = (−0.48; −0.12)], indicating that the presence of obstacles reduces employees’ harmonious passion for their work. Harmonious passion’s effect on well-being is, in turn, positive and significant [B = 0.22; bootstrap CI of 95% = (0.18; 0.26)], which means that stronger harmonious passion is associated with more affective well-being at work. The indirect impact is negative and significant [B = −0.07; bootstrap CI of 95% = (−0.11; −0.02)], which suggests that, when obstacles are present at work and harmonious passion acts as a mediator, obstacles have a less negative effect on affective well-being. However, the mediation effect is only partial since obstacles’ direct effect on well-being is statistically significant [B = −0.20; bootstrap CI of 95% = (−0.28; −0.12)]. Overall, harmonious passion mediates the relationship between obstacles and affective well-being and helps attenuate the intensity of the variables’ negative relationship. In other words, H2c was supported by the data.

Finally, H2d proposed that obsessive passion mediates the relationship between challenges and affective well-being at work. The results confirm that challenges’ impact on obsessive passion is positive and significant [B = 0.38; bootstrap CI of 95% = (0.19; 0.57)], so, the more challenges dominate the workplace, the stronger workers’ obsessive passion becomes. In addition, this passion’s effect on affective well-being is negative and significant [B = −0.07; bootstrap CI of 95% = (−0.10; −0.03)], indicating that higher levels of obsessive passion are linked with lower affective well-being. The indirect impact is negative and significant [B = −0.03; bootstrap CI of 95% = (−0.05; −0.01)], which shows that, when challenges are present at work and their effect is mediated by obsessive passion, challenges have a negative effect on affective well-being. Given that challenges’ direct impact is nonsignificant [B = 0.02; bootstrap CI of 95% = (−0.06; 0.09)], obsessive passion’s mediation is complete. These findings confirm that H2d is valid.

A significant mediation model was obtained that explains 41.8% of affective well-being at work’s unique variance [coefficient of determination (R2) = 0.42; F-statistic (F)
(11,503) = 32.88; statistical probability (p) < 0.001]. This explained variance is larger than the variation explained by work demands (R2 = 0.30; F(9,505) = 23.83; p < 0.001), which means that work passion contributes significantly to clarifying this relationship. The covariates included did not have a significant impact on well-being at work, with the exception of gender [B = −0.24; bootstrap CI of 95% = (−0.34; −0.14)] as women reported overall lower well-being at work. Figure 2 presents the study’s main results.
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FIGURE 2
 Main findings. Non-standardized coefficients; total effects reported in parentheses; n.s., non-significant; ***p < 0.001.





5. Discussion

The present research sought to contribute to a fuller understanding of how work demands are connected to workers’ affective well-being at work and work passion’s role in this relationship. The conceptual model reflected a dual perspective on work demands—distinguishing between challenges and obstacles—and on work passion—differentiating between harmonious and obsessive passion. This approach facilitated analyses of the different ways that work demands can influence workers’ affective well-being on the job, incorporating work passion as a buffer or amplifier of work demands’ impacts on employees’ well-being.

The findings reveal that the link between challenges and affective well-being at work is positive but not strong enough to be statistically significant, so H1a received insufficient support. However, researchers have recently found evidence that challenges are increasingly associated with positive emotions that translate into greater personal fulfillment and more positive results for workers. Challenges also contribute to a stronger motivation to work among employees who believe that their efforts in response to challenges will ultimately be valued by their organization (Rai and Thakur, 2020). The direction of affective well-being and challenges’ relationship can be more easily understood as a change in perspective, in which challenges’ role in promoting workers’ growth is much stronger than the distress and discomfort generated by challenges’ associated costs.

That this relationship is not statistically significant could be due to this study’s wider context. With the pandemic, the participants’ work regimes were often different from their normal working conditions (i.e., hybrid and remote). In addition, changes had been made regarding, among other things, communication, performance assessment, work-family balance, number of working hours, and organization of job tasks (International Labor Organization, 2020), which may have altered the kinds of challenges workers face. The present research’s division of work demands into challenges and obstacles was based on the existing literature, so this approach could be overly simplistic (Li et al., 2019) for the complex transition period during which the data were collected. Future studies need to assess the relationship between challenges and affective well-being further to evaluate its stability in other contexts. Analyses of individuals’ subjective assessments of what is personally more or less challenging (Zigarmi et al., 2009) may also provide a better understanding of this connection.

The link between obstacles and affective well-being at work is negative and statistically significant. Self-determination theory (Ryan and Deci, 2017) suggests that people naturally seek to make the most of their abilities and talents in order to achieve optimal levels of psychological functioning and well-being. Obstacles make reaching the maximum potential difficult for individuals, which results in a lower level of well-being. H1b was thus supported by the current results. This relationship’s direction was as expected as the associated subhypothesis postulated that workers must make a special effort and deal with the costs linked with the specific skills needed to respond to demands.

These findings confirm the results reported by other researchers (Bakker and Demerouti, 2007; Crawford et al., 2010; Van den Broeck et al., 2010; Mazzola and Disselhorst, 2019; Jiang et al., 2020). Further attention still needs to be paid to the direction of demands’ relationship with workers’ affective well-being at work, and, as previously discussed, other studies have demonstrated demands’ negative and harmful effects on employees’ health and affective well-being (Sonnentag et al., 2010; Stahl et al., 2018). The present results thus provide support for the idea that high demands produce short-term stress and cause workers to experience lower well-being over time (Muhamad et al., 2020). However, other variables (e.g., work regime) may also have influenced the current findings.

The current results for work passion’s role are quite interesting. The hypotheses postulated that harmonious passion mediates the relationship between challenges and affective well-being at work (H2a). Obsessive passion should also increase when more obstacles are present, and this type of passion is associated with lower levels of well-being (H2b). In addition, harmonious passion mediates the link between obstacles and affective well-being (H2c), and obsessive passion mediates the relationship between challenges and affective well-being (H2d).

The data provide support for H2a, so, the more often challenges recur, the more workers will be praised for their harmonious passion and thus the higher their level of affective well-being at work will be. The critical points raised by the JD-R model (Bakker and Demerouti, 2007) include that personal resources allow employees to meet their professional goals and achieve personal development goals, which is also a fundamental feature of challenges (Schaufeli and Taris, 2014). These benefits can combine with work passion’s incorporation of professional activities into individuals’ self-image, thereby contributing to employees’ identity (Vallerand et al., 2003; Forest et al., 2011), stimulating greater engagement, and increasing their work resources (Trépanier et al., 2013). The above links suggest that harmonious passion not only diminishes negative affective states but also builds up personal resources when workers have control over their on-the-job activities, maintain a balance between work and other domains of their life, and experience personal and professional development.

Harmonious passion’s effects also fit well with the premises of self-determination theory (Ryan and Deci, 2017). This finding is significant because passion has been conceptualized as a potential motivational process that allows individuals to respond in positive ways to the demands put on them at work (Vallerand et al., 2003). Strong passion functions as a resource and source of inspiration that increase employees’ level of well-being when they have to deal with challenging work demands, which confirms the beneficial effects detected in prior studies of harmonious passion (Vallerand et al., 2007; Trépanier et al., 2013; Gong et al., 2018; Schellenberg et al., 2018).

Next, H2b predicted increased obsessive passion when obstacles arise more frequently and, as a result, lower affective well-being at work, but the present research did not confirm this subhypothesis. H2b was developed for various reasons. First, evidence has been found for a positive relationship between demands, obsessive passion, and burnout (Trépanier et al., 2013). Second, researchers have observed that work demands are associated with specific costs (Bakker and Demerouti, 2007) and that obstacles can hinder personal development and goals’ achievement (Schaufeli and Taris, 2014). Individuals seek to reach their maximum potential to experience satisfaction through competence, autonomy, and helpful relationships (Ryan and Deci, 2017). However, workers may be motivated by obsessive passion to deal with work demands in rigid, inappropriate ways that ultimately undermine their health and well-being (Trépanier et al., 2013).

Obsessive passion’s mediation was not confirmed for the present sample, but this type of passion’s significant negative effect on affective well-being at work needs cannot be ignored given obsessive passion’s adverse impact on the well-being of workers who tend to be more obsessive (e.g., Vallerand et al., 2010; Trépanier et al., 2013). One possible explanation for the absence of a statistically significant relationship between obstacles and obsessive passion could be that obstacles have the power to “prevent personal growth, learning and the achievement of goals” (Schaufeli and Taris, 2014, p. 52). Obstacles can thus become stressors associated with less motivation to react appropriately to obstacles since the effort expended primarily depletes employees’ resources and produces ineffective responses. Even if the results are positive, they may still not be gratifying for workers (Rai and Thakur, 2020). Obsessive passion may lead to internalization of activities, yet this process inevitably require individuals to expend time and energy on finding solutions. Passion is always associated with motivations (Vallerand, 2015), so obstacles’ relationship with affective well-being appears completely antagonistic due to obstacles’ negative impact on workers’ motivation (Rai and Thakur, 2020).

The current research provided support for H2c, namely, a significant negative relationship between obstacles and affective well-being at work when this link is mediated by harmonious passion. These results indicate that, the more demands prevent personal growth and goals’ achievement (Schaufeli and Taris, 2014), the less harmonious passion employees will experience since obstacles generate tension and anxiety and thus potentially decrease these individuals’ enthusiasm and motivation (Wood and Michaelides, 2015). Obstacles also prevent workers from doing what they love (Wilson and Britt, 2020). However, harmonious passion’s effect on affective well-being under these conditions remains positive and significant even though this relationship is evidently weaker than challenges’ connection with well-being.

The present findings underline passion’s importance as a motivational mechanism, in which employees’ internalization of on-the-job activities allows these individuals to filter out obstacles’ negative affective consequences and strengthen their personal sense of affective well-being at work. In this context, resource conservation theory (Hobfoll, 2001) suggests that individuals contain within themselves the resources to deal with the stressors generated by work demands (e.g., Halbesleben, 2006). These assets are exceptionally valuable because they can help workers reach other goals as well.

From this perspective, resources are multiplicative as they can be accumulated (i.e., gain spirals) or depleted (i.e., loss spirals; Hobfoll, 2001). Gain spirals are guided by a positive process of resilience and growth associated with less wear and tear in the long term (Schaufeli et al., 2009). Harmonious passion is associated with a positive relationship with work, so the assumption can be made that this kind of passion generates a gain spiral because the constructive connection established with job tasks can ensure workers have the necessary resources to deal with demands (Birkeland et al., 2017). However, the current results suggest that obstacles weaken harmonious passion, which in turn has harmful consequences that reduce affective well-being. Obstacles cause employees to use up their resources, thereby ultimately diminishing these individuals’ harmonious passion for their work because obstacles can impede growth and generate entropy in personal development (Rai and Thakur, 2020) and may even force workers to leave their organization as a last resort (Abbas and Raja, 2019).

The current results also confirm that a significant positive relationship exists between challenges and obsessive passion, which then has a significant negative link with affective well-being at work. These connections imply that people who predominantly feel obsessive passion at work tend to experience lower levels of well-being. The findings thus provide support for obsessive passion’s mediation of the relationship between challenging demands and affective well-being (i.e., H2d). When workplace activities control employees, they experience negative emotions if they become less frequently involved in those job tasks (Vallerand et al., 2003), which explains the significant impact of obsessive passion’s indirect link with well-being as a mediator of obstacles and challenges’ effect on affective well-being.

The present study thus confirmed the most basic assumption made about obsessive passion: the activity controls the person (Vallerand et al., 2003; Philippe et al., 2009). Obsessive passion has been associated with workers’ dissatisfaction regarding how well their needs are met in the workplace. Even the demands that can contribute to these individuals’ growth end up trapping them because they will obsessively engage in activities and eventually lose control over their behavior (Lalande et al., 2015; Vallerand, 2015).

In addition, self-determination theory (Ryan and Deci, 2017) assumes that individuals will remain focused on reaching their maximum potential, which brings up the following issue. People are currently facing challenging demands, and yet individuals are driven to reach their fullest potential, grow personally, and move toward additional future achievements (Schaufeli and Taris, 2014). The question arises of whether workers could be going through a phase in which challenges can generate obsessive passion because employees’ idea of what constitutes success is defined by outside sources. In this case, obsessively passionate workers would tend to see work demands as an inconvenience (Lavigne et al., 2014), and even challenges would have a negative effect when mediated by this demotivating process.

The above line of reasoning can be combined with the theory of conservation of resources (Hobfoll, 2001) and a focus on loss spirals to describe how stressors contribute to an on-going loss of resources—or access to them—and lead to greater burnout (Weigl et al., 2010). Loss spirals can increase obsessive passion’s impact on affective well-being as workers cannot disconnect from thoughts about their job activities, frequently feel frustrated, and derive less pleasure from their undertakings in other areas of their life (Vallerand et al., 2003). All these propensities contribute to diminishing resources because work demands tend to be seen as obstacles by individuals driven by internal pressures to engage in work activities (Lavigne et al., 2014; Amarnani et al., 2019).


5.1. Limitations and future lines of research

The present research had limitations that need to be considered when interpreting its results and that can be addressed by further investigations. Correlational studies are restricted in terms of ascertaining the causal relationships between the relevant variables. This investigation’s cross-sectional nature also increased the probability of CMV being present (Bozionelos and Simmering, 2022). The inclusion of a marker variable failed to rule out this problem, so Harman’s single-factor test was selected as an alternative way to check for bias. However, the latter technique has been criticized as insensitive and limiting (Podsakoff et al., 2003). A longitudinal design could thus strengthen the current findings and mitigate this limitation in future research. In addition, the sample was gathered using a convenience sampling strategy that limits the results’ generalizations to other contexts. Further investigations of this topic may benefit from collecting more representative samples of the relevant population.

Qualitative information could also be gathered on work passion. Given the similarity between this construct and motivation, researchers may gain interesting insights into workers’ perceptions of the difference between these two variables, especially if individuals from different age groups are included due to their developmental stages and associated needs. To enrich future studies’ findings or extend the results, new variables could be included to maximize the present proposed research model’s explanatory power, namely, subjective evaluations of what type of passion employees feel. Recent investigations have discovered that passion is a dynamic process that originates from workers’ incessant need to make sense of—and to be able to interpret changes in—their work experiences (Egan et al., 2019). Thus, scholars also need to focus on how individuals carry out cognitive assessments of their working conditions and on-the-job experiences rather than just how they evaluate the presence of stressors.



5.2. Theoretical and practical implications

The current research contributed to consolidating the theoretical model most often used to analyze work demands’ impacts on workers by highlighting the role played by personal resources such as work passion. In addition, a closer look at this passion provided a deeper understanding of other motivational mechanisms as recent studies have tended to focus on psychological states that drive humans to act as they do (e.g., engagement and workaholism) and the corresponding results (i.e., higher or lower levels of well-being and health). This empirical research specifically concentrated on work passion’s role as an antecedent of psychological states that motivate individuals to respond to demands in positive ways, that is, employees’ predisposition to integrate tasks into their identity and their overall intensity’s effect on subsequent behavior.

On a practical level, management can benefit from a fuller understanding of work demands and the distinct impact they have on workers’ affective well-being at work, including gaining deeper insights into how employees’ identity and well-being are initially conditioned by their company. To increase their workers’ affective well-being at work, organizations should reduce the number of obstacles in the workplace (e.g., role conflict and role ambiguity) while offering resources that help workers deal with multiple demands in their jobs (e.g., work overload). While challenges appear to be less prejudicial than obstacles, the former comprise demands that organizations need to manage and/or avoid. Harmonious passion for work must be nurtured as it can be an important resource that helps employees cope with heavy work demands and experience greater well-being at work. Work-family balance practices can further promote workers’ harmony in the rest of their life, in conjunction with efforts to avoid an overwork climate.

Organizations’ attention to these issues will ensure employees can cope better with work stressors and will mitigate the latter’s negative effect on affective well-being. The extant literature highlights workplace well-being as the key to a set of desirable outcomes including, among others, good performance, organizational citizenship behavior, retention, and creativity at work. Organizations have an ethical obligation to safeguard workers’ psychological welfare (e.g., European Pact for Mental Health and Well-Being). However, making this an official policy is also a matter of strategic interest because of affective well-being at work’s implications in terms of employees’ attitudinal, emotional, and behavioral responses inside and outside the workplace.




6. Conclusion

Work passion has been found to provide individual and organizational advantages (Zigarmi et al., 2009). The demands put on employees are growing exponentially, so determining this passion’s potential impact on workers’ well-being at work has become of paramount importance as the way that each person internalizes their on-the-job activities will dictate the way they deal with these duties. Work passion’s interaction with demands also indicates that how organizations present their needs to employees has an impact on their workplace identity. Overall, these factors’ multifaceted nature shows that organizational life is a two-way street. Workers affect their organization, and their organization has an effect on them. The issue at hand is not merely about passion or organizational goals but instead about identity and people management. Work passion takes many forms, while demands involve meeting many standards. Ultimately, passionately demanding organizations play a key role in employees’ affective well-being at work.



Data availability statement

The raw data supporting the conclusions of this article will be made available by the authors, without undue reservation.



Ethics statement

Ethical review and approval was not required for the study on human participants in accordance with the local legislation and institutional requirements. The patients/participants provided their written informed consent to participate in this study.



Author contributions

CC and AD: conceptualization, methodology, formal analysis, writing–original draft preparation, and writing–review and editing. CC: data collection. AD: project supervision. All authors have read and agreed to the published version of the manuscript.



Funding

This research was partially supported by Portugal’s Fundação para a Ciência e Tecnologia (Grant UIDB/00315/2020 and contract DL 57/2016/CP1359/CT0004).



Acknowledgments

The authors wish to thank the participants without whom this study would not have been possible.



Conflict of interest

The authors declare that the research was conducted in the absence of any commercial or financial relationships that could be construed as a potential conflict of interest.



Publisher’s note

All claims expressed in this article are solely those of the authors and do not necessarily represent those of their affiliated organizations, or those of the publisher, the editors and the reviewers. Any product that may be evaluated in this article, or claim that may be made by its manufacturer, is not guaranteed or endorsed by the publisher.



References

 Abbas, M., and Raja, U. (2019). Challenge-hindrance stressors and job outcomes: the moderating role of conscientiousness. J. Bus. Psychol. 34, 189–201. doi: 10.1007/s10869-018-9535-z

 Amarnani, R. K., Lajom, J. A. L., Restubog, S. L. D., and Capezio, A. (2019). Consumed by obsession: career adaptability resources and the performance consequences of obsessive passion and harmonious passion for work. Hum. Relat. 73, 811–836. doi: 10.1177/0018726719844812

 Astakhova, M. N., and Porter, G. (2015). Understanding the work passion–performance relationship: the mediating role of organizational identification and moderating role of fit at work. Hum. Relat. 68, 1315–1346. doi: 10.1177/0018726714555204

 Babu, N., De Roeck, K., and Raineri, N. (2019). Hypocritical organizations: implications for employee social responsibility. J. Bus. Res. 114, 376–384. doi: 10.1016/j.jbusres.2019.07.034

 Bakker, A. B., and Demerouti, E. (2007). The job demands-resources model: state of the art. J. Manag. Psychol. 22, 309–328. doi: 10.1108/02683940710733115

 Birkeland, I. K., Richardsen, A. M., and Dysvik, A. (2017). The role of passion and support perceptions in changing burnout: a Johnson-Neyman approach. Int. J. Stress. Manag. 25, 163–180. doi: 10.1037/str0000057

 Boswell, W. R., Olson-Buchanan, J. B., and LePine, M. A. (2004). Relations between stress and work outcomes: the role of felt challenge, job control, and psychological strain. J. Vocat. Behav. 64, 165–181. doi: 10.1016/s0001-8791(03)00049-6

 Bozionelos, N., and Simmering, M. J. (2022). Methodological threat or myth? Evaluating the current state of evidence on common method variance in human resource management research. Hum. Resour. Manag. J. 32, 194–215. doi: 10.1111/1748-8583.12398

 Brief, A. (2001). Organizational behavior and the study of affect: keep your eyes on the organization. Organ. Behav. Hum. Decis. Process. 86, 131–139. doi: 10.1006/obhd.2001.2975

 Brito, F. C. A. (2016). Preditores Do Workaholism e seus efeitos em Profissionais da saúde do Hospital Distrital de Faro, Faro: Dissertação de Mestrado, Universidade do Algarve.

 Crane, M. F., and Searle, B. J. (2016). Building resilience through exposure to stressors: the effects of challenges versus hindrances. J. Occup. Health Psychol. 21, 468–479. doi: 10.1037/a0040064 

 Crawford, E. R., LePine, J. A., and Rich, B. L. (2010). Linking job demands and resources to employee engagement and burnout: a theoretical extension and meta-analytic test. J. Appl. Psychol. 95, 834–848. doi: 10.1037/a0019364 

 Curran, T., Hill, A. P., Appleton, P. R., Vallerand, R. J., and Hall, H. K. (2015). The psychology of passion: a meta-analytic review of a date decade of research on intrapersonal outcomes. Motiv. Emot. 39, 631–655. doi: 10.1007/s11031-015-9503-0

 Daniels, K. (2000). Measures of five aspects of affective well-being at work. Hum. Relat. 53, 275–294. doi: 10.1177/a010564

 Daoud, J. I. (2017). Multicollinearity and regression analysis. J. Phys. 949, 012009–012007. doi: 10.1088/1742-6596/949/1/012009

 Di Fabio, A. (2017). Positive healthy organizations: promoting well-being, meaningfulness, and sustainability in organizations. Front. Psychol. 8, 1–6. doi: 10.3389/fpsyg.2017.01938 

 Diener, E. (2012). New findings and future directions for subjective well-being research. Am. Psychol. 67, 590–597. doi: 10.1037/a0029541

 Diener, E., and Ryan, K. (2009). Subjective well-being: a general overview. S. Afr. J. Psychol. 39, 391–406. doi: 10.1177/008124630903900402

 Egan, R., Zigarmi, D., and Richardson, A. (2019). Leadership behavior: a partial test of the employee work passion model. Hum. Resour. Dev. Q. 30, 311–341. doi: 10.1002/hrdq.21346

 Forest, J., Mageau, G. A., Sarrazin, C., and Morin, E. M. (2011). “Work is my passion”: the different affective, behavioural, and cognitive consequences of harmonious and obsessive passion toward work. Can. J. Adm. Sci. 28, 27–40. doi: 10.1002/cjas.170

 Gonçalves, S., and Neves, J. (2011). Factorial validation of Warrs (1990) well-being measure: a sample study on police officers. Psychology 2, 706–712. doi: 10.4236/psych.2011.27108

 Gong, Z., Zhang, Y., Ma, J., Liu, Y., and Zhao, Y. (2018). Effects of work passion on turnover intention for Chinese government employees: the dualistic model of passion perspective. J. Manag. Organ. 26, 502–518. doi: 10.1017/jmo.2017.71

 Halbesleben, J. R. B. (2006). Sources of social support and burnout: a meta-analytic test of the conservation of resources model. J. Appl. Psychol. 91, 1134–1145. doi: 10.1037/0021-9010.91.5.1134 

 Hayes, A. F. (2018). Introduction to Mediation, Moderation, and Conditional Process Analysis. (2nd Edn). New York: Guilford Publications.

 Hobfoll, S. E. (2001). The influence of culture, community, and the nested-self in the stress process: advancing conservation of resources theory. Appl. Psychol. 50, 337–421. doi: 10.1111/1464-0597.00062

 International Labor Organization. (2020). Teleworking during the COVID-19 pandemic and beyond: a practical guide. Recuperado em. Available at: https://www.ilo.org/wcmsp5/groups/public/---ed_protect/---protrav/-travail/documents/instructionalmaterial/wcms:751232.pdf (Accessed September 01, 2022)

 Jiang, Q., Lee, H., and Xu, D. (2020). Challenge stressors, work engagement, and affective commitment among Chinese public servants. Public Pers. Manag. 49, 547–570. doi: 10.1177/0091026020912525

 Kubicek, B., and Korunka, C. (2017). “Job demands in a changing world of work” in Research Handbook on Work and Well-Being. eds. R. Burke and K. Page (Cheltenham: Edward Elgar Publishing), 59–76.

 Lalande, D., Vallerand, R. J., Lafrenière, M.-A. K., Verner-Filion, J., Laurent, F.-A., Forest, J., et al. (2015). Obsessive passion: a compensatory response to unsatisfied needs. J. Pers. 85, 163–178. doi: 10.1111/jopy.12229 

 Lavigne, G. L., Forest, J., Fernet, C., and Crevier-Braud, L. (2014). Passion at work and workers’ evaluations of job demands and resources: a longitudinal study. J. Appl. Soc. Psychol. 44, 255–265. doi: 10.1111/jasp.12209

 LePine, J. A., Podsakoff, N. P., and LePine, M. A. (2005). A meta-analytic test of the challenge stressor-hindrance stressor framework: an explanation for inconsistent relationships among stressors and performance. Acad. Manag. J. 48, 764–775. doi: 10.5465/AMJ.2005.18803921

 LePine, M. A., Zhang, Y., Crawford, E. R., and Rich, B. L. (2016). Turning their pain to gain: charismatic leader influence on follower stress appraisal and job performance. Acad. Manag. J. 59, 1036–1059. doi: 10.5465/amj.2013.0778

 Li, P., Taris, T. W., and Peeters, M. C. W. (2019). Challenge and hindrance appraisals of job demands: one man’s meat, another man’s poison? Anxiety Stress Coping 33, 31–46. doi: 10.1080/10615806.2019.1673133 

 Lindell, M. K., and Whitney, D. J. (2001). Accounting for common method variance in cross-sectional research designs. J. Appl. Psychol. 86, 114–121. doi: 10.1037//0021-9010.86.1.114

 Martins, M., Araújo, A. M., and Almeida, L. S. (2014). Paixão pelo trabalho e competências de gestão interpessoal: Validação de escalas para a sua avaliação junto de gestores empresariais. Pyschologica 1, 59–74. doi: 10.14195/1647-8606_57_1_4

 Mazzola, J. J., and Disselhorst, R. (2019). Should we be “challenging” employees?: a critical review and meta-analysis of the challenge-hindrance model of stress. J. Organ. Behav. 40, 949–961. doi: 10.1002/job.2412

 Moè, A. (2016). Harmonious passion and its relationship with teacher well-being. Teach. Teach. Educ. 59, 431–437. doi: 10.1016/j.tate.2016.07.017

 Muhamad, N. A., Idris, M. A., and Young, L. M. (2020). The effect of job demands on health and work outcomes: a longitudinal study among Malaysian employees. Psych J. 9, 691–706. doi: 10.1002/pchj.378 

 Oliveira, A. F., Gomide Júnior, S., and Poli, B. V. S. (2020). Antecedentes de bem-estar no trabalho: Confiança e políticas de gestão de pessoas. Revista de Administração Mackenzie 21, 1–26. doi: 10.1590/1678-6971/eRAMD200105

 Philippe, F. L., Vallerand, R. J., and Lavigne, G. L. (2009). Passion does make a difference in People’s lives: a look at well-being in passionate and non-passionate individuals. Appl. Psychol. Health Well Being 1, 3–22. doi: 10.1111/j.1758-0854.2008.01003.x

 Podsakoff, P. M., MacKenzie, S. B., Lee, J.-Y., and Podsakoff, N. P. (2003). Common method biases in behavioral research: A critical review of the literature and recommended remedies. J. Appl. Psychol. 88, 879–903. doi: 10.1037/0021-9010.88.5.879

 Podsakoff, P. M., MacKenzie, S. B., and Podsakoff, N. P. (2012). Sources of method bias in social science research and recommendations on how to control it. Annu. Rev. Psychol. 63, 539–569. doi: 10.1146/annurev-psych-120710-100452

 Pollack, J. M., Ho, V. T., O’Boyle, E., and Kirkman, B. L. (2020). Passion at work: a meta-analysis of individual work outcomes. J. Organ. Behav. 41, 311–331. doi: 10.1002/job.2434

 Rai, A., and Thakur, S. J. (2020). All job demands are not equal: exploring the two sides of a coin. Int. J. Manag. Concepts Philos. 13, 99–112. doi: 10.1504/ijmcp.2020.109343

 Ryan, R. M., and Deci, E. L. (2001). On happiness and human potentials: a review of research on hedonic and Eudaimonic well-being. Annu. Rev. Psychol. 52, 141–166. doi: 10.1146/annurev.psych.52.1.141 

 Ryan, R. M., and Deci, E. L. (2017). Self-Determination Theory: Basic Psychological Needs in Motivation, Development, and Wellness. New York: The Guilford Press.

 Sawhney, G., and Michel, J. S. (2021). Challenge and hindrance stressors and work outcomes: the moderating role of day-level affect. J. Bus. Psychol. 37, 389–405. doi: 10.1007/s10869-021-09752-5

 Schaufeli, W. B. (2017). Applying the job demands-resources model. Organ. Dyn. 46, 120–132. doi: 10.1016/j.orgdyn.2017.04.008

 Schaufeli, W. B., Bakker, A. B., and Van Rhenen, W. (2009). How changes in job demands and resources predict burnout, work engagement, and sickness absenteeism. J. Organ. Behav. 30, 893–917. doi: 10.1002/job.595

 Schaufeli, W. B., and Taris, T. W. (2014). “A critical review of the job demands-resources model: implications for improving work and health” in Bridging Occupational, Organizational and Public Health: A Transdisciplinary Approach. eds. G. F. Bauer and O. Hämmig (Berlin: Springer Science + Business Media), 43–68.

 Schellenberg, B. J. I., Verner-Filion, J., Gaudreau, P., Bailis, D. S., Lafrenière, M.-A. K., and Vallerand, R. J. (2018). Testing the dualistic model of passion using a novel quadripartite approach: a look at physical and psychological well-being. J. Pers. 87, 163–180. doi: 10.1111/jopy.12378 

 Sonnentag, S., Binnewies, C., and Mojza, E. J. (2010). Staying well and engaged when demands are high: the role of psychological detachment. J. Appl. Psychol. 95, 965–976. doi: 10.1037/a0020032 

 Stahl, A. F., Stahl, C., and Smith, P. (2018). Longitudinal association between psychological demands and burnout for employees experiencing a high versus a low degree of job resources. BMC Public Health 18, 915–918. doi: 10.1186/s12889-018-5778-x 

 Trépanier, S. G., Fernet, C., Austin, S., Forest, J., and Vallerand, R. J. (2013). Linking job demands and resources to burnout and work engagement: does passion underlie these differential relationships? Motiv. Emot. 38, 353–366. doi: 10.1007/s11031-013-9384-z

 Vallerand, R. J. (2012). From motivation to passion: In search of the motivational processes involved in a meaningful life. Can. Psychol. 53, 42–52. doi: 10.1037/a0026377

 Vallerand, R. J. (2015). The Psychology of Passion: A Dualistic Model. Oxford: Oxford University Press.

 Vallerand, R. J., Blanchard, C., Mageau, G. A., Koestner, R., Ratelle, C., Léonard, M., et al. (2003). Les passions de l’âme: On obsessive and harmonious passion. J. Pers. Soc. Psychol. 85, 756–767. doi: 10.1037/0022-3514.85.4.756 

 Vallerand, R. J., and Houlfort, N. (2003). “Passion at work: Toward a new conceptualization,” in Social issues in management. Vol. 3. eds. D. Skarlicki, S. Gilliland, and D. Steiner (Greenwich, CT: Information Age Publishing), 175–204.

 Vallerand, R. J., Paquet, Y., Philippe, F. L., and Charest, J. (2010). On the role of passion for work in burnout: a process model. J. Pers. 78, 289–312. doi: 10.1111/j.1467-6494.2009.00616.x 

 Vallerand, R. J., Salvy, S.-J., Mageau, G. A., Elliot, A. J., Denis, P. L., Grouzet, F. M. E., et al. (2007). On the role of passion in performance. J. Pers. 75, 505–534. doi: 10.1111/j.1467-6494.2007.00447.x

 Van den Broeck, A., De Cuyper, N., De Witte, H., and Vansteenkiste, M. (2010). Not all job demands are equal: differentiating job hindrances and job challenges in the job demands–resources model. Eur. J. Work Organ. Psy. 19, 735–759. doi: 10.1080/13594320903223839

 Wagner, T., Lutz, R. J., and Weitz, B. A. (2009). Corporate hypocrisy: overcoming the threat of inconsistent corporate social responsibility perceptions. J. Mark. 73, 77–91. doi: 10.1509/jmkg.73.6.77

 Warr, P. (1990). The measurement of well-being and other aspects of mental health. J. Occup. Psychol. 63, 193–210. doi: 10.1111/j.2044-8325.1990.tb00521.x

 Warr, P. (2002). “The study of well-being, behaviour and attitudes” in Psychology at Work. ed. P. Warr (London: Penguin Press), 1–25.

 Warr, P. (2012). “How to think about and measure psychological well-being” in Research Methods in Occupational Health Psychology. eds. I. M. Wang, R. R. Sinclair, and L. E. Tetrick (Milton Park: Routledge)

 Weigl, M., Hornung, S., Parker, S. K., Petru, R., Glaser, J., and Angerer, P. (2010). Work engagement accumulation of task, social, personal resources: a three-wave structural equation model. J. Vocat. Behav. 77, 140–153. doi: 10.1016/j.jvb.2010.03.002

 Wilson, C. A., and Britt, T. W. (2020). Living to work: the role of occupational calling in response to challenge and hindrance stressors. Work Stress 35, 111–131. doi: 10.1080/02678373.2020.1743791

 Wood, S. J., and Michaelides, G. (2015). Challenge and hindrance stressors and wellbeing-based work–nonwork interference: a diary study of portfolio workers. Hum. Relat. 69, 111–138. doi: 10.1177/0018726715580866

 Wu, H., Qiu, S., Dooley, L. M., and Ma, C. (2019). The relationship between challenge and hindrance stressors and emotional exhaustion: the moderating role of perceived servant leadership. Int. J. Environ. Res. Public Health 17, 282–297. doi: 10.3390/ijerph17010282 

 Yukhymenko-Lescroart, M. A., and Sharma, G. (2022). Passion for work and well-being of working adults. J. Career Dev. 49, 505–518. doi: 10.1177/0894845320946398

 Zigarmi, D., Nimon, K., Houson, D., Witt, D., and Diehl, J. (2009). Beyond engagement: toward a framework and operational definition for employee work passion. Hum. Resour. Dev. Rev. 8, 300–326. doi: 10.1177/1534484309338171

 Zito, M., Cortese, C. G., and Colombo, L. (2019). The role of resources and flow at work in well-being. SAGE Open 9, 215824401984973–215824401984912. doi: 10.1177/2158244019849732

OPS/images/fpsyg-14-1053455-t001.jpg
1. Gender
2. Tenure in
organization
3. Working
conditions

4. Schedule
exemption

5. Past
promotion

6. Expectation
of future
promotion

7.
Organizational
Hypocrisy
(Marker)

8. Challenge
stressors

9. Obstacles
stressors

10
Harmonious
passion

11, Obsessive
passion

12. Affective
well-being at

work

Number=515; Gender:

1456

345

374

240

502

331

377

SD

1022

136

061

0.65

123

131

0.62

—0.41%¢

040

~0.007

—0.23%%

-0.02

0.001

0.08

~0.06

-0.03

0.02

—0.24%%

male; Working conditions:

~0.247%

0.44%%

~0.06

0004

0.03

0143

0.2

011*

011*

[EE

~0.03

0.04

-0.02

012+

0.000

001

~0.03

—0.12¢¢

0.06

~0.003

0.06

-0.02

005

0.14%%

0.02

017w

—0.12°%

007

018+

-0.16

o11*

-0.22%%

003

—0.12¢¢

0,247

~0.09*

0.19%%

(0.91)

0.12¢%

0.47%%

~0.40%%

~0.22%%

0425

future promotion: 0=no, 1 =yes; internal consistency coefficients measured by Cronbachis a given in parenthesis; *p<0.05, **p<0.01.

10
(087)
036% | (0.85)
0083 | 024" (0.90)
016" | -003 | 048+
~007 | -038%* | 0514

1

(0.87)

013

12

0.79)

al lace, 2= hybrid regime, 3= telework; Schedule exemption: 0=no, 1 = yes; Past promotion: 0=no, 1 =yes; Expectation of





OPS/xhtml/Nav.xhtml




Contents





		Cover



		Passionately demanding: Work passion’s role in the relationship between work demands and affective well-being at work



		1. Introduction



		2. Literature review



		2.1. Work demands



		2.2. Work demands and well-being at work



		2.3. Work passion as a mediator of work demands and well-being’s relationship









		3. Materials and methods



		3.1. Procedures and participants



		3.2. Measures



		3.2.1. Affective well-being at work as a criterion variable



		3.2.2. Work demands as a predictor variable



		3.2.3. Work passion as a mediator



		3.2.4. Control variables









		3.3. Common method variance









		4. Results



		4.1. Descriptive statistics and correlations



		4.2. Hypotheses testing









		5. Discussion



		5.1. Limitations and future lines of research



		5.2. Theoretical and practical implications









		6. Conclusion



		Data availability statement



		Ethics statement



		Author contributions



		Funding



		Acknowledgments



		Conflict of interest



		Publisher’s note



		References



















OPS/images/fpsyg-14-1053455-g001.jpg
Hla

¢
Challenges Affective Well-Being

Hib
Obstacles — Affective Well-Being

H2a

»
B
/ Harmonious Passion
S04

' Challenges H2e

Work Demands Affective Well-Being

e H2d
| ___ Obstacles
\; Obsessive Passion

H2b






OPS/images/fpsyg-14-1053455-g002.jpg
Harmonious
Passion

0.32%%*

_0.30%%+ 0.22%%

Challenges

‘Work Demands

(-0.27%+%) _0.20%++

02244+

Affective Well-Being

0.38%%%

Obsessive Passion






OPS/images/cover.jpg
& frontiers | Frontiers in Psychology

Passionately demanding: Work
passion'’s role in the relationship
between work demands and
aeff ctive well-being at work












OPS/images/crossmark.jpg
(®) Check for updates







OPS/images/logo.jpg
' frontiers Frontiers in Psychology






