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Background: Job burnout is a major issue for workers in the banking sector. Many employees report feeling exhausted and want to leave their jobs due to the extra pressure and workload from their superiors and clients. They also report not being well compensated for their hard work, which they believe they do to provide the best service to their clients.

Methods: A cross-sectional study was made in various banks in different cities of Pakistan. An adapted questionnaire, including the effort-reward imbalance scale, psychological capital, and Maslach burnout inventory general survey were used to collect data from 1,778 male and female bank employees.

Results: There was a significant and positive relationship between extrinsic effort and over-commitment on the one hand, and emotional exhaustion and depersonalization on the other. It was also found that reward was negatively associated with emotional exhaustion and depersonalization. However, reward had a positive association with personal accomplishment. There was a gender difference in the mediating effect of psychological capital on stress at work and job burnout.

Conclusion: Male attitudes to work tend to be motivated by reward and appreciation, whereas females tend to demand a better working environment. To reduce job, burnout suitable interventions could be introduced for bank employees, whilst management support plays an important role in increasing or decreasing stress in employees.

Keywords: occupational stress, job burnout, working environment, bank employees, psychological capital


INTRODUCTION

Job burnout is an individual's response to emotional and interpersonal stress, which is associated with work-related stress and occupational stress (1). Job burnout is assessed by personal experience of negative continuing work stress, and the significant indicators of job-related health (2, 3). Burnout is the unpredicted outcome that causes numerous organizational problems. Burnout is omnipresent, but “the professionals who work with people have a higher risk of burnout because the sense of responsibility for human beings is greater than that of the object” (4). Job burnout has a multidimensional structure comprising emotional exhaustion, personality annihilation, and low self-efficacy (5). Job burnout can affect work efficiency, organizational satisfaction, and turnover rate (6).

In the literature analyzing the subject burnout has the three dimensions of emotional exhaustion, depersonalization and personal accomplishment (7). Burnout has been identified not only in law enforcement officers, doctors, nurses, and teachers, but also in bank employees (8, 9). The banking sector is going through an unprecedented period as a result of changes in the work organization and the global economic crisis (10). Banking is the most crucial component of the financial sector in any economy. With the opening of the banking industry, state-owned banks face stiff competition from private banks. Most employees in the banking sector are facing higher levels of stress to meet their job requirements (11). State-owned banks have recently undergone shareholding and institutional reforms, which have increased the pressure on their employees to do more work. As banks are service businesses, bank work comprises enormous interpersonal stress, which results in long-term energy depletion amongst its employees. Failure to control this burden efficiently will ultimately lead to job burnout. Therefore, it is crucial to obtain information on the status and reasons for job burnout, both to decrease the phenomenon and to prevent its influence on the work of bank employees.

To evaluate occupational stress, researchers usually apply the effort-reward imbalance (ERI) model (12). Much of the literature states that an effort-reward imbalance, together with excessive commitment can have damaging consequences such as mental illness, as well as less work satisfaction (13). Occupational stress is measured as, the critical physical and psychological response that arises when resources, skills, and needs of the workers do not match the job requirements (14, 15). The International Labor Organization emphasizes that all countries, all occupations, and all types of workers, families, and societies are influenced by occupational stress (16). Occupational stress can be seen as a product of a dynamic collaboration between the individual and the social and organizational atmosphere in which he or she works, constituting the result of the (unequal) relationship between the sources of stress associated with the task or role and the ability of the operator to respond to these issues (17). High external efforts and over-commitment can lead to emotional tiredness, depersonalization, and a decline in personal capabilities (18). Because the content of their work is related to banking employees must remain focused. Bank employees are told to pay particular attention to their appearance, especially when dealing with customers (19). Therefore, bank employees; are a vulnerable group at a high-level of risk for occupational stress. Research has recommended that banks adopt corporate policies that include stress prevention activities, with the more general goal of improving workers' mental health (20). Previous studies have pointed out that the risk factor for job burnout increases with occupational stress; occupational stress affects entire proportions of job burnout directly and indirectly (21). The risk of burnout in areas of high occupational stress is seven times greater than that in areas of low occupational stress (22).

Over the past few decades, there have been large pieces of evidence that the efficiency and productivity of any organization depend on lower levels of employee' burnout and stress at the place of work (23). Bankers face a higher level of stress because of work overload, role ambiguity, role conflicts, accountability to people, and lack of feedback (24).

The current study attempts to highlight the influence of occupational stress on employees in the banking sector and recommends that bank managers should adopt appropriate measures to develop a productive and stress-free labor force, capable of overcoming current and future challenges. Banking has become a rapidly growing service sector and therefore, a high level of staff morale is essential to deal with customers efficiently and confidently. The present study highlights suitable remedies for the specific issues of bank sector employees affected with job stress.

In recent years, researchers have tried to describe the mechanism of job burnout from a resource perspective. Psychological Capital (psyCap) is a significant individual resource that characterizes the constructive psychological state that a person develops through growth and experience (25).

It comprises four psychological resource capabilities self-efficacy, confidence, positivity, and spirit. These can be measured and use to deal efficiently with a variety of problems to produce a desirable outcome (26). In particular, employees with higher levels of PsyCap have additional resources to handle their job tasks, believe in positivity, are better able to “bounce back” rapidly from hindrances, and are extra hopeful in adverse circumstances.

Previous studies have found that PsyCap has a significant and positive relationship with an employee's professional gratification, occupational performance, managerial commitment, and worth in life (27–29). Psychological capital can be considered as a resource that averts anxiety, stress, and hopelessness (30). Furthermore, PsyCap plays the role of mediator in the association between a favorable organizational environment and employee performance (31).

The relationships between occupational stress, job burnout, and PsyCap have been analyzed in a number of different occupations (8, 32). However, these relationships have not been tested in Pakistani bank employees. The present study is focused on male and female employees in the Pakistani banking sector, and investigates the mediating role of PsyCap on the relationship between occupational stress and job burnout. We also compare job burnout, psychological capital and occupational stress among employees in the public banking sector with that of employees in the private banking sector and investigate whether there are differences in the mediating effect of PsyCap.



METHODS


Study Design and Sample

A cross-sectional survey was conducted from March to April 2018 in Punjab Province, Pakistan (population: 110 million). Banks were randomly selected in different cities of the Punjab (North Punjab, Central Punjab, and South Punjab). As a result, the public banks were selected from the Punjab's Big five cities. The self-management questionnaire was distributed directly to 2000 employees and completed responses obtained from 1778 individuals, including 903 (50.78%) male and 875 (49.21%) female after obtaining their written informed consent and the respondent's willingness to participate.



Demographic Characteristics

Demographic factors included age, gender, qualifications, bank type, salary, job rank, and working hours. Educational qualifications were classed as “graduate” or “higher.” The monthly salary was classed as <40000 rupees or >40000 rupees. An employee's job rank was categorized as “high official” or “low official” based on answers to questions. “Are you a high official bank employee or a regular bank employee?” The weekly working hours were divided into <45 and >45 h, based on the current standard system of working 9 h per day.



Measures


Occupational Stress

The Effort-Reward Imbalance Scale (ERI) was used to define levels of occupational stress that are based on the concept of reciprocity (33). The questionnaire includes three sub-scales: 6 items for extrinsic effort (EE); 11 items for rewards (R); and 6 items for over-commitment (OC). Each response to extrinsic efforts and rewards is graded on a scale of 1 to 5, in which a higher total score indicates higher requirements for effort and higher related rewards. The response for over-commitment is proportional, ranging from 1 (demonstrating complete disagreement) to 4 (demonstrating complete agreement). Higher scores indicate a high level of job-related commitment requirements. In this experiment mean inter-item correlation was 0.26. The value of Cronbach's Alpha for the entire questionnaire reached 0.89.




Psychological Capital (PsyCap)

PsyCap has four dimensions; (1) optimism; (2) self-efficacy; (3) resiliency; and (4) hope. These were measured by 24 items (6 items per dimension) (34). A seven-point Likert scale, ranging from one (“strongly disagree”) to seven (“strongly agree”) was used to evaluate the response. The whole psychological capital construct produced Cronbach alphas was =0.93.



Job Burnout

Measuring job burnout used the Maslach Burnout Inventory-General Survey (MBI-GS) which has been used extensively in various occupational groups (5). The sixteen item MBI-GS questionnaire comprises three dimensions; five items for emotional exhaustion (EX); five items for depersonalization (DE); and six items for personal accomplishment (PA). There are seven possible responses to each item. These responses are scored on the stated frequency, on a range of 0 to 6. Higher scores for emotional exhaustion or depersonalization demonstrate burnout in reducing the personal accomplishment dimension to low rating (35). Research has supported the reliability of the inventory with three-factor structure and internal consistency. In this experiment Cronbach's alpha scored 0.90 in emotional exhaustion, 0.76 in personal accomplish and 0.76 in depersonalization.



Data Analysis

(SPSS Version 21) was used to analyze data. Descriptive statistics, Pearson's correlation analysis, t-tests and regression analysis were conducted. Regression analysis was performed to analysis psychological capital as a mediator between occupational stress and burnout after controlling demographic factors except gender and worker-related variables such as working hours and bank type. In the mediation analysis, the value a denotes the association of EE, R, and OC with PsyCap, b the association between PsyCap and EX after directing predictive variables, c the association of EE, R, and OC with EX similarly. c′ the association of EE, R and OC with EX after adding PsyCap as a mediator; a × b is the product of a and b and the bias-corrected and accelerated C1=95%. When the c′ path coefficient was smaller in the second step than the c path coefficient in the first step or was insignificant, it was assumed that mediation might exist. Because of possible gender differences, male and female employees were analyzed separately. Statistical tests were two-tailed, and p < 0.05 was considered as statistically significant.



Ethics

Approval for the study was obtained from the Institutional Ethics Committee of the School of Basic Medical Sciences, Shandong University.




RESULTS

As shown in Table 1, the average age of the respondents was 42.59 ± 9.72 years. The average extrinsic effort level of respondents was 18.05 ± 3.46; the average reward level was 32.97 ± 4.87; the average over-commitment level was 14.99 ± 2.72; the average psychological capital level was 84.29 ± 8.48; and the average emotional exhaustion level was 15.17 ± 4.35; the average depersonalization level was 15.09 ± 4.46; and the average personal accomplishment level was 18.01 ± 4.82.


Table 1. Descriptive statistics of all variables.
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Table 2 indicates the correlations between the study variables. The findings reveal that both extrinsic effort and over-commitment had a significant and negative correlation with reward, whereas the relation between over-commitment and extrinsic effort was significant and positive. Psychological capital had a significant and negative correlation with extrinsic effort and over-commitment but a significant and positive correlation with reward. The relation of emotional exhaustion with reward and psychological capital was significantly negative whereas significantly positive with extrinsic effort and over-commitment. Similarly, depersonalization was significantly negatively correlated with reward and psychological capital but significantly positively correlated with extrinsic effort, over-commitment and emotional exhaustion. Moreover, personal accomplishment had a significant and negative correlation with extrinsic effort, over-commitment, emotional exhaustion and depersonalization together with a significant positive correlation with reward and psychological capital.


Table 2. Correlation between occupational stress, psychological capital and job burnout.
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Table 3 shows the results of regression analysis with psychological capital as the mediator variable and emotional exhaustion as an outcome variable, with the aim of investigation the influence of psychological capital relationship between extrinsic effort, over-commitment, and reward (as independent variables) with emotional exhaustion (dependent variable).


Table 3. Regression analysis, using psychological capital as a mediator and emotional exhaustion as an outcome.
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For male bank employees, extrinsic effort and over-commitment were negatively associated with psychological capital, whereas reward was positively associated with psychological capital (from path a). By controlling the predictor variables, psychological capital was significantly and negatively associated with emotional exhaustion (from path b). As for indirect effects, extrinsic effort and over-commitment were significantly and positively associated with emotional exhaustion, whereas reward was negatively associated with emotional exhaustion (from path c). When psychological capital was involved in the model as a mediator, the direct pathway between extrinsic effort and emotional exhaustion remained statistically significant, whereas that between reward was not statistically significant (from path c′).

For female bank employees, extrinsic effort and over-commitment were negatively, associated with psychological capital whereas reward was positively associated with psychological capital (from path a). On the indirect effects, extrinsic effort and over-commitment were significantly and positively associated with emotional exhaustion, whereas reward was negatively associated with emotional exhaustion (from path c). Consequently, psychological capital mediated significantly the associations of extrinsic effort, reward, and over-commitment with emotional exhaustion. When psychological capital was involved in the model as a mediator, the direct pathways between reward, over-commitment, and emotional exhaustion (from path c′) became significant.

To evaluate the effect of the mediating pathway, the proportion we calculate of the total effect of occupational stress on job burnout by psychological capital as a mediator using the formula (a × b)/c. The proportions of psychological capital mediation for male employees were 44.8% for extrinsic effort, 46.9% for reward, and 67.0% for over-commitment. The proportions of psychological capital mediation for female employees were 7.5% for extrinsic effort, 2.5% for reward, and 52.8% for over-commitment.

Table 4 shows the results of regression analysis with psychological capital as the mediator variable and depersonalization as an outcome variable, with the aim of investigation the influence of psychological capital on relationship between over-commitment, extrinsic effort, and reward (the independent variables) and depersonalization (as the dependent variable). The results showed positive associations of reward with depersonalization, and a negative association of extrinsic effort, and over-commitment, with depersonalization, between both female and male bank employees (from path a). The mediating role of psychological capital in the relationship among occupational stress and depersonalization was then assessed. A negative association with reward, extrinsic effort, and over-commitment was observed among both male and female bank employees (from path b). From path c′ we observed positive association with extrinsic effort and over-commitment, and a negative association with reward among both male and female bank employees (indirect effect).


Table 4. Regression analysis, using psychological capital as a mediator and depersonalization as an outcome.
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Thus, psychological capital significantly mediated the associations of extrinsic effort, reward, and over-commitment with depersonalization. When psychological capital was involved in the model as a mediator, the direct pathway between extrinsic effort, and psychological capital remained statistically significant. To evaluate the effect size of the mediating pathway, the proportion we calculated of the total effect of the independent variable on the dependent variable by psychological capital using the formula (a × b)/c. The proportions of psychological capital mediation for male employees were 65.5% for extrinsic effort, and 48.3% for over-commitment. The proportions of psychological capital mediation for female employees were 5.3% for extrinsic effort, and 43.5% for over-commitment.

Table 5 shows the results of regression analysis with psychological capital as the mediator variable and personal accomplishment as the outcome variable. The results shows a positive associations of reward with personal accomplishment and a negative association of extrinsic effort and over-commitment with personal accomplishment among both male and female bank employees (from path a). From the path b, positive associations with reward, extrinsic effort, and over-commitment were observed among the male employees whereas a positive association with reward and negative association with extrinsic effort and over-commitment were determined among the female employees.


Table 5. Regression analysis, using psychological capital as a mediator and personal accomplish as an outcome.
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From the path c negative associations with extrinsic effort and over-commitment and a positive association with reward were observed between both female and male employees.

To evaluate the effect size of the mediating pathway, the proportion we calculate of the total effect of the independent variable on the dependent by psychological capital using the formula (a × b)/c. The proportions of psychological capital mediation for male employees were 58.4% for extrinsic effort, 32.1% for reward, and 53.7% for over-commitment. The proportions of psychological capital mediation for female employees were 2.90% for extrinsic effort, 2.7% for reward, and 52.8% for over-commitment.

Table 6 presents a comparison of mediator and outcome variables between employees in the public and private banking sectors. We conclude that extrinsic effort, reward, over-commitment, psychological capital, emotional exhaustion and personal accomplishment were the statistically significant differences between employees in the public and private sector of banking whereas depersonalization did not differ significantly in this research. The extrinsic effort-reward ratio was the statistically significant higher between employees in the private sector of banking than that of employees belongs to public banking sector.


Table 6. Comparison of occupational stress, psychological capital, and job burnout between public and private banking sector employees.
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DISCUSSION

A workplace is a place where individuals spend a major portion of the day, and as the workplace seeks more demands, creates greater responsibilities, and induces uncertainty, there is an increasing risk of stress for the workforce (36). All professional groups face stress in their jobs including bankers. Stress acts as a threat physiologically and psychologically to better employee performance, and studies have shown that occupational stress plays a vital role as a risk factor for employee burnout.

Occupational stress affects all dimensions of burnout directly and indirectly (12, 21, 37). The risk of burnout in areas of high occupational stress is seven times greater than that in areas of low occupational stress (22).

The findings of our study highlight the correlation between occupational stress and job burnout. Reward was found to be positively related to personal achievement whereas extrinsic effort and over-commitment were found to be negatively related to personal achievement. Alternatively, reward was found to decrease exhaustion and depersonalization whereas extrinsic effort and over-commitment increased the risk of job burnout (38). Our findings are consistent with previous studies that have identified negative associations between reward and emotional exhaustion and between reward and depersonalization; whereas extrinsic effort and over-commitment have a positive relation with those burnout dimensions (emotional exhaustion and depersonalization). This could be because over-commitment and extrinsic effort entail continuous work, and much energy can be dissipated this way hence derailing the achievement of goals and fulfillment of the customer's requirements.

To overcome these problems, research has suggested interventions to curb occupational stress via a prevention plan and depression treatment for employees (36). These interventions include communication between management and staff and the management of employee workload. In this way, employees should avoid over-commitment by effective time management. In particular, research has suggested interventions for banks employees, following cross-sectional study of employees in Chinese banks (39).

According to Tsai et al. (40), exercise is the best way to reduce job stress and alleviate metabolic problems. Exercise has many positive effects that can reduce the impact of job demands, and can significantly reduce the risk of work-related burnout. Management support also plays an important role in increasing or decreasing stress in employees (24).

In support of the findings of previous research (21, 37), our study found that occupational stress had an impact on burnout in public and private bank employees through the mediating effects of Psychological Capital (PsyCap). PsyCap can be affected by individual factors. Our study identified a negative association between PsyCap and over-commitment and also showed that PsyCap had the positive effect of reducing the negative impact of occupational stress. By improving PsyCap, we can reduce the risk of stress and burnout among employees. Studies have found that PsyCap has a significant and positive association with an employee's job satisfaction, organizational commitment, job performance, and life quality (27–29, 41–43). To improve PsyCap for bank staff in Pakistan, some interventions could be implemented such as those mentioned above; bank managers should communicate with employees, establish neutral and fair system, and improve the personal qualities of their staff through enhanced training programs.

It is noticed that our research on the banking sector in Pakistan identified a gender difference in the mediating effect of PsyCap on occupational stress and job burnout. The reasons might be explained that the male and female employees responded differently according to their attitudes toward work, which reflects a difference in their requirements. The male employees tend to be motivated by the reward and appreciation, whereas, the female employees tend to demand a better working environment. The results were supported by a negative association between PsyCap and occupational stress among female employees whereas this was not the same for males (36).

This study also compared the private and public banking sector in Pakistan, in term of stress among employees and the other variables. It was found that the private banks provided better pay and rewards to motivate their employees. In return, however they also place a heavier burden of work and responsibilities on their shoulder which can be difficult to carry. Although, they have a better working atmosphere, they also face the pressure of work from their superiors and customers, which can result in stress at the workplace. Bankers generally face a higher level of stress because of work overload, role ambiguity, role conflicts, accountability to people, and lack of feedback (24).

In contrast employees in public banking can have better job security. Many have a permanent contract and knowledge that they will not be sacked if they commit some irregularity at work. They receive fixed salary, and not extra rewards are provided for their performance level. Hence, there is no difference in their income level, whether they work hard or not, which can also result in job burnout. Previous research found that an effort-rewarding imbalance, together with excessive commitment, is a predictor of negative consequences such as mental illness, and immune dysfunction, as well as a low level of job satisfaction (13, 44).



LIMITATION OF THE STUDY AND FUTURE RECOMMENDATIONS

As well as the significant contributions of the study, there are also some limitations which should be noted. The first is the study was focused on employees in the banking sector, which limits generalizations arising from findings. Second, a cross-sectional design used to creating it difficult to draw any casual relationships between occupational stress, job burnout and PsyCap. Additionally data were obtained through self-report, which can be a source of bias. Employees may have overestimated or underestimated the association among occupational stress and job burnout. Therefore, findings should be interpreted with prudence. Future research could samples of employees working in a range of sectors to assess generalizability of our study. Future research could also investigate employees working in other countries, adopting same model to investigate results.

PsyCap was taken as a mediator in the relationship between organizational stress and job burnout, and could be replaced by other variables in future studies. Also, only three components of organizational stress were investigated: namely extrinsic effort, over-commitment, and reward future studies could investigate; other components of organizational stress either alongside the three components or replacing them.

Similarly, only three component of job burnout were investigated namely: emotional exhaustion; depersonalization; and personal accomplishment. Future studies, could investigate, other components of job burnout alongside or replacing those three components.



CONCLUSION

The banking sector in Pakistan makes a large contribution to its economy, but rising job burnout due to occupational stress can be a barrier to economy growth. Extrinsic effort and over- commitment results in emotional exhaustion and depersonalization with a negative impact on PsyCap and personal accomplishment. However, the reward results in a decrease in emotional exhaustion and depersonalization and has positive impact on PsyCap and personal accomplishment. Both public and private bank employees exhibit different dimensions of occupational stress, including extrinsic effort, reward, and over-commitment. Those effects can be reduced by improving PsyCap which would also decrease the risk of burnout.
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