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Objectives The present study was designed to test the demand-control model using indicators of both health
impatrment and active learming or motivation.

Methods A total of 381 insurance company employees participated in the study. Discnminant analysis was
used to examine the relationship between job demands and job control on one hand and health impairment and
active learning on the other.

Results The amount of demands and control could be predicted on the basis of employees’ perceived health
impairment (exhaustion and health complaints) and active leaming (engagement and commitment). Each of the
four combinations of demand and control differentially affected the perception of strain or active learning. Job
demands were the most clearly related to health impairment, whereas job control was the most clearly associated
with active learming.

Conclusions These findings partly contradict the demand-control model, especially with respect to the vahidity
of the interaction between demand and control. Job demands and job control seem to initiate two essentially
mdependent processes, and this occurrence is consistent with the recently proposed job demands-resources

model.
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The demand—control model (1, 2) is a theoretical mod-
el that attempts to provide insight into the relationships
between psychosocial work characteristics on one hand
and health and motivation on the other. Partly because
of its elegant simplicity, the model has stimulated sev-
eral scientific studies (3, 4, 5). It looks for the determi-
nants of workers’ health and motivation in the interac-
tion of two psychosocial job characteristics, namely, the
“psychological demands” corresponding to psycholog-
ical stressors present in the work environment (eg, high
time pressure, difficult and mentally taxing work) and
“decision latitude” (or “job control”) comprising the
worker’s authority to make decisions on the job (“deci-
sion authority”) and the breadth of skills used by the
worker on the job [“skill discretion” (6)] (figure 1).
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The demand-control model is based on two central
assumptions, as reflected by diagonals A and B in fig-
ure 1. The first assumption (diagonal A) is that psycho-
logical strain (such as chronic fatigue, anxiety, and car-
diovascular complaints) is particularly caused by the
combination of high psychological demands and low de-
cision latitude (quadrant 1), while the opposite, lack of
strain, can be found in a job with low psychological de-
mands and much decision latitude (quadrant 3). The
second important assumption (diagonal B) is that
work motivation, as well as learning and development
opportunities, occur if job demands are high (but not
overwhelming) and decision latitude is high (quadrant
2). The opposite type of work situation occurs in a job
in which neither job demands nor decision latitude is
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Figure 1. The demand-control model [Source Karasek (2)].

very pronounced (quadrant 4). This “passive” work sit-
uation is characterized by a decrease in work activities
and “negative learning” — a gradual loss of acquired
skills.

Recent reviews of the model contend that the de-
mand—control model is appropriate for further investi-
gation since it can predict health and, to a less extent,
motivational and productivity outcomes (3—35, 7—39,).
However, the “active-passive” dimension of the model
has been underutilized in organizational research (10).
Only a few studies provide some evidence for the ac-
tive-passive dimension of the model (11—14). Studies
measuring both strain and motivation or active learning
find stronger support for the model than do those re-
stricted to strain consequences (15).

One possible reason for the lack of attention to the
active-passive hypothesis may be that most of the inter-
est in the model originated in the field of epidemiolo-
gy, with cardiovascular diseases as the main form of
strain (7, 8). Another reason may be that the B diagonal
[“motivation for learning new behavior patterns” (6)] is
hard to operationalize as an independent psychological
construct, since it may be conceptually confounded by
the job characteristic skill discretion (3).

According to Karasek (1), strain and learning are
two, more or less, independent phenomena, and conse-
quently no attempts have been made to integrate the two
assumptions in the model. When, for example, job con-
trol is high and job demands are low, we should expect
low strain, but nothing is explicitly said about the level
of motivation. Demerouti et al (16, 17) have argued and
shown that, when job resources are high, we should ex-
pect motivation 1n the form of engagement, independ-
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ently of the level of job demands. Job resources repre-
sent a broader category of “positive” features of the
work environment than job control in the demand-con-
trol model. Applied to the demand—control model, this
statement would mean that the low strain quadrant is
not only related to diminished health impairment, but
also to motivation and active learning.

The aim of our study was thus to test the demand—
control model with special attention to the active-pas-
sive hypothesis and to integrate the strain and active
learning hypotheses. Specifically, we attempted to pre-
dict employees’ levels of job demands and job control
using stress reactions (burnout, health complaints), but
also indicators of active learning (engagement, commit-
ment). In addition, we used an alternative statistical
technique, which allows for a different perspective of
the predictions of the demand—control model and an
examination of the postulated interaction.

Burnout and engagement

The concept of burnout that was initially relevant only
to working with people has recently been expanded to-
wards all other professions and occupational groups (18,
19). Based on the original instrument to measure hu-
man service-related burnout [Maslach Burnout Inven-
tory (20)] a new scale [Maslach Burnout Inventory—
General Survey (21)] has been developed for use out-
side the human services. The dimensions of the latter
(ie, exhaustion, cynicism, professional efficacy) paral-
lel those of the original inventory (ie, emotional exhaus-
tion, depersonalization, personal accomplishment) in
the sense that they are more generic and do not refer to
the people one is working with, Exhaustion is measured
by items that refer to fatigue, but do not make direct
reference to people as the source of such feelings. The
items assessing cynicism reflect indifference or a dis-
tant attitude towards work in general, not necessarily
towards people. Finally, professional efficacy encom-
passes both social and nonsocial aspects of occupational
accomplishments. Psychometric research with the
Maslach Burnout Inventory—General Survey demon-
strated that the three-factor structure is invariant across
occupational groups (19).

A recent development in burnout research is the shift
towards its opposite, engagement (22). In the view of
Maslach & Leiter (23), workers have a sense of ener-
getic and effective connection with their work activi-
ties (energy, involvement), and they see themselves as
able to deal with the demands of their job (professional
efficacy) Bakker & Schaufeli (24) partly agree with
their description and defined engagement as a positive,
fulfilling, work-related state of mind that is character-
1zed by vigor, dedication, and absorption. Rather than
a momentary and specific state, engagement refers to a



more persistent and pervasive affective-motivational
state that 1s not focused on any particular object, event,
individual, or behavior. Vigor is characterized by high
levels of energy and mental resilience while working,
the willingness to invest effort in one’s work, and per-
sistence even in the face of difficulties. Dedication is
charactenized by a sense of significance, enthusiasm,
inspiration, pride, and challenge. Absorption is charac-
terized by being fully concentrated and engrossed in
one’s work, whereby time passes quickly. Bakker &
Schaufeli (24) found evidence for the psychometric
quality (ie, internal consistency, factorial validity) of the
engagement construct and the independence of the burn-
out and engagement dimensions.

Present study

Our study was designed to test the job strain and active
learning hypotheses generated by the demand—control
model (1, 2). Insurance company employees were cho-
sen for this purpose. The sample was suitable for test-
ing the model for several reasons. First, because of the
different types of tasks and specialties, insurance em-
ployees are a relatively heterogeneous group as far as
their work characteristics are concerned, which implies
that there is considerable vanance in their job demand
and control. Second, the group chosen had relatively
long job tenure. Since the demand—control model refers
to chronic stressors (2, 25), the effect of such stressors
1s most obvious for job holders with long experience in
their current job.

A special feature of the study was not only the meas-
urement of psychological strain but also that of indica-
tors of active learning and motivation. As strain and ac-
tive learning are not one-dimensional, we operational-
ized them through the use of several indicators. For that
purpose, burnout and engagement were included. How-
ever, burnout is a complex syndrome that consists of an
orthodox stress reaction (exhaustion), as well as of an
attitudinal component (cynicism and lack of efficacy)
that 1s closely linked to motivation. In other words, when
workers are cynical and do not feel efficacious, they
may not be willing to learn actively. In addition psy-
chosomatic complaints on one hand and engagement (in-
cluding vigor, dedication, and absorption) and commut-
ment on the other were included as indices of strain and
active learning, respectively.

Subjects and methods

Sample and procedure

Altogether, 381 employees from an insurance company
participated 1n the study (response rate = 61%). Most of
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the respondents were men (66%). The mean age of the
group was 40 (SD 10.4) years, and the mean organiza-
tional tenure was 12.5 (SD 10.5) years. Twelve percent
of the sample had a managerial position. Most of the
participants had a full-time job (64%). The group was
recruited at their job sites after an informative meeting
with the personnel department and management. All 624
employees received an informative letter about the study
from the management team, together with the question-
naire and a return envelope. The confidentiality and ano-
nymity of the data were emphasized. The participants were
kindly requested to fill out the questionnaire at home and
to place it in a special box in their department.

Measures

In this study, psychological job demands refer to the
extent to which the work pace is high and the availabil-
ity of sufficient time to execute the required work. Job
demands were measured with five items of the Dutch
version of the Job Content Questionnaire (26). The four
response categories ranged from 1 “never” to 4 “always”.
{Example item: “Do you have a lot of work to do?”]

Job control was conceived as the degree to which
employees have the freedom to make decisions regard-
ing the work assignment and their work methods. Nine
items of the Dutch version of the Job Content Question-
naire (26) were used. The response format was identi-
cal to that used for job demands. [Example item: “Do
you participate in decisions regarding your work?”’]

Burnout was rneasured with the Dutch version (27)
of the Maslach Burnout Inventory—General Survey
(21). The strument consists of 16 items that measure
the three components of burnout (exhaustion, cynicism
and professional efficacy). The items were scored on a
7-point scale (0 = never, 6 = always). [Example items:
“I feel used up at the end of the workday” (exhaustion),
“I have become less enthusiastic about my work” (cyn-
icism), and “In my opinion, | am good at my work” (pro-
fessional efficacy).]

Psychosomatic health complaints refer to the number
of psychosomatic symptoms that a person experienced
during the year preceding the study. Health complaints
were measured with 13 items of a well-validated ques-
tionnaire on health complaints (28). Employees could
respond using a 4-point scale (1 = seldom or never, 4 =
very often). [Example items: “Do you have unpleasant
pains on the breast?” and “Do you have headaches?”]

Engagement was assessed with the Utrecht work
engagement scale (24). The scale includes 15 items,
which measure the three components of engagement
(vigor, dedication and absorption). All the items were
rated on a 7-point scale ranging from 0 “never” to 6
“always”. [Example items' “Durning my work, I feel
vital and strong” (vigor), “I am enthusiastic about my

Scand J Work Environ Health 2001, vol 27, no 4 281



Demand - control model

Table 1. Means (M), standard deviations (SD) internal consistencies (ct) and Pearson correlations of the varables included in this study

Discriminant function 1

Figure 2. Group centroids for the four combinations of demands and
controt in a two-dimensional space LD & LC = fow demands and low
control, LD & HC = low demands and high control, HD & L.C = high
demands and low control, HD & HC = high demands and high control

Table 2. Standardized canonical coefficients for the scales used
in the discriminant function analyses (N = 381).

Discriminant function

Scales | il
Dedication 097V 019
Personal competence 0827 0.35
Vigor 076" -018
Absorption 071" -0 09
Commitment 0 52&;” -024%
Cymcism -0 40 046
Exhaustion -0.25 077 v
Health complaints -024 044 7
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(N = 381).
Vanable M SD o 1 2 3 4 5 6 7 8 9
1 Job demands 269 043 085
2 Job control 287 035 075 004
3 Exnhaustion 179 1.08 089 025" -0.20""
4 Cynicism 149 094 0.74 011" -029** 060**
5 Personal competence 4.02 085 0.78 015** 044" -018** -030*"
6 Health complasnts 1.44 037 086 013" -0.23* 0.56** 041** -017**
7 Vigor 392 08 086 0.08 040" -041** -044*" 065 -0.37**
8 Dedication 419 09 090 005 0.53** -0.29** -050** 069° -028** 076"
9 Absorption 3.56 098 080 007 042** -016** -032** 052" -018*** 073" 0.75**
10 Commitment 3.61 060 080 -005 030" -036** -044"" 040** -024** 049"* 0.59*" 045"
*P<005 ** P<0.01
1.00 , job” (dedication), and “Time flies when I am working”
. (absorption).]
i Commitment refers to the relationship of employees
to the organization in which they work. It is measured
0.50 T with the 5 items of the affective commitment scale de-
o " HD&LC af HD & HC veloped by Mowday et al (29). [Example item: “I tell
£ i my friends and family that my organization is a pleas-
2 000 ant organization to work for” (1 = totally disagree, 5 =
‘é totally agree).]
E Lo&LC |
2 50 LD & He Data analysis strategy
The strategy followed in the present study was to look
for different generalized patterns of health impairment
and active learning to indicate the differences between
-1.00 L T the four combinations of job demands and job control
-100 -050 000 050 100

(ie, the four quadrants in figure 1). If these four combi-
nations are related to health impairment and active
learning, it should be possible to separate the four quad-
rants on the basis of the response patterns to questions
about health imparrment (exhaustion, health complaints)
and active learning (engagement, professional efficacy,
cynicism, commitment) by means of a discriminant anal-
ysis. This form of statistical treatment of the problem
offers the advantage of making use of the common var-
iance of the individual aspects or items of health im-
parrment and active learning and thus ignores singular-
ities that might otherwise blur the picture. If, on the oth-
er hand, there is no significant difference in the effects
of a combination of job demand and job control, no dis-
crimination based on the reported health impairment and
active learning should be possible.

The procedure used yielded the following target
groups for the discriminant analysis: low demands and
low control (LD & LC), low demands and high control
(LD & HC), high demands and low control (HD & LC),
and high demands and high control (HD & HC). After
a median split on the measures of job demands and job



control, low (high) was considered the employees who
scored under (above) the mean value of 0 after a z-trans-
formation.

Results

The means, standard deviations, internal consistencies,
and the bivariate correlations of the study variables are
presented in Table . As can be seen from this table, all
the scales had good internal consistency (30), and the
pattern of correlations was as expected.

The stepwise discriminant analysis revealed a sig-
nificant separation of the four groups [Wilk’s A=0.73,
%2 (9)=108.92, P<0.001]. More specifically, two discri-
munant functions were significant for an optimal dis-
crimination between the four groups. The eigenvalue of
the first discriminant function was 0.26 and the canoni-
cal correlation was 9.45. For the second discriminant
function, these values were 0.09 and 0.29, respectively.

As can be seen from the plot of the group centroids
in figure 2, the first discriminant function clearly dis-
criminates between the presence and absence of job con-
trol, while the second discriminant function separates
the two levels of job demands. Overall, 42.1% of the
total sample could be correctly classified; this result in-
dicates that the classification by these discriminant func-
tions is obviously superior to a random assignment based
on prior group membership probabilities, which would
be only 25% of the sample (31). The plot of the group
centroids showed that job control had been classified
more accurately than job demands on the basis of the
discriminating measures since the distances between the
groups with low and high control (independent of the
level of demands) were larger than the distances be-
tween the groups with low and high demands.

The standardized canonical coefficients for the
scales of health impairment and motivation in the dis-
criminant functions are displayed in table 2. The first
canonical variable — discrimnating for the presence or
absence of control — was characterized by features re-
lated to motivation and active learning, including dedi-
cation, professional efficacy, vigor, absorpuion, and
commitment. The second canonical variable — separat-
ing low job demands from high job demands — was
mainly charactenized by health impairment, namely, by
exhaustion, and by psychosomatic health complaints.
Cymicism had almost equally high loadings on both dis-
criminant functions and thus made no contribution to
discrimination among the groups. Indeed, the results
were identical after the elimination of cynicism.

Since posiive values in a discriminant function
mean dominance of the respective canonical (or discri-
minant) variables and negative values represent an un-
derrepresentation of these variables, figure 2 can be
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mterpreted as follows: positive values on the first
discriminant function delineate an overrepresentation of
motivation and learning, and negative values on this dis-
criminant function indicate an underrepresentation or
absence of motivation. Similarly, positive values on the
second discriminant function stand for an overrepresen-
tation of health problems, while negative values indi-
cate the absence or underrepresentation of these prob-
lems. Specifically, LD & LC jobs were characterized by
an absence of both health impairment and worker moti-
vation (because they were located 1n the quadrant where
both discriminant functions are negative), while LD &
HC jobs were charactenzed by the presence of motiva-
tion and an absence of health impairment. Furthermore,
the distinctive characteristics of HD & LC jobs were
health impairment (positive values on the first discri-
minant function) and an absence of worker motivation
(negative values on the second discriminant function),
whereas HD & HC jobs were characterized by both
health impairment and motivation.

Finally, figure 3 shows the proportion of participanis
classified correctly, as well as the proportion of false
classifications. As can be seen, the best prediction was
made for job control when job demands were low, and
the worst prediction was made for high demands when
job control was low. Furthermore, figure 3 shows that
the proportion of extremely wrong classifications was
relatively low (eg, predicted membership HD & HC
when the jobs were actually charactenzed by LD & LC).

Discussion

Our study shows that positive and negative work expe-
riences are differently predictive of the four combina-
tions of job demands and job control, as proposed by
the demand—control model (1, 2). Our hypothesis that
the amount of demands and control could be predicted
on the basis of reported health impairment and active
learning was confirmed. By means of a discriminant
analysis, we were able to separate the four quadrants of
the demand--control model according to the employees’
pattern of response to questions about different indica-
tors of health impairment and active learning and not
according to that of unique indicators, as is the case with
the use of a multivariate analysis of variance. In addi-
tion, for more than two groups, “discriminant analysis
is preferred because it is computationally more efficient
than logistic regression analysis” (32, p 335). In other
words, our alternative methodology was successful n
detecting the reported combinations of job demands and
control on the basis of employees’ burnout and engage-
ment. Each of the four combinations of demands and
control was differentially related to the experience of
strain consequences or motivational outcomes.

Scand J Work Environ Health 2001, vol 27, no4 283
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Figure 3. Results of the classification procedure.

The indicators that were responsible for the discrim-
ination between low versus high job control were pro-
fessional efficacy, vigor, dedication, absorption, and
commitment. In other words, the experience of job con-
trol is probably responsible for the experience of moti-
vation and learning. Note, however that cynicism (ie,
distancing from work) — which was seen as an indica-
tor of low motivation (33) — made no contribution to
this discrimination. Thus cynicism is not only strongly
(and negatively) related to the conceptual similar con-
structs, for example, dedication, but is also strongly (and
positively) related to the other core burnout component
of exhaustion. It therefore justifies the designation of
burnout as an affective-motivational syndrome (ie, the
existence of one component increases the possibility of
the existence of the other component). On the other
hand, the discrimination of low versus high job demands
was mainly based on employees’ levels of exhaustion
and health complaints. [t seems, in other words, that job
demands were the factor most clearly responsible for the
development of health impairment.

However, the combination of both discriminant
functions gives a more accurate insight into the relation-
ship between demands and control on one hand and pos-
itive and negative experiences at work on the other hand.
The employees who reported low demands and low con-
trol reported both low active learning and little strain,
which is in agreement with Karasek’s (1, 2) predictions.
In addition, the job strain hypothesis, referring to a work
situation of high demands and low control was also con-
firmed. The employees who worked under such condi-
tions experienced pronounced strain consequences and
low active learning. However, inconsistent with predic-
tions from the demand—control model, employees who
reported low demands and high job control (e, in so-
called low strain jobs according to Karasek's terminol-
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ogy) experienced few strain consequences but scored
relatively high on active learning as well. Furthermore,
employees in active jobs (high demands and high con-
trol) reported not only high motivation but also high lev-
els of strain, a finding also not completely in line with
the prediction of the model, since one would expect ac-
tive learning and average psychological strain in such
work environments,

Our study produced some remarkable findings. First,
our findings suggest that active jobs may not only lead
to increased worker motivation and learning, but also
to high strain. This simultaneous existence of both mo-
tivation and health impairment in so-called active jobs
requires a systematic observation in future studies. It
may represent a specific feature of our population, or it
might mean that a high level of job demands is linked
to health impairment with or without the additional
availability of job control. Furthermore, it could also be
that, in this group, job demands were in fact too high.
If this were the case, much of the energy mobilized by
job demands could not be translated into effective prob-
lem solving (1e, job control), the consequence being
much residual strain (2). This possibility is also consist-
ent with the ideas of Warr’s Vitamin Model (34), which
assumes that neither too many nor too few demands are
good for employees.

A second remarkable finding is that low-strain jobs
may not only lead to reduced health impairment, but also
to the experience of active learning This finding also
contradicts the prediction of the demand-contro! model
and may be due to method artifacts (motivated employ-
ees assessing their jobs as less demanding), or it may
represent another point of view in the interpretation of
job demands (ie, demands are a troublesome aspect of
the job and require additional effort from the employee
in order to be fulfilled). According to our findings, high



job demands are hinked to an overrepresentation of strain
(independent of job control), whereas high job control
is related to an overrepresentation of active learning (in-
dependent of the level of demands). In other words, job
control seems to be an insufficient buffer that could tem-
per the effects of job demands, or job demands seem to
have an overwhelming character for employees. Con-
sequently, the results of our study raise the necessity of
additional investigation into the specific mechanisms of
how high job demands must be to become a challenge
(and further lead to motivation and active behavior) and
from what level they are overwhelming (and conse-
quently result in health impairment).

These findings generally support the assumption of
different ill-health indicators for the distinct combina-
tions of demands and control. Although the discriminat-
ing solution was not completely accurate, the correct
classifications had the highest frequency, and the ex-
tremely wrong classi‘ﬁcations had the lowest frequen-
cy. More importantly, the combinations of demands and
control that were on the active learning diagonal, and
clearly represent the interaction effect (LD & LC and
HD & HC), could be efficiently discriminated from each
other. The same applies for the strain diagonal (LD &
HC and HD & LC). However, the resulting relationships
between job demands and job control on one hand and
positive and negative outcomes on the other do not com-
pletely confirm the expectations of the demand—control
model, but they do confirm the job demands-resources
model (16, 17). The job demands-resources model states
that excessive job demands are primarily related to neg-
ative stress reactions, like exhaustion, whereas job re-
sources are mainly related to motivational outcomes,
like engagement and professional efficacy. Recent stud-
ies with this model have clearly shown that the relation-
ships between job demands and motivational indicators,
as well as between job resources and strain are margin-
al (16, 17).

A weakness of our study is that both job character-
istics and outcomes were measured with a cross-section-
al, self-report questionnaire. In principle, this method-
ology throws the causality hypothesis into a questiona-
ble state. However, several longitudinal studies in this
domain have shown that job characteristics, like job de-
mands and job control have causal predominant relation-
ships with health outcomes in such a way that the out-
comes tend to occur after job perceptions, rather than
vice versa (35). As far as the self-report measures are
concerned, the job holder seems to be the most impor-
tant source to offer information regarding his or her
umque job position (36). Other, “objective” methods,
such as observers’ ratings, appear to be good alterna-
tives, but they also suffer from problems, including ob-
server bias and halo and stereotyping effects (37). Fur-
thermore, common method variance should not have
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inflated the relationships of the variables, since a con-
firmatory factor analytic approach, using only a single
factor method (38), showed that a method factor could
not adequately explain the variance of the study varia-
bles. In a similar vein, the two-factor confirmatory fac-
tor analytic approach, in which one factor was opera-
tionalized by all positively phrased scales (job control,
vigor, dedication, absorption, commitment and profes-
sional efficacy) and the second factor was operational-
ized by all negatively phrased scales (job demands, ex-
haustion, cynicism, and health complaints), revealed that
response bias due to item wording was again insufficient
in explaining the variance of the variables under study.

An advantage of our study was the inclusion of both
positive and negative outcomes of job (re)design with
respect to the individual, as recommended by Karasek
(2). The results of our study show that, to obtain better
insight into the postulated effects of the demand—con-
trol model and to find support for the postulated (inter-
action) effects (15), the inclusion of both positive and
negative outcomes is necessary.

In summary, our methodology appeared to be suc-
cessful in investigating the importance of combinations
between job demands and job control in predicting
health impairment and active leaming or motivation.
Health impairment differentiated between low and high
demanding jobs, whereas active learning differentiated
between jobs allowing low and high job control. Nev-
ertheless, the specific hypotheses of Karasek (1) that are
inherent in the demand-control model were only
partly confirmed, since the low-strain jobs were filled
by employees without health impairments but with mo-
tivation, whereas the active jobs included employees
with motivation but also reporting health complaints.
Future studies should therefore set out the interplay of
the two core assumptions of the demand-control model
i combination with longitudinal research designs
and focus more explicitly on the motivation or active
learning hypothesis.
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