Chapter 4
Personal and Situational Work-Based
Identity Antecedents

Roslyn de Braine and Gert Roodt

4.1 Introduction

The broad research aims of the Work Identity research project were formulated in
relation to the research model (Fig. 1.4) presented in Chap. 1. Chapter 2 provides an
explanation of the work-based identity (WI) formation process based on two promi-
nent identity theory streams. The WI construct was conceptualised based on the
identity prototypes resulting from the identity formation process. The aim of the
current chapter is therefore to present a review of the literature on specific personal
and situational antecedents potentially related to WI that are to be used in the Bester
(2012) and De Braine (2012) studies.

Firstly, this chapter explains how the interactions between the personal or individual
and situational or work characteristics help to develop WI. Thereafter, the relevance
of using the Job Demands-Resources (JD-R) model as a basis or as a foundational
framework for the prediction of WI is explained.

What follows next is a series of discussions on personal resources and job
demands, and how those selected JRs and JDs are to be used in these two studies.
The possible mediation role of JDs on the relationship of JRs and WI is briefly
explained.

This chapter then concludes with a discussion of the literature on the potential
biographical and demographical control variables and their role in the possible
prediction of WI.
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4.2 Interaction of Individual and Work Characteristics

Work identities develop as a result of the interplay between an individual’s dispositions
and structural conditions of the work context (Kirpal 2004a). These dispositions
could be personality, self-efficacy and the regulatory focus of an individual (Tims
and Bakker 2010). It could also include constructs like work beliefs, intrinsic
motivation, organisational-based self-esteem and optimism. These constructs or
individual dispositions could also be viewed as personal resources. The role that
personal resources may have with W1 has never been studied before. This is discussed
later in this chapter.

These constructs have not been included in any of the doctoral studies in the
research project, but it is worth mentioning for future studies on WI. The scope of
the two doctoral studies that looked at the antecedents of WI focused mainly on the
prediction role of structural conditions. Structural conditions of the work context
could, amongst other variables, include work characteristics. Work characteristics
were delineated into two broad categories: job demands and JRs, as postulated in
the Job Demands-Resources (JD-R) model in the prediction of work engagement
(Xanthopoulou et al. 2007). Consequently, both JDs and JRs are adjusted by
employees through the process of job crafting (Tims et al. 2012), which helps
employees to modify their work identities (Wrzesniewski and Dutton 2001).

4.2.1 Relevance of the JD-R Model in Predicting
Work-Based Identity

The JD-R model was developed and introduced by Demerouti et al. in 2001. It
has been more extensively used to predict work engagement, well-being and
burnout (Hakanen et al. 2005; Mauno et al. 2007; Schaufeli and Bakker 2004)
than older stress models such as the Job Demands-Control model (Karasek 1979)
and the Effort-Reward Imbalance model (Siegrist 1996). This is due to the lim-
ited number of job characteristics that the older models consider (Bakker and
Demerouti 2007; Van den Broeck et al. 2008), whereas the JD-R model can
incorporate all types of both proximal resources or demands (those close to the
individual — e.g. supervisor support, etc.) and distal resources or demands (those
more removed from the individual — e.g. such as supporting climate). The JD-R
model has therefore demonstrated external validity (Xanthopoulou et al. 2007). On
these grounds it also becomes highly applicable in the study of WI, as it poten-
tially caters for all professional, occupational and career identities of individuals.
The foundational argument is that the ratio between JRs and JDs will either grow
(in the case where JRs are proportionally dominant) or inhibit (in the case where
JDs are proportionally dominant) WI.

The specific JDs and JRs that were used in this study were primarily taken from
the Job Demands-Resource Scale (JDRS) that was developed by Jackson and
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Rothmann (2005). These resources were growth opportunities, organisational
support and advancement. The job demands taken from the JDRS were overload
and job insecurity. Additional JRs were also added that were outside of the traditional
JDRS model. These included task identity (Hackman and Oldham 1975), team climate
(Anderson and West 1998) and perceived external prestige (Carmeli et al. 2006).
Work-family conflict (Netemeyer et al. 1996) was an additional job demand outside
of the JDRS that was also included as a possible predictor of work identity. Task
identity was chosen due to its positive correlation with job involvement (Udo et al.
1997). Job involvement is considered to be an indicator of WI. Team climate was
chosen because the use of teams is becoming more prevalent in South African
organisations (Robbins et al. 2011). Perceived external prestige was chosen because
it influences organisational identification (Smidts et al. 2001), which is regarded as
another indicator of WI. The additional job demand work-family conflict was
specifically chosen because of the role pressure incompatibility that it can create.
This directly influences work identity.

4.2.2 Job Resources

3

Job resources (JRs) are ‘...those physical, psychological, social or organisational
aspects of a job that either/or (1) reduce job demands and the associated physiological
and psychological costs; (2) are functional in achieving work goals; and (3) stimulate
personal growth, learning and development’ (Demerouti et al. 2001: 501). JRs can
further be grouped into proximal and distal JRs. Proximal resources (those closer to
the individual) could include resources like skill variety, relationship with supervisors
and peers and role clarity. Distal resources (those further removed from the individual)
could include team climate, perceived external prestige and flow of information and
communication. Furthermore JRs are considered critical for employee retention.
When employees experience low work engagement, low job autonomy and low
departmental resources, they are more likely to leave their companies or transfer to
other departments (De Lange et al. 2008). It is not clear at this point in time whether
distal resources show weaker relationships with outcome variables.

JRs are linked to identification through the process of social exchange. A social
exchange is judged to be one of quality when employee inputs (examples include
work, time and effort) into the relationship are equivalent to the benefits (examples
include salary, promotion and recognition) that the employee receives from the rela-
tionship. If the social exchange is deemed favourable by the employee, the employee
then becomes more motivated to maintain the work relationship (Van Knippenberg
et al. 2007). From this point, a merging occurs between the individual and the
organisation, and deep structure identification begins to develop (Rousseau 1998).
JRs are also related to work-based identity through the process of job crafting. It is
postulated that employees may increase their level of JRs in order to handle JDs
more successfully (Tims and Bakker 2010). This influences the revision of an
individual’s work identity (Wrzesniewski and Dutton 2001).
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4.2.3 Job Demands

Job demands (JDs) refer to “...those physical, social, psychological, or organisa-
tional aspects of a job that require sustained physical and/or psychological (i.e.
cognitive and emotional) effort on the part of the employee and are therefore associated
with certain physiological and/or psychological costs’ (Demerouti et al. 2001:
501). JDs can further be grouped into proximal and distal job demands. Proximal
JDs (those closer to the individual) include emotional demands, role ambiguity,
role conflict, lack of job control, lack of social support from supervisors and col-
leagues, lack of feedback and work overload. Distal JDs (those further removed
from the individual) could include an unfavourable physical work environment and
an unsupportive climate. Job demands are usually associated with the negative
characteristics in an individual’s job that, if not adequately dealt with, can lead to
ill-health. It is not cleat this point in time whether distal JDs show a weaker rela-
tionship with outcome variables.

However, JDs may at times be viewed in a more positive light as job challenges
(Van den Broeck et al. 2010). Van den Broeck et al. differentiated between two types
of JDs: JDs that hinder optimal functioning, termed job hindrances, and JDs that
challenge an employee to exert energy and effort to execute work tasks, termed job
challenges. Job hindrances serve to frustrate the process of employees achieving
their work-related goals and can lead to ill-health. Job challenges serve to stimulate
individual effort to overcome work difficulties and contribute to the fulfilment of
individual needs. In as much as job challenges may contribute to as increased well-
being, it can also contribute to burnout and ill-health (Van den Broeck et al. 2010).
The implication may be that when job challenges become too high to cope with,
negative consequences may Occur.

Evidence that JDs may be related to work-based identity alludes to the process
of job crafting and the process illustrated by Hockey’s (1997) Compensatory
Regulatory-Control model, in which employees aim to protect themselves against
the pressure from JDs. This is explained later in this chapter. Job crafting is defined
as ‘...the physical and cognitive changes individuals make in the task or relational
boundaries of their work’ (Wrzesniewski and Dutton 2001: 179). It is postulated
that, as employees engage in crafting their jobs, they may increase their level of job
challenges to increase opportunities to use more of their skills, or they may decrease
the level of job hindrances to limit the possible negative effects of job hindrances
(Tims and Bakker 2010).

4.3 Dual or Parallel Processes of the JD-R Model

Another motivation for using the JD-R model in the prediction of work-based identity
is its ability to view two parallel processes that influence employee well-being. The
two parallel processes are: (a) a de-energising process in which JDs exhaust an
employee’s mental and physical resources, which could lead to burnout and,
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eventually, ill-health, and (b) a motivational process in which JRs promote work
engagement, which could lead to organisational commitment (Hakanen et al. 2006;
Hakanen and Roodt 2010).

The de-energising process associated with the JD-R model is due to the influ-
ence of job hindrances. This process can be understood by applying the premise
of Hockey’s (1997) Compensatory Regulatory-Control (CRC) model, which
states that stressed employees struggle with protecting their primary performance
goals (benefits) in the midst of dealing with increased JDs that require an increased
amount of mental effort (costs). An employee thus mobilises his or her compensa-
tory effort to cope with this struggle. If this compensatory effort is continuous, the
employee will experience energy loss, which could ultimately result in burnout
and ill-health. This process is associated with physiological and psychological
costs, such as increased sympathetic activity, fatigue and loss of motivation
(Hakanen et al. 2006; Hakanen and Roodt 2010). Evidence of this process was
found in a cross-lagged longitudinal study done on Finnish dentists in whom JDs
were positively correlated with burnout and depression over a period of 3 years
(Hakanen et al. 2008).

As part of the motivational process, JRs intrinsically help to foster employee
growth, learning and development or extrinsically by helping an employee to
achieve his or her work goals (Hakanen et al. 2006; Hakanen and Roodt 2010).
The self-determination theory provides support for this motivational process
(Deci et al. 1991). The self-determination theory postulates that if the need for
competence, relatedness and autonomy (or self-determination) is met in any
social context, well-being and increased commitment are enhanced. An example
of this can be demonstrated by the proximal JR organisational support, which is
shown by supervisory and peer support. JRs play a vital role in promoting work
engagement (Bester2012). Work engagementis closely related to WI. Consequently
it has been shown that work engagement and work-based identity shared about
70 % common variance (De Braine and Roodt 2011). WI has also shown to predict
work engagement (Bester 2012).

Hobfoll’s (1998, 2002) conservation of resources (COR) theory also provides
a sound board for the motivational role that JRs play in employee well-being.
The basic premise of this theory is that employees aim to conserve, retain or
protect the resources that they have at their disposal in their work environments.
They also attempt to bring in additional resources to prevent losing their existing
resources, and they will even risk resources to gain resources (gain spiral).
Furthermore, employees with many resources are less likely to lose resources,
and, vice versa, employees with a lack of resources are more likely to lose
resources (loss spiral) (Hobfoll and Shirom 2001). Gaining more resources also
enhances engagement (Hakanen and Roodt 2010). Individuals also use their
physical, emotional and cognitive selves to perform their roles (Kahn 1990).
These are personal resources that assist an individual to work. According to
Fredrickson’s (2000) broaden-and-build (BAB) theory, positive emotions help to
build enduring personal resources. It helps to foster creativity and the willing-
ness to experiment with new things.
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4.4 Interactions Between Job Demands and Job Resources

Generally, JDs are negatively correlated with JRs (Bakker and Demerouti 2007,
Xanthopoulou 2007). JRs have been found to be the strongest predictors of work
engagement (Bakker et al. 2008; Mauno et al. 2007; Rothmann and Jordaan 2006;
Schaufeli and Bakker 2004), especially in the midst of high JDs (Bakker et al. 2008;
Rothmann and Jordaan 2006), and have shown to be negatively related to exhaustion
and cynicism (Bakker et al. 2004). Furthermore, empirical evidence indicates that
JRs are able to buffer the negative impact of JDs on burnout. It was found that JRs
buffer the relationship between workload and exhaustion. Social support, for
example, buffers the relationship between workload and cynicism (Xanthopoulou
et al. 2007). The buffer effect has not been supported in every study on burnout
(Bakker et al. 2004). Although the buffer effect of JRs was not addressed as an
objective in the current studies of W1, it is mentioned to motivate how important JRs
are in employee well-being.

4.5 Personal Resources

As indicated earlier, the study of the possible relationship that personal resources
may have with WI has never been studied before. It is an important construct to
study in terms of WI, as personal resources have shown to have positive effects on
physical and emotional well-being (Chen et al. 2001; Scheier and Carver 1985).
Personal resources are aspects of the self that are generally linked to resiliency and
refer to individual’s sense of their ability to control and impact upon their environ-
ment successfully (Hobfoll et al. 2003). Personal resources could include self-
efficacy, organisational-based self-esteem and optimism. Personal resources were
included in the JD-R in the prediction of work engagement (Xanthopoulou et al.
2007). They were found to mediate the relationship between engagement and
exhaustion and influenced the perceptions of JDs. Furthermore in a longitudinal
study by Xanthopoulou et al. (2009), it was suggested that personal resources were
reciprocal with JRs and work engagement. This in essence means that JRs predict
work engagement and personal resources, and in turn personal resources predict JRs
and work engagement (Demerouti and Bakker 2011). A useful construct that can be
used to explain personal resources is PsyCap (abbreviated from Psychological
Capital), which consist of the following constructs: hope, efficacy, resilience and
optimism (Avey et al. 2010). PsyCap has been shown to positively influence well-
being (Avey et al. 2010).

An assumption could be made that it would, based on the positive nature of
identification in the workplace and the finding that W1 predicts work engagement
(Bester 2012), that personal resources as part of the JD-R model could predict
WI. Also the development of work identity as a result of the interplay between an
individual’s dispositions and structural conditions of the work context is yet to be
investigated. This will provide insight into the possible role of personal resources
on work identity.
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4.6 Job Resources and the Rationale for Using
Some of Them in These Studies

As stated earlier, JRs include those °...physical, psychological, social or organisational
aspects of a job that either/or (1) reduce job demands and the associated physiological
and psychological costs; (2) are functional in achieving work goals; and (3) stimulate
personal growth, learning and development’ (Demerouti et al. 2001: 501). The JRs
that were used in the two doctoral studies on the antecedents of work-based identity
were chosen based on the above listed aspects. In this section of the chapter, a
specific focus is placed on the following JRs: growth opportunities, organisational
support, advancement, task identity, perceived external prestige (organisational
reputation), team climate and need for organisational identity (nOID). Growth
opportunities will be the first JR discussed.

4.6.1 Growth Opportunities

The following variables related to growth opportunities within organisations will be
discussed: skill variety and opportunities to learn. These indicators of growth oppor-
tunities were derived from the adapted JD-Resources Scale (JDRS) (Jackson and
Rothmann 2005) that was used in De Braine’s (2012) doctoral study.

4.6.1.1 SKkill Variety

The presence of skill variety has a highly motivational role in the work life of an
employee (Nel et al. 2008; Rothmann and Jordaan 2006) and has been shown to be a
predictor of job satisfaction (Anderson 1984; Glisson and Durick 1988; Udo et al.
1997). Skill variety refers to ‘...the degree to which a job requires a variety of differ-
ent activities in carrying out the work, which involves the use of a number of different
skills and talents of the employee’ (Hackman and Oldham 1975, p. 161). It also posi-
tively relates to an employee’s experienced meaningfulness and responsibility in his
or her work (Nel et al. 2008), which helps with the cultivation of work engagement
(Olivier and Rothmann 2007). What is important to note is that skill variety has been
shown to be positively correlated with job involvement (an indicator of work-based
identity) and intention to stay (Udo et al. 1997). Moreover, a job that allows scope for
skill variety aids employees in the execution of their daily tasks. This in turn helps
employees to fulfil their respective roles and thus strengthening their work identities.

4.6.1.2 Opportunities to Learn

The growth and development of employees cannot be achieved without providing
employees opportunities to learn. Such opportunities assist employees to gain the
necessary knowledge, skills and attitudes to fully participate in their respective
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occupational communities of practice. These communities foster the development
of professional identities (Kirpal 2004a; Loogma et al. 2004). Professional identity
is regarded as one of the indicators of work identity. This has been regarded as a
strategy that employers use to develop and enhance the work identities of their
employees (Brown 2004), which can happen through the individual and social
learning experiences of employees at work (Collin et al. 2008).

4.6.2 Organisational Support

Individuals need the support of their organisations to perform in their jobs. An
example of organisational support could include managerial and peer support. The
perceptions that employees have of the respective support that they get from their
organisations can also be regarded as important for the enhancement of work identi-
ties. This is known as perceived organisational support. This term was coined and
defined by Eisenberger et al. (1986: 501) as the ‘...global beliefs concerning the
extent to which the organisation values their contributions and cares about their
wellbeing’. If an employee perceives that the organisational support helps to meet
their needs for recognition and approval, they will incorporate their organisational
membership into their self-identities (Ashforth and Mael 1989). The cognitive
schema that is derived from the organisational membership leads to an experienced
congruence between their working selves and their broader self-concept (Turner
1978), which enhances their work-based identity.

The following variables related to organisational support within organisations
will be discussed: relationship with supervisors and colleagues, communication,
role clarity and participation in decision-making. These variables were also taken
from the JDRS.

4.6.2.1 Relationships with Supervisors and Colleagues

Work identities in essence are social identities that individuals display in their spe-
cific roles in organisations. Employees take on a role and a relational identity as they
interact and work with colleagues, supervisors and clients in their particular work
context to achieve their work goals. Research suggests that healthy interpersonal
relationships between supervisors and subordinates are critical for the development
of organisational identification (Witt et al. 2002) and also help to develop employees’
professional identities (Dobrow and Higgins 2005). Both organisational identification
and professional identity are indicators of WI.

Subordinates judge the kind of supervisory support that they receive from their
supervisors. Supervisory support refers to ‘...the degree to which employees per-
ceive that supervisors offer employees support, encouragement, and concern’
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(Babin and Boles 1996: 60). This creates positive relationships between supervisors
and subordinates. Furthermore, positive relationships with supervisors and peers
assist with developing teams (Riketta 2005), creating satisfaction (Brunetto and
Farr-Wharton 2002; Cohrs et al. 2006) and engaged employees (Bakker et al. 2007,
Mostert and Rathbone 2007; Schaufeli and Bakker 2004). It also helps to buffer the
effects of JDs on employees (Berry 1998; Xanthopoulou et al. 2007). Interactional
justice (perceived fairness of the interpersonal treatment received from the supervi-
sor) is also strongly associated with work-unit identification (Olkkonen and
Lipponen 2006).

4.6.2.2 Flow of Information and Communication

Employee communication has been defined as ‘...the communication transactions
between individuals and/or groups at various levels and in different areas of spe-
cialisation that are intended to design and redesign organisations, to implement
designs and to coordinate day-to-day activities’ (Frank and Brownell 1989: 5-6).
Employee communication is an antecedent of organisational identification through
two of its components: the content of organisational messages and the communica-
tion climate of an organisation. The content of organisational messages includes
information about the organisation’s goals and objectives and information regard-
ing the roles that employees perform. Communication climate is described as the
communicative elements within a work environment, such as the trustworthiness
of information (Smidts et al. 2001). In the study by Smidts et al. communication
climate proved to be a better predictor of organisational identification than the
content of communication.

4.6.2.3 Role Clarity

Work roles are regarded as important aspects of the self (Mortimer and Lorence
1989), in which individuals display their WI (Lloyd et al. 2011; Walsh and Gordon
2007). Therefore, the issue of role clarity becomes so important to employees. Role
clarity refers to the certainty that individuals have regarding what is expected from
them in their work roles (Bush and Busch 1981). If employees lack role clarity, they
will struggle to craft their jobs on a task and relational level and struggle to identify
with their work. Job crafting is defined as ‘...the physical and cognitive changes
individuals make in the task or relational boundaries of their work...” and which
causes work identities to be revised and changed (Wrzesniewski and Dutton 2001:
179). Furthermore, a lack of role clarity also affects employee affective commitment
(Meyer and Allen 1988). It can also lead to employees experiencing mental distance
and exhaustion in their work (Koekemoer and Mostert 2006), which will then
further cause a de-identification with work.
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4.6.2.4 Participation in Decision-Making

Modern workplaces are allowing employees to engage or participate in decision-
making. This has led to the improvement of production methods, the lessening of
bureaucracy and the blurring of the boundaries between workers and management.
Through this, a decline of traditional class-based identities has occurred (Baugher
2003). Organisations now have to consider how employees participate and exercise
their selves in their work (Billet 2006). Active participation in an organisation
through an open communication climate helps to develop organisational identification,
which, in turn, increases the self-enhancement of employees (Smidts et al. 2001).
Self-enhancement is a key motive for identification according to social identity
theory (Pratt 1998).

4.6.3 Advancement

The workplace is considered to be one of the key places where human development
and growth occur (Gini 1998). The following variables related to advancement
within organisations were taken from the JDRS (Jackson and Rothmann 2005):
remuneration, career possibilities and training opportunities. These will be dis-
cussed in the next section.

4.6.3.1 Remuneration

Although it has been shown that individuals connect and identify with organisations
based on more than just receiving economic rewards (Dutton et al. 1994), economic
rewards are still considered to be one of the primary reasons why people work
(Steers and Porter 1991). Pay satisfaction has shown to have a positive impact on
job satisfaction (Igalens and Roussel 1999) and intentions to stay (Brown et al.
2004). Furthermore, an argument more closely related to work identity is the notion
that a salary helps to enhance an employee’s self-status as they progress to higher
career levels. Employees see a connection between a salary increase and the attain-
ment of the next career level (Rowold and Schilling 2006).

4.6.3.2 Career Possibilities

It is assumed that employees who exhibit high career salience will spend more time
exploring career possibilities in organisations. It is also assumed that such employees
will also become more involved in their profession’s community of practice, where
they can interact with others in their field and further develop their abilities and
skills to improve their career or professional identity. This allows for self-status and
self-enhancement to occur as the individual’s skill increases (Brown 2004).
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4.6.3.3 Training Opportunities

In a similar way to opportunities to learn, training opportunities can also be utilised
as an employer strategy to develop work identities. Such opportunities allow
employees to gain job-related competencies (Noe 2005). Furthermore, formal training
also plays a motivational role as it helps employees to develop expertise and confi-
dence, to facilitate the process of professional exchange between colleagues, and
assists with new options for broader learning (Kirpal 2004b). This encourages
employee identification with work (Kirpal 2004b). In a study by Collin (2009), it
was found that learning and work-related identity are related to one another.

4.6.4 Task Identity

Task identity, in a similar way as skill variety, also plays a strong motivational role
on both an intrinsic and extrinsic level for employees (Rothmann and Jordaan 2006).
It is defined as ‘...the degree to which the job requires completion of a “whole” and
identifiable piece of work — that is, doing a job from beginning to end with a visible
outcome’ (Hackman and Oldham 1975: 161). Previous studies have shown that task
identity is positively correlated with job involvement (an indicator of work-based
identity) and intention to stay (Udo et al. 1997). It is also a predictor of job satisfaction
(Anderson 1984; Glisson and Durick 1988; Udo et al. 1997). Task identity also
influences the experience of meaning at work and sense of responsibility in employees
(Nel et al. 2008).

4.6.5 Perceived External Prestige (PEP)

Perceived external prestige is related to organisational prestige. According Carmeli
et al. (2006), there are three key constructs that are presented in research on organ-
isational prestige: corporate reputation, organisational identity and perceived external
prestige (PEP). They further stated that each of these constructs can have an influ-
ence on employee identification.

Perceived external prestige (PEP) is defined as °...the judgment or evaluation
about an organisation’s status regarding some kind of evaluative criteria, and refers
to the employee’s personal beliefs about how other people outside the organisation
such as customers, competitors and suppliers judge its status and prestige’ Carmeli
et al. (2006: 93). In a study on corporate image, another term related to PEP by
Riordan et al. (1997), it was found that corporate image is positively related to job
satisfaction and negatively related to intentions to leave the organisation.

Organisational prestige was found to be a significant antecedent of organisational
identification (Mael and Ashforth 1992) and job satisfaction (Tuzun 2007). This
may be due to the role that identification with a group plays in enhancing self-image

3
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(Ely 1994). Smidts et al. (2001) found that the more prestigious the employee
perceives an organisation to be, the greater the potential for identification with the
organisation. Similar findings were established by Fuller et al. (2006).

4.6.6 Team Climate

Team climate represents a team’s shared perception of organisational policies,
practices and procedures (Anderson and West 1998). They further propose that it is
comprised of four broad factors: (a) shared vision and objectives, (b) participative
safety, defined as ‘... a situation in which involvement in decision-making is
motivated and occurs in a non-threatening environment’ (Bower et al. 2003: 273),
(c) commitment to excellence, involving a shared concern for the quality of task
performance and (d) support for innovation, which includes expressed and practical
support (West 1990).

According to Klivimaki and Elovainio (1999), team climate also includes
perceptions of a shared commitment to teamwork, high standards and systemic
support for cooperation. This notion of shared perceptions is supported by Al-Beraidi
and Rickards (2003). Individuals need to share their perceptions and work together
as a team, and for a healthy team climate to develop, individuals need to interact
(Anderson and West 1998). This is supported by Loewen and Loo (2004). The
sharing of insights and having a common goal are indicators that individual team
members have adopted the group’s perspective as their own (Burke and Stets 2009).
This, in turn, helps to create a positive self-identity (Goldberg 2003). Team climate
is known to predict process improvement, customer satisfaction and employee
satisfaction (Howard et al. 2005).

The following JR, need for organisational identification (nOID), does not form
part of the traditional JRs as in the JD-R model list, but was added in an exploratory
way by Bester (2012) as a potential resource or pull factor for individuals.

4.6.7 Need for Organisational Identification

Bester (2012) considered need for organisational identification (nOID) in his study
as an antecedent of WI. NOID falls outside the definition of JRs as formulated in the
traditional JD-R model. NOID should rather be viewed as a pull factor or a factor
that will facilitate WI within the framework of a force field analysis model of
WI. NOID is defined as ‘...an individual’s need to maintain a social identity derived
from membership in a larger, more general social category of a particular collective’
(Glynn 1998: 240). The larger social category could be an organisation (Kreiner and
Ashforth 2004). Individuals are motivated by an organisation’s attributes if it helps
to reinforce their individual self-concept (Walsh and Gordon 2007), which thus
drives increased performance (Kreitner et al. 1999). Through nOID, a person
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expresses which role the opposing drives of ‘I or me’ (individual distinctiveness)
versus ‘we’ (organisational inclusivity) play in WI (Brewer 1991: 476). Finally, in a
study to establish different degrees of identification, Kreiner and Ashforth (2004)
found that nOID, organisational identification and positive affectivity are positively
associated with one another.

4.7 Job Demands and the Rationale for Using
Some of Them in These Studies

As stated earlier, JDs include °...those physical, social, psychological, or organisa-
tional aspects of a job that require sustained physical and/or psychological (i.e.
cognitive and emotional) effort on the part of the employee and are therefore associated
with certain physiological and/or psychological costs’ (Demerouti et al. 2001: 501).
JDs may also be categorised as physical, cognitive and emotional demands. The JDs
overload and job insecurity form part of the JDRS that was used in this study. The
JD work-family conflict was an additional JD that was added in De Braine’s study.
The fifth demand (breach of psychological contract) was added in an exploratory
fashion in the Bester (2012) study which also falls outside the traditional JD-R
model. In this case breach of psychological contract is viewed as a push (restrain-
ing) factor in the force field analysis framework. Overload and job insecurity can be
regarded as being both cognitive and emotional demands. They both have the poten-
tial to trigger cognitive and emotional effort from individuals when required. Work-
family conflict can arise as a result of high JDs which can be the result of demands
that can be either physical, cognitive and/or emotional. Breach of psychological
contract can be regarded as a cognitive and emotional demand. These JDs will be
discussed in more detail in the following four sections.

4.7.1 Overload

Work identities are greatly influenced by workload pressures and competitive work
environments (Collin et al. 2008). Work overload, cited as the most frequent job
stressor (Oliver and Griffiths 2005), is regarded as anything that places high atten-
tional demands on an employee over an extended period of time (Berry 1998). It is
also known as a job strain due to the high demands that is coupled with it (Bakker
and Demerouti 2007). Overload can be categorised into quantitative and qualitative
overload. Quantitative overload is described as having too much work to do in the
time available. This kind of load is known to lead to stress-related ailments such as
coronary heart disease. Qualitative overload is characterised by work that is too
difficult for an employee (Nel et al. 2008) or work that requires high concentration
levels (Dietstel and Schmidt 2009). Two distinctive types of overload are mental
overload and emotional overload.
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Mental overload influences how an employee delivers his or her work outputs. If
employees struggle to perform their daily tasks, it will affect the way they craft their
jobs which will, in turn, affect their work identities. On a positive note, cognitive
demands have also been shown to be positively related to work engagement (Bakker
et al. 2005).

‘Emotions are dependent and activated by social relationships’ (Cartwright
and Holmes 2006: 203) and are regarded as being pivotal to how identity is
formed and defined (Zembylas 2003). Some jobs and occupations are character-
ised by a high amount of emotional load or emotional demands, which can nega-
tively influence an employee’s identity. A classic example of this emotional load
is particularly prevalent in the work of teachers. Having to continually display a
caring attitude can be seen as an emotionally exhausting professional demand
(O’Connor 2008). Emotional exhaustion is defined as °...the feeling of being
emotionally overextended and exhausted by one’s work’ (Maslach and Jackson
1981: 101). It is usually coupled with time pressure and work overload (Lee and
Ashforth 1996).

4.7.2 Job Insecurity

Job insecurity refers to ‘feeling insecure in the current job and level with regard to
the future thereof” (own emphasis) (Rothmann et al. 2006). It forms part of the JDs
resources scale (JDRS) (Jackson and Rothmann 2005) and is considered a JD. It is
also regarded as ‘...a sense of powerlessness to maintain desired continuity in a
threatened job situation’ (Greenhalgh and Rosenblatt 1984: 438). From an employ-
ee’s point of view, job insecurity is judged on a cognitive and affective level (Wong
et al. 2005). Low job insecurity has a significant, positive effect on the amount of
dedication an employee displays in his/her work (Mauno et al. 2007). Bosman
et al. (2005) found that individuals who experience job insecurity often experience
less work engagement, more exhaustion and work disengagement. Wong et al.
(2005) found that job insecurity also has an effect on organisational citizenship
behaviour (OCB) and job performance. They further state that these relationships
are dependent upon the organisation type and the level of employee trust (Wong
et al. 2005), and it has been found to be dependent and varied according to eco-
nomic sector, gender and the measuring scales used in a particular study (Mauno
and Kinnunen 2002). In another study, job insecurity was found to be negatively
related to job performance and positively related to absenteeism (Chirumbolo and
Areni 2005). In light of the above findings, it is assumed that job insecurity would
lessen work identification. It is also noted that organisations that offer job secure
work environments are more able to facilitate the development of deep structure
identification (Rousseau 1998).
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4.7.3 Work-Family Conflict (WFC)

Work-family conflict has received considerable attention due to the increasing rate
of participation by women in the workplace (Chandola et al. 2004), the rise in work-
family conflict to the general increase in working hours (Brett and Stroh 2003) and
the extension of work hours into family time (Milliken and Dunn-Jensen 2005), and
the negative effects of WFC experienced by individuals (Allen et al. 2000). It is usu-
ally an outcome of high work demands. In this study we have used it as a predictor
of WI because of how closely it is related to the effects of high JDs and the role
pressure incompatibility that it can create.

Work-family conflict is also described as work-family interference (WFI)
(Greenhaus et al. 2006) and as a job hindrance (Lepine et al. 2005). It is defined as
‘...a form of interrole conflict in which the role pressures from the work and family
domains are mutually incompatible in some respect’ (Greenhaus and Beutell
1985: 77). Greenhaus and Beutell explicate this by stating that work-family conflict
exists when ‘(a) time devoted to the requirements of one role makes it difficult to
fulfill requirements of another role, (b) strain from participation in one role makes
it difficult to fulfill requirements of another; and (c) specific behaviours required by
one role make it difficult to fulfill the requirements of another’ (p. 76).

This is supported by Huang (2000). Due to the incompatibility of roles, work-
family conflict is also defined as °...the extent to which experiences in the work
(family) role result in diminished performance in the family (work) role’ (Greenhaus
et al. 2006: 65). This definition allows for the cross-role reference in performance to
be explained (Greenhaus et al. 2006). There are three forms of work-family conflict:
(a) time-based conflict, (b) strain-based conflict and (c) behaviour-based conflict
(Greenhaus and Beutell 1985). Time-based conflict is associated with the amount of
hours that individuals work and inflexible work schedules. This can lead to strain-
based conflict, which usually develops from role conflict and role ambiguity.
Behaviour-based conflict arises when behaviour in one role makes fulfilling another
role difficult (Greenhaus and Beutell 1985).

Each of the types of work-family conflict relates to role pressure incompatibility
(Greenhaus and Beutell 1985). Role pressure incompatibility will negatively affect
the role identity of the individual at work, which, in turn, will negatively impact the
individual’s WI (Walsh and Gordon 2007).

4.7.4 Breach of Psychological Contract

Bester (2012) also considered the breach of psychological contract as an ante-
cedent in his study. The psychological contract is a subjective set of expectations
(and obligations) that an employee and employer have of each other (Muller-
Camen et al. 2008; Robinson and Morrison 2000). An employee’s experience of the
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psychological contract is influenced by the expectations that the employee has
about fairness, employment security, scope of tasks, development, career,
involvement and trust (Guest and Conway 1997, 2004). This in turn influences
absences, turnover, retention and performance (Muller-Camen et al. 2008).
Employees’ perceptions of contract vary depending on the type and contract of
breach (Schaupp 2012). On these grounds breach of psychological contract was
included as a push factor or demand in this study.

If employees perceive that a breach of psychological contract has occurred
between themselves and their organisation, feelings of resentment can develop
which can lead to the breakdown of organisational commitment (Geurts et al. 1999)
and cause organisational de-identification (Kreiner and Ashforth 2004).

4.8 Mediation of Job Demands on the Relationship
of Job Resources on Work-Based Identity

The JD-R model holds that JRs help to reduce the physiological and psychological
costs associated with JDs (Schaufeli and Bakker 2004). Furthermore, employees
who have high JDs with a lack of resources are likely to develop burnout and experience
a reduction in engagement (Hakanen et al. 2006; Hakanen and Roodt 2010). JRs
influence JDs. One of the conditions for mediation is that the independent variable
(JRs) must significantly account for variation in the presumed mediator (JDs). JRs
predict WI (De Braine 2012). It is assumed that the presence of JDs would reduce
the relationship that JRs have with WI. This is based on the possible physiological
and psychological costs that can be associated with JDs. This provides the basis
with which to assess whether JDs mediate the relationship between JRs and work-
based identity. The aim was to establish if JDs (mediator) account for the relationship
between JRs (predictor) and work-based identity or reduces that relationship.
According to Baron and Kenny (1986) if a significant reduction occurs between an
independent variable and dependent variable via a mediator, then mediation has
occurred. There has been no research conducted on this as yet.

4.9 Biographical Control Variables in the Prediction
of Work-Based Identity

Race, age, nationality and gender are the biographical variables that were explored as
possible moderators of the relationship that JDs and JRs had in predicting work-based
identity. The theoretical model (the proposed bow-tie model in Fig. 1.4 in Chap. 1)
and the concomitant theoretical framework (suggested in Table 1.1 in Chap. 1) guided
the researchers in selecting these demographic and biographic variables, since very
little empirical evidence exists that links these variables to work-based identity.
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4.9.1 Race

Race is often linked to cultural differences but is usually associated with the physical
differences in people (Human 2005). Individuals who are different from the major-
ity race group experience less positive emotional responses to their employing
organisations and usually receive lower performance evaluations from their supervi-
sors of a different race (Miliken and Martins 1996). The concept of similarity to
others provides insight into this. This concept stems from the similarity-attraction
paradigm in which demographic similarity amongst group members leads to inter-
personal attraction (Jackson et al. 1991).

Other findings indicate that diversity usually negatively affects groups in the
early stages of a group’s development, until individual members become more com-
fortable with one another and learn how to integrate (O’Reilly et al. 1989). This may
imply that race influences identification with an organisation from the initial contact
that potential employees have with an organisation. Within the South African work
context, race still remains a contentious issue that affects organisational cultures
(Motileng et al. 2006). It was found in one study that black, coloured and Indian
employees experience higher levels of job insecurity than white employees
(Buitendach et al. 2005). There may be several reasons related to this finding in this
study, but it is an indicator that race does play a role in the experiences of employ-
ees. Furthermore, race is part of an individual’s social identity, according to social
categorisation theory (Ashforth and Mael 1989). This means that race can be a
social category from which individuals view their in-group (their own race group)
in comparison to an out-group (another race group) in an organisation. This can
influence social identification within an organisation. As stated earlier, race is also
related to cultural differences amongst people; this may also serve as a contributor
to differences in work identification. This study will therefore explore if race groups
are related to differences in W1 levels.

4.9.2 Gender

Gender is not only a physical characteristic, it is also a socially constructed factor
into which girls and boys are socialised into gendered work identities (Buche 2006).
The media, educational institutions and role models play a role in this socialisation
process. Girls, in particular, may develop a negative, self-fulfilling prophecy that
becomes internalised into their work identities, as a result of barriers that have
hindered from entering more traditionally male-dominated professions, such as
engineering (Buche 2006). According to the gender model, women’s self and
professional identity are developed around their interdependent relationships with
others and family roles, whereas men are socialised to take on a work identity that
is more independent and goal directed (Dick and Metcalfe 2007).

In terms of gender and JDs, it was found that gender influences job insecurity,
where males experience higher levels of job insecurity than women (Buitendach
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et al. 2005). With regard to work-family conflict — another JD — female participants
who have high levels of family role salience experience higher work-family conflict
than their male colleagues (Biggs and Brough 2005). A study conducted by
Mannheim et al. (1997) revealed that the work centrality of women is lower than
that of men. This may be attributed to the female identity having strong associations
with the family role (Hill et al. 2004).

In the SA context, the younger generations of black women are choosing
careers that are more male dominated and are rejecting the more traditional roles
of women (Gaganakis 2003). This is contrary to what has occurred in the past and
is at least one step in the right direction regarding equal work opportunities.
Although these great strides have been made, an argument still exists that gen-
dered work identities require renegotiation and change to cater for the needs of
the current world of work (Abrahamson 2006). This change is important as women
are experiencing work-family conflict, motherhood issues, insufficient acceptance
in the workplace and a paucity of female role models and mentors (Buche 2006).
Gender discrimination, for example, still continues, and glass ceilings still exist
for women who aspire to top management positions (Grobler et al. 2006). These
factors inevitably affect the level of identification that women experience in the
workplace. Many women are engaging in what Johnston and Swanson (2007)
term cognitive acrobatics to manage their mothering responsibilities and their
work identities. In as similar way, this study will explore if gender groups relate
to differences in WI score levels.

4.9.3 Nationality (Cultural Differences)

Bester (2012) considered the moderating role of different nationality groups
(national cultures) in his study of the work identities of employees in various
multicultural work settings within the UAE. As this study investigates WI in
multicultural work settings, the inclusion of nationality is essential to examine
this aspect. Within multicultural work settings, sometimes there are many cul-
tural differences amongst individuals within a specific nationality. Hofstede’s
(1983) studies on the different cultural dimensions across nations noted that dif-
ferences influence individual identity, the execution of political power and individual
mental programming.

Bester (2012) further noted that national values provide shared meaning in a
nation. The thinking patterns and perceptions of different nationalities may there-
fore be different (Hofstede 1983; Keating and Abramson 2009). This may mean that
different nationalities could think about or perceive a WI process in diverse ways as
the results of multiple studies into WI-associated concepts have shown. Some
researchers proposed that organisational commitment is subordinate to the cultural
context (Adler and Graham 1989).
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4.9.4 Age

Each generation has its varying values and needs (Allen 2003, cited in Nel et al.
2008) that influence job satisfaction. Laff (2008) found that all generations in the
workplace currently experience dissatisfaction with their current employers, but the
younger generation, between the ages of 21-30, is by far the most dissatisfied.
Many studies have indicated that older workers experience more job satisfaction
that their younger counterparts (Spector 2000). In one study, the psychological
contract of older workers was stronger than younger workers (Bal et al. 2008). This
may be due to jobs becoming more intrinsically satisfying for individuals in their
final career stages, which is shown in most career development models (Berry
1998). In some instances, there are no significant differences between older and
younger workers in their job attitudes towards social support, organisational com-
mitment, job satisfaction and turnover intentions (Brough et al. 2011). Age is also
considered a positive determinant of work engagement (Barkhuizen and Rothmann
2006) and work (role) centrality, which is an indicator of work-based identity
(Mannheim et al. 1997).

South Africa has a relatively young population — more than 60 % are younger
than 30 years of age (Grobler et al. 2006). According to Martin (2006), employers
need to be aware of the characteristics of young workers in the twenty-first century,
known as Generation Y. Martin (2006) stated that they are the self-esteem genera-
tion who believe that education is ‘cool’. They are multicultural, socially conscious
team players who have a sense of immediacy and are requiring the highest ‘mainte-
nance’ in history. It is also noted that, within the South African context, older
employees find the growing number of younger workers, women and female managers
stressful (Nel et al. 2008), and this has implications for older workers’ WI. Some
large companies in France, for example, hire young and highly qualified workers
due to the expectation that they will be more flexible in their approach to work and
that they would generally display attitudes that are more in tune with the modern
workplace (Kirpal 2004a). It is argued that age would have a moderating influence
as different generations differ in terms of their needs and values. This would in turn
influence what they seek in organisations.

4.10 Demographical Control Variables in the Prediction
of Work-Based Identity

Flowing from the proposed theoretical model and the suggested research framework
(in Chap. 1), the following demographic variables have been used as control variables
in the doctoral studies: academic qualification, marital status, job level, medical fund
and work region. The first moderator under consideration is academic qualification.
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4.10.1 Academic Qualification

Education includes all educational qualifications from elementary level to university
degrees (Hankin 2005). It provides individuals with the necessary knowledge, skills
(e.g. reading, writing and arithmetic skills), moral values and an understanding of
life. Education, in essence, prepares individuals for career success (Nel et al. 2008).
It therefore enables individuals to develop a professional identity (Feen-Calligan
2005). In one study, academic qualification was shown to have a small moderating
effect on affective and cognitive insecurity (Buitendach et al. 2005).

4.10.2 Marital Status

Marital status influences internal career orientations (Chompookum and Derr 2004).
A career orientation is the occupational self-concept of an individual, which encom-
passes the individuals °...skills, needs, and expectations evolving in the development
of a career’ (Van Wyk et al. 2003: 62). This is then directly linked to the career identities
(an indicator of WI) of individuals. Internal career orientations vary from individual to
individual. It is the product of individuals’ motives, values, talents and personal con-
straints (Chompookum and Derr 2004). Personal constraints are those things that may
constrain an individual pursuing certain career decisions solely on the basis of their
values, motives and talents. An example of this would be a mother who has children
and is given an opportunity to develop her career by studying abroad and decides not to
embark on this opportunity due to her spousal and mothering responsibilities.

Furthermore, it has been reported that married employees with children have a
‘getting secure’ internal career orientation (characterised by a need for lifetime
employment and job security), while single employees tend to have ‘getting high’
(characterised by exciting work and entrepreneurial opportunities) and ‘getting
free’ career orientation (characterised by seeking positions with greater autonomy
and personal space) (Chompookum and Derr 2004; Derr 1986, 1987). It was found
that husband-wife relationships moderate the relationship between experienced
stress and well-being (Burke and Weir 1977). So marital status may influence work
identity through an individual’s internal career orientations.

4.10.3 Job Level

Another term for job level is job grade. Job grades are used to sort jobs into catego-
ries based on their value within an organisation. Through the process of job evalua-
tion, which is ‘...a systematic comparison done in order to determine the worth of
one job relative to another...’, job grades are created for pay purposes (Dessler
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2008: 433). Each job grade contains jobs that are similar in terms of requirements,
duties and responsibilities (Dessler 2008). Job grades are also associated with certain
roles, so it is assumed that job grades are related to an employee’s role identity. It is
therefore argued that job level will have a moderating influence on the relationship
that work-based identity has with JDs and JRs.

4.10.4 Medical Fund

Individuals that have permanent work contracts usually receive the benefit of having
a medical aid or fund with the organisation. Many organisations usually contribute
towards a portion of their employees’ medical fund. This is a benefit that is regarded
as very important to employees due to the high cost of medical treatment. This may
encourage or enhance organisational identification, as employees may feel greatly
supported by their organisation. Although there was no literature that provided
evidence that membership of a medical fund moderates the relationship that work-
based identity may have with JDs and JRs, it is assumed that it will have an influ-
ence, due to the increase in employees experiencing burnout and occupational
stress. Employees that experience stress-related illnesses are more likely to make
use of their medical funds membership.

4.10.5 Work Location (Work Region)

Large organisations usually operate within different geographical regions or
provinces of a country. Organisations differ in how they set up or organise their
operations across a given geographical space — resulting in organisational regions.
Within these different regions, the organisation has various interrelationships with
its consumers, competitors, suppliers, intermediaries and the labour market. These
regions are often referred to as an organisation’s market or task environment
(Banhegyi et al. 2008). Each region has its own sociocultural environment that
influences the way the business operates (Banhegyi et al. 2008). Furthermore,
employees may be more attracted to work in certain regions that have certain facili-
ties such as universities, schools and shopping malls than regions where this is
lacking. Sometimes large organisations base some of their functions within certain
regions, for example, one region may be responsible for manufacturing or produc-
tion, and another region may be responsible for its head office activities. This then
ultimately influences the functions and responsibilities of employees in a particular
region. In turn, such decisions have an impact on what development and growth
opportunities are available to individuals and may therefore influence the activa-
tion or development of their work identities.
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4.11 Conclusions and Implications for Research

A systematic review of the literature on the potential antecedents of WI highlighted
the following key points:

1.

WI is a relatively ‘new’ construct in the literature that has been explored
more qualitatively, than quantitatively. The lack of quantitative empirical
research that specifically links potential antecedents to WI is evident from
this review.

The traditional JD-R Model as used in the JDRS has shown potential to be a
highly applicable as a predictive or baseline model for explaining WI due to its
ability to be used across a variety of jobs and its consideration of situational
characteristics of work (i.e. JDs and JRs) that are important for WI formation
and ultimately well-being. It should however also be kept in mind that the JD-R
model was not initially designed to predict WI.

. Based on sound theorisation it was argued why these selected JRs and JDs in this

study are (or could be) related to WI. These selected JRs and JDs do not all fall
within the traditional JD-R model, and some were selected based on pure prag-
matic grounds or evidence from practice.

However, the literature is sparse on these relationships. Only in some instances
is it reported that certain JDs and JRs have a relationship with WI facets, for
example, perceived external prestige has a strong relationship with organisa-
tional identification. No specific studies could be found that related such ante-
cedents to the complete WI construct.

No empirical evidence is reported in the literature that indicates that JRs mediate
the relationship between JDs and WI. The current study’s assumption of a rela-
tionship was based on the premise of the JD-R Model where JRs serve as buffers
that help to reduce the physiological and psychological costs associated with JDs
(Schaufeli and Bakker 2004).

. The rather restrictive nature of the traditional JD-R model is also acknowledged,

because it does not incorporate all possible push and pull factors that relate to
WI. Other push and pull factors outside the traditional JD-R model were included
in this study.

Many of the biographical and demographic variables show relationships with the
facets of WI, such as age with work (role) centrality, but no evidence is reported
on such relationships with the WI construct.

The role that personal resources could play in the prediction of WI was also
considered in this review. These personal resources’ impact has yet to be explored
and established in research. Based on their proximity to the individual, it is
argued that they may potentially serve as mediators with a wide range of other
more distal variables.
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