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Abstract 

 

Much has been written about burnout in organizations over the years, yet there are still 

misunderstandings of the structure of antecedents and consequences. Certain stressors 

indigenous to restaurant work lead to burnout, which, in turn, leads to potential

effects for both the individual and the organization (Hayes & Weathington, 2007). Highly skilled 

artisans, such as the symphony maestro, professional golfer, executive chefs, pastors, and others 

are particularly susceptible to burnout due to 

the prospective profession. Environmental factors, temporal demands, and pressure to perform, 

are some of the causes of burnout for an artisan in the culinary arts. In this study the defined 

dimensions of burnout (Maslach & Jackson, 1981) are combined with social exchange and social 

identity theory to test the effect on performance levels and citizenship behaviors. Environmental 

and structural components of burnout have been well researched and the research 

towards the social aspects inherent in causing burnout. This paper takes a social exchange and a 

social identity perspective to causes and mitigation of causes of burnout. Implications for 

managers, limitations, and future research are discussed.
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Much has been written about burnout in organizations over the years, yet there are still 

misunderstandings of the structure of antecedents and consequences. Certain stressors 

indigenous to restaurant work lead to burnout, which, in turn, leads to potentially disastrous 

effects for both the individual and the organization (Hayes & Weathington, 2007). Highly skilled 

artisans, such as the symphony maestro, professional golfer, executive chefs, pastors, and others 

are particularly susceptible to burnout due to the additional demand of an artistic dimension of 

the prospective profession. Environmental factors, temporal demands, and pressure to perform, 

are some of the causes of burnout for an artisan in the culinary arts. In this study the defined 

urnout (Maslach & Jackson, 1981) are combined with social exchange and social 

identity theory to test the effect on performance levels and citizenship behaviors. Environmental 

and structural components of burnout have been well researched and the research 

towards the social aspects inherent in causing burnout. This paper takes a social exchange and a 

social identity perspective to causes and mitigation of causes of burnout. Implications for 

managers, limitations, and future research are discussed.  
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Much has been written about burnout in organizations over the years, yet there are still 

misunderstandings of the structure of antecedents and consequences. Certain stressors 

ly disastrous 

effects for both the individual and the organization (Hayes & Weathington, 2007). Highly skilled 

artisans, such as the symphony maestro, professional golfer, executive chefs, pastors, and others 

the additional demand of an artistic dimension of 

the prospective profession. Environmental factors, temporal demands, and pressure to perform, 

are some of the causes of burnout for an artisan in the culinary arts. In this study the defined 

urnout (Maslach & Jackson, 1981) are combined with social exchange and social 

identity theory to test the effect on performance levels and citizenship behaviors. Environmental 

and structural components of burnout have been well researched and the research has moved 

towards the social aspects inherent in causing burnout. This paper takes a social exchange and a 

social identity perspective to causes and mitigation of causes of burnout. Implications for 



 

INTRODUCTION 

 

Burnout is a serious condition that has not been fully considered in a restaurant business 

setting.  Burnout sufferers exhibit self

as compulsive over-eating and obsessive behavior (Hayes & Weathin

of the job are detrimental to the people, business, and industry.  Job burnout and stressors have 

been studied from the field of psychology for many years (Freudenberger, 1974; Maslach, 1976). 

There are many burnout studies that 

(Tourangeau & Cranley, 2006; Milliken, Clements, & Tillman, 2007

Ciarrocchi, & Rodgerson, 2004; 

Hopkins, 2002), teachers (Yong & Yue, 2007; Weiskopf, 1980), and police officers (Maslach & 

Jackson, 1979). Unfortunately, hardly any studies have been done with the culinary arts. 

Certified Executive Chef, CEC ®

all other kitchen staff members, usually found in fine

executive chef makes all executive decisions in the kitchen, including the direction of the menu, 

scheduling and payroll of the entire kitchen staff, purchasing dec

preparers, servers, and cleaners, and plating design (Murphy & Smith, 2009). The executive chef 

also has to deal with the added pressure of creative expression over and above the daily dealings 

with the public. 

This study attempts to determine a model of burnout that can help scholars and 

practitioners better understand the underlying constructs of burnout over and above the external 

stressors. Applying social identity, social exchange, and leadership theories, the current study 

examined the model of burnout, drawn from established fields of sociology, psychology, and 

organizational behavior.  More specifically, authors modeled antecedents and consequences of 

burnout from a social exchange, social identity, and leadership framework

presents burnout constructs and literature. Relevant constructs include transformational 

leadership style, perceived support, self

for the effects of the artistic and idealis

framework.  

 

BURNOUT 

 

Burnout is a form of mental distress brought on by prolonged periods of stress (Altun, 

2002; Halbesleben & Bowler, 2007; 

motivation and commitment (Freudenberger, 1974; Maslach, 1976). Studies indicate that those in 

the helping (serving) professions are most at risk for burnout (Cherniss, 1995; Maslach & 

Jackson, 1981; Maslach, 1976). Service professions are characterized by 

with people, both employees and clients. 

Three dimensions of burnout identified by Maslach and associates (Maslach & Jackson, 

1981) are exhaustion, cynicism, and inefficacy. Exhaustion is the dimension that people identify 

with the most when considering burnout. Exhaustion drains a person of energy and leaves them 

without any hope of recovery (Wilk & Moynihan, 2005). Some research has indicated that 

exhaustion is a precursor to cynicism and inefficacy (Maslach, 2001). Cynicism is a

device used as a method of keeping distance from other people, especially customers and clients. 

A cynic gives up involvement at work and takes a cold, negative view of his/her surroundings. 

This coping device develops a person’s sense of security,
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Burnout is a serious condition that has not been fully considered in a restaurant business 

setting.  Burnout sufferers exhibit self-destructive actions such as drinking and drug use, as well 

eating and obsessive behavior (Hayes & Weathington, 2007).  The stresses 

of the job are detrimental to the people, business, and industry.  Job burnout and stressors have 

from the field of psychology for many years (Freudenberger, 1974; Maslach, 1976). 

There are many burnout studies that rely on various service industries, such as, nurses 

Tourangeau & Cranley, 2006; Milliken, Clements, & Tillman, 2007), clergy (Golden, Piedmont, 

Ciarrocchi, & Rodgerson, 2004; Turton & Francis, 2007), social workers (Boy & Pine, 1980; 

ers (Yong & Yue, 2007; Weiskopf, 1980), and police officers (Maslach & 

Jackson, 1979). Unfortunately, hardly any studies have been done with the culinary arts. 

® (American Culinary Federation, 2010) is a person in charge o

all other kitchen staff members, usually found in fine-dining or upscale restaurants. The 

executive chef makes all executive decisions in the kitchen, including the direction of the menu, 

scheduling and payroll of the entire kitchen staff, purchasing decisions, overseeing kitchen 

preparers, servers, and cleaners, and plating design (Murphy & Smith, 2009). The executive chef 

also has to deal with the added pressure of creative expression over and above the daily dealings 

s to determine a model of burnout that can help scholars and 

practitioners better understand the underlying constructs of burnout over and above the external 

Applying social identity, social exchange, and leadership theories, the current study 

xamined the model of burnout, drawn from established fields of sociology, psychology, and 

organizational behavior.  More specifically, authors modeled antecedents and consequences of 

burnout from a social exchange, social identity, and leadership framework. The following section 

presents burnout constructs and literature. Relevant constructs include transformational 

leadership style, perceived support, self-esteem, idealism, and citizenship behavior.  Implications 

for the effects of the artistic and idealistic perspectives of chefs are presented in a social identity 

Burnout is a form of mental distress brought on by prolonged periods of stress (Altun, 

2002; Halbesleben & Bowler, 2007; Maslach & Leiter, 2008) and as the gradual loss of 

otivation and commitment (Freudenberger, 1974; Maslach, 1976). Studies indicate that those in 

the helping (serving) professions are most at risk for burnout (Cherniss, 1995; Maslach & 

Jackson, 1981; Maslach, 1976). Service professions are characterized by close daily interactions 

with people, both employees and clients.  

Three dimensions of burnout identified by Maslach and associates (Maslach & Jackson, 

1981) are exhaustion, cynicism, and inefficacy. Exhaustion is the dimension that people identify 

e most when considering burnout. Exhaustion drains a person of energy and leaves them 

without any hope of recovery (Wilk & Moynihan, 2005). Some research has indicated that 

exhaustion is a precursor to cynicism and inefficacy (Maslach, 2001). Cynicism is a

device used as a method of keeping distance from other people, especially customers and clients. 

A cynic gives up involvement at work and takes a cold, negative view of his/her surroundings. 

This coping device develops a person’s sense of security, but the resulting negativity can affect 
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Burnout is a serious condition that has not been fully considered in a restaurant business 

destructive actions such as drinking and drug use, as well 

gton, 2007).  The stresses 

of the job are detrimental to the people, business, and industry.  Job burnout and stressors have 

from the field of psychology for many years (Freudenberger, 1974; Maslach, 1976). 

, such as, nurses 

), clergy (Golden, Piedmont, 

), social workers (Boy & Pine, 1980; 

ers (Yong & Yue, 2007; Weiskopf, 1980), and police officers (Maslach & 

Jackson, 1979). Unfortunately, hardly any studies have been done with the culinary arts. The 

(American Culinary Federation, 2010) is a person in charge of 

dining or upscale restaurants. The 

executive chef makes all executive decisions in the kitchen, including the direction of the menu, 

isions, overseeing kitchen 

preparers, servers, and cleaners, and plating design (Murphy & Smith, 2009). The executive chef 

also has to deal with the added pressure of creative expression over and above the daily dealings 

s to determine a model of burnout that can help scholars and 

practitioners better understand the underlying constructs of burnout over and above the external 

Applying social identity, social exchange, and leadership theories, the current study 

xamined the model of burnout, drawn from established fields of sociology, psychology, and 

organizational behavior.  More specifically, authors modeled antecedents and consequences of 

. The following section 

presents burnout constructs and literature. Relevant constructs include transformational 

esteem, idealism, and citizenship behavior.  Implications 

tic perspectives of chefs are presented in a social identity 

Burnout is a form of mental distress brought on by prolonged periods of stress (Altun, 

and as the gradual loss of 

otivation and commitment (Freudenberger, 1974; Maslach, 1976). Studies indicate that those in 

the helping (serving) professions are most at risk for burnout (Cherniss, 1995; Maslach & 

close daily interactions 

Three dimensions of burnout identified by Maslach and associates (Maslach & Jackson, 

1981) are exhaustion, cynicism, and inefficacy. Exhaustion is the dimension that people identify 

e most when considering burnout. Exhaustion drains a person of energy and leaves them 

without any hope of recovery (Wilk & Moynihan, 2005). Some research has indicated that 

exhaustion is a precursor to cynicism and inefficacy (Maslach, 2001). Cynicism is a coping 

device used as a method of keeping distance from other people, especially customers and clients. 

A cynic gives up involvement at work and takes a cold, negative view of his/her surroundings. 

but the resulting negativity can affect 



 

the person’s ability to work effectively. Inefficacy results in minimizing self worth.  It is usually 

a function of exhaustion or cynicism or a combination of both. The affected person accomplishes 

less quality work and feels worse because of it. Burned out people often reduce their own 

expectations for performance and feel desolate and weak after not meeting the reduced standards 

(Cherniss, 1995).  

Symptoms of physical fatigue, emotional exhaustion, low self

uneasiness reflect the dimensions of burnout (Burisch, 1993). The consequences of burnout can 

vary among different occupational settings.  The most pertinent consequences facing the 

restaurant industry are lowered performance levels and turno

of emotions, a burned out person will often turn to destructive behavior for temporary relief.  

Alcohol, drugs and cigarettes are used as medication to ease the symptoms of high stress and 

burnout.  As burnout persists, the frequency of use increases (Watts, 1990).  Self

actions beyond drinking and drug use, such as compulsive over

have been observed in burnout sufferers (Pines & Aronson, 1988). 

The restaurant industry has long h

employees to drink (Bourdain, 2000). Drinking is common in restaurants and most restaurant 

workers are accepting of it (Fine, 1996).  Though some research has not found a strong direct 

connection between stress and heavy drinking in restaurants, there is a significant connection 

when a mediating variable (i.e. burnout) is present (Kjaerheim, 1997). 

Burnout can influence the most innovative and productive employees causing poor 

performance, carelessness, and ambivalence at work. Eventually, people give up on the situation 

that caused their condition and they withdraw or quit (Harris, James, & Boonthanom, 2005; 

Merritt, 1996). Turnover of top quality employees is detrimental to business. Retraining new 

employees is an added expense not only in training expenses, but also in melding relationships 

with others in the organization (Leiter & Maslach, 2001). 

Leaving the job that caused the stressful condition may be beneficial to the individual as 

distancing oneself from the situation is a step towards healing. For the organization, loss of an 

experienced manager due to stressful conditions is a cause for concern.  Maintaining an 

atmosphere that promotes burnout ensures the company will have to devote extra reso

frequent hiring and training sessions. Some burnout sufferers long to quit, but stay on the job for 

various personal, financial, or geographic reasons (Harris, et al., 2005). Employees who 

involuntarily stay in position rather than quit, are also 

minimum standards, coming in late to avoid the situation, and withdrawing from others (Harris, 

et al., 2005; Hughes, 2001). 

 Annual turnover in the restaurant industry averages 100 percent, slightly lower for 

management and slightly higher for non

have no employees with more than a year tenure. Restaurant employees are increasingly fickle 

regarding company loyalty. Turnover is the number one concern of restaurants tod

Restaurant Association, 2010).  Adding to this problem is the restaurant manager’s propensity 

towards burnout and subsequent turnover. 

 

LEADERSHIP THEORY 

 

Leadership is viewed as central concept to the burnout process. Since early 1990s, 

scholars examined how subordinates perceive the leadership style of their direct superior (Bass, 

1990). The results reflect a stronger preference in organizations towards a 
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the person’s ability to work effectively. Inefficacy results in minimizing self worth.  It is usually 

a function of exhaustion or cynicism or a combination of both. The affected person accomplishes 

and feels worse because of it. Burned out people often reduce their own 

expectations for performance and feel desolate and weak after not meeting the reduced standards 

Symptoms of physical fatigue, emotional exhaustion, low self-esteem, and an inner 

uneasiness reflect the dimensions of burnout (Burisch, 1993). The consequences of burnout can 

vary among different occupational settings.  The most pertinent consequences facing the 

restaurant industry are lowered performance levels and turnover. Because of the constant taxing 

of emotions, a burned out person will often turn to destructive behavior for temporary relief.  

Alcohol, drugs and cigarettes are used as medication to ease the symptoms of high stress and 

the frequency of use increases (Watts, 1990).  Self

actions beyond drinking and drug use, such as compulsive over-eating and obsessive behavior 

have been observed in burnout sufferers (Pines & Aronson, 1988).  

The restaurant industry has long had a reputation for being a rough business that drives 

employees to drink (Bourdain, 2000). Drinking is common in restaurants and most restaurant 

workers are accepting of it (Fine, 1996).  Though some research has not found a strong direct 

en stress and heavy drinking in restaurants, there is a significant connection 

when a mediating variable (i.e. burnout) is present (Kjaerheim, 1997).  

Burnout can influence the most innovative and productive employees causing poor 

, and ambivalence at work. Eventually, people give up on the situation 

that caused their condition and they withdraw or quit (Harris, James, & Boonthanom, 2005; 

Merritt, 1996). Turnover of top quality employees is detrimental to business. Retraining new 

ployees is an added expense not only in training expenses, but also in melding relationships 

with others in the organization (Leiter & Maslach, 2001).  

Leaving the job that caused the stressful condition may be beneficial to the individual as 

eself from the situation is a step towards healing. For the organization, loss of an 

experienced manager due to stressful conditions is a cause for concern.  Maintaining an 

atmosphere that promotes burnout ensures the company will have to devote extra reso

frequent hiring and training sessions. Some burnout sufferers long to quit, but stay on the job for 

various personal, financial, or geographic reasons (Harris, et al., 2005). Employees who 

involuntarily stay in position rather than quit, are also bad for the organization; working to 

minimum standards, coming in late to avoid the situation, and withdrawing from others (Harris, 

Annual turnover in the restaurant industry averages 100 percent, slightly lower for 

and slightly higher for non-management (Merritt, 1996). This means most positions 

have no employees with more than a year tenure. Restaurant employees are increasingly fickle 

regarding company loyalty. Turnover is the number one concern of restaurants tod

Restaurant Association, 2010).  Adding to this problem is the restaurant manager’s propensity 

towards burnout and subsequent turnover.  

Leadership is viewed as central concept to the burnout process. Since early 1990s, 

scholars examined how subordinates perceive the leadership style of their direct superior (Bass, 

1990). The results reflect a stronger preference in organizations towards a more sensitive and 
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the person’s ability to work effectively. Inefficacy results in minimizing self worth.  It is usually 

a function of exhaustion or cynicism or a combination of both. The affected person accomplishes 

and feels worse because of it. Burned out people often reduce their own 

expectations for performance and feel desolate and weak after not meeting the reduced standards 

and an inner 

uneasiness reflect the dimensions of burnout (Burisch, 1993). The consequences of burnout can 

vary among different occupational settings.  The most pertinent consequences facing the 

ver. Because of the constant taxing 

of emotions, a burned out person will often turn to destructive behavior for temporary relief.  

Alcohol, drugs and cigarettes are used as medication to ease the symptoms of high stress and 

the frequency of use increases (Watts, 1990).  Self-destructive 

eating and obsessive behavior 

ad a reputation for being a rough business that drives 

employees to drink (Bourdain, 2000). Drinking is common in restaurants and most restaurant 

workers are accepting of it (Fine, 1996).  Though some research has not found a strong direct 

en stress and heavy drinking in restaurants, there is a significant connection 

Burnout can influence the most innovative and productive employees causing poor 

, and ambivalence at work. Eventually, people give up on the situation 

that caused their condition and they withdraw or quit (Harris, James, & Boonthanom, 2005; 

Merritt, 1996). Turnover of top quality employees is detrimental to business. Retraining new 

ployees is an added expense not only in training expenses, but also in melding relationships 

Leaving the job that caused the stressful condition may be beneficial to the individual as 

eself from the situation is a step towards healing. For the organization, loss of an 

experienced manager due to stressful conditions is a cause for concern.  Maintaining an 

atmosphere that promotes burnout ensures the company will have to devote extra resources to 

frequent hiring and training sessions. Some burnout sufferers long to quit, but stay on the job for 

various personal, financial, or geographic reasons (Harris, et al., 2005). Employees who 

bad for the organization; working to 

minimum standards, coming in late to avoid the situation, and withdrawing from others (Harris, 

Annual turnover in the restaurant industry averages 100 percent, slightly lower for 

management (Merritt, 1996). This means most positions 

have no employees with more than a year tenure. Restaurant employees are increasingly fickle 

regarding company loyalty. Turnover is the number one concern of restaurants today (National 

Restaurant Association, 2010).  Adding to this problem is the restaurant manager’s propensity 

Leadership is viewed as central concept to the burnout process. Since early 1990s, 

scholars examined how subordinates perceive the leadership style of their direct superior (Bass, 

more sensitive and 



 

relationally oriented leader (transformational leader) as opposed to traditional hierarchically 

based leadership (transactional leadership). Transformational leaders emotionally appeal to their 

subordinates by promoting a strong identifi

commitment to the value of the organization while encouraging them to transcend their self

interests (Shamir, House, & Arthur, 1993). Transformational leadership involves the use of 

idealized influence, inspirational motivation, individual consideration, and intellectual 

stimulation (Bass, 1985). An added dimension to this study is an often overlooked fact in the 

definition of transformational leadership; a leader is only transformational to the extent the 

transformational behaviors augment transactional behaviors (Bass, 1985). 

Transformational leaders empower and support their subordinator emotionally, therefore 

enhance trust and respect between employees and the organization (Bass, 1985).  This effect is 

often mediated by other factors, most notably perceived support (

In a social exchange, a strong link between commitment and perceived organizational support 

are noted (Eisenberger, Huntington, Hutchison, & Sowa, 1986).  Moreover, th

burnout relationship is moderated by the level of employee’s commitment to the organization 

(Reilly, 1994). The transformational leader is characterized by the ability to influence 

subordinates’ attitudes, assumptions, and building a commi

(Yukl, 2002). The transactional leader bases leadership on contingent exchanges of valuated 

resources for the subordinates’ support (Bass, 1995). 

 

H1: Transformational leadership is positively related to the perceived 

support. 

 

Transformational leadership has been linked to a variety of outcomes, such as employee 

commitment to the organization (Barling, Weber, & Kelloway, 1996) and lower levels of job 

stress (Podsakoff, MacKenzie, & Bommer, 1996). The pos

leadership have been found to go beyond those of a more traditional transactional leadership 

behaviors, in which cooperation is obtained by establishing exchange of rewards (Hater & Bass, 

1988; Hetland & Sandal, 2003).  

There is abundant empirical evidence that perceived organizational support from the 

leader is related to less perceived stress and burnout (Lee & Ashforth, 1996; Lewin & Sager, 

2008),  greater subordinate satisfaction, and tendency to stay on the job longer 

2001). An inverse relationship between transformational leadership and burnout has been found 

in a number of study results (Corrigan, Diwan, Campion, & Rashid, 2002; Leithwood, Menzies, 

Jantzi, & Leithwood, 1996; Mazur & Lynch, 1989; Selt

& Vandenberghe, 2001).  The emotional needs of each employee may act to hinder overload and 

stress of chefs.  Perceived support has also been shown to lead to increases in performance 

(Chen, Eisenberger, Johnson, Suc

Masterson, 1984).   

 

H2: Perceived organizational support will have 

 

Perceived organizational support theory is predicated on the norm of reciprocity 

(Eisenberger, et al., 1984). Under the norm of reciprocity if an individual perceives that they are 

being supported they will engage in like behavior towards others and be mor

supportive of others.    A person’s affiliation with an organization is predicated on the prestige 
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relationally oriented leader (transformational leader) as opposed to traditional hierarchically 

based leadership (transactional leadership). Transformational leaders emotionally appeal to their 

subordinates by promoting a strong identification with the leader and workgroup, and 

commitment to the value of the organization while encouraging them to transcend their self

interests (Shamir, House, & Arthur, 1993). Transformational leadership involves the use of 

al motivation, individual consideration, and intellectual 

stimulation (Bass, 1985). An added dimension to this study is an often overlooked fact in the 

definition of transformational leadership; a leader is only transformational to the extent the 

ational behaviors augment transactional behaviors (Bass, 1985).  

Transformational leaders empower and support their subordinator emotionally, therefore 

enhance trust and respect between employees and the organization (Bass, 1985).  This effect is 

iated by other factors, most notably perceived support (Twigg, Fuller, & Hester, 2008). 

In a social exchange, a strong link between commitment and perceived organizational support 

are noted (Eisenberger, Huntington, Hutchison, & Sowa, 1986).  Moreover, the work stress to 

burnout relationship is moderated by the level of employee’s commitment to the organization 

(Reilly, 1994). The transformational leader is characterized by the ability to influence 

subordinates’ attitudes, assumptions, and building a commitment for the organization’s mission 

(Yukl, 2002). The transactional leader bases leadership on contingent exchanges of valuated 

resources for the subordinates’ support (Bass, 1995).  

H1: Transformational leadership is positively related to the perceived organizational 

Transformational leadership has been linked to a variety of outcomes, such as employee 

commitment to the organization (Barling, Weber, & Kelloway, 1996) and lower levels of job 

stress (Podsakoff, MacKenzie, & Bommer, 1996). The positive effects of transformational 

leadership have been found to go beyond those of a more traditional transactional leadership 

behaviors, in which cooperation is obtained by establishing exchange of rewards (Hater & Bass, 

 

ere is abundant empirical evidence that perceived organizational support from the 

leader is related to less perceived stress and burnout (Lee & Ashforth, 1996; Lewin & Sager, 

2008),  greater subordinate satisfaction, and tendency to stay on the job longer (Maslach, et al., 

2001). An inverse relationship between transformational leadership and burnout has been found 

in a number of study results (Corrigan, Diwan, Campion, & Rashid, 2002; Leithwood, Menzies, 

Jantzi, & Leithwood, 1996; Mazur & Lynch, 1989; Seltzer & Numerof, 1988; Stordeur, D’hoore, 

& Vandenberghe, 2001).  The emotional needs of each employee may act to hinder overload and 

stress of chefs.  Perceived support has also been shown to lead to increases in performance 

(Chen, Eisenberger, Johnson, Sucharski, & Aselage, 2009; Eisenberger, Mitchell, McDermitt, & 

: Perceived organizational support will have an inverse relationship to burnout.

Perceived organizational support theory is predicated on the norm of reciprocity 

(Eisenberger, et al., 1984). Under the norm of reciprocity if an individual perceives that they are 

being supported they will engage in like behavior towards others and be more likely to be 

A person’s affiliation with an organization is predicated on the prestige 
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relationally oriented leader (transformational leader) as opposed to traditional hierarchically 

based leadership (transactional leadership). Transformational leaders emotionally appeal to their 

cation with the leader and workgroup, and 

commitment to the value of the organization while encouraging them to transcend their self-

interests (Shamir, House, & Arthur, 1993). Transformational leadership involves the use of 

al motivation, individual consideration, and intellectual 

stimulation (Bass, 1985). An added dimension to this study is an often overlooked fact in the 

definition of transformational leadership; a leader is only transformational to the extent the 

Transformational leaders empower and support their subordinator emotionally, therefore 

enhance trust and respect between employees and the organization (Bass, 1985).  This effect is 

Twigg, Fuller, & Hester, 2008).  

In a social exchange, a strong link between commitment and perceived organizational support 

e work stress to 

burnout relationship is moderated by the level of employee’s commitment to the organization 

(Reilly, 1994). The transformational leader is characterized by the ability to influence 

tment for the organization’s mission 

(Yukl, 2002). The transactional leader bases leadership on contingent exchanges of valuated 

organizational 

Transformational leadership has been linked to a variety of outcomes, such as employee 

commitment to the organization (Barling, Weber, & Kelloway, 1996) and lower levels of job 

itive effects of transformational 

leadership have been found to go beyond those of a more traditional transactional leadership 

behaviors, in which cooperation is obtained by establishing exchange of rewards (Hater & Bass, 

ere is abundant empirical evidence that perceived organizational support from the 

leader is related to less perceived stress and burnout (Lee & Ashforth, 1996; Lewin & Sager, 

(Maslach, et al., 

2001). An inverse relationship between transformational leadership and burnout has been found 

in a number of study results (Corrigan, Diwan, Campion, & Rashid, 2002; Leithwood, Menzies, 

zer & Numerof, 1988; Stordeur, D’hoore, 

& Vandenberghe, 2001).  The emotional needs of each employee may act to hinder overload and 

stress of chefs.  Perceived support has also been shown to lead to increases in performance 

harski, & Aselage, 2009; Eisenberger, Mitchell, McDermitt, & 

inverse relationship to burnout. 

Perceived organizational support theory is predicated on the norm of reciprocity 

(Eisenberger, et al., 1984). Under the norm of reciprocity if an individual perceives that they are 

e likely to be 

A person’s affiliation with an organization is predicated on the prestige 



 

that they associate with the organization and subsequently their self esteem (Ashforth & Mael, 

1989). This social identification with an organ

between leadership styles and positive outcomes such as increased commitment and self esteem 

(Ashforth & Mael, 1989; Gardner & Pierce, 1998; Pierce, Gardner, Cummings, & Dunham, 

1993; Smidts, Pruyn, & Van Riel, 2001).  The extent that a person feels supported in an 

organization has a direct effect on their self esteem (Ferris, Brown, & Heller, 2009; Goodwin, 

Costa, & Adonu, 2004; Twigg, et al., 2008

 

H3: Perceived organizational support will be positivel

esteem. 

 

 Idealism is the degree to which an individual believes in a standard of perfection, whether 

it is a specific goal or a general ideal to which they can aspire (

support a person perceives depends on a person’s sense of affiliation within an organization and 

people feel more attuned with others who have the same values (Goodwin, et al., 2004).  

Perceived support in the workplace by chef’s who are dedicated to the culinary profession 

enhance their commitment to higher order ideals and aspirations due to their high idealistic 

intentions (Family Systems Management, 1984). Additionally, social identity theory would 

suggest that support from supervisors would be perceived to a greater

believed that the supervisor or organization agreed to the ideals of the worker (Wilk & 

Moynihan, 2005).  

 

H4: The greater the perceived support a chef feels the greater idealism they will feel.

 

People who make their careers in the 

work with food and people.  They enter the profession very idealistically thinking of the perfect 

meal and the perfect service.  Idealism inspires intensity at work providing meaning to the job 

(Cherniss, 1995).  The job is tough and culinary workers are self

customers an inspired culinary creation (Fine, 1996).  The idealism of chefs may carry them 

through a couple of years, but at some point, if the professionals are not held i

members of the organization and customers, they start to frustrate those efforts of chefs to 

accomplish anything significant within the limitations imposed by the organization.

Loss of idealism contributes employee’s burnout among service worke

Identity theory suggests that the more the employee is committed to the role, the stronger the 

distress the employee feels when role

to affect people who enter their profession

their work to give their lives a sense of meaning.  It is particularly hazardous in jobs that people 

describe as a kind of calling (Pines & Aronson, 1988). These people do not work hard because of 

money, incentives, or threat of punishment, rather they expect work to make their life matter and 

give meaning to existence.  They are motivated solely because they identify with their work, art, 

and profession (Family Systems Management, 1984; Pines & Aronson, 1

kiu, 2009).  

 

H5: Idealistic chefs will be more likely to burnout.
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that they associate with the organization and subsequently their self esteem (Ashforth & Mael, 

1989). This social identification with an organization is an important factor in the relationship 

between leadership styles and positive outcomes such as increased commitment and self esteem 

(Ashforth & Mael, 1989; Gardner & Pierce, 1998; Pierce, Gardner, Cummings, & Dunham, 

Riel, 2001).  The extent that a person feels supported in an 

organization has a direct effect on their self esteem (Ferris, Brown, & Heller, 2009; Goodwin, 

Twigg, et al., 2008).  

: Perceived organizational support will be positively related to organization based self 

Idealism is the degree to which an individual believes in a standard of perfection, whether 

it is a specific goal or a general ideal to which they can aspire (Steven & Chau-kiu, 2009).  The 

rceives depends on a person’s sense of affiliation within an organization and 

people feel more attuned with others who have the same values (Goodwin, et al., 2004).  

Perceived support in the workplace by chef’s who are dedicated to the culinary profession 

enhance their commitment to higher order ideals and aspirations due to their high idealistic 

intentions (Family Systems Management, 1984). Additionally, social identity theory would 

suggest that support from supervisors would be perceived to a greater extent by workers who 

believed that the supervisor or organization agreed to the ideals of the worker (Wilk & 

: The greater the perceived support a chef feels the greater idealism they will feel.

People who make their careers in the culinary sciences typically do so out of a desire to 

work with food and people.  They enter the profession very idealistically thinking of the perfect 

meal and the perfect service.  Idealism inspires intensity at work providing meaning to the job 

, 1995).  The job is tough and culinary workers are self-motivating by serving the 

customers an inspired culinary creation (Fine, 1996).  The idealism of chefs may carry them 

through a couple of years, but at some point, if the professionals are not held in esteem by 

members of the organization and customers, they start to frustrate those efforts of chefs to 

accomplish anything significant within the limitations imposed by the organization.

Loss of idealism contributes employee’s burnout among service workers (Cherniss, 1995).  

Identity theory suggests that the more the employee is committed to the role, the stronger the 

distress the employee feels when role-relevant goals are blocked (Reilly, 1994).  Burnout tends 

to affect people who enter their professions highly motivated and full of ideals.  They expect 

their work to give their lives a sense of meaning.  It is particularly hazardous in jobs that people 

describe as a kind of calling (Pines & Aronson, 1988). These people do not work hard because of 

incentives, or threat of punishment, rather they expect work to make their life matter and 

give meaning to existence.  They are motivated solely because they identify with their work, art, 

and profession (Family Systems Management, 1984; Pines & Aronson, 1988; Steven & Chau

: Idealistic chefs will be more likely to burnout. 
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ization is an important factor in the relationship 
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Idealism is the degree to which an individual believes in a standard of perfection, whether 

kiu, 2009).  The 

rceives depends on a person’s sense of affiliation within an organization and 

people feel more attuned with others who have the same values (Goodwin, et al., 2004).  

Perceived support in the workplace by chef’s who are dedicated to the culinary profession will 

enhance their commitment to higher order ideals and aspirations due to their high idealistic 

intentions (Family Systems Management, 1984). Additionally, social identity theory would 

extent by workers who 

believed that the supervisor or organization agreed to the ideals of the worker (Wilk & 

: The greater the perceived support a chef feels the greater idealism they will feel. 

culinary sciences typically do so out of a desire to 

work with food and people.  They enter the profession very idealistically thinking of the perfect 

meal and the perfect service.  Idealism inspires intensity at work providing meaning to the job 

motivating by serving the 

customers an inspired culinary creation (Fine, 1996).  The idealism of chefs may carry them 

n esteem by 

members of the organization and customers, they start to frustrate those efforts of chefs to 

accomplish anything significant within the limitations imposed by the organization. 

rs (Cherniss, 1995).  

Identity theory suggests that the more the employee is committed to the role, the stronger the 

relevant goals are blocked (Reilly, 1994).  Burnout tends 

s highly motivated and full of ideals.  They expect 

their work to give their lives a sense of meaning.  It is particularly hazardous in jobs that people 

describe as a kind of calling (Pines & Aronson, 1988). These people do not work hard because of 

incentives, or threat of punishment, rather they expect work to make their life matter and 

give meaning to existence.  They are motivated solely because they identify with their work, art, 

988; Steven & Chau-



 

The three dimensions of burnout; emotional exhaustion, cynicism, and inefficacy are 

related to organizational based self esteem. Self esteem in the workplace is based on 

individual’s perception that they can perform work related tasks with a high level of confidence. 

Confident work tasks can be performed, the individual is less susceptible to negative attitudes at 

work (Reisel, Probst, Swee-Lim, Maloles, & König, 2010).

a person that has the tacit knowledge to perform will tend to be more emotionally stable when 

presented with obstacles (Thomas & Rose, 2010). The individual that has high organization 

based self esteem will tend to main

adequacy and consequently be less susceptible to leaving the organization (Sekiguchi, Burton, & 

Sablynski, 2008).  

H6: The higher the organizational self esteem the less will be the intention to b

 

Burnout has been associated with various forms of job performance (Hetland, Sandal, & 

Johnsen, 2007), and for people who stay at work, burnout can lead to lower productivity and 

effectiveness at work (Maslach, Schaufeli, & Leiter, 2001). The 

costly, and dangerous consequences for managers and organizations (Reynolds, 1995).

 

H7: Burned out executive chefs will exhibit lowered performance.

 
METHODS 

 

Survey Instrument  

 

The survey consisted of demographic questions and 55 items measuring the 

in the study. All scales were adapted from previously published scales. 

to rate their degree of agreement on 7

transactional leadership items were adapted from Bass, Avolio, and Jung (1995). The items 

included “My supervisor displays a sense of power and confidence.” And “My supervisor 

provides me with assistance in exchange for my efforts.” 

measured by 9 items adapted from 

organization strongly considers my goals and values.” and “My organization cares about my 

opinions.” Organization-based self
Gardner, Cummings, and Dunham (1989). Items consisted of “I count around here.” and “This 

organization has faith in me.” Idealism
Items included “It is never necessa

psychologically or physically harm another person.” 

adapted and modified from Maslach Burnout Inventory (MBI)

Maslach et al., 2001; Schutte, Toppinen, Kalimo, & Schaufeli, 

measure three dimensions of burnout termed exhaustion (4 items), cynicism (3 items), and 

inefficacy (4 items). Items included “I feel emotionally drained from my work.” And “I doubt 

the significance of my work.” Performance
from Moizer and Pratt (1988).  Items included were “I am making a real contribution to my 

organizations success.” and “I am effectively helping my organization to reach its goals.”

Finally, demographic information was als

level, and years in the company. 
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The three dimensions of burnout; emotional exhaustion, cynicism, and inefficacy are 

related to organizational based self esteem. Self esteem in the workplace is based on 

individual’s perception that they can perform work related tasks with a high level of confidence. 

Confident work tasks can be performed, the individual is less susceptible to negative attitudes at 

Lim, Maloles, & König, 2010). Using a cognitive – emotional model 

a person that has the tacit knowledge to perform will tend to be more emotionally stable when 

presented with obstacles (Thomas & Rose, 2010). The individual that has high organization 

based self esteem will tend to maintain attitudes and behaviors that enhance their feelings of 

adequacy and consequently be less susceptible to leaving the organization (Sekiguchi, Burton, & 

: The higher the organizational self esteem the less will be the intention to b

Burnout has been associated with various forms of job performance (Hetland, Sandal, & 

Johnsen, 2007), and for people who stay at work, burnout can lead to lower productivity and 

effectiveness at work (Maslach, Schaufeli, & Leiter, 2001). The burnout condition has severe, 

costly, and dangerous consequences for managers and organizations (Reynolds, 1995).

: Burned out executive chefs will exhibit lowered performance. 

The survey consisted of demographic questions and 55 items measuring the 

in the study. All scales were adapted from previously published scales. Respondents were asked 

to rate their degree of agreement on 7-point Likert scale.  Four transformational 
items were adapted from Bass, Avolio, and Jung (1995). The items 

included “My supervisor displays a sense of power and confidence.” And “My supervisor 

provides me with assistance in exchange for my efforts.” Perceived organizational support
measured by 9 items adapted from Eisenberger, et al. (1986). Items consisted of “My 

organization strongly considers my goals and values.” and “My organization cares about my 

based self-esteem was composed of 6 items adapted from Pierce, 

Gardner, Cummings, and Dunham (1989). Items consisted of “I count around here.” and “This 

Idealism was measured by 10 items adapted from Forsyth (1980). 

Items included “It is never necessary to sacrifice the welfare of others.” and “One should never 

psychologically or physically harm another person.” Burnout in chefs was measured by 11 items, 

Maslach Burnout Inventory (MBI) (Maslach & Jackson, 1981; 

, Toppinen, Kalimo, & Schaufeli, 2000). The MBI is designed to 

measure three dimensions of burnout termed exhaustion (4 items), cynicism (3 items), and 

inefficacy (4 items). Items included “I feel emotionally drained from my work.” And “I doubt 

Performance was a self report measured with 6 items adapted 

from Moizer and Pratt (1988).  Items included were “I am making a real contribution to my 

organizations success.” and “I am effectively helping my organization to reach its goals.”

Finally, demographic information was also collected. This includes gender, age, race, education 
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The three dimensions of burnout; emotional exhaustion, cynicism, and inefficacy are 

related to organizational based self esteem. Self esteem in the workplace is based on an 

individual’s perception that they can perform work related tasks with a high level of confidence. 

Confident work tasks can be performed, the individual is less susceptible to negative attitudes at 

emotional model 

a person that has the tacit knowledge to perform will tend to be more emotionally stable when 

presented with obstacles (Thomas & Rose, 2010). The individual that has high organization 

tain attitudes and behaviors that enhance their feelings of 

adequacy and consequently be less susceptible to leaving the organization (Sekiguchi, Burton, & 

: The higher the organizational self esteem the less will be the intention to burnout. 

Burnout has been associated with various forms of job performance (Hetland, Sandal, & 

Johnsen, 2007), and for people who stay at work, burnout can lead to lower productivity and 

burnout condition has severe, 

costly, and dangerous consequences for managers and organizations (Reynolds, 1995). 

The survey consisted of demographic questions and 55 items measuring the six variables 

Respondents were asked 

ational and three 

items were adapted from Bass, Avolio, and Jung (1995). The items 

included “My supervisor displays a sense of power and confidence.” And “My supervisor 

ived organizational support was 

et al. (1986). Items consisted of “My 

organization strongly considers my goals and values.” and “My organization cares about my 

osed of 6 items adapted from Pierce, 

Gardner, Cummings, and Dunham (1989). Items consisted of “I count around here.” and “This 

was measured by 10 items adapted from Forsyth (1980). 

ry to sacrifice the welfare of others.” and “One should never 

measured by 11 items, 

(Maslach & Jackson, 1981; 

MBI is designed to 

measure three dimensions of burnout termed exhaustion (4 items), cynicism (3 items), and 

inefficacy (4 items). Items included “I feel emotionally drained from my work.” And “I doubt 

port measured with 6 items adapted 

from Moizer and Pratt (1988).  Items included were “I am making a real contribution to my 

organizations success.” and “I am effectively helping my organization to reach its goals.” 

o collected. This includes gender, age, race, education 



 

 

Data Collection   
      

Sample was selected from the certified chef members of American Culinary Federation 

(ACF). ACF offers 14 different certification designations 

culinary educators and administrators. To be certified, an applicant must meet educational and 

work requirements and pass written and practical exams. A mail survey was sent to 1,000 

certified executive chefs obtained from ACF database.  An article describing the research was 

posted in the ACF monthly newsletter with cash incentives. It was directing readers to online 

survey, which was exactly same to mail survey but different format. After a month, a reminder 

was sent. Data was collected over two month period. 

A total of 295 responses were collected; 150 from mail and 145 from online surveys. The 

data were compared using a simple t

the two samples.  

 

Data Analysis  

 

There was minimal missing data in each variable. Any parametric analysis was done after 

missing values were replaced with the mean. Principal component analysis and confirmatory 

factor analysis of measurement model were conducted. Structural Equa

AMOS 7.0 (Arbuckle, 2006) was used to assess the hypothesized and alternative models.

 

RESULTS 

 

Descriptive Statistics and Correlations

 

A typical respondent was a Caucasian (88.5%) male (83%) between 45 and 54 years old 

(43.7%) with bachelor degree (44.7%).  A slight majority of respondents (50.4%) hold an 

executive chef position in the food service establishment (50.4%). The participants have worked 

in the industry for 24.8 years (S.D. =4.8 years) and for the current company for 7.4 

=5.6 years).  Table 1 shows the demographic profile of the 295 respondents.

Appendix. 

The exploratory factor analysis (with direct oblimin) showed adequate differentiation in 

the factor loadings among the variables suggesting that none were measuring the same construct.   

A seven factor solution was suggested using an eigenvalue and scree p

loaded item among 7 opinion items. The result of PCA and levels of internal consistency 

(Cronbach’s alpha) are presented in Table 2. 

 

Model Fit and Hypothesis Test

 

With the variables showing satisfactor

model using structural equation modeling (Byrne, 2001) was run. A single factor model was run 

first to see if there was any common method bias evident (Podsakoff & Organ, 1986). This 

model suggested that there was little common method bias among the study variables (RMSEA, 

.21). Next, a 3 factor model was developed by using TL as the first factor, combining the social 

identity and social exchange intermediate variables as the second factor (PS, SE, ID, & BO), and 

a combination of the outcome variables (PER & CB) as the third factor.  This measurement 
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Sample was selected from the certified chef members of American Culinary Federation 

(ACF). ACF offers 14 different certification designations which are open to chefs, cooks, bakers, 

culinary educators and administrators. To be certified, an applicant must meet educational and 

work requirements and pass written and practical exams. A mail survey was sent to 1,000 

d from ACF database.  An article describing the research was 

posted in the ACF monthly newsletter with cash incentives. It was directing readers to online 

survey, which was exactly same to mail survey but different format. After a month, a reminder 

t. Data was collected over two month period.  

A total of 295 responses were collected; 150 from mail and 145 from online surveys. The 

data were compared using a simple t-test and there were no significant differences noted between 

There was minimal missing data in each variable. Any parametric analysis was done after 

missing values were replaced with the mean. Principal component analysis and confirmatory 

factor analysis of measurement model were conducted. Structural Equation Modeling (SEM), 

AMOS 7.0 (Arbuckle, 2006) was used to assess the hypothesized and alternative models.

Descriptive Statistics and Correlations 

A typical respondent was a Caucasian (88.5%) male (83%) between 45 and 54 years old 

bachelor degree (44.7%).  A slight majority of respondents (50.4%) hold an 

executive chef position in the food service establishment (50.4%). The participants have worked 

in the industry for 24.8 years (S.D. =4.8 years) and for the current company for 7.4 

=5.6 years).  Table 1 shows the demographic profile of the 295 respondents. See Table 1 in the 

The exploratory factor analysis (with direct oblimin) showed adequate differentiation in 

the factor loadings among the variables suggesting that none were measuring the same construct.   

A seven factor solution was suggested using an eigenvalue and scree plot. There was no cross 

loaded item among 7 opinion items. The result of PCA and levels of internal consistency 

(Cronbach’s alpha) are presented in Table 2. See Table 2 in the Appendix. 

Model Fit and Hypothesis Test 

With the variables showing satisfactory differentiation among them, a measurement 

model using structural equation modeling (Byrne, 2001) was run. A single factor model was run 

first to see if there was any common method bias evident (Podsakoff & Organ, 1986). This 

s little common method bias among the study variables (RMSEA, 

.21). Next, a 3 factor model was developed by using TL as the first factor, combining the social 

identity and social exchange intermediate variables as the second factor (PS, SE, ID, & BO), and 

a combination of the outcome variables (PER & CB) as the third factor.  This measurement 
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Sample was selected from the certified chef members of American Culinary Federation 

which are open to chefs, cooks, bakers, 

culinary educators and administrators. To be certified, an applicant must meet educational and 

work requirements and pass written and practical exams. A mail survey was sent to 1,000 

d from ACF database.  An article describing the research was 

posted in the ACF monthly newsletter with cash incentives. It was directing readers to online 

survey, which was exactly same to mail survey but different format. After a month, a reminder 

A total of 295 responses were collected; 150 from mail and 145 from online surveys. The 

test and there were no significant differences noted between 

There was minimal missing data in each variable. Any parametric analysis was done after 

missing values were replaced with the mean. Principal component analysis and confirmatory 

tion Modeling (SEM), 

AMOS 7.0 (Arbuckle, 2006) was used to assess the hypothesized and alternative models. 

A typical respondent was a Caucasian (88.5%) male (83%) between 45 and 54 years old 

bachelor degree (44.7%).  A slight majority of respondents (50.4%) hold an 

executive chef position in the food service establishment (50.4%). The participants have worked 

in the industry for 24.8 years (S.D. =4.8 years) and for the current company for 7.4 years (S.D. 

See Table 1 in the 

The exploratory factor analysis (with direct oblimin) showed adequate differentiation in 

the factor loadings among the variables suggesting that none were measuring the same construct.   

lot. There was no cross 

loaded item among 7 opinion items. The result of PCA and levels of internal consistency 

y differentiation among them, a measurement 

model using structural equation modeling (Byrne, 2001) was run. A single factor model was run 

first to see if there was any common method bias evident (Podsakoff & Organ, 1986). This 

s little common method bias among the study variables (RMSEA, 

.21). Next, a 3 factor model was developed by using TL as the first factor, combining the social 

identity and social exchange intermediate variables as the second factor (PS, SE, ID, & BO), and 

a combination of the outcome variables (PER & CB) as the third factor.  This measurement 



 

model showed significant improvement on the single factor model (RMSEA, .19, significant to 

<.001). A four factor model was developed by separating out the perceived s

leaving idealism, self-esteem, and the burnout construct intact. The four factor model showed 

another significant improvement (RMSEA, .18). A five factor model was run by separating out 

the burnout dimension and significant improvement in 

Finally, the full seven factor measurement model was run and a RMSEA of less than .08 

resulted. This model was deemed satisfactory according to criteria from Byrne (2001).   

Table 1 in the Appendix. 

 The means, standard deviations, correlation, and Cronbach alpha matrix of study 

variables are presented in Table 4. The internal validity of the study variables (Cronbach Alpha) 

is displayed on the diagonal. A typical respondent was a Caucasian (88.5%) male (83%) age 

between 45 and 54 (43.7%) with bachelor’s degree (44.7%).  This person is an executive chef 

position in the food service establishment (50.4%) and worked in the industry for 24.8 years 

(S.D.=4.8 years) and worked for the current company for 7.4 years (S.D.=5.6 ye

showed a strong correlation (> .70) to any other variable indicating that multicollinearity may not 

be a major concern in subsequent analysis. In the demographic variables there is a slight 

correlation among tenure and age and education. 

and education is not surprising and was not considered a major concern. Transformational 

Leadership style is significantly correlated with Perceived Support, Burnout, and Self

that is consistent with the theoretical development of this model. Perceived Support is 

significantly correlated to Burnout, Self

suggest that the hypothesized model is sound. 

 Table 5 presents the results

model (Figure 2) showed adequate fit to the data (

weights and squared multiple correlations (in parentheses) of hypothesized model are shown in 

Figure 2. An alternative model suggests deleting the non significant path from perceived support 

to idealism bust this change did not make a significant improvement to the model fit to the data. 

It has been suggested that the more perceived support by employees will

performance (Chen, et al., 2009).  Therefore, 

path from perceived support to performance to test the mediating effect of burnout. Adding this 

path suggested that burnout was in fact a parti

performance (χ2 ��= 273.8, df, 161) and that perceived support was positively related to 

performance (β = .39). See Table 1 and Figure 2 in the Appendix.

 

DISCUSSION 

 

This paper has identified some of the more prev

burnout in restaurant managers.  The identified stressors are universal within American 

restaurants and other food service settings.  While some of the causal conditions are inherent to 

the nature of the work and are commonly viewed as just part of the job, it is still important for 

owners and senior management to recognize the relationships to managerial burnout and 

subsequent negative effects.  A better understanding of the concepts and issues involved with 

burnout of restaurant managers will help in mitigating the results of burnout.  

Our focus on the consequences of burnout was primarily organizational (turnover and 

lowered performance) and behavioral (self abuse) in nature.  Other effects, more focused on the 

individual, are possible in a burnout situation.  Cox (1978) gives five categories of occupational 
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model showed significant improvement on the single factor model (RMSEA, .19, significant to 

<.001). A four factor model was developed by separating out the perceived support variable, 

esteem, and the burnout construct intact. The four factor model showed 

another significant improvement (RMSEA, .18). A five factor model was run by separating out 

the burnout dimension and significant improvement in the model was seen (RMSEA, .15). 

Finally, the full seven factor measurement model was run and a RMSEA of less than .08 

resulted. This model was deemed satisfactory according to criteria from Byrne (2001).   

deviations, correlation, and Cronbach alpha matrix of study 

variables are presented in Table 4. The internal validity of the study variables (Cronbach Alpha) 

A typical respondent was a Caucasian (88.5%) male (83%) age 

45 and 54 (43.7%) with bachelor’s degree (44.7%).  This person is an executive chef 

position in the food service establishment (50.4%) and worked in the industry for 24.8 years 

(S.D.=4.8 years) and worked for the current company for 7.4 years (S.D.=5.6 years).

showed a strong correlation (> .70) to any other variable indicating that multicollinearity may not 

be a major concern in subsequent analysis. In the demographic variables there is a slight 

correlation among tenure and age and education. A relationship among a person’s age, tenure, 

and education is not surprising and was not considered a major concern. Transformational 

Leadership style is significantly correlated with Perceived Support, Burnout, and Self

theoretical development of this model. Perceived Support is 

significantly correlated to Burnout, Self-Esteem, and Performance. The correlations seem to 

suggest that the hypothesized model is sound. See Table 1 in the Appendix. 

Table 5 presents the results of Structural Equation Model (SEM).  The hypothesized 

model (Figure 2) showed adequate fit to the data (χ2 ��= 300.0, df, 162). The standardized beta 

weights and squared multiple correlations (in parentheses) of hypothesized model are shown in 

An alternative model suggests deleting the non significant path from perceived support 

to idealism bust this change did not make a significant improvement to the model fit to the data. 

It has been suggested that the more perceived support by employees will lead to higher 

Chen, et al., 2009).  Therefore, another alternative model was tested which added a 

path from perceived support to performance to test the mediating effect of burnout. Adding this 

path suggested that burnout was in fact a partial mediator between perceived support and 

= 273.8, df, 161) and that perceived support was positively related to 

See Table 1 and Figure 2 in the Appendix. 

This paper has identified some of the more prevalent antecedents and consequences of 

burnout in restaurant managers.  The identified stressors are universal within American 

restaurants and other food service settings.  While some of the causal conditions are inherent to 

ommonly viewed as just part of the job, it is still important for 

owners and senior management to recognize the relationships to managerial burnout and 

subsequent negative effects.  A better understanding of the concepts and issues involved with 

restaurant managers will help in mitigating the results of burnout.   

Our focus on the consequences of burnout was primarily organizational (turnover and 

lowered performance) and behavioral (self abuse) in nature.  Other effects, more focused on the 

idual, are possible in a burnout situation.  Cox (1978) gives five categories of occupational 
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model showed significant improvement on the single factor model (RMSEA, .19, significant to 

upport variable, 

esteem, and the burnout construct intact. The four factor model showed 

another significant improvement (RMSEA, .18). A five factor model was run by separating out 

the model was seen (RMSEA, .15). 

Finally, the full seven factor measurement model was run and a RMSEA of less than .08 

resulted. This model was deemed satisfactory according to criteria from Byrne (2001).   See 

deviations, correlation, and Cronbach alpha matrix of study 

variables are presented in Table 4. The internal validity of the study variables (Cronbach Alpha) 

A typical respondent was a Caucasian (88.5%) male (83%) age 

45 and 54 (43.7%) with bachelor’s degree (44.7%).  This person is an executive chef 

position in the food service establishment (50.4%) and worked in the industry for 24.8 years 

ars). No variable 

showed a strong correlation (> .70) to any other variable indicating that multicollinearity may not 

be a major concern in subsequent analysis. In the demographic variables there is a slight 

A relationship among a person’s age, tenure, 

and education is not surprising and was not considered a major concern. Transformational 

Leadership style is significantly correlated with Perceived Support, Burnout, and Self-Esteem 

theoretical development of this model. Perceived Support is 

Performance. The correlations seem to 

of Structural Equation Model (SEM).  The hypothesized 

= 300.0, df, 162). The standardized beta 

weights and squared multiple correlations (in parentheses) of hypothesized model are shown in 

An alternative model suggests deleting the non significant path from perceived support 

to idealism bust this change did not make a significant improvement to the model fit to the data. 

lead to higher 

another alternative model was tested which added a 

path from perceived support to performance to test the mediating effect of burnout. Adding this 

al mediator between perceived support and 

= 273.8, df, 161) and that perceived support was positively related to 

alent antecedents and consequences of 

burnout in restaurant managers.  The identified stressors are universal within American 

restaurants and other food service settings.  While some of the causal conditions are inherent to 

ommonly viewed as just part of the job, it is still important for 

owners and senior management to recognize the relationships to managerial burnout and 

subsequent negative effects.  A better understanding of the concepts and issues involved with 

Our focus on the consequences of burnout was primarily organizational (turnover and 

lowered performance) and behavioral (self abuse) in nature.  Other effects, more focused on the 

idual, are possible in a burnout situation.  Cox (1978) gives five categories of occupational 



 

stress effects: subjective, behavioral, cognitive, physiological, and organizational.  The 

subjective effects such as anxiety, apathy, loneliness, and frustration

others and build within the employee.  These can occasionally lead to violence (Kop & Euwema, 

2001).  Cognitive effects such as indecision, a shortened attention span, and frequent mental 

blocks can, in turn, lower performance le

drug and alcohol abuse, obsessive eating, and other compulsive behavior.  We did not discuss 

any possible physiological consequences of burnout such as high blood pressure, excessive 

sweating, and varying blood sugar levels.

Our primary focus is on the effects to the organization: turnover and lowered 

performance levels.  Research has found some other organizational concerns that warrant further 

study within the restaurant industry: absenteeism (Leiter

(Altun, 2002), and reduced commitment (Sethi, Barrier, & King, 1999; Cherniss, 1995).  

Company leadership must understand the phenomenon of burnout and develop policies to 

deal with it at all stages.  Screening of pe

those most at risk for burnout.  Training, orientation, or support may be used to help in the 

transition to restaurant manager.  Monitoring of performance levels may help identify candidates 

for burnout before the consequences can be manifested.  When burnout occurs or is imminent, an 

understanding of the concept of burnout can help in displacing individuals to positions that can 

support management without being intimately involved. 

While much remains to be examined and addressed, this paper adds to the body of 

knowledge about the stresses that accompany managers in the hospitality field.  Applying the 

Maslach Burnout Inventory (MBI) with other measures of the dimensions will give empirical 

evidence of the mechanism of burnout in hospitality managers.  Further examinations of possible 

correlations of burnout to fiscal performance and business growth would also be of interest to 

restaurant operators. 

 

Limitations 

 

This study focused on the consequences of

and citizenship behaviors. Other effects, such as, pathological behavior, physiological, or 

subjective effects of stress are probably at play in the hypothesized relationships (Cox, 1978) and 

subsequently could skew the data. We also left out discussion of possible physiological 

consequences of burnout such as high blood pressure or excessive pulse rate. Another limitation 

is that other consequences may affect the perceived performance or citizenship behaviors, su

as, absenteeism (Leiter & Maslach, 1997), job dissatisfaction (Altun, 2002), and reduced 

commitment (Sethi, et al., 1999; Cherniss, 1995).

The cross sectional design and use of self

method bias. However, confirmatory factor analysis (Table 3) exhibits little cross relational 

correlations among variable attributable to common method bias. Common method bias would 

also tend to inflate the correlations among variables, but this inflation is not evident (Table 4)
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APPENDIX 

 

Table 1. Profile of Respondents 

      

  Gender (N=295)

  Male 

  Female

  Age (N=295)

  Under 18

  18 – 24

  25 – 34

  35 – 44

  45 – 54

  55 – 64

  65 or older

  Race (N=295)

  Rather not say

  Caucasian/White

  African American

  Indigenous or Aboriginal 

  Asian/Pacific islander

  Other 

  Education (N=291)

  Less than high school

  High school graduate

  Post secondary non

  

Technical/culinary art 

diploma

  Associate

  Bachelor

  Post-graduate

  Master 

  Ph.D. 

  Certification

  ACF certified

  Certified Personal Chef
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Weiskopf, P. (1980). Burnout among teachers of exceptional children. Exceptional Children, 47

ihan, L. M. (2005). Display rules “regulators”: The relationship between 

supervisors and worker emotional exhaustion. Journal of Applied Psychology, 90

Causes for Burnout Among Secondary and Elementary School 

Teachers and Preventive Strategies. Chinese Education & Society, 40 (5): 78

Yukl, G. A. (2002). Leadership in Organizations (5th ed.). Upper Saddle River, N.J.:

 

Frequency Percent 

Gender (N=295)     

245 83.1 

Female 50 16.9 

Age (N=295)     

Under 18 1 0.3 

24 9 3.1 

34 35 11.9 

44 79 26.8 

54 129 43.7 

64 38 12.9 

65 or older 4 1.4 

Race (N=295)     

Rather not say 13 4.4 

Caucasian/White 261 88.5 

African American 8 2.7 

Indigenous or Aboriginal  2 0.7 

Asian/Pacific islander 6 2 

5 1.6 

Education (N=291)     

Less than high school 2 0.7 

High school graduate 1 0.3 

Post secondary non-degree 25 8.6 

Technical/culinary art 

diploma 24 8.2 

Associate 38 13.1 

Bachelor 132 45.4 

graduate 49 16.8 

 4 1.4 

16 5.5 

Certification     

ACF certified 248 84.1 

Certified Personal Chef 43 14.6 
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Exceptional Children, 47 

ihan, L. M. (2005). Display rules “regulators”: The relationship between 

Journal of Applied Psychology, 90 (5), 

Causes for Burnout Among Secondary and Elementary School 

(5): 78-85. 

Organizations (5th ed.). Upper Saddle River, N.J.: 



 

  ServSafe 

  Occupation (N=258)

  Executive chef

  Corporate chef

  Sous chef

  Cook 

  Culinary 

  Food & Beverage Manager

  Tenure (in years)

  Industry

  Company

    Current position
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ServSafe  217 73.6 

Occupation (N=258)     

Executive chef 130 50.4 

Corporate chef 12 4.7 

Sous chef 16 6.2 

38 14.7 

Culinary Educator 36 14.0 

Food & Beverage Manager 26 10.1 

Tenure (in years) Mean S.D. 

Industry 24.8 4.8 

Company 7.4 5.6 

Current position 5.4 3.4 
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Table 2. Factor Analysis Results of Study Variables*
 

  

TL1 

TL4 

TL3 

TL2 

PS7 

PS6 

PS8 

PS4 

PS5 

PS2 

ID5 

ID6 

ID4 

ID3 

ID2 

ID1 

SE5 

SE4 

SE6 

SE3 

EX4 

EX3 

EX2 

EX1 

CY1 

CY2 

CY3 

PER3 

PER4 

PER1 

*Extraction Method: Maximum Likelihood.  Rotation Method: Varimax with Kaiser 

Normalization. Goodness-of-fit Test, 

suppressed. TL, Transformational Leadership
Esteem; BO, Burnout; PER, Performance
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Table 2. Factor Analysis Results of Study Variables* 

TL  POS ID SE  BO PER CB 

.90       

.79       

.88       

.88       

 .92      

 .91      

 .89      

 .88      

 .88      

 .84      

  .81     

  .75     

  .74     

  .74     

  .84     

  .62     

   .92    

   .88    

   .85    

   .83    

    .87   

    .84   

    .82   

    .82   

    .74   

    .66   

    .62   

     .89  

     .87  

     .76  

*Extraction Method: Maximum Likelihood.  Rotation Method: Varimax with Kaiser 

fit Test, Chi-Square 941.34, df 428, Sig.000. Values < .6 have been 

Transformational Leadership; PS, Perceived Support; ID, Idealism;
Performance. 
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*Extraction Method: Maximum Likelihood.  Rotation Method: Varimax with Kaiser 

Square 941.34, df 428, Sig.000. Values < .6 have been 

Idealism; SE, Self-



 

Table 3.  Confirmatory Factor Analysis of the Measurement Model

 

Factors χ2
 df

1.  3211.00 258

3. 2918.07 253

4.  2679.24 249

5.  1926.97 244

7.  611.51 231

Note: *p< .001. RMSEA= root mean square error of the approximation, IFI=incremental fit 

index, TLI=Tucker-Lewis coefficient, CFI=comparative fit index. 1. 1

Factor; 4. 7 Factor; N=295. 

 

Table 4.  Means, Standard Deviations, Correlation, and Cronbach Alpha Matrix of Study 

Variables 
   

  Ave Sd Gen Age

Gen .17 .38   

Age 4.54 1.04 -.02  

Race 2.45 5.70 -.02 .03 

Edu 6.05 11.03 -.03 .06 

Ten 9.19 14.19 -.02 .17*

TL 4.13 1.46 .10 -.05

PS 4.89 1.49 -.08 .11 

ID 5.75 .94 .10 .09 

SE 5.91 1.23 -.02 .09 

BO 3.18 1.15 -.01 -.02

PER 5.48 1.06 -.13 .08 

Notes: * Correlation is significant at the 0.01 level (2

individual scales are recorded on 

PS, Perceived Support; ID, Idealism;
 

Table 5. Results from nested Structural Equation Models

 

Model χ2 df

Hypothesized 300.0 162

2. Not Shown. 301.8 163

3. Final Model 273.8 161

      Model 2 tested whether the path from PS to ID should be deleted.

      Model 3 tested whether BO is a partial mediator between PS and PER
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Table 3.  Confirmatory Factor Analysis of the Measurement Model 

df ∆χ2
 RMSEA IFI

 
TLI 

258  .21 .45 .32 

253 292.93* .19 .50 .40 

249 238.83* .18 .54 .44 

244 752.29* .15 .68 .61 

231 1315.46* .07 .93 .91 

Note: *p< .001. RMSEA= root mean square error of the approximation, IFI=incremental fit 

Lewis coefficient, CFI=comparative fit index. 1. 1 Factor; 2. 5 Factor; 3. 6 

Table 4.  Means, Standard Deviations, Correlation, and Cronbach Alpha Matrix of Study 

Age Race Edu Ten TL PS ID SE 

       

       

        

 .00       

.17* -.02 .28*      

.05 -.02 -.09 -.02 (.92)    

 .04 -.04 .12 .49* (.96)   

 .38 .09 .14* .07 .07 (.86)  

 -.05 -.04 .06 .29* .65* .11 (.93) 

.02 .01 -.02 -.04 -.27* -.56* -.01 -.52*

 .05 .05 .17* .18* .53* .17* .51* 

Notes: * Correlation is significant at the 0.01 level (2-tailed). Coefficient alphas for the 

individual scales are recorded on the diagonal in parentheses. TL, Transformational Leadership
Idealism; SE, Self-Esteem; BO, Burnout; PER, Performance

Table 5. Results from nested Structural Equation Models 

df ∆χ2 RMSEA IFI
 

TLI 

162  .05 .96 .97 

163 1.8 .05 .96 .97 

161 26.1** .05 .96 .97 

Model 2 tested whether the path from PS to ID should be deleted. 

Model 3 tested whether BO is a partial mediator between PS and PER 
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CFI 

.44 

.49 

.54 

.68 

.93 

Note: *p< .001. RMSEA= root mean square error of the approximation, IFI=incremental fit 

Factor; 2. 5 Factor; 3. 6 

Table 4.  Means, Standard Deviations, Correlation, and Cronbach Alpha Matrix of Study 

BO PER 

  

  

  

  

  

  

  

  

   

.52* (.91)  

 -.49* (.88) 

tailed). Coefficient alphas for the 

Transformational Leadership; 

Performance N=295. 

CFI 

.96 

.96 

.96 



 

Figure 1 Antecedents and Consequences of Burnout in Restaurant mManagement

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

Figure 2 Structural Equations Results of the Hypothesized Model.
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Figure 2 Structural Equations Results of the Hypothesized Model. 
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Antecedents and Consequences of Burnout in Restaurant mManagement 
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Figure 3 Structural Equations Results of Final Model.
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Equations Results of Final Model. 

   .13 

.54                                       -.38                             -.20                               

              

.70                     -.25                            .39  

PER 

(.28) 

SE 

(.49) 

ID 

(.01) 

PS 

(.29) 

BO 

(.34) 

Journal of Behavioral Studies in Business     

The effect of leadership, Page 19 


