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From physical to psychosocial risk assessment 

- Addressing stress and mental well-being 

Towards healthy employees 
in a healthy organization: 

From a perspective of 
work engagement 
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Changes in modern organizations 

Schaufeli & Salanova (2008) 
Enhancing work engagement through the management of human resources 

Producing more output with less employee input cannot be achieved 
with a workforce that is “healthy” in the traditional sense 

(= with employees who are merely symptom free). 	

From	 To	
Cost reduction	 Customer satisfaction	
Efficiency	 Effectiveness	
Employee satisfaction	 Employee motivation	
Control	 Empowerment	
Short-term focus on cash flow	 Long-term focus on vision, planning, 

and growth	
Vertical structure 
(Chain of command)	

Horizontal networks (collaboration in 
interdependent chains)	

Dependence on company 
(e.g., company training)	

Personal responsibility 
(e.g., employability)	



The need for engaged employees 
in modern organizations 
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Ouweneel, Schaufeli & Le Blanc (2010) 

•  Today’s organizations require their employees to be motivated, 
proactive, responsible, and involved. 

•  However, the traditional approach of Occupational Mental Health 
(OMH) falls short 
because it focused on preventing ill-health (e.g. job burnout) rather 
than promoting health (e.g. work engagement).	



Current view of healthy worker 
and workplace	
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Work Engagement 

•  “A positive, fulfilling, work-related state of mind that is 
characterized by Vigor, Dedication, and Absorption”. 

•  Opposite aspects of burnout (Exhaustion, Cynicism, (lack of) 
Professional efficacy). 

Schaufeli et al. (2002) Journal of Happiness Studies, 3, 71-92 

Engaged employees are assumed to have a 
sense of energetic and effective connection 
with their work activities and to see 
themselves as able to deal with the 
demands of their job. 



Work Engagement vs. Workaholism 

Workaholism 
 
 
 

Work engagement 
 
 
 

Work hard 

• Propelled by an obsessive 
inner drive 

• Work is not fun. 
• I have to work. 

• Intrinsically motivated 
• Work is fun. 
• I want to work. 

Schaufeli et al. (2009) Cross-Cultural Research, 43, 320-348. 



Work 
engagement 

Workaholism 

Change in 
Ill-health 

Change in 
life 

satisfaction 

Change in 
job 

performance Work 
excessively 

Work 
compulsively 

Vigor Dedication Absorption 

In-role 
performance 

Job 
satisfaction 

Family 
satisfaction 

Psychological 
distress 

Physical 
complaints 

.89 .96 .88 

.79 .82 

.90 

.45 

.76 

.41 

1.00 

.14 

-.18 

.01 

-.09 

.21 

.17 

.20 

N=1,967   χ2=260.04   df=35   p<.001   GFI=.98    NNFI=.95   CFI=.97   RMSEA=.06 

Shimazu, Schaufeli, Kubota & Kawakami (2012) Industrial Health, 50, 316-321 

Longitudinal relations of EN / WH and outcomes: 
Standardized solution of the hypothesized model 

Creative 
behavior .38 



Effects of EN/WH 
on family members?	



TWIN (Tokyo Work-life INterface) study	

Interpersonal 
relationship 

Parenting 
behaviors 

http://wlb.umin.jp/ 

•  Examine relation among 
husband (father), wife 
(mother) and children 

•  5-years cohort 

•  1-year interval 

Husband/ Father 

-  Work-life balance 
-  Work engagement 
-  Workaholism 
-  Health	

Husband/ Father 

-  Work-life balance 
-  Work engagement 
-  Workaholism 
-  Health	

Children (Nursery school) 

-  Life style 
-  Health	



Parent’s EN/WH and 
child’s emotional behavioral problems 

(N=325 families) 

Standardized solution (Maximum Likelihood estimates) of the hypothesized model 

Child 
emotional 

and 
behavioral 
problems 

-.14	

-.15	 -.13	

-.04	

-.05	.05	

.39	

Shimazu et al. Paper for symposium “Spillover and Crossover of Work-Related Experiences” 
in EAWOP 2013 (Munster, Germany). 

Father 
Engagement	

Father 
Workaholism	

Father 
Happiness .35	

.26	

-.23	

Mother 
Engagement	

Mother 
Workaholism	

Mother 
Happiness 

.16	

-.26	

.20	



Assessment	



http://www.schaufeli.com/ 

Utrecht Work Engagement Scale	

Schaufeli et al. (2002). Journal of Happiness Studies, 3, 71-92 

Full version:  17 items	
Short version: 9 items 
22 language versions	



2 3 4 5 6

France	 (N=221)

Finland	 (N=6131)

South	 Africa	 (N=2547)

G erm any	 (N=434)

Belgium 	 (N=1680)

Italy	 (N=212)

Australia	 (N=643)

C zech	 Republic	 (N=92)

C anada	 (N=1280)

Norway	 (N=2250)

C hina	 (N=272)

Sweden	 (N=378)

Netherlands	 (N=13236)

G reece	 (N=469)

Spain	 (N=1759)

Japan	 (N=19489)

Total	 score

Scale scores of UWES-9 

All comparisons were significant at 0.1% level (Bonferroni correction for multiple comparison was 
applied). Shimazu et al. (2010). BioPsychoSocial Medicine, 4:17.  



A common bias exists in cross-cultural comparison of mental health due to the 
wording of the items, particularly responses to positive items. 

Culture and positive emotion 

- Job satisfaction among Japanese 
workers was lower than that 
among U.S. workers (Lincolin, 
1989). 

- Positive subscale (reversed) 
mean score of CES-D was 
significantly higher for the 
Japanese sample compared to 
U.S. counterparts; 
Negative subscale mean score 
did not differ between the two 
samples (Iwata et al., 1995).	

Scholz et al. (2002). Eur. J. Psychol. Assess. 18, 242-251.	



Why do Japanese employees show low 
work engagement?  

The Japanese tendency to suppress positive affect expression may represent a 
socially desirable behavior in Japanese society (Iwata et al., 1995). 

Markus & Kitayama (1999) Psychol Rev, 98, 224-253 

Features compared Independent Interdependent 

Definition Separate from social context Connected with social context 

Tasks Be unique, Promote own goals, 
Be direct; “say what’s on your 
mind 

Belong, Promote other’s goals, Be 
indirect; “read other’s mind“ 

Basis of self-esteem Ability to express self Ability to adjust, retain self, maintain 
harmony with social context 



Intervention	



Job-Demands Resources model	

Job demands 

- Health & 
organizational 

outcomes 

+

－

Stress 
responses 
(Burnout) 

+

Health impairment process 

Schaufeli & Bakker (2004; 2009); Hakanen et.al. (2006, 2008);  Korunka et al. (2009); Llorens et al (2006) 

Quantitative demands 
Qualitative demands	

Job control 
Supervisor support 
Trust with management 

Job resources 

Motivational process 

Work 
engagement	

+

Vigor, Dedication, 
Absorption 



ACTIVE 
• A web-based questionnaire for workplace assessment. 
•  The products of joint projects by The Univ. Tokyo and Fujitsu 

Software Technologies. 

Job 
demands 

Job 
resources 

Positive 
outcomes 

Negative 
outcomes 



Contents 

Job demands 
Job resources 

Task Group Organization 

•  Quantitative 
demands 

•  Qualitative 
demands 

•  Interpersonal 
conflict 

•  Meaning of work 
•  Personal growth 
•  Novelty 
•  Predictability 
•  Job control 

•  Coaching/ 
Leadership 

•  Fair attitude of 
supervisor 

•  Relationship 
with colleagues 

•  Reward (Salary) 
•  Role clarity 
•  Collective 

efficacy 
•  Supervisor 

support 
•  Coworker 

support 

•  Trust with 
management 

•  Distributive 
justice 

•  Clarity of 
management 
system 	

•  Speed of 
organizational 
change 

•  Work-life 
balance 

•  Welfare system 

 
Outcomes 

[Negative] 
•  Psychological distress 
•  Physical complaints 
 
[Positive] 
•  Job satisfaction 
•  In-role performance 
•  Creative behavior 
•  Active learning 



Company report (1) 
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Company report (2)	

Task/work level 

Group level 

Organization 
level 



Intervention (1) 

(1) Half-day workshop for managers 
•  Lecture on work engagement 

and JD-R model 
•  How to read feedback report? 
•  Case study: 

Group discussion (How to improve job 
resources & How to reduce job stress) 
à Presentation à General discussion 



Intervention (2) 

World time clocks in the office to facilitate communication 

(2) Improvement activities 
•  Plan: Make the action plan 
•  Do: Implementation of the action plan 
•  Check: Re-evaluation of job demands/

resources and positive/negative outcomes 
by ACTIVE 



Action plan sheet 

(1) Which job 
resource does the 
workplace focus on? 

(2)Outline of 
the activity 

(3)Reason (4)Detailed action 



Six tips towards healthy workplaces	

1.  Collaboration between health sector and non-health 
sector with the shared purpose (i.e., healthy 
workplace) 

2.  Sustainable (not temporary) program and system 
3.  Top-down and bottom-up approaches 

(i.e., participatory approach) 
4.  Enhancing strength (rather than reducing weakness) 

of the workplace 
5.  Goal-oriented (rather than problem-oriented) approach 
6.  Small-step approach 



Conclusion	

1.  Modern organizations need engaged workers. 
2.  Work engagement has favorable effects on well-being 

of one’s own and one’s family members. 
3.  Be careful about cultural bias when assessing positive 

aspects of well-being (e.g., work engagement). 
4.  Accumulate good evidence and practice. 
5.  Bridge between research and practice. 


