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Abstract Job demands-resources (JD-R) theory has emerged as one of the most
influential conceptual frameworks for interpreting and explaining factors affecting
employees’ wellbeing in the workplace. The present chapter provides a broad
overview of JD-R theory, and discusses how the theory can be harnessed to further
understand the factors influencing teachers’ wellbeing. The chapter also reviews
prior research employing JD-R theory in teaching populations, and explores the job
demands (e.g., workload, disciplinary issues, time pressure) and job resources (e.g.
perceived autonomy support, opportunities for professional learning, and relation-
shipswith colleagues) that influence teacher engagement, burnout, and organisational
outcomes. Theoretical extensions of the model, such as the inclusion of personal
resources (e.g. adaptability, cognitive and behavioural coping, self-efficacy), are
further considered to extend knowledge of how teacher wellbeing can be promoted
at both an individual and broader organisational level. Finally, the chapter considers
the practical implications of how JD-R theory can guide interventions, comprising
whole-school efforts, as well as approaches that support individual teachers to
maximise their wellbeing.
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14.1 Introduction

Since its introduction in 2001, Job Demands-Resources (JD-R) theory (Bakker and
Demerouti 2017; Demerouti et al. 2001) has come to be one of the most popular and
widely published frameworks for understanding employee health and performance.
In more recent times, the framework has been shown to be useful in further under-
standing the occupational experiences of teachers, and in shedding light on the nature
of attrition and retention in the teaching profession. The present chapter introduces
JD-R theory, and reviewsprior research employing themodel in teachingpopulations,
with a focus on teacher wellbeing. In addition, we propose that although JD-R theory
is predominantly relevant to wellbeing, it also holds relevance for understanding
resilience. Justification of this stance is presented. The chapter then demonstrates
how the theory can be applied in teaching contexts to promote teacher wellbeing.

14.2 Operationalising Teacher Wellbeing and Resilience

Wellbeing is a broad and multi-dimensional concept. In the present article, we
define wellbeing as teachers’ positive evaluations of and healthy functioning in their
work environment (Collie et al. 2016). Accordingly, wellbeing encompasses a range
of outcomes, such as job satisfaction (teachers’ affective responses to their work;
Skaalvik and Skaalvik 2011), and organisational commitment (teachers’ emotional
attachment to their work; Meyer and Allen 1991). As noted above, our major focus
in this chapter is on wellbeing as a desirable outcome among teachers. At the same
time, we also highlight the role of resilience in helping teachers to overcome the
day-to-day challenges that arise in teaching. This dual approach of harm reduction
and wellness promotion is important because resilience is important for overcoming
adversity, whereas wellbeing is important for helping individuals to further flourish
(Collie and Perry 2019).

Resilience research originally stemmed from work examining how children and
adolescents overcome major or chronic adversity (e.g., Masten 2007). Among
teachers, work has evolved to focus on low levels of adversity common to teachers
(e.g., competing deadlines) through research on, for example, ‘everyday resilience’
(Gu and Day 2014) and workplace buoyancy (Martin and Marsh 2008). For this
chapter, we operationalise resilience as a process involving resource mobilisation by
individuals and resource provision by the context that in concert help individuals to
navigate adversity (Ungar 2008). Importantly, we focus on low-level adversity such
as competing deadlines and high workload that are common to teachers, rather than
major adversity (Martin and Marsh 2008).
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14.3 The Job Demands-Resources Theory

Job Demands-Resources theory adopts a positive psychology approach (Bakker
and Demerouti 2008) to explaining employees’ workplace experiences. The central
premise of the theory is that the working conditions within all occupations can be
broadly defined as either job demands or job resources (Demerouti et al. 2001).
Job demands are the physical, social, organisational, or psychological aspects of
work that require the investment of physical and/or psychological effort, and are
associated with energy depletion and psychological and/or physiological costs (e.g.,
workload, disciplinary issues, time pressure; Demerouti et al. 2001). In contrast to
job demands, job resources are those elements of work that enable employees to:
achievework goals;manage job demands, and the associated physical and psycholog-
ical costs; and grow and develop in their position (e.g., perceived autonomy support,
opportunities for professional learning, and relationships with colleagues).

In addition to job demands and job resources, more recent conceptualising in
JD-R theory has acknowledged the role that personal resources play in shaping
employees’ workplace experiences (Xanthopoulou et al. 2007). Broadly defined
as self-evaluations of one’s ability to control and impact upon their environment
(Hobfoll et al. 2003), personal resources can directly predict or indirectly influence
how job demands and job resources affect employee outcomes. For example, self-
efficacy (a personal resource) may influence a teacher’s perception of the school
climate (a job resource), which in turn may increase their feelings of commitment
(an outcome; Collie et al. 2011). Alternatively, individuals working in a school
with a positive school climate (a job resource) may be higher in self-efficacy
(a personal resource), which may positively influence their job performance (an
outcome; Klassen and Tze 2014). In studies of teachers, personal resources have
been found to be important predictors of a range of outcomes. For instance, Lorente
Prieto et al. (2008) found self-efficacy to be a predictor of higher engagement and
lower burnout among Spanish teachers. Comparatively, Xanthopoulou et al. (2007)
found that personal resources influence the way in which job resources relate to
engagement among Finnish teachers. Importantly, because personal resources such
as self-efficacy and adaptability are capacities that individuals may be able to develop
or change, they provide a useful base from which interventions targeting teachers’
wellbeing may be developed.

As can be seen in Fig. 14.1, the JD-R theory suggests that job demands and
job/personal resources evince two independent psychological processes: the health
impairment process in which job demands uniquely predict burnout, and the motiva-
tional process in which job/personal resources are inherentlymotivational and lead to
higher work engagement and wellbeing (Bakker and Demerouti 2017). It is through
these two processes that links with salient personal and occupational outcomes,
such as organisational commitment, job performance, and turnover intentions can be
understood (Collie et al. 2018; Esteves and Lopes 2017; Taris 2006).

In addition to the main associations between job demands and burnout (health
impairment process) and those between job/personal resources and engagement
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Fig. 14.1 The job demands-resources model, annotated to include a range of the key demands,
resources, and outcomes previously examined in teachers. Adapted from Bakker and Demerouti
(2017)

(motivational process), JD-R theory also recognises two more nuanced processes:
the ‘buffering’ and the ‘boosting’ effects. The ‘buffering’ effect refers to instances
in which certain job resources buffer or lessen the effect of demands on job strain
(Bakker et al. 2005). Job resources can reduce the likelihood that specific organi-
sational aspects will be perceived as sources of stress and may enable individuals
to control their emotions and thoughts in response to such job demands (Demer-
outi and Bakker 2011). For instance, Bakker et al. (2007) found that when Finnish
school teachers reported high or positive ratings of supervisor support, organisational
climate, and innovativeness (job resources), their perceptions of pupil misbehaviour
had less of a harmful association with their work engagement. This suggests that job
resources provide teachers with strategies to better manage demanding situations.

The ‘boosting’ effect refers to the way in which job resources become particularly
important for employees—or ‘boost’ their engagement—when job demands are high.
This notion is consistent with Hobfoll’s (2001) proposition that resources are of
greatest usewhen they are neededmost (i.e. during periods of high job demands). This
effect was likewise demonstrated in the aforementioned study of Finnish teachers;
when pupilmisbehaviourwas high, the job resources had an even stronger connection
with teachers’ engagement (Bakker et al. 2007).

14.4 JD-R Theory and Links with Resilience

As explained above, JD-R theory has provided important understanding about
employeewellbeing. In the current chapter, we propose that it also holds relevance for
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understanding ‘everyday’ resilience and workplace buoyancy—that is, how individ-
uals overcome low-level adversity at work (e.g., Martin and Marsh 2008). As noted
earlier, for this chapter we operationalise resilience in terms of a process involving
both resource mobilisation by individuals and resource provision by the context (see
Ungar 2008).We suggest that by way of personal and job resources, JD-R theory taps
into the idea of resource mobilisation and provision. More precisely, resource provi-
sion refers to the job resources that a work context provides employees. Resource
mobilisation refers to the personal and job resources that employees utilise in their
work. These resources become particularly important in the face of adversity—which
can be considered by way of job demands in the JD-R theory. For example, if an
employee has a very high workload (a job demand), this can be considered an expe-
rience of adversity. The boosting hypothesis in JD-R theory then establishes that
in the face of such challenges, resources become particularly important for positive
psychological functioning at work. There are clear alignments with resilience here.
If employees experience high workload, but do not have access to or are unable to
mobilise resources, then their successful adaptation is threatened (e.g., see Howard
2000). In sum,we suggest that JD-R theory has relevance to ‘everyday’ resilience and
buoyancy, and that it provides an alternative way of understanding how employees
overcome adversity at work. Below, we turn our focus specifically to teachers and
how the JD-R theory has been applied to understand teacher wellbeing.

14.5 Research Employing JD-R Theory in Teaching
Populations

The flexibility of JD-R theory and its capacity to integrate both personal and organi-
sational factors into one unifiedmodel havemade the framework a popular choice for
educational researchers. Such work has enabled researchers to glean considerable
insights into the nature of the teaching profession and the factors and processes
involved in teachers’ wellbeing. This section reviews prior research employing
the JD-R theory and identifies key demands, resources, and processes involved in
teachers’ occupational functioning. The present chapter also considers a range of
methodological approaches to applying the JD-R theory in teaching populations.

a. Keydemands and resources. One of the strengths of the JD-R theory is its ability
to link key contextual and personal factors to relevant outcomes in a process
model. This has enabled identification of salient resources and demands, and
how these differentially predict motivation, health, and organisational outcomes.
In this section, key studies employing the JD-R theory are described, along with
a summary of the key resources and demands that have been shown to influ-
ence teachers’ wellbeing. A conceptually and empirically informative test of
the JD-R theory in a teaching population was undertaken by Hakanen et al.
(2006) among a sample of 2038 Finnish teachers. Drawing on prior research
addressing stress and motivation among teachers, the researchers collected data
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via a paper survey, and examined job demands by way of three indicators (disrup-
tive pupil behaviour, work overload, and a poor physical work environment)
and job resources by way of five indicators (job control, access to information,
supervisory support, innovative school climate, and social climate). Results of
the study provided strong support for the core propositions of the theory: job
demands were associated with greater ill-health via burnout, and job resources
were related to greater organisational commitment via engagement. Notably, the
strength of this study lies in the fact that the results were obtained in half of
the sample (using random selection) and cross-validated in the other half, indi-
cating the broad generalisability of the theory. Bakker et al. (2007) extended
this research to shed light on the specific interactions between job resources, job
demands, and outcomes in a sample of Finnish primary, secondary, and voca-
tional teachers. More precisely, job demands were examined by way of misbe-
haviour, while job resources were examined in terms of job control (the ability to
influence one’s own work), supervisor support, information (pertinent issues are
communicated with staff), school climate, innovativeness (the desire to contin-
ually improve), and appreciation (colleagues appreciate an individual’s work).
Using structural equation modelling, the authors revealed all six job resources
and the job demand to be uniquely and positively related to the three dimensions
of engagement under examination (absorption: being engrossed in one’s work;
dedication: strong involvement, enthusiasm, and pride in work; and vigor: the
energy with which work is undertaken). These findings demonstrate that a variety
of job resources and job demands are important for teachers, and each of these
factors can predict teachers’ outcomes in different ways.

More recently, teachers’ perceptions of autonomy supportive leadership, or the
degree to which teachers feel as though their autonomy and self-empowerment are
supported by school leaders (Ryan and Deci 2017), has emerged as a particularly
relevant job resource. Across samples of Australian and Finnish teachers, structural
equation modelling has shown perceived autonomy support to be positively and
directly associated with adaptability, engagement, and organisational commitment,
and negatively associated with exhaustion and disengagement (Collie and Martin
2017; Collie et al. 2018; Skaalvik and Skaalvik 2018). Other applications of JD-R
theory have highlighted the importance of social support more broadly for teachers.
In a study of 760 Norwegian teachers, Skaalvik and Skaalvik (2018) demonstrated
that support from colleagues was a key predictor of teacher wellbeing (measured
by the following scales: emotional exhaustion, depressed mood, and psychosomatic
responses). Notably, using a diary study which consisted of shortened versions of
general engagement, satisfaction, and mental health scales, Simbula (2010) showed
that even when existing levels of engagement, job satisfaction, and burnout were
accounted for, social support was a unique predictor of these outcomes. Given that
social support enables teachers to better deal with uncertainty and unanticipated
challenges (Day and Gu 2010), building a positive social climate is thus an important
consideration for school leaders.
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Other applications of the JD-R have extended the theory by examining the role of
personal resources. In a sample of 484 Spanish secondary school teachers, Lorente
Prieto et al. (2008) examined personal resources in terms of mental and emotional
competencies, which were considered in terms of teachers’ abilities to process
large amounts of information and to actively listen to and work with others. They
also examined several job demands: quantitative overload (where teachers reported
higher workloads than they could manage) and role stress (where individuals receive
conflicting demands in their role, or where their role is poorly defined). The authors
also examined two job resources: autonomyand support climate. The study found that
the personal resources of mental and emotional competencies interacted differently
with the engagement and burnout dimensions. Emotional competencies were signif-
icant negative predictors of burnout, while both mental and emotional competencies
were important predictors of engagement dimensions, providing further evidence
of the differential relationships between specific job and personal resources and
outcomes.

Another personal resource that has been identified as an important resource for
teachers, and especially for beginner teachers is self-efficacy (Dicke et al. 2018).
Self-efficacy is defined as the degree to which individuals believe they are capable
of succeeding in a specific situation or to attain particular goals (Bandura 1997).
Self-efficacy has been examined as a personal resource in studies of Italian, German,
and Spanish teachers (Dicke et al. 2018; Simbula et al. 2012; Vera et al. 2012), and
has been directly associated with greater work engagement, a decrease in negative
perceptions of job demands, and indirectly associated with outcomes such as satis-
faction and commitment. In applications of the JD-R theory to Australian teachers,
adaptability has been found to predict higher organisational commitment and subjec-
tivewellbeing, and lower disengagement (Collie andMartin 2017; Collie et al. 2018),
indicating that this personal resource plays a significant role in teachers’ personal
and occupational outcomes.

Longitudinal studies have revealed important information about the specific roles
of demands and resources over time. Lorente Prieto et al. (2008) were particularly
interested in understanding how job demands at the beginning of the academic year
predicted job demands and outcomes at the end of the academic year. Structural
equation modelling revealed that higher initial levels of overload predicted greater
exhaustion and lower dedication (a sense of significance or pride in one’s work) at
the end of the year. Moreover, the higher the level of role conflict reported at the
beginning of the year, the greater the level of exhaustion reported by teachers at the
end of the year. Further still, higher levels of role ambiguity at the beginning of the
year were associated with lower levels of dedication at the end of the year.

b. Examinations of the buffering and boosting effects. In addition to the work of
Bakker et al. (2007), considerable evidence has been found for the ‘buffering’ and
‘boosting’ effects among teachers. De Carlo et al. (2019), for example, sought
to examine how job resources buffered the relationship between demands and
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strain in a sample of Italian secondary school teachers. Using regression anal-
yses, the researchers found that the job resources of social support and partic-
ipation in decision-making buffered the negative effect of workload on work–
family conflict. Dicke et al. (2018) were similarly interested in the extent to
which personal resources could buffer or boost the relationship between strain
and demands. Self-efficacy (a personal resource) was found to buffer or reduce
the negative association between classroom disturbances and emotional exhaus-
tion. Furthermore, self- efficacy was found to ‘boost’ engagement when distur-
bances were high. Such findings underscore the important role that demands and
resources play not only directly in relation to wellbeing, but also in protecting
teachers from experiencing the negative effects of demands, as well as further
boosting teachers’ positive experiences at work.

c. Person centred approaches. JD-R theory has likewise been used to inform
the development of profiles and clusters that can be used to understand teachers’
experiences and outcomes at work. Prior work in this area has primarily consisted
of variable-centred analytic approaches (e.g., structural equation modelling).
Although these approaches provide important information about associations
among variables, they are focused at a sample-wide level and tend to ignore the
existence of subpopulations (Morin et al. 2016). Moreover, they do not consider
individual differences on the different variables simultaneously. Considering both
variable- and person-centred approaches allows for a broader and simultaneously
more nuanced understanding of how JD-R theory can be harnessed to yield
important information relating to teachers’ occupational functioning. Impor-
tantly, person-centred approaches provide the opportunity to identify profiles
of teacher wellbeing. Simbula et al. (2012), for example, assessed several job
demands (inequity and role ambiguity) and job resources (professional develop-
ment and social support) among a sample of Italian secondary school teachers.
They identified three behavioural and coping clusters: resourceful (high job
demands, high job resources), stressed (high job demands, low job resources), and
wealthy teachers (low job demands, high job resources). Resourceful teachers
tended to evince higher levels of positive work outcomes (work engagement,
organisational citizenship behaviour, and job satisfaction). The authors posited
that such teachers were effective as they were able to draw on job resources,
particularly during times of high stress. Comparatively, the stressed cluster of
teachers tended to demonstrate poorer work outcomes due to the inability to
cope with the challenges presented to them. Finally, because the wealthy cluster
reported low levels of job demands and high job resources, this cluster found
the management of pupil misbehaviour to be less challenging. More recently,
Collie et al. (2019) used latent profile analysis to identify four profiles based
on JD-R theory, and investigated how these are related to occupational commit-
ment and job satisfaction. The authors considered profile membership in terms
of two job demands (barriers to professional learning and student misbehaviour),
two job resources (teacher collaboration and input in decision-making), and one
personal resource (feeling prepared to teach). Four profiles were identified: the
flourisher (low job demands, high job and personal resources), the persister (high
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job demands, low job resources, high personal resource), the coper (above average
job demands, below-average job resources, low personal resource), and the strug-
gler (high job demands, low job and personal resource). Consistent with JD-R
theory, the flourisher reported the highest levels of job satisfaction and occupa-
tional commitment. The persister and struggler tended to evince the lowest levels
of outcomes. The authors further considered school-level profiles, and found that
membership in a supportive school profile (largely characterised by high levels of
flourishers)was positively associatedwith greater school-average job satisfaction
and occupational commitment.

d. Summary. A growing body of research has revealed salient resources and
demands that influence teachers’ work-related wellbeing. Quantitative overload,
student misbehaviour, time pressure, role stress, and poor student motivation
have been examined in several different countries (Bermejo-Toro et al. 2016;
Dicke et al. 2018; Evers et al. 2016; Skaalvik and Skaalvik 2018; Tonder and
Fourie 2015). Collectively, these demands have been linked to poor wellbeing,
such as higher levels of emotional exhaustion, greater stress, increased reports
of depressive symptoms, lower organisational commitment, lower engagement,
and higher motivation to quit the profession (e.g., Hakanen et al. 2006; Lee
2019; Leung and Lee 2006; Skaalvik and Skaalvik 2018). Comparatively, job and
personal resources such as social support, supervisory support, value consonance,
job control, appreciation, innovativeness, self-efficacy, adaptability, autonomy,
organisational climate, and participation in decision-making have been associ-
ated with greater subjective wellbeing, higher engagement, superior work–life
balance, and greater organisational commitment (Collie et al. 2018; De Carlo
et al. 2019; Dicke et al. 2018; Hakanen et al. 2006; Skaalvik and Skaalvik 2018).
Under specific circumstances these resources and demands can interact in unique
ways to influence teachers’ outcomes. Specifically, they can boost and buffer the
impact of different resources and demands on teacher wellbeing. Further, it is
possible to group individuals in terms of their levels of demands and resources
and to establish wellbeing profiles based on this information. Taken together,
this research highlights the personal and contextual factors and the processes
that facilitate positive psychological functioning for teachers. It further provides
important information thatmay inform thedevelopment of interventions targeting
teachers’ wellbeing. At the same time, further research is required to extend
extant knowledge. For example, further research needs to consider the degree to
which different types of job demands relate differentially to the motivational and
health impairment process. Similarly, few studies have conceptualised teachers’
wellbeing through a multi-level lens; future studies need to consider how indi-
vidual demands and resources interact with organisational levels demands and
resources. Finally, further longitudinal research is required to better understand
causal relationships and the long-term impacts of demands and resources on
salient outcomes.
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14.6 JD-R Theory and Resilience Among Teachers

JD-R theory makes an important contribution to advancing conceptualisations of
‘everyday’ resilience and workplace buoyancy among teachers by illuminating the
processes underpinning a teacher’s capacity to manage everyday adversity, as well
as how these processes relate to wellbeing. Specifically, when teachers are able to
access a wealth of resources, both from their environment and within themselves,
they may be more capable of managing challenges and adversity in their work, thus
enabling them to experience greater wellbeing. For instance, student misbehaviour (a
job demand, and an example of a day-to-day challenge commonly faced by teachers;
Bakker et al. 2007), may be emotionally and physically taxing; however, teachers
who are able to draw on personal resources such as adaptability, and job resources
such as social support may be better equipped tomanage this experience of adversity.
These teachers can adjust their thoughts and behaviours, and draw on guidance and
reassurance from colleagues. Successful management of such situations may in turn
boost teachers’ sense of self-efficacy and job satisfaction, improving their wellbeing.
Thus, as per JD-R theory, teachers who are able to access greater personal and job
resources may be better positioned to manage job demands, which in turn may
decrease their likelihood of experiencing emotional exhaustion, and enhance their
wellbeing at work. By understanding this process, teachers and schools may be able
to design interventions and put in place strategies tomaximise resource provision and
mobilisation, which may strengthen teachers’ capacities to handle their experiences
of ‘everyday’ resilience and workplace buoyancy.

14.7 Implications—Bridging the Gap Between Research
and Practice

Having introduced JD-R theory and summarised a range of studies applying the
theory among teachers, an important question remains: How can JD-R theory be
harnessed to shape interventions targeting teacher wellbeing? The final section of
this chapter considers how the propositions espoused in JD-R theory can be translated
into strategies to promote teacher wellbeing.

e. Job crafting. Early conceptualisations of the JD-R theory assumed that
employees had little control over working conditions, which were considered
to be established by employers and organisations (Bakker and Demerouti 2017).
However, longitudinal tests of JD-R theory have found that employees often
make proactive changes to optimise their workplace experiences (e.g., by actively
seeking challenges, mobilising job resources, and finding ways to manage their
job demands; Alonso et al. 2019; Tims et al. 2013). This process, referred to as
job crafting, is an example of the way in which JD-R theory can be practically
applied to enhance teacher wellbeing. Teachers who are highly motivated are
more likely to employ job-crafting behaviours. This leads to higher levels of
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resources and, in turn, boosts motivation (vanWingerden et al. 2017a). This gain
spiral not only enhances employees’ job satisfaction, but has also been associated
with increased job performance (Leana et al. 2009; vanWingerden et al. 2017b).
Thus, in addition to professional learning dedicated to teaching staff about job
crafting and how such behaviours can be enacted in the workplace, leaders can
support staff by providing opportunities for choice, additional skills training, and
mentorship.

f. Other individual efforts. At the individual level, awareness of existing levels
of wellbeing and specific triggers and support is important for teachers to under-
stand which interventions may be most effective for them. Bakker and Demer-
outi (2017) designed the JD- R monitor for this purpose. The JD-R monitor is
an online instrument that assesses employees’ various demands, resources, well-
being, and performance and provides immediate feedback to the employee about
these outcomes and how their results compare with others in a similar type of
organisation. Teachers may use the JD-R monitor to design their own person-
alised wellbeing plan or alternatively may choose to discuss the results with their
supervisor to develop strategies to manage demands and maximise resources. It
is worth noting that thus far, the JD-R monitor has only been used in samples of
Dutch professionals (Schaufeli and Dijkstra 2010). Further empirical evidence
is thus needed to validate the usefulness of this tool among teachers and in other
countries. Another way of promoting self-awareness among employees, which
may be effective for teachers is designing a personal demands/resources/tasks
chart (van den Heuvel et al. 2015). This chart would require teachers to identify
the demands and resources most relevant to them (e.g., writing reports, managing
student misbehavior), and to reflect on the types of tasks involved with their job.
Reflection on this chart helps employees to identify specific situations that they
may craft and how to draw on available resources to achieve this goal. From this
chart, a plan is established with specific job-crafting goals, and at the conclu-
sion of each working week, teachers can reflect on their goals, and share this
information with other staff or a supervisor as appropriate.

g. School-wide efforts. At a school level, interventions described in prior studies
provide promising directions for contemporary interventions involving teachers.
Van Wingerden et al. (2013), for instance, designed an intervention to increase
special education teachers’ personal and job resources and stimulate job-crafting
behaviours. The intervention consisted of targeted exercises and goal-setting
activities, and took place over a four week period. At the conclusion of the inter-
vention, participants’ resources, crafting behaviours, work engagement, and job
performance were significantly higher compared to pre- intervention scores. To
cultivate their resources, participants practised giving and receiving feedback and
identifying risk factors and how to manage requests. Such activities may form
part of a school-wide intervention program. For example, teachers may focus on
giving and receiving feedback on lesson plans, or feedback based on lesson obser-
vations. Similarly, teachers may be encouraged to develop their own wellbeing
plan, in which they identify the greatest risks to their wellbeing (e.g., student
misbehaviour), develop counter-strategies to manage these risks, and consider
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the types and nature of requests they may encounter (e.g., a parent requesting
extra work for a student) and how they can negotiate the nature of such requests
to reduce the toll on wellbeing. The job-crafting intervention described by van
Wingerden and colleagues (2017a) may also be beneficial as part of a whole-
school wellbeing program. This intervention involved participants defining and
categorising the types of job tasks they perform: tasks that require considerable
time, tasks that had to be performed often, and tasks that had to be performed
sometimes. Participants then labelled tasks in terms of urgency and importance,
and matched these tasks to their personal strengths, motivations, and potential
risk factors. From this analysis, participants considered ways they could draw
on their strengths to increase resources and challenge demands and set goals to
engage in crafting behaviour around this area.

Summary. JD-R theory provides an overarching framework through which inter-
ventions to promote teachers’ wellbeing can be designed. Identification of salient
resources and demands, and the implementation of strategies to cultivate resources
and reduce demands have yielded promising results in teaching populations across a
range of contexts. Although there is considerable evidence to support the implemen-
tation of JD-R theory-driven interventions as ameans to enhance teachers’wellbeing,
such programs must be implemented with caution. Participating in such interven-
tionsmay increase teachers’ stress, for example, as such interventions add to teachers’
workloads (VanWingerden et al. 2013). Additionally, some teachers may be resistant
to participating in such interventions, given that they are often organised by the same
administrators who may be seen as the source of teachers’ initial high workloads.
Thus, interventions need to be specific to teachers’ needs and implemented in a way
that allows teachers to see the direct benefits to both themselves and their students.
Moreover, it is important to recognise that teachers should not be solely responsible
for their wellbeing; instead, schools and educational systems have an important role
to play in this process.

14.8 Limitations

Although JD-R theory provides a promising avenue for future research, a number
of limitations must be acknowledged. Firstly, the model proposed by JD-R theory
is an open heuristic and highly flexible (Schaufeli and Taris 2014). Although this
is also one of the theory’s strengths, it also necessitates the use of other theories
to explain why particular demands and resources relate to particular outcomes. For
instance, the effect of job control on organisational commitment may be explained
by autonomous motivation, as posited in Self Determination Theory (Fernet et al.
2012). A further limitation of JD-R theory is the nature of job demands and job
resources. Not all job demands may be negative in nature, nor are all resources
motivational. For example, while demands such as role conflict and ambiguity may
be considered hindrances to teachers, problem-solving may be considered a positive



14 Understanding Teacher Wellbeing Through Job … 241

challenge (Albrecht et al. 2015). Thus, future research needs to acknowledge this
distinction and examine the ways different types of demands may relate to burnout,
engagement, and occupational outcomes.

14.9 Conclusion

Teacher wellbeing is not only an issue of considerable importance for teachers, but
also for students, schools, and broader society. This chapter has demonstrated the
ways in which organisations and individuals can harness relevant theory to become
agents of change in their working context. Job demands-resources (JD-R) theory
provides a framework through which teachers and schools can analyse policies and
practices, and identify opportunities for growth and sources of potential stress. The
flexibility and pragmatism of the JD-R theory, and its applicability for intervention
development render it a useful and appropriate tool for both schools and teachers.
Moreover, understanding the processes underpinning wellbeing through this frame-
work provides a unique opportunity to empower teachers to gain greater control over
their work-related wellbeing.
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