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REVIEW ARTICLE

Is work intensification bad for employees? A review of
outcomes for employees over the last two decades
Saija Mauno a,b, Mari Herttalampi b, Jaana Minkkinen a, Taru Feldt b and
Bettina Kubicek c

aFaculty of Social Sciences (Psychology), Tampere University Tampere, Finland; bDepartment of Psychology,
University of Jyväskylä, Jyväskylä, Finland; cInstitute of Psychology, University of Graz, Graz, Austria

ABSTRACT
Work intensification (WI) is a notable job stressor, which has been
hypothesised to result in various negative outcomes for employees.
However, earlier empirical studies regarding this stressor hypothesis
have not yet been reviewed. Our narrative review focused on the
outcomes for employees of WI as a perceived job stressor. Our
review was based on selected qualitative and quantitative empirical
studies (k = 44) published in peer-reviewed journals between the
years 2000 and 2020. Altogether, the findings of these studies
showed that WI was related to various negative outcomes for
employees, such as impaired well-being and motivation, supporting
the stressor hypothesis. Stressful WI manifested as perceived
accelerated pace of work and increased effort and demands for
effectivity at work. Nevertheless, other manifestations of WI (e.g.
increased demands for learning) were not always associated with
negative outcomes. The implications of these findings are discussed
together with future directions.
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1. Introduction

1.1. Background and aims

Since 2000, researchers have been aware of the phenomenon of work intensification
(WI), which has been regarded as a job demand characteristic of modern working life
(e.g. Green, 2004; Green & McIntosh, 2001; Kubicek et al., 2015; Mauno & Kinnunen,
2021; Ulferts et al., 2013). Overall job demands fall into two broad categories, that is,
quantitative job demands referring to the amount and pace of work (sometimes called
workload) and qualitative job demands referring to cognitive/mental and emotional
demands and the effort needed at work (see Van Veldhoven, 2014; Zapf et al., 2014).
Qualitative job demands typically concern mental or emotional complexity of work
(e.g. information processing demands or demands related to the social aspects of
work). In this study, we consider WI as a specific job demand incorporating both quan-
titative and qualitative load.
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Early definitions of WI considered only quantitative WI, which referred to intensified/
increased pace of work or amount of work (see Green, 2001, 2004). More recently, WI is
often perceived as a multi-faceted phenomenon, not only encompassing an intensified
pace or amount of work but also increased decision-making and learning demands.
Thus, besides quantitativeWI as defined above, recent definitions also emphasise qualitative
aspects ofWI (e.g. Boxall &Macky, 2014; Chowhan et al., 2019; Kubicek et al., 2015;Mauno
& Kinnunen, 2021; Zeytinoglu et al., 2007), referring to intensified cognitive job demands
manifested, for example, as increased demands to be self-directive and to take initiatives
at work (More specific definitions of qualitative WI are provided in the following section).

Job demands, including WI, have negative effects on employees’ well-being, health,
and motivation, meaning that they are stressors resulting in different stress reactions
(see e.g. Bakker & Demerouti, 2007; Bowling et al., 2015; Daniels et al., 2014; Karasek
& Theorell, 1990; Mazzola & Disselhorst, 2019). In line with these findings, even the ear-
liest studies report that WI has negative stress-related implications (Green, 2004; Green
& McIntosh, 2001). More importantly, studies of WI and its effects have proliferated
during the last decade, possibly because technological development in working life has
accelerated, which is claimed to lead to WI (Chesley, 2014; Mauno & Kinnunen, 2021;
Rosa, 2003; Rosa & Trejo-Mathys, 2013; Ulferts et al., 2013). Furthermore, because the
Covid-19 pandemic has hastened the adoption of digital technologies, it is possible
that this technological acceleration will lead to even greater WI in the future. Despite
increasing interest in WI, no review has so far been published on the topic, and the scien-
tific knowledge of WI and its effects is fragmented, presented in empirical studies con-
ducted in various disciplines.

Consequently, our aim was to review and evaluate empirical studies on WI focusing
specifically on its effects on employees and organisations. Regarding these effects, we
focused on employee- or organisation-related well-being (e.g. job burnout, depression
and strain) and motivational outcomes (e.g. job performance, job satisfaction, and work
engagement) of WI, which have typically been studied as outcomes in job stress research
(e.g. Bowling et al., 2015; Bowling & Kirkendall, 2012; Karasek & Theorell, 1990; LePine
et al., 2005; Mazzola & Disselhorst, 2019). This narrative and integrative review is based
on published quantitative and qualitative peer-reviewed studies over the last two decades
from 2000 to 2020.We are particularly interested inWI as a job demand/stressor, and con-
cerned particularly with its potential effects on employees’ well-being and motivation.

The present review makes two notable contributions. First, showing the various stress-
related effects of WI would have practical value for developing stress interventions and
human resource management practices. Indeed, this is the first review to focus onWI as a
job stressor, thus producing useful information on which aspects of WI (quantitative or/
and qualitative) are most stressful and in relation to which outcomes. Second, our review
aims to contribute conceptually and theoretically to the present and future research on
WI. We hope that the results obtained and their critical, integrative analysis will
advance future studies on WI regarding its assessment, study designs, and correlates.

1.2. Theoretical foundations of definitions of work intensification

One common core element of both quantitative and qualitative WI is that their roots are
in global societal and organisational changes towards high-speed-high-performance
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modes of living, that is, towards intensified efficiency, productivity, and performance in
all life domains, not least in working life (see Boxall & Macky, 2014; Kubicek et al., 2015;
Mauno & Kinnunen, 2021; Rosa, 2003). Viewed against this background, it can be said
that research on WI originated in sociology and management sciences. This research was
inspired particularly by two theoretical models, namely social acceleration (SA) and
high-performance work systems (HPWS) theories. SA theory (Rosa, 2003; Rosa &
Trejo-Mathys, 2013) proposes that three inter-related and mutually reinforcing cycles
of acceleration characterise modern societies; technological acceleration, acceleration
of social change and accelerated pace of living, manifesting in this hierarchical order.
We propose that technological acceleration and accelerated pace of living in particular
may have the most obvious and measurable implications for working life. Technological
acceleration has been perceived as the primary antecedent of WI because its various
forms, such as increasing the adoption of digital technologies, robotisation, machine
learning, and artificial intelligence are transforming the content of jobs, occupations
and even entire industries (Autor, 2015; Menon et al., 2020). Rosa (2003) and Rosa
and Trejo-Mathys (2013) argue that technological acceleration speeds up work processes
and information transfer, thereby creating a need for employees to work more effectively
and intensively. Furthermore, as work and non-work domains are closely interconnected
in daily life (Kubicek & Tement, 2016), the acceleration in the pace of living may be
reflected in WI (e.g. in terms of accelerated pace of work) and WI may, in turn, increase
the pace of life, possibly maintaining a self-perpetuating cycle of acceleration in different
life domains (Kubicek et al., 2015; Mauno & Kinnunen, 2021; Rosa, 2003; Rosa & Trejo-
Mathys, 2013; Ulferts et al., 2013).

Moreover, SA contributes to WI by pushing organisations to speed up processes and
implement more flexible organisational structures, both, again, increasingWI (see Cascio
& Montealegre, 2016 Kelliher & Anderson, 2010). Such organisational ramifications of
SA are also apparent in HPWS theory, which is a specific combination of HR practices,
work structures and processes that enhances employee skill, knowledge, commitment,
involvement, and adaptability (e.g. Boxall & Macky, 2014; Boxall & Purchell, 2011).
More specifically, HPWS theory (Boxall & Macky, 2014; Mauno & Kinnunen, 2021;
Oppenauer & Van De Voorde, 2018) perceives employees’ empowerment as the main
route to high performance and productive organisations. According to HPWS theory,
empowerment is seen to be best achieved by fostering employees’ involvement, auton-
omy, and responsibility, encouraging them to apply their skills and abilities at work to
the fullest extent possible. Although this emphasis on empowering employees can be
beneficial for job performance and productivity, it may also entail hidden costs as it
may intensify employees’ work effort and so impair their well-being through stress pro-
cesses (Boxall & Macky, 2014; Mauno & Kinnunen, 2021; Oppenauer & Van De Voorde,
2018).

Because both SA and HPWS theories are broad and content-rich approaches, this has
also made it feasible to interpret WI as a broader phenomenon than just accelerated pace
or greater amount of work, which was the dominant view in early quantitative-focused
definitions of WI (Green, 2004; Green & McIntosh, 2001). In response to broad societal
and organisational changes that have occurred after the concept of WI was initially intro-
duced, contemporary scholars suggest that WI is a multi-faceted phenomenon consisting
of different sub-dimensions that capture quantitative and qualitative aspects of WI. One
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example of such “hybrid” definitions is the recently launched intensified job demands
model (IJD model, see Korunka et al., 2015; Kubicek et al., 2015; Mauno et al., 2019;
Mauno & Kinnunen, 2021; Paškvan et al., 2016), which describes the intensification of
different qualitative job demands related to the overall acceleration in working life.
Specifically, the IJD model (Kubicek et al., 2015; Paškvan et al., 2016) proposes that
the intensification of working life occurs in five areas, where job demands are becoming
qualitatively more intense (i.e. employees are expected to put greater mental effort into
their work) and/or quantitatively more demanding (i.e. employees are expected to work
faster or otherwise more effectively).

The first dimension of the IJD model, quantitative work intensification (henceforth a
sub-dimension of WI), corresponds with the traditional view of WI as increased pace of
work (Franke, 2015; Green, 2004; Green & McIntosh, 2001). According to Kubicek et al.
(2015), this facet includes a need to work faster, reduce downtime and perform different
work tasks simultaneously. This dimension has its roots in the key premises presented in
the models of SA (e.g. accelerated pace of living in different domains) and HPWS (e.g.
organisations’ emphasis on performance and effectivity).

Other dimensions of the IJD model concern more the qualitative aspects of WI (see
e.g. Kubicek et al., 2015; Mauno & Kinnunen, 2021). The second dimension is inten-
sified job-related planning and decision-making demands, which refers to increases
in decision-making authority, putting more pressure on employees to decide which
tasks they need to perform (planning) and how to perform them (doing). The third
dimension, intensified career-related planning and decision-making demands, means
that employees are increasingly required to maintain their employability with their
current employer, but simultaneously to be increasingly aware of and receptive to
other (external) career opportunities (e.g. Pongratz & Voss, 2003). Thus, both job-
and career-related planning and decision-making demands highlight that employees
need to display increasing initiative and be proactive not only in their current work
but also throughout their career span. These dimensions have their foundations in
HPWS theory (see Boxall & Macky, 2014; Boxall & Purchell, 2011). Accordingly, in
achieving optimal performance, employees should be empowered and motivated by
being allowed autonomy, opportunities for continuous professional and career develop-
ment and skill-discretion.

Finally, the dimension of intensified learning demands means that the demands to
improve work-related knowledge, skills and competencies have intensified (Kubicek
et al., 2015). Employees are increasingly required to constantly update their job-rel-
evant knowledge and competencies and adjust their skills in order to be able to
accomplish their work (see Glaser et al., 2015; Kubicek et al., 2015; Mauno,
Kubicek, et al., 2019; Mauno, Minkkinen et al., 2019; Mauno & Kinnunen, 2021
Mauno & Minkkinen, 2020). This dimension is consistent with certain key assump-
tions of HPWS theory, which emphasise employees’ continuous knowledge-develop-
ment and training (see Boxall & Macky, 2014; Mauno & Kinnunen, 2021; Oppenauer
& Van De Voorde, 2018). Likewise, processes of social acceleration, and particularly
the technological acceleration and the acceleration of social change outlined in SA
theory (Rosa, 2003; Rosa & Trejo-Mathys, 2013), can intensify learning demands in
working life, as employees have to adapt their knowledge and skills to changing
work practices and regulations.
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1.3. Work intensification in the context of job stress models

The stress perspective has been widely applied as one explicit theoretical framework to
explain the negative effects of WI on employees (e.g. Chesley, 2014; Franke, 2015;
Korunka et al., 2015; Kubicek et al., 2015; Mauno et al., 2019; Mauno & Kinnunen,
2021; Mauno & Minkkinen, 2020). The reasoning has generally been that as a job
demand, WI entails costs for employees’ well-being and motivation because WI requires
energy and effort on the part of employees, which will deplete their resources, resulting in
strain and other negative stress-related outcomes (e.g. Mauno & Kinnunen, 2021;
Meijman & Mulder, 1998). This proposition is again consistent with many job stress
models arguing that job demands tend to result in various negative outcomes (e.g.
burnout, job dissatisfaction, mental strain) (e.g. Bakker & Demerouti, 2007; Daniels
et al., 2014; Karasek & Theorell, 1990; Mazzola & Disselhorst, 2019).

Consistent with the stress perspective and the definitions of WI proposed above, we
approach WI as a multi-faceted job demand/stressor encompassing intensifying quanti-
tative and qualitative load that can be expected to be associated with negative outcomes,
and particularly with impaired work-related and overall well-being. Noteworthy is that
earlier reviews of the effects of other job demands (e.g. workload, see Bowling et al.,
2015; Bowling & Kirkendall, 2012) have indicated that the relationships between job
demands and work-related outcomes (e.g. job performance, organisational commitment)
were not always robust or sometimes even non-significant. Thus, not all job demands
may produce consistent effects for employees, but the effects are conditional upon the
type of demand and the type of outcome(s). Here, we suggest that this inconsistency
may apply equally toWI as a job demand, given that WI may have divergent (quantitative
and qualitative) manifestations, as presented above. For these reasons, we propose no
specific hypotheses on the direction of the relationships between WI and the outcomes
studied but rather seek to analyse whether and how these associations have emerged
in earlier studies.

Considering different conceptualisations of WI, it is also plausible that there will be
heterogeneity in the associations between WI and its outcomes. Searching for such het-
erogeneity in published studies may be accomplished by means of a narrative review
approach allowing us also to analyse qualitative studies (Popay et al., 2006). The idea
that job demands may result in negative or positive outcomes is theoretically explicable
via a challenge-hindrance model of job stress (Crawford et al., 2010; LePine et al., 2005;
Mazzola & Disselhorst, 2019), which argues that job demands can generally be divided
into challenge and hindrance stressors. Challenges boost personal growth and develop-
ment, implying positive motivational consequences, whereas hindrances include organ-
isational obstacles hampering the accomplishment of work, resulting in negative well-
being outcomes. However, the proposition on the distinct effects of challenge-hindrance
stressors has not received strong empirical support (for a meta-analysis, see Mazzola &
Disselhorst, 2019). We therefore deemed it premature to pose hypotheses on the distinct
outcomes of WI, given that different conceptualisations of WI (viewed either as a chal-
lenge or a hindrance stressor) are predominant in the research literature. Not posing pre-
defined hypotheses also fits the narrative review approach, making it possible to find
meaningful interpretations of data even if there is disparity in theory and methodology
(Borenstein et al., 2009; Popay et al., 2006).
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2. Methods

2.1. Literature search and selection of studies

Our review is predominantly a narrative and integrative conceptual synthesis including
qualitative and quantitative studies on WI. Narrative review adopts a narrative synthesis
approach aiming to create a coherent narrative that summarises and describes the evi-
dence found regarding some phenomenon (Popay et al., 2006). Specifically, narrative
synthesis enables an integration of disparate studies conducted using different disciplin-
ary approaches and different methodologies. During the review process, we soon recog-
nised that research on WI was characterised by marked conceptual and methodological
disparity, supporting the applicability of a narrative approach. Narrative review was also
appropriate in analysing differences in the content and facets of WI, taking into account
that no such conceptual synthesis has been published. On these grounds, we rejected a
meta-analytic approach, which might have yielded biased results in case of a strong con-
ceptual or methodological disparity in the phenomena analysed, for example, major
differences in operationalising the concepts, study designs or variations in conceptual
hypotheses (see Borenstein et al., 2009). Reviewing the literature showed that such meth-
odological disparity concerned not only the concept of WI but also the outcomes studied.
Methodological disparity together with a small number of quantitative primary studies,
might result in unreliable conclusions in meta-analysis and in such situations, qualitative,
in-depth reviews may yield more meaningful interpretations and conclusions (Boren-
stein et al., 2009).

Although our review is mostly narrative, we benefitted from a systematic approach in
searching and selecting the studies. We began to search the primary studies from the
Web of Science database using the phrase “work intensification.” WI is a concept that
has long been acknowledged in working life research (Green, 2001; Green & McIntosh,
2001) and thus we limited our search to the phrase “work intensification.”Moreover, we
did not want to include studies focusing on other job demands/stressors, for example,
workload, of which two reviews have been published (Bowling et al., 2015; Bowling &
Kirkendall, 2012). However, these two reviews did not reveal anything about WI
because they focused on workload as a composite demand without distinguishing
different types of job demands (e.g. WI).

A PRISMA diagram describing the process of selecting the primary studies is pre-
sented in Figure 1. We limited the search to scientific articles (to ensure a minimal
quality standard) between the years 2000 and 2020 because the first descriptions of WI
appeared at the beginning of the new millennium. This search resulted in a total of 85
records in the Web of Science database. We also conducted an additional literature
search in the Google Scholar database using the same search and selection criteria,
which resulted in 207 records from which we again selected only relevant empirical
studies based on the abstracts (based on both databases, in total k = 292, see Figure 1).
After carefully co-reviewing 292 records (by five senior researchers with expertise in
WI and job stress research), we selected 10 qualitative and 34 quantitative studies for
this review (k = 44). In screening and selecting the studies, we applied the following
two inclusion criteria. First, the study reported results on the employee- or organis-
ation-related outcomes of WI. That is, in quantitative studies, statistical relationships
between WI and outcome(s) and in qualitative studies some interpretations of the
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implications of WI on employees/organisations need to be provided. Second, the study
reported adequate descriptions of the scientific methodology, most importantly, an ade-
quate description of the concept and assessment of WI. Exclusion criteria included scien-
tific articles not written in English, theoretical papers, review articles, opinion papers,
commentaries, notes, dissertations, conference papers, posters, books, news, and
studies with non-working populations.

3. Results

3.1. Results of qualitative studies

The results of the 10 qualitative studies included in this review are presented in Table 1.
Here, we provide only a brief summary of the key findings. First, we focus on the con-
ceptualisation of WI and then on its implications for employees. It was relatively
common for the qualitative studies not to start with a focus on WI, but for the topic
to emerge in the data. When employees were asked about other topics, they spon-
taneously mentioned WI. This suggests that, from an employee’s perspective, WI is a rel-
evant and identifiable phenomenon. However, somewhat different conceptualisations of
WI were found in qualitative studies, for example, high performance/productivity
demands, experiences of intensity at work, long working hours, accelerated pace of
work, organisational pressures and extensive mental/emotional/physical input at work.
Nevertheless, many of these definitions correspond to the theoretical foundations of
WI established in the SA and HPWS models, for example. Thus, the conceptualisations
used in these qualitative studies supported the theoretical models underlying WI.

With regard to the outcomes of WI (see Table 1), some qualitative studies reported
that WI had impaired employees’ capabilities to do their work in an ethical/sustainable
manner by creating moral distress and guilt (Beck, 2017; Granter et al., 2019; Ogbonna &
Harris, 2004), by imposing major flexibility demands on employees (Bergman & Gillberg,
2015), by compromising their professional standards (e.g. regarding quality of care in

Figure 1. PRISMA flow diagram.
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Table 1. Qualitative studies on the implications of work intensification (WI).
Authors Methods Main findings

Beck (2017) (a) Three teachers, Canada, six group
discussions over one year; (b) Narrative
inquiry with author participation.

Three central themes were identified that describe the “heavy hours” (WI indicators) of teaching. (1) Rapid and
complex decision-making in the classroom environment, where the increasing number and diversity of students
leads to more decisions and more factors to consider, increasing complexity. (2) Being pulled in multiple directions
simultaneously, not having enough time and space for actual teaching activities. (3) The meaning of teaching hours,
and not having enough time or capacity to process the coming “heavy hours,” which created guilt and moral
distress (WI outcomes).

Bergman and Gillberg
(2015)

(a) Sven women, securely tenured cabin crew
employees, Sweden; (b) in-depth
unstructured interviews analysed narratively
(inductively).

The intensification that cabin attendants experienced was both extensive (e.g. longer working hours) and intensive
(e.g. higher energy level required during work) (WI indicators). Irregular, unpredictable work schedules intensified
work by colonising more and more of the attendants’ everyday lives (demand for flexibility and being ready to
change the schedule at short notice). Reduced opportunities to recover during shifts, breaks, stopovers and
between shifts were reported (WI indicators). The combination of WI, vulnerability and aging increased pressure on
the employees and fuelled both health problems and negative emotions toward work, leading to frustration, lower
job satisfaction, less trust in management and the union, and diminished loyalty (WI outcomes).

Granter et al. (2019) (a) 12 currently operational paramedics, 11
control room staff and 26 senior managers/
directors, 80 semi-structured interviews, and
150 hours of ethnographic observations,
England; (b) thematic analysis based on the
whole text material (interview transcripts
and fieldnotes).

Temporal intensity was intrinsic in ambulance work, which was characterised by fast responses, driving, decision-
making and action (WI indicators). Exhaustion was a common theme, experienced as mental fatigue as implications
of temporal intensity (WI outcomes). Physical intensity was also identified including strain involved in lifting and
moving patients and equipment (WI outcomes, physical). Emotional intensity referred to the ability to perform one’s
job professionally in the face of trauma and death, which required emotional labour. Organisational intensity was
also reported, including performance targets, organisational changes, and a lack of resources. The social meanings
of intensity were interpreted as edgework: the attractive and self-affirming elements of risk and intensity, where
employees use their skills to overcome the “high-stakes’ challenge of emergency healthcare. Organisational
pressures were typically described as the most challenging and the least worthwhile form of intensity, posing a
considerable challenge to the sustainability of employment in these professions (WI outcomes).

Harvey et al. (2020) (a) Four nurses, New Zealand; (b) in-depth
interviews with thematic analysis of
interview narratives.

Nurses had to ration patient care because of reduced resource allocations and a changing institutional emphasis (WI
indicators). The key findings regarding nurses’ experiences were compromising on care, incongruity between
professional standards, emotional exhaustion and depersonalisation (WI outcomes).

Henderson et al.
(2016)

(a) 1037 nurses and midwives in Australia; (b)
survey with open-ended questions, answers
were content analysed.

WI was perceived as a major factor in nursing care being missed (WI outcome). WI was associated with two factors: the
severity of patients’ conditions over time and managerial focus upon cost containment (WI outcomes). Low staffing
was identified as a separate theme, but was also noted as potentially intensifying work in nursing. Moreover, poor
support from support staff led to more time spent in undertaking non-nursing tasks (increasing WI).

Kelliher and
Anderson (2010)

(a) 37 flexible private-sector workers (remote
work, reduced hours) plus survey data (n =
2066) of similar workers (mixed methods);
(b) semi-structured interviews with template
analysis using thematic coding,
accompanied with survey data.

Flexible workers experienced WI through greater extensive and intensive effort at work (based on interview data).
They worked more than contractual hours and/or the normal pattern in the workplace. They had more positive
scores on job satisfaction and organisational commitment compared to non-flexible workers (survey data). Reasons
behind extensive and intensive work efforts were: (1) imposed intensification, where those working reduced hours
reported that their workload had not decreased and they felt the need to be available at times when they were not
scheduled to be working; (2) enabled intensification, where working from home enabled them to exercise greater

(Continued )
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Table 1. Continued.
Authors Methods Main findings

intensive effort when they were away from the distractions of the office and thus more able to focus on the task in
hand; (3) intensification as reciprocation and exchange, where flexible workers indicated an expectation of being
required to give something in return for the changes to their flexible working arrangements, which led them to
voluntarily exert additional effort (reciprocal exchanges as outcomes of WI).

Ogbonna and Harris
(2004)

(a) 54 university lecturers, UK, (b) semi-
structured interviews with thematic coding
and content analysis.

WI was linked to emotional labour and WI was seen to be caused by organisational pressures, professionalism and
output expectations. Intensifying work related to showing appropriate emotions and faking emotions, which caused
guilt and stress. WI was seen to impact negatively on interaction at the workplace (e.g. less support) (WI outcome).
Overall, a complex interplay between WI, emotional labour and stress emerged.

Seing et al. (2015) (a) 18 matched pairs of workers and managers
who represented 16 public organisations
and two private organisations in Sweden. All
workers were sick-listed for more than 60
days; (b) semi-structured interviews which
were content analysed.

Three themes were identified regarding WI and its implications. (1) Intensive workplaces and working conditions: both
workers and managers frequently described current working life as demanding and discussed how these
circumstances affected sick-listed persons’ conditions for sustainable return-to-work (implications of WI). The
psychosocial work environment had become more stressful due to cutbacks, work reorganisations and staff cuts.
Increase of administrative work took unreasonable amounts of time and was outside the range of the workers’
occupation and main work tasks. High-performance demands (WI indicator) left limited room for people with
reduced work ability. (2) Employer support as a function of worker value referred to sick-listed workers who were
encouraged to return to their present jobs (with or without adjustments), be relocated to another job at the
workplace, resign and become unemployed, or retire. Managers had different approaches to these return-to-work
processes, depending on the sick-listed workers’ value as employees in performing work tasks and contributions at
work. (3) Work attachment and resistance to job changes characterised workers’ responses to managers, who
emphasised that sick-listed workers should take responsibility for change and not always think they had the right to
return to the same workplace (WI outcomes).

Willis et al. (2015) (a) 15 nurses, Australia, (b) interviews and
archived documentary material which were
thematically analysed.

Rounding/rotation was introduced as a new nursing management strategy aiming to improve patient care and well-
being and to increase nurses’ involvement in a more holistic care. Rounding was experienced to increase WI, which,
in turn, resulted in missed care because nurses felt that they should ration their care (WI outcome).

Wankhade et al.
(2020)

(a) NHS ambulance service in the UK; four
senior executives, seven managerial staff
and three frontline paramedic employees;
(b) case context approach was used to
collect data, which was inductively analysed
using a template analysis.

The findings demonstrate a recognition of macro-type intense extremes (e.g. emergencies) impacts but less
appreciation of their interaction with micro-situational mundane extremes (e.g. bullying at work). The data analysis
generated a number of themes in relation to the mundane extreme and the intense extreme conceptual framework:
Schisms (isolation and alienation as mundane extremes); Consequences of WI: transitions between mundane
extremes and intense extremes; Lived experience of intense extremes; Performance and extremes. The paper found
that while policy and managerial actions attempt to construct the role in a particular manner, many of these actions
also create challenges and problems by occluding mundane-extreme issues.

Note: (a) participants, (b) design and analysis methods.
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nursing; Harvey et al., 2020; Henderson et al., 2016; Willis et al., 2015), and by causing
interaction problems in the workplace (Ogbonna & Harris, 2004). More conventional
stress-related consequences of WI were also reported in some studies. These included
health and recovery problems, job dissatisfaction, various negative emotions (Bergman
& Gillberg, 2015; Ogbonna & Harris, 2004; Wankhade et al., 2020), exhaustion/mental
fatigue (Granter et al., 2019) and anxiety (Harvey et al., 2020). Two studies focused on
inability to work. Seing et al. (2015) reported that WI was related to (less) sustainable
return to work of sick-listed employees, who also showed less attachment to work and
resistance to job changes, both related to WI. Wankhade et al. (2020) found increased
sickness absenteeism in relation to WI. Furthermore, only one study found that WI
(among white-collar employees with flexible work arrangements) was associated with
positive implications, namely higher job satisfaction and organisational commitment
(Kelliher & Anderson, 2010). To summarise, the qualitative studies reported that WI
was predominantly associated with negative implications for employees.

3.2. Results of the quantitative studies: One-dimensional approach

One-dimensional conceptualisation and measurement of WI was used in 26 studies (see
Table 2). As in the qualitative studies, the definitions and measurements of WI varied
significantly across studies, indicating strong conceptual and methodological disparity.
The definitions and measurements of WI included, for example high level of involve-
ment/effort/input at work, the rising level of work demands, long/excessive working
hours, fast pace of work, “doing more,” “being busy,” increased multitasking demands
and WI related to digital technologies. The content of these one-dimensional indicators
shows that they originate in the SA and HWPS models described earlier and principally
characterise the quantitative aspects of WI. Typically, these studies examined employee
outcomes related to mental health, including various mental health indicators, such as,
stress symptoms, anxiety, overall stress, work ability, depression, and psychosomatic
symptoms which were investigated in 12 studies. Job satisfaction (10 studies) and
work-family (im)balance (6 studies) were also frequently studied outcomes. Other
typical outcomes included job burnout (4 studies), work-related performance, pay
level and/or organisational commitment (4 studies), and work engagement (2 studies).

Overall, the results show that WI, as one-dimensional construct, is related to several
negative outcomes. Thirteen studies (Borle et al., 2021; Boxall & Macky, 2014; Chesley,
2014; Chillakuri & Vanka, 2022; Chowhan et al., 2019; Engelbrecht et al., 2020; Fiksen-
baum et al., 2010; Green, 2001; Krause et al., 2005; Ogbonnaya et al., 2017; Ogbonnaya &
Valizade, 2015; Xia et al., 2020; Zeytinoglu et al., 2007) reported an association between
WI and some indicator of impaired mental or physical (self-rated) health. Nine studies
reported a negative association between WI and job satisfaction (Brown, 2012; Chang
et al., 2018; Le Fevre et al., 2015; Ogbonnaya et al., 2017; Ogbonnaya & Valizade,
2015; Paškvan et al., 2016; Sayin et al., 2021; Xia et al., 2020; Zeytinoglu et al., 2007).
Six studies showed that WI related to work-family imbalance (e.g. work-family
conflict; Boxall & Macky, 2014; Brown, 2012; Fiksenbaum et al., 2010; Kubicek &
Tement, 2016; Le Fevre et al., 2015; Yu, 2014), and four reported a link between WI
and job burnout (Engelbrecht et al., 2020; Fiksenbaum et al., 2010; Huo et al., 2022;
Paškvan et al., 2016). A negative relationship between WI and work engagement was
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Table 2. One-dimensional approach to work intensification (WI): quantitative studies.
Authors Methods: sample (a), measures (b), design (c) Main findings

Borle et al. (2021) (a) N = 3133, German; (b) IV = ICT use, digital WI; DV = physical health, mental
health, work ability (self-reports); (c) cross-sectional, regression analyses.

Digital WI related to poorer mental health (b =−.22) and poorer work ability (b =
−.28) but not to physical health. 18% reported high digital WI and more so in
more complex work.

Boxall and Macky
(2014)

(a) N = 1016, New Zealand; (b) IV = hours worked, role overload, perceived time
demands, DV = global job satisfaction, job-related stress, fatigue, work-life
imbalance; (c) cross-sectional, regression analyses.

Three indicators of WI (hours worked, role overload, perceived time demands) had
no associations with job satisfaction. Hours worked related to more fatigue (b =
−.09) as did role overload (b = .22). Hours worked (b = .15) and role overload (b
= .28) related to job-related stress. Hours worked (b = .23), role overload (b = .17)
and perceived time demands (b = .31) related to work-life imbalance.

Brown (2012) (a) N = 2093, Australia; (b) IV = work hours 41–47, hours 48–55, hours 56 plus, DV =
job satisfaction, work–life balance, MEV = work-life balance, MOV = generation;
(c) Two-waves, regression analysis with interaction terms and mediator analysis
via Sobel test.

Working more than 56 hours a week related to lower job satisfaction and higher
levels of work-life imbalance over a two-year period (Generation X b =−0.59;
Baby Boomer Generation b =−1.90). No interaction effects were found. Work-life
balance mediated the association between sustained work hours and job
satisfaction in both groups. Mediation for Baby Boomer Generation (criterion 1: b
=−.24; criterion 2: b =−.91; criterion 3: b = .33; criterion 4: b = ns). Mediation for
Generation X (criterion 1: b =−.32; criterion 2: b =−.97; criterion 3: b = .32;
criterion 4: b = ns).

Bunner et al. (2018) (a) N = 122, Austria; (b) IV = safety compliance, safety participation, DV =WI, MEV
= safety climate, safety motivation, safety knowledge; (c) cross-sectional, SEM via
testing indirect effects.

WI related to safety compliance (direct effect b* =−.15, total effect b* =−.33),
safety participation (direct effect ns., total effect b* =−.22), and safety climate
(direct effect b* =−.27). Safety climate and safety motivation were serial
mediators of the relationship between WI and safety performance (safety
compliance and safety participation).

Chang et al. (2018) (a) N = 389, China, managers (n = 34), employees (n = 354); (b) IV = WI, the degree
of change in respondents’ labour productivity in the past year (individual level
variable, I), high performance work systems (HPWS, organisational level variable,
O), DV = job satisfaction (I), MEV = negative affect (I); (c) Cross-sectional with
nested data, hierarchical linear modelling (HLM).

WI correlated with lower job satisfaction (r =−.15). Negative relationship between
WI and job satisfaction (b =−.11) was mediated by negative affect (b =−.36).
Cross-level findings: Organisational level HPWS associated with individual-level
negative affect through the individual level WI (HPWS > WI b = .63 WI > negative
affect b = .08).

Chesley (2014) (a) N = 2556, USA; (b) IV: ICT use at work, and personal ICT use, DV = Distress, which
included psychosomatic symptoms, uncontrollability of life events, depressive
mood, MEV =Work-related strain as a second-order MEV and, three perceptions
of WI (working pace, level of work-related interruptions, and multitasking
requirements) as a first-order MEV; (c) cross-sectional, SEM via mediation testing.

ICT use at work related positively to WI: working pace (b = .14, interruptions at
work (b = .48) and multitasking requirements (b = .31). All three perceptions of
WI mediated the relationship between ICT use at work and work-related strain
(working pace > work-related strain b = .13, interruptions at work > work-related
strain b = .12, multitasking > work-related strain b = .36), which further mediated
these (second-order mediator) relationships regarding distress (b = .18).

Chillakuri and
Vanka (2022)

(a) N = 345, India; (b) IV = WI, DV = health harm, MEV = high performance work
systems (HPWS), MOV = perceived organisational support (POS); (c) cross-
sectional, mediation analysis by least-squared regression.

WI related to more health harm (b = .27) and HPWS (b = .39), which mediated the
association between WI and health harm: 27% of the effect of WI on health harm
was mediated by HPWS.
POS moderated the indirect effect of WI and health harm via HPWS (b =−.12;
higher POS resulted in health harm if employees reported high WI).

(Continued )
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Table 2. Continued.
Authors Methods: sample (a), measures (b), design (c) Main findings

Chowhan et al.
(2019)

(a) N = 922, Canada; (b) IV = WI, DV = musculoskeletal disorders (MSDs), MEV =
symptoms of stress; (c) cross-sectional, SEM via mediation testing.

WI related to more symptoms of stress (b = .27) and MSDs (b = .08). Stress
mediated the relations between WI and MSDs (b = .14, indirect effect).

Engelbrecht et al.
(2020)

(a) N = 398, South Africa; (b) IV = WI, DV = musculoskeletal complaints and burnout,
MEV = workaholism; (c) cross-sectional, SEM via mediation testing.

WI related indirectly to more musculoskeletal complaints and burnout via
workaholism: WI > workaholism (b = .44), workaholism > complaints (b = .17),
workaholism > burnout (b = .52). Direct relationships between WI and
complaints (b = .13) and WI and burnout (b = .17) also emerged.

Fiksenbaum et al.
(2010)

(a) N = 309, China; (b) IV = WI, work hours, DV = work engagement, job stress,
exhaustion, work-family conflict, psychosomatic symptoms, job satisfaction,
career satisfaction, intent to quit, life satisfaction, MOV = hours; (c) cross-
sectional, hierarchical regression analyses with interaction terms.

WI related to work engagement (b = .12–.26), job stress (b = .32), exhaustion (b
= .25), work-family conflict (b = .21), and psychosomatic symptoms (b = .26), but
not to job, career or life satisfaction, or intent to quit.

Green (2001) (a) N not mentioned, varied by subsamples, UK; (b) IV = WI, DV = stress (self-
reported); (c) cross-sectional (panel data from different time points but not with
the same participants), probit modelling.

WI (increases in work effort) related to increases in stress among 82% of those
employees reporting high-stress increase (between the years 1987 and 1997).

Huo et al. (2022) (a) N = 315, China; (b) IV = WI T1, DV = physical health T2, job satisfaction T2, MEV
= emotional exhaustion T1, MOV = line-manager support T1; (c) a two-wave
survey, SEM, the moderated mediation model. T1 = time 1, T2 = time 2.

WI T1 transmitted into poorer physical health T2/job satisfaction T2 through
greater emotional exhaustion T1 (WI > exhaustion b* = .65; exhaustion >
physical health b* =−.37; exhaustion > job satisfaction b* =−.28). These two
mediation paths were moderated by line-manager support T1, which buffered
the relationship between WI T1 and physical health T2 (b* = .15) and the
relationship between WI T1 and job satisfaction T2 (b* = .19).

Krause et al. (2005) (a) N = 941, USA; (b) IV = WI, DV = body pain, back pain, neck pain; (c) cross-
sectional, logistic regression analysis.

WI (workload changes index) related to body pain (OR = 2.26, CI = 1.24–3.75), neck
pain (OR = 2.33, CI = 1.34–3.75) and back pain (OR = 2.04, CI = 1.15–3.61).

Kubicek and
Tement (2016)
Study 1

(a) N = 201, Austria; (b) IV = WI, DV =Work-to-home conflict (WHC), work-to-home
enrichment (WHE), MOV = work-home segmentation supplies; (c) cross-sectional,
moderated regression analyses.

WI related positively to time- (b* = .22) and strain-based (b* = .20) WHC and
negatively to WHE (development b* =−.16, affect b* =−.30). Work-home
segmentation supplies moderated one out of four relations, namely the WI-WHE-
affect relation (b* = .14); with low work-home segmentation supplies (i.e. high
integration), the negative association between WI and WHE affect was stronger.

Kubicek and
Tement (2016)
Study 2

(a) N = 169, Austria; (b) IV = WI, DV =WHC, WHE (transfer of competencies, transfer
of positive mood), MOV = work-home boundary management behaviour (work
interrupting non-work behaviour; integrators vs. segmentators, (c) cross-
sectional, moderated regression analyses.

WI positively related to time- (b* = .24) and strain-based (b* = .32) WHC but not to
WHE. Work-home boundary management behaviour moderated three out of four
relations. Among work-home integrators emerged a stronger positive association
between WI and WHC-time (b* =−.17), and a stronger negative association
between WI and WHE (b* = .22, facet of development). Among work-home
segmentators: a positive association between WI and WHE-affect (not expected)
emerged (b* = .20).

Lawrence et al.
(2019)

(a) N = 215, Australia; (b) IV = WI (derived from the Norwegian Teacher Self-Efficacy
Scale), satisfaction with non-teaching workload, teaching workload, DV =
emotional exhaustion, depersonalisation, personal accomplishment, MOV =

Satisfaction with non-teaching-related workload (b* =−.34) stronger predictor of
exhaustion than satisfaction with teaching-related-workload (b* =−.26).
Satisfaction with non-teaching-related workload associated with
depersonalisation (b* =−.23) and personal accomplishment (b* = .27).

(Continued )
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Table 2. Continued.
Authors Methods: sample (a), measures (b), design (c) Main findings

perceived organisational support (POS); (c) cross-sectional, multiple regression
analyses, moderation analyses using the PROCESS macro.

Interaction models: WI × POS > exhaustion (p = .049). Only the low level of POS
moderated the relationship between WI and exhaustion; when WI was higher,
emotional exhaustion was higher if POS was low.

Le Fevre et al.
(2015)

(a) n1 = 1004, n2 =1016, New Zealand, two samples; (b) IV = WI, DV = job-related
stress, fatigue, work-life imbalance, job satisfaction; (c) cross-sectional, MANOVA,
follow-up discriminant analysis, ANOVA.

There was a significant interaction effect showing that women were more
negatively affected than men by high work intensity (no parameter values
reported).

Li et al. (2020) (a) N = 356, China; (b) IV = WI (WI-sub-dimension), DV = workplace well-being (e.g.
enjoyment, meaningfulness), MOV = work addiction MEV = seeking resources (as
job crafting behaviour), crafting towards strengths (as crafting behaviour); (c)
cross-sectional, Hierarchical regression analyses via bootstrapping for testing
mediator effects.

WI related to poorer workplace well-being (b =−.21).
Work addiction as a moderator: Among less work-addicted employees, WI
resulted in lower crafting behaviours (seeking resources b = .12 and crafting
towards strengths b =.15). When work addiction was low, the negative
relationship between WI and workplace well-being was mediated via crafting
behaviours (mediator effect of crafting behaviours significant only for non-work-
addicted employees).

Neirotti (2020) (a) N = 3028, Italy (random stratified sampling); (b) IV = WI regarding working pace,
DV = employee involvement in continuous improvement, personal efficacy,
quality work performance, recommendation intention, MOV = a lean production
system World Class Manufacturing system (WCM), (c) cross-sectional, ordinary
least square regressions moderation and mediation tests.

WI related to lower employee involvement (b =−.05) and lower personal efficacy
(b =−.07). One interaction was significant (b =−.02): WI × advanced WCM plant
(a lean production system) on recommendation intention: in plants with a more
mature implementation of WCM, WI was less salient in determining the
employees’ satisfaction about the working conditions in the plant.

Ogbonnaya and
Valizade (2015)

(a) N = 5110, Ireland; (b) IV = Participative decision-making and information
sharing, DV = job satisfaction, organisational commitment, job strain, MEV =WI;
(c) cross-sectional, SEM analysis.

Through decreases in WI, participative decision-making produced a positive
indirect relationship with job satisfaction (b =−.13), and a negative indirect
relationship with job strain (b = .76).

Ogbonnaya et al.
(2017)
Study 1

(a) NEMPLOYEES = 2295, NORGANISATIONS = 1733, UK, (b) IV = high-performance work
practices (HPWP, organisational-level variable), DV = job satisfaction,
organisational commitment, employees’ trust, job-related contentment, MEV =
WI, NESTING variable = organisation; (c) cross-sectional, multiple group analysis
(clusters: extensive use, restricted use, low use of HPWP), multilevel analysis with
mediation.

Relative to the extensive use cluster, the restricted use cluster in Study 1 had
negative indirect relationships with employees’ trust in management (b* 95% CI
=−0.008,−0.001) and job-related contentment (b* 95% CI =−0.046,−0.004) via
increased WI; whereas the low-use cluster had positive indirect relationships with
job satisfaction (b* 95% CI = 0.003, 0.008), trust in management (b* 95% CI =
0.006, 0.013), and job-related contentment (b* 95% CI = 0.034, 0.072) via WI. The
low use cluster also had a negative indirect relationship with organisational
commitment (b* 95% CI =−0.005, −0.001) via lower WI.

Ogbonnaya et al.
(2017)
Study 2

(a) NEMPLOYEES = 164,916, NORGANISATIONS = 386, England; (b) IV = high-performance
work practices (HPWP, organisational-level variable), DV = job satisfaction,
organisational commitment, employees’ trust, MEV =WI, NESTING variable =
organisation, (c) cross-sectional, multiple group analysis (clusters: extensive use,
restricted use, low-use of HPWP), multilevel analysis, mediation.

Relative to the extensive-use cluster, the restricted-use cluster in Study 2 had
negative indirect relationships with job satisfaction (b* 95% CI =−0.009, −0.001)
and employees’ trust (b* 95% CI =−0.007, −0.001) and a positive indirect
relationship with organisational commitment (b* 95% CI = 0.001, 0.007) via
increased WI. The low use cluster had positive indirect relationships with job
satisfaction (b* 95% CI = 0.002, 0.011) and employees’ trust (b* 95% CI = 0.001,
0.009), and a negative association with organisational commitment (b* 95% CI =
−0.009, −0.002), via reduced WI.

(Continued )
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Table 2. Continued.
Authors Methods: sample (a), measures (b), design (c) Main findings

Ogbonnaya et al.
(2017)

(a) N = 13,657 from 1293 workplaces, UK; (b) IV, MEV =WI, DV = job satisfaction,
trust in management, performance-related pay; (c) cross-sectional, multilevel
SEM with mediation testing.

WI related to job satisfaction (b* =−.26) and trust in management (b* =−.29). WI
mediated the relationship between performance-related pay and job satisfaction
(αb*= −.01) and trust in management (αb* =−.01) among employees.

Paškvan et al.
(2016)
Study 1

(a) N = 262, Austria; (b) IV = WI, DV = emotional exhaustion, job satisfaction, MEV =
challenge versus hindrance cognitive appraisal of WI; (c) two-wave survey,
mediation analyses via path analysis.

WI related to higher exhaustion (b = .12, b 95% CI = 0.05, .21 indirect effect) and
lower job satisfaction (b =−.15 b 95% CI =−0.27, −0.06 indirect effect) via
hindrance appraisal, but direct relations with exhaustion (b =−.06 b 95% CI
= -0.19, .06) and satisfaction (b = .12 b 95% CI = -0.05, .28) not significant
(longitudinal effect controlled for T1 measures).

Paškvan et al.
(2016)
Study 2

(a) N = 932, Austria; (b) IV = WI, DV = emotional exhaustion, job satisfaction,
general job satisfaction, MEV = challenge versus hindrance cognitive appraisal of
WI, MOV = participative climate; (c) cross-sectional, mediation and moderated
mediation via path analysis.

WI related to higher exhaustion (b 95% CI = 0.26, 0.41) via hindrance appraisal and
to lower job satisfaction (b 95% CI =−0.43, −0.27) via hindrance appraisal. The
direct relationship with exhaustion remained significant (b = .19), even after
controlling for appraisal. Participative climate moderated the association
between WI and appraisal (b =−.08 b 95% CI =−0.14,−0.02): when participative
climate was lower, WI was more strongly related to hindrance appraisal.

Sayin et al. (2021) (a) N = 938, Canada; (b) IV = WI, DV = intention to stay, MEV = stress, extrinsic job
satisfaction and intrinsic job satisfaction; (c) cross-sectional, SEM analysis

WI associated with lower intention to stay (indirect effect [IE]: b* =
−.03).Relationship mediated via stress and intrinsic job satisfaction (WI > stress:
direct effect [D]: b* = .18; stress > intention to stay ID: b* =−.17; stress > intrinsic
job satisfaction D: b* =−.39) intrinsic job satisfaction > intention to stay D: b* =
−.43).

Xia et al. (2020) (a) N = 638, China; (b) IV = commitment-oriented HRM, control-oriented HRM, DV
= job satisfaction, anxiety, depression, MEV =WI (perceived work overload and
time demands), affective commitment, MOV = perceived organisational justice;
(c) cross-sectional, SEM, mediation model with moderated direct path.

In SEM, WI and affective commitment partially mediated the relationship between
commitment-oriented HRM and job satisfaction and job-related depression, and
they fully mediated the relationship between commitment-oriented HRM and
job-related anxiety. Three mediation paths via WI: (commitment-oriented HRM >
WI: b* =−.49, WI > job satisfaction: b* =−.30), (commitment-oriented HRM >
WI: b* =−.49, WI > anxiety: b* = .11), (commitment-oriented HRM > WI: b* =
−.49, WI > depression: b* = .39)

Yu (2014) (a) N = 4538, Australia; (b) IV = WI, job insecurity, DV = work–life balance, MOV =
gender; (c) cross-sectional, an ordered probit model.

Long hours and caring responsibilities related to work-life imbalance, but
perceived job insecurity and WI showed measurably larger effects on this
outcome: those who perceived WI were 7% less likely to be satisfied with work-
life balance compared to those who did not report WI.

Zeytinoglu et al.
(2007)

(a) N = 1396, Canada; (b) IV = WI, DV = satisfaction with financial rewards,
satisfaction with work and work environment, MEV = stress symptoms; (c) cross-
sectional, regression analysis via mediation testing.

WI related to stress symptoms (b* = .17), satisfaction with financial rewards (b* =
−.16), and satisfaction with work and work environment (b* =−.17). Stress
mediated the relationship between WI and two types of satisfaction interpreted
in terms of reduction in coefficients (no robust test for the mediation).

Notes: a = sample, b = measures, c = design; IV = independent variables, DV = dependent variables, MEV =mediator variables, MOV =moderator variable. Significant regression coefficients (if
reported): b = unstandardised regression coefficients, b* = standardised regression coefficients.
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found in four studies (Engelbrecht et al., 2020; Fiksenbaum et al., 2010; Huo et al., 2022;
Paškvan et al., 2016) as was the association betweenWI and lower work-related perform-
ance/commitment/trust in management (Bunner et al., 2018; Neirotti, 2020; Ogbonnaya
et al., 2017; Sayin et al., 2021).

Moreover, a majority of these quantitative studies (k = 19/26, 73%) explored mediator
and/or moderator relationships in addition to direct associations between WI and
employee outcomes. These results were often complex and based on different theoretical
models and we make no attempt to summarise them here. More details on these studies
can be found in Table 2. Overall, several mediators were explored: work-family balance
(Brown, 2012), safety behaviours (Bunner et al., 2018), negative affect (Chang et al.,
2018), WI (Chesley, 2014; Xia et al., 2020), HPWS (Chillakuri & Vanka, 2022), stress
symptoms (Chowhan et al., 2019; Sayin et al., 2021; Zeytinoglu et al., 2007), workaholism
(Engelbrecht et al., 2020), exhaustion (Huo et al., 2022), job satisfaction (Sayin et al.,
2021), job crafting (Li et al., 2020), participative decision-making (Ogbonnaya & Vali-
zade, 2015), and stress appraisal (Paškvan et al., 2016). Furthermore, WI also functioned
as a mediator in certain studies (e.g. Ogbonnaya et al., 2017; Ogbonnaya et al., 2017).

Moderator relationships were studied less often but moderators included gender (Le
Fevre et al., 2015; Yu, 2014), workplace well-being (Chillakuri & Vanka, 2022); manage-
rial support (Huo et al., 2022), work-home segmentation (Kubicek & Tement, 2016),
work-home boundary management (Kubicek & Tement, 2016), perceived organisational
support (Lawrence et al., 2019), work addiction (Li et al., 2020), participative climate
(Paškvan et al., 2016) and a specific lean management strategy (Neirotti, 2020).

To summarise, all the quantitative studies (k = 26) that used a one-dimensional con-
ceptualisation and operationalisation of WI reported that WI is a stressor associated with
various negative consequences for employees. Furthermore, many different factors were
tested either as mediators or moderators between WI and employee outcomes. Although
all individual relationships (e.g. concerning multiple outcomes or moderator effects)
were not consistently confirmed, the majority of these findings still provide support
for one-dimensional quantitative WI as a job stressor with adverse effects for employees.

3.3. Results of the quantitative studies: Multi-dimensional approach

Multi-dimensional conceptualisation, measurement and dimension-based analyses of
WI were used in eight studies, which are summarised in Table 3. Most of these studies
applied the IJD model (see Kubicek et al., 2015; Mauno et al., 2020; Mauno & Kinnunen,
2021) in the multi-dimensional assessment of WI, aiming to capture the essence of quali-
tative WI. Employee outcomes used in these studies included job burnout (Kubicek et al.,
2015; Mauno et al., 2019), job satisfaction (Korunka et al., 2015; Kubicek et al., 2015, p. 2
studies; Macky & Boxall, 2008), health/stress indicators (Bamberger et al., 2015; Burke
et al., 2010; Franke, 2015; Macky & Boxall, 2008), work engagement (Mauno et al.,
2019), job performance (Mauno et al., 2020), and work-life imbalance (Macky &
Boxall, 2008).

The results show that three out of four studies relying on the IJD model found a posi-
tive relationship between the sub-dimension of WI (including accelerated working pace,
less idle time and increasing multi-tasking demands; describing quantitative WI) and job
burnout, for example, exhaustion and cynicism (Korunka et al., 2015; Kubicek et al.,
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Table 3. Multi-dimensional approach to work intensification (WI): Quantitative studies.
Authors Methods: sample (a), measures (b), design (c) Main findings

Bamberger et al.
(2015)

(a) N = 3064, Denmark, non-managerial and 573 managerial employees, multilevel
data (b) IV = 5 aspects for intensification (change in two-year period): technical/
professional demands, autonomy and responsibility demands, knowledge content,
interdisciplinary collaboration, demands for labour productivity, DV =
psychological distress, (c) cross-sectional, Poisson regression models based on GEE.

Distressed non-managerial employees had higher WI than non-distressed in three
aspects of WI: technical/professional demands (adjusted prevalence ratio [aPR] =
1.13), autonomy and responsibility demands (aPR = 1.12) and demands for labour
productivity (aPR = 1.27). Total WI score also related to higher distress (aPR = 2.69).
aPR = adjusted for age, occupational position and company size.

Burke et al.
(2010)

(a) N = 106, Canada, (b) IV= 3 factors of WI: time demands, emotional demands, job
demands, DV = work hours, workload, job stress, work involvement, feeling driven
to work, work enjoyment, work engagement, (c) cross-sectional, EFA (exploratory
factor analysis), correlations, hierarchical regression analysis.

Intensified emotional demands/intensified job demands related to work hours (r
= .38/.42), workload (r = .46/25), job stress (r = .47/41), feeling driven to work (r
= .23/18). Time demands related only to workload (r = .34). Emotional demands
related to vigour (r =−.19).
WI (a total score) related to more work hours (b = .19), workload (b = .22), job
stress (b = .44).

Franke (2015) (a) N = 20 036, Germany, (b) IV = WI (measured by one item: “whether stress and
work pressure have increased”), plus work intensity, DV = psychosomatic health
complaints, MOV = work intensity, (c) cross-sectional, Hierarchical regression
analyses with interaction terms.

WI related to psychosomatic complaints (b = .11) and musculoskeletal complaints (b
= .05). Work intensity related to psychosomatic complaints (b = .20) and
musculoskeletal complaints (b = .08). The interaction effect of WI and work
intensity was significant (b = .04) for psychosomatic complaints which were
highest when both these demands were high.

Korunka et al.
(2015)

(a) N = 587 (T1 and T2), Austria, (b) IV = WI, learning demands, DV = emotional
exhaustion, job satisfaction; (c) two-waves longitudinal, SEM.

Increases in WI over 15 months related to increases in emotional exhaustion (b = .34)
and decreases in job satisfaction (b =−.31).
Increases in learning demands over 15 months related to decreases in emotional
exhaustion (b =−.25) and increases in job satisfaction (b = .18).

Kubicek et al.
(2015)

(a) Sample 1: N = 491, German service employees. Sample 2: N = 163, Austrian service
employees; (b) IV = Intensified job demands measured via 5 sub-scales of the IJDs
model: work intensification = WI; Intensified job-related planning and decision-
making demands = IJP; Intensified career-related planning and decision-making
demands = ICP; Intensified skill-related learning demands = SLD; and Intensified
knowledge-related learning demands = KLD (the IJDs was used in both samples).
Sample 1: DV = Emotional exhaustion, cynicism, MBI-D-GS, Sample 2: DV =
emotional exhaustion, job (dis)satisfaction; (c) cross-sectional, regression analyses.

Results combined for sample 1 and sample 2:
The sub-dimension of WI related to emotional exhaustion (b1* = .27, b2* = .31)
and cynicism (b1* = .28) and job dissatisfaction (b2* =−.28).
IJP related to emotional exhaustion (b1* = .12, b2* = .18) and cynicism (b1* = .13)
but not to job dissatisfaction.
ICP related to emotional exhaustion (b1* = .11, b2* = .30), cynicism (b1* = .22) and
to job dissatisfaction (b2* =−.17).
SLD related to emotional exhaustion (b1* = .14, b2* = .22), but not to cynicism and
job dissatisfaction.
KLD related to emotional exhaustion (b1* = .17, b2* = .24) and cynicism (b1*
= .11), but not to job dissatisfaction.

Macky and
Boxall (2008)

(a) N = 775, New Zealand; (b) IV = WI (weekly hours, overload, time demands), DV =
job induced stress, fatigue, job satisfaction, work-life imbalance; (c) cross-sectional,
MANCOVA with control variables.

Weekly hours (1st dimension of WI) related to stress and work-life imbalance (F-
values range 4.75–35.39).
Overload (2nd dimension of WI) related to stress, fatigue, work-life imbalance and
job dissatisfaction (F-values ranged 10.14–111.10).

(Continued )
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Table 3. Continued.
Authors Methods: sample (a), measures (b), design (c) Main findings

Time demands (3rd dimension of WI) related to stress, fatigue, work-life imbalance
and job dissatisfaction (F-values ranged 13.17–86.59).

Mauno et al.
(2019)

(a) N = 2 200, Finland; (b) IV = five sub-scales of intensified job demands WI, IJP, ICP,
SLD, KLD (IJDs model, for abbreviations, see Kubicek et al., 2015 above) model, DV
= job burnout, work engagement, MOV = age; (c) cross-sectional, regression
analyses with interaction terms.

WI related to burnout (b* = .41).
IJP related to burnout (b* = .17) and engagement (b*= .09).
ICP related to burnout (b* = .21).
KLD related to burnout (b* = .09) and engagement (b* = .13).
SLD related to burnout (b* = .16) and engagement (b* = .06).
Significant curvilinear effects for engagement of KLD*KLD (b* =−.09) and
SLD*SLD (b* =−.11): Moderately high learning demands (KLD, SLD) were optimal
for engagement.
Age moderated the relationship between IJP (b* =−.06) and ICP (b* =−.05) on
burnout: younger suffered more from these job demands.

Mauno et al.
(2020)

(a) N = 4582, Finland, upper white-collar workers n = 2434; lower white-collar
workers n = 645; blue-collar workers n = 1503; (b) IV = WI, IJP, ICP, SLD, KLD
(combined for intensified learning demands = LD) based on the IJDs model
(Kubicek et al., 2015; Mauno et al., 2019 above), DV = task performance,
Organisational Citizenship Behaviour (OCB), MOV = SOC strategies; (c) cross-
sectional, regression analyses with interaction terms.

Of four dimensions of IJDs, only the sub-dimension of WI related to poorer task
performance across occupational groups (b* =−.34, b* =−.36, b* =−.31).
LD related to OCB in upper white- (b* = .18), lower white- (b* = .09) and blue-collar
workers (b* = .21).
IJP related to higher OCB in only in blue-collar workers (b* = .19).
Two significant moderation effects emerged in a lower white-collar sample
regarding task performance: High SOC users suffered less from WI (b* = .12) and
LD (b* = .09) in terms of task performance.

Notes: a = sample, b = measures, c = design; IV = independent variables, DV = dependent variables, MEV =mediator variables, MOV =moderator variable. Significant regression coefficients (if
reported) b = unstandardised regression coefficients, b* = standardised regression coefficients.
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2015; Mauno et al., 2019). Two studies (Kubicek et al., 2015; Mauno et al., 2019) showed a
positive relationship between the sub-dimensions of intensified planning and decision-
making demands (concerning job and career) and job burnout. These two studies also
reported that intensified learning demands (concerning skills and knowledge) were posi-
tively related to job burnout.

Two studies (Korunka et al., 2015; Kubicek et al., 2015) revealed that the sub-dimen-
sions of quantitative WI and intensified career-related planning and decision-making
demands (the latter is one indicator of qualitative WI) were associated with job dissatis-
faction. However, a longitudinal study by Korunka et al. (2015) found that increases in
intensified learning demands were related to subsequent increases in job satisfaction (as
well as decreases in job burnout). Furthermore, Mauno et al. (2019) found that inten-
sified learning demands related positively to work engagement, as did intensified job-
related planning and decision-making demands. Job performance (self-rated) was
studied in one study (Mauno et al., 2020) which indicated that the sub-dimension of
quantitative WI was negatively associated with task performance, whereas intensified
learning demands and job-related planning and decision-making demands (indicators
of qualitative WI) were positively associated with organisational citizenship behaviour.

Finally, four studies (Bamberger et al., 2015; Burke et al., 2010; Franke, 2015; Macky &
Boxall, 2008) measured multi-dimensionality of intensification using other multi-dimen-
sional scales than the IJD model. Macky and Boxall (2008) found that weekly working
hours, perceived overload, and time demands as indicators of intensification were
related to more stress, fatigue, work-life imbalance, and job dissatisfaction. Bamberger
et al. (2015) found that employees’ distress was associated with three dimensions of
intensification: increases in technical/professional demands, autonomy paired with
high responsibility demands and demands for labour productivity. Franke (2015)
found that both WI and work intensity were associated with psychosomatic and muscu-
loskeletal complaints (signalling stress) and most symptoms were reported when both of
these demands were high (interaction effect). Burke et al. (2010) showed that emotional
and job-related intensification was associated with job-related stress. None of the multi-
dimensional studies reviewed included mediators in their designs. Moderators between
multi-dimensional intensification and employee outcomes were investigated in only
two studies: age was studied as a moderator in one study (Mauno et al., 2019) and
self-regulation strategies in one study (Mauno et al., 2020).

To summarise, these studies show that whenWI was assessed multi-dimensionally, for
example, via the IJD model, the findings were less consistent compared to the findings of
studies which applied one-dimensional assessment of WI. While some sub-dimensions
of WI were associated with negative effects, some other sub-dimensions (e.g. intensified
learning demands) actually showed positive or both positive and negative effects. Hence,
the stressfulness of WI was not consistently supported in multi-dimensional studies, in
which qualitative aspects of WI (e.g. increased cognitive complexity of work) were also
typically evaluated. However, the multi-dimensional studies typically also included a tra-
ditional indicator of quantitative WI (e.g. doing more, working faster/harder) and this
particular sub-dimension was found to be a harmful stressor in each study. This result
is well in line with the key findings of the one-dimensional and qualitative studies
reported above. Altogether, these findings provide relatively compelling evidence that
at least one sub-dimension of WI, namely, experiencing increased working pace,
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constant efficiency requirements or just “having too much to do,” that is, experiencing
quantitative WI, is stressful and relates to various negative consequences for employees.

4. Conclusions

4.1. Theoretical and methodological conclusions

In this narrative review, we explored whether WI, in its various forms, is associated with
employee- and organisation-related outcomes. Overall, job stress models inspired our
review and thus the results will be discussed mostly from this perspective. The results
showed overall that one kind of quantitative WI, employees’ appraisals of increased
pace of work, effectivity, and multi-tasking demands, may constitute a hindrance
demand (see Crawford et al., 2010; LePine et al., 2005; Mazzola & Disselhorst, 2019)
with adverse effects on well-being. We argue that this sub-type of WI may include
aspects of quantitative job demands, which have been shown in various studies to be
harmful job stressors resulting in impaired employee well-being (for reviews, see
Bowling et al., 2015; Bowling & Kirkendall, 2012; Van Veldhoven, 2014). In this sense,
our finding is in line with job stress models and the related empirical findings (e.g.
Daniels et al., 2014; Karasek & Theorell, 1990; LePine et al., 2005). Furthermore,
viewed from the HPWS framework (Boxall & Macky, 2014; Boxall & Purchell, 2011;
Macky & Boxall, 2008), constant performance and productivity demands posed by the
organisation might be appraised as stressful WI by employees, which again may relate
to negative well-being outcomes. Also, the acceleration of social change and in technol-
ogy introduced in the SA model (Rosa, 2003; Rosa & Trejo-Mathys, 2013) may cause
further acceleration in working life, manifesting as employees’ experiences of WI.
This, in turn, may result in harmful stress-related ramifications (e.g. Kubicek et al.,
2015; Mauno & Kinnunen, 2021).

Nevertheless, our review also indicated that other, more recently identified qualitative
aspects of WI, for example, intensified work-related learning demands (Korunka et al.,
2015; Kubicek et al., 2015; Mauno et al., 2019; Mauno et al., 2020), did not have consist-
ently negative effects across studies. This, in turn, would suggest that certain qualitative
aspects of WI may be perceived as a challenge rather than as a hindrance demand, con-
sequently resulting in positive rather than negative outcomes (Crawford et al., 2010;
LePine et al., 2005; Mazzola & Disselhorst, 2019). However, it should be noted that
there is so far no firm theoretical argument regarding how and why different aspects
of WI should be categorised as challenge or hindrance demands. Moreover, the empirical
evidence on the hypothesised positive effects of challenge demands is so far relatively
weak (for a meta-analysis, see Mazzola & Disselhorst, 2019). Thus, until more empirical
evidence is gathered, we must be cautious when considering certain qualitative aspects of
WI as positively perceived challenge demands associated with positive rather than nega-
tive outcomes.

This review also revealed that research on WI has mostly been conducted via different
theoretical models, for example, the SA model, the HPWS model, and stress model(s),
and these models have typically been applied separately. As these previous theories
have typically been developed within one scientific field (sociology/management/psy-
chology), they have not fully considered that in order to understand the phenomenon
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of intensification and its variable outcomes, a multi-disciplinary approach is indispensa-
ble (see Mauno & Kinnunen, 2021). Thus, more integrated theoretical model(s) should
be developed. Consequently, multi-disciplinary models integrating present (and
future) social and economic factors into well-being/job stress theories, from the stand-
point of WI, would be fruitful. Upcoming megatrends, for example, accelerated digitali-
sation, increasing remote work, and unpredictability in the labour market and careers,
should be considered in these models because such megatrends may intensify work
differently than what has been suggested in previous theories and studies. Indeed, the
quality of work (e.g. cognitive and emotional demands) may intensify more than the
quantity of work (e.g. working pace), as mentally and emotionally complicated tasks con-
tinue to require human effort. Such major changes require multi-disciplinary approaches
which might also encourage researchers to develop and test new relevant hypotheses con-
cerning WI and its implications.

This review also revealed that both conceptual and methodological development are
needed concerning the concept of WI. A synopsis of the definitions of WI (detailed con-
ceptual analysis is available from the authors upon request) showed that there is no
uniform definition of WI but rather an umbrella of partly overlapping definitions and
assessments. However, quantitative elements of WI (e.g. intensified working pace,
increased workload) was included in most definitions and measurements of WI, although
their specific operationalisation varied across studies. The conceptualisations and assess-
ments of qualitative WI varied more across studies. Admittedly, it may not even be poss-
ible to achieve any uniform definition of WI as the phenomenon itself has so many
quantitative and qualitative facets today and may have even more in the future.
However, it is good to recall that conceptualisations and subsequent measurements
always determine what can be found in empirical studies. For example, the multi-dimen-
sional IJD model (Korunka et al., 2015; Kubicek et al., 2015; Mauno et al., 2019; Mauno &
Kinnunen, 2021) developed to evaluate the quantitative and qualitative aspects of the
intensification of complicated and information-filled working life is represents an
attempt to capture the different elements of cognitively intensified working life.
However, there are some drawbacks in the IJD model; it focuses on employees’ experi-
ences of intensification and acceleration by comparing present to past concerning
employees’ work experiences. This methodological approach is not appropriate for the
assessment ofWI among newcomers who have just entered the labour market. Moreover,
job changes over the career span may affect WI. When employees change jobs, their job
content may also change and assessing intensification by comparing one’s current and
previous work experiences may in such cases produce misleading information.

Furthermore, the concept of WI itself is elusive as it is implicitly dynamic (rooted in a
multi-faceted acceleration), and this viewpoint includes some methodological challenges.
Our review reveals that the dynamic nature of WI has not been fully considered in earlier
studies. SometimesWI was measured as a sub-type of (quantitative) workload, the assess-
ment of which does not take into account its unique, dynamic nature as a job stressor
referring to increases or acceleration of certain job demands (Korunka et al., 2015;
Kubicek et al., 2015; Mauno & Kinnunen, 2021). However, this is not to suggest that
WI would be an irrelevant concept or purely overlapping with quantitative workload.
Rather, we propose that researchers should always carefully consider how to measure,
evaluate, and interpret WI. At least, the characteristics of the sample (e.g. respondents’

20 S. MAUNO ET AL.



career histories) and the time-frame (cross-sectional vs. longitudinal) of the study design
should be taken into account.

The dynamic nature of WI also means that the concept may have different temporal
manifestations. For example, WI may occur as a part of long-term societal processes
(consistent with SA theory) but it may equally manifest in short-lived experiences
among employees concerning working pace or the mental effort needed at work on a
daily basis. Temporally different dynamics of WI would naturally require different
research instruments and methodologies depending on the research targets. A related
aspect is that longitudinal studies on the effects of WI were almost non-existent in our
review. This shortcoming should be addressed in future by also paying attention to
the different temporal dynamics of WI in data collection and analyses. Furthermore,
other than self-report indicators in studying the consequences of WI, such as organis-
ations’ sickness absence registers or performance measures, should be included as
outcome indicators in future studies. Finally, qualitative studies on the implications of
WI were rare in our review (k = 10/44). Consequently, qualitative and mixed-methods
studies focusing on employees’ subjective experiences of the implications of WI might
produce valuable new information that could also be utilised by quantitative researchers.

4.2. Limitations and final remarks

Three notable limitations need to be addressed in interpreting the conclusions of this
review. First, our review is not exhaustive, meaning that some relevant studies may
have been excluded. Second, none of the studies reviewed tested the health selection
hypothesis, that is, whether employees’ well-being/health determines their perceptions
of intensification rather than intensification as a cause of ill-being, as suggested by the
job stressor hypothesis. Thus, the question of causality remains unresolved. Third, this
review was narrative, and therefore, in contrast to meta-analytical reviews, its method-
ology does not produce exact statistical parameter values. However, the studies reviewed
were characterised by theoretical, conceptual and methodological disparity, which led us
to choose the narrative review approach (see Popay et al., 2006).

Regarding practical implications, we propose that employers should pay more atten-
tion to the harmful effects of WI and realise that organisations’ constant high-perform-
ance and effectivity expectations, representing the core manifestation of quantitative WI,
may constitute a risk to employees’ health and well-being. Therefore, organisations and
managers should be sensitive to employees’ experiences of WI and willing to screen
when, how, and which aspects of work have intensified. It is also noteworthy that WI
may manifest differently than suggested by its traditional definitions, depending, for
example, on the nature of work and the era people are living in. At a societal level, WI
might be reduced by legislation. One such recent attempt is the new directive proposal
of the European Union that would restrict employers’ rights to contact personnel
during their free time, aiming to alleviate WI and work extension and their negative
implications for employees. Certainly, various actions are needed at different levels
(societal, organisational, and individual) towards a more sustainable working life. This
would require striking a balance between human potential and capabilities (the individ-
ual perspective) and productivity demands (the organisational and economic perspec-
tive). Living in a high-speed-high-performance society may challenge human potential
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in working life (see Boxall & Macky, 2014; Mauno & Kinnunen, 2021; Rosa, 2003).
Finding a balance between human potential and productivity demands might begin by
acknowledging employees’ experiences of various types of WI. This review showed
that WI has indeed different manifestations and that some of these are more harmful
than others for employees’ well-being and motivation.
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