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Abstract

Using data from 450 public sector faculty members, a job demand-resource model of antecedents of satisfaction with
work—family balance (balance satisfaction) was tested using PLS SEM. To understand the factors and processes that shape
up balance satisfaction, the mediating variables in the model were psychological capital, work-to-family conflict, and work-
to-family enrichment. Hypothesized partial mediation model was a better fit when we added cross-over paths between job
demands and work-to-family enrichment and between job resources and work-to-family conflict. Job demands had both
direct effect as well as an indirect effect on balance satisfaction via work-to-family conflict and work-to-family enrichment
but not via psychological capital as a single mediator or one of the two serial mediators. Job resources had a direct effect and
an indirect effect on balance satisfaction via work-to-family enrichment and work-to-family conflict and psychological capital.
However, cross-over indirect effect was lower than differential salient hypothesized relationships. Importance performance
analysis revealed work-to-family enrichment, job demands, psychological capital, and job resources as the most important
predictors of balance satisfaction, work-to-family conflict, work-to-family enrichment, and psychological capital, respectively.
The study found the importance of psychological capital as a developable personality resource along with contextual factors
in shaping work—family outcomes. Several implications for theory and practice are also discussed.
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How employees can attain a balance between their work and
family lives remains a daunting challenge for contemporary
managers. Although the term work—family balance is widely
used in everyday organizational life, it received less research-
ers’ attention as compared with segmented and directional
work—family linking mechanisms. These linking mecha-
nisms can be a work—family conflict which represents a neg-
ative effect of one domain on the other or work—family
enrichment, which is the positive influence of one domain on
the other. Previously, researchers used to conceptualize
work—family balance in terms of four types of linking mech-
anisms which were work-to-family conflict, family-to-work
conflict, work-to-family enrichment, and family-to-work
enrichment (Frone, 2003). However, recent work—family
researchers have converged on the notion that work—family
balance is a unitary and a holistic construct (Wayne et al.,

2017). Among an assortment of constructs representing the
global balance approach, work—family balance satisfaction
(or balance satisfaction) is one such nuanced psychological
construct that is considered an optimum conceptualization of
the global balance perspective (Cahill et al., 2015; Casper
et al., 2014). It reflects an individual’s subjective perception
of'the level of harmonization between demands and resources
in both work and family domains (Beham & Drobni¢, 2010).
A handful of emerging research on balance satisfaction has
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shown that it is strongly related to individual’s well-being
outcomes such as family life satisfaction, job satisfaction,
and overall life satisfaction (Grawitch et al., 2013; Wayne
et al., 2017). The current study investigated the work-related
and personality predictors and the mechanism which shape
the balance satisfaction of higher education academics in
Pakistan.

Factors that pertain to an individual’s work characteristics
are significant in determining the perception of work—family
balance. Existing research on work domain antecedents of
balance satisfaction has primarily explored the relationship
of various isolated contextual workplace demands such as
working hours (Abendroth & Den Dulk, 2011; Beham et al.,
2014; McNamara et al., 2013; Valcour, 2007), job insecurity,
and organizational time expectations or perception of work-
load (Beham & Drobni¢, 2010); contextual job resources
such as job control, enriched job characteristics, and job
social support (Abendroth & Den Dulk, 2011; Wayne et al.,
2020). Few studies have also explored personal characteris-
tics such as neuroticism, resilience, and proactive health
behavior (Wayne et al., 2020). Literature indicates that per-
sonal factors can play an essential role in shaping one’s
perception of balance, along with the situation factors
(Greenhaus & Allen, 2011; Wayne et al., 2016). Work—family
researchers have also emphasized the importance of positive
psychological resources to successfully manage the role
stressors and demands of work and family (Morganson et al.,
2014). However, there is a dearth of literature on how the
positive psychological resource of psychological capital
relates to satisfaction with the work—family balance of the
employees. Literature also suggests that positive capacities
are important for work and family interface as employees
who are high in psychological capital are better able to man-
age the inter-domain frictions and are found to be more suc-
cessful in balancing work and family roles (Karatepe &
Karadas, 2014; Siu, 2013). Unlike earlier studies which
tested various antecedents in isolation, we have included
three types of antecedents (job demands, job resources, and
psychological capital) simultaneously. With this approach,
we were also able to test the existence of relationships as
well as compare the importance of each antecedent in com-
parison with each other.

Besides, the existing balance satisfaction research is also
criticized for lack of studies utilizing robust theoretical
frameworks to study the relationship and intermediatory pro-
cesses relating antecedents with balance satisfaction (J. Choi
et al., 2017; Wayne et al., 2020). Our study developed and
tested a research model based upon the job demand-resource
(JD-R) framework with psychological capital as a personal-
ity antecedent and work—family linking mechanisms of con-
flict and enrichment as mediators. Greenhaus and Allen
(2011) suggested that contextual and personality factors
influence an individual’s feeling of work—family balance
partially through work—family conflict and enrichment.
Although balance satisfaction is conceptually different from

work—family linking mechanisms (conflict and enrichment),
there is a logical connection between the two as both these
approaches are shaped by domain-based demands and
resources (Grawitch et al., 2013), and personal characteris-
tics (Morganson et al., 2014). Existing literature also sup-
ports the incorporation of conflict and enrichment as
mediators within demand and resource framework. In this
respect, work-to-family conflict represents the negative
health impairment process of the JD-R model. Work-to-
family conflict arises due to excessive and unmanageable job
demands and negatively influence well-being or diminish
role performance in the family domain (Bakker & Demerouti,
2007; Greenhaus et al., 2006). Similarly, work-to-family
enrichment conceptually represents the positive motivational
process of the JD-R model as it occurs when resources in the
job domain improve the quality of life and performance of
roles in the family domain (Greenhaus & Powell, 2006).
Despite calls from researchers to further investigate the rela-
tionship between both approaches (Wayne et al., 2017), the
mediation of conflict and enrichment is scarcely tested and
needed further investigation.

We also examined the notion that psychological capital
can act as a mediator between situational antecedents and
well-being outcomes (ten Brummelhuis & Bakker, 2012).
Empirical research indicates that contextual job factors influ-
ence the level of psychological capital since it is a malleable
personality attribute. Therefore, it is plausible that JD-R
would indirectly influence all types of work—family out-
comes (work-to-family conflict, work-to-family enrichment,
and balance satisfaction) by shaping an individual’s psycho-
logical capital (Paterson et al., 2014; Youssef-Morgan, 2014).
We also tested several serial mediations of psychological
capital and work—family conflict/enrichment between JD-R
and balance satisfaction to elucidate the existence of multi-
ple mediating psychological processes through which envi-
ronmental factors influence employee’s balance satisfaction.
This sequential pathway starts from the possible influence of
environmental factors on psychological capital (Youssef-
Morgan, 2014), which as a positive personality resource,
can facilitate coping with work—family conflict, proactively
managing multiple roles demands, efficiently utilizing
domain resources, and enhancing work—family enrichment;
therefore, leading to a positive appraisal of work—family
balance (Morganson et al., 2014).

Our research will help to clarify the differences and rela-
tionships between overall work—family balance perception
and segmented linking mechanisms. Our framework pres-
ents to HR practitioners the importance of both contextual
and personality factors in fostering work—family balance and
gives the understanding of the underlying processes that lead
to balance satisfaction. The crucial role of a developable per-
sonality resource of psychological capital in the current
model will enable HR practitioners to enhance employees’
work—family balance by investing in this psychological
resource through either customized training interventions
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(Luthans et al., 2006) or reshaping the job environment for
higher resources and lower demands. Testing for mediation
of psychological capital in this model will also help to clarify
how JD-R influence it and whether it carries forward this
effect to work—family outcomes.

Contextual Background

This study is carried out on public sector university academic
faculty in Pakistan. Academic jobs are becoming more
competitive and laden with excessive pressures such as
publications, teaching workloads, and excessive paperwork
(Zébrodska et al., 2017). The prevalence of the ideal work
norm in academia compels academicians to devote more
time and energies for academic assignments and give work
priority over family matters (Winslow & Davis, 2016). Curtis
(2004) calls university faculty jobs “potentially boundless”
since it keeps them busy in finding solutions to never-ending
scientific or philosophical problems. Faculty are continu-
ously engaged in reading, writing, observing, or creating
knowledge via research or teaching either at work or home,
creating balance issues. Low job resources and high demands
are predictors of high work—family conflict, low work—fam-
ily enrichment, and perception of domain imbalance (Marais
et al., 2014; Peeters et al., 2005). There are many studies and
surveys which indicate that balancing work and family life is
a real challenge for academicians.

Pertinent to the current scenario, it is of particular inter-
est to investigate antecedents of work—family balance satis-
faction among university academicians in Pakistan. Jobs
once known to be flexible, autonomous, secure, and low
stress have become more competitive and demanding due to
reforms introduced by the Higher Education Commission
(HEC) of Pakistan during last few decades (Parveen et al.,
2011). In public sector universities, where HEC exerts the
greater influence, the job pressures are greater than private-
sector universities. Faculty are expected to produce high
impact factor research papers, involve in research and aca-
demic projects, and deliver higher quality lectures. However,
despite these high expectations, the remunerations and sup-
porting academic resources are below par (Hayward, 2015;
Mahmood, 2016; Yusoff & Khan, 2013). Several studies
have also shown the prevalence of burnout and occupational
stress among faculty in Pakistan (Khan et al., 2014; Yusoff
& Khan, 2013), which can also be attributed to an imbalance
between faculty’s work and family life (Mudrak et al., 2018;
Shin & Jung, 2014; Zabrodska et al., 2017). Recently,
Rehman (2015) found that faculty of public sector univer-
sities in Pakistan experience significantly greater work—
family conflict as compared with their private-sector
counterparts. Investigating the predictors and mediating
processes of balance satisfaction among public sector aca-
demics in Pakistan will provide useful information for
policymakers to enhance academician’s satisfaction with
work—family balance.

Theory and Literature

Work—Family Balance Satisfaction

According to Valcour (2007), balance satisfaction is “an
overall level of contentment resulting from an assessment of
one’s degree of success at meeting work and family role
demands” (p. 1512). The central idea in satisfaction variables
is that an individual can judge a specific aspect of their life
without any constraint of values, norms, or criteria imposed
by the researchers. Hence, satisfaction measures capture an
evaluative thought, mostly based on self-centered expecta-
tions (Daukantaité et al., 2016) and reflect an individual’s
overall assessment of a particular aspect of life (such as fam-
ily, work, finance, overall life, etc.; Diener et al., 1985).
Similarly, balance satisfaction captures a person’s cognitive
and affective evaluation of the current state of his or her
work—family balance. The cognitive component reflects the
appraisal of individuals regarding the availability and alloca-
tion of resources that lead to the successful integration of
roles across both domains. This cognitive evaluation gives
rise to an affect-based evaluation (feelings) which can range
from being happy and satisfied (positive emotions) to being
unhappy and dissatisfied (negative emotional state) with the
state of work—family balance (Wayne et al., 2017). Just like
all other attitudes, balance satisfaction is also influenced by
both personal (internal) factors and environmental (external)
factors. However, at the time it is assessed, it reflects one’s
internal evaluations of the external context based on self-
selected criteria (Wayne et al., 2017). Two employees facing
similar scenarios (such as spending more time at work and
less at home) may have entirely different levels of balance
satisfaction (Cabhill et al., 2015). Therefore, we can conclude
that along with situational antecedents, personal factors (e.g.,
personality, values, age, gender, etc.) play an instrumental
role in shaping balance satisfaction.

Studies that have explored the outcome of balance sat-
isfaction have found it to be related to various perfor-
mances and well-being outcomes. Balance satisfaction
positively predicts employees job satisfaction, family sat-
isfaction, organizational commitment, and family perfor-
mance (Grawitch et al., 2013; Wayne et al., 2017). In a
study by Aleksi¢ et al. (2017), it was considered as a per-
sonal resource which relates positively to employees’ cre-
ativity. The study also found that creativity was high when
balance satisfaction was high, and time pressure was low
even if there was a poor relationship with one’s supervisor.
In a rare non-western study, J. Choi et al. (2017) found that
balance satisfaction was a positive predictor of affective
organizational commitment (AOC) and supervisor-directed
organizational citizenship behavior (OCB). In the same
study, balance satisfaction also mediated the relationship
between family-supportive supervision and AOC, “family-
supportive supervision” and “supervisor directed OCB” and
between “family supportive paid leave” and AOC. These
compelling empirical pieces of evidence regarding the utility
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of this attitude in predicting beneficial outcomes makes it
worthwhile to investigate how it is shaped, especially when
the research on this construct is still in earlier stages and
scant when it comes to academic faculty.

JD-R Perspective of Balance Satisfaction

We draw on the JD-R framework (Bakker & Demerouti,
2007), and conservation of resource (COR) theory (Hobfoll,
1989) to explain how resourceful factors and demanding
factors at job influence balance satisfaction. Demands are
structural or psychological claims associated with role
requirements, expectations, or norms to which individuals
must respond by exerting physical or mental effort.
Resources are structural or psychological assets that may be
used to facilitate performance, reduce demands, or generate
additional resources (Bakker & Demerouti, 2007; Voydanoff,
2005). The JD-R model is based on credence that all the job
characteristics can be classified into either demands or
resources. JD-R influences employee’s well-being or per-
formance outcomes via two mediating mechanisms of health
impairment and motivation. In the health impairment pro-
cess, high job demands deplete employees’ mental and
physical resources leading to health issues, low satisfac-
tion, and poor performance. In the motivation process, job
resources increase employees’ mental and physical ener-
gies leading to greater job engagements, satisfaction, and
performance. Both these psychological processes simulta-
neously influence the well-being outcomes such as balance
satisfaction.

In this study, we have operationalized job demands as
a combination of three sub-dimensions of quantitative,
affective, and cognitive demands at the workplace (ten
Brummelhuis & Bakker, 2012). These three dimensions
holistically reflect the psychological and physiological
aspects of demands and have been found important in a vari-
ety of occupational groups (Bakker & Demerouti, 2007;
Peeters et al., 2005) including university faculty (Mudrak
et al., 2018; Torp et al., 2018; Watanabe & Falci, 2014;
Zabrodska et al., 2017). Quantitative demands refer to the
amount and pace of the job. A high level of quantitative
demand refers to job overload. For academic faculty, this
could mean assigning extra duties to academic faculty during
new admissions. Emotional demands refer to some emotion-
ally stressful situations at a job, such as an emotionally drain-
ing encounter with the head of the department due to negative
feedback from students. Finally, cognitive or mental demands
reflect the degree to which individuals should exert sustained
mental effort like making connections, memorizing, and
coordinating activities in carrying out job roles. Conceiving
and writing a quality research paper while at the same time
teaching or making a family budget and managing limited
finances at home are a few examples of cognitive demands.

Similarly, job resources are operationalized with four
dimensions. Two of the resource dimensions are job social

support, which is supervisor support, and co-worker support.
The remaining two dimensions are job autonomy and oppor-
tunity for professional development. Autonomy, which is
also an enabling resource (Voydanoff, 2004b), refers to an
individual decision latitude to decide how and when a certain
task is to be performed. Literature indicates that university
faculty generally enjoy greater autonomy and flexibility at
the job as compared with other occupations (Winefield et al.,
2014). Social support refers to instrumental, emotional, or
cognitive support from social role partners (ten Brummelhuis
& Bakker, 2012). In the context of faculty’s work—family
interaction, this is supported by recent findings of Watanabe
and Falci (2017) that greater friendship connections of fac-
ulty members within the department increase their work—
family support resources in the form of information about
work—family policies, empathetic and instrumental support
regarding the work—family conflict. These connections
enhance their perceptions of positive work—family culture at
work. Finally, the development opportunity indicates how
much the work environment provides opportunities to learn
and develop. At the workplace, this may aid in satisfying
employee’s intrinsic motivation to achieve results (Tims &
Bakker, 2010). Considering that faculty is generally intrinsi-
cally motivated for their jobs, this resource is also essential
for academic faculty.

COR theory (Hobfoll, 1989) is widely used to explain the
relationships among antecedents, mediators, and outcomes
within the JD-R based models. It also provides an ample
explanation of how JD-R relate to balance satisfaction.
According to COR, individuals strive to acquire, expand, and
protect their resources. Since work and family domains have
permeable cognitive, physical, and behavioral boundaries
with frequent role transitions between both domains (Clark,
2000), a threat or actual loss of resources due to taxing
demands in any domain would ultimately disturb the percep-
tion of role balance between both domains leading to lower
satisfaction with the current state of domain balance. On the
contrary, the availability of resources in one or both domains
would result in a gain spiral and availability of ample
resources to meet the demands of both resources resulting in
higher balance satisfaction. Beham and Drobni¢ (2010)
applied the demand and resource perspective of the work—
family interface (Voydanoff, 2005) to investigate how a vari-
ety of perception-based JD-R influence balance satisfaction
among service sector workers in Germany. They found that
high perception of organizational time expectations (quanti-
tative demand), psychological job demands (cognitive
demand), and feeling of insecurity (emotional job demand)
negatively predicted employees’ balance satisfaction. In the
same vein, job-based resources, such as work-based social
support (social resource) and job control (autonomy), were
found to predict balance satisfaction positively. We believe
that the same pattern of relationships would also hold for
university faculty in Pakistan. Therefore, it is hypothesized
that:



Sarwar et al.

Hypothesis 1 (H1): Job demands are negatively related to
balance satisfaction
Hypothesis 2 (H2): Job resources are positively related to
balance satisfaction

Conflict and Enrichment as Mediators

A work—family conflict is a form of inter-role conflict such
that there are incompatible demands across both domains,
causing friction between work and family roles. When work
roles cause stress and difficulty in family roles, this is called
work-to-family conflict (Greenhaus et al., 2006). While
adopting JD-R for work—family studies, work-to-family
conflict can be substituted as a health impairment process
since both arise from domain demands and negatively influ-
ence individuals’ well-being (Bakker & Demerouti, 2007;
Greenhaus et al., 2006). A meta-analysis has found a nega-
tive relationship between work-to-family and work, family,
and general well-being outcomes (Amstad et al., 2011).

Work—family enrichment occurs when the resources asso-
ciated with a role in one domain enhances the quality of life
and performance across the domain. A short span of research
has established enrichment to be a robust predictor of several
dimensions of well-being (such as job satisfaction, family
satisfaction, affective commitment, and psychical and men-
tal health) and employee job performance (McNall et al.,
2010). Work-to-family enrichment occurs when resources in
the job domain improve the quality of life and performance
of roles in the family domain (Greenhaus & Powell, 2006). It
conceptually overlaps with the motivation process in the
JD-R model since they both arise from domain resources and
positively influence well-being outcomes. Various studies
indicate that job demands are more salient predictors of
work-to-family conflict, while job resources are salient pre-
dictors for work-to-family enrichment, a phenomenon known
as differential salience approach (Lapierre et al., 2018; H.
Liu & Cheung, 2015). Therefore, we hypothesize a relation-
ship between job demands, job resources, work-to-family
conflict, and work—family enrichment based on differential
salience of antecedents as follows:

Hypothesis 4 (H4): Job demands have a positive direct
relationship with work-to-family conflict

Hypothesis 5 (HS): Job resources have a positive direct
relationship with work-to-family enrichment.

Previous studies have also depicted the relationship
between work—family linking mechanisms, and global bal-
ance approaches such that conflict negatively predicts, while
enrichment positively predicts balance satisfaction (Grawitch
et al.,, 2013; Wayne et al., 2017, 2020). When individuals
experience that their work demands are depleting resources
in family life, this transcends into a lower satisfaction with
overall work—family balance. Similarly, if individuals per-
ceive that their work-roles are enriching the roles in their

family life, this would eventually lead to an enhanced satis-
faction with work—family balance. Therefore, we expect the
same pattern of relationship to hold for academic faculty in
Pakistan.

Hypothesis S (H5): Work-to-family conflict has a nega-
tive relationship with balance satisfaction

Hypothesis 6 (H6): Work-to-family enrichment has a
positive relationship with balance satisfaction

Greenhaus and Allen (2011) and Voydanoff (2005) theo-
retical models of global balance appraisal propose that posi-
tive and negative work—family linking mechanisms act as
mediating mechanisms that explain the effect of contex-
tual and personality antecedents on work—family balance.
Individual’s experiences of work role demand consuming
family resources (i.e., work-to-family conflict) or experi-
ences of work resources enriching family role performances
(i.e., work-to-family enrichment) would ultimately influ-
ence (negatively and positively respectively) the cognitive
appraisal of resource allocation and fit between domains as
well as an “affective state” of being satisfied with this bal-
ance (Valcour, 2007; Wayne et al., 2017). Wayne et al.,
(2020) found empirical evidence for the mediation of work-
to-family conflict and enrichment between job resources and
balance satisfaction. In their study, antecedents were two
types of job resources that are enrichment job resources and
job social support. Beham and Drobni¢ (2010) found a par-
tial mediating effect of work-to-family conflict between job
demands (organizational time expectations, psychological
job demands, and feeling of insecurity) and balance satisfac-
tion. Capitulating on the above discussion and considering
the differential salience approach, we present hypotheses for
mediation of work-to-family conflict and enrichment as:

Hypothesis 7 (H7): Job demands have a negative and
indirect relationship with balance satisfaction mediated
by work-to-family conflict.

Hypothesis 8 (H8): Job resources have a positive indirect
relationship with balance satisfaction mediated by work-
to-family enrichment.

Psychological Capital as a Personal Resource

Psychological capital is an emerging positive personality
construct and is placed under the umbrella of positive orga-
nizational behavior (POB; Luthans, 2002a). POB is the
study and application of those positive human psychological
resources and strengths which can be measured, developed,
or managed for better outcomes (Larson & Luthans, 2006;
Luthans, 2002b). Four of the personality constructs which
fulfill these criteria and thus formulate a higher-order con-
struct of psychological capital are optimism, self-efficacy,
hope, and resilience. Unlike other personality traits that are
relatively fixed and trait-like, psychological capital gives
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greater leverage to managers because of its malleable and
state-like nature. Therefore, it can be developed through
training and other means to enhance employees’ performance
and well-being indicators (Karatepe & Karadas, 2015).
Another important feature that distinguishes psychological
capital from personality traits is its domain specificity
(Youssef-Morgan, 2014). Same as in the majority of exist-
ing studies, we are referring to work psychological capital
in this study. When we refer to the work domain variant, it
means that psychological capital and its constituent capaci-
ties (optimism, self-efficacy, hope, and resilience) are more
relevant psychological resources for work-related attitudes,
behaviors, and performance outcomes (Avey et al., 2011).
Few studies have also discussed its other variants such as
health psychological capital, relationship psychological
capital (Luthans et al., 2013), academic psychological capi-
tal (Luthans et al., 2012), and overall psychological capital
(Lorenz et al., 2016).

Psychological resources are considered influential in
guiding individuals’ abilities to manage demands and
resources in multiple domains and influence the perception
of both linking mechanisms and overall perception of the
work—family interface (Grawitch et al., 2013; Michel
et al., 2011). People who are more effective in managing
their job resources experience less work-to-family con-
flict, more work-to-family enrichment, and a higher over-
all perception of balance between work and family domains
(Grawitch et al., 2013; ten Brummelhuis & Bakker, 2012).
The positive psychological resources, inherent within the
positive developmental state of psychological capital,
enhance an individual’s ability to cope with adverse cir-
cumstances and efficiently utilize resources giving more
capacity to cope with challenges of the work—family inter-
face (Morganson et al., 2014). An earlier study evidenced
a significant negative relationship between psychological
capital and bi-directional work—family conflict (Karatepe
& Karadas, 2014). Another study found a positive correla-
tion between psychological capital and work—life balance
6 months apart (Siu, 2013). Existing research lacks empiri-
cal evidence of the relationship between psychological
capital as an independent and enrichment as a dependent
variable. However, since enrichment theory proposes that
resources in a domain lead to higher performance across the
domain via instrumental or affective paths (Greenhaus &
Powell, 2006), we expect a positive association of psycho-
logical capital with work-to-family enrichment. Therefore
we hypothesize that:

Hypothesis 9 (H9): Psychological capital has a negative
relationship with work-to-family conflict

Hypothesis 10 (H10): Psychological capital has a posi-
tive relationship with work-to-family enrichment
Hypothesis 11 (H11): Psychological capital has a posi-
tive relationship with balance satisfaction.

Psychological capital and its constituent personality attri-
butes are malleable and are influenced by environmental
factors (Paterson et al., 2014). Positive environmental expe-
riences (job resources) can enhance, whereas negative and
demanding experiences in the workplace can diminish the
individuals’ psychological capital (Luthans & Youssef-
Morgan, 2017). A study conducted in China found that
feelings of being under-rewarded and over-commitment
diminished the psychological capital of female medical prac-
titioners (L. Liu et al., 2012). However, a work environment
with high resources has enormous potential to enhance mal-
leable personality resources (H. Liu & Cheung, 2015). The
influence of environmental forces on developable psycho-
logical capacities is evident from a study in which job auton-
omy and opportunity for professional development were
found to activate positive personality resources of optimism,
organizational based self-esteem, and generalized self-
efficacy (Bakker & Demerouti, 2007). COR theory also
suggests that contextual and social resources breed other
psychological resources (gain spiral), while role pressures
and demands deplete psychological resources (loss spiral)
(Hobfoll, 2002). Therefore, we hypothesize that:

Hypothesis 12 (H12): Job demands have a negative rela-
tionship with psychological capital
Hypothesis 13 (H13): Job resources have a positive rela-
tionship with psychological capital

Expounding upon the previous discussion, it is also plau-
sible that JD-R would indirectly influence work—family out-
comes (conflict, enrichment, and job satisfaction) by shaping
the individuals’ levels of psychological capital, which would,
in turn, play a role of cognitive resource to affect work—fam-
ily perceptions. Previous research has also established the
mediation of psychological capital between environmental
factors (demands or resources) and well-being outcomes. For
instance, Cassidy et al. (2014) found that psychological capi-
tal mediated the relationship between workplace bullying (a
type of job demand) and employee’s health. Another study
reported psychological capital as a partial mediator between
supportive organizational climate and employee’s perfor-
mance (Luthans et al., 2008). Therefore, we also expect
psychological capital to act as a mediator in the research
framework. ten Brummelhuis and Bakker (2012), in their
work—home resource model, proposed that contextual
demands and resources influence the processes of conflict
and enrichment by changing an individual’s personality
capacities. They based this proposition on the gain spiral prin-
ciple and loss spiral principle of COR theory. Therefore, we
present our second set of mediation hypotheses as follows:

Hypothesis 14 (H14): Job demands are indirectly and
positively related to work-to-family conflict mediated by
psychological capital



Sarwar et al.

Hypothesis 15 (H15): Job demands are indirectly and
negatively related to balance satisfaction mediated by
psychological capital

Hypothesis 16 (H16): Job resources are indirectly and
positively related to work-to-family enrichment mediated
by psychological capital

Hypothesis 17 (H17): Job resources are indirectly and
positively related to balance satisfaction mediated by psy-
chological capital

We also endeavored to expand the existing theory by test-
ing for both psychological capital and work—family linking
mechanisms as serial mediators between contextual factors
and balance satisfaction. In a three-path serial mediation,
two different mediators exist in indirect effect (Preacher &
Hayes, 2008). Testing multiple mediators allows us to
appreciate the existence of complex multilevel underlying
mechanisms in the formulation of psychological outcomes.
Previous researches also indicate the possibility of this
serial mediation In one of a recent study conducted in China,
psychological capital and work-to-family enrichment was
found to be serial mediators between the construct of organi-
zational calling and life satisfaction (Y. E. Choi et al., 2018).
Theoretically, this serial mediation indicates a logical path in
which contextual job factors influence individual’s cognitive
resource of psychological capital (demands diminish psy-
chological capital and resources enhance psychological capi-
tal) which further affects the perceptions of positive and
negative work—family linking mechanism (psychological
capital helps to reduce work-to-family conflict and improves
work-to-family enrichment) which in turn determines the
level of balance satisfaction (work-to-family conflict nega-
tively and work-to-family enrichment positively influence
balance satisfaction). Based on the above discussion, we pro-
pose that a portion of the indirect effect of JD-R on balance
satisfaction will be explained first by psychological capital
and then by work-to-family conflict and work-to-family
enrichment in series. Job contextual factors will enhance or
diminish individual psychological resources of psychologi-
cal capital, which would, in turn, relate to work-to-family
conflict and work-to-family enrichment respectively, leading
to overall appraisal with balance. Hence, we hypothesize
that:

Hypothesis 18 (H18): Job demands have a negative indi-
rect relationship with balance satisfaction sequentially
mediated by psychological capital and work-to-family
conflict.

Hypothesis 19 (H19): Job resources have a positive indi-
rect relationship with balance satisfaction sequentially
mediated by psychological capital and work-to-family
enrichment.

Figure 1 depicts the schematic diagram of our theoretical
framework with all the direct effect hypotheses labeled.

Method

Procedures and Participants

Cross-sectional primary data were collected via an online
survey from public sector academic faculty in Pakistan. A
similar methodology has been extensively adopted in recent
work—family studies (Greenhaus & Allen, 2011; Pattusamy
& Jacob, 2015; Wayne et al., 2017). We sent an email with
informed consent and a link of the survey to around 5,000
official email addresses. These emails were collected from
websites of 30 public sector universities of Pakistan repre-
senting all five regions of the country. Online data collection
is beneficial because of cost-effectiveness, quick responses,
coverage of the geographically dispersed area and conve-
nient in handling. However, one of its limitations is to mea-
sure the response rate as it is difficult to estimate the number
of people who received and opened the survey email. The
data collection was carried out from January 2018 to March
2018, during which we registered 502 responses. After cater-
ing for missing values (we omitted any respondents with
greater than 5% missing values) and inconsistent response,
our final sample size was 450.

The demographic profile analysis revealed that 34.1%
(154) of the respondents were female. The age distribution
was as follows: 1.3% (6) were less than 25 years, 44.4%
(200) were between 25 and 35 years, 36.4% (164) were
between 35 and 44 years, 10.9% (49) were between 45 and
54 years, and 5.3% (24) were above 55 years. Married indi-
viduals constituted 77.3% (348) of the total sample, of which
87% (272) reported to have at least one child (up to 6).
However, 22% (99) of the respondents were unmarried,
while 3 (0.7%) did not report their marital status. Of the total
sample, 1.6% (7) had 16 years of education (bachelors),
46.9% (211) had 18 years of education (masters), and 50.7%
(228) had a PhD degree while four did not respond to educa-
tional level. Among the four designations of faculty, 42.7%
(192) were lecturers, 44.9% (202) were assistant professors,
8.9% (40) were associate professors, 2.6% (12) were full
professors, and 0.9% (4) respondents did not indicate desig-
nation. Notably, our sample also included those faculty
members who were single. We believe that there is an under-
representation of single/unmarried individuals in the earlier
work—family studies. Our perspective is that role experiences
are not limited to those employees who are parents or
spouses. Positive and negative work—family role experiences
also matter for those who live in extended families (Lu et al.,
2015), especially in societies like Pakistan where adults live
with parents before or in a combined family setup even after
marriage (Taqui et al., 2007).

Measures

We adopted relevant scales for study variables from existing
literature. Each item was measured on a 5-point rating scale.
The higher scores reflected a higher level of the related



SAGE Open

Job Demands

H3

H12

Psychological

Work to family
Conflict

Work-Family

Capital

Job Resources

Work to family
enrichment

H11 Balance

Satisfaction

Figure |. Schematic diagram of the study’s framework.

construct. Each scale was subjected to reliability and validity
analysis (see Section “Measurement Model Assessment”).
Demographics data were collected for gender (male, female),
age (<25, 25-34, 35-44, 45-54, >54years), marital status
(unmarried, married), education (bachelors, masters, PhD),
and designation (lecturer, assistant professor, associate pro-
fessor, full professor). All adopted scales were in English and
were administered in the original language as it is the official
language of higher education academia in Pakistan. The
validity and reliability statistics for the scales are depicted in
the analysis section.

Job demands. We operationalized job demands using scales
of quantitative, emotional, and cognitive job demands. Scales
were adopted from the English version of the Questionnaire
on the Experience and Evaluation of Work (QEEW; Van
Veldhoven & Meijman, 1994). The scale of each dimension
has four items each. A sample item for quantitative job
demand was “how often it happens that you have to work
very fast?”; for emotional demand was “does your work
demand a lot from you emotionally?”; and for cognitive job
demand was “do you have to work with a lot of precision?”
Responses ranged from | = never, 2 = sometimes, 3 =
occasionally, 4 = often, and 5 = always.

Job resources. We operationalized job resources as a combi-
nation of collegial support, supervisor support, job auton-
omy, and opportunity for professional development. Items
for the first three resources were adopted from QEEW (Van
Veldhoven & Meijman, 1994), having three items each. A
sample item for collegial support was “if necessary, you can
ask your colleagues for help?” A sample item for supervisor
support was “you can count on your superior when you come
across difficulty in your work?” A sample item for Job auton-
omy was “I can decide myself how I execute my work?”
Opportunity for professional development was measured by
three items from Bakker et al. (2003). A sample item was
“my work offers me the opportunity to learn new things?”
Responses ranged from 1 = never, 2 = sometimes, 3 =
occasionally, 4 = often, and 5 = always.

Psychological capital. We measured psychological capital
using the PCQ-12 questionnaire (Avey et al., 2008). In PCQ-
12, two items represented optimism, four items self-efficacy,
three-item represented hope, and three items represented
resilience. A sample item for the optimism scale is “I always
look on the bright side of things regarding my family life.”
The sample item for self-efficacy scale is “I feel confident
analyzing a long-term problem in my life to find a solution.”
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The sample item for the hope scale is “I can think of many
ways to reach my current work goals.” The sample item for
the resilience scale is “I usually take stressful things at work
in stride.” Responses ranged from 1 = strongly disagree,2 =
disagree, 3 = neutral, 4 = agree and 5 = strongly agree.
The scale is available on request from the authors’ website
(www.mindgarden.com).

Work-to-family conflict. A nine-item scale developed by
Carlson et al. (2000) measures work-to-family conflict on
three dimensions of strain, time, and behavior-based con-
flict, as conceptualized by Greenhaus and Beutell (1985).
We adopted three items abridged version of the longer scale
condensed by Matthews et al. (2010) who reported that the
abridged scale had concurrent, predictive and convergent
validity comparable to the original scale. A sample item was
“I have to miss family activities due to the amount of time I
must spend on work responsibilities.” Responses ranged
from 1 = strongly disagree, 2 = disagree, 3 = neutral,
4 = agree, and 5 = strongly agree.

Work-to-family enrichment. Similar to W-FC, we opted for
three items abridged version of Carlson et al. (2006) nine-
item work-to-family enrichment scale (Kacmar et al., 2014).
A sample item was “My involvement in my work makes me
feel happy, and this helps me be a better family member.”
Responses ranged from | = strongly disagree, 2 = disagree,
3 = neutral, 4 = agree and 5 = strongly agree. The abridged
version is utilized by many recent studies which reported
adequate reliability and validity of the scale (McNall et al.,
2015; Wayne et al., 2020).

Satisfaction with work—family balance. We used a five-item
scale developed by Valcour (2007) to assess balance satis-
faction. Wayne et al. (2011) comment that this is the most
valid, reliable and useful measure of balance satisfaction. A
sample item is “the way you divide your time between work
and personal or family life.” Responses ranged from 1 =
strongly disagree, 2 = disagree,3 = neutral, 4 = agree, and
5 = strongly agree.

Data Analysis

To test the research model as hypothesized, we employed the
variance-based partial least square structural equation mod-
eling (PLS-SEM) technique (Lohmoeller, 1989). PLS-SEM
offers many benefits over traditional covariance-based SEM.
First, it allows testing complex relationships with a relatively
smaller sample size requirement. Second, being a non-para-
metric analysis technique, it can handle data that is non-nor-
mal. Third, it works well with constructs having few numbers
of scale items. For this reason, it is a preferred choice for
exploratory frameworks such as the one proposed in this
study (Hair, Matthews, et al., 2017). Recently several
attempts have been made to extend its capabilities by

incorporating “model fit,” which may help identify model
misspecification; however, these “model fit” are in earlier
stages of development and should be interpreted with cau-
tion (Hair, Hult, et al., 2017).

For PLS-SEM analysis, we utilized SmartPLS 3 software
(Ringle et al., 2015). A logical two-step sequence of SEM
analysis was adopted to analyze the research model
(Anderson & Gerbing, 1988). First, we assessed the outer
(measurement) model for the reliability and validity of mea-
sures. In the second step, we evaluated the inner (structural)
model for model fit, effect sizes, and path coefficients of
direct and indirect effects. Significance testing of the direct
and indirect paths was based on 5,000 bootstrap samples and
two-sided significance test with 95% bias-corrected and
accelerated confidence interval (95% BCa-CI). A change of
sign from a lower interval (2.5%) to the upper interval
(97.5%) indicates insignificant results (Henseler et al., 2014).

Results

Common Method Bias

Common method bias (CMB) implies that the covariance
among measured items is attributable to the measurement
method rather than actual constructs which represent them.
In the first step, to avoid CMB, we ordered survey questions
such that scales for independent and dependent variables
were placed separately on google forms. We utilized
Harman’s (1967) one-factor test, as suggested by Podsakoff
et al. (2003) to identify the existence of CMB. Principal
component analysis with varimax rotation was carried out in
SPSS 20 software to determine whether a single factor pro-
duced more than 50% of the variance. The results revealed
that when all the items were loaded on a single factor, they
explained 24% of the total variance. Therefore, we can con-
clude that common method bias was not an issue in the cur-
rent research.

Measurement Model Assessment

Following the recommendations of Lee and Cadogan (2013),
we modeled higher-order variables of job demands, job
resources, and psychological capital as first-order reflective
latent constructs loading indicators of all dimensions on a
single latent variable. Literature has recommended that item
loadings should ideally be higher than 0.708. However, load-
ings as low as 0.4 could be retained if the average variance
extracted (AVE) values are above the threshold of 0.50
(Fornell & Larcker, 1981). Few items with low loading indi-
cators were deleted from some construct until we attained the
threshold for AVE. From the job demands scale, we removed
two out of four items, each from emotional demands and
cognitive demands. The eight items we retained had loadings
between .58 to .82. We deleted one item of collegial support
from the job resources scale, and the remaining items had
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Table 1. Measurement Model: Cronbach’s Alpha, Composite
Reliability, and AVE.

Construct M SD o CR AVE
D 3.36 74 86 .89 51
JR 3.51 .70 .90 92 51
PsyCap 3.86 .59 .89 91 51
W-FC 2.89 97 .78 .87 .69
W-FE 3.8l 77 .82 .89 74
WFBS 3.54 .89 91 94 75

Note. oo = Crobach’s alpha; CR = composite reliability; AVE = average
variance extracted; JD = job demands; JR = job resources;

PsyCap = psychological capital; W-FC = work-to-family conflict;
W-FE = work-to-family enrichment; BS = balance satisfaction.

factor loadings between .53 to .83. Two out of four resilience
items had to be deleted from psychological capital scale due
to low factor loadings and remaining factor loadings ranged
between .63 to .78. For work—family interface constructs,
item loadings for three work-to-family conflict items were
between .80 to .82, for three work-to-family enrichment
items was between .80 to .90 and for five items of balance
satisfaction was between .80 to .90. Scale reliabilities were
reported using Cronbach’s alpha and recently proposed com-
posite reliability (CR). Even though Cronbach’s alpha is a
widely used measure of reliability, composite reliability is
deemed more accurate due to its consideration of relative
indicator’s weights while making calculations (Dijkstra &
Henseler, 2015). In our study, both types of reliabilities were
above recommended values of .70 for every scale. Similarly,
all of the scales were adequate in convergent validity as AVE
values were above .50 in all the cases. Table 1 reports the
mean, standard deviation, Cronbach’s alpha, composite reli-
abilities, and average variance extracted values of all the
scales with revised factor loadings.

We used Fornell-Larcker (F-L) criteria (Fornell & Larcker,
1981) and heterotrait-monotrait (HTMT) ratio (Henseler
et al., 2015) to determine discriminant validity. In F-L crite-
ria, discriminant validity is established when the square roots
of AVE of a construct (depicted bold in diagonal) are higher
than the correlation between every two constructs. Similarly,
HTMT values between two constructs below .9 are indica-
tive of discriminant validity. In our study, both approaches
indicated adequate discriminant validity for each construct
(Table 2).

Structural Model Assessment

First, we examined the structural model for multicollinearity
issues. All the variance inflation factor values for predictive
constructs (job demands, job resources, psychological capi-
tal, work-to-family conflict, and work-to-family enrichment)
were less than the cutoff value of 5. Next, we used approxi-
mate fit measures that are standardized root mean square
residual (SRMR) and root mean squared residual covariance

matrix (RMS theta) to test model fit (Lohmoeller, 1989). For
our hypothesized model, SRMR (0.067) and RMS theta
(0.11) were below the cutoft values (0.08 for SRMR and 0.12
for RMS theta; Henseler et al., 2016). Then, we tested two
variations in the hypothesized model for model fit compari-
sons. Full mediation model (removing direct paths) proved
to be poor fit with data (SRMR = 0.12, RMS theta = 0.13).
Then, we checked for fit indices of the model in which two
non-hypothesized direct crossover paths from job demands
to work-to-family enrichment and job resources to work-to-
family conflict were established. The crossover model was a
better fit (RMS theta = 0.11, SRMR = 0.067) compared
with our hypothesized model with a considerable increase in
the coefficient of determination of balance satisfaction.
Therefore, this model was retained for further analysis.

In the third step, we assessed the coefficient of determina-
tion (R?), the combined variance in endogenous variables
collectively by all exogenous variables. Together exogenous
variables accounted for 23% variance in psychological capi-
tal, 28% variance in work-to-family conflict, 27% variance
in work-to-family enrichment and 50% variance in balance
satisfaction. These values of R? conform to those reported by
recent work—family studies which employed university fac-
ulty as samples (Pattusamy & Jacob, 2015, 2016) We used
Stone-Geisser’s O values (Geisser, 1975; Stone, 1974) to
determine the predictive relevance of four endogenous vari-
ables in the model. Results for all four variables were greater
than zero, which indicated the out of sample predictive capa-
bilities of four endogenous variables (Sarstedt et al., 2017).
We assessed the effect size of exogenous variables on endog-
enous variables using Cohen’s F? (Cohen, 1988). In terms of
effect size, work-to-family conflict was the most important
predictor (.13) of balance satisfaction followed by work-to-
family enrichment (.09), psychological capital (.05), job
resources (.04), and job demands (.03). Psychological capital
(.15) had the highest effect on work-to-family enrichment
while job resources (0.04) and job demands (0.02) had a little
effect. F? value for the effect of job demands (.29) on work-
to-family conflict indicates its importance as predictors. In
contrast, job resources (.02) and psychological capital (.02)
did not have considerable influence on work-to-family con-
flict. Finally, it was revealed that job resources (.30) had a
substantial effect while job demands did not affect psycho-
logical capital.

The next step in the structural model analysis was to
determine the beta coefficients and significance values of
direct effect relationships (hypothesis testing), as depicted in
Table 3. Bias corrected and accelerated bootstrapping
(BCa-CI) was used to determine the significance of results.
An absence of zero value between the upper interval (97.5%)
and lower interval (2.5%) bootstrapping results depicts that
the result is significant. Our results for direct effects were
mainly substantial. Except for one, all other direct effect
hypotheses were accepted. Job demands were negatively
related, and job resources were positively associated with
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Table 2. Discriminant Validity: Fornell-Larcker Criteria and Heterotrait-Monotrait Ratio.

Constructs | 2 3 4 5 6

I. JD 8l

2. JR —-.08 [.15] .82

3. PsyCap —-.05 [.15] A48 [.52] .83

4. W-FC A5 [.57] -251[.29] -.23 [.27] .83

5. W-FE -141.17] .38 [43] 49 [.56] -.35 [44] .86

6. BS -.33[.37] 42 [.45] A48 [.51] -.54 [.63] 53 [.61] .86

Note. VAVE in bold, and HTMT values in square brackets. ]D = job demands; JR = job resources; PsyCap = psychological capital; W-FC = work-to-

family conflict; W-FE = work-to-family enrichment; BS = balance satisfaction.

Table 3. Results of the Direct Effect Hypothesis.

Hypothesis Path Coefficients BCa-Cl Significance

HI JD > BS -0.13 [-.20, -.05] Yes

H2 JR > BS 0.14 [.05,.23] Yes

H3 JD > W-FC 0.46 [.37,.53] Yes

H4 JR > W-FE 0.19 [.10, .28] Yes

H5 W-FC > BS -0.31 [.40, .23] Yes

Hé W-FE > BS 0.26 [.40, .23] Yes

H9 PsyCap > W-FC -0.13 [-.23, -.02] Yes

HIO PsyCap > W-FE 0.38 [.27, .47] Yes

HII PsyCap > BS 0.2 [.10, .29] Yes

HI12 JD > PsyCap -0.02 [-.11,.08] No

HI3 JR > PsyCap 0.48 [.38, .56] Yes
JD > W-FE =0.11 [.37,.53] Yes
JR > W-FC -0.13 [-.23, —.04] Yes

Note. BCa-Cl = bias-corrected- confidence interval; JD = job demands; JR = job resources; PsyCap = psychological capital; W-FC = work-to-family

conflict; W-FE = work-to-family enrichment; BS = balance satisfaction.

balance satisfaction, indicating that H1 and H2 were
accepted. The results are shown in Table 3.

Similarly, job demands were a significant predictor of
work-to-family conflict, whereas job resources were a sig-
nificant positive predictor of work-to-family enrichment as
hypothesized. Hence H3 and H4 were also accepted. We also
found support for the hypothesized relationship of work-to-
family conflict (H5) and work-to-family enrichment (H6)
with balance satisfaction. Our results revealed that psycho-
logical capital had a significant negative relationship with
work-to-family conflict and a significant positive relation-
ship with work-to-family enrichment and balance satisfac-
tion. Therefore H9, H10, and H11 were accepted. Finally, we
found that for university faculty in Pakistan, job demands
were not significantly related to psychological capital, while
job resources had a significant positive relationship with it.
Hence, H12 was not substantiated while H13 was accepted.
We also tested for two non-hypothesized cross-over relation-
ships as they were part of the best fit model. These relation-
ships depicted the existence of cross-over relationships such
that job demands were significantly and negatively related to
work-to-family enrichment, and job resources were signifi-
cantly and negatively related to the work-to-family conflict.

The next step in the structural model analysis was media-
tion testing. We adopted Zhao et al. (2010) recommended
method for mediation analysis. According to this approach, a
mediation exists if the indirect effect is significant. In case
the direct effect is insignificant, this depicts full mediation;
otherwise, the mediation is partial. The partial mediation is
complementary if, after multiplying betas of direct and indi-
rect effect, the resulting product remains positive; otherwise,
it is competitive. When there are serial mediators, the indi-
rect path passes through both mediators. When there are par-
allel mediators in the model, the mediation is validated from
a specific indirect effect. The results of mediation are indi-
cated in Table 4. It can be seen that all significant mediations
were partial and complementary. In addition to hypothesized
mediation relationships, we also analyzed mediations that
arose due to the cross-over relationship between job demands
and work-to-family enrichment and between job resources
and work-to-family conflict. Our results were mostly sup-
portive of the hypothesized mediations. Work-to-family con-
flict mediated the relationship between job demands and
balance satisfaction (H7) while work-to-family enrichment
mediated the relationship between job resources and balance
satisfaction (HS).
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Table 4. Mediation Results: Specific Indirect Paths.
Hypothesis Specific indirect path Path coefficient 95% BCa-ClI Mediation?
H7 JD> W-FC >BS -.14 [-.19, -.10] Yes
H8 JR>W-FE > BS .05 [.02,.09] Yes
HI4 JD>PsyCap >W-FC .002 [-.01,.02] No
HI5 JD>PsyCap>BS -.003 [-.02, .02] No
Hlé JR>PsyCap>W-FE .18 [.13,.23] Yes
HI7 JR>PsyCap>BS .10 [.05, .15] Yes
HI8 JD>PsyCap>W-FC>BS -.001 [-.006, .003] No
HI9 JR>PsyCap>W-FE>BS .05 [.026, .074] Yes

JR>PsyCap>W-FC -.06 [-.11,-.011] Yes

JD >PsyCap >W-FE -.006 [-.04, .030] No

JR >W-FC >BS .04 [.01,.08] Yes

JD > W-FE > BS -.03 [-.06, —.007] Yes

JD >PsyCap > W-FE > BS -.001 [-.01,.008] No

JR > PsyCap > W-FC > BS .02 [.003, .04] Yes

Note. The presence of zero value between lower and upper interval depicts insignificance, and all results are based on 5,000 bootstrap samples.
BCa-Cl = bias-corrected- confidence interval; JD = job demands; W-FC = work-to-family conflict; BS = balance satisfaction; JR = job resources;

W-FE = work-to-family enrichment; PsyCap = psychological capital.

Psychological capital proved to be a mediator when the
exogenous variable was job resources, and endogenous vari-
ables were work-to-family enrichment (H16) and balance
satisfaction (H17). Similarly, the serial mediation of psycho-
logical capital and work-to-family enrichment between job
resources and balance satisfaction (H19) was also substanti-
ated. However, we could not find support for H14, H15, and
H18 in which psychological capital was the single mediator
or one of the two mediators, while job demands were exog-
enous variables. In the non-hypothesized cross-over media-
tions, we found that work-to-family conflict mediated the
linkage between job resources and balance satisfaction.

Similarly, work-to-family enrichment had a significant
cross-over mediation effect between job demands and bal-
ance satisfaction. The non-hypothesized mediation of psy-
chological capital as a single mediator or first of the two
serial mediations existed for all those relationships in which
job resources were the endogenous variables. In contrast, no
mediation was found when job demands were endogenous.

Importance-performance analysis. We conducted an importance-
performance analysis (IPA) to determine the importance and
performance impact of all exogenous variables on balance
satisfaction, work-to-family conflict, work-to-family enrich-
ment, and psychological capital. IPA identifies specific areas
of improvement that need to be addressed by management.
For any endogenous variable, an exogenous construct may
lie within one of the four quadrants of the importance-
performance map. To increase the performance of endoge-
nous variables in the future, the exogenous variables which
lie in a quadrant with high importance (high path coefficient/
total effect) and low production are to be concentrated in
managerial interventions (Ringle & Sarstedt, 2016). The
results of the IPA are depicted in Table 5.

For balance, job resources followed by psychological
capital had the highest importance, while psychological
capital and work-to-family enrichment contributed most to
performance. Interestingly there is not much gap in the
importance of all predictors for work—family balance satis-
faction. The results of performance also depicted a positive
trend in the current levels of our constructs. It can be noticed
that all the positively oriented constructs, including job
resources, psychological capital, and work-to-family enrich-
ment, were high in performance. In contrast, the negatively
oriented constructs such as job demands and work to the
family conflict had a relatively lower performance. For
work-to-family conflict, job demands were the most crucial
contributor, while psychological capital was contributing
most to performance in the current data set. For work-to-
family enrichment, psychological capital was most impor-
tant in terms of effect and performance. For psychological
capital, job resources were the most crucial predictor, and it
also depicted a good level of performance.

Discussion

Our study has developed a “full-range model” (Michel &
Clark, 2009) of work—family perceptions to investigate how
contextual demands and resources from work and family
domains and positive psychological resources of psychologi-
cal capital affect faculty’s satisfaction with work—family bal-
ance. We also tested whether work-to-family directions of
linking mechanisms (work-to-family conflict and enrich-
ment) explains this relationship. The theoretical model was
based upon the JD-R model. To our knowledge, this is the
first research to examine the antecedents and mechanisms
leading to academic faculty’s satisfaction with work—family
balance. In general, the results provided support for our
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Table 5. Importance-Performance Analysis.
BS W-FC W-FE PsyCap

Imp. Perf. Imp. Perf. Imp. Perf. Imp. Perf.
JD -.30 58.82 .58 57.82 -.12 57.82 -.02 57.82
JR .39 63.57 -.27 63.57 .37 63.57 A48 63.57
PsyCap .34 71.39 =21 71.39 .38 71.39 — —
W-FC -.31 47.45 — — — — — —
W-FE 26 70.48 — — — — — —

Note. BS = balance satisfaction; W-FC = work-to-family conflict; W-FE = work-to-family enrichment; PsyCap = psychological capital; Imp = importance;

Perf = performance; JD = job demands; JR = job resources.

hypothesis and also revealed the existence of significant
non-hypothesized relationships as well. Our study’s results
would help to contribute to existing work—family research in
many ways.

Theoretical Implications

Job resources, job demands, and balance satisfaction. Our results
corroborated with a myriad of previous research conducted
in a non-academic context in which job demands lead to
higher work-to-family conflict and lower satisfaction with
work—family balance. Similarly, we found that resourceful
job factors translate into higher work-to-family enrichment
and balance satisfaction (Beham & Drobni¢, 2010; Beham
et al., 2014; Demerouti et al., 2010; Marais et al., 2014;
Pecters et al., 2005; Voydanoff, 2004a). These results are
consistent with the resource-demand perspective implying
that academic work-load, emotional stress, and cognitive
pressures stemming from faculty’s job decrease their ability
to integrate multiple role demands causing inter-role strain
(Goode, 1960; Voydanoft, 2005). However, resources aris-
ing from faculty’s job such as social support at work from
supervisor and colleagues, having control over one’s job
tasks and working time, and sufficient development opportu-
nities at work improve faculty’s ability to manage their
multi-domain role and lead to a positive evaluation of domain
balance.

Interestingly our final model also revealed the existence
of a significant cross-over effect of job resources on work-
to-family conflict and job demands on work-to-family
enrichment. This cross-over effect suggests that demanding
workplace factors are likely to reduce the positive influence
of work roles on family life. Likewise, if an individual has
ample workplace resources, it may help to reduce the inter-
ference of work-life on family roles. However, IPA analysis
revealed that this crossover effect was weaker than hypoth-
esized differential salient effects. Demands were a more
salient predictor of work-to-family conflict, and resources
were strongly related to work-to-family enrichment, as con-
sistently reported in previous studies (Beham et al., 2011;
H. Liu & Cheung, 2015; Voydanoff, 2004a).

Role of psychological capital. One of the crucial contributions
of our study is to apply the concept from positive psychology
to work—family research. Our results suggested the impor-
tance of psychological capital as a personality resource in
attaining balance satisfaction. This reinforced Morganson
et al.’s (2014) stance that a focus on positive psychological
characteristics might help cope with work—family chal-
lenges. Previously, Wayne et al. (2020) found a moderate
influence of positive personality characteristics of trait resil-
ience and proactive health behavior on balance satisfaction.
The IPA indicated that psychological capital had a consider-
able contribution and profound influence in determining the
level of all three types of work—family constructs. It is the
most important contributor to work-to-family enrichment
and the second most important predictor of balance satisfac-
tion after job resources. We also found support for the medi-
ating role of psychological capital in the relationship of job
resources with balance satisfaction. This mediation suggests
that psychological capital might be the underlying cognitive
mechanism that links contextual resources with evaluative
judgment about the state of balance between both domains.
Previous researches have suggested that psychological capi-
tal is a state-like personality dimension subject to change due
to environmental factors. According to gain spiral principle
of COR theory resources breeds other resources. Thus, we
can concur that job resources will develop an individual’s
psychological capital which in turn will enhance employees’
positive lens of work—family balance (ten Brummelhuis &
Bakker, 2012).

On the contrary, the relationship of job demands with
psychological capital and its mediating role between job
demands and work—family outcomes was not supported in
our study. Although these results were unexpected, other
studies have also reported an insignificant relationship
between stressful job factors and positive psychological
capacities. Xanthopoulou et al. (2007) found an insignificant
relationship of self-esteem, self-efficacy, and optimism with
job demands. In another study, abusive supervision, a type of
emotional demand, turned out to be an insignificant predictor
of employee’s psychological capital (Avey, 2014). Perhaps
for academic faculty in Pakistan, the nature of quantitative,
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emotional and cognitive demands do not influence their pos-
itive psychological capacities due to intrinsic motivation for
the academic job and a higher intellect level giving them
more self-control on cognitive outcomes. It is quite possible
that intrinsic positivity ingrained in the minds of academi-
cians, due to their higher intellect level, does not allow nega-
tive situational factors to affect the positive cognitive
resource. It is also possible that a strong relationship of job
resources with psychological capital might have suppressed
the effect of job demands on psychological capital.

Mediation of conflict and enrichment. First of all, our results
confirmed previous empirical findings regarding the nega-
tive relationship of work-to-family conflict with balance sat-
isfaction and the positive relationship of work-to-family
enrichment with balance satisfaction (Grawitch et al., 2013;
Wayne et al., 2017). Second, we tested Greenhaus and
Allen’s (2011) postulations that conflict and enrichment are
the mediating processes which link contextual and personal-
ity antecedents with work—family balance perception. We
found support for the hypothesized mediation that job
demands enhance the employee experience of the work role,
creating interference with family life, which transcends into
lower satisfaction with balance. Similarly, resources at the
workplace such as social support, autonomy and opportunity
for development enhances the perception of work roles
improving functioning in family life, leading to a greater
work—family balance satisfaction. Besides, our study also
indicated cross-over mediation such that work-to-family
enrichment and work-to-family conflict partially mediated
job demands-balance satisfaction and job resources-balance
satisfaction path, respectively. Our results also concur earlier
studies that both positive and negative work—family linkages
are parallel occurring processes which simultaneously affects
the overall perception of balance (Carlson et al., 2009; Gareis
et al., 2009). In addition to the cross-over effect, we also
established that both types of linkages carry forward the
effect of demands and resources onto satisfaction with work—
family balance.

Serial mediation. Finally, we performed serial mediation
analysis. Even though this analysis added complexity to the
research model, we were able to elaborate on the role of sev-
eral mediating constructs that explain how contextual factors
may relate to evaluating judgment about work—family bal-
ance. Our data suggested a sequential mediation of psycho-
logical capital and work-to-family conflict and psychological
capital and work-to-family enrichment when job resources
were predictors. Still, no such mediation existed when job
demands were predictors. Logically, this two-step serial
mediation suggests the existence of multiple psychological
pathways which carry forward the effect of environmental
factors on well-being outcome. In the case of this study, job
resources influence individuals’ level of psychological capi-
tal, which further shapes up conflict and enrichment, which

are both segmented perceptions of work—family linkages,
which subsequently affect the work—family balanced
appraisal. Our findings complement previous study (Y. E.
Choi et al., 2018), which shows that psychological capital
and work—family enrichment serially mediated the path
between calling and life satisfaction. Although previous
research has shown that psychological capital and work—
family linking mechanism are related, no research has shown
how these two types of constructs function together in link-
ing contextual factors with balance satisfaction.

Practical Implications

Our study has extended the existing work—family research to
a new geographical region. We conducted this research in
academia, which is scarcely explored in this context before.
Since our results conform with many previous studies con-
ducted in the western context (Wayne et al., 2017, 2020), we
believe our study has global implications. This study offers
various unique insights into university administration who
desire their academic faculty to attain higher satisfaction
with their work—family balance. A gradual shift from the
“professor-based system” to the “market-based system” has
made the academic environment contingent upon the exter-
nal environment and economy driven forces, which are more
demanding (Zabrodska et al., 2016). We adopted a holistic
approach in our research model and have shown that work—
family outcomes have both environmental as well as person-
ality determinants. Our results also depict that academic
managers should also monitor the level of the positive and
negative effect of work roles on family roles as they are the
intermediatory variables leading to balance satisfaction.
Within academia, managers can utilize these findings to
devise suitable structural as well as personality-based inter-
ventions to curtail work—family issues among academic
staff. The inclusion of psychological capital within our
research model has opened new possibilities of human
resource development interventions to mitigate work—family
challenges (Luthans, 2012), a perspective ignored in previ-
ous literature (MacDermid & Wittenborn, 2007).

Our results depict that enhancing resourceful factors and
reducing demands at the job improves work—family outcome
perception directly. However, our results also indicate that
the enhancement of job resources is more important in fos-
tering balance perception in comparison to efforts for
demands reduction. Resources are important as they have a
stronger relationship with balance satisfaction and also play
an important role in enhancing psychological capital. Curtis
(2004) argues that the nature of faculty work makes their job
boundless as they are always busy in either creating or shar-
ing knowledge. Although recent trends to indulge faculty in
a myriad of administrative tasks and publication pressures
along with teaching duties have immensely contributed to
all three types of workplace demands, the recent economic
recession and increasing competition may justify the
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existence of higher job demands. We argue that university
administration needs to invest in a redesign of the job envi-
ronment for higher flexibility, autonomy and greater control
over their job time, task and space and an opportunity to
learn and grow. The management should also encourage a
culture of support and teamwork to enhance faculty’s
resource of social support. Another potential benefit of
enhancing job resources is that they help to attenuate the
associated psychological and physiological cost of job
demands. However, greater emphasis on job resources does
not indicate that the faculty’s workload and emotional and
cognitive job pressures are left unoptimized as they contrib-
ute to work—family perception outcomes and most important
predictor for work-to-family conflict.

Besides, enhancing faculty’s psychological capital
through training interventions (Avey et al., 2008) can also
be a practical and cost-effective solution to enhance work—
family balance, especially when it is not viable to change
situational factors. This approach is especially pertinent to
public sector universities in Pakistan which are severely
hampered by budget constraints. It is unrealistic to believe
that public sector universities in Pakistan have enough to
spare for many structural interventions (e.g., flexible job
designs or reduction in academic workload) which create a
family-supportive work environment (Naeem et al., 2019).
Therefore, human resource development practitioners in
universities can organize training workshops for faculty to
enhance each of the four dimensions of psychological capi-
tal in synchrony. This workshop will have larger benefits
because consistent literature has linked psychological capi-
tal with performance, creativity and positive attitudes (Avey
et al., 2011; Avey, Luthans, & Youssef, 2010; Sweetman
et al., 2011). In addition, faculty high in psychological capi-
tal would be better equipped to deal with the work-based
stressors and successfully manage the resources leading to
an overall improvement in their well-being and performance
(Avey, Luthans, Smith, et al., 2010; Luthans & Youssef-
Morgan, 2017)

Limitations and Future Research
Directions

We acknowledge that every work has its weaknesses. First,
we based our findings on single-source cross-sectional data,
which can lead to common method bias in results. We took
suggestions from the literature (Podsakoff et al., 2003) and
addressed this issue during the design of the questionnaire
and developing hypotheses in which direction of relation-
ships comply with theory. We also conducted a statistical test
which revealed that our data had no issue with a common
method bias. However, we suggest future researchers move
beyond self-report data. They can benefit by capturing per-
ceptions of role partners (spouses, colleagues or supervisors)
toward contextual factors and the work—family interface.

The cross-sectional nature of data-limited our scope to make
causal inferences. Longitudinal studies in this regard can be
more useful to delineate causal pathways and also minimize
the possibility of common method bias. Second, we collected
data using convenient sampling from university faculty. Our
data were well dispersed in terms of geography, gender, age,
marital status, parental status, education, and designation.
Yet, we still caution against the generalization of our results
to the academic and non-academic population. However, we
also believe our results have a moderate level of external
validity as we adopted established measures for the con-
structs, and we applied a ubiquitous model to develop our
framework. Our results are aligned with the existing work—
family and JD-R studies (Lucas, 2003).
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