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Abstract: Stress is a major problem faced by employees in the working environment that affects 
performance. This problem can be resolved if employees receive support from their leaders. This study was 
conducted to examine the moderating effect of supportive leadership on the relationship between job stress 
and job performance. Supportive leadership is an important factor enhancing employee performance in 
organizations. In this research,   200 employees were considered from 4 educational institutions. Data was 
collected using a well-developed questionnaire. The empirical results reveal that supportive leadership has a 
negative effect on job stress and directly impacts job performance. The study also revealed that Supportive 
Leadership moderates the relationship between these constructs. The paper concludes with 
recommendations for further research.  
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1. Introduction 
 
The number of educational institutes in Pakistan has increased enormously during the past few years, 
thereby increasing a strong competition among them. The management and employees put their best effort to 
attain an eminent position among the competitors. Excessive load of work on teachers and administrative 
staff increase their problems thus leading to job stress, which affects employee performance. According to 
Eyal & Roth (2011) there are many exogenous factors in the educational setting that create hindrances for the 
educational staff thereby affecting their performance, motivation, comfort level, and increase the stress levels 
(Retelsdorf et al, 2009). Geijsel et al., (2003) deduced that Individualized consideration (supportive 
leadership behavior) which includes the leader’s support of subordinates’ professional and personal 
development helps to promote teachers’ sense of competence, self-efficacy, and motivation. Graen & Cashmen 
(1975) found that supportive leadership enhances the relationship between superiors and employees and 
lessens the stress levels of employees. When people are under stress, they lose their ability to use their day-
to-day intelligence and rely on their experiences. At that point, intellect is negatively associated with their 
performance (Fiedler & Garcia, 1987). Cobb (1976) suggested that social support from colleagues and 
supervisors decreases the level of stress among employees thus enabling them to cope with it. In this regard, 
the supportive leader plays an important role in motivating employees by providing them with a friendly and 
pleasant environment, thus decreasing their job stress and helping them to work in a better way. Leadership 
has been the topic of discussion for many years and many theories were proposed in this regard. The trait 
theory emerged with the assumption that people inherit some qualities and traits of leadership. In other 
words, we may say that this ability is inborn. The Behavioral approach asserted that leaders are made, not 
born and people can learn to become leaders. The Contingency theory contended that it depends upon the 
situation that which leadership style is effective (Bryman, 1993). Later two more styles of leadership were 
presented by Burns called transactional and transformational leadership (Deluga, 1995). Leadership was 
presented into four frames by Bolman & Deal (1994) as structural, human resource, political and symbolic 
frameworks. Then the House’s (1971) path goal theory was introduced explaining four leadership styles for 
different attitudes in different situations. These are: directive, supportive, participative and achievement 
oriented.  
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This theory became the main theme of supportive leadership. Supportive leadership is a behavior that 
addresses the requirements and preferences of the employees and shows concern for their wellbeing and 
fosters a pleasant and friendly, psychological organizational setting (House & Mitchell, 1974). Effective 
leaders balance between initiation structure and consideration (supportive leadership style) to reduce job 
stress in the organization to achieve organizational goals (Jam et al., 2010). The moderating impact of 
supportive leadership on the stress-strain relationship has been examined in past researches but few studies 
have been conducted to investigate the role of supportive leadership as a moderator on the relationship 
between job stress and job performance. La Rocco and Jones (1978) examined the impact of leaders and peer 
support as a moderating variable between job stress and strain on a sample of 3, 725 US Navy employees. 
They found that the social climate and interpersonal relationships had a moderating impact on participants’ 
reaction to the job stressors (Kahn et al., 1964). Wallace et al. (2009) suggested that influence of leadership 
styles and their impact on important work variables must be studied. Therefore, this study is designed to 
examine supportive leadership as a moderator between job stress and job performance. This study examined 
ways of reducing the stress levels of employees working in the educational sectors through supportive 
leadership thereby enhancing their performance. Educational institutions play a very important role in a 
nation’s prosperity. An institute’s performance increases its reputation. According to this study, if institutes in 
Pakistan want to compete with institutes at international levels they should focus on increasing their 
performance.  The present study aimed to investigate the relationship supportive leadership and job stress/ 
stress in developing countries like Pakistan. The study also focused on providing recommendations for 
academicians and management by contributing to an understanding of the moderating impact of supportive 
leadership on job stress and job performance. It will also aid in understanding how to address performance 
issues and stress levels of diverse individuals. In addition, it will provide guidance in formulating strategies 
and in decision-making processes and present insights on the important role of supportive leadership in 
moderating the relationship between stress and performance.  
 
2. Literature Review 
 
Leadership is neither a position, designation nor the action of an exclusive “leader.” Instead, it is an 
interactive procedure in which leaders and followers engage in mutual goals (Wren, 1995). There is a strong 
need for a leader, when there is a situation where someone is required to bring a change and provide 
guidance (English, 1992). When an organization is going to incorporate change, at that time people look for a 
leader who can provide guidance and become a source of inspiration for others (Bolman & Deal, 1994). 
Leader’s support plays a key role in alleviating the stress level of employees and encourages them to show 
better performance. When the social support increases, it moderates the negative affect of stress on the 
employees. The subject of stress and its impact on job outcome is being given importance in the research 
area. 
 
Job Stress: Job stress, and its relationship to both individual and organizational outcomes, has become an 
important area of study in recent years. Job stress occurs when demands surpass abilities, whereas job 
related strains are reactions or outcomes resulting from the experience of stress (Westman, 2005). A feeling 
of personal dysfunction as a result of events happening in the organization and the psychological and 
physiological responses because of pressures in the work setting is considered job stress (Montgomery et al., 
1996). Researchers have studied stress in three perspectives: individual differences, environmental factors, 
and the interplay of both (Parker & Decottis, 1983). Stress can influence a variety of variables including job 
performance (Welford, 1973), organizational effectiveness (Borucki, 1987), personal relationships, and 
health   (Bosma, et al., 1998). In an organizational setting quality of supervision, job content, time pressures, 
and anxiety are considered major job stressors and affect the performance of employees in one way or the 
other. The present study measures job stress, time stress and anxiety as identified by Parker and Decottis 
(1983). However, many job stressors have been identified in literature but limited research has been done on 
the above-mentioned variables as they play an important role in reducing stress. Many researchers including 
Schuler et al. (1977) and La Rocco and Jones (1978) found that little attention had given to identifying those 
elements, which can significantly lower stress levels at the workplace. Bowen and Schuster (1986) and Smith 
et al. (1995) discussed the impact of stress among faculty members at university level and identified it as a 
major problem for them. Stress affects the performance of employees making it difficult for them to achieve 
the desired targets. 
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Job Performance: Performance is a measure of a person's ability to execute a specific task (Goodhue & 
Thompson, 1995). Job performance is the extent to which employees make efforts to achieve organizational 
goals (Greguras et al., 1996). It is how an employee strives to attain the goals of the organization and tries to 
achieve the standard set up by the organization (Bohlander et al. 2001; Eysenck, 1998). McCloy et al. (1994) 
viewed performance as multidimensional based on the actions or behaviors that relate to the organizational 
goals.  Task performance and contextual performance are studied as the two dimensions of job performance 
by Motowidlo & Van Scotter (1994). Behavior that is associated with keeping and servicing an organization’s 
technical core is termed as task performance and contextual performance and viewed as the function of one’s 
interpersonal skills. It supports the social environment and is linked with helping and cooperative elements 
of enviable behavior within the organization. 
 
Job Stress and Job Performance: Individuals who are prone to job stress show lower levels of performance 
and are mostly unable to deliver their best. When people working in organizations face higher levels of stress, 
their performance is decreased (Elovainio et al., 2002; Jamal, 1984). Research suggests that the relationship 
between job stress and job performance exists in different sectors like banking (Kakkos & Trivellas, 2011), 
medical (Kazmi et al., 2008), and multinational companies. Findings were quite similar across studies 
conducted to assess this relationship and revealed that a negative link was found between job stress and 
performance. A study conducted on a sample of 143 employees at universities, banks and multinational 
companies showed that those employees who were experiencing more stress at their jobs were unable to 
perform to expectations (Dar et al., 2011). Employees serving in the medical field and finance sector 
confirmed these findings as their performance was also negatively affected by stress (Imtiaz & Ahmed, 2009, 
Wu, 2011). Lower levels of performance were also witnessed among the 144 banking professionals due to job 
stress (Bashir & Ramay, 2010). These findings suggest that maintain a prominent position at the workplace it 
is very important to deliver outstanding performance. However, when employees face stress at their jobs 
they cannot focus on their work and face difficulty in performing tasks.  Therefore, the following hypotheses 
guided this study: 
Hypothesis- 1:  Job stress is negatively related to job performance 
 
Supportive Leadership: Path goal theory formulated by House (1971) states that the leader’s job is to assist 
his followers in accomplishing their goals, specifying direction, providing support and to ensure that their 
goals are well matched with organization goals. Four kinds of behaviors: directed, participative, achievement 
oriented and supportive leadership was identified by House & Mitchell (1974) Supportive leadership is the 
behavior, which focuses on the wellbeing of employees and has a deep concern for the needs, preferences and 
satisfaction of employees (House, 1971). Leaders who are aware of their duties and responsibilities and able 
to encourage their subordinates are considered to be supportive leaders. Supportive leaders create conducive 
working environment to foster respect, trust, cooperation, and emotional support (Daft, 2005; Gibson et al., 
2000). A workplace enriched with supportive leaders brings successful results that are beneficial for the well-
being of both employees and the organization.  Supportive leadership is categorized into two dimension i.e. 
instrumental (making one’s life easier) and emotional (ease of talking with) elements (La Rocco & Jones, 
1978).  
 
Supportive Leadership and Job Performance: Oluseyi and Ayo (2009) discussed leadership in terms of the 
leader’s role and ability to get the work done by subordinates in an effective manner. Leadership is an 
essential attribute for better organizational performance.  Support from the leader motivates employees; i 
increase their performance, and improve their concentration level.  According to Avolio and Bass (1995), a 
supportive leader has high concern for individual consideration. Supportive leadership is the sub-dimension 
of transformational leadership is featuring individualized consideration (Rafferty & Griffin, 2006). Such 
leaders support every subordinate to strive for higher performance and assist him or her to solve the work 
related issues. In these way leaders, help subordinates to avoid stress. It is a role of a leader to understand the 
needs of employees and address them properly. Researchers (Dumdum et al., 2002:  Judge et al., 2004) 
confirmed the direct effects of consideration (supportive leadership) on performance. If the leader is 
supportive and considerate and stimulates understanding and motivation then it will be helpful in getting 
tasks accomplished by employees efficiently and effectively. A number of studies have observed a significant, 
positive relationship between supervisor consideration and subordinate performance (Farris & Lim, 1969; 
Greene, 1975; Lowin & Craig, 1968). This guided the second hypothesis for this study: 
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Hypothesis 2 a: The supportive leadership is positively related to job performance 
 
Supportive Leadership and Job Stress: There are many factors in our surroundings that increase stress 
level at the workplace  i.e. extended work hours and lack of support in the organizational setting (Davey et al, 
2001).  Some other factors like role conflict and role ambiguity have been quoted frequently as sources of job-
related stress and have been found to be associated with various negative attitudinal behavioral outcomes 
(Brief & Aldag, 1976; Szilagyi et al., 1976). A major factor that causes the stress is lack of supportive 
leadership (Leka et al., 2004). House (1996) found that when the employees are facing psychological and 
psychical stress at the work place there is a need for supportive leadership. At that point, of time supportive 
leadership gives self-confidence to the subordinates and helps them to lower their stress, anxiety and 
recompenses for the unpleasant effects.  In the educational sector, it has been witnessed that faculty members 
who were facing higher levels of stress had more propensities to psychological distress (Chan, 1998). There is 
a need to provide support, which helps to alleviate stress levels. Supportive leaders ensure the involvement of 
faculty members in decision-making processes and provide them growth opportunities. They focus on the 
concerns that affect their requirements (Sass et al., 2011).  The educational sector of Pakistan should provide 
opportunities for people to develop supportive leadership skills because this will help to reduce the stress 
level among faculty working in educational institutions. Therefore the third hypothesis was: 
Hypothesis 2 b: The supportive leadership is negatively related to job stress 
 
 Supportive leadership as a Moderator: Supportive leadership (individualized consideration) improves the 
job performance without raising the levels of work stress (Rowold & Schlotz, 2009). When employees find a 
supportive attitude from their leaders they work with more devotion and deal with job stress in a better way. 
They do not let stress affect or disrupt their performance. It has been witnessed that along with supportive 
leadership, the support from colleagues also plays a convincing role to handle stress and perform well. Beehr 
and Love (1980) confirmed the findings by showing the results that the employees who gain support from 
both supervisors and colleagues can cope with higher levels of job stress and do not feel more stressed out as 
compared to those who lack this support. When employees receive support from tleaders and have low job 
stress they are better able to achieve their goals (La Rocco & Jones, 1978). Those employees who work with 
supportive supervisors are more satisfied and have low stress levels. Similar results were shown in a study 
conducted by Ahmad and Halim (1982) where supportive leadership was investigated as a moderator. 
Findings are in alignment with the path goal theory of leadership discussed by House (1971) and House and 
Mitchell (1974), which focuses on the requirement of supportive leadership for employees facing job stress. It 
says supportive leaders show concern for the employees, work for their welfare and contribute to a friendly 
environment. It leads to a positive impact on the performance of employees and makes the job interesting for 
them. This approach of leadership is best in the situations where employees are under stressful conditions. 
Imtiaz and Ahmed (2009) also found that the employees who lacked sufficient support from their leaders did 
not show better performance as compared to those who experienced supportive leadership. It is obvious 
from tpast researched that employees who are more liable to stress have low urge to show a better 
performance (Rose, 2003) and at that point management support can play a vital  role in reducing the level of 
stress (Stamper & Johlke, 2003). Management support actually functions as a buffer, which acts in a positive 
manner to deduce the stress and increases the level of performance. Therefore, the next hypothesis stated: 
 
Hypothesis 3: Supportive leadership moderates relationship between job stress and job performance 
Consistent with the structure used above this section should discuss the 3rd hypothesis with reference to the 
literature before moing to the research framework. 
 

Research Framework 
 
 
 
 
 
 
 
 

 

Job stress 

Job 

performance                             

 

 

 

Supportive 

leadership 
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3. Methodology 
 
Sample: Educational institutions are the backbone for any nation as they play a vital role in the progress of 
that nation. It is important that educational institutions should provide quality education which is only 
possible when people working in the in this sector will show outstanding performance by adopting 
appropriate ways of coping with stress level which is possible through supportive leadership. The present 
research was conducted on four educational institutions of Islamabad and Rawalpindi (Pakistan). Data were 
collected from 200 respondents, which comprised section heads, coordinators, teachers, and other admin 
staff serving in those institutions. The sampling technique used was Convenience Sampling that is a type of 
non-probability sampling. Out of 200 distributed questionnaires, 169 were received back. Since 31 were, 
incomplete only 169 were included in the study/analysis. Therefore, the response rate was 84.5 percent. 
 
Measures: Supportive leadership was measured using The Leader Behavior Description Questionnaire 
developed by Hemphill and Coon (1957) and translated by Rahima Bt. Ahamd (1981) and five items from 
multifactor’s leadership questionnaires (MLQ) designed by Bass and Avolio (1997) were also added. The 
Cronbach alpha reliability of the scale was 0.92 in this study. Example for these items include: He extended a 
personal aid to the staff; he often tried new ideas with all staff. A five-point Likert scale was employed ranging 
from 1 (strongly disagree) to 5 (strongly agree). Job stress scale was adapted from the Parker and Decotiis 
(1983) 13-item scale to measure job stress and the cronbach alpha reliability of the scale was 0.923 in this 
study. Example of the items include: I have felt fidgety or nervous as a result of my job, working here makes it 
hard to spend enough time with my family. A five-point Likert scale was employed ranging from 1 (strongly 
disagree) to 5 (strongly agree).  Job performance was measured by a scale used by Reio (1997) and the 
cronbach alpha reliability of the scale was 0.93 in this study (was this statistically significant? Please 
mention).  The items included: How would you rate your overall job performance? In comparison with your 
peers, how would you rate your overall job performance? A five-point? Scale was employed ranging from 1 
(poor) to 5 (very good). 
 
4. Results 
 
Table 1 reveals the demographic profile of the present study. 
 
Table 1:  Descriptive Statistics 

Items  N    Minimum           Maximum          Mean      Standard Deviation 

Gender                     169                         01  02                1.5089                    .50141 
Age                            169                         25   59               1.8994                    .61378 
Marital Status         169                         01   02                1.6450                     .47994 
Education                169                         10                     16                            2.6568                     .47619 
Experience              169                         05                      30               1.6331                     .65126 
Job Category           169                         01                     03                            1.6213                     .72277 

 
Table 1 shows that a total of 169 respondents participated in this survey, mean and standard deviation were 
calculated, correlation (Table 2) and regression analysis (Table 3) were used to find/analyze the association 
and impact of independent variables on dependent variable.  
 
Table 2: Correlation Result 

Item                                          JS                              SP                         JP                        JSXJP 

 JS                                                 1                                    
SP                                              -.341**                                     1 
                .000 
JP                                              -.235**                             .285                         1     

                                   .002                        .001 
JSXSP                                        .892**           .110                       .391**                     1 
           .000                        .002                       .000            
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Correlation was used to study the degree of association between different variables under consideration of 
the present study i.e. job stress, job performance and supportive leadership. The above table shows that job 
stress and job performance are negatively correlated. Supportive leadership is found to be positively 
correlated to job performance and negatively to the job stress. It is also evident from the results that 
supportive leadership has a moderation effect on the variables. 
 
Table 3: Regression Analysis 

Model   Un-standardized Coefficients        t- value       Sig 
             B                Standard Error   

JS                           -.196                         .040                                          -4.902           .000  
SP                          -.321                         .062                                          -5.137           .000  
JSXSP                      .218                         .009                                 25.552              .000 
  

R2 = .185, Adj. R2=.175, F-Value= 18.805, p value= 0.000 
R2 = .240, Adj. R2=.226, R2 Change= .055, F-Value= 11.990, p value= 0.001  
 
Regression analysis was used to assess the impact of job stress and supportive leadership and to find the 
impact of supportive leadership as a moderator. The standardized coefficient of regression for job stress (-
.365) shows it is negatively and significantly related with dependent variable. Supportive leadership (-.383) is 
also found to have negative correlation with the variable and its value is significant. The results show that 
supportive leadership is a moderator for the relationship between job stress and performance. It also 
demonstrates that the strength of such relationship has been affected positively. Coefficient (R2= .185) for 
model 1 shows that 18.5% variations is explained by the predictors and the F-value shows that model is 
significant (p<0.05). The R2=.240 and the R2change=.055  shows that supportive leadership is moderating the 
relation between job stress and job performance as the variation explained by the model after incorporating 
the moderating variable is 24% with the R2 change value as 5.5% and the model is significant. 
 
Discussion: Many researchers have highlighted that stress affects the performance of employees. The results 
of the present study also confirmed the findings discussed in prior research and revealed the inverse 
relationship between job stress and job performance. The results of this study are consistent with the 
findings of Kazmi et al. (2008), Kakkos & Trivellas (2011) & Wu (2011) which also showed a negative 
relationship between job stress and job performance. The findings of the study are also consistent with the 
studies conducted by different researchers including Dar et al. (2011), Dumdum et al. (2002), Stamper & 
Johlke, (2003), Rowold & Schlotz (2009) and Ahmed & Halim (1982). When employees serving in any 
organization receive support from their leaders, the level of stress decreases and job performance is 
improved. Employees always want to have a leader who cares for them, understands their problems and 
helps to solve problems. In this regard, the present study assessed the impact of supportive leadership on the 
relationship between job stress and job performance of the employees working in educational institutions. 
Employee’s performance declines when thy meet high level of stress, which can be improved through a 
supportive leader who keeps employees, motivated even at the unfavorable situations. It means that 
supportive leadership plays a moderating role in the relationship between stress and performance. 
 
5. Conclusion and Recommendations 
 
The purpose of this research paper was to study the impact of supportive leadership as a moderator between 
job stress and job performance. The results showed significant relationships between three variables: 
supportive leadership, job stress and job performance. Findings suggested that employees working in the 
educational institutions of Rawalpindi and Islamabad under supportive leadership have less job stress and 
perform better on the job.  Although the present study witnessed the impact of stress on job performance, the 
significant role of supportive leadership in coping with stress and increasing job performance was also 
highlighted (Shikieri, & Musa, 2012). Findings of the study also confirmed that supportive leadership plays an 
important role as a moderator between the stress and performance levels of employees, faculty, and 
administration, and at educational institutions of Rawalpindi and Islamabad. Job stress creates hindrances in 
achievement of goals and also reduces the performance level of employees. Employees working at the 
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organization have a responsibility on their shoulders that they have to work for the betterment of the 
organization and help the organization to hold an eminent position in the market. In the light of path goal 
theory by House and Mitchell (1974) it is quiet clear that supportive leadership plays an important role in 
reducing stress and increasing performance and its importance cannot be over emphasized. Leaders should 
be fully aware that his support is important for those who are serving in the organization and it is only with 
the support of the leader that employees can cope with stress and perform better. Recommendations for the 
management at educational institutions may emphasis the performance and stress issues faced by employees. 
Policies are required that enhance the performance and reduce stress. Along with that, the working 
environment should be supportive for the employees because employees can perform up to the mark if the 
leader is supportive and considerate. 
 
Limitations: Finally, there were some limitations to the study, which should be kept in consideration. Firstly, 
the sample size was limited and numbers of educational institutes were few. The study should also be carried 
out in other sectors of Pakistan including the banking sector; medical sector, telecom sector etc. Future study 
should involve more variables for more conclusive results.  
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