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Abstract: The literature suggests that managers and team members often experience job-related stress during
software implementation projects. The purpose of this research was to investigate how coping strategies mediate
the relationship between organizational stress and job performance. The study utilized a random sampling
technique to gather data from various industries in Pakistan. Participants who had worked on SAP software
implementation projects were invited to complete a web-based online questionnaire. The sample consisted of 120
individuals, including 40 project managers and 80 team members from different sectors within the IT field. The
age of the participants ranged from 22 to 45 years, and their educational backgrounds varied from graduate to
postgraduate levels, with some having professional certifications such as Chartered Accountancy and SAP
Certification. The online survey included three scales: the Job Stress scale (Maslach & Jackson, 1981), the Brief
COPE scale (Carter et al., 1989), and the Job Performance scale (Goodman & Svyantek, 1999). These scales have
been validated and deemed suitable for the target population. The findings of the study revealed a negative
correlation between job stress and job performance. Additionally, coping strategies were found to mediate the

relationship between job stress and job performance, displaying two negative but curvilinear associations.
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Introduction

With the increasing demands of job requirements, organizational stress has become a prevalent
issue in workplaces.Research suggests that excessive job stress negatively impacts the physical and
emotional well-being of employees, leading to decreased productivity and job satisfaction (Rao &
Chandraiah, 2012). Kapoor and Khanka (2013) state that stress responses are triggered by unfamiliar or
threatening factors at work, often stemming from a fear of failure. Considering the diverse work

environments across organizations, stress is almost inevitable in various projects (Dar, Akmal, Naseem,

& Khan, 2011).
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Kamau and Nzuve (2015), state that stress occurs due to a perceived threat, not necessarily linked to
actual circumstances. Since different individuals find certain situations more stressful than others
(Ratnawat&Jha, 2014), reactions to stressful situations are always personalized and can lead to varied
emotional, perceptual, and behavioral changes among employees within the same organization. Same is
the case with IT projects that are implemented to enhance business functions and improve decision-
making processes within organizations. One such problem is faced in Enterprise Resource Planning (ERP)
Systems in organizations. ERP systems are comprehensive packaged information systems that are designed
to integrate business processes and functions across an entire enterprise in real-time. The
implementation of an ERP system is typically carried out as a project divided into various phases
(Haddara, 2014). Bingi, Sharma, and Godla (1999) state that the successful implementation of an ERP
solution, such as SAP, require the commitment of top management, the re-engineering of existing
business processes, and the integration of the ERP solution with other information systems, which
makes it very demanding.

IT project managers often face significant stress levels when dealing with challenging deadlines,
budgetary constraints, and high expectations from business users. This situation creates immense
pressure on both the employees and the management. A few studies have specifically focused on work-
related stress experienced by project managers (Gillstedt, 2003; Haynes & Love, 2004), which arises
from conflicting demands such as completing projects within designated timeframes and budgets, while
ensuring quality and meeting stakeholder expectations (Richmond &Skitmore, 2006).Gallstedt (2003)
investigated work-related stress among IT project managers and team members. The study revealed that
both project managers and team members initially have high aspirations for project implementation.
However, adverse situations such as project closure, changing priorities, and insufficient resources lead
to stress among employees, consequently reducing their productivity.

Work-related stress poses a significant challenge for organizations as it diminishes productivity, increases
absenteeism, and contributes to various employee issues such as alcoholism, drug abuse, high blood
pressure, and heart diseases (Meneze, 2005).Seibt et al. (2008) suggest that although stress is prevalent
among employees, it can be reduced by improving the work environment and enhancing compensation
and rewards within companies. Transactional model of job stress explains (Ganster& Rosen, 2013) that
stress arises from the interaction between the individual and the environment, rather than solely from
the individual or the environment. According to this transactional model, individuals assess potential
stressors and evaluate their ability to cope with them. The model proposes that when faced with a
challenging situation, individuals engage in a cognitive process to assess the level of threat and evaluate
the coping resources available to them. Moreover, the theory suggests that people typically employ
various strategies when confronted with stressful situations (Aitken & Crawford, 2007). This theory has
been widely utilized as a foundation for research in specific areas related to coping and stress.

Coping mechanisms utilized by the employees can counteract the effect of stress. For instance,
Mikkelsen, @gaard, Lindee, and Olsen (2002) considers coping as a positive response which decrease
the intensity of stress. They identified three levels of interventions that individuals can employ to cope
with stress: stress reduction (primary), stress management (secondary), and interventions at the
organizational level (tertiary). Additionally, they distinguished between two types of coping strategies:
adaptive and maladaptive. Meyer (2001) asserts that adaptive coping strategies contribute to a positive
mindset and yield better outcomes, while maladaptive coping strategies can lead to flawed decision-
making (Smith, Passos, & Isaacs, 2010, May 20-22).

As the literature supports that job stress affects job performance, job performance can be defined
asutilization of available resources within given constraints to accomplish assigned tasks (Jamal, 2016).

Kazmi, Amjad, and Khan (2008) believe that job performance is primarily influenced by skills, effort,
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and working conditions. Ratnawat and Jha (2014) have identified various factors that can be influenced
by stress, such as productivity, job satisfaction/morale, absenteeism, decision-making abilities, accuracy,
creativity, attention to personal appearance, organizational skills, courtesy, cooperation, initiative,
reliability, alertness, perseverance, and tardiness. Considering these variables, it is essential to
understand how to manage and control them in order to maintain a calm and focused state and
perform to the best of one's ability.Further, researchers have proposed four types of relationships
between job stress and job performance;1) a negative linear relationship , 2) a positive linear
relationship , 3) a curvilinear or U-shaped relationship, and 4) a zero relationship. In case of a
curvilinear relationship, stress positively influences job performance up to a certain tolerable level, but

exceeding that limit has a negative impact on employees' performance (Manzoor, Awan, & Mariam,

2012).

To summarize, most of the research on job stress and its impact on job performance has been
conducted in Western countries(Baba, Jamal, &Tourigny, 1998; Maslach, 2003). Given the limited
research on job stress and its influence on the performance of both organizations and individuals in the
workplace in Pakistan was deemed necessary (Dar et al., 2011). The high failure rate of projects is a
significant concern for organizations in today's world. It is crucial to understand which coping strategies
IT personnel can utilize to reduce stress and ensure project success. Coping strategies have also been
examined by researchers as mediators between job stress and job performance. Igbal (2013) explored
the relationship between workplace stress and organizational performance, confirming a negative
relationship between these variables. The study further observed that stress coping strategies partially
mediate the relationship between workplace stress and organizational performance.This understanding
can assist IT personnel in managing stress effectively.
Main Objectives

The objectives of the study are given below:

1. To determine the relationship between organizational stress and job performance of IT managers

and team members working on software implementation projects

2. To explore the mediating role of coping strategies between organizational stress and job
performance.
Figure 1
A Modified version of Igbal (2013)Research model.  Independent wvariable (organizational —stress;)dependent

variable (job performance); coping strategies acting as a mediator
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Hypotheses

Based on the above model, the following hypotheses were formulated:

H1: Long working hours, work load, challenging deadlines, team conflict, and inadequate monetary
rewards bear a significant correlation with job stress.

H 2:There is a significant negative correlation between organizational stress and job performance.

H 3: Coping strategies mediate between organizational stress and job performance

Method

Sample

The study targeted project managers and project team members working in organizations across the
country that had implemented SAP software. The target population consisted of 350 project-based
employees from 42 selected organizations involved in SAP implementations within Pakistan.

Due to the lesser number of females in these organizations, the data was solely gathered from male
participants. A total of 120 participants between 22 to 45 years of age were selected for the study,
including 40 project managers and 80 project-related employees from various industries in Pakistan.
The participants were chosen from organizations that had implemented SAP software, representing
sectors such as Oil and Gas, Food and Beverages, Chemicals, Engineering and Technology, Utilities,
Textiles, Education, Pharmaceuticals, Steels, and Public sector organizations like Accountant General of
Pakistan Revenue, Auditor General of Pakistan, and Higher Education Commission. The selection
process involved creating a list of 85 organizations where SAP was implemented, assigning them
numbers, and using a Lottery Method to randomly select 42 companies from the list. The researcher
then contacted each selected company and invited Project Managers and Team members to participate
in the study. Those who volunteered and were provided with a briefing about the study's objectives and
procedures were included in the final sample. The sample consisted of 40 Project Managers and 80
Team members, totaling 120 participants.

Instruments

Job Stress Scale

The Job Stress Scale (Maslach & Jackson, 1981) is a 5-point scale, ranging from Strongly Disagree
(rated as 1) to Strongly Agree (rated as 5). It comprises of 34 items, with 22 items derived from Maslach
Burnout Inventory (MBI). 12 of the items specifically address sources of work-related stress (e.g., long
working hours, work overload, challenging deadlines, team conflict, and inadequate monetary rewards).
A higher score on this scale indicates a higher level of perceived stress. The Job Stress Scale
demonstrated good internal consistency with a computed alpha reliability of 0.83 for the present
sample. For the present study after computing item total correlation, 10 items were dropped from the
scale due to lesser correlations (item no 10-17, and item 27 &28). The present research made use of 24
of the items from job stress scale.

Brief COPE

A modified version of the COPE Inventory (Carver, 1997), referred to as Brief COPE, was utilized
in this study. It consists of 60 items with 13 sub-scales scales. Previous research has demonstrated the
validity of Brief COPE, with consistent findings reported by various researchers (Aitken & Crawford,
2007; Fillion, Kovacs, Gagnon, &Endler, 2002). In the present study, a tailored version of Brief COPE

was employed, featuring 28 questions across 14 subscales, to assess respondents' coping strategies and
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their impact on job stress and job performance. The Brief COPE exhibited good internal consistency,

with an estimated alpha reliability of 0.85 for the current sample.

Job Performance Scale

The third scale comprises 12 items aimed at assessing the performance of employees within an
organization. It is a 5-point rating scale, where a rating of 1 corresponded to "Strongly Disagree" and a
rating of 5 corresponded to "Strongly Agree." Among these items, nine were adapted from the Job
Performance Scale developed by Goodman and Svyantek (1999), which originally consisted of 25 items
and encompassed three dimensions of job performance: Contextual Performance, Conscientiousness,
and Task Performance. To maintain brevity while ensuring relevance to the present study, items
specifically measuring Task Performance were included. The reliability and wvalidity of the Job
Performance scale have been established for University Teachers by Yusoff, Ali, and Khan (2014),
demonstrating its suitability for assessing job performance within Pakistani organizations. The
computed alpha reliability for the Job Performance Scale in the current sample was 0.81. Additionally,
three more items were incorporated into the scale based on self-evaluations regarding employees' annual
assessments within an industrial setting. A higher score on this scale indicates a greater level of job
performance.
Procedure
The participants were reached out to via email and social media platforms. The Questionnaire was
accompanied by a cover note in the email, clearly explaining the purpose of the research study in a
transparent manner. Instructions were provided for the respondents to fill out and submit the online
Questionnaire. Additionally, the contact details of the researcher were shared to encourage the
respondents to reach out if they had any questions, queries, or concerns. A total of 120 Questionnaires
were distributed among the randomly selected employees, including project managers and employees
involved in SAP implementation projects. Through two follow-ups, a total of 97 completed
questionnaires (33 from project managers and 64 from team members) were received within the

specified timeframe, resulting in a response rate of 81 percent.
Results

To analyze the data, bivariate analysis, curvilinear analysis, and mediation analysis were carried out.

The results are presented in the following tables:
Table 1

Descriptive statistics of the scales

Scale No of items Mean  SD S K Coefficient
alpha
24 70.82 11.02 .00 .60 .83
Job Stress
b 2.1 .
Jo 12 49.14 497 .35 0 8
Performance
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Copi 1. 81
oping 28 9203 1212 -85 ? 8
Strategies

Table 1 shows the high internal consistency for all the three scales used in the study that is coefficient

alpha is greater than .70 for all the scales.

Table 2
Correlation between Job Stresstotal score and subscalesscores with and Job Performance Scale(N=97)
Scales r p*
Job Stress Total -20 .02
Work Overload 223 .01
Long Working Hours 222 .01
Challenging Deadlines .06 .25
Inadequate Monetary 18 3
Rewards
Team Conflicts - 11 13

*One tailed

Table 2 shows that though total score on job stress scale show a significant negative correlation with
job performance, while,work overload and long working hours have a significant negative correlation
withscores on Job Performance Scale. On the other hand, inadequate monetary rewardsshow significant
positive correlation with job performance. However, scores on challenging deadlines and team conflict

scales show non-significant correlation with job performance.

Figure 2

Curvilinear Relationship between Job Stress and Job Performance
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=0—
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Graph showing Curvilinear relationship between 1S and JF

Table 3

Mediation Analyses of coping strategies as a Mediator of organizational stress and job performance (N=97)

95%ClI
Effect Estimate St. Error LL UL T P
Indirect effect OS—>CS->]P 1323 .03 .26 .50
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Direct effect ORG stress2>]P -29 .04 18 37 2.1 .000

Total effect ORG STRESS 2CS .63 .06 37 a5 586 .000

Note. OS= organizational stress ; CS= coping strategies ; JP= job performance .

The results presented in Table 5 provide insights from the mediation analysis investigating the
mediating role of coping strategies (CS) between Organizational stress (OS) and job performance (JP).
The findings reveal a statistically significant positive impact on the utilization of cognitive strategies (p =
0.6368, p = 0.000), indicating that higher levels of organizational stress were associated with an increase
in the implementation of cognitive strategies. Additionally, cognitive strategies displayed a significant
positive effect on job performance (B = 0.4530, p = 0.000), suggesting that the utilization of these

strategies positively influenced job performance.

Furthermore, the direct effect analysis indicated a significant negative relationship between
organizational stress and job performance (f = -0.2917, p = 0.000), indicating that higher levels of
organizational stress were linked to decreased job performance. Additionally, the indirect effect analysis

revealed that coping strategies partially mediated the relationship between organizational stress and job
performance, with an estimated indirect effect of 0.1323 (Boot SE = 0.0385, 95% Boot CI [0.0358,
0.1167)).

These findings highlight the importance of cognitive strategies as a coping mechanism for individuals
experiencing organizational stress. Moreover, the results emphasize the negative impact of
organizational stress on job performance, which can be partially alleviated through the implementation

of effective coping strategies.

Discussion

As occupational stress carries substantial costs for both employees and their employers (Yap, &
Thong, 2013),the primary aim of this research was to investigate association between job stress and job
performance as well as the role of coping strategies as a mediator between organizational stress and job
performance. The study focused on the stressors faced by Information Technology (IT) project
managers and their team members in their work environments. It aimed to examine the impact of these
stressors and the coping techniques employed by IT personnel. Five variables were identified to assess
the influence of stressors such as long working hours, work overload, challenging deadlines, inadequate
monetary rewards, and team conflict on job performance.

Hypothesis 1 suggested a negative relationship between the five job stressors and job performance,
and Pearson correlation analysis was conducted to explore this relationship. Table 2 presents the results,
indicating a significant negative correlation between job stress and job performance and as well as, work
overload and long working hours with job performance. However, team conflict exhibited a non-
significant negative correlation with job stress. Surprisingly, challenging deadlines did not demonstrate
any significant relationship with job performance. Additionally, contrary to the study's assumption,
inadequate monetary rewards showed a positive relationship with job performance.

The negative impact of work overload and long working hours can be explained through the "Ego
depletion theory," which suggests that constantly making numerous decisions depletes our self-
regulation abilities (Cherry, 2019). When individuals are constantly occupied with job demands due to
work overload and long working hours, they feel drained and their performance deteriorates. A study

conducted by Ali and Farooqi (2014) on Public sector universities in Gujranwala also found that
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workload affects job satisfaction, which, in turn, influences job performance. Similarly, Banerjee and
Mehta (2016) and Inegbedion, Inegbedion, Peter, & Harry (2020) concluded that work overload
contributes to job dissatisfaction.

Team conflict also showed a negative correlation with job performance but that is not
significant.Although due to the sign of correlation it is evident no one appreciates conflict among the
team but it may not be much affecting job performance due to personality differences of individuals. It
depends on the nature of the task as well as the personality of the individuals, if the task is to be done
independently, team conflict may not affect the job performance. Similarly some individuals can better
tolerate team conflict that is why it does not prove to be influencing job performance much.

Challenging deadlines did not show any significant relationship with job stress.This may be attributed
towards the fact that innonpunctual cultures, the deadlines are not considered seriously.Meyer (2015)
has developed a cultural map which encompasses the most to the least punctual cultures. India is shown
to be one of the least punctual cultures, whereas, Germany among the top punctual ones. As Pakistan
and India are thought to share many common characteristics, the same can be applied to Pakistan as
well. According to Meyer (2015) industrialized Western cultures value deadlines whereas, non-
industrialized cultures doesn’t. This reasoning can be applied to the results of the present study, that is,
challenging deadlines does not prove to be a variable which affects the performance of individuals as
mostly a deadline does not mean to be a deadline in a non-punctual culture like Pakistan.

The study also hypothesized that irregular and inadequate monetary rewards would be negatively
correlated with job performance. However, contrary to our initial assumption, the results indicate a
significant positive correlation between these two variables. To explore this unexpected outcome, the
items of the scales were carefully examined. It was discovered that four statements within the
inadequate monetary reward sub-scale reflected a general opinion about the value of financial
incentives, rather than specifically addressing how effectively these incentives were utilized within the
respondents' organizations (Items 26, 27, 30, 31). This discrepancy may be the primary reason behind
the unexpected result of a positive correlation between inadequate monetary rewards and job
performance.

The overall findings of the study can be explained by referring to Herzberg's theory (as cited in
Khanka, 2003). According to Herzberg (as cited in Khanka, 2003), an individual's performance can be
attributed to both hygiene factors and motivators. Hygiene factors, also known as maintenance factors,
are associated with job dissatisfaction and include variables such as company policy and administration,
supervision, interpersonal relations, working conditions, salary, status, and security. The absence or
insufficiency of these factors leads to job dissatisfaction. On the other hand, motivators are distinct
from hygiene factors and contribute to job satisfaction. These motivators encompass elements like
achievement, recognition, the nature of the work itself, responsibility, advancement, and personal
growth.

In the present study, the job stress variables appear to align primarily with the hygiene factors
outlined in Herzberg's theory. Work overload, long working hours, and challenging deadlines can be
categorized under the working conditions aspect of Herzberg's theory. Inadequate monetary rewards are
linked to the salary factor, while team conflict relates to interpersonal relations. Therefore,
dissatisfaction with these wvariables generates stress in individuals, ultimately affecting their
performance.Supporting the findings of the current study, Jamal's (2016) research on employees in a
large multinational organization in Malaysia and Pakistan also confirms the relationship between job
performance and four job stressors: work overload, ambiguity, conflict, and resource inadequacy. Jamal's

findings revealed a negative correlation between overall job performance and these job stressors.
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The second research hypothesis about negative correlation between job stress and job performance
was also confirmed. Sari, Storyna, Intan, Sinaga, Gunawan, Asrol, &Redi, (2021)also reported a
negative relationship between the two constructs. These researchers argue that when stress occurs, it
affects the performance of employees negatively, whereas lowering the stress level enhances the
performance suggesting that both these variables are inversely proportional to each other. On the other
hand, the curvilinear/U-shaped relationship between job stress and performance is at present probably
the most popular mode(Ajayi, Samuel, 2018; Usmani, Chaudhy, &Jawwad,2022). The underlying
assumption of this viewpoint is that the individuals who experience low stress at the job are not as
activated to improve their performance as compared to those who are having moderate level of stress.
The researchers believe that a moderate amount of stress activates an individual to direct his/her
energies towards better job performance. In other words, a moderate amount of stress is considered
optimal for job performance.

As several earlier studies demonstrate existence of curvilinear relationship between job stress and
job performance (Jamal,2016), the data were subjected for further analysis to explore if there is a
curvilinear relationship between job stress and job performance. The results of the present study
presented in figure 2 indicate that job stress scores are negatively associated with job performance, that
is, b=-0.8, SE= 0.37, t = -2.28, p = 0.02, and there is a significant quadratic effect, (TOT]Ssq) b= 0.005,
SE=0.003, t= 2.04, p<0.05, R2= 0.08, F(df)= 4.33, p=0.01. Hence, the study demonstrates a significant
curvilinear relationship between job stress and job performance.This finding suggests that an optimum
amount of job stress is required to motivate individuals to focus and work on the tasks but as it keepson
increasing it negatively affect job performance.Sometimes an insignificant correlation or regression is
due to this curvilinear relationship between the variable (Boafo,2018). As it goes from negative to
positive, it does not show a significant result until certain transformations are applied on the data. In
the present research, the total score of job stress did not show a significant relationship with job
performance which shows the evidence for the curvilinear relation between the two variables. It means
there must be some optimum amount of job stress which energizes the person for work. However, when
the level of stress exceeds this limit, it becomes a hindrance in job performance.

Hypothesis 3 proposed that coping strategies play a mediating role between organizational stress
and job performance. The study employed mediation analysis using Hayes' SPSS Process Macro and
Model 4 (Rockwood & Hayes, 2017) to explore the mediating role of coping strategies between
organizational stress and job performance (see table 4). The analysis revealed that organizational stress
significantly influences the use of cognitive strategies, which, in turn, positively affects job performance.
Furthermore, there is a significant direct negative impact of organizational stress on job performance.
The indirect effect analysis showed that coping strategies partially mediate the association between
organizational stress and job performance. It is evident that individuals employ diverse mechanisms to
alleviate stress in challenging situations, thereby counteracting job stress and potentially improving job
performance. In summary, the research findings indicate that coping strategies significantly impact job
performance and play a mediating role in the relationship between job stress and job performance. To
conclude, the study identified several important findings: first, work overload and long working hours
negatively affected job performance, while inadequate monetary rewards displayed a positive
correlation. Second, coping strategies were found to mediate the relationship between organizational
stress and job performance, offering assistance in stress reduction. Lastly, the participants in the study,
who were IT personnel, predominantly utilized adaptive coping strategies as observed from the research
data.

These findings provide strong support for the hypothesized relationship (H2). These findings are

also consistent with previous studies. For example, Yiicel (2019) found that coping strategies partially
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mediated the relationship between occupational stress and job performance. Specifically, problem-
focused coping strategies, such as active problem-solving and planning, were found to positively
influence job performance. On the other hand, emotion-focused coping strategies, such as seeking
emotional support and venting, were found to have a negative impact on job performance. Similarly,
Lu and Lin (2020) also found that coping strategies partially mediated the relationship between
occupational stress and job performance. Specifically, adaptive coping strategies, such as problem-
solving and seeking social support, were found to enhance job performance, while maladaptive coping

strategies, such as avoidance and wishful thinking, were found to hinder job performance.

Limitationsand Recommendations

1. Instead of opting for an online data collection future researches can conduct the study in
physical presence of the researcher.

2. Future researchers may consider employing a stratified sampling strategy to select a larger
and more diverse sample that represents a wider range of industrial backgrounds.

3. The present study focused solely on companies with SAP Implementations, primarily due
to the challenging nature of their work, for more comprehensive understanding, future
research should encompass areas beyond SAP software implementation projects and across
various industries.

4. To investigate the longterm effects of organizational stress and coping strategies on
employees' mental health, utilizing a longitudinal research design would be beneficial.
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