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Abstract 

When individuals are under stress, they cannot fully expend all their energies at work because they 

are distracted due to stress. This concept is termed stress-related presenteeism. The primary purpose 

of this research was to analyze the relationship of challenging job demands (i.e., workload) and 

hindering job demands (i.e., cognitive job demands) with stress-related presenteeism, and the 

subsequent relationship of stress-related presenteeism with psychological well-being, by using the 

job-demands resource model and conservation of resource theory. Data (n=211) were collected in 

two-time waves from bank employees of three major cities of Pakistan. The collected data were 

analyzed by using bootstrapping mediation analysis. Findings revealed that workload was negatively 

associated with stress-related presenteeism, whereas cognitive job demands were positively related to 

stress-related presenteeism. Stress-related presenteeism also mediated the relationships of 

challenging job demands and hindering job demands with psychological well-being. Implications for 

managers and recommendations are discussed towards the end of this study... 

Keywords: Stress-Related Presenteeism, Challenging Job Demands, Hindering Job Demands, 

Psychological Well-Being 

Introduction 

The global economic recession has resulted in many structural changes in modern business 

organizations. A significant number of organizations have opted for downsizing. The basic premise 

behind this choice is to do more by using fewer resources. This has resulted in undue pressure on 

employees in the form of job insecurity, and to attend the work when they are ill or even under stress. 

Attending work while being ill or in stressful conditions i.e., presenteeism can lead individuals to be 

present but distracted at work. Such individuals may not expend their full energies to perform work-

related tasks, which can have devastating effects on their overall well-being and performance 

(Gilbreath & Karimi, 2012). Researchers in the existing literature has focused more on sickness-

related presenteeism (Johns, 2010), and have somehow ignored other crucial aspects of presenteeism 

(Ruhle et al., 2019), for example, stress-related presenteeism.  

 Individuals working in contemporary organizations face lots of pressures in the form of 

different demands and expectations from them. These demands can be challenging and/or hindering. 

However, the individuals must have the necessary personal and organizational resources to fulfill 

these demands. The job demands resource theory (Bakker & Demerouti, 2014) explains how job 

demands can either motivate people or affect their health due to the detrimental effects of such 

demands. Many researchers have conceptualized job demands as the demands of only one type, which 

may have negative effects on employees. However, recently some researchers have differentiated job 

demands and classified them as challenging and hindering job demands. Challenging demands 

motivate employees; therefore they may positively affect their well-being. In contrast, hindering 

demands trigger the energy-depleting process; therefore they may hurt the well-being of employees 

unless they cope with these demands by using the necessary resources (Podsakoff et al., 2007). Do 

challenging and hindering job demands affect stress-related presenteeism differently; do such job 

demands affect the psychological well-being of employees differently; and does stress-related 
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presenteeism help explain the effects of job demands on the psychological well-being of employees, 

are some important questions that this study aims to address.       

This study uses the job-demands resource model and the conservation of resource theory to 

investigate the relationships of different job demands with the psychological well-being of employees, 

by taking into consideration the role of stress-related presenteeism as a mediator in these 

relationships. Based on previous literature workload is being conceptualized as challenging job 

demand, whereas cognitive job demands are being considered as hindering job demands in this study 

Bakker, & Sans-Vergel, 2013). 

Literature Review 

Job Demands and Psychological Well-being  

The characteristics of a work that require the worker to put in a sustained effort and are associated 

with a certain cost level are called job demands. However, not all types of job demands need to result 

in some kind of cost and reduce the energy levels of employees. At times, individuals consider their 

job demands as more of a challenge than a hindrance towards their growth and feel motivated to 

work. This conceptualization of job demands as being hindering as well as challenge is based on the 

challenge-hindrance framework by Lepine et al. (2005). They argued that some job types like 

workload, complexities in a job, and time pressures to complete certain tasks at jobs require effort and 

energy on the part of the individual but by accomplishing these tasks one feels a sense of goal 

attainment, learning, and growth. These tasks also increase the competence level of the individual and 

one feels personal mastery. These job demands are termed as challenging job demands and are 

associated with positive outcomes at work and contribute towards individual well-being as well. 

On the other hand, certain job demands may present potential threats to individuals and they 

may feel frustrated. Employees feel that by completing such demands they have difficulty in 

achieving their goals and it also thwarts their personal growth. An example of hindering job demands 

is insecurity at the job, certain conflicts at the interpersonal level, cognitive and emotional demands 

that require a lot of energy and effort on the part of the employee. Employees feel that hindering job 

demands drain their energy and impede growth (Van den Broeck et al., 2010).  

The JD-R theory (Bakker & Demerouti, 2014) posits that when individuals are faced with 

high job demands for which they have fewer resources to cope, it harms their well-being, on the other 

hand, job demands which employees perceive as challenging motivate them to put in more efforts and 

have a positive effect on their well-being. In a daily diary study by Tadic and colleagues, it was found 

that challenge demands of primary school teachers had a positive effect on their well-being while 

hindrance job demands hurt their well-being (Tadic, Bakker & Oerleman, 2015). Hence it is 

hypothesized that 

Hypothesis 1 There is a positive relationship between challenging job demands (workload) and 

psychological well-being. 

Hypothesis 2 There is a negative relationship between hindering job demands (cognitive job 

demands) and psychological well-being. 

Job-Demands and Stress-Related Presenteeism 

The JD-R model has been used by several researchers to study the effects of various job demands on a 

variety of outcomes. Some researchers also suggest that not all demands need to be equal and cause 

energy-depleting effects (e.g., Van den Broeck et al., 2010). Podsakoff et al., (2007) classify demands 

as hindering and challenging. When employees are confident that they can successfully execute a 

certain demand they appraise it to be challenging. Such demands are challenging and carry a 

motivational content and the individual expects a certain future gain in fulfilling that demand 

Crawford et al. (2010) and Van den Broeck et al. (2010). Example of challenging demands includes 

workload, time pressure and job responsibility (Tims et al., 2013).  

On the other hand, when employees feel stress towards the fulfillment of certain demands, 

they appraise them to be more of a hindrance than a challenge. These are hindering demands and 

hinder an individual’s goal achievement (Dormann & Zapf, 2004). Example of hindrance demands 

typically used in research studies includes the function of confrontation, role uncertainty, and 

emotional demands (Crawford et al., 2010). In a recent study, it has been acknowledged (Bakker & 

Sanz-Vergel, 2013) that the type of occupational sector to which individuals belong and the type of 

job are also important factors in determining the nature of the demand as to be challenging or 

hindering. For the present research, based on previous studies and keeping in view the banking sector 
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workload was identified as a challenging demand and cognitive demands were identified as hindering 

demands (Tims et al., 2013).  

Overall work demands were described as a significant correlate of presenteeism in a recent 

meta-analysis on the correlates of presenteeism (Miraglia & Johns, 2016). Similarly, Johns (2010) 

model on presenteeism also identified job demands as a predictor of presenteeism in organizations. 

However, since numerous researchers point to the fact that all job demands are not equal, and some 

job demands can create hindrances in goal achievement but some demands can also create a challenge 

for the worker by affecting their motivation, it is hypothesized that workload will be negatively 

related to stress-related presenteeism. 

Cognitive demands were considered as hindering job demands for this study. As it has been 

argued above that the occupational setting in which the job demands are studied has a profound effect 

on the type of demands being selected cognitive demands were selected based on the competitive 

nature of the banking industry. Since banking professionals have to work under time pressures and 

deal with several customers daily and this requires a continued effort while managing their emotions.  

Based on the postulates of the COR theory (Hobfoll, 2001), it is hypothesized that when 

stressful demands will be depleting the resources of the employee the individual will choose to be 

present at work despite being distracted so that available resources can be used to cope up for the lost 

work. In a meta-analytical test performed by Crawford, LePine, and Rich (2010) employees who 

appraised job demands as hindrances their demands related negatively to their ability to work with full 

devotion and in contrast, employees who appraised demands as challenges were found to be more 

engaged at work. 

Hypothesis 3 There is a negative relationship between challenging job demands (workload) and 

stress-related presenteeism. 

Hypothesis 4 There is a positive relationship between hindering job demands (cognitive job 

demands) and stress-related presenteeism. 

Stress-Related Presenteeism and Psychological Well-Being  

When people communicate with their environments, they are likely to become victims of stress. This 

likelihood is increased when the interaction becomes threatening and people feel that they do not have 

enough resources and capabilities to deal with this stress and in such a situation their well-being can 

be seriously affected (Folkman, 1984; Humpel & Caputi, 2001). It is well documented in the literature 

that prolonged exposure to stressful situations like high job demands can expose individuals to 

various physical and mental health-related problems (Pohling et al., 2016). 

To gain the people’s advantage, organizations must have a healthy and productive workforce. 

Along with physical health, psychological health is of equal importance. In explaining the construct of 

psychological well-being, Ryff (1995) articulated that people should not only be free from distress or 

cognitive problems to be psychologically well but they should also be able to find a positive meaning 

in their life and relations and they should have a feeling of continued growth and development. The 

literature on stress and its negative effect on an individual’s well-being is well documented. To date, 

numerous empirical studies are available which show the devastating effects of stress on an 

individual’s well-being (cf Witte, 1999). However, the present research will examine a situation in 

which an individual is not only under stress but also can’t escape it, since he has to be present as well 

to fulfill job demands and this may even worsen his health conditions by exacerbating emotional 

exhaustion (Demerouti et al., 2009).  

Hypothesis 5 There is a negative relationship between stress-related presenteeism and 

psychological well-being  

Mediating Role of Stress-Related Presenteeism between Job Demands and Psychological Well-

being 
Though psychological well-being has been a well-researched construct in the domain of the job 

demands-resource model, most studies on psychological well-being have been on samples of health 

care professionals mainly nurses (see for example Albrecht, 2015; Kimber & Gardner, 2016).  

Researchers have studied the effect of job demands on presenteeism and well-being and 

predicted the mediating relationship (Demerouti et al., 2009), however, what needs to be researched is 

that are these job demands the same, and do they have the same kind of effects on employee health 

and well-being. Challenge demands have positive relations with work engagement and burnout 

(Crawford et al., 2010). On the other hand, employees appraise hindrance demands as being 
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hindrances in achieving their personal and professional goals (Dormann & Zapf, 2004). Researchers 

have studied some challenging and hindering job demands. Challenging demands which have been 

included in various studies include workload, job responsibility, and time pressure (Tims et al., 2013) 

while hindrance demands include emotional demands, role ambiguity, role conflict, etc. (Crawford et 

al., 2010). Based on their meta-analysis of 64 studies on challenging and hindering job demands 

Crawford et al., (2010) further expanded the JD-R model and proposed that job demands can be both 

hindering and challenging. Their findings also proposed that both challenging and hindering job 

demands may lead to energy depletion and increase employee burnout but challenging job demands 

can also trigger positive emotions and increase engagement on the other hand hindering job demands 

will trigger negative emotions and decrease engagement.  

The COR (Conservation of resource) theory states that when faced with such energy-

depleting situations as caused by high hindering job demands, people will try investing their available 

resources to cope with this resource loss and attend work but in highly stressful conditions leading to 

high stress-related presenteeism and in turn low well-being resulting from the negative emotion of the 

hindering job demand (Hobfoll et al., 1990). On the other hand, the challenging job demand can 

reduce stress-related presenteeism since it is helping the individual achieve work-related goals and the 

positive emotion produced by the challenging job demand will have a positive effect on well-being by 

reducing stress-related presenteeism. Using the JD-R model McGregor and colleagues predicted that 

presenteeism is a significant result of the health impairment process in that it is positively and 

significantly related to burnout and negatively related to work engagement in the motivational theory 

of the JD-R model (McGregor et al., 2016), however, in the current study, stress-related presenteeism 

has been proposed as a psychological mechanism and job demands have also been differentiated as 

challenging and hindering. 

Hypothesis 6 Stress-related presenteeism (SRP) will mediate the relationship between challenging 

job demands (workload) and psychological well-being  

Hypothesis 7 Stress-related presenteeism (SRP) will mediate the relationship between hindering job 

demands (cognitive job demands) and psychological well-being  

Figure 1 presents the conceptual model that is based on the hypotheses stated above.  

 

 

 

 

 

 

 

 
 

Figure 1: Conceptual Model 

Methodology 
Since all the measures were self-reported, a time lag was created with two waves of data collection to 

avoid common method bias,  by keeping in view the techniques described by Podsakoff et al. (2003). 

Data related to independent variables (i.e., workload and cognitive job demands) were collected at T1. 

At T2, data related to the mediator variable (i.e., stress-related presenteeism) and dependent variable 

(i.e., psychological well-being) were collected. Full-time bankers working at various levels in banks 

(including domestic and multinational banks) operating in Pakistan formed the population of the 

current study. Keeping in view the purpose of this study, the banking industry of Pakistan appeared to 

be an appropriate choice for understanding work pressures and individual coping mechanisms to deal 

with these work pressures. Evidence for stress-related presenteeism in the banking industry in 

Pakistan has also been identified by other researchers (cf Sarwat & Shahzad, 2017), and many 

researchers have tested western theories on service sector professionals (cf Abbas et al., 2014; Sarwat 

& Abbas, 2020; Aziz et al., 2019). 

Instruments and Measures 

Instruments The instruments used in the present study and their detail is given below. All measures 

were tapped on a five-point Likert scale. 
Variable Instrument No. of Sample items 

Hindering Job 

Demands (Cognitive 

job demands) 

Challenging Job 

Demands 

(Workload) 

Stress-Related 

Presenteeism 

Psychological Well-

Being 
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Author(s) items 

Cognitive demands Van Veldhoven & 

Meijman (1994) 

7 

 

 

Does your work demand a lot of concentration? 

Workload Karasek (1985) 11 Are you behind in your work activities? 

Stress-related 

presenteeism 

Gilbreath and Frew 

(2008) 

6 I spend a significant proportion of my workday 

coping with work stress 

Psychological well-

being 

Ryff (1995) 12 I have been feeling unhappy or depressed 

Data Collection Procedures 

400 questionnaires were distributed to full-time employees of the four selected commercial banks, i.e. 

United Bank Limited, Habib Bank Limited, Meezan Bank Limited, and Summit Bank Limited. The 

research design was time-lagged, and data were collected at two different points of time (i.e., T1 and 

T2) from the same respondents of these banks. The final sample size comprised 211 responses and the 

response rate was 52%. The respondents were managers working at various levels in banks with an 

average age of 32 years and an average work experience of 4-6 years. 70% of the total respondents 

were males with a minimum qualification of masters.  

Control variables 

The effects of age, experience, and job nature were controlled in this study. Several research studies 

and meta-analyses have revealed that these variables can have profound effects on psychological well-

being (see, for example, Pohling et al., 2016). 

Results 

Table 1 depicts the correlations of the study variables. The alpha reliabilities have been given in the 

parenthesis. All reliabilities were according to acceptable standards, and the correlation coefficients 

between the study variables also supported the hypotheses.   

Table: 1 Correlation and Reliabilities 

Note. N = 211; Alpha reliabilities are presented in parenthesis; T = “Time” 

* P < .05, ** p < .01 

Bootstrap for indirect effects of workload on psychological well-being through stress-related 

presenteeism (SRP) 
The results in Table 2 depict that challenging job demands (workload) harmed SRP (B = -.14, p < .05) 

(Hypothesis 3). SRP was negatively related to psychological well-being (B = -.36, p < .01) as shown 

in table 2 (Hypothesis 5). The direct impact of workload on psychological well-being was 

insignificant (B = .01, ns) (Hypothesis 1). The bootstrap indirect effect of workload on psychological 

well-being (B = 0.05) was significant through SRP as the bootstrapped confidence interval did not 

include a zero (CI: 0.01, 0.09). The results supported hypothesis 6.  

Bootstrap for indirect effects of cognitive job demands on psychological well-being through 

stress-related presenteeism (SRP) 
Cognitive job demands were positively related to SRP (B = .13, p < .05) as shown in Table 3 

(Hypothesis 4). SRP was negatively related to psychological well-being (B = -.36, p < .01) 

(Hypothesis 5). The direct impact of cognitive demand on psychological well-being was insignificant 

(B = -.02, ns) (Hypothesis 2). The bootstrap indirect effect of cognitive job demands on psychological 

No. Variable 1 2 3 4 5 6 7 8  

1 Age -  
       

 

2 Gender .23 
       

 

3 Job nature .16
**

 -.17
**

 
      

 

4 Education .19
**

   .02 .09 
     

 

5 Experience .83
**

 -.20
**

 .20
**

 .22
**

 
    

 

6 
Cognitive 

Demands (T1) 
.01   .19

**
 -.08 .02 .07 (.75) 

  

 

7 Work load (T1) .05 .04 -.04 .03 .07 .46** (.70)   

8 
Stress-related 

Presenteeism (T2) 
-.11

*
 .02 .12

*
 .06 -.06 .15

**
 -.11* (.81) 

 

9 
Psychological 

Well-being (T2) 
-.07 .02 -.02 .03 -.07 -.12* .15

**
 -.37* 

 

(.71) 



Challenging, Hindering Job Demands and Psychological Well-Being ………Sarwat, Ali & Khan 

__________________________________________________________________________________ 

140 

well-being (B = -0.05) was significant through SRP as the bootstrapped confidence interval did not 

include a zero (CI: -0.02, -0.09).  The results supported hypothesis 7. 

 

 

Table 2: Main effects, and mediation of stress-related presenteeism (SRP) in the relationship 

between workload and psychological well-being 

                                     Direct and Total Effects 

   B S.E T P 

SRP regressed on workload -.14 .06 -2.19 .02 

Psychological Well-being regressed on SRP -.36 .04 -7.8 .00 

Psychological Well-being regressed on workload .01 .05 .37 .70 

Bootstrap Results for Indirect Effect of IV on DV through MV (Bias Corrected Confidence Intervals) 

 Boot S.E LL 90% CI UL 90% CI  

Effect .050 .021 .01 .09   

Note. N = 211. Unstandardized regression coefficients are reported. Bootstrap sample size = 5,000. 

LL = lower limit; CI = confidence interval; UL = upper limit. Age, gender and experience were 

controlled in all analysis. 

Table 3: Main effects, and mediation of stress-related presenteeism (SRP) in the relationship 

between cognitive job demands and psychological well-being 

                                                 Direct and Total Effects 

   B S.E T P 

SRP  regressed on cognitive job demands .13 .06 -2.19 .02 

Psychological Well-being regressed on SRP -.36 .04 -7.91 .00 

Psychological Well-being regressed on cognitive job 

demands  

-.02 .05 -0.41 .67 

Bootstrap Results for Indirect Effect of IV on DV through MV (Bias Corrected Confidence Intervals) 

 Boot S.E LL 90% CI UL 90% CI  

Effect -.05 .02 -.02 -.09   

Note. N = 211. Unstandardized regression coefficients are reported. Bootstrap sample size = 5,000. 

LL = lower limit; CI = confidence interval; UL = upper limit. Age, gender and experience were 

controlled in all analysis. 

Discussion 

To date research on presenteeism has been lacking the integration of a proper theory (Johns, 2010). 

This presents some challenges for the researchers studying this phenomenon. Most research on 

presenteeism has been conducted from a health-related perspective (Cooper, 2016). The term 

sickness-related presenteeism which is defined as coming to work while ill has been used by the 

majority of researchers (Johns, 2012). Though are other types of presenteeism as well like non-work-

related presenteeism, in this study stress-related presenteeism was defined as when employees are 

physically present at their workplace, but their emotional energy is distracted from their job, 

preventing them from paying full attention to their jobs (Gilbreath & Karimi, 2012)?” 

The primary objective of this study was to examine the relationship of challenging and 

hindering job demands with stress-related presenteeism and its subsequent relation with psychological 

well-being using the job-demands resource model and conservation of resource theory. The workload 

was conceptualized as a challenging job demand and cognitive job demands were considered 

hindering job demands. 

The literature on the relationship between work demands and psychological well-being is well 

described. The present study examined the relationship between job demands and psychological well-

being. Job demands were classified as challenging and hindering since it is evident from previous 

research studied that all job demands are not equal and they can have differentiating effects on various 

outcomes. 

 The workload was conceptualized as a challenging job demands having positive effects on an 

individual’s well-being. When individuals take their workload as a challenge, they feel more engaged 

in their work since they believe that by completing this workload they will be able to achieve their 

work-related goals which will boost their personal growth having a positive effect on their well-being. 

The negative relationship between hindering job demands and psychological well-being was also 

accepted for cognitive job demands. The JD-R theory and subsequent studies have argued for the 
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negative effect of high cognitive demands and low resources on individual well-being (Bakker, 2011; 

Tadic et al., 2015). Cognitive demands are hindering the performance of employees and this can lead 

to certain stressful emotions subsequently affecting their well-being.  

Job-demands can play a crucial role both in the motivational and health impairment 

processes, job demands were classified as challenging (workload) and hindering (cognitive) in light of 

relevant literature (Tims et al., 2013; Albrecht, 2015) to study the differential effects of job demands 

on stress-related presenteeism. Support was found for the positive relation of cognitive demands and 

negative relation of the workload with stress-related presenteeism as hypothesized.  When demand is 

appraised as challenging, it promotes positive expectations of individuals and thereby will reduce 

stress-related presenteeism. Challenging demands are known to trigger the positive emotions of the 

individuals since they are seen as a means of achieving work-related outcomes, the individual expends 

more efforts and is ready to invest more energy to fulfill that demand, because of the overall positive 

outcome (Lazarus & Folkman, 1984; Crawford, Lepine & Rich, 2010). 

The results also supported a positive relationship between cognitive job demands and stress-

related presenteeism. Cognitive demands are a type of hindering demands since individuals have to 

expend more effort cognitively to fulfill such demands and this can increase their stress levels. 

Moreover, hindering job demands are negatively appraised by individuals and are considering 

threatening and creating obstacles for their personal growth (Lazarus & Folkman, 1984). When 

individuals face uncertainty at work they become less cognitively engaged since they do not know 

what they have to do at work and therefore will not be able to devote all their energies at work 

(Harter, Schmidt & Hayes, 2002) and hence will become victims of stress-related presenteeism.  

As hypothesized, stress-related presenteeism was negatively related to psychological well-

being. These results were in line with some research studies for example Karimi et al., (2015) found a 

negative relation between nurses well-being and SRP; Pohling et al., (2016) study supported the same 

results on a German sample of public sector employees and in a systematic review conducted by 

Skagen and Collins (2016) presenteeism in terms of productivity loss harmed the physical and mental 

health of individuals. 

The present study also tested the mediating role of stress-related presenteeism between 

challenging job-demands, hindering job-demands, and psychological well-being. The findings of this 

research offered evidence for mediation of stress-related presenteeism between cognitive demands, 

workload psychological well-being. Psychologically disturbing demands like cognitive demands were 

positively related to psychological stress which led to presenteeism. When individuals feel the 

pressure of cognitive demands their energies are depleted and this can result in distraction from the 

current task leading them to delay it and can also negatively affect their well-being. In a recent meta-

analysis conducted by Miraglia and Johns (2016) on the correlates of presenteeism, stressing job 

demands were found to be positively related to job stress and presenteeism and its negative effects on 

the overall health of an individual. Further, there is a whole stream of research findings that provide 

evidence for the positive relationship between job demands and stress and the negative relation of 

stress with an individual’s health (Crawford et al., 2010; Schaufeli & Taris, 2014). 

Practical Implications and Recommendations  

The current study presents several implications for practice. Specifically, managers should recognize 

the fact that all types of job demands that employees face in organizations do not necessarily create 

stress for them. Some jobs can be challenging and some can be hindering. Jobs should be designed in 

such a way that individuals take them as challenges, and work with full engagement without being 

distracted. However, if job demands are hindering, managers need to ensure that employees are 

provided sufficient resources to deal with those demands. By following such recommendations, 

managers may reduce the stress-related presenteeism and increase the psychological well-being of 

their employees, which can help make employees valuable resources for the organization.  

This study included only the bankers in the sample. Future researchers may include employees from 

other dynamic sectors and industries to test the same conceptual model. Similarly, the boundary 

conditions of the relationships examined in this study may be of interest to future researchers.       
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