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Abstract: This study has examined the impact of toxic leadership on stress and organizational commitment 

directly, while also indicating that coworker support has a moderating influence. Based on data collected through 

a questionnaire filled by 145 public health-setting nurses in Al-Muthanna Governorate, Iraq, a set of statistical 
methods (i.e., exploratory factor analysis, multi-path analysis, and structural equation modeling) were utilized. 

The results obtained through SPSS version 26 show that toxic Leadership increases job stress directly, and this 

stress, in turn, negatively affects the commitment to the organization in question. Further, toxic leadership does 
exert direct and indirect negative influences on organizational commitment through job stress. The results further 

add that coworker support serves as a moderator in this case, that support reduces the negative impact of toxic 

leadership on job stress and builds resilience among employees. Toxic leadership behaviors and support to lessen 
stress and improve employee commitment. The study hereby contributes to the prevailing literature on 

organizational behavior by focusing on the interplay between leadership behavior, stress dynamics, and social 

support; such insights would provide practical suggestions for healthier and more productive workplaces. 
Keywords: Toxic Leadership, Job Stress, Organizational Commitment, Coworker Support. 
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INTRODUCTION 
Toxic leadership poses a significant challenge 

in a modern organizational context due to certain 

negative behaviors that are associated closely with it and 

include bullying, narcissism, and belittling others, which 

harm both employees and organizations as well 

(Schmidt, 2014; Krasikova et al., 2013). Because toxic 

leaders can create stressful working conditions, 

employee burnout and job stress increase (Tepper, 2000; 

Mehta & Maheshwari, 2014). leadership defeats 

organizational performance by dampening employee 

morale, job satisfaction, and organizational citizenship 

behaviors (Einarsen et al., 2007; Ashforth, 1994). 

Research has shown that toxic leadership creates one of 

the probable states of job stress: the rise in stress and 

burnout is encouraged by toxic leaders because they 

nurture unsafe and difficult work conditions (Hochwarter 

et al., 2007; Aryee et al., 2008). According to Hobfoll in 

1989, the negative behaviors of toxic leaders’ empty 

employees' psychological resources, thus making them 

less capable of meeting the demands of the work 

(Hobfoll, 1989). On the other hand, organizational 

commitment is widely seen as a key factor in enhancing 

organizational effectiveness, which involves an 

employee's willingness and commitment to engage in 

initiatives to improve workflows and address challenges 

(Meyer & Allen, 1991). 

 

Toxic leadership represents a challenge to 

motivation and leads to diminished emotional attachment 

and a sense of belonging within the organization, eroding 

a person's commitment to it (Meyer & Allen, 1991; 

Tepper, 2000). of coworkers that could buffer the 

negative impact of toxic leadership on organizational 

commitment (Halbesleben, 2006; Kiewitz et al., 2016). 

Supportive future-focused colleague relationships that 

can mediate part of the stress caused by toxic leadership 

ensure a sense of belonging, commitment to the 

organization, and the ability of employees to remain 

committed even in the face of adverse conditions 

(Nielsen & Daniels, 2012; Chiaburu et al., 2014). Despite 

this evidence, little research exists. that examines the 

moderating variables that may buffer the relationship 

between toxic leadership and organizational 

commitment. There exists a very big gap to address how 

coworker support moderates the relationship between 

toxic leadership and job stress in preserving the 

organizational commitment of employees. 

 

The study intends to provide insight into how 

toxic leadership affects job stress and organizational 

commitment while assessing how this is moderated by 

colleague support. Such insights hope to provide a more 

robust notion of harm mitigation in workplace toxicity 

while maintaining organizational equilibrium. 

 

Toxic Leadership Concept 

Toxic leadership is perhaps one of the most 

widely talked about concepts in the last few decades that 

has attracted considerable attention within the purview of 

both organizational and psychological studies. This 

concept implies that toxic leadership essentially covers 

https://doi.org/10.5281/zenodo.14779926
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such leadership styles that are defined by negative 

behaviors that become detrimental to employees and 

detrimental to organizational performance (Lipman-

Blumen, 2005). 

 

Toxic leaders possess many characteristics, 

such as extreme narcissism or the willingness to control 

or manipulate others to fulfill their interests at the 

expense of the broader organization's purpose (Rosenthal 

& Pittinsky, 2006). Studies have shown that toxic 

leadership is not simply an individual phenomenon; it 

can also be affected by other organizational and cultural 

correlates that may spur such behavioral patterns in the 

organizations (Schmidt, 2014; Krasikova et al., 2013). 

Toxic leaders create a toxic work environment. 

characterized by tension and distrust that poisons the 

relationship between employees and damages morale 

(Einarsen et al., 2007). According to the resource 

conservation theory developed by Hobfoll (1989), toxic 

behaviors contribute to the depletion of employees’ 

psychological resources such as emotional energy and 

motivation, which increases job stress levels and reduces 

their ability to perform effectively.  Studies show that 

toxic leadership affects organizational functioning in the 

form of increased turnover, decreased job satisfaction, 

deterioration of productivity, and weakened 

organizational commitment (Tepper, 2000; Mehta & 

Maheshwari, 2014; Meyer & Allen, 1991). 

 

Though toxic leadership has many negative 

aspects to offer, more and more work is being devoted to 

finding out what can reduce these effects (Padilla et al., 

2007). One such factor is coworker support, which plays 

an important role in enhancing psychological resilience 

among employees (Nielsen & Daniels, 2012). Positive 

relationships among coworkers constitute psychological 

and social support that assists in providing a buffer for 

workers from such challenges posed by toxic leaders 

(Halbesleben, 2006). Research indicates that coworker 

support reduces the impact of toxic leadership on stress 

levels, as well as adds to positive behaviors, including 

organizational commitment and job engagement 

(Chiaburu & Harrison, 2008; Nielsen & Daniels, 2012).  

 

The fundamental difference separating toxic 

leadership from other leadership styles may be located in 

transformational leadership, which seeks to promote 

creativity and positive motivation among employees 

(Bass & Riggio, 2006). While transformational 

leadership has positive outcomes such as performance 

improvement and enhanced organizational belonging, 

toxic leadership debilitates those elements leading to 

counterproductive results (Bass, 1985; Schyns & 

Schilling, 2013). Hence, it becomes vital to produce 

appropriate organizational strategies to cope with this 

problem such as enhancing rationality and offering 

training in skilled positive leadership (Padilla et al., 

2007). Toxic leadership is a major challenge that calls for 

a thorough understanding of its impacts and mechanisms 

to combat it (Schyns & Schilling, 2013). Researching the 

phenomenon from multiple perspectives presents a 

significant challenge that allows researchers and 

practitioners to provide practical recommendations to 

improve working conditions and reduce the negative 

impact of toxic leaders on individuals and organizations 

(Einarsen et al., 2007). 

 

Job Stress 

Job stress is among the important phenomena 

that have become topics of researchers' concern in the 

organizational psychology and management fields 

(Cooper et al., 2001). It is the state of psychological and 

physical strain that develops when work demands exceed 

the resources available to the employee to deal with it 

effectively (Karasek, 1979). Job stress could amount to 

many factors such as workload excessiveness, role 

conflict or ambiguity, and negative relational aspects in 

the workplace. (Beehr & Newman, 1978; Cooper et al., 

2001). Job stress was developed into a more multi-

dimensional stress phenomenon that would be studied 

not only at the level of a person but could also be widely 

disseminated to affect organizational and personal well-

being (Beehr & Newman, 1978). Job stress causes lower 

work satisfaction in the impacted employee, and 

absenteeism rates and job turnover rates may be 

increased (Spector & Jex, 1998). 

 

In addition, job stress is a prominent contributor 

to job burnout. The major effect of chronic stress 

(Maslach & Leiter, 2016). It is important to comment that 

job stress does not have unhealthy effects only on the 

individual but is infectious to the entire organization. 

When employees are continuously stressed, it negatively 

affects their productivity, quality of work, relationships 

with fellow employees, and cooperation in general 

(Hobfoll, 1989; Bakker & Demerouti, 2007).  The 

damaging impact of job stress and empower employees 

to effectively cope with it (Schaufeli & Bakker, 2004). In 

contrast to that, individuals differ in how they respond to 

job stress. Some employees seem to exhibit 

psychological resilience that renders them capable of 

adapting to challenges, while others seem to experience 

more negative results (Lazarus & Folkman, 1984). Thus, 

knowledge about an individual's experience of stress, as 

well as the support that one provides, is critical. 

enhancing the work environment and reducing levels of 

stress (Lazarus & Folkman, 1984). There is, in 

consideration of the above points, importance in the 

recent studies to the increase of generating organizational 

strategies that cope with job stress; creating a balance 

between work and life, together with minimal training 

sessions for development of time management and 

conflict resolution skills (Greenhaus & Powell, 2006; 

Sonnentag & Frese, 2012). Fostering an organizational 

culture of transparency and open communication may 

also break down a wall of tension and promote a sense of 

belonging among the employees (Greenhaus & Powell, 

2006). 

 

Organizational Commitment 
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Organizational commitment is a crucial concept 

in the literature on organizational psychology and 

management, denoting an employee's sense of 

connection and loyalty towards the organization and their 

readiness to pour in extra efforts to achieve its goals 

(Meyer & Allen, 1991). Organizational commitment is 

regarded as among the primary variables in the 

effectiveness of an organization, as in its direct effects on 

job turnover rates, job satisfaction, and performance 

levels. (Mathieu & Zajac, 1990; Allen & Meyer, 1996). 

It is the three-fold framework postulated by Meyer and 

Allen (1991) that defines organizational commitment. 

First, there is a method known as affective commitment, 

which reflects an employee’s emotional attachment to 

the organization, characterized by a sense of belonging 

and a desire to remain part of it due to positive feelings 

of loyalty and alignment with organizational values 

(Meyer & Allen, 1991). Continuance commitment exists 

concerning the structural perception of the workman on 

the cost associated with leaving the job, whether it is 

steady or moral. A third type of organizational 

commitment is normative commitment, attributed to the 

employee by a sense of duty to remain associated with 

the organization (Jaros, 1997). The previous research 

indicates that organizational commitment is influenced 

by personal and organizational variables such as 

organizational justice, leadership support, growth and 

development opportunities, and workplace culture 

(Meyer et al., 2002; Podsakoff et al., 2007). behave in 

supportive and responsive ways, they enhance their 

employees' affective commitment, which improves the 

relationship between employees and the organization 

(Eisenberger et al., 2001). 

 

Moreover, organizational commitment plays an 

important role in employees' stress reactions. Employees 

are better adapted to such work environments where 

stress levels are high when they feel a sense of belonging 

and loyalty as protective buffers against negative 

stressors (Schaufeli & Bakker, 2004). On other 

occasions, continuance commitment can exacerbate 

stress levels when the employee wants to stay in an 

unfavorable environment due to the costs associated with 

leaving (Hobfoll, 1989). Strategies to enhance 

organizational commitment are important in improving 

the work environment. Strategies include professional 

development, an organizational culture based on 

transparency and trust, and nurturing inter-employee 

positive relationships (Allen & Shanock, 2013; Colquitt. 

et al., 2001). Leaders play a key role in creating 

commitment through supportive work settings that 

motivate employees to reach their fullest potential (Bass 

& Riggio, 2006). 

 

In summation, organizational commitment is a 

pivotal construct with which organizational performance 

can be influenced and the adverse effects associated with 

job stress alleviated, contributing to a more conducive 

and sustainable work environment. 

 

Coworker Support 

Coworker support can be regarded as one of the 

most important factors that could act positively on the 

well-being of an employee and performance in the 

workplace (Halbesleben, 2006). It means the extent to 

which the colleagues provide psychological, social, and 

practical support to each other that can help mitigate 

some of the stress that results from challenges presented 

at work (Chiaburu & Harrison, 2008). Social support 

provided by colleagues is an important complementary 

input into psychological resilience to combat the effects 

of toxic leadership and work pressure by enhancing 

belongingness and team alignment (Halbesleben, 2006). 

Studies show that coworker support directly influences 

improving job performance and reducing burnout 

(Halbesleben & Wheeler, 2015), as colleagues can assist 

one another in providing emotional support in meeting 

daily challenges and stressors (Bacharach & Bamberger, 

2007). Positive collegial relationships foster trust and 

mutual respect, which enhances teamwork. enhances the 

quality of communication and cooperation within the 

work environment (Nielsen & Daniels, 2012). 

 

Conversely, coworker support is a significant 

buffer against toxic leadership (Nielsen & Einarsen, 

2012). In toxic leadership contexts, peer support may 

moderate the association between leadership and job 

stress (Kiewitz et al., 2016) because employees provide 

one another with sources of encouragement, guidance, 

and inspiration. Research has indicated that strong peer 

support networks. enhance the ability of employees to 

cope with the stressors of negative leadership behaviors, 

reducing stress and burnout (Viswesvaran et al., 1999); 

By organizing training sessions centered on social skills 

and motivating employees to build collaborative 

relationships (Salas et al., 2012), mitigate few negative 

effects of toxic leadership. Job stress can be reduced, thus 

opening up a better working environment (Chiaburu et 

al., 2014).  Accordingly, Dutton and Ragins (2007) 

recommended that organizations encourage the creation 

of a supportive work culture that fosters positive 

relationships among colleagues.  

 

Toxic Leadership and Job Stress. 

Concerning behaviors defined as destructive-

such as authoritarianism, manipulation, and public 

humiliation leaders create an environment marked by 

fear, mistrust, and conflict (Schmidt, 2014; Krasikova et 

al., 2013). As an example, according to Tepper (2000), 

abusive supervision, one of the main components of toxic 

leadership, is linked to increased psychological strain 

and emotional exhaustion among employees. This is 

mainly because of the negative perceptions that pervade 

the workplace, which is replete with a lack of support 

from the leader that drains employees of their 

psychological resources (Hobfoll, 1989). Research 

shows that toxic leadership behaviors further increase 

stress at work by compromising employees' 

independence and competence (Einarsen et al., 2007). 
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For instance, abusive leaders tend to make 

unreasonable demands, deliver unreliable feedback, and 

criticize employees publicly, which aggravates the 

employees' current level of stress (Aryee et al., 2008; 

Ashforth, 1994). Additionally, toxic leadership cultivates 

hopelessness and loss of control over work conditions 

among employees, contributing to a possible increase in 

psychological burden (Schyns & Schilling, 2013). The 

Conservation of Resources (COR) theory (Hobfoll, 

1989) explains the Toxic Leadership-Job stress 

connection. These sets of individuals are in the process 

of some forms of resource conservation like time, 

energy, and emotional stamina. 

 

A toxic leadership work environment may steal 

from such psychological resources in a high-demand and 

low-support setting, leading to employees' inability to 

cope with work-related stress (Halbesleben, 2006; 

Kiewitz et al., 2016). There is a plethora of research that 

manifests the connection between toxic leadership and 

job stress. 

 

Most notably, Aryee et al. (2008) have 

presented findings that abusive supervision leads 

employees to emotional exhaustion and anxiety. about 

their jobs. In the meta-analysis that was carried out, 

Schyns and Schilling (2013) found every destructive 

leadership behavior has, in one way or the other, 

influenced employee stress and burnout adversely. 

Likewise, Mehta and Maheshwari (2014) proved that 

toxic leadership behaviors harass the employees' psyche, 

which is often evident from absenteeism on the part of 

the latter and lower productivity of the workforce. 

Besides this, the social isolation in the work 

environment. causes further effects on the employees 

who suffer from stress all because of toxic leadership. 

Employees who work under toxic leaders generally 

report lesser chances of collaboration and 

communication, emphasizing greater isolation and stress 

on the employees during that time (Chiaburu & Harrison, 

2008; Nielsen & Daniels, 2012) 

 

The absence of supportive networks does not 

help the employees develop coping abilities; therefore, 

they become susceptible to adverse work environments 

(Halbesleben & Wheeler, 2015) In short, it can be said 

that toxic leadership feeds into job stress by creating an 

environment of hostile to work, draining psychological 

resources and providing little or no social support. The 

vast body of related research pertains to further stress on 

the importance of eradicating such toxic behavior by 

leadership, thereby ensuring organizational well-being 

and employee health. 

 

H1: Toxic Leadership Positively Impacts Job Stress. 

 

Toxic Leadership and Organizational Commitment 

Toxic leadership has a viciously anti-

organizational commitment effect. It minimizes 

organizational commitment, each facet with distinct 

importance, in attracting and retaining employees. Meyer 

and Allen's (1991) model of organizational commitment 

comprises three dimensions: affective (commitment and 

emotional connection to the organization), continuance 

(perceived costs associated with leaving the 

organization), and normative commitment (feeling 

obligated to stay). These dimensions are eroded. through 

the development of a hostile environment by toxic 

leadership, which hampers trust, satisfaction, and 

engagement of employees with the organization. 

 

Research has shown that employees under 

coercive leadership have diminished levels of affective 

commitment due to emotional and psychological stress 

caused by abusive supervision behaviors and other 

negative factors (Tepper, 2000). Toxic leaders create a 

culture of fear, criticism, and favoritism that interferes 

with the emotional ties between the employees and the 

organization (see Einarsen et al., 2007). Employees 

consequently find themselves alienated and disconnected 

from the organization; this lessens their readiness to 

invest themselves in the organization (Schyns & 

Schilling, 2013). 

 

Continuance commitment is also harmed. The 

very employees under toxic leadership might weigh such 

costs of deepening mental health issues or career 

stagnation against the benefits of remaining in a notably 

unhealthy work environment (Ashforth, 1994; Martinko 

et al., 2007). Such perception hence leads to higher 

turnover intention and less motivation among employees 

to put meaningful efforts toward contributing to the 

organization (Mehta & Maheshwari, 2014). Equally, 

knowledge of toxic leadership in modern organizational 

environments destroys normative commitment by 

showing disregard for the existing psychological contract 

between the employees and the organization. 

 

 Infer that the organization did not fulfill its 

commitment to provide them with a safe and supportive 

work environment (Krasikova et al., 2013). Such 

undermining of trust eventually reduces the current 

willingness of employees to enact a more permanent 

loyalty toward the organization (Kiewitz et al., 2016). 

Numerous empirical studies confirm that toxic 

leadership reduces employees' organizational 

commitment. Schyns and Schilling (2013) meta-

analyzed that destructive leadership correlates. 

negatively with very low levels of commitment across all 

dimensions of commitment. In a like manner, Aryee et 

al. (2008) that abusive supervision correlates negatively 

with organizational citizenship behavior, reiterating its 

adverse effect on the extent of the willingness of 

employees to exert extra effort for their organization. 

 

In summary, toxic leadership damages 

organizational commitment through distrust, lack of 

emotional attachment, and a lack of desire to remain with 

the organization. Toxic leadership is essential in the 

recruitment and retention of employees whose 
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organizational commitment largely determines employee 

performance and the development of the organization. 

 

H2: Toxic Leadership Negatively Affects 

Organizational Commitment. 

 

Job Stress as A Mediating Variable 

Job stress is the crucial mediator that intensifies 

work-related negative influences of toxic leadership on 

organizational commitment. Also, according to the 

Conservation of Resources (COR) theory (Hobfoll, 

1989), employees attempt to protect and gather 

resources: emotional energy, time, and support to create 

a balance between these work demands. On the contrary, 

toxic leadership destroys these resources and thus leads 

to the rise of job stress (Halbesleben, 2006). further auto 

reinforces the negative impacts of toxic leadership by 

lowering employees' organizational commitment. 

Micromanagement, favoritism, and public criticism by 

toxic leaders result in job stress by nullifying autonomy 

and control over employees' work. 

 

Job stress stokes low affective commitment 

from employees as they feel unsupported and devalued 

(Tepper, 2000; Aryee et al., 2008). Also, it counteracts 

career advancement opportunities and weakens the 

normative commitment. employees to the organization 

(Schyns & Schilling, 2013). The higher the stress, the 

more likely employees would start separating themselves 

from organizational goals and start seeing the workplace 

as a source of psychological and emotional strain instead 

of their personal development (Mehta & Maheshwari, 

2014). This withdrawal is typically connected to turnover 

intentions and reluctance to invest further into the 

organization (Einarsen et al., 2007). There is supportive 

existing research. suggesting that job stress acts as an 

amplifier between toxic leadership and reduced 

organizational commitment. 

 

High levels of stress, therefore, would 

ultimately render the employees less resilient and able to 

cope, making them more susceptible to the negative 

effects of toxic leadership (Halbesleben, 2006). In a 

similar vein, Schyns and Schilling (2013) showed that 

stress mediates the relationship between destructive 

leadership and organizational outcomes such as 

commitment and turnover. The interplay between toxic 

leadership, job stress, and organizational commitment 

serves as a reminder that stressors in the workplace 

should be minimized. Job stress acts as a buffer, 

increasing the negative impact. of toxic leadership and 

reducing organizational commitment via emotional, 

continuance, and normative ties to the organization. 

Taking on the dual challenges of toxic leadership and job 

stress is essential for a committed and engaged 

workforce. 

 

H3: Job Stress Amplifies the Impact of Toxic Leadership 

on Decreased Organizational Commitment. 

 

Coworker Support as Moderates Between Toxic 

Leadership and Job Stress 

Support from coworkers constitutes an 

important resource in minimizing the effects of toxic 

leadership on job stress. Coworkers had the 

psychological and social support that provided colleague 

support to foster a sense of belongingness and positive 

hope for employees (Chiaburu & Harrison, 2008). This 

acts as a buffer against the added job stress caused by 

toxic leadership behaviors such as authoritarianism, 

manipulation, and public criticism, providing emotional 

support and practical help. solutions. Toxic leadership 

creates mistrust and hostility and thus, among other 

causes, has been noted to be a great contributor to stress 

among employees (Tepper, 2000; Einarsen et al., 2007). 

 

Such environments make coworker support a 

protective factor in that it facilitates collective sharing of 

fears and feelings of loneliness, thus enabling employees 

to develop effective coping techniques (Nielsen & 

Daniels, 2012). This support moderates between toxic 

leadership and the level of stress, enabling the employees 

to have emotional and instrumental assets that will help 

them manage their challenging working conditions 

(Viswesvaran et al., 1999). The Conservation of 

Resources (COR) theory (Hobfoll, 1989) provides the 

theoretical background for understanding how coworker 

support buffers the effect of toxic leadership on job 

stress. The theory describes that individuals with salient 

social support tend to save their emotional and 

psychological resources better and are less affected by 

stressors derived from toxic leadership (Halbesleben, 

2006). Coworker support not only exerts a moderating 

influence over the effects of stress but also encourages 

the ability of employees to give attention to the favorable 

aspects of their roles and duties in the organization 

(Kiewitz et al., 2016). 

 

There exists strong, consistent empirical 

evidence for moderating the effects of coworker support 

across toxic working environments. Chiaburu and 

Harrison (2008) described coworker support as very 

important. important in lowering job stress, mainly 

through establishing collegial trust and supportive 

relationships. Nielsen and Daniels (2012) provided 

supporting evidence that among the employees who 

experienced toxic leadership, it was shown that 

supportive peers boost their psychological well-being. 

Halbesleben and Wheeler (2015) stated that coworker 

support provides resource recovery and gives employees 

the means to deal better with adversities in the 

workplace. supervision, Aryee et al. (2008) noted that 

coworker support increased emotional exhaustion by 

buffering together with the damaging effects of toxic 

leadership. In another study, Schyns and Schilling (2013) 

conducted a meta-analysis that confirmed that social 

support buffered the effects of stress and promoted 

resilience among followers of destructive leadership 

behaviors. Coworker support represents a key 

moderating variable in relationships between toxic 
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leadership and job stress. emotional and instrumental 

resources necessary to manage the stressors in the 

workplace, it allows the employee to perform at their best 

while maintaining their well-being. This reminds 

organizations of the importance of creating a supportive 

organizational culture in minimizing the impact of toxic 

leadership. 

 

H4: Coworker Support Moderates the Relationship 

Between Toxic Leadership and Job Stress 

 

Coworker Support as Moderates Between Job Stress 

and Organizational Commitment 

Coworker support serves as a key moderating 

factor in the influence of job stress on organizational 

commitment. Job stress is generally characterized by 

excessive workload, with ambiguities in role 

assignments and, at the same time, conflict, leading to 

reductions in three types of commitments: affective, 

continuance, and normative (Meyer & Allen, 1991). 

Nevertheless, strong coworker support may mitigate the 

consequences of stress by providing employees with 

emotional and practical resources. that help them deal 

with workplace stressors (Kiewitz et al., 2016). 

Employees perceive support from coworkers as an 

important motivating factor to continue their 

commitment to that organization despite the stress 

encountered (Halbesleben & Wheeler, 2015). 

 

This support provides a feeling of 

belongingness, reduces loneliness, and offers 

constructive assistance. to address challenges caused by 

stress (Chiaburu & Harrison, 2008). Research indicates 

that coworker support significantly buffers individuals' 

stress, preserving their commitment to the organization. 

Kiewitz et al. (2016) describe that coworkers who 

provide strong social support enable their fellow 

employees' organizational commitment to remain high. 

Similarly, Halbesleben and Wheeler (2015) reported that 

colleagues' support of resource recovery proved 

invaluable in allowing employees to redirect their focus 

to their jobs and remain committed regardless of any 

stress levels. A meta-analysis by Chiaburu et al. (2014) 

showed that coworker support mitigates the effect of job 

stress on various organizational outcomes such as 

commitment. Moreover, Viswesvaran et al. (1999) 

showed that employees with peer support cope better 

with stressors while reducing their turnover intention. 

This finding supported Hobfoll's (1989) COR theory, 

which stresses the importance of social support. 

conserving emotional and psychological resources 

during stressful parts of time. Coworker support 

moderates the relationship between job stress and 

organizational commitment by providing employees 

with the resources they need to cope with the stress from 

the workplace successfully. This signifies the kind of 

environment that should be afforded to the organization 

to obtain a powerful defense against stress and bring 

about long-term commitment from employees. 

 

H5: Coworker Support Moderates the Relationship 

Between Job Stress and Organizational Commitment 

 

These hypotheses provide fertile ground for 

investigating the interplay between toxic leadership, job 

stress, coworker support, and organizational 

commitment in work settings. Insights gained from 

examining these relationships contribute to 

understanding the dynamics of the dark side of 

leadership, ultimately supporting strategies to mitigate 

workplace toxicity and enhance overall organizational 

commitment. 

 

 
Figure 1: Research Model. 

 

METHODOLOGY 
Participants and Procedures 

The study population consisted of 145 nurses 

selected from the public health sector in Muthanna 

Governorate. Participants were contacted to participate 

in the study. The purpose and nature of the study were 

clearly explained to the participants before the 

questionnaire was distributed. They were also assured 

that their responses would be confidential and 

anonymous. The study included toxic leadership, job 

stress, organizational commitment, and coworker 

support as outcome measures. A pilot study was 

conducted on the surveyed questionnaire to test its 

validity. The pilot study was based on discussions 

conducted with a group of seven management professors. 

The survey questionnaire was administered to twenty-

five participants primarily to obtain feedback on 
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improvements that were then incorporated into the tested 

instrument. 

 

Sample 

In total, 170 nurses were invited according to 

the study method. Of these, 145 nurses completed the 

survey, resulting in a completion rate of 85%. To reduce 

bias in responses, the researchers used subordinate 

reports to report on toxic leadership. This has been 

encouraged by experts in the field to ensure accurate and 

reliable data. Table 1 presents the demographic 

characteristics of the sample, while Table 2 contains the 

means, standard deviations and correlation coefficients 

for the variables. 

 

Table 1: The Demographic Features of The Sample 

Category Subcategory Frequency Percentage (%) 

Age 

18-25 24 16.67 

26-35 58 40 

36-45 29 20 

46-55 34 23.33 

Gender 
Male 110 75.86 

Female 35 24.14 

Education Level 
High School 30 20.69 

Diploma 50 34.48 

 Bachelor's 65 44.83 

Experience 

1-5 years 40 27.59 

6-10 years 35 24.14 

11-20 years 50 34.48 

21+ years 20 13.79 

 

Table 2: Means, Standard Deviation and Correlations. 

Variable Mean SD TL JS OC CS 

Age 40.2 8.5     

Gender 0.07 0.25     

Experience 14.5 7.8     

Toxic Leadership (TL) 4.2 0.95 (0.89)    

Job Stress (JS) 4.87 1.01 -0.452** (0.91)   

Organizational Commitment (OC) 5.12 0.94 -0.387** -0.467** (0.87)  

Coworker Support (CS) 5.22 0.89 -0.325** 0.498** 0.625** (0.88) 

NOTE: n=145. **Correlations are significant at the 0.01 level; *Correlation is significant at the 0.05 level. () 

Cronbach’s Alpha, Reliability values are given in bold parenthesis. 

 

Toxic Leadership 

The researchers assessed toxic leadership using 

a modified version of the Toxic Leadership Scale (TLS) 

developed by Schmidt (2008). The scale included 15 

items across five dimensions: Authoritarianism, 

Narcissism, Self-Promotion, Intimidation, and 

Unpredictability. Sample statements included, “My 

manager often belittles subordinates in public” and “My 

manager behaves inconsistently and unpredictably.” 

Employees rated their leaders' toxic behaviors using a 5-

point Likert scale ranging from 1 (strongly disagree) to 5 

(strongly agree). The scale demonstrated high internal 

consistency, with a Cronbach's alpha of 0.914.  

 

Job Stress 

Job stress was measured using the Perceived 

Stress Scale (PSS) developed by Cohen et al. (1983). The 

scale included 10 items designed to capture employees' 

perceived stress. Sample statements included, “I feel 

overwhelmed at work” and “I have difficulty managing 

my workload.” Employees rated their perceptions on a 5-

point Likert scale ranging from 1 (never) to 5 (very 

often). The scale exhibited strong internal consistency, 

with a Cronbach's alpha of 0.892. 

 

Organizational Commitment 

Organizational commitment was assessed using 

Meyer and Allen’s (1991) Organizational Commitment 

Scale. The scale consisted of 12 items representing three 

dimensions: Affective Commitment, Continuance 

Commitment, and Normative Commitment. Sample 

statements included, “I feel a strong sense of belonging 

to my organization” and “I would feel guilty if I left my 

organization now.” Responses were rated on a 5-point 

Likert scale ranging from 1 (strongly disagree) to 5 

(strongly agree). The scale demonstrated high internal 

consistency, with a Cronbach's alpha of 0.910. 

 

Coworker Support 

Coworker support was measured using the 

Social Support at Work Scale (SSWS) developed by 

Karasek and Theorell (1990). The scale included 8 items 

that measured employees' perceptions of the support they 

receive from colleagues. Sample statements included, 

“My coworkers are willing to listen to my problems” and 

“I feel encouraged by my coworkers.” Responses were 

recorded on a 5-point Likert scale ranging from 1 
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(strongly disagree) to 5 (strongly agree). The scale 

exhibited a Cronbach's alpha of 0.903. 

 

Table 3 presents the confirmatory factor 

analysis (CFA) results and internal consistency testing 

for all variables. 

 

Table 3: Results of Confirmatory Factor Analysis and Internal Consistency Testing 

Variable Item t-value Factor Loadings 

Toxic Leadership 

Cronbach’s Alpha = 0.914 

TL1 9.011 0.745 

TL2 8.932 0.732 

TL3 9.087 0.756 

TL4 8.913 0.74 

TL5 9.214 0.758 

TL6 8.781 0.729 

TL7 9.005 0.749 

TL8 8.856 0.735 

TL9 9.192 0.762 

TL10 8.893 0.742 

Job Stress 

Cronbach’s Alpha = 0.892 

JS1 8.623 0.735 

JS2 8.511 0.723 

JS3 8.934 0.747 

JS4 8.841 0.739 

Organizational Commitment 

Cronbach’s Alpha = 0.910 

OC1 9.102 0.759 

OC2 9.045 0.754 

OC3 8.992 0.743 

OC4 9.023 0.751 

Coworker Support 

Cronbach’s Alpha = 0.903 

CS1 8.891 0.748 

CS2 8.812 0.733 

CS3 9.054 0.758 

CS4 8.913 0.74 

 

Table 4: Results 

Path 
Direct 

Effect 

Indirect 

Effect 

Total 

Effect 
p-value R² 

Toxic Leadership → Job Stress -0.45 - -0.45 0.000 0.20 

Job Stress → Organizational Commitment -0.40 - -0.40 0.000 0.25 

Toxic Leadership → Organizational Commitment -0.35 -0.18 -0.53 0.000 0.30 

Coworker Support → Job Stress -0.30 - -0.30 0.000 0.18 

Moderation (TL × CS → Job Stress) -0.15 - -0.15 0.003 0.15 

 

The results of the path analysis presented in 

Table (4) provide important insights into the 

relationships between the model variables. They show 

that toxic leadership significantly increases job stress; the 

more toxic leadership, the higher the levels of job stress. 

Similarly, job stress limits and negatively affects 

organizational commitment, which is an important 

indicator of its role as a critical mediator in the model. 

The overall effect of toxic leadership on organizational 

commitment combines both direct and indirect negative 

effects through job stress, resulting in a stronger negative 

effect. Furthermore, coworker support reduces job stress 

and directly impacts it, suggesting its role in mitigating 

stress levels in the presence of toxic leadership. 

Moderation analysis confirms that coworker support 

moderates the relationship between toxic leadership and 

job stress, meaning that coworker support mitigates the 

negative effects of toxic leadership on stress. These 

results highlight the complex interaction between toxic 

leadership, job stress, coworker support, and 

organizational commitment, providing evidence for the 

importance of addressing leadership styles and fostering 

supportive work environments to enhance organizational 

outcomes. 

 

DISCUSSIONS AND 

CONCLUSIONS 
Research Findings 

The researcher concluded that toxic leadership 

increases the stress faced by workers and thus lowers 

their commitment to their organizations. This means that 

job stress serves as a mediating variable, which, in 

interaction with toxic leadership, inflates the deleterious 

effect on loyalty and belongingness to organizations. 

Besides, toxic leadership decreases organizational 

commitment directly, and its overall effect is both direct 

and indirect through job stress. Coworker support plays 

an important role in this dynamic. challenge in 

organizations that toxic leadership poses and 

simultaneously necessitates the development of 

coworker support as a protective variable. 

 

Theoretical Implications  
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The findings have theoretical implications 

involving the unique interplay of toxic leadership, job-

related stress, coworker support, and organizational 

commitment. In particular, this research makes a 

contribution to the theories of leadership and 

organizational behavior by focusing on how toxic 

leadership bears upon organizational outcomes in a 

dualistic sense: it directly undermines commitment and 

indirectly magnifies job stress. 

 

The meddling job stress mediating variable. 

integration of positive synergies into theories of stress, 

including the COR theory, in order to fully explain how 

detrimental behaviours in leadership settings result in a 

diminishing effect on employee psychological resources. 

Further moderation-search contribution arises from the 

construct of coworker support, which adds useful 

evidence to theories of social exchange and support by 

showing that positive interpersonal relationships can 

buffer the ill effects of toxic leadership. This suggests 

that coworker support is not only an individual resilience 

factor, but also a critical organizational resource that 

balances the adverse impact of toxic leadership. 

 

Managerial Implications  

This finding implies managerial implications 

that provide a guide for organizations looking to combat 

toxic leadership and foster a healthy, productive work 

environment. Prioritizing the elimination of toxic 

leadership is, therefore, a demand for management. 

Others include anonymous employee feedback systems, 

redesigning performance reviews to assess leadership 

styles, and requiring behavioral assessments for 

managers. The programs should be aimed at validating 

positive leadership qualities such as empathy, 

accountability, and ethical decision-making while 

surrounding toxic leadership qualities like intimidation 

and narcissism with a great deal of contempt. The 

organization should also make clear the intent behind and 

punishment for any destructive leadership actions, as this 

reduces the opportunity that a toxic leader has to harm 

others. 

 

Second, coworker support is vitally important 

because it acts as a protective buffer against toxic leaders' 

detrimental impact on job stress. Managers should 

promote a culture defined by collaboration and support 

in their organizations by encouraging a culture of 

teamwork, open communication, and peer recognition. 

Put together team-building activities, peer mentorship 

programs, and informal social interaction avenues that 

strengthen ties among employees and allow them to offer 

one another emotional and practical support in stressful 

environments. 

 

Third, organizations need to act on job stress 

because it is a mediating mechanism through which 

Toxic leadership affects commitment to the organization. 

Providing stress welfare resources, such as general 

wellness programs, mental health programs, and flexible 

work arrangements, increases employees' ability to 

respond well to adverse situations while remaining 

happier about their jobs. Managers should monitor for 

sharing of work fairly and ensure that the employees 

have the authority and means to perform effectively. 

 

Finally, managers must acknowledge the role of 

effective organization. commitment in intrinsically 

driving performance and membership retention. This 

would insulate organizations firmly against toxic 

leadership and necessitate job stress level increases in the 

provision of certain support for coworkers. These 

strategies will not only enhance individual well-being but 

also strengthen organizational performance and esteem, 

hence controlling turnover. 

 

These findings indicate that a holistic approach 

involving a series of interventions against toxic 

leadership and stress, and effective support from peers 

should become the cornerstone of organizational 

policies, along with strategic leadership. Incorporating 

such strategies would also help in creating supportive 

and high-performing organizations that continue to 

enhance the health of employees and the well-being of 

the organization. 

 

Limitations And Recommendation for Future 

Research  

Notwithstanding its contributions to knowledge 

about toxic leadership, job stress, coworker support, and 

organizational commitment, this study extends its gaze 

toward several limitations that are conspicuous in future 

research directions. First, the cross-sectional nature of 

the study precludes the establishment of directionality 

among the variables. Longitudinal designs would allow 

future studies to better account for the time-related 

effects of toxic leadership and coworker support 

moderators. The reliance on self-reported data has the 

potential to introduce bias, such as social desirability or 

common method variance. Future studies might attend to 

such multi-source data-gathering efforts, including 

evaluations made by peers or supervisors, which would 

further fortify the findings of this research. Exploring 

these relationships in multiple cultural and 

organizational contexts would be beneficial, as 

leadership styles and workplace dynamics are culturally 

and. industry-driven. This study has mainly focused on 

coworker support as a moderator. Future research could 

look into other possible moderating factors, such as 

organizational justice, resilience, leadership training 

programs, and so forth. Lastly, personality differences or 

emotional intelligence that influence variations among 

employees while perceiving and responding to bad 

leadership are generally not put in the limelight by the 

study. It would add to the nuance of understanding the. 

relationships under review in future studies if those 

individual differences could be highlighted.  If these 

limitations can be attended to in future studies, quite a bit 

more insight could be generated about workplace toxicity 
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and its implications for organizational outcomes moving 

forward - theoretically and practically. 

 

CONCLUSIONS  
The present study indicates that toxic leadership 

creates a negative environment in the workplace while 

allowing for job stress to rise and loyalty to leave. This 

type of toxicity concerning leadership is earmarked by 

behaviors clear in intimidation, inconsistency, and 

narcissism; this creates a negative environment in the 

workplace, thus raising stress levels for employees while 

also lowering their allegiance to the organization. The 

findings also suggest that job stress exhibits a mediating 

effect that serves to increase adverse consequences 

divided through toxic leadership on organizational 

commitment, arguing that mediating stress might be 

useful to control toxic leadership. 

 

Currently, nothing is more important than 

buffering support at the workplace. Support from team 

members directly relates to job stress and helps ease the 

relationship between toxic leadership and job stress, 

which could mitigate the effects of toxic leadership. 

supporting each other to do away with toxic leadership 

experiences, thus maintaining organizational 

commitment among staff. This amplifies the importance 

of creating a work culture founded on mutuality and 

support, whereby employees share their experiences 

while resonating and helping one another out. These 

findings beautifully characterize the complicated 

interplay between leadership, stress, and support systems 

in the workplace. 

 

Great emphasis was placed on the vision of 

organizational behavior concerning toxic leadership and 

protective support in light of coworker support. This 

means that practical interventions can help prevent toxic 

leadership, principally when supported by organizational 

structural change. The findings thus provide a 

groundwork for other researchers to further engage to 

promote the quality of life for employees and heightened 

organizational growth. 
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