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Disclaimer

e Presenters have no conflicts to report




Objectives
e Understand Psychological Capital (PsyCap), its history & components

e Understand related theories: Conversation of Resources (COR) &
Broaden and Build Theory

e Understand PsyCap’s positive outcomes & why they matter in our
Industry

e Understand how PsyCap is measured & how components are
developed
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“The inventory, the value of my company, walks
out the door every evening.” Bill Gates, Microsoft




Definition

PsyCap is an individual's positive psychological state of development
characterized by hope, efficacy, resilience, and optimism

= Having confidence to take on and succeed at tasks
= Making positive attribution to succeeding in the future
= Persevering and redirecting to goals

= Sustaining and bouncing back when inundated with problems

PsyCap is greater than the sum of its parts!




History - Positive Psychology

1998 — American Psychological Association president Martin
Seligman introduced positive psychology
Proposed need to focus on what is good in humans vs. what is wrong
with them (Balance wellness and disease models)
Positive living is attainable and measurable
Three components:

= Positive experiences (fulfillment, happiness, joy)

- Positive individual traits (character, interests, talents)

= Positive institutions (families, schools, business communities)
Could positive psychology have impact in organization made up of
humans?
Positive Organizational Behavior (POB)




History - Psychological Capital

= 2007 — Luthans, Youssef, & Avolio developed PsyCap

= “Anindividual’s positive psychological state of development”

= Positive psychology, POB, and positive organizational scholarship
(POS)

= Can be measured, developed, and harnessed for performance
improvement

= Human resources can serve as competitive advantage in era of
limited resources

= Companies urged to invest in human capital including building tacit
knowledge rather than hiring skilled temporary workforce




PsyCap Components (HERO)

PsyCap consists of four components:
- Hope - Positive motivational state where goal oriented

determination and proactive planning intersect
- Efficacy - Confidence in ability to achieve goals
- Resilience - Coping and recovering from adversity and stress

=  Optimism - Realistic view of what you can and cannot do/positive

approach to challenges




Related Theories

= COR = Conservation of Resource Theory
Antecedent = COR
Behavior = PsyCap
Consequence = Wellbeing

= Broaden and Build Theory




Related Theories

= Capital Groups Comparison

Finances * Experience *» Relationships + Confidence

* Assets *  Education *  Friends *  Hope
(Physical plant, +  Skills *  Networking * Resilience
equipment, * Knowledge *  Optimism
clients) * |deas




PsyCap Outcomes

Lower cynicism

Lower deviance

Less stress/burnout

Fewer intentions to quit

Fewer job searching behaviors

Better customer service

Increased productivity

Higher retention rates
Increased revenues
Increased performance

Increased organizational
commitment

Increased organizational citizenship
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PsyCap Outcomes

= PsyCap can be extended beyond work into other life domains, i.e. health,
relationships

= High PsyCap employees support effective organizational change

= PsyCap has positive correlation with desired employee attitudes,
behaviors and performance.

= Employee performance

= Job satisfaction in service industry
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« Life satisfaction




Why Does It Matter?

= The Great Resignation - War for talent
= Employee experience/engagement
= Patient experience

= Financial performance

= Change management




PsyCap in Leadership

By focusing on PsyCap, leaders can:

“...leverage into largely uncharted
territories of human strength, thriving,

and excellence”
(Luthans &Youssef-Morgan, 2017)




Measuring PsyCap

= Psychological Capital Questionnaire 24 & 12 (PCQ-24 & PCQ-12)
= Compound PsyCap Scale (CPC-12)
= Implicit Psychological Capital (I-PCQ)

= Additional information in Appendix
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Developing PsyCap
= PsyCap can be invested in, developed, managed & strengthened
= State-like tendencies allow for development

= Formal interventions last only a few hours for little cost with lasting effects

= Informal interventions




Neuroplasticity: Really?

= The ability of the brain to form and
reorganize synaptic connections,
especially in response to learning or
experience or following injury (Oxford
Dictionary, 2023)

= Luthans & Youssef (2017) point to the
use of positive video games,
inspirational YouTube videos, and
Apps such as “Happify” to increase
engagement and sustainability of
PsyCap development



Hope - Application for Leaders

1991 — Snyder’s Hope Theory https://youtube/zTVVaVIE9yw

Snyder (1991) defined hope as a “positive motivation state that is based on an interactively derived
sense of successful (a) agency (goal directed energy) and (b) pathways (planning to meet goals),
and (c) motivation/energy to achieve goals”

Luthans, Youssef, and Avolio (2007) defined hope as an individual “persevering toward goals and,
when necessary, redirecting paths to goals in order to succeed”

Demonstrated as strong-willed, determined individual who believes is in control of own destiny

Hope (and optimism) are both personality traits that have been linked to physiological and
psychological wellbeing (Du, Bernardo, & Yeung, 2015)

“We must accept finite disappointment but never lose infinite hope” - Martin Luther King



https://youtube/zTVVaVIE9yw

Developing Hope

o Goal setting and perceived ability (pathway thoughts)
Hope is based on the belief that individuals want to achieve goals
» Set goals that are specific, measurable, attainable, relevant and time-based as well as clearly
communicated (SMART goals)
» Leaders can support employees by breaking down complex, difficult goals into bite-size
portions.
= Celebrate milestones to increase confidence and motivate employees

o Motlvatlon (agency thoughts)

Autonomy with guardrails and meaning are key to creating intrinsic motivation for
employees
= Coach/mentor employees to develop goals they can own and tie to organizational goals.

= Celebrate wins and coach through set backs




Hope Tips

= Set and clarify organizational and personal goals that are specific and
challenging

=  Step method to break down goals

= Develop alternative pathways — autonomy with guardrails

=  Acknowledge enjoyment in the process — celebrate!
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Efficacy - Application for Leaders

Bandura (1977) defined self-efficacy as an individual’s “belief in one’s capabilities to
organize and execute the courses of action required to produce given attainments”

Luthans, Youssef, and Avolio (2007) defined efficacy as an individual “having
confidence to take on and put in the necessary effort to succeed at challenging tasks”

Considered more state-like than trait-like compared to hope, resiliency, and optimism

Demonstrated as an individual who is highly motivated, sets high goals, enjoys and
welcomes challenges, and overcomes obstacles when encountered

“Believe you can and you’re halfway there” — Theadore Roosevelt




Efficacy - Application for Leaders

https://www.youtube.com/embed/HnACsrdGZAl?autoplay=1&feature=oembed&enablejsapi
=1&origin=https://positivepsychology.com



https://www.youtube.com/embed/HnACsrdGZAI?autoplay=1&feature=oembed&enablejsapi=1&origin=https://positivepsychology.com
https://www.youtube.com/embed/HnACsrdGZAI?autoplay=1&feature=oembed&enablejsapi=1&origin=https://positivepsychology.com

Developing Efficacy

= Mastery experiences — past experiences to face new challenges/goals
= Celebrate successes/remind others of their prior successes — evaluations & stay interviews
=  Link new SMART goals to prior successes when possible

®  Social modeling — seeing others overcoming obstacles improves believe that | can do that too
= Lead by example — set/take on challenging goals for self & team
= Share obstacles/failures — be transparent
=  Share success stories with others — huddle boards, newsletters, real time recognition

®  Social persuasion
=  Mentor for support and positive speak
= Build upon prior goals

®  Psychological responses
®=  Gauge individual’s response to stress/obstacles with safe space to vent
= Give autonomy with guardrails
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Efficacy Tips

= Focus on mastery experiences to set new goals
= Provide vicarious experiences and modeling — set the example
= Social persuasion — give support using positive speak

= Watch for appropriate responses to obstacles and/or redirect if

going down negative road




Resilience - Application for Leaders

Masten and Reed (2002) defined resilience as “a class of phenomena characterized
by patterns of positive adaptation in the context of significant adversity or risk”

Luthans, Youssef, and Avolio (2007) defined resilience as an individual “when beset

by problems and adversity, sustaining and bouncing back and even beyond to attain
success”

Resilience embodies a flourishing of efficacy and mastery (Sandage & Hill, 2001)
= Have the confidence to take on adversity/risk
= Prior successes

Demonstrated as an individual who when faces a challenge or set back will get back
up and try again/find a different often better way to obtain a goal

“Our greatest glory is not |n never falllng, but in rlsmg every time we fall” - Confucius



Developing Resilience

= Face Reality
=  Berealistic — honesty and transparency with your team
= Realistic timelines to avoid loss of energy if adversity is ongoing
= Provide safe space for team to share concerns

= Search for Meaning

= Connect team with meaning/purpose
= Strengthens level of resilience (Slavin, Schindler, Chibnall, Fendall, & Shoss, 2012)

= Improvise
= Deal with challenging situations with whatever you have at hand to find new ways to reach goals

=  Model improvisation — lead by example
T— ) N
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=  Brainstorm/strateqgize




Resilience Tips
 Be transparent about adversity
 Avoid negative thinking traps when things go wrong
 Test the accuracy of beliefs about problems and how to find solutions

that work

« Remain calm and focused when overwhelmed with emotion and stress
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Optimism - Application for Leaders

" Scheier and Carter (1985) defined as optimism as a “characteristic resulting in a tendency to expect
positive events or outcomes more often than negative events or outcomes”

®  Luthans, Youssef, and Avolio (2007) defined optimism as an individual “making a positive attribution
and expectation about succeeding now and in the future”

®  Goal value is a critical component — individuals with high optimism may not put in great effort if goal
not highly valued

®  Plays a significant role in how an individual approaches challenges, how an individual copes, and is
successful with life’s difficulties

®  Demonstrated as an individual that when sees high value in the goal to be achieved will give
significant effort and find alternative ways of attaining the goal if beset with obstacles/adversity

“Live life as if everything is rigged in your favor” - Rumi




Developing Optimism

Develop goals with team so they own them/are seen as valuable

Reframe goals to be seen as valuable/meaningful — find the
opportunity for each individual

If thoughts of failure, provide safe space and redirect to positive -
verifying accuracy of thoughts through feedback/data

Highlight prior successes and celebrate positive




Optimism Tips

= |dentify self- or team-defeating beliefs when faced with a challenge

= Evaluate the accuracy of beliefs

= Once dysfunctional beliefs are discounted, replace with constructive

and accurate beliefs




HERO Development Focus

Development Tools PsyCap Outcomes

Sustainability Tools

Desired Outcome

HOPE

. Goals and pathways

. Implementation

Efficacy

. Experiencing success

. Persuasion, positive
feedback

Resilience

. Identify/build assets
avoiding risks

. Influence others

Optimism

. Positive interpretation
events

. Glass half full

. Develop positive
expectancy

SMART goal setting HOPE

Goal Setting exercises
*  Goals

Efficacy (confidence)

+ List barriers Resilience
+ |dentify ways to overcome
barriers Optimism

Three daily positive
interactions (Rubber bands)

Develop the HERO within

Use Positive Reinforcement
* Recognition

* Appreciation

+ Positive feedback

Gratitude letter

* Hand written

+ More than thank you note

+ Send to relative, boss,
teacher co-worker

Balanced well-being

* Relationships

+  Meditate/Yoga

+ Hydrate / Diet

* [Exercise/ relax/exercise
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Coaching

+ Online

* Face-to-face
* Periodic

Apps
* Happy usage

* Schedule reminders

Use Inspirational videos

+ TED Talks
+  Music

* Sports
Games

+ Interactive/Strategic
* “SuperBetter”

Gamification

+ Tracking

* Achievements

+ Social Networking
* Challenges

+ Competition

S

Higher performance with:
+ Satisfaction

* Happiness

+ Commitment

+  Well-being

* Engagement

* Innovation

+ Safety

*  Voice

* Health Satisfaction

+ Problem solving

+ (Citizenship

+ Identification

* Hardiness

+  Mindfulness

+  Creativity

* Relationship satisfaction

Lower
*+ Stress
*  Anxiety

* Depression

* Burnout

* Cynicism

+ Deviance

* Turnover

= BMI

*  Work/family conflict
+ Substance abuse

+ Negative affect
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The Take Home Message

e Psycap is linked to wellbeing, work, and life satisfaction

e PsyCap can have powerfully positive effects on employees, patients,
leaders, and organizations

e You have the ability to develop hope, efficacy, resilience, and
optimism (HERO) in yourself and others
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Appendix




Psychological Capital Questionnaire 24

PCQ-24
= Developed by Luthans, Avolio, Avey, & Norman in 2006
= QOriginal, validated survey tool with 24 questions

= Used in research(self/multi-rater forms)

] Re q u i re S | iC en S e to u Se ;wm;m m:?:;mem‘ Wi'hdczs:::‘:’:\:"{ou may think about yourself right now. Use the following scale to indicate your level of

Strongly Disagree Disagree S hat Disagree | S hat Agree Agree Strongly Agree

= PCQ-12 offshoot of PCQ-24 : ’ ’ ‘ ; :

4. | feel confident helping to set targets/goals in my work area 112|3|4]|5]|6

7. If I should find mysclf in a jam at work, 1 could think of many ways to get out of it. 1]1213]|4]|8]|6

13. When I have a setback at work, | have trouble recovering from it and moving on. (R) 1|2]|3]|4|5(6
= mindgarden.com . :

19. When things arc uncertain for me at work, I usually expect the best. 1|12|3|4]|5]6




Compound PsyCap Scale

= CPC-12

= Developed by Lorenz, Beer, Putz, & Heinitz in 2016
= Validated survey tool

= 12 questions

» Used for research and self-assessment

= Free to use

= CPC-12R better fit to theoretical PsyCap model




Implicit Psychological Capital
Questionnaire

= [-PCQ

= Developed by Harms & Luthans in 2012

In the following you will see a series of three statements. Your task is to invent storics about people you choose in order to answer these:
statements. Try to imagine what is going on. Think about what happened before, who the characters are, what they are thinking and fecling,,
what will happen next, and how will the story end. You don't need to write the story down; just think about it until it is clear in your mind. Then

.
- V | respond 1o the items after cach of the three statements using your own thoughts about wha the character is thinking and feeling, Plan to spend!
a I a e S u rVe y O O around 2-4 minutes per story. There arc no right or wrong storics. Imagine whatever kind of story you like.
SOMEONE TALKS TO HIS/HER SUPERVISOR
Remember your task is to invent a story about someone in this statement. Again, you don't need to write the story down: just think about it until|
itis clear in your mind. Then respond to the following items using your own thoughts about what the character is thinking and feeling. Rate the:
degree to which the character in your story thinks or fecls using the following scale:

)
s 12 guestions T A g
very true of this | somewhat true | slightly true of | thought/feeling | true of this | true of this | of this
character of this character | this character Jor this character | character character character
1. Feeling smart or intefligent e} o o] o (o] o o
= Alternative to the PCQ tools ot ol el (A B R Bl el s
NS e o o o o o o o
4. ’I;’;::rg“rr:hﬁd with o o o o 0 O o
= Used in work settings i LN (T I B o B
6. Fecling accepted by others [e) (e] o] o o o] [0}
7. Belicving that he/she can
bounce back from any o] o (o] o o o] o]
setbacks that have occurred
8. Feeli fident and
phrvpn iyt o} o o o) o o) o)
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