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Abstract: People working in urban areas often experience various work-related stressors, such
as long working hours, high work pressure, and work-life interference, which can lead to severe
mental and physical consequences. Identification of the protective factors that enable employees to
flourish and thrive is especially important. The present study aims to identify the organizational and
personal resources that contribute to employee flourishing. Adopting the conservation of resources
theory and organizational support theory, it was hypothesized that perceived organizational support
(POS) would promote employee flourishing through increasing psychological capital (PsyCap). A
prospective study was conducted on a sample of 400 working adults from the social and personal
services industry in Hong Kong. Data were collected at baseline, three months, and one year. Both
Diener’s composite model of flourishing and Seligman’s PERMA model of flourishing were tested.
Structural equation modeling showed that PsyCap at three months significantly mediated the effects
of POS at baseline on flourishing and all dimensions of PERMA (positive emotion, engagement,
relationships, meaning, accomplishments) at one year. Findings suggest that PsyCap underlies the
process through which POS influences flourishing, whereby the promotion of positive psychological
resources in a nurturing and supportive organization contributes to psychosocial functioning in the
long run.
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1. Introduction

People working in urban areas often experience various work-related stress, including
long working hours, high work pressure, and work-life interference. The World Health
Organization (WHO) recently included occupational burnout, a syndrome resulting from
chronic work stress, in the International Classification of Diseases (ICD-11) as an occupa-
tional phenomenon that may influence health status [1]. Hong Kong, in particular, has
received growing concern for occupational health as it is ranked as the most overworked
city in the world [2]. Local surveys showed that over 40% of working adults reported
high levels of job stress and burnout, over 40% suffered from anxiety, and 20% suffered
from depression [3,4]. Yet, research suggests that employee well-being is a key contributor
to job performance, absenteeism, and turnover [5]. The pursuit of a happy and satisfied
workforce is an important goal not only as an end in itself but also as a means to employers’
desired productivity level. Therefore, identification of the protective factors that enable
employees to flourish and thrive is a timely and vital endeavor.

According to Diener et al. [6], flourishing refers to psychosocial functioning, which is
achieved by meeting the human psychological need for relationships, respect, self-esteem,
competence, meaning, and purpose in life. They developed the Flourishing Scale as a
summary measure of this construct [6]. Seligman [7] proposed the PERMA model, which
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advocates that flourishing is derived from five pillars of well-being: Positive emotion,
Engagement, Relationships, Meaning, and Accomplishments. It emphasizes that PERMA
are the building blocks for profound fulfillment in life. The PERMA-Profiler was devel-
oped as a multidimensional measure to capture the five dimensions [8]. The two models
agree that flourishing involves maximizing one’s potentials and living to the fullest to
achieve optimal psychosocial functioning. While the literature on occupational health has
predominantly focused on work-related well-being (e.g., job satisfaction) and ill-being (e.g.,
occupational burnout), research on employee flourishing is scarce. This study aims to
identify the organizational and personal resources that contribute to employee flourishing
and clarify the mechanism of this process.

1.1. Theoretical Background of Psychological Capital

This study adopted positive organizational behavior (POB) as the guiding framework
to examine the determinants of employee flourishing. POB applies the developments in
positive psychology to the workplace with emphasis on human resource strengths and
psychological resources that are positive and desirable for flourishing and thriving employ-
ees [9]. Central to POB are efforts to integrate organization-centered focus on performance
improvement with employee-centered focus on well-being and health promotion by con-
sidering both pursuits as equally valuable goals that yield positive work outcomes [10].
This movement involves identification and application of positively-oriented psychological
constructs that are theoretically and psychometrically sound, empirically supported, and
open to development in the workplace. The concept of psychological capital (PsyCap) was
derived from this endeavor [11]. PsyCap is a higher-order construct that encompasses
Hope, Efficacy, Resilience, and Optimism (HERO). Individuals who possess a high level of
PsyCap are devoted to pursue meaningful goals and determined to generate alternative
pathways to achieve success (hope); confident about their abilities to execute the necessary
courses of action in a successful way (efficacy); able to overcome and bounce back from
adversities, setbacks, and failures (resilience); and likely to hold a generalized positive
outlook by attributing events in a favorable light (optimism). PsyCap has received psycho-
metric support, including construct, convergent and criterion validity, internal reliability,
and incremental validity beyond its individual components [12].

Meta-analysis of PsyCap revealed its salutary effects on a wide range of employee
outcomes, including psychological well-being, work-related well-being, and job perfor-
mance [13]. A cross-sectional survey of employees from a retail company showed that
PsyCap was positively associated with work engagement and negatively associated with
psychological distress [14]. A cross-sectional survey of police officers revealed that Psy-
Cap was positively associated with job satisfaction and negatively associated with stress
symptoms [15]. A two-wave prospective study of social workers indicated that PsyCap
can predict job satisfaction, job-related affect, and stress symptoms three months later [16].
However, whether PsyCap is associated with employee flourishing over time remains
largely unknown.

1.2. Organizational and Personal Resources for Flourishing

According to the conservation of resources theory (COR), people are driven by the
primary goal to obtain, preserve, and protect resources that they centrally value [17]. Key
resources are conditions (e.g., social support), personal characteristics (e.g., self-efficacy),
and energies (e.g., effort). Stress increases when resources are threatened or depleted. An
important assumption of COR is that people have to invest resources to better cope and deal
with stressful situations so that negative outcomes are prevented, and desirable goals are
achieved. Therefore, PsyCap is an important personal resource for confronting challenges,
resolving work problems, and promoting employee well-being [16,18,19]. COR also states
that a reservoir of resources has to be acquired and accumulated to prepare for future
investments. Personal resources can be cultivated together as resource caravans when
the environment is nurturing and supportive [20]. Individuals working in a supportive
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organization are likely to be hopeful, efficacious, resilient, and optimistic. This resource
caravan passageway is expected to lead to employee flourishing in the long run.

The organizational support theory holds that perceived organizational support (POS),
which refers to employees’ perception that the organization cares about their well-being,
recognizes their contributions, and makes an effort to fulfil their needs, is integral to their
well-being [21]. POS exerts impact on work outcomes through self-enhancement and social
exchange processes [22]. For self-enhancement, POS helps employees fulfill psychosocial
and emotional needs, which could in turn lead to employee flourishing. Specifically, POS
instills the notion that the organization values employees’ goals, which fulfills the need to
be hopeful; POS conveys that the organization takes pride in employees” accomplishments,
which fulfills the need to be efficacious; POS indicates to employees that the organization is
available to provide help when needed, which fulfills the need to be resilient; POS conveys
the understanding that the organization considers employees’ best interest, which fulfills
the need to be optimistic. For social exchange, POS is a valuable condition resource that
develops a sense of obligation, gratitude, and reward-expectancy so employees are likely to
reciprocate by investing their personal resources (e.g., PsyCap) to fulfill job demands [22]. In
line with COR, meaningful investment of resources can in turn lead to employee flourishing
because it protects against resource loss and gains resources that are important to overall
well-being [17]. Studies showed that POS is associated with job satisfaction, job-related
affect, and subjective well-being and reduced stress and burnout [21]. POS also has an
indirect effect on depressive symptoms through PsyCap [23]. Based on the theoretical
assertions and empirical evidence, the present study proposes that POS can increase
PsyCap and in turn promote employee flourishing over time.

1.3. Present Study

By synthesizing three different literatures, an integrated model is generated and exam-
ined to provide theoretical insight on the resource caravan passageways of the conservation
of resources theory, the self-enhancement and social exchange processes of the organiza-
tional support theory, and the common determinants of Diener’s et al. [6] and Seligman’s [7]
models of flourishing. A meta-analysis showed that 88% of employee well-being research
is cross-sectional, which has led to inflated correlations between variables [24]. A three-
wave prospective design was adopted in this study to account for time sequence of the
relationships between variables in order to produce more rigorous inferences [25]. It was
hypothesized that (1) POS at Time 1 (T1) is positively associated with flourishing at Time 3
(T3); (2) POS at T1 is positively associated with PsyCap at Time 2 (T2); (3) PsyCap at T2 is
positively associated with flourishing at T3; and (4) the association between POS at T1 and
flourishing at T3 is mediated by PsyCap at T2 such that POS has a positive indirect effect
on flourishing through PsyCap.

2. Methods
2.1. Participants and Procedures

A three-wave prospective study with a one-year duration was conducted. Data were
collected at baseline (T1), three months (T2), and one year (T3). This time lag is appropriate
for maintaining acceptable retention rates and managing attrition of subjects in follow-
up assessments. As recommended for best practice, including three waves strengthens
statistical modeling for testing directional inferences [26].

The study sample consisted of full-time workers from the social and personal services
industry, which is one of the largest economic activities in the human services sector in
Hong Kong [27]. They were recruited with the assistance of a local trade union that served
these employees. Targeting the labor force of a specific industry controls for potential
confounding influences from job nature, physical environment, and industry-specific
policies on employee well-being. Participants received a link via email to complete an
online survey at the three time-points. They received a HKD100 supermarket coupon as



Int. |. Environ. Res. Public Health 2022, 19, 922 40f12

incentive for completing a survey at each time-point. This study was approved by the
Human Research Ethics Committee of the university (Ref. no. 2019-2020-0249).

In addition to identification through the trade union, filter questions were included
in the survey to ensure that the participants met the recruitment criteria of working full-
time in the target industry. Among the 400 eligible participants recruited at T1, 316 (79%)
of them responded at T2, and 303 (76%) of them responded at T3. The original sample
size was determined using power analysis for structural equation modeling [28] with a
statistical power of 0.95, alpha of 0.05, and medium effect size of 0.30. Participants were
predominantly female (76.7%), aged between 30 and 39 years (53.3%), held a bachelor
(38.8%) or master’s degree (45.7%), and worked in the industry for 11.3 years (SD = 7.15).

2.2. Measures

Perceived organizational support. The 16-item Survey of Perceived Organizational
Support [29] was used to measure the extent to which the organization is committed to
support its employees, values their continued contribution, and has concern about their
well-being. Responses are given on a 7-point scale (1 = strongly disagree; 7 = strongly
agree), with a higher total score indicating higher level of POS. An example of the scale
is “The organization really cares about my well-being”. It has been validated in multiple
languages and widely adopted in various populations, including Chinese [30]. It has
yielded a high internal reliability of 0.95 in the present study.

Psychological capital. The 24-item Psychological Capital Questionnaire [12] was used
to measure PsyCap as a multidimensional higher-order construct. The items represent
hope, efficacy, resilience, and optimism, which are rated on a 6-point scale (1 = strongly
disagree; 6 = strongly agree). A higher total score indicates a higher level of PsyCap. An
example of the scale is “I always look on the bright side of things regarding my job”. It
has been translated and validated in various languages and is widely used in Chinese
populations [31]. It has yielded a high internal reliability of 0.95 in the present study.

Flourishing. The 8-item Flourishing Scale [6] was used as a composite measure of
psychosocial well-being. The scale encompasses the most important aspects of human func-
tioning, including relationships, respect, self-esteem, competence, meaning, and purpose
in life. The items are rated on a 7-point scale (1 = strongly disagree; 7 = strongly agree),
with a higher total score indicating a higher level of flourishing. An example of the scale is
“Ilead a purposeful and meaningful life”. It has been translated and validated in various
languages for different populations, including Chinese [32]. It has yielded a high internal
reliability of 0.90 in the present study.

PERMA. The 15-item PERMA-Profiler [8] was used as a multidimensional measure
of the five pillars of well-being, including positive emotion, engagement, relationships,
meaning, and accomplishments. Each dimension is indicated by three items that are rated
on an 11-point scale (0 = never; 11 = always). A higher subscale score indicates higher
level of a specific aspect of psychosocial well-being. An example of the scale is “How
much of the time do you feel you are making progress towards accomplishing your goals?”
It has been translated in multiple languages, including Chinese, and has demonstrated
content, convergent, and divergent validity [8]. It has yielded an acceptable to high internal
reliability for positive emotion (0.91), engagement (0.68), relationships (0.88), meaning
(0.94), and accomplishments (0.83) in the present study.

2.3. Data Analysis

Data were analyzed using SPSS and Mplus. Missing data are common in studies with
multiple time-points, but existing research often adopts complete case analysis, which could
lead to biased parameter estimates and substantial loss of power [33]. Multiple imputation
(MI) produces greater efficiency and less biased estimates than traditional approaches [34].
MI was carried out with fully conditional specification using the Markov chain Monte Carlo
algorithm, which is effective even on datasets with complex patterns of missingness [35].
Structural equation modeling was conducted to examine the direct and indirect associations
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between variables. PsyCap was analyzed as a higher-order construct encompassing the
first-order latent variables of hope, efficacy, resilience, and optimism [12]. As suggested by
Rogers and Schmitt [36], each latent variable was indicated by three parcels of manifest
variables produced by the factorial algorithm, which addresses item-level non-normality
issues, number of sources of sampling error, cross-loadings between different factors, and
correlated residuals. Confirmatory factor analysis was conducted to assess whether the
data fitted a measurement model consisting of the latent constructs. Prospective mediation
analysis was conducted via a structural model with POS at T1 as predictor, PsyCap at T2 as
mediator, and flourishing at T3 as outcome. Both Diener’s et al. [6] composite model of
flourishing and Seligman’s [7] PERMA model of flourishing were tested to cross-validate
the hypotheses. Age, sex, education level, and work experience were accounted for in the
analysis. Indirect effects were examined using sobel test [37]. Goodness-of-fit indices were
used to appraise model fit: CFI and TLI > 0.90 and RMSEA and SRMR < 0.08 [38].

3. Results
3.1. Inter-Correlations

Pearson correlations are presented in Table 1. POS at T1 was positively correlated with
PsyCap at T2 (r = 0.32, p < 0.001), flourishing at T3 (r = 0.27, p < 0.001), and all dimensions
of PERMA at T3 (r = 0.21-0.30, p < 0.001). PsyCap at T2 was positively correlated with
flourishing (r = 0.43, p < 0.001) and all dimensions of PERMA at T3 (r = 0.36-0.49, p < 0.001).

Table 1. Zero-order correlations between variables.

1 2 3 4 5 6 7
1. POST1
2. PsyCap T2 0.32 ***
3. Flourishing T3 0.27 *** 0.43 ***
4.  Positive Emotion T3 0.30 *** 0.47 *** 0.73 ***
5. Engagement T3 0.21 *** 0.39 *** 0.65 *** 0.66 ***
6.  Relationships T3 0.25 *** 0.36 *** 0.64 *** 0.69 *** 0.59 ***
7. Meaning T3 0.29 *** 0.47 *** 0.78 *** 0.76 *** 0.68 *** 0.73 ***
8. Accomplishments T3 0.29 *** 0.49 *** 0.62 *** 0.67 *** 0.70 *** 0.52 *** 0.66 ***

Note. POS, perceived organizational support; PsyCap, Psychological Capital; T1, baseline; T2, 3-month follow-up;
T3, 1-year follow-up. *** p < 0.001.

3.2. Measurement Model

The measurement models showed that all of the standardized factor loadings were
statistically significant (p < 0.001). The factor loadings for POS ranged from 0.89 to 0.95.
The factor loadings for the first-order latent variables of PsyCap ranged from 0.79 to 0.83
for hope, 0.73 to 0.81 for efficacy, 0.61 to 0.71 for resilience, and 0.52 to 0.83 for optimism.
For the higher-order model of PsyCap, they ranged from 0.79 to 0.97. For flourishing,
they ranged from 0.72 to 0.90. For the five dimensions of PERMA, they ranged from 0.81
to 0.84 for positive emotions, 0.44 to 0.80 for engagement, 0.75 to 0.85 for relationships,
0.84 to 0.89 for meaning, and 0.60 to 0.82 for accomplishments. The goodness-of-fit of the
measurement models (Table 2) were excellent for the flourishing model (x? (128) = 151.42
(p = 0.08), CFI =0.99, TLI = 0.99, RMSEA = 0.02, SRMR = 0.04) and the PERMA model
(x* (380) = 356.45 (p = 0.80), CFI = 1.00, TLI = 1.00, RMSEA = 0.00, SRMR = 0.04). The
results provided evidence of construct validity for POS, PsyCap, flourishing, and PERMA.
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Table 2. Goodness-of-fit Indices of the Measurement Model and Structural Model.

Measurement Model Structural Model
Fit Index
Flourishing PERMA Flourishing PERMA

2 151.42 356.45 212.07 431.14
DF 128 380 192 476
4 0.08 0.80 0.15 0.93
CFI 0.99 1.00 0.99 1.00
TLI 0.99 1.00 0.99 1.00
RMSEA 0.02 0.00 0.02 0.00
SRMR 0.04 0.04 0.04 0.04

Note. x2, chi-square; DF, degrees of freedom; p, p-value; CFI, comparative fit index; TLI, Tucker—Lewis index;
RMSEA, root mean square error of approximation; SRMR, standardized root mean square residual.

3.3. Structural Model

Results from the flourishing model are illustrated in Figure 1. The direct effects of
POS at T1 on PsyCap at T2 and flourishing at T3 were positive and significant (3 = 0.33,
p <0.001; 3 =0.14, p = 0.01, respectively). PsyCap at T2 also had a positive direct effect on
flourishing at T3 (3 = 0.44, p < 0.001). POS at T1 had a significant indirect effect through
PsyCap at T2 on flourishing at T3 (Table 3). The goodness-of-fit of the structural model was
excellent: x? (192) = 212.07 (p = 0.15), CFI = 0.99, TLI = 0.99, RMSEA = 0.02, SRMR = 0.04
(Table 2).

FS1

0.14* (0.05) s
POS (T1) > Flourishing (T3) T
g,
FS3
0.33*** (0.05) 0.44*** (0.05)
0.88***(0.03) 0.85***(0.03)
0.79*** (0.03 0.97*** (0.03
SIC (>
0.83** 0.71%*
‘0"3’ 0.81*> rooz) ‘“03 l0.81* (ooa) '0"" 0.62* (004) ‘°°3’ 0.71°> (004)
[0.03) (0.03) [(0.04) 0.03)
| PCH1 || PCH2 || PCH3 | | PCE1 || PCE2 || PCE3 | I PCRI || PCR2 || PCR3 | | PCO1L || PCO2 " PCO3 |

Figure 1. Structural Equation Model from Perceived Organizational Support to Psychological Capital
to Flourishing. (Note. Standardized factor loadings and standardized path coefficients are shown.
Measurement errors are not shown for clarity. * p < 0.05; *** p < 0.001).

Results from the PERMA model are illustrated in Figure 2. The direct effects of POS
at T1 on PsyCap at T2 (3 = 0.33, p < 0.001), as well as positive emotion (3 = 0.13, p = 0.02),
relationships (f = 0.12, p = 0.04), meaning ( = 0.13, p = 0.01), and accomplishments
(B =0.14, p = 0.01) at T3 were positive and significant. The direct effect of POS at T1 on
engagement at T3 was non-significant ( = 0.12, p = 0.06). The direct effects of PsyCap
at T2 on positive emotion ( = 0.52, p < 0.001), engagement (3 = 0.53, p < 0.001), relation-
ships (§ = 0.40, p < 0.001), meaning (3 = 0.50, p < 0.001), and accomplishments (3 = 0.53,
p <0.001) at T3 were positive and significant. POS at T1 had significant indirect effects
through PsyCap at T2 on all dimensions of PERMA at T3 (Table 3). The goodness-of-fit
of the structural model was excellent: x? (476) = 431.14 (p = 0.93), CFI = 1.00, TLI = 1.00,
RMSEA = 0.00, SRMR = 0.04 (Table 2).
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Table 3. Prospective Mediation Analysis from Perceived Organizational Support to Psychological
Capital to Flourishing and PERMA.

Direct Effect Indirect Effect (PsyCap as Mediator)
Model Independent Variable Dependent Variable
B p B 4 (95% CI)
Model 1 POS T1 Flourishing T3 0.14 0.01 0.15 <0.001 (0.09, 0.20)
POST1 PsyCap T2 0.33 <0.001
PsyCap T2 Flourishing T3 0.44 <0.001
Model 2 POS T1 Positive Emotion T3 0.13 0.02 0.17 <0.001 (0.11, 0.24)
POST1 Engagement T3 0.12 0.06 0.18 <0.001 (0.11, 0.25)
POST1 Relationships T3 0.12 0.04 0.14 <0.001 (0.08, 0.19)
POS T1 Meaning T3 0.13 0.01 0.17 <0.001 (0.11, 0.23)
POST1 Accomplishments T3 0.14 0.01 0.18 <0.001 (0.11, 0.24)
POST1 PsyCap T2 0.33 <0.001
PsyCap T2 Positive Emotion T3 0.52 <0.001
PsyCap T2 Engagement T3 0.53 <0.001
PsyCap T2 Relationships T3 0.40 <0.001
PsyCap T2 Meaning T3 0.50 <0.001
PsyCap T2 Accomplishments T3 0.53 <0.001

Os1

00y,
0.94°** (0.01

0s2 e

083

Note. Model 1: Diener’s composite model of flourishing as dependent variable; Model 2: Seligman’s PERMA
model of flourishing as dependent variables. (3, beta; p, p-value; CI, confidence interval; POS, perceived organiza-
tional support; PsyCap, Psychological Capital.; T1, baseline; T2, 3-month follow-up; T3, 1-year follow-up.

e 0 PE1
Positive emotion O e (002 =
(13) 0.83ves oy PE2
0.52%%* (0_05 PE3
06)
013" e
01205 ©08) __————7" y
0.12* (0.06) Relationships 5 e =
POS (T1) (T3) L PR2
0.13* (0.05) 0.40*** (0.06) PR3
0.
14*(0_05) o) ¥ MEI
Meaning 0%
0.84%** (0.02 N
(T3) Q'S“"'raag) i
0.33*** (0.05) 0.50%** (0.05) =
e OOyl ACIL
Accomplishments S v
Hkx (T3) 20 g =
PsyCap (T2) 0.53"* (0.06) L
0.89%**(0.03) 0.86***(0.03
79%** (0.03 0.96*** (0.03 (0.03)
Hope Efficacy Resilience Optimism
0.83*** 0.79%** 0.79*** 0.73*** 0.71%** 0.68*** 0.84*** 0.52%**
(003 10,81 (0.03) (003 0.8173% (0.04) (0.04 0.61°>% (0.03) (0.03 0.71°%_(0.04)
1(0.03) (0.03) (0.04) (0.03)
Ipcx-u || pcH2 || PCH3 |pc51 ” PCE2 || PCE3 Ipcm || PCR2 | PCR3 I |pco1 " pco2 || pcos

Figure 2. Structural Equation Model from Perceived Organizational Support to Psychological Capital
to PERMA. (Note. Standardized factor loadings and standardized path coefficients are shown.
Measurement errors are not shown for clarity. * p < 0.05; *** p < 0.001).
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Perceived
Organizational Support

4. Discussion

This is the first study to adopt a one-year three-wave prospective design to investigate
the long-term associations between POS and employee flourishing, as mediated by PsyCap.
Largely consistent with H1, the results showed that POS at baseline had direct positive
effects on flourishing and four dimensions of PERMA one year later. Consistent with H2,
POS at baseline had direct positive effects on PsyCap three months later. Consistent with
H3 and H4, PsyCap at three months had direct positive effects on flourishing and all dimen-
sions of PERMA at one year and served as a mediator of the relationships between POS
and psychosocial well-being. A consolidated model of the results is illustrated in Figure 3.

Flourishing
Psychological Capital
Hope
Efficacy
Resilience
Optimism PERMA

Positive Emotion
Engagement”
Relationships

Meaning

Accomplishments

Figure 3. Consolidated Model of the Relationships between Perceived Organizational Support, Psy-
chological Capital, Flourishing, and PERMA. (Note. # Relationship between perceived organizational
support and engagement is non-significant. All other relationships are statistically significant).

In support of the organizational support theory [21], our study demonstrated that POS
is an important contributor to employee flourishing. Employees who perceived that the
organization values their contribution, cares about their well-being, and commits to provide
support were more likely to experience flourishing in the long run. They were more likely
to feel contentment and joy, establish and maintain positive relationships with others, have
a sense of purpose and meaning in life, and work towards or achieve goals that they have
set for themselves. These findings are in line with the existing literature on the positive
associations between POS and work-specific outcomes, including job-related affect [39],
work relationships [40,41], meaningful work [42], and work accomplishments [43,44]. Our
findings suggest that the salutary effects of POS extend beyond the work domain to fulfil
universal facets of psychosocial and emotional needs of workers. Future research are
needed to investigate the benefits of organizational resources beyond the work domain,
especially to identify the work-related factors that contribute to employee growth and
flourishing. For example, organizational justice [45] may be another characteristic of work
that can satisfy employees’ need for engagement, meaning, and accomplishments. An
organizational culture that emphasizes staff-centeredness and teamwork [46] may also
promote the psychosocial functioning of employees.

The mediating role of PsyCap on the associations between POS and employee flour-
ishing was consistent with the propositions of the conservation of resources theory [17].
This finding suggests that PsyCap underlies the process through which POS influences
flourishing, whereby the promotion of positive psychological resources in a nurturing
and supportive organization contributes to psychosocial functioning in the long run. It
applies to the composite conceptualization of flourishing as well as the unique dimensions
of PERMA, suggesting that resourceful employees not only feel happy and satisfied with
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life in general, but they also proactively pursue each of the building blocks of well-being
for profound fulfillment in life. This is largely consistent with COR, which states that sup-
portive organizations cultivate personal resources together as resource caravans and that
individuals have to invest these resources (i.e., work on the building blocks of well-being) to
achieve desirable outcomes [20]. The present study sheds light on the directional influence
of POS and PsyCap over time and the benefits of being hopeful, efficacious, resilient, and
optimistic for employee flourishing. While the ongoing debate about the conceptualization
of flourishing is outside the scope of this study [47,48], our results provided evidence of
convergent validity, whereby POS and PsyCap are common predictors of both overall
well-being and building blocks of well-being.

Limitations

The study should be considered with the following limitations. First, the findings
might be susceptible to self-selection bias since the working adults volunteered to par-
ticipate in this study. Due to self-selection, the sample characteristics may be different
from people who chose not to participate [49]. For example, someone who is dealing with
an unsupportive employer and therefore has a low reserve of psychological resources
might refrain from spending time and effort in a commitment-intensive study. Second, the
participants were employees in the social and personal services industry, which may limit
the generalizability of the results to workers from manual labor industries. Interpretation
of the study findings should be considered in the human services sector. Third, since
questionnaires were used as the data collection method, there may be social desirability
bias. Nevertheless, self-report is valid and reliable in well-being research because the nature
of the research question is fundamentally subjective [50]. Self-reported measures of quality
of life are instrumental for both theory building and program enhancement [51]. Finally,
although time lags of three months and one year were used to separate the assessment time
of the variables to account for the temporal order of relationships, causal inferences cannot
be made definitively. Chronological observations were limited to the specific time frame of
the study. Nevertheless, this prospective study has a longer time lag than many similar
studies with a working sample, e.g., [31,52].

5. Conclusions

The findings of this study provide important implications at the organizational level
and at a personal level. Since POS is an important contributor for personal resources and
well-being among employees, organizations are suggested to implement employee-oriented
practices that value the contributions of employees, acknowledge their accomplishments,
recognize their personal goals and values, encourage them to voice out their opinions
and concerns, provide assistance in times of need, show concern for their well-being,
and foster a sense of belonging at work. Based on the POS literature, it can be achieved
through fair resource distribution, favorable performance-reward systems, job security, job
autonomy, and work-life balance practices [53]. While prior research suggests that social
capital in organizations can promote effective management strategies and in turn better
teamwork and work engagement [54,55], the present study showed that it could ultimately
promote flourishing.

On a personal level, training programs can be designed and developed to promote
PsyCap among working adults since it is malleable to change and development [56]. To
instill hope among employees, the training involves identifying personal goals and multiple
pathways to achieve them. Obstacles are identified, and solutions are planned out. Through
breaking down the overarching goal into smaller steps, efficacy is developed as individual
goals are attained. Resilience can be increased through developing alternative pathways
when obstacles are encountered in order to bounce back from setbacks. For optimism,
employees are trained to heighten their awareness of pessimistic thoughts and actively
challenge them with realistic expectations about the future. Through isolating negative
distortions and practicing being realistically optimistic, positive expectations for success
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is increased. Prior research showed that PsyCap training is effective for cultivating hope,
efficacy, resilience, and optimism as well as promoting life satisfaction, work engagement,
and job performance [57]. The present study suggests that employee flourishing could be a
distal outcome of PsyCap training programs and therefore should be further developed
and put into practice.

Author Contributions: H.C.Y.H. contributed to the study conceptualization, design and coordination,
interpretation of the data, and writing of the manuscript. Y.C.C. collected the data, performed the
statistical analysis, and prepared the tables and figures. All authors have read and agreed to the
published version of the manuscript.

Funding: This research was funded by the Internal Research Grants (Project No. RG 57/2017-2018R
and RG 33/2018-2019R) and Departmental Research Grants (Project No. 04288, R2193, and R2233)
of The Education University of Hong Kong, awarded to H.C.Y.H. Open access publication fee was
supported by the Faculty of Education and Human Development of The Education University of
Hong Kong.

Institutional Review Board Statement: This project was approved by the Human Research Ethics
Committee of the Education University of Hong Kong (Ref. no. 2019-2020-0249).

Informed Consent Statement: Informed consent was obtained from all subjects involved in the study.

Data Availability Statement: The data that support the findings of this study are available from the
corresponding author upon reasonable request.

Acknowledgments: We thank the collaborating organizations for providing strong support to the
project and helping tremendously with the data collection. We are grateful for the participants’
involvement, without whom the project would not have been possible. We would also like to thank
the research staff and student helpers for their hard work.

Conflicts of Interest: The authors declare that they have no conflict of interest.

References

1.

10.

11.

12.

13.

14.

World Health Organization. Burn-Out an “Occupational Phenomenon”: International Classification of Diseases. 2019. Available
online: https:/ /www.who.int/news/item/28-05-2019-burn-out-an-occupational-phenomenon-international-classification-of-
diseases (accessed on 2 July 2021).

Kisi. 2020 Work-Life Balance Index: Cities with the Best Work-Life Balance. 2020. Available online: https://www.getkisi.com/
work-life-balance-2020#table (accessed on 2 July 2021).

Occupational Safety & Health Council. Survey Report on Awareness of Occupational Stress in Hong Kong; Occupational Safety &
Health Council: Hong Kong, China, 2002.

Occupational Safety & Health Council. Preliminary Survey on Occupational Burnout in Hong Kong Workplaces; Occupational Safety
& Health Council: Hong Kong, China, 2018.

Cropanzano, R.; Wright, T.A. When a “happy” worker is really a ‘productive’ worker: A review and further refinement of the
happy-productive worker thesis. Consult. Psychol. ]. Pract. Res. 2001, 53, 182-199. [CrossRef]

Diener, E.; Wirtz, D.; Tov, W.; Kim-Prieto, C.; Choi, D.-W.; Oishi, S.; Biswas-Diener, R. New well-being measures: Short scales to
assess flourishing and positive and negative feelings. Soc. Indic. Res. 2010, 97, 143-156. [CrossRef]

Seligman, M.E.P. Flourish: A Visionary New Understanding of Happiness and Well-Being; Free Press: New York, NY, USA, 2011.
Butler, J.; Kern, M.L. The PERMA-Profiler: A brief multidimensional measure of flourishing. Int. ]. Wellbeing 2016, 6, 1-48.
[CrossRef]

Luthans, F. The need for and meaning of positive organizational behavior. J. Organ. Behav. 2002, 23, 695-706. [CrossRef]

Bakker, A.B.; Schaufeli, W.B. Positive organizational behavior: Engaged employees in flourishing organizations. J. Organ. Behav.
2008, 29, 147-154. [CrossRef]

Luthans, F; Youssef-Morgan, C.M. Psychological capital: An evidence-based positive approach. Annu. Rev. Organ. Psychol. Organ.
Behav. 2017, 4, 339-366. [CrossRef]

Luthans, E; Avolio, B.J.; Avey, ].B.; Norman, S.M. Positive psychological capital: Measurement and relationship with performance
and satisfaction. Pers. Psychol. 2007, 60, 541-572. [CrossRef]

Avey, ].B.; Reichard, R.].; Luthans, F.; Mhatre, K.H. Meta-analysis of the impact of positive psychological capital on employee
attitudes, behaviors, and performance. Hum. Resour. Dev. Q. 2011, 22, 127-152. [CrossRef]

Mazzetti, G.; Guglielmi, D.; Chiesa, R.; Mariani Marco, G. Happy employees in a resourceful workplace: Just a direct relationship?
A study on the mediational role of psychological capital. Career Dev. Int. 2016, 21, 682—696. [CrossRef]


https://www.who.int/news/item/28-05-2019-burn-out-an-occupational-phenomenon-international-classification-of-diseases
https://www.who.int/news/item/28-05-2019-burn-out-an-occupational-phenomenon-international-classification-of-diseases
https://www.getkisi.com/work-life-balance-2020#table
https://www.getkisi.com/work-life-balance-2020#table
http://doi.org/10.1037/1061-4087.53.3.182
http://doi.org/10.1007/s11205-009-9493-y
http://doi.org/10.5502/ijw.v6i3.526
http://doi.org/10.1002/job.165
http://doi.org/10.1002/job.515
http://doi.org/10.1146/annurev-orgpsych-032516-113324
http://doi.org/10.1111/j.1744-6570.2007.00083.x
http://doi.org/10.1002/hrdq.20070
http://doi.org/10.1108/CDI-03-2016-0035

Int. |. Environ. Res. Public Health 2022, 19, 922 11 of 12

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.

26.
27.

28.

29.

30.

31.

32.

33.
34.

35.
36.

37.

38.

39.

40.

41.

42.

43.

44.

Siu, O.L.; Cheung, F; Lui, S. Linking positive emotions to work well-being and turnover intention among Hong Kong police
officers: The role of psychological capital. J. Happiness Stud. 2015, 16, 367-380. [CrossRef]

Ho, H.C.Y,; Chan, Y.C. The impact of psychological capital on well-being of social workers: A mixed-methods investigation. Soc.
Work, 2021; in press.

Hobfoll, S.E.; Halbesleben, J.; Neveu, J.-P.; Westman, M. Conservation of resources in the organizational context: The reality of
resources and their consequences. Annu. Rev. Organ. Psychol. Organ. Behav. 2018, 5, 103-128. [CrossRef]

Ho, H.C.Y,; Chui, O.S.; Chan, Y.C. When pandemic interferes with work: Psychological capital and mental health of social
workers during COVID-19. Soc. Work, 2021; in press.

Ho, H.C.Y;; Chan, Y.C. Longitudinal associations between psychological capital and problem-solving among social workers:
A two-wave cross-lagged study. Health Soc. Care Community, 2022; in press.

Salanova, M.; Schaufeli, W.B.; Xanthopoulou, D.; Bakker, A.B. The gain spiral of resources and work engagement: Sustaining
a positive worklife. In Work Engagement: A Handbook of Essential Theory and Research; Psychology Press: London, UK, 2010;
pp. 118-131.

Kurtessis, ].N.; Eisenberger, R.; Ford, M.T.; Buffardi, L.C.; Stewart, K.A.; Adis, C.S. Perceived organizational support: A meta-
analytic evaluation of organizational support theory. J. Manag. 2017, 43, 1854-1884. [CrossRef]

Eisenberger, R.; Shanock, L.R.; Wen, X. Perceived organizational support: Why caring about employees counts. Annu. Rev. Organ.
Psychol. Organ. Behav. 2020, 7, 101-124. [CrossRef]

Liu, L.; Hu, S.;; Wang, L.; Sui, G.; Ma, L. Positive resources for combating depressive symptoms among Chinese male correctional
officers: Perceived organizational support and psychological capital. BMIC Psychiatry 2013, 13, 89. [CrossRef] [PubMed]
Nielsen, K.; Nielsen, M.B.; Ogbonnaya, C.; Kénsild, M.; Saari, E.; Isaksson, K. Workplace resources to improve both employee
well-being and performance: A systematic review and meta-analysis. Work Stress 2017, 31, 101-120. [CrossRef]

Podsakoff, PM.; MacKenzie, S.B.; Lee, J.-Y.; Podsakoff, N.P. Common method biases in behavioral research: A critical review of
the literature and recommended remedies. J. Appl. Psychol. 2003, 88, 879-903. [CrossRef]

Maxwell, S.E.; Cole, D.A. Bias in cross-sectional analyses of longitudinal mediation. Psychol. Methods 2007, 12, 23—44. [CrossRef]
Census and Statistics Department. Statistical Digest of the Services Sector; Census and Statistics Department: Hong Kong, China,
2020. Available online: https://www.statistics.gov.hk/pub/B10800072020AN20B0100.pdf (accessed on 2 July 2021).

Soper, D.S. A-Priori Sample Size Calculator for Structural Equation Models [Software]. 2017. Available online: http://www.
danielsoper.com/statcalc (accessed on 28 December 2017).

Eisenberger, R.; Huntington, R.; Hutchison, S.; Sowa, D. Perceived organizational support. J. Appl. Psychol. 1986, 71, 500.
[CrossRef]

Newman, A.; Thanacoody, R.; Hui, W. The effects of perceived organizational support, perceived supervisor support and
intra-organizational network resources on turnover intentions: A study of Chinese employees in multinational enterprises. Pers.
Rev. 2012, 41, 56-72. [CrossRef]

Siu, O.L. Psychological capital, work well-being, and work-life balance among Chinese employees: A cross-lagged analysis.
J. Pers. Psychol. 2013, 12, 170-181. [CrossRef]

Tang, X.; Duan, W.; Wang, Z.; Liu, T. Psychometric evaluation of the simplified Chinese version of Flourishing Scale. Res. Soc.
Work. Pract. 2016, 26, 591-599. [CrossRef]

Graham, J.W. Missing data analysis: Making it work in the real world. Annu. Rev. Psychol. 2009, 60, 549-576. [CrossRef]
Graham, J.W.; Hofer, S.M.; MacKinnon, D.P. Maximizing the usefulness of data obtained with planned missing value patterns:
An application of maximum likelihood procedures. Multivar. Behav. Res. 1996, 31, 197-218. [CrossRef] [PubMed]

Rubin, D.B. Multiple Imputation for Nonresponse in Surveys; Wiley: New York, NY, USA, 1987.

Rogers, WM.; Schmitt, N. Parameter recovery and model fit using multidimensional composites: A comparison of four empirical
parceling algorithms. Multivar. Behav. Res. 2004, 39, 379—-412. [CrossRef]

Preacher, K.J.; Hayes, A.F. SPSS and SAS procedures for estimating indirect effects in simple mediation models. Behav. Res.
Methods Instrum. Comput. 2004, 36, 717-731. [CrossRef]

Hu, L.T.; Bentler, PM. Cutoff criteria for fit indexes in covariance structure analysis: Conventional criteria versus new alternatives.
Struct. Equ. Modeling 1999, 6, 1-55. [CrossRef]

Caesens, G.; Stinglhamber, F.; Ohana, M. Perceived organizational support and well-being: A weekly study. J. Manag. Psychol.
2016, 31, 1214-1230. [CrossRef]

Hayton, ].C.; Carnabuci, G.; Eisenberger, R. With a little help from my colleagues: A social embeddedness approach to perceived
organizational support. J. Organ. Behav. 2012, 33, 235-249. [CrossRef]

Wang, M.-L. Does organizational support promote citizenship in service settings? The moderating role of service climate. J. Soc.
Psychol. 2009, 149, 648-676. [CrossRef] [PubMed]

Bhatnagar, J.; Aggarwal, P. Meaningful work as a mediator between perceived organizational support for environment and
employee eco-initiatives, psychological capital and alienation. Empl. Relat. 2020, 42, 1487-1511. [CrossRef]

Karatepe, O.M. Perceived organizational support, career satisfaction, and performance outcomes: A study of hotel employees in
Cameroon. Int. |. Contemp. Hosp. Manag. 2012, 24, 735-752. [CrossRef]

Patrick, A.; Laschinger, HK.S. The effect of structural empowerment and perceived organizational support on middle level nurse
managers’ role satisfaction. J. Nurs. Manag. 2006, 14, 13-22. [CrossRef]


http://doi.org/10.1007/s10902-014-9513-8
http://doi.org/10.1146/annurev-orgpsych-032117-104640
http://doi.org/10.1177/0149206315575554
http://doi.org/10.1146/annurev-orgpsych-012119-044917
http://doi.org/10.1186/1471-244X-13-89
http://www.ncbi.nlm.nih.gov/pubmed/23510273
http://doi.org/10.1080/02678373.2017.1304463
http://doi.org/10.1037/0021-9010.88.5.879
http://doi.org/10.1037/1082-989X.12.1.23
https://www.statistics.gov.hk/pub/B10800072020AN20B0100.pdf
http://www.danielsoper.com/statcalc
http://www.danielsoper.com/statcalc
http://doi.org/10.1037/0021-9010.71.3.500
http://doi.org/10.1108/00483481211189947
http://doi.org/10.1027/1866-5888/a000092
http://doi.org/10.1177/1049731514557832
http://doi.org/10.1146/annurev.psych.58.110405.085530
http://doi.org/10.1207/s15327906mbr3102_3
http://www.ncbi.nlm.nih.gov/pubmed/26801456
http://doi.org/10.1207/S15327906MBR3903_1
http://doi.org/10.3758/BF03206553
http://doi.org/10.1080/10705519909540118
http://doi.org/10.1108/JMP-01-2016-0002
http://doi.org/10.1002/job.755
http://doi.org/10.1080/00224540903347297
http://www.ncbi.nlm.nih.gov/pubmed/20099565
http://doi.org/10.1108/ER-04-2019-0187
http://doi.org/10.1108/09596111211237273
http://doi.org/10.1111/j.1365-2934.2005.00600.x

Int. |. Environ. Res. Public Health 2022, 19, 922 12 of 12

45.

46.

47.

48.
49.

50.

51.

52.

53.

54.

55.

56.

57.

Colquitt, J.A. On the dimensionality of organizational justice: A construct validation of a measure. J. Appl. Psychol. 2001, 86,
386—-400. [CrossRef] [PubMed]

Korner, M.; Wirtz, M.A.; Bengel, J.; Goritz, A.S. Relationship of organizational culture, teamwork and job satisfaction in
interprofessional teams. BMC Health Serv. Res. 2015, 15, 243. [CrossRef]

Goodman, ER.; Disabato, D.J.; Kashdan, T.B.; Kauffman, S5.B. Measuring well-being: A comparison of subjective well-being and
PERMA. J. Posit. Psychol. 2018, 13, 321-332. [CrossRef]

Seligman, M. PERMA and the building blocks of well-being. . Posit. Psychol. 2018, 13, 333-335. [CrossRef]

Sutton, TM.; Edlund, J.E. Assessing self-selection bias as a function of experiment title and description: The effect of emotion and
personality. N. Am. J. Psychol. 2019, 21, 407-422.

Caputo, A. Social desirability bias in self-reported well-being measures: Evidence from an online survey. Univ. Psychol. 2017, 16,
245-255. [CrossRef]

Weldring, T.; Smith, S.M.S. Patient-Reported Outcomes (PROs) and Patient-Reported Outcome Measures (PROMs). Health Serv.
Insights 2013, 6, 61-68. [CrossRef] [PubMed]

Avey, ].B.; Luthans, F.; Smith, R.M.; Palmer, N.E. Impact of positive psychological capital on employee well-being over time.
J. Occup. Health Psychol. 2010, 15, 17. [CrossRef]

Rhoades, L.; Eisenberger, R. Perceived organizational support: A review of the literature. J. Appl. Psychol. 2002, 87, 698. [CrossRef]
[PubMed]

Hammer, A.; Arah, O.A.; Dersarkissian, M.; Thompson, C.A.; Mannion, R.; Wagner, C.; Ommen, O.; Sunol, R; Pfaff, H. The
relationship between social capital and quality management systems in European hospitals: A quantitative study. PLoS ONE
2013, 8, e85662. [CrossRef]

Kristensen, S.; Hammer, A.; Bartels, P.; Sufiol, R.; Groene, O.; Thompson, C.A.; Arah, O.A.; Kutaj-Wasikowska, H.; Michel, P;
Wagner, C. Quality management and perceptions of teamwork and safety climate in European hospitals. Int. |. Qual. Health Care
2015, 27, 499-506. [CrossRef]

Luthans, E; Avey, ].B.; Avolio, B.J.; Peterson, S.J. The development and resulting performance impact of positive psychological
capital. Hum. Resour. Dev. Q. 2010, 21, 41-67. [CrossRef]

Lupsa, D.; Virga, D.; Maricutoiu, L.P,; Rusu, A. Increasing psychological capital: A pre-registered meta-analysis of controlled
interventions. Appl. Psychol. Int. Rev. 2020, 69, 1506-1556. [CrossRef]


http://doi.org/10.1037/0021-9010.86.3.386
http://www.ncbi.nlm.nih.gov/pubmed/11419799
http://doi.org/10.1186/s12913-015-0888-y
http://doi.org/10.1080/17439760.2017.1388434
http://doi.org/10.1080/17439760.2018.1437466
http://doi.org/10.11144/Javeriana.upsy16-2.sdsw
http://doi.org/10.4137/HSI.S11093
http://www.ncbi.nlm.nih.gov/pubmed/25114561
http://doi.org/10.1037/a0016998
http://doi.org/10.1037/0021-9010.87.4.698
http://www.ncbi.nlm.nih.gov/pubmed/12184574
http://doi.org/10.1371/journal.pone.0085662
http://doi.org/10.1093/intqhc/mzv079
http://doi.org/10.1002/hrdq.20034
http://doi.org/10.1111/apps.12219

	Introduction 
	Theoretical Background of Psychological Capital 
	Organizational and Personal Resources for Flourishing 
	Present Study 

	Methods 
	Participants and Procedures 
	Measures 
	Data Analysis 

	Results 
	Inter-Correlations 
	Measurement Model 
	Structural Model 

	Discussion 
	Conclusions 
	References

