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Abstract:

This study examines the component level relationships between Psychological Capital (PsyCap),
comprising self-efficacy, hope, optimism, and resilience, and the cognitive, emotional, and physical
dimensions of employee engagement in a military organizational context. The study addresses three
gaps in the literature: the predominant operationalization of PsyCap as a unidimensional composite, the
treatment of engagement as a single dimensional construct, and the scarcity of evidence from high
demand institutional settings. A cross sectional survey was conducted with 658 military personnel from
the border guard service across five units, with 57.4 percent male participants. PsyCap was measured
using the 12 item PCQ Self Rater Short Version (a = 0.85) and engagement using the 18 item Job
Engagement Scale (a = 0.86). Structural validity was confirmed via confirmatory factor analysis (KMO
=.914; NFI = 0.968; SRMR = 0.064). Hypotheses were tested using PLS SEM (SmartPLS 4.1.1.2), with
discriminant validity assessed via the Fornell Larcker criterion and common method bias evaluated using
Harman's single factor test (34.2 percent, below the 50 percent threshold). All twelve hypothesized paths
(H1a to H4c) were supported (p < .01). The model explained 55.6 percent, 47.9 percent, and 38.6
percent of variance in cognitive, physical, and emotional engagement, respectively. Differential patterns
emerged: hope showed the strongest association with emotional engagement ( = 0.687), resilience
with physical engagement (3 = 0.634), optimism with cognitive engagement ( = 0.595), and self-efficacy
produced uniform effects across all three dimensions ( = 0.297 to 0.632). This study is among the first
to examine PsyCap engagement relationships at the component level in a military context. The findings
extend the Job Demands Resources model by demonstrating that distinct PsyCap resources activate
engagement through qualitatively different psychological pathways, providing evidence-based guidance

for targeted psychological capital development in high demand organizational environments.
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Introduction

Contemporary organizations operate in an environment defined by rapid technological advancement,
intensifying global competition, and persistent market volatility. Within this context, sustained
organizational performance and competitive advantage have become increasingly dependent on the
psychological engagement of the workforce. Employee engagement, defined as a positive, fulfilling,
work related psychological state in which individuals invest their physical, cognitive, and emotional
resources into their organizational roles (Rich et al., 2010), has accordingly emerged as a construct of
central theoretical and practical importance in organizational behavior research. Engaged employees
exhibit stronger connections to the meaning of their work, demonstrate proactive role behaviors, and
contribute more consistently to the attainment of organizational objectives (Bakker et al., 2011).
Empirical evidence has further established that engagement is positively associated with team
collaboration, organizational climate, and a broad range of value-adding behaviors including initiative,
problem-solving, and innovation (Bakker et al., 2011; Saks, 2022). Consequently, organizations have
increasingly positioned engagement as a strategic human resource priority, directing policy and practice
toward developing its psychological and motivational antecedents (Saleem et al., 2022). Despite this
growing recognition, the mechanisms through which individual factors shape engagement, particularly

in high demand and high stress institutional contexts, remain incompletely understood.

Among the personal resources that have attracted sustained scholarly attention, Psychological Capital
(PsyCap) has emerged as a particularly influential construct. Comprising four positive psychological
states, self-efficacy, hope, optimism, and resilience, PsyCap reflects an individual's capacity to marshal
cognitive and motivational resources in pursuit of goals and in response to adversity (Luthans et al.,
2007). Numerous studies have demonstrated that PsyCap exerts a positive influence on employee well-
being, job satisfaction, task performance, organizational commitment, and broader organizational
outcomes (Alessandri et al., 2018; Avey et al., 2011; Newman et al., 2014). Moreover, PsyCap is
recognized as a vital personal resource that sustains work motivation and fosters engagement, lending

it strategic significance in human resource development (Bakker & Demerouti, 2017).

The relationship between PsyCap and employee engagement can be theoretically anchored within the
Job Demands—Resources (JD-R) model (Bakker & Demerouti, 2017). According to this framework,
personal resources buffer the detrimental effects of job demands, sustain intrinsic motivation, and serve
as proximal antecedents of engagement. Recent empirical studies have substantiated that PsyCap
promotes goal-oriented behavior and volitional motivation, thereby enhancing engagement across
organizational settings (Biswal et al., 2023; Giancaspro et al., 2022). Nevertheless, the mechanisms
linking specific PsyCap components to distinct engagement dimensions, and how these mechanisms

operate across diverse, high demand organizational contexts, remain insufficiently elucidated.
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A notable gap in the literature concerns high-demand institutional environments, particularly military and
public sector organizations. Military settings are characterized by hierarchical authority structures,
sustained exposure to physical and psychological stressors, and elevated performance accountability,
conditions that substantially amplify the role of psychological resources in maintaining engagement
(Luthans et al., 2007). Yet systematic investigation of how PsyCap fosters engagement within such
environments remains scarce. Beyond this contextual gap, the extant literature is subject to three
interrelated methodological limitations. First, PsyCap has predominantly been operationalized as a
unidimensional composite, the PCQ-24 aggregate score, thereby obscuring how its individual
components differentially influence distinct facets of engagement (Avey et al., 2011; Newman et al.,
2014). A component-level analysis is theoretically warranted because each PsyCap dimension carries
distinct motivational and cognitive properties (Luthans et al., 2007) and may therefore relate differently
to cognitive, emotional, and physical engagement. Second, employee engagement has frequently been
treated as a single dimensional construct, often equated solely with vigor or absorption, leaving the
differentiated mechanisms underlying its cognitive, emotional, and physical dimensions inadequately
examined (Rich et al., 2010). Operationalizing engagement as multidimensional is essential to capturing
the full range of psychological and behavioral processes through which PsyCap exerts its influence.
Third, context-specific empirical examinations remain limited: most existing studies draw on private-
sector service or educational samples (Biswal et al., 2023; Giancaspro et al., 2022), leaving military and
public sector contexts substantially underrepresented and constraining the generalizability of existing

theoretical models.

Taken together, these gaps identify a clear need for component-level, multidimensional, and context-
sensitive investigation of the PsyCap—engagement relationship. The present study addresses this need
through a structured empirical inquiry among 658 military personnel, examining the relationships
between the four PsyCap components and the three dimensions of employee engagement. Two
research questions guide the study:

e RQ1: How do the components of Psychological Capital influence the engagement
dimensions of military personnel?
e RQ2: What are the theoretical and practical implications of the PsyCap—engagement

relationship within high-demand organizational contexts?

By addressing these questions, this study aims to enrich organizational behavior theory and offer

evidence-based contributions to human resource policy and practice in institutional environments.
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Literature Review

Psychological Capital

Psychological Capital (PsyCap) originated within the Positive Organizational Behavior (POB) research
paradigm, a domain explicitly focused on the measurement and development of positively oriented
human resource strengths and psychological capacities that can be improved and that have a
measurable impact on performance (Donaldson & Villalobos, 2024; Luthans, 2002). Whereas traditional
resource-based perspectives on competitive advantage have emphasized financial and structural
assets, contemporary organizational scholarship increasingly recognizes that sustained advantage
resides in the psychological resources of employees (Avey & Holley, 2024). PsyCap represents precisely
such a resource, a higher order positive psychological state of development first proposed by Luthans
& Youssef (2004) and subsequently formalized by Luthans, Youssef, and Avolio (2007). To qualify as a
component of PsyCap, a psychological state must be theory based, measurable, state like and thus

developable, and demonstrably linked to desirable performance outcomes.

PsyCap is operationalized through four core psychological resources, self-efficacy, hope, optimism, and
resilience, often referred to as the HERO framework, which interact synergistically rather than additively
and amplify each other's effects on motivation, performance, and adaptive capacity (Luthans et al., 2007;
Newman et al., 2023).

Self-efficacy denotes an individual's confidence in their capacity to mobilize the cognitive and behavioral
resources required to successfully execute specific tasks under challenging conditions (Bandura, 1977).
In organizational settings, highly self-efficacious employees tend to set more ambitious performance
goals, sustain effort in the face of obstacles, and demonstrate effective functioning in complex role

environments (Rego et al., 2012).

Hope is conceptualized as a positive motivational state arising from the interaction of agency, goal
directed cognitive energy, and pathways, the capacity to generate viable alternative routes toward goal
attainment (Snyder et al., 1991). Critically, hope involves not merely passive optimism but the active
cognitive flexibility to reformulate goal pursuit strategies when initial routes are blocked (Snyder & Lopez,
2002).

Optimism in the PsyCap framework draws on Seligman's (2006) attributional model, wherein positive
events are attributed to personal, stable, and pervasive causes, while negative outcomes are interpreted
as temporary and situationally bounded. This explanatory style promotes a future-oriented, solution-

focused disposition that sustains proactive behavior under adverse conditions (Datu et al., 2016).

Resilience denotes the capacity to recover from and potentially grow through adversity, uncertainty,

conflict, and failure (Masten & Reed, 2002). Within organizational contexts, resilience enables
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employees to maintain stable engagement and performance trajectories despite sustained pressure or

systemic disruption (Luthans & Youssef-Morgan, 2017).

Collectively, these four components constitute a dynamic psychological resource system with well-
documented positive effects on job performance, job satisfaction, organizational commitment, and
organizational citizenship behavior (Avey et al., 2011; Newman et al., 2014). More recent evidence
extends these findings to include creativity, positive workplace attitudes, and well-being (Barua et al.,
2025). PsyCap exerts its influence through three primary mechanisms: enhancing cognitive problem-
solving and creative capacity; strengthening psychological regulation and stress recovery; and activating
motivational processes that sustain goal-directed persistence (Luthans & Youssef-Morgan, 2017).
Within public sector and institutional contexts, PsyCap assumes particular salience. Employees in these
settings frequently contend with high accountability demands, structural resource constraints, and rigid
hierarchical authority, conditions that place extraordinary demands on psychological resources (Daswati
et al., 2022). The capacity to sustain motivation, regulate stress, and pursue goals under such conditions
renders PsyCap an especially critical determinant of work-related outcomes in military and public
organizational environments. Empirical evidence from public sector and high-demand organizational
contexts corroborates this assertion. Daswati et al. (2022) demonstrated that PsyCap positively predicts
career engagement and job performance among Indonesian civil servants, confirming that its
motivational properties extend beyond private-sector samples. Similarly, Saleem et al. (2022) found that
PsyCap significantly enhanced safety-oriented engagement behaviors among construction workers
operating under high physical and regulatory demands, underscoring the construct’s relevance in
environments where both cognitive vigilance and behavioral persistence are critical. Newman et al.
(2014) further established through meta-analytic synthesis that all four PsyCap components
independently contribute to performance outcomes, reinforcing the theoretical value of component-level
rather than composite-level analysis. These findings suggest that PsyCap’s developmental malleability,
meaning the fact that all four components can be strengthened through targeted training, makes it a
particularly actionable resource for organizations seeking to cultivate engagement under conditions of

sustained occupational pressure.
Employee Engagement

Although practitioner interest in employee engagement was catalyzed by large scale workforce surveys
in the 1990s, its foundational academic conceptualization is attributed to Kahn (1990), who defined
engagement as the "harnessing of organization members' selves to their work roles", a process through
which individuals express themselves physically, cognitively, and emotionally during role performance
(Endres & Mancheno-Smoak, 2008). Kahn's definition represents a significant theoretical advance over
prior constructs such as job satisfaction or organizational involvement, positioning engagement as a

state of full psychological presence rather than mere attitudinal disposition.
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Following Kahn's (1990) framework, and as operationalized by Rich, LePine, and Crawford (2010),
employee engagement comprises three interrelated dimensions. Cognitive engagement refers to the
allocation of attentional and intellectual resources to work roles. Emotional engagement denotes the
degree of affective connection an employee experiences toward their work and organization,
encompassing enthusiasm, interest, and pride. Physical engagement represents the behavioral
dimension, the energy and effort exerted in role performance. Together, these three dimensions
constitute a theoretically grounded framework for assessing the depth of an individual's psychological

and behavioral investment in work.

Subsequent organizational research has established engagement as a strategic antecedent of
performance outcomes. Engagement has been characterized as the degree to which employees
dedicate energy, effort, and psychological investment toward organizational goals and values (Richman
et al., 2008), manifesting not only through affective connection but also through discretionary effort and
proactive behavior (Frank et al., 2004). Empirical evidence consistently links high engagement to
superior productivity, innovation, service quality, and reduced voluntary turnover (Bakker et al., 2011;
Saks, 2022).

The Job Demands Resources (JD-R) model provides the predominant theoretical account of
engagement's antecedents (Bakker & Demerouti, 2017). According to this framework, engagement is
sustained when employees possess adequate job and personal resources to buffer the depleting effects
of job demands, thereby enabling vigor, dedication, and absorption (Macey & Schneider, 2008). Beyond
its performance implications, engagement is intrinsically linked to psychological well-being and
resilience, engaged employees demonstrate superior capacity to manage stress and maintain stable
performance across demanding role conditions (Bakker & Demerouti, 2017). Saks (2022) further
demonstrated that caring human resource management practices strengthen engagement by signaling
organizational investment in employee well-being, a finding that underscores the importance of
contextual support as a complement to individual psychological resources. In military and high-demand
public organizations, where relational support structures may be constrained by hierarchical norms,
these findings highlight the dual importance of both organizational conditions and personal resources

such as PsyCap in sustaining engagement.

Psychological Capital and Employee Engagement: Theoretical Integration and
Hypotheses

Employee engagement represents a positive psychological state characterized by vigor, dedication, and
absorption during the performance of work roles; it is closely associated with critical outcomes such as

organizational performance, employee well-being, and innovation (Bakker & Demerouti, 2017; Saks,

2022). Contemporary organizational behavior research emphasizes that engagement is influenced by a
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multitude of individual and organizational factors. In this context, Psychological Capital (PsyCap) is
recognized as a vital personal resource for explaining variance in employee engagement (Luthans &
Youssef-Morgan, 2017).

The relationship between PsyCap and employee engagement can be theoretically framed within the
Job Demands—Resources (JD-R) model. According to the JD-R framework, work engagement emerges
from the interaction between job resources and personal resources (Bakker & Demerouti, 2017).
Personal resources enable employees to successfully cope with job demands, achieve work goals, and
sustain motivation. Since PsyCap encompasses the psychological resources of self-efficacy, hope,
optimism, and resilience, it serves as a critical mechanism for fostering motivation and engagement
(Newman et al., 2023).

First, self-efficacy, a component of PsyCap, enhances employees' confidence in their ability to
successfully execute tasks, thereby encouraging them to set higher goals and engage proactively in
challenging situations (Bandura, 1977). Second, hope strengthens engagement and persistence by
increasing goal-directed energy and the capacity to identify multiple pathways to reach objectives
(Snyder et al., 1991). Third, optimism boosts expectations for positive future outcomes, leading
employees to maintain a more proactive and positive stance within the workplace (Seligman et al.,
2006). Fourth, resilience assists employees in navigating difficulties, stress, and uncertainty, thereby

enabling the maintenance of stable engagement (Luthans & Youssef-Morgan, 2017).

Empirical studies have consistently substantiated the positive correlation between PsyCap and
employee engagement. For instance, Xanthopoulou et al. (2009) established that personal
psychological resources play a pivotal role in increasing engagement. Subsequent research has further
demonstrated that PsyCap enhances motivation, job satisfaction, and well-being, which in turn drives
engagement (Alessandri et al., 2018; Barua et al., 2025). Employees with high PsyCap are more likely
to exert greater effort toward goals, perceive challenges as opportunities, and immerse themselves
deeply in their work activities. At the component level, Biswal et al. (2023) found that both hope and self-
efficacy were significant predictors of work engagement in a sample of knowledge workers, with social
relationships moderating the strength of these associations. Giancaspro et al. (2022) reported that
PsyCap dimensions collectively predicted extra-role engagement behaviors in Italian employees, with
resilience and optimism showing particularly strong associations with proactive work involvement.
Furthermore, Datu et al. (2016) demonstrated in cross-sectional and longitudinal designs that PsyCap
components bolstered academic engagement through their effects on motivation and goal persistence,
a finding with direct parallels to occupational engagement in high-demand roles. Taken together, this
body of evidence establishes that the individual PsyCap components do not exert uniform effects across
engagement outcomes, but rather operate through distinct motivational pathways that are theoretically

aligned with the specific demands of each engagement dimension.
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Consequently, Psychological Capital can be considered a vital psychological resource for enhancing the

cognitive, emotional, and physical dimensions of employee engagement. In other words, individuals with

high PsyCap are significantly more likely to demonstrate active participation and invest greater energy

and effort into achieving organizational objectives.

Based on these theoretical foundations and previous empirical findings, the research model and the

following hypotheses are proposed.

Employee Engagement
Dimensions

Self-efficacy

Hope

Emotional Engagement

Optimism

Resilience

Figure 1: Conceptual framework of the study

Research hypotheses:

H1a-c: Self-efficacy will be positively related to (a) physical engagement, (b) emotional
engagement, and (c) cognitive engagement. Individuals with higher self-efficacy are more
likely to engage fully with their work because they believe in their capabilities to succeed.
This confidence should translate into greater cognitive focus, emotional investment, and
physical effort.

H2a-c: Hope will be positively related to (a) physical engagement, (b) emotional
engagement, and (c) cognitive engagement. Hope, as a motivational state focused on goal
achievement, should drive individuals to invest more cognitive resources, emotional energy,
and physical effort in their work to accomplish their objectives.

H3a-c: Resilience will be positively related to (a) physical engagement, (b) emotional
engagement, and (c) cognitive engagement. Resilient individuals, who can bounce back
from adversity, should demonstrate higher engagement levels as they are better equipped
to maintain involvement despite challenges and setbacks.

H4a-c: Optimism will be positively related to (a) physical engagement, (b) emotional
engagement, and (c) cognitive engagement. Optimistic individuals, who maintain positive
expectations about future outcomes, are more likely to engage fully with their work as they

anticipate positive results from their efforts.
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Methods and Data

Data Collection and Sample Size

In determining the survey sample, a 95% confidence level (the minimum acceptable threshold) and a
5% confidence interval (the permissible margin of error between the population parameter and the
sample estimate) were applied. Based on the population size 1100 of the military five units of the border
guard service, the required sample size was estimated at 285 (Krejcie & Morgan, 1970). Following
formal approval, data collection was conducted in both electronic and printed formats between May 19
and June 25, 2025. Respondents were randomly selected from among individuals who expressed

willingness to participate.

A total of 669 responses were received from officers serving in five units of the border guard service.
After excluding 11 incomplete or non-compliant responses, 658 valid questionnaires used for analysis.

This sample was considered representative of the target population.
Measures

Psychological Capital was measured using the Psychological Capital Questionnaire (PCQ) — Self-Rater
Short Version, developed by Luthans et al. (2007). This 12-item scale assesses psychological capital,

and it demonstrated strong internal consistency, with a Cronbach’s alpha of 0.85.

Employee Engagement was measured using the Job Engagement Scale developed by Kahn (1990).
The scale consists of 18 items and demonstrated strong internal reliability, with a Cronbach’s alpha of
0.86. Participants rated each item using a five-point Likert scale, ranging from 1 = strongly disagree to

5 = strongly agree.

The measures of sampling adequacy employed in this study, including Barlett’s test of sphericity (x2 =
3426.15, df = 1, p <.001), the diagonals of the anti-image correlation matrix (all > .805), and the Kaiser-
Meyer-Olkin measure of sampling adequacy (.914), collectively indicated that the data were well-suited

for Exploratory Factor Analysis (Pett et al., 2003).
Data Analysis

For data analysis, we utilized the IBM SPSS 24 and Smart PLS 4.1.1.2 software packages from the
Social Sciences statistical suite (Ringle et al., 2012). To To ensure the robustness of the analysis,
reliability and correlation tests were conducted on all variables under investigation. Subsequently,
Structural Equation Modeling (SEM), a rigorous multivariate statistical technique, was employed to

examine the relationships among the variables and to test the proposed hypotheses.
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Results

Participants' Demographic

Among the 658 employees who participated in the study, 57.4% were male and 42.6% were female. In
terms of age distribution, 31.9% were under 30 years old, 25.5% were between 31 and 35, 26.4%
between 36 and 40, 10.9% between 41 and 45, and 5.2% were 46 years or older. Regarding work
experience, 6.4% had worked for up to 1 year, 11.4% for 1-3 years, 10.3% for 3-5 years, 21.9% for 6—
10 years, 24.9% for 11-15 years, 17.9% for 16—20 years, 4.7% for 21-25 years, and 2.4% had more
than 25 years of experience. By education background, 21.1% held a complete secondary education,
7.8% had specialized vocational training, 4.1% held a diploma, 55.9% had a bachelor’s degree, 10.6%
held a master’s degree, and 0.3% had a doctoral degree. Among the participants, 50.0% were officers,
37.1% were non-commissioned officers, 10.5% were civil service employees, and 2.3% were contract

soldiers.
Analysis of Confirmatory Factors

Prior to testing the research hypotheses, we validated our proposed structural equation model through
confirmatory factor analysis (CFA). We assessed model fit using established goodness-of-fit indices and
applied widely accepted thresholds from the literature (Hair et al., 2019; Hu & Bentler, 1998). Good
model fit is indicated by: Standardized Root Mean Square Residual (SRMR) values below 0.08, Normed
Fit Index (NFI) values above 0.90, and a chi-square to degrees of freedom ratio (x?) below 4.0. The

model fit analysis results are presented in Table 1.

Saturated | Estimated
Fit Index Threshold Interpretation
model model
SRMR 0.060 0.064 <0.08 Acceptable fit
d_ULS 0.080 0.095 Lower values = better Excellent fit
d G 0.033 0.059 Lower values = better Excellent fit
Chi-square 2.942 3.830 Lower values = better Good fit
NFI 0.953 0.968 = 0.90 (good), = 0.95 (excellent) | Excellent fit

Table 1: Outcomes of Model Fit

As shown in Table 1, the estimated model meets all three goodness-of-fit thresholds. Notably, the NFI
of 0.968 exceeds the excellent-fit benchmark of 0.95, and the SRMR of 0.064 remains safely below the
0.08 cut-off. The only values warranting brief comment are d_ULS and d_G, which are marginally higher

for the estimated than the saturated model, though both remain within acceptable limits — indicating
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that the added structural constraints do not meaningfully degrade fit according to the criteria outlined by
Hu and Bentler (1998).

Reliability and Validity

In any study, before conducting analysis there is a need to ensure the reliability and validity of variables.
To test the reliability, Cronbach’s alpha value is tested for validating the reliability of variables and the
minimum cut-off points showed 0.7 (Nunnally, 1978) and which proved that the data is acceptable for
further measurements. Subsequently, composite reliability (CR) is employed to assess internal
consistency. According to Hair et al. (2019), a CR value above 0.7 indicates satisfactory internal
consistency. Consequently, all constructs in this study meet the criteria for the internal consistency test.
Moreover, the validity of the questions demonstrated above of 0.3. AVE (Average Variance Extracted)
coefficient is also shown as 0.5 for composites (Awang, 2014) which means it is acceptable for

measurement. Table 2 provides a summary of the analysis results.

Table 2 presents the measurement model results. All constructs meet the established reliability and
validity thresholds. Particularly noteworthy is the high AVE for Resilience (0.854) and Optimism (0.801),
reflecting strong convergent validity despite each being measured with only two items following item
removal. Emotional Engagement shows the highest Cronbach's alpha (0.904), indicating especially
strong internal consistency. Four items (Res1, Res2, Opt5, and PE3) were removed to improve model

fit and construct validity.

Variables Items Loadings a CR AVE

Efficacy 3 .772-.902 0.838 0.851 0.656
Hope 3 .836-.917 0.848 0.858 0.668
Resilience 2* .857-.903 0.829 0.921 0.854
Optimism 2* .794-.925 0.752 0.890 0.801
Cognitive_ Engagement 6 .852-.918 0.839 0.852 0.538
Emotional Engagement 6 .888-.914 0.904 0.893 0.583
Physical Engagement 5* .743-.927 0.834 0.850 0.533

Table 2: Outcomes of Measurement model
Discriminant Validity

In this study, discriminant validity was evaluated using the Fornell-Larcker criterion criterion. According

to the Fornell-Larcker criterion, the square root of the average variance extracted (AVE) for each
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construct should be greater than its correlations with other constructs. As shown in Table 3, the AVE

values for all constructs are greater than the squared correlation coefficients between constructs.

Table 3 confirms adequate discriminant validity for all constructs. The most notable feature is the
comparatively high inter-construct correlations among the four PsyCap components (ranging from 0.718
to 0.751), which nonetheless remain below each construct's respective AVE square root. This is
theoretically expected given the synergistic nature of the HERO framework, and confirms that despite
their conceptual relatedness, the four PsyCap dimensions are empirically distinguishable. Discriminant

validity for all constructs was confirmed (Henseler et al., 2015).

Variables Eff Hope Opt Res CE EE PE
Efficacy (Eff) 0.810

Hope (Hope) 0.747 | 0.817

Optimism (Opt) 0.739 | 0.722 | 0.895

Resilience (Res) 0.718 | 0.751 0.741 0.924

Cognitive Engagement (CE) | 0.401 | 0.459 |0.492 | 0467 |0.734

Emotional Engagement (EE) | 0.379 0.474 0.471 0.424 0.757 0.764

Physical Engagement (PE) 0.405 0.471 0.482 0.480 0.751 0.712 0.731

Table 3: Outcomes of Discriminant Validity, Fornell-Larcker criterion
Descriptive and Correlation Analysis

This study employed descriptive statistics to summarize the characteristics of the data. Table 4 presents
the descriptive statistics and correlation coefficients for all variables. Notably, Hope recorded the highest
mean score (M = 4.74) among the PsyCap components, while Cognitive Engagement showed the lowest
mean (M = 4.22) across all constructs. Despite this variation, the consistently high scores across all

variables suggest a generally strong psychological and engagement profile among the sampled military

personnel.
Variables |Mean (SD Eff Hope |Res Opt PE EE CE
Eff 4.56 |0.68 1.000
Hope 4.74  |0.52 0.747" | 1.000
Res 4.35 |0.71 0.718™ | 0.751™ |1.000
Opt 4.48  |0.63 0.739" | 0.722" |0.741™ | 1.000
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PE 4.25 |0.79 0.405" | 0.471" |0.480" | 0.482" | 1.000
EE 429 0.74 0.379" | 0.474" |0.424™ | 0.471" | 0.712" |1.000
CE 4.22  10.69 0.401™ | 0.459™ |0.467" | 0.492™ | 0.751™ |0.757" |1.000

Table 4: Outcomes of Descriptive Statistics and Correlation Analysis

Regarding inter-construct relationships, the correlation matrix reveals a clear pattern of differentiation
between within-construct and between-construct associations. PsyCap components are more strongly
intercorrelated with each other (r = 0.718-0.751) than with any engagement dimension (r = 0.379—
0.492), which is theoretically consistent with the integrated HERO framework. Among the cross-
construct correlations, Optimism demonstrated the strongest overall association with engagement
dimensions, while Efficacy's link to Emotional Engagement was the weakest observed relationship (r =
0.379).

Multicollinearity Assessment

Multicollinearity arises when independent variables in a regression model are highly intercorrelated,
which can affect parameter estimation and model interpretation (Hair et al., 2019). To evaluate this, we
examined the Variance Inflation Factor (VIF) and tolerance statistics for all predictor variables. Table 5
displays the multicollinearity diagnostics for the four predictors: Efficacy, Hope, Resilience, and
Optimism. All variables exhibited acceptable multicollinearity levels, with VIF values ranging from 2.551
to 2.747—well below the conventional threshold of 5.0—and tolerance values ranging from 0.364 to
0.392, comfortably above the minimum acceptable threshold of 0.2 (Kutner et al., 2004). As shown in
Table 5, all VIF values fall well below the threshold of 5.0, confirming that multicollinearity does not pose
a threat to model interpretability. Notably, Resilience records the highest VIF (2.747), reflecting its
relatively stronger inter-correlations with the other PsyCap components, a theoretically expected finding

given the synergistic HERO structure, yet it remains comfortably within acceptable bounds.

Predictor Variables Tolerance VIF Assessment
Efficacy 0.389 2.571 Acceptable
Hope 0.375 2.667 Acceptable
Resilience 0.364 2.747 Acceptable
Optimism 0.392 2.551 Acceptable

Table 5: Outcomes of Multicollinearity Assessment
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Harman's single-factor test detects common method bias (CMB) by examining if one factor explains

over 50% of variance in exploratory factor analysis (Aguirre-Urreta & Hu, 2019; Fuller et al., 2016).

Test Result | Interpretation

Harman's Single Factor 34.2% | <50% threshold - CMV not a major concern

Table 6: Outcomes of Common Method Variance Assessment

As shown in Table 6, Harman’s single-factor test indicated that the first unrotated factor accounted for
34.2% of the total variance, which is below the 50% threshold. This suggests that common method bias

(CMB) is not a major concern in the study (Aguirre-Urreta & Hu, 2019).
Structural Model Assessment

The structural model demonstrated good explanatory power across all engagement dimensions.
Cognitive engagement showed the highest explanatory variance (R? = 0.556, Adjusted R? = 0.546),
indicating that 55.6% of its variance was explained by psychological capital dimensions. Physical
engagement demonstrated moderate explanatory power (R? = 0.479, Adjusted R? = 0.458), while
emotional engagement showed the lowest but still substantial explanatory variance (R? = 0.386,
Adjusted R2= 0.359).

Hypotheses Testing

To test and validate the hypotheses, structural equation modeling (PLS-SEM) was employed to examine
the relationships between independent and dependent variables. The results confirmed all five
hypotheses, with each regression path coefficient being positive and statistically significant (p < .01).

The findings are presented in Table 7.

t P Effect |Hypothesis
H Path B SE 95% CI
values | values Size Results
Small-
H1a Eff - PE 0.297 | 0.064 | 4.64 <.001 [0.172,0.422] . Accepted
Medium
H1b Eff >EE 0.632 | 0.065 | 9.72 <.001 [[0.504,0.760] |Large Accepted

H1c Eff - CE 0.362 | 0.067 | 5.40 <.001 |[[0.230,0.494] |Medium |[Accepted

H2a Hope —PE | 0.344 | 0.098 | 3.51 <.001 |[[0.152,0.536] |Medium |[Accepted

H2b Hope — EE | 0.687 | 0.097 | 7.08 <.001 |[0.497,0.877] |Large Accepted

H2c Hope — CE | 0.476 | 0.101 | 4.71 <.001 [0.278,0.674] |Medium |Accepted
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H3a | Res —» PE 0.634 | 0.157 | 4.04 <.001 [0.326,0.942] |Large |Accepted

Small-
H3b Res — EE 0.279 | 0.092 | 3.03 0.003 [[0.099, 0.459] . Accepted
Medium

H3c Res — CE 0.483 | 0.096 | 5.03 <.001 [0.295,0.671] |Medium |Accepted

H4a | Opt->PE | 0.324 | 0.079 | 410 | <.001 [[0.169,0.479] |Medium |Accepted

H4b | Opt -»EE 0.439 | 0.080 | 5.49 <.001 |[0.282,0.596] |Medium |Accepted

H4c Opt — CE 0.595 | 0.080 | 7.44 <.001 |[0.438,0.752] |Large Accepted

Table 7: Outcomes of Path Analysis Among Variables

Table 7 and Figure 1 present the results of the path analysis examining the relationships between
PsyCap components and dimensions of employee engagement. All twelve hypothesized paths (H1a—

H4c) were accepted, with every coefficient positive and significant at p < .001, except H3b (p = .003).

Several notable patterns emerge across the components. First, emotional engagement consistently
attracted the strongest effects from efficacy and hope, both of which produced their largest coefficients
on this dimension, suggesting that the motivational and goal-directed qualities of these two components
resonate most directly with employees' affective investment in their work. Second, resilience stands out
as the only PsyCap component whose strongest relationship is with physical engagement rather than
emotional or cognitive engagement, pointing to a distinct behavioral-energetic mechanism compared to
the other three components. Third, optimism's largest effect falls on cognitive engagement, indicating
that a positive future orientation may be most consequential for how employees mentally process and

invest attention in their roles.

Taken together, the findings demonstrate that each PsyCap component has a differentiated engagement
profile rather than a uniform impact across dimensions. This pattern supports the value of treating
PsyCap as a multidimensional construct in organizational interventions, since strengthening specific
components, resilience for physical vitality, optimism for cognitive investment, hope and efficacy for

emotional connection, may yield targeted improvements in workforce engagement.
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Figure 2: Graphical output of PLS-SEM

Discussion

The findings of this study provide comprehensive empirical support for the proposed research model.
All twelve hypotheses (H1a—H4c) were statistically confirmed, demonstrating that each of the four
PsyCap components — self-efficacy, hope, optimism, and resilience — exerts a significant positive effect
across the cognitive, emotional, and physical dimensions of employee engagement. These results are
consistent with prior evidence identifying PsyCap as a vital personal resource for fostering work
engagement (Alessandri et al., 2018; Newman et al., 2023; Xanthopoulou et al., 2009), and extend that
evidence to a military organizational context in which component-level, multidimensional investigation

had been largely absent.
Alignment With the JD-R Framework

The pattern of results reaffirms the theoretical logic of the Job Demands—Resources (JD-R) model
(Bakker & Demerouti, 2017). Within this framework, personal resources buffer the depleting effects of

demanding work conditions, sustain intrinsic motivation, and serve as proximal antecedents of
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engagement. The present findings confirm that PsyCap operates as precisely such a resource. As a
synergistic positive psychological system, it amplifies goal directed motivation, cognitive focus, and
behavioral effort, the constituent elements of emotional, cognitive, and physical engagement,
respectively. This contributes to the growing body of evidence positioning PsyCap as a theoretically
coherent and empirically robust personal resource within the JD-R framework and demonstrates that its
motivational and regulatory functions extend to high-demand institutional environments beyond the

private-sector contexts that dominate the existing literature.
Component-Level Differential Pathways

Beyond aggregate support for PsyCap, a central theoretical contribution of this study lies in the
identification of differential pathways through which individual PsyCap components relate to distinct

engagement dimensions, a differentiation that composite level analyses cannot detect.

Hope demonstrated the strongest association with emotional engagement (8 = 0.687). This finding is
theoretically interpretable within Snyder's Hope Theory (Snyder et al., 1991): the combination of goal-
directed agency and pathways thinking enables employees not only to pursue objectives effectively but
to form deeper psychological identification with their work roles. When employees perceive meaningful,
viable routes toward goal attainment, work becomes intrinsically motivating, fostering the affective
connection, enthusiasm, and pride that characterize emotional engagement. This result suggests that
the motivational architecture of hope, rather than general positive affect, is the primary driver of

emotional investment in high-demand work environments.

Self-efficacy produced the most uniform effects across all three engagement dimensions (§ = 0.297—-
0.632), consistent with Bandura's (1977) Social Cognitive Theory, which holds that confidence in one's
capabilities is a foundational determinant of behavioral initiation, effort persistence, and goal-directed
activity. In a military context where personnel routinely encounter performance-critical, high-stakes
demands, strong self-efficacy beliefs appear to sustain simultaneously the attentional focus, affective
investment, and physical effort required for sustained role engagement. The cross dimensional
consistency of this effect distinguishes self-efficacy as a generalized engagement resource, one that

supports engagement broadly rather than through a single targeted mechanism.

Resilience showed the strongest association with physical engagement (B = 0.634). This result is
theoretically coherent. Resilience, defined as the capacity to recover from and adapt to adversity,
uncertainty, and sustained pressure (Luthans & Youssef-Morgan, 2017), directly equips employees to
maintain the vigor and persistence that constitute physical engagement under demanding conditions.
Within military organizations characterized by high operational stress, extended duty requirements, and

physical performance demands, resilience functions as the most proximally relevant personal resource
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for sustaining behavioral engagement. These finding warrants priority attention in military human

resource policy and development practice.

Optimism exhibited the strongest association with cognitive engagement (§ = 0.595). When employees
interpret outcomes through a stable, internal, and optimistic attributional lens (Seligman, 2006), they are
more inclined to approach tasks as opportunities rather than threats, sustaining the attentional
concentration and intellectual investment that define cognitive engagement. Together, these component-
level patterns reveal that PsyCap resources activate engagement through qualitatively distinct

psychological mechanisms, each rooted in a separate motivational or regulatory process.
Theoretical and Practical Contributions

Theoretically, this study makes three contributions to organizational behavior scholarship. First, by
examining each PsyCap component independently rather than as a unidimensional PCQ-24 composite,
the study reveals differential pathways through which self-efficacy, hope, optimism, and resilience
activate distinct facets of engagement — a level of analytical precision that composite-level studies
cannot achieve. Second, operationalizing employee engagement as a three-dimensional construct
following Rich et al. (2010) demonstrates that PsyCap resources operate through qualitatively different
psychological mechanisms for cognitive, emotional, and physical investment in work roles, thereby
enriching the motivational architecture of the JD-R framework. Third, the extension of PsyCap-
engagement theory to a military organizational context demonstrates the cross-contextual applicability
of JD-R-based predictions beyond the private-sector and educational samples that dominate the extant
literature. Future research should address the cross-sectional limitation by employing longitudinal panel
designs or cross-lagged models that track PsyCap and engagement over time, ideally spanning six to
twelve months, to establish the temporal direction and stability of these relationships. Multi-source
measurement incorporating supervisor ratings and objective performance indicators would strengthen
confidence in the observed associations. Replication across other high-demand institutional contexts,
including emergency services, healthcare, and public safety, is recommended to establish boundary
conditions. Finally, experience-sampling or daily-diary methodologies could illuminate within-person
fluctuations in PsyCap activation and their real-time effects on engagement across demanding

operational cycles.
Limitations and Directions for Future Research

Three limitations of this study should be acknowledged. First, the cross-sectional research design limits
the ability to draw causal inferences. While the findings are consistent with the proposed theoretical
model, they do not confirm directional relationships. Future research should employ longitudinal or
experimental designs to strengthen causal interpretation. In particular, longitudinal panel studies or

cross-lagged panel models tracking psychological capital (PsyCap) and engagement over time, ideally
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across six to twelve months, would allow for the examination of temporal stability and potential reciprocal
relationships. In addition, intervention-based experimental studies that implement structured PsyCap
development programs and assess engagement before and after the intervention would provide
stronger causal evidence and demonstrate the trainability of PsyCap in organizational settings. Second,
the use of a single-organization sample restricts the generalizability of the findings to other military
branches, national contexts, and public sector organizations with different structural and cultural
conditions. Broader multi-site studies are therefore recommended to validate the external applicability
of the model. Third, common method variance may be a concern due to reliance on self-reported data.
Although Harman’s single-factor test indicated that common method bias did not exceed the 50%
threshold, this statistical test is limited and does not fully eliminate the risk of bias. Future studies should
incorporate multi-source data, including supervisor ratings and objective performance indicators such
as productivity or task completion records, to enhance measurement validity and reduce potential

inflation of associations.

Future research should also examine the moderating roles of organizational climate, supervisory
support, and role clarity, as these factors may influence PsyCap—engagement relationships. Replication
in other high-demand contexts such as healthcare, emergency services, and public safety is
recommended to establish boundary conditions. Finally, experience-sampling or daily diary methods

could provide deeper insight into within-person dynamics of PsyCap and engagement over time.
Conclusion

This study investigated the relationship between Psychological Capital (PsyCap) and employee
engagement among military personnel, providing component level empirical evidence of how the four
PsyCap dimensions, self-efficacy, hope, optimism, and resilience, influence the cognitive, emotional,
and physical dimensions of engagement. All twelve hypotheses (H1a—H4c) were statistically supported,
confirming that each PsyCap component exerts a significant positive effect across all three engagement
dimensions. The consistency and breadth of these effects reinforce the characterization of PsyCap as
a synergistic psychological resource system rather than a collection of independent traits: its influence
on engagement is pervasive, spanning the attentional, affective, and behavioral facets of role

investment.

At the component level, the findings reveal theoretically meaningful differential patterns. Hope
demonstrated the strongest association with emotional engagement, reflecting the motivational power
of goal-directed agency and pathways thinking in fostering psychological identification with work roles.
Self-efficacy produced the most uniform effects across all three dimensions, consistent with its role as
a generalized behavioral activation resource. Resilience showed a comparatively stronger association

with physical engagement, affirming its function in sustaining behavioral vigor under sustained
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occupational pressure. Optimism was most closely associated with cognitive engagement, supporting
the theoretical account that a positive explanatory style enhances attentional allocation and task
absorption. These differentiated pathways cannot be detected when PsyCap is operationalized as a
unidimensional composite, a methodological refinement that distinguishes the present study from much

of the prior literature.
Theoretical Implications and Further Research

In summary, this study demonstrates that Psychological Capital is a significant, multifaceted determinant
of employee engagement, with each of its four components contributing to engagement through distinct
and theoretically interpretable psychological pathways. By extending the PsyCap engagement literature
to a military organizational context and adopting a component level, multidimensional analytical
framework, this research addresses substantive gaps in the prior literature and offers both theoretical
refinement and practical guidance for the development of psychologically resilient, engaged workforces
in high demand institutional environments. Future research employing longitudinal designs, multi-source
measurement, and cross-institutional samples will be essential to consolidating and extending these

findings.
Practical Implications

From an applied organizational standpoint, the differential component-level findings point toward several
concrete intervention strategies that military human resource professionals and commanders can
implement. First, to strengthen resilience-based physical engagement, organizations should prioritize
structured resilience training programs tailored to the operational realities of border guard and high-
demand security roles. Such programs could include scenario-based stress inoculation exercises, peer-
support cohort training, and regulated recovery protocols that allow personnel to practice adaptive
coping under simulated operational pressure before encountering it in live deployments. Second, to
enhance hope-driven emotional engagement, organizations should introduce hope-focused goal-setting
workshops in which personnel collaboratively develop both primary objectives and alternative pathways
for achieving mission-critical goals. These workshops, grounded in Snyder’s Hope Theory, would
cultivate agency and pathways thinking simultaneously, deepening the psychological identification with
work roles that underpins emotional engagement. Third, to build the self-efficacy that sustains
engagement across all three dimensions, commands should implement structured mentoring programs
that expose junior personnel to progressive mastery experiences, complemented by formalized
performance feedback cycles that attribute success to personal capability and effort rather than
situational luck. Fourth, to develop optimism-driven cognitive engagement, attributional retraining
workshops can be embedded within existing leadership development curricula, equipping personnel

with the cognitive tools to reframe setbacks as temporary and situationally bounded rather than as
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permanent indicators of personal inadequacy. Together, these targeted, component-specific
interventions represent a psychologically grounded and operationally feasible approach to embedding
PsyCap development within existing military human resource and training infrastructures, enabling
commands to cultivate sustained engagement among personnel operating under conditions of

persistent demand and performance accountability.
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