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Abstract:

This study aimed to design a paradigmatic model of collective psychological capital based on grounded theory and empirically validate the
model among employees of the Isfahan Region Oil Pipelines and Telecommunications Company. This applied-developmental study
employed a sequential exploratory mixed-methods design. In the qualitative phase, 20 managers, supervisors, experts, and experienced
employees were selected through purposive and theoretical sampling. Data were collected through in-depth semi-structured interviews until
theoretical saturation was reached and were analyzed using open, axial, and selective coding within the grounded theory framework. In the
quantitative phase, a researcher-developed questionnaire derived from the qualitative findings was administered to employees, and 312 valid
questionnaires were included in the final analysis. Reliability, convergent validity, discriminant validity, and structural equation modeling
were used to evaluate the measurement and structural models. Causal conditions had a significant positive effect on collective psychological
capital ($=0.624, t=11.483, p<0.001). Contextual conditions significantly predicted both collective psychological capital (3=0.219, t=4.762,
p<0.001) and strategies (p=0.287, t=5.916, p<0.001). Intervening conditions had a significant negative effect on strategies (f=-0.176, t=3.842,
p<0.001). Collective psychological capital significantly predicted strategies ($=0.536, t=10.274, p<0.001) and organizational consequences
(B=0.247, t=5.186, p<0.001). Strategies exerted the strongest positive effect on organizational consequences (p=0.611, t=12.963, p<0.001).
The model explained 58.2% of the variance in collective psychological capital, 64.7% in strategies, and 69.3% in organizational
consequences. Collective psychological capital is a multilevel, context-dependent organizational resource shaped by leadership, human
resource practices, culture, trust, justice, and organizational conditions, and it contributes to improved team performance, work engagement,
adaptability, and positive organizational behaviors through appropriate developmental strategies.
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Extended Summary

Introduction

Contemporary organizations increasingly operate under conditions of technological change, operational complexity,
environmental uncertainty, intensified performance expectations, and growing dependence on coordinated teamwork. Under
such conditions, organizational effectiveness can no longer be explained adequately by tangible resources, technical
infrastructure, or individual competencies alone. Greater attention has therefore been directed toward intangible psychological
and social resources that enable employees and workgroups to remain motivated, adaptive, resilient, and goal-directed under
demanding circumstances. Psychological capital has emerged as one of the most influential constructs within positive
organizational behavior because it represents a developable psychological resource composed of self-efficacy, hope, resilience,
and optimism. A substantial body of research has linked psychological capital with job performance, work engagement, job
satisfaction, adaptive performance, extra-role behavior, and other desirable organizational outcomes (Giancaspro et al., 2022;
Hassian et al., 2022; Kahtani & Sulphey, 2022; Paliga et al., 2022). Recent reviews and bibliometric investigations further
indicate that psychological capital research has expanded considerably and is increasingly moving from predominantly
individual-level explanations toward contextual, multilevel, and team-based perspectives (Goswami & Goswami, 2022; Nguyen

et al., 2024; Pham et al., 2024; Tjimuku & Atiku, 2024). This transition is theoretically important because most organizational
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activities are conducted through interdependent teams, units, and professional networks in which members continuously
influence one another’s beliefs, expectations, coping patterns, and interpretations of organizational events.

Within this broader perspective, collective psychological capital may be understood as an emergent shared psychological
resource that reflects the extent to which group members collectively believe in their capacity to accomplish difficult tasks,
sustain pathways and motivation toward shared goals, recover from adversity, and maintain positive expectations regarding
future outcomes. Team-level research suggests that psychological capital at the collective level cannot be reduced simply to
the arithmetic average of individual psychological resources, because shared experiences, social interaction, leadership,
communication, group norms, and coordinated responses to success and failure contribute to the development of a distinct
collective psychological state (Marques et al., 2023). Evidence concerning shared positivity and organizational psychological
capital also suggests that collective positive psychological resources may enhance organizational performance, particularly
during exogenous crises and periods of disruption (Grozinger et al., 2021). Moreover, psychological capital may spread through
interpersonal interaction and social contagion, allowing optimism, efficacy, resilience, and hope to become shared within
groups and across organizational levels (Venkatanagarajan et al., 2025). Leadership represents one of the major mechanisms
through which this process may occur. Coaching leadership has been associated with innovative work behavior through
psychological capital (Abbas & Khattak, 2024), transformational leadership has been linked with psychological capital, work
engagement, and innovative behavior (Alwali, 2024), and leader psychological capital may promote constructive employee
behavior through modeling and positive influence (Wang et al., 2021). Similarly, team-level human resource practices can
contribute to team engagement through team psychological capital (Farrukh et al., 2024), while service-oriented human
resource practices may influence team performance through team-level mediating mechanisms (Qi et al., 2024).

Collective psychological capital is also likely to depend on contextual organizational characteristics. Organizational culture,
participation, trust, communication, justice, social support, and opportunities for development may determine whether positive
psychological resources emerge and become shared among employees. Organizational culture has been identified as an
important antecedent of psychological capital and as a contextual condition affecting employee performance (Aggarwal, 2023;
Aggarwal & Singh, 2022). Psychological capital and organizational culture may jointly support innovation and constructive
organizational behavior (Tripathi & Dhir, 2024). Organizational justice can also influence the transfer of psychological capital
across hierarchical levels (Gojny-Zbierowska, 2024), while social capital and psychological capital may operate together in
shaping citizenship behavior and job performance (Chen et al., 2025). Conversely, adverse workplace conditions, resource
restrictions, bureaucracy, occupational pressures, and interpersonal dysfunction may weaken the development or utilization of
collective psychological resources. Psychological capital has been shown to play a protective role under negative workplace
conditions such as bullying (Shabbir & Islam, 2024), while workplace spirituality and meaningful social connection may
strengthen employees’ positive psychological resources (Sarkar et al., 2022). The relevance of these issues becomes even more
pronounced in technical and infrastructure-based organizations where employees work under operational pressure, safety
requirements, interdepartmental dependence, and the possibility of unexpected disruptions. Although psychological capital has
been examined extensively, there remains a need for context-sensitive models that explain how collective psychological capital
emerges, what causal and contextual conditions shape it, what intervening factors constrain it, what strategies strengthen it, and

what organizational consequences result from it. Accordingly, the present study aimed to design a paradigmatic model of
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collective psychological capital based on grounded theory and to validate the resulting model among employees of the Isfahan
Region Oil Pipelines and Telecommunications Company.

Methods and Materials

The study employed an applied-developmental mixed-methods design using a sequential exploratory approach. The
qualitative phase was conducted through grounded theory to identify the dimensions, antecedents, contextual conditions,
intervening conditions, strategies, and consequences of collective psychological capital. Participants in this phase consisted of
20 managers, supervisors, experts, and experienced employees of the Isfahan Region Oil Pipelines and Telecommunications
Company who possessed sufficient knowledge of organizational processes, teamwork, human resource practices, leadership,
and the psychological characteristics of the workplace. Participants were initially selected through purposive sampling, and
theoretical sampling was subsequently employed as categories developed and relationships among concepts required further
clarification. Interviews continued until theoretical saturation was achieved. The qualitative sample consisted of 16 men and 4
women, with a mean age of 44.35 years and a mean organizational tenure of 18.70 years. Data were collected using in-depth
semi-structured interviews addressing participants’ experiences of shared efficacy, hope, resilience, optimism, leadership,
organizational support, teamwork, communication, justice, occupational pressures, learning, crisis management, and
organizational outcomes. Interviews were recorded with participants’ consent, transcribed verbatim, and supplemented with
field notes and analytic memos.

Qualitative data were analyzed concurrently with data collection using constant comparison and the procedures of open,
axial, and selective coding. Initial codes were compared, refined, merged, and organized into concepts, subcategories, and
major categories. During axial coding, relationships among categories were organized according to the paradigmatic structure
of causal conditions, central phenomenon, contextual conditions, intervening conditions, strategies, and consequences.
Selective coding was then used to integrate the categories around the core phenomenon and construct the final theoretical
model.

In the quantitative phase, the model derived from the qualitative findings was operationalized through a researcher-
developed questionnaire. The items were generated directly from the qualitative concepts and categories and were reviewed
for face validity, content relevance, clarity, and conceptual coverage. A total of 330 questionnaires were distributed, of which
312 valid questionnaires were retained for final analysis. The quantitative sample included 270 men and 42 women, with a
mean age of 41.72 years and a mean organizational tenure of 15.94 years. Reliability and construct validity were assessed using
factor loadings, Cronbach’s alpha, composite reliability, average variance extracted, and discriminant validity. The structural
model was evaluated through path coefficients, t statistics, effect sizes, explained variance, predictive relevance, and bootstrap
significance testing.

Findings

The qualitative analysis produced 529 initial codes, which were reduced through constant comparison and conceptual
integration to 115 final concepts, 72 subcategories, and 25 major categories. The resulting paradigmatic model included four
causal categories, four categories representing the central phenomenon, four contextual categories, four intervening categories,
five strategy categories, and four consequence categories. The causal conditions comprised supportive and empowering
leadership, developmental human resource management, shared goals and identity, and psychological safety. The central
phenomenon of collective psychological capital consisted of collective self-efficacy, collective hope, collective resilience, and

collective optimism. Contextual conditions included participative culture and organizational trust, quality of organizational
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communication, organizational justice and fairness, and teamwork infrastructure. Intervening conditions comprised
occupational and operational pressures, structural and bureaucratic limitations, resource constraints, and heterogeneity in
employees’ experiences and expectations. The identified strategies included participative and reinforcing leadership, collective
learning and development, strengthening interaction and social support, recognition of collective achievements, and
constructive management of crisis and change. The consequences were improved team performance, increased organizational
attachment and work engagement, enhanced adaptability and capacity for transformation, and strengthened positive
organizational behaviors.

The measurement model demonstrated satisfactory psychometric properties. Factor loadings ranged from 0.697 to 0.891.
Cronbach’s alpha coefficients ranged from 0.887 to 0.931, and composite reliability coefficients ranged from 0.906 to 0.943.
Average variance extracted ranged from 0.565 to 0.648, exceeding the acceptable threshold for all constructs. Discriminant
validity was also supported, with all heterotrait-monotrait ratios remaining below 0.85 and ranging from 0.481 to 0.794.

The structural model supported all hypothesized relationships. Causal conditions had a significant positive effect on
collective psychological capital, with a path coefficient of 0.624 and a t value of 11.483. Contextual conditions also had a
positive effect on collective psychological capital, with a path coefficient of 0.219 and a t value of 4.762. Contextual conditions
positively predicted organizational strategies, with a coefficient of 0.287 and a t value of 5.916. Intervening conditions had a
significant negative effect on strategies, with a coefficient of -0.176 and a t value of 3.842. Collective psychological capital
had a strong positive effect on strategies, with a coefficient of 0.536 and a t value of 10.274. Strategies exerted the strongest
direct effect on organizational consequences, with a path coefficient of 0.611 and a t value of 12.963. Collective psychological
capital also had a significant direct effect on organizational consequences, with a coefficient of 0.247 and a t value of 5.186.
The model explained 58.2 percent of the variance in collective psychological capital, 64.7 percent of the variance in strategies,
and 69.3 percent of the variance in organizational consequences.

Discussion and Conclusion

The findings indicate that collective psychological capital is a context-dependent and emergent organizational resource
rather than a simple aggregate of individual psychological characteristics. Its development depends substantially on leadership,
developmental human resource practices, shared identity, and psychological safety. These organizational conditions appear to
create a social environment in which employees are more likely to develop shared confidence in their collective capabilities,
preserve goal-directed motivation, recover jointly from operational difficulties, and maintain positive expectations about future
organizational outcomes. In a technical and operational organization such as the Isfahan Region Oil Pipelines and
Telecommunications Company, these collective psychological resources are particularly important because many work
activities require coordinated action, mutual dependence, rapid problem solving, and sustained performance under pressure.

The central role of collective self-efficacy, hope, resilience, and optimism also suggests that positive psychological resources
become organizationally meaningful when they are shared through interaction and transformed into group-level beliefs and
behavioral patterns. Repeated successful collaboration can strengthen collective efficacy, shared goal pursuit can reinforce
collective hope, successful adaptation to crises can build collective resilience, and constructive interpretations of organizational
challenges can strengthen collective optimism. The findings further indicate that contextual conditions such as trust, justice,
communication, and participative culture determine whether these resources can develop and be translated into effective

behavior.
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The negative role of intervening conditions demonstrates that psychological resources cannot compensate indefinitely for
structural deficiencies. Occupational pressure, excessive bureaucracy, limited resources, and mismatched expectations may
restrict the organization’s ability to convert collective psychological capacity into effective strategies. This finding highlights
the need to treat collective psychological capital not only as an employee-level development issue but also as a managerial and
structural concern. The strongest structural relationship in the model was the effect of strategies on organizational
consequences, suggesting that psychological capital creates value primarily when it is translated into collective learning,
participative leadership, mutual support, recognition of team achievements, and constructive crisis management.

Overall, the validated model provides an integrated explanation of how collective psychological capital emerges and
generates organizational outcomes. The model demonstrates that causal and contextual conditions contribute to the
development of collective psychological capital, that intervening conditions may constrain its practical utilization, and that
organizational strategies function as the principal mechanism through which this psychological resource is converted into
improved team performance, stronger engagement, greater adaptability, and more positive organizational behavior. The study
therefore contributes a context-sensitive paradigmatic framework for understanding collective psychological capital in a high-
reliability operational organization and provides a foundation for designing interventions that strengthen shared psychological

resources at the team and organizational levels.
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