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Abstract The work environment in multinational corporations (MNCs) is specific

and demanding including intercultural interactions with co-workers and clients and

using a foreign language. Some individual resources can help in dealing with

these circumstances. Individual resources refer to personal dispositions, compe-

tencies and prior experiences. With regard to previous studies, a caravan of

personal resources, namely Psychological Capital (Luthans et al., Pers Psychol 60

(3): 541–572, 2007), can reveal the source of inconsistencies in results in a

multicultural work setting.

The aim of this study was to examine the relationships between positive psycho-

logical capital and other individual and professional resources (functional language,

prior international experiences, age, and job tenure), which can help employees to

deal with a demanding multinational work environment and particularly with inter-

cultural interactions.

The results of a quantitative study among a Polish group of employees in MNCs

have demonstrated that psychological capital was slightly correlated with their

international experience and moderately correlated with proficiency in a foreign

language used in the corporation as a functional language. The psychological

capital of the respondents was not correlated with age, but was slightly correlated

with their job tenure. The differences between the two subgroups depended on the

job position, indicating that the supervisors had a higher level of psychological

capital than employees (large effect size) as well as having a higher level of

resilience, hope and optimism (moderate effect sizes).

Including some shortcomings of the study, the association between positive

psychological capital and other individual resources was discussed and some prac-

tical implications were also indicated. The research suggests that organizations can

reap benefits from the individual resources of employees and can play an active role

in the development of psychological capital. Thus, they may create their compe-

titive advantage on the labour market.
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1 Introduction

The work environment in multinational corporations (MNCs) is specific and

demanding (Stahl et al. 2010). It includes requirements such as intercultural inter-

actions with co-workers and clients and using a foreign language (Rozkwitalska and

Basinska 2015a, b). Some individual resources can help in dealing with these

circumstances. Individual resources refer to personal dispositions, skills, compe-

tencies and prior experiences. The individual resources of employees are important

for an organization because they create organizational social capital (Donaldson

and Ko 2010). Individual resources such as prior experience in a multicultural

environment, both in private and professional life, as well as personal dispositions

such as psychological capital may result in better functioning of employees and

contribute to the success of organization. Psychological capital consists of resili-

ence, optimism, self-efficacy and hope (Luthans et al. 2007). It may help to explain

the quality of intercultural interactions in a multicultural workplace.

The aim of this study was to examine relationships between positive psycho-

logical capital and other individual and professional resources (functional language,

prior international experiences, age and job tenure), which can help employees to

deal with a demanding multinational work environment and particularly with

intercultural interactions.

The chapter presents a theoretical conceptualization of positive psychological

capital and its associations with other individual resources important in a multi-

national work setting as well as for the functioning of employees and organizational

outcomes. Further, the results of a quantitative study among a Polish study sample

are shown. The association between positive psychological capital and other indi-

vidual resources is discussed and some practical implications are indicated.

2 Study Background

2.1 Positive Psychological Capital and Its Components

Psychological capital (PsyCap) is an individual positive psychological state which

is characterized by possession of self-confidence and belief in one’s own ability to

cope with difficult tasks (self-efficacy); making positive attributions about current

success and also in the future (optimism); focusing on goals and perseverance in the

pursuit of them, and if necessary, redefining the ways of reaching these goals

(hope); being flexible in the face of challenges and obstacles in order to achieve

success (resilience) (Luthans et al. 2007). The four personal resources that consti-

tute psychological capital are like a caravan, which follow and support each other. It

is the specific profile or constellation of personal resources whereby the employee

can improve their functioning in the workplace. Psychological capital is also

dynamic and a developmental state which can be shaped and built by the
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organizational activities (Peterson et al. 2011). This means that psychological

capital may change over time as a result of new experiences and new interactions

in professional circumstances. Thus psychological capital has a rewarding value

because personal resource can be invested and will create benefits in the future

(Hobfoll 2011; Łaguna 2015).

The components of psychological capital, efficacy, resilience, hope and opti-

mism, are interrelated. Even more important, their cooperation leads to the effect of

synergy. Therefore, they are more impactful as a set of personal resources than as

separate resources. In other words, a caravan of personal resources presented by the

profile of their relationship can contribute to other and larger consequences com-

pared to a single resource. These outcomes are mainly positive attitudes towards

work (Donaldson and Ko 2010; Tims et al. 2012).

Self-efficacy as a component of PsyCap is defined as an individual’s belief in
terms of his/her abilities to mobilize motivation and cognitive resources to take the

action necessary for goal achievement (Luthans et al. 2007). Self-efficacy is a

person’s belief in his/her competencies more than currently possessed skills,

which helps him/her to achieve professional success. This is closely related to job

performance, but does not refer to specific tasks, but rather just the confidence in

his/her own skills and knowledge. Employees with higher efficacy are more likely

to see job demands as a challenge than a hindrance because their personal efforts

are useful and necessary. The way in which individuals evaluate demands shows

that they perceive more positive than negative attributes and finally they predict

success in face of adversity (Lazarus 1991).

Resilience, the next component of psychological capital, is characterized by a

positive psychological capacity to cope with uncertainty and conflict at work. Thus,

resilience is useful in a demanding or stressful environment. It allows recovery of

balance after a struggle with adverse and ambiguous conditions. Resilience pro-

motes an attitude of responsibility and openness to change. A higher level of resili-

ence is strongly related to positive emotions, happiness and job satisfaction

(Fredrickson 2001; Luthans et al. 2007).

Optimism is the next personal resource, which is related to expectations of

positive outcomes and positive events in the future. It is directly associated with

positive job-related emotions, e.g. pride, happiness, or enthusiasm. Thus, indi-

viduals with higher optimism can more easily evaluate what should be done and

what should be abandoned and can be more realistic. Thus, optimism is a positive

affective and motivational state focused on expectation of positive results and

striving for success (Luthans et al. 2007).

Hope is also a positive motivational state focused on the achievement of success.

It is described by three characteristics: being agentic (entrepreneurial and pro-

active), planning, and being goal-oriented. This means that hope involves energy

to reach desired goals and to choose alternative paths to achieve these goals (Snyder

2002). Further, hope is an ability to clarify how success can be pursued. Therefore,

in terms of personal resources, hope increases the engagement and motivation as

well as the vitality of employees.

Individual Resources and Intercultural Interactions 99



2.2 Psychological Capital an Its Association with Individual
and Organizational Outcomes

Psychological capital as a caravan of personal resources is associated with the

functioning of employees and with social capital in organizations (Luthans

et al. 2007; Walumbwa et al. 2011). Individual functioning is represented by

psychological well-being in the work context, including job-related affective

well-being (balance between pleasant and unpleasant feelings during work) and

job satisfaction (cognitive evaluations of different aspects of work) (Diener 2012;

Fisher 2014). Psychological well-being also includes more complex positive states

such as thriving (linking vitality and learning) (Spreitzer et al. 2005) and negative

states such as burnout (being exhausted and withdrawal) (Maslach et al. 2001).

Further, an organization can receive benefits from the PsyCap of their employees in

their mastery of job performance, improved leadership, reduced cost of work

(e.g. absenteeism and intention to leave the job) and promoted creativity and

innovation (Avey et al. 2010a, b; Rego et al. 2012).

PsyCap can improve individual job-related functioning. It is associated with

higher job satisfaction and organizational commitment mainly due to efficacy,

optimism and hope (Avey et al. 2011; Luthans et al. 2007; Larson and Luthans

2006). PsyCap emphasizes pleasant emotions experience during work (Avey

et al. 2010a, b, 2011). It is also an important resource in dealing with job stress

and stress outcomes (e.g. job burnout). In particularly, efficacy and resilience help

in overcoming difficulties, as well as minimalizing the symptoms experienced

during stress. Consequently, PsyCap reduces negative organizational outcomes

such as the intention to leave the job (Avey et al. 2009, 2010a, b). Findings of

some recent studies have revealed that PsyCap is associated with work engagement

(Luthans 2012; Vink et al. 2011; Paek et al. 2015). Moreover, PsyCap strengthens

and facilitates thriving in such way that self-efficacy and resilience enhance learn-

ing, while hope and optimism promote vitality (Rozkwitalska and Basinska 2015b).

Organizations may support the PsyCap of their employees because it is related

with organizational resources (Paterson et al. 2014; Vink et al. 2011). Employees

who have a rich PsyCap aim for growth and development, and they focus more on

mastery in job performance (Avey et al. 2011; Luthans et al. 2008). Moreover,

authentic leadership fosters the psychological capital of employees and further

leads to creation of value added in the organization (Avey et al. 2010a, b; Rego

et al. 2012; Walumbwa et al. 2011).

2.3 Individual Resources in Intercultural Interactions

Dealing with intercultural interactions in a work environment can be supported by

individual skills (e.g. language), prior international experience (in private or
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professional life) and other socio-demographic characteristics (e.g. age, job tenure,

job position). These individual resources may be related to the PsyCap of

employees.

International experiences refer to the variety of experiences (in different time

and frequency) that a person gained while working, living, studying or traveling

abroad (Takeuchi and Chen 2013). International experience is a prominent factor

related to adjustment. In the meta-analysis of studies on expatriates’ work-related
outcomes, Hechanova et al. (2003) have indicated that interactional adjustment,

which is defined as comfortable socialization and interactions with locals, appears

to be of particular importance. Moreover, the amount of interactions with host

locals was positively related to work adjustment. Additionally, permanent contact

and interactions with another culture can induce the individuals of one culture to

change their values, attitudes, and behavior (Darawong and Igel 2012) The findings

revealed that close and regular contacts in multicultural job teams positively affect

job satisfaction, feelings about one’s job and also create positive attitudes toward

expatriates. It is possible that having international experience in private and pro-

fessional life can help individuals broaden their PsyCap. Additionally, this relation

between PsyCap and adjustment in a multicultural environment can be reciprocal.

This means that broadened PsyCap facilitates individual adjustment in professional

life through being open, tolerant, and curious about other cultures (Rozkwitalska

and Basinska 2015b). Based on previous studies the proposition is formulated that:

Proposition 1: Psychological capital is positively correlated with international
experience.
The linguistic diversity of multicultural organizations, common language and

communication frequency are more demanding conditions in multinational work

settings. These demands affect interactions with others (supervisors, co-workers

and clients) and job satisfaction. In the study conducted by Lauring and Selmer

(2011) frequent communication contributed to satisfaction, while the necessity

of using a common language might decrease it. Thus fluency and proficiency in

business language can facilitate both professional and social interactions as well

as job performance. Accordingly, the following proposition is formulated:

Proposition 2: Psychological capital is positively correlated with satisfaction with
proficiency in a functional language.
Some socio-demographics of employees and their job-related characteristics can

affect intercultural interactions. Previous studies have shown that PsyCap is not

usually associated with age and education (socio-demographic variables) or with

job tenure and job positions (organizational variables) (Avey et al. 2010a, b;

Luthans et al. 2007). Thus, PsyCap does not depend solely on the efforts of

individuals, but can be promoted by organizations through their resources. Thus

following propositions are expected:

Proposition 3: Psychological capital is not correlated with age and work tenure.
Proposition 4: Psychological capital is not dependent on job position it means that

supervisors and other personnel do not different in their level of psychological
capital.
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3 Psychological Capital in Multicultural Work Settings:

The Polish Example

3.1 Methodology

The aim of this study was to examine the relation between psychological capital as

a caravan and prior international experience, satisfaction with proficiency in func-

tional language and age (personal variables) as well as job tenure and job position

(organizational variables).

The sample consisted of 137 individuals who work as managers and specialists

in Polish subsidiaries of MNCs. They are involved in intercultural interactions, both

face-to-face and virtual, in a daily routine. In this group, there were 70 women

(51%) and 59 (43%) individuals held a managerial position. A quantitative study

based on subjective evaluation was conducted. Correlational design was applied.

Psychological Capital was measured using a shortened version of PsyCap

(TA-412-PCQ Self Form-Polish Luthans et al. 2007, licensed by Rozkwitalska).

This 12-item questionnaire assesses the four psychological resources such as

efficacy (3 items), resilience (3 items), hope (4 items) and optimism (2 items).

The five-point Likert scale was applied (range from 1 never to 5 always). Theindex
of PsyCap is calculated by summarizing scores divided by the item. Higher scores

indicate a higher level of PsyCap. In this study, the reliability coefficient was good

(Cronbach’s alpha coefficient¼ 0.87).

The satisfaction with proficiency in a functional language was evaluated using

one question: “Overall, my command of a foreign language (the official language in

my company) is proficient”. The six-point scale was used from 1 strongly disagree
to 6 strongly agree.

International experience was evaluated as an index of different kinds of experi-

ences. There are the following seven items: working in a multinational corporation

in the past, working abroad, living abroad, studying abroad, private and business

travel abroad as well as having a close family member of another nationality.

Respondents evaluated their experiences on the bimodal scale (no¼ 0 yes¼ 1).

Higher scores (maximum 7) indicate higher prior international experience in private

and working life. In this study, the reliability coefficient was good (r—tetrachoric

coefficient¼ 0.75).

To analyze the data, the following statistical methods were chosen. The Pearson

product-moment correlation coefficient was used to assess the relationship between

psychological capital and other study variables. A student’s t-test for independent
samples was applied to calculate the differences between two subgroups (super-

visors and employees). Additionally, Cohen’s-d effect size was calculated. The rule
of thumb is that Cohen’s-d and a correlation coefficient higher than 0.50 are viewed
as a large, between 0.30 and 0.50 as moderate, and less than 0.30 as a small effect

size (Cohen 1988).
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3.2 Results

The majority of the respondents (93%) had worked in MNCs in the past and had

worked abroad (60%). Above half of them had lived abroad (55%). Additionally,

one fourth of the research group had studied in a foreign country. They were often

traveling to other countries for private (91%) as well as business reasons (69%).

Twenty-four respondents (18%) have a close family member of another nationality.

They are proficient in the language, which is used as the functional language

(M¼ 4.92 SD¼ 0.98).

The psychological capital of the employees in MNCs was relatively high. The

values ranged from 3 to 6 points. The average value (M¼ 4.63 SD¼ 0.62) was

related to the 75th percentile of the absolute value of scale.

The profile of a caravan of resources indicated that the salient resource of

PsyCap is efficacy (M¼ 4.84 SD¼ 0.84), followed by resilience (M¼ 4.65

SD¼ 0.73) and hope (M¼ 4.61 SD¼ 0.75), and lastly optimism (M¼ 4.44

SD¼ 0.81). This profile described the research group as having high efficacy,

supplemented by resilience and hope with a smaller dose of optimism.

Firstly, the correlation between PsyCap and international experience was tested.

The psychological capital of the employees in MNCs was slightly correlated with

their international experience (r¼ 0.22 p¼ 0.012). This means that a higher PsyCap

is interrelated with international experience in the past. Interestingly, business trips

were the most prominent component of international experience. None of the four

resources separately was correlated with international experience of the respon-

dents. Proposition 1 was supported (small effect size). The results may suggest that

PsyCap can be mainly broadened in the work context.

Further, the correlation between PsyCap and satisfaction with proficiency in a

foreign language was verified. The psychological capital of the employees in MNCs

was moderately correlated with satisfaction with their proficiency in a foreign

language, which is used in the corporation as a functional language (r¼ 0.34

p< 0.001). None of the four resources evaluated separately was correlated with

subjective satisfaction with proficiency in a foreign language. Proposition 2 was

supported (moderate effect size). This means that higher PsyCap accompanied

proficiency in a functional language.

Next, the correlations between PsyCap and socio-demographic variables such as

age and job tenure were assessed. The psychological capital of the employees in

MNCs was not correlated with their age (r¼ 0.01 p¼ 0.970). Additionally, none of

the four resources was correlated with age. In contrast, the PsyCap of respondents

was slightly correlated with their job tenure (r¼ 0.21 p¼ 0.018). Efficacy, resili-

ence and optimism were not correlated with job tenure. However, the results

indicate that hope was slightly correlated with these types of socio-demographic

variables (r¼ 0.21 p¼ 0.014). Proposition 3 was partly supported (small effect size

for the relationship between PsyCap and job tenure). This means that higher PsyCap

followed higher job experience but not age.
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Finally, PsyCap dependent on job position was examined. The results are

presented in details in Table 1.

The differences between the two subgroups dependent on job position demon-

strated that the respondents who hold positions as supervisors are characterized by a

higher level of PsyCap than employees (large effect size), and they had a higher

level of resilience, hope and optimism (moderate effect sizes). Thus, proposition

4 was not supported, because the level of PsyCap was different between the

employees and the supervisors in MNCs. The supervisors compared to the exe-

cutive personnel had a broader PsyCap and its components, excluding efficacy.

4 Discussion and Conclusions

The results of the study presented here demonstrated that the PsyCap of the group of

employees in MNCs was slightly correlated with their international experience and

moderately correlated with proficiency in a foreign language which is used in

MNCs as a functional language. The psychological capital of the respondents was

not correlated with age, but it was slightly correlated with their job tenure. The

differences between the two subgroups dependent on job position indicated that the

supervisors had a higher level of PsyCap than employees (large effect size) and had

higher level of resilience, hope and optimism (moderate effect sizes) as well.

The findings presented indicate that greater prior international experience is

interrelated with broadened PsyCap, which can facilitate psychological and pro-

fessional functioning in MNCs. It is interesting that professional experience related

with business trips was the most prominent among different kinds of experiences.

This may suggest that prior professional experience may have more significant

meaning. This finding is somewhat consistent with previous studies focused on

expatriates that described a small effect between international experience acquired

in the past and work and interaction adjustment, but not with general adjustment

(Hechanova et al. 2003; Bhaskar-Shrinivas et al. 2005). In contrast, some

researchers have suggested that the effect between prior international experience

and psychological adjustment is non-linear (Takeuchi and Chen 2013). Thus, future

Table 1 Psychological capital and job position among a group working in MNCs

Individual resources

Employees Supervisors

Student t-test d-CohenM SD M SD

Psychological capital 4.45 0.63 4.85 0.55 �3.92*** �0.68

Efficacy 4.71 0.77 4.96 0.90 �1.73 �0.30

Hope 4.44 0.74 4.79 0.71 �2.78** �0.48

Resilience 4.53 0.67 4.80 0.76 �2.16* �0.38

Optimism 4.30 0.87 4.59 0.70 �2.12* �0.38

Note. *p< 0.05; **p< 0.01; ***p< 0.001
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studies may evaluate the stage of international experience and its impact on

functioning at work.

Next, PsyCap was broadened due to proficiency in a foreign language, which is

used as a functional language. Fluency and proficiency in communication in

different languages facilitate intercultural interactions in both professional and

privatelife. This experience is built on the fluency and time duration in which a

foreign language was used and trained (Lauring and Selmer 2011; Takeuchi and

Chen 2013). This finding can have the practical implication that organizations can

support employees in the development of this competence through the arrangement

of professional courses and integration events. Eventually, it may result in broad-

ened PsyCap of employees and further strengthen the social capital of an

organization.

In congruence with expectations (Avey et al. 2010a, b; Luthans et al. 2007), the

PsyCap of employees was not correlated with age. Yet, in contrast to expectations,

PsyCap was slightly correlated with their job tenure. Thus, greater job experience

was interrelated with a richer PsyCap of the respondents. This may suggest that

professional and organizational factors may have a prominent importance.

Following the final result, the level of PsyCap was dependent on job position. In

the research group, the supervisors had higher level of PsyCap than the employees.

This may indicate that individuals with broadened PsyCap can be more successful

in the organization. From the practical point of view, leaders with excellent PsyCap

can help employees to grow and develop. These leaders can also stimulate learning

and collaboration among co-workers (Rego et al. 2012). Additionally, the super-

visors had a higher level of resilience, hope and optimism, but the size of this effect

was smaller than the effect for PsyCap. This may indicate that a caravan of

resources creates a stronger effect than the effects of a separate resource (Luthans

et al. 2007).

Being aware of some shortcomings of the presented study, some practical impli-

cations can be outlined. Psychological capital as a caravan of personal resources

associates with employees functioning and it stimulates social capital in organi-

zations (Luthans et al. 2007; Walumbwa et al. 2011). Thus, it implies individual and

organizational benefits. Organizations can reap benefits from the individual

resources of employees, and can play an active role in development of PsyCap as

well (Paterson et al. 2014; Vink et al. 2011). Organizations and their supervisors

can also create opportunities to strengthen the psychological capital of employees

by introducing interventions and systematic training (Luthans et al. 2006, 2008).

Organizations can gain from the PsyCap of their employees and can create their

competitive advantage in the labor market (Avey et al. 2010a, b; Donaldson and Ko

2010; Rego et al. 2012).
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