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Abstract: Psychological capital is based on positive psychology and it is regarded as important individual’s
capacity which helps in multiple ways at working life. It is not regarded as permanent trait, because it can be
enhanced. The interest of this study is to see if there are connection between psychological capital and
leadership and are there differences between men and women. The results are important when enhancing
leadership capabilities with both genders. Altogether 205 respondents filled in the questionnaires. Results
indicated that psychological capital has different connection to transformational leadership style with women
and men leaders.
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1.Introduction

Transformational leadership has been found to be effective leadership style almost at 40 years of studying. The
concept was originally found by Burns at 1978 but ever since several researchers have defined transformational
leadership (Bass, 1985; Kouzes and Posner, 1985; Tichy and Devanna, 1985) and the topic has been attention of
thousands of studies (see meta-analyses e.g by Crede et al., 2019; Dumrum et al., 2013; Harms and Crede, 2010)
Even the theory and concept is rather old, it still works, which can be seen by multiple recently done studies
which have also confirmed a positive influence of transformational leadership on organizational performance
(Noruzy et al., 2013; Wang et al., 2011), leadership performance (Boer et al. 2016; Deinert et al. 2015), followers’
satisfaction (Cummings et al. 2010; 1990), optimism and engagement (Tims et al., 2011), and performance (Bass
and Riggio 2006; Ng 2016). Transformational leaders increase job satisfaction and job performance by being
experts at sharing leadership (Masal, 2015) and by building strong relationships with their subordinates (Ng
2016).

It would be important that organizations would enhance and train their leaders towards transformational
leadership style. One way of enhancing transformational leadership could be via positive psychological attitudes.
Earlier studies indicate that psychological capital and transformational leadership have been shown to be
connected (Toor and Ofori, 2009) and reasoning by Snyder and Shorey (in Peterson and Byron, 2009, 4) states
that the psychological capital may have impact on leadership because hopeful leaders are more likely to believe
that they can realize change and develop strategies to effect change. Further, Tims et al. (2011, 121-131) argue
that this is true because, employees become more engaged to their work when their supervisor is able to boost
their optimism through his/her transformational leadership style.

The psychological capital measures positive qualities like optimism, resilience, self-efficacy and hope and the
earlier studies indicate that psychological capital can be enhanced via interventions. The interest of this study is
to see if there are connection between psychological capital and transformational leadership and are there
gender differences between those relations. In order to enhance the leadership, the different development
areas may be in focus with men and women. Even there are some studies about gender and transformational
leadership (e.g. Brandt and Laiho, 2013; Brandt and Edinger, 2015) as well as psychological capital related to
gender, there are no studies of transformational leadership, psychological capital and gender together. Thus,
this study tries to fulfil this gap focusing on leaders’ self-appraisals.
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2. Theories and earlier research
Transformational leadership

Transformational leaders are the ones who stimulate and inspire followers to achieve extraordinary outcomes
and, in the process, develop their own leadership capacity. Transformational leaders help followers grow and
develop into leaders by responding to individual followers’ needs by empowering them and by aligning the
objectives and goals of the individual followers, the leader, the group, and the larger organization (Bass and
Riggio, 2006, 15). Transformational leadership involves inspiring followers to commit to a shared vision and goals
for an organization or unit, challenging them to be innovative problem solvers, and developing followers’
leadership capacity via coaching, mentoring, and provision of both challenge and support. Key dimensions of
transformational leadership include the following: articulating a vision, fostering the acceptance of group goals,
modeling behaviours consistent with the articulated vision, providing individualized support and consideration,
setting high performance expectations, and providing intellectual stimulation (Bass, 1985; Kouzes and Posner,
1988).

Several studies indicate that women make better transformational leaders than men (Bass et al., 1996; Doherty,
1997; Eagly et al., 2003; Turner et al., 2004) but there are some contradictory results as well (Wolfram and Mohr,
2010). When looking the dimensions of transformational leaders, women leaders were rated by their
subordinates as being more enabling and rewarding than their male counterparts, and men were rated as being
more challenging than women (Brandt and Laiho, 2013). Similarly, in case of team leaders, women tend to
receive more transformational ratings than men and supporting results in case of enabling and rewarding
(Brandt and Edinger, 2015).

Psychological capital (PsyCap)

The psychological capital is relatively new concept. It has been formulized about 15 years ago by Luthans with
his colleagues (Luthans et al., 2006). Psychological capital has positive impact on individual’s progression at
career, performance, satisfaction and well-being (e.g. Badran and Youssef-Morgan 2015; Bergheim et al., 2015;
Cole et al., 2009; Jarlstrom and Brandt, 2017; Jarlstrom et al., 2020; Siu et al., 2015). For example, psychological
capital predicted better work performance (job performance, injuries at work), better work well-being (job
satisfaction, physical/psychological symptoms), and better social well-being (work-life balance, quality of life)
(Siu, 2008). According to Lee and Kim (2012) psychological capital had a positive influence on psychological well-
being, and negative effects on stress and somatization among nurses.

Psychological capital refers to individual agency with “positive appraisal of circumstances and probability for
success based on motivated effort and perseverance” (Luthans et al., 2007, p. 550). It illustrates individuals’
positive capacity in terms of the components of optimism, resilience, self-efficacy, and hope (Luthans et al.,
2006). Duening (2016, 50) defines psychological capital simply “How our people are”. Psychological capital
capacities are renewable, complementary, and may even be synergistic. Individuals with high psychological
capital can flexibly and adaptively “act with different capacities” to meet the dynamic demands of their jobs,
while their psychological capital at the same time helps them experience higher level of competence and well-
being. (Luthans, 2006, 24)

The psychological capital dimension optimism is associated with a positive, but realistic, outlook and attribution
of events (Luthans, 2002; Luthans et al., 2007). Resilience indicates the ability to rebound from setbacks, failures,
changing circumstances, and also to leverage successful situations (Avey et al., 2010; Gooty et al., 2009; Luthans
et al., 2006). Self-efficacy reflects an individual’s confidence in his or her ability to be successful at completing
given tasks (Stajkovic and Luthans, 1998). Hope is based on “an interactively derived sense of a) agency (goal-
directed behavior) and b) pathways (planning to meet goals)” (Snyder et al., 1991, p. 287). Although the four
PsyCap dimensions have each gained research attention, the four constructs together form a resource that exists
at a higher level of abstraction (Stajkovic, 2006). According to Luthans et al. (2007), psychological capital is more
consistently related to the individual (and organizational) outcomes than its sub-dimensions individually.

Earlier studies of transformational leadership and psychological capital

Leaders’ psychological capital may impact in many ways at organizations. For example, according Chen et al.
(2019) study the leaders' psychological capital impacts positively on their followers' psychological capital. More



specifically Gupta and Singh (2014) performed that psychological capital fully mediates the relationship between
leadership and creative performance behaviours. Leaders who display positive behaviours are more likely to aid
the development of their subordinates' positive psychological capacities. Employees with higher psychological
capital engage in greater creative behaviours, improving the chances of producing creative outcomes. In
addition, such employees will need less supervision and will be less dependent on leadership for directions and
day-to-day work.

Vogelgesang et al. (2014) have been researching the relationship between psychological capital and global
mindset in the context of global leadership. According to results psychological capital mediates the relationship
between global mindset and three relevant global leader competencies: non-judgmental, inquisitiveness and
performance. Interesting research of humorous leadership showed that psychological capital indicates for
example positive relationship between humorous leadership and employee workplace creativity, which is
partially mediated by employee psychological capital (Lin et al., 2019). Mediating effect of psychological capital
was found also by Luthans et al (2008) when PsyCap fully mediated the relationship between supportive
organizational climate and work performance.

Earlier studies indicate that transformational leadership and psychological capital are connected. For example,
McMurray et al. (2009) examined the effects of leadership on organizational climate, employee psychological
capital, commitment, and well-being in a religious, church-based non-profit organization. Their findings show
strong positive relationships between employee ratings of their immediate supervisor’s transformational
leadership and organizational climate, wellbeing, employees’ commitment and employees’ psychological
capital. Gooty et al. (2009) find out that there is relationship between followers’ perceptions of transformational
leadership and positive psychological capital, as well as the relationship between positive psychological capital
and performance outcome. According to Lee and Kim (2012) there were positive influences of transformational
leadership on positive psychological capital. Additionally, the analysis of the mediating role of the positive
psychological capital, transformational leadership was shown to indirectly affect psychological well-being and
stress through positive psychological capital.

Based on these studies it can be hypothesis that psychological capital and transformational leadership are
connected, however, the gender differences need research which is the topic of this study.

2. Method

Data were collected from 205 Finnish middle-managers during spring 2018. 61% of the respondents were
women, 20% men and 19% did not want to identify their gender. The leaders evaluated themselves with the
questionnaires of transformational leadership and psychological capital.

Transformational leadership

Transformational leadership was measured with Finnish version of Kouzes and Posner’s questionnaire (e.g.
Hautala, 2006; Brandt and Uusi-Kakkuri, 2016; Posner and Kouzes, 1988) producing five dimensions: Challenging,
Visioning, Enabling, Modelling and Rewarding.

Psychological capital

The Finnish version of Psychological Capital questionnaire was modified by Jarlstrom & Brandt (2017) and
producing four dimensions: Hope, Resilience, Self-Efficacy and Optimism. Here some extra items were included
to even make reliabilities better

3. Results

Firstly, the t-test was made comparing men and women in case of transformational leadership and psychological
capital. After that the correlation analyses were made of men and women separately to compare the
relationships.



3.1 Psychological capital and gender

Concerning psychological capital and gender there was two statistically significant results (see Table 1). In case
of Resilience men had higher mean (5,14) than women (4,38) and also in whole construct at PsyCap-All men
men had higher mean (5,31) than women (5,04).

Table 1. Comparison of genders and psychological capital with t-test

Self- Resilience Optimism Hope PsyCap

Efficacy Profile
Women (n=124) Mean 5,28 4,38 5,65 4,89 5,04
Men (n=44) Mean 5,42 5,14 5,64 5,05 5,31
t-value -0,908 -3,799 0,104 -0,915 -2,073
sig (2-tailed) 0,366 0,000*** 0,917 0,362 0,018*

3.2 Transformational leadership and gender

In case of transformational leadership there were two statistically significant results. Men leaders were more
Challenging (men mean=3,60, women=3,34) and female leaders more Enabling (men mean=3,96, women
mean=4,15).

Table 2. Comparison of genders and transformational leadership with t-test

Challenging | Visioning | Enabling | Modelling | Rewarding | Transf.
Leadership
Profile
Women (n=124) Mean | 3,34 3,32 4,15 3,95 3,22 3,60
Men (n=44) Mean 3,60 3,17 3,96 3,78 2,96 3,40
t-value -2,224 1,121 2,635 1,650 1,208 1,233
sig (2-tailed) 0,021* 0,268 0,005** 0,101 0,229 0,220

3.3 Psychological capital and transformational leadership of women leaders

Here only the female leaders were selected to include into analyses (Table 3). Correlation analyses between
transformational leadership and psychological capital indicated several statistically significant results. Self-
efficacy correlated with every dimension of TF-leadership, resilience correlated with Challenging, Modelling and
TF-Profile. Optimism correlated with Challenging, Rewarding and TF-Profile. Hope correlated with Challenging,
Modelling and TF-Profile. PsyCap Profile correlated all but with Enabling-dimension. Self-Efficacy correlated
mostly with female leaders and TF-dimensions.

Table 3. Correlation analyses of psychological capital and transformational leadership of women

Self-Efficacy Resilience Optimism Hope PsyCap
Profile

Challenging 0,509** 0,343** 0,262** 0,188* 0,420**
Visioning 0,368** 0,125 0,139 0,172 0,279**
Enabling 0,194* 0,069 0,145 0,099 0,181
Modelling 0,307** 0,179* 0,107 0,277** 0,289**
Rewarding 0,242** 0,86 0,244** 0,66 0,204*
Transformational 0,538** 0,271** 0,329** 0,232** 0,452**
Leadership Profile




3.4 Psychological capital and transformational leadership of men leaders

The correlation analyses psychological capital and transformational leadership of male leaders indicated some
statistically significant results (see Table 4). Self-efficacy correlated with Challenging, Enabling, Rewarding and
TF-Profile. Resilience correlated with Challenging, Enabling and TF-Profile. In case of Optimism there were no
correlations and in case of Hope only one correlation with TF-Profile. As single construct PsyCap-Profile
correlated with Challenging, Enabling and TF-Profile. Self-efficacy and Resilience had the most correlations with
men leaders’ transformational leadership style.

Table 4. Correlation analyses of psychological capital and transformational leadership of men

Self-Efficacy Resilience Optimism Hope PsyCap
Profile

Challenging 0,688** 0,397* 0,163 0,265 0,577**
Visioning 0,273 0,039 -0,120 0,156 0,121
Enabling 0,468** 0,595** 0,025 0,246 0,514**
Modelling 0,106 0,054 -0,159 0,153 0,055
Rewarding 0,348* 0,138 -0,104 0,217 0,220
Transformational 0,606** 0,333* -0,080 0,336* 0,448*
Leadership Profile

5. Discussion

This study focused on relationship between psychological capital and transformational leadership and compared
men and women leaders’ relationship.

The first analyses were made when the genders were in comparison firstly in case of psychological capital and
then in case of transformational leadership. In psychological capital men reported having higher resilience and
overall psychological capital profile. Resilience means ability to bounce back quickly of disappointments as well
as from good things, so it seems like men have better coping skills on that way than women. Overall men seem
to have higher psychological capital than women.

Concerning transformational leadership men reported having higher Challenging behaviour and women
reported having higher Enabling behaviour. These results confirm partially the study of Brandt and Laiho (2013)
where men leaders were rated by followers as being more Challenging than women and women were rated by
their subordinates as being more Enabling and Rewarding than their male counterparts. This can be due to
socially acceptable behaviour of different genders, indicating that men are allowed to challenge others, whereas
women are expected to be nurturing (Hoyt et al., 2009).

The idea of the study was to compare male and female leaders’ relationship of psychological capital and
transformational leadership. The results indicated that psychological capital was correlated to transformational
leadership with both genders, but there were more statistically significant correlations with women than men
leaders. Women leaders had correlations with Self-efficacy and every dimension of transformational leadership.
It seems to be important quality for women leaders to have high Self-efficacy in order them to regard themselves
as good leaders. Self-efficacy means belief in own skills even in sudden situations. Self-efficacy was important
also to men, but not so strongly. Interestingly, as earlier mentioned, men had higher Self-efficacy than women,
thus it may be reason why the Self-efficacy did not produce more correlations in case of men, indicating also
that if women regard themselves generally lower at Self-efficacy then those with the higher ones end up at
leadership positions.

Resilience correlated quite much equally with both genders, the difference was that women leaders correlated
Resilience with Modelling (in addition to Challenging and TF-Profile) and men with Enabling. Thus, when women
have high capability to bounce back from disappointments then they regard themselves as leaders by example
(ie. Modelling). It is good quality for leaders to show example in for example taking new challenges even there
might be risk to lose face and further, show with example how the disappointments are not worth to think too



much. With men the ability to bounce back related to Enabling, which means including all teams and
subordinates into planning and projects, it is like open leadership policy. It may be that those men leaders who
are good handlers of disappointments have more humanistic perspective to leadership and thus include others
more.

Optimism and Hope correlated more with female leaders than male ones. Female leaders with high Optimism
and Hope tend to think themselves better leaders, when this was not the case with men. Social pressures may
impact so that women leaders feel more pressures towards positiveness and optimistic thinking, when this kind
of thinking and behaviour are not so important among men leaders. There were no statistically significant
differences concerning genders in case of Optimism and Hope, as it was previously mentioned, thus it seems
those qualities matter here only in leadership positions.

Overall with both genders the psychological capital seems to be important in advancing transformational
leadership. Psychological capital had even more importance with women leaders, and especially in case of
Challenging and Modelling. Maybe those leadership dimension need most courage, self-esteem and positive
thinking from women, maybe to behave somehow opposite than its expected from women. Usually women
leaders have regarded to be more like nurturing (Enabling and Rewarding). Thus qualities of psychological capital
give women leaders the courage to act in their personal way, not fastened to their gender.

It may be that women and men need different attitudes and thinking styles in order to think themselves as good
leaders. It could be considered that different emphasizes could be stressed in leadership trainings depending
individual psychological capital profile. For example, maybe female leaders could be encouraged towards
Challenging (taking challenging steps, out of the comfort-zone, encouraging others also to think in innovative
ways) and male leaders toward Enabling (including everybody into discussions, projects and processes).

Some restrictions should be noted. The number of women exceeded the amount of men leaders, and that can
have affected to the results. The data was collected during several leadership courses and women are more
active participants in those, even the men are more in the leadership and management positions at Finland.
Thus, it may be that results would be slightly different if collecting data directly from working places. Self-ratings
may cause some different tendencies than compared to followers’ leadership ratings, for example earlier studies
indicate that the results are not necessarily in accordance in case of leaders themselves and their followers (e.g.
Hautala, 2005).
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