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Hardiness and Resilience
at Work

Maria Armaou & Alexander-Stamatios Antoniou

Hardiness _ work-stress

Stress and health researchers have examined for a long time personal resources
that appear as a protective factor in the stress-iliness relationship. The concept of in-
dividual hardiness and more recently that of resilience are examples of such factors.

“However, hardiness reflects a more stable personality attribute whereas resilience,
due to its cognitive nature, is more open to development.

Hardiness has been originally described as consisting of three interrelated self-
perceptions: challenge, commitment, and control (Kobasa, 1979; Maddi, 2002;
2005). "Hardy" individuals find it interesting to stay involved with the people and
events they encounter when under stress (commitment), believe that they influence
the course of events in their lives (control), and see change as natural and an op-
portunity to grow (challenge) (Maddi & Kobasa, 1984). Qverall, research findings
show that hardy individuals are more able to remain healthy during stressful events
(e.g., Florian, Mikulincer, & Taubman, 1995; Maddi, 1999; Zakin, Solomon, & Neria,
2003), and this effect may be more pronounced under highly stressful or traumatic
circumstances (e.g., Bartone, 1999; Klag & Bradley, 2004; Pengilly & Dowd, 2000;
Waysman, Schwarzwald, & Solomon, 2001).

The Hardiness-stress relationship

Hardiness is composed of three interrelated characteristics or components: (@)
commitment, (b) control, and (c) challenge. These three components have been

U2




ardiness and Resilience at Work

combined by Kobasa and colleagues into a "hardiness" scale. There are strong theore-
tical bases and empirical evidence supporting the negative relationship between har-
diness and ill-health (Kobasa, 1979; Kobasa et al., 1982). According to Maddi and Ko-
basa (1984) hardy people experience less stress-related sequale as hardiness modifi-
es the strain-iliness process because it a) alters perceptions of events to make them
less stressful, b) leads to active or "transformational" coping, ) influences coping in-
directly through its influence on social support, d) leads to changes in health practi-
ces that in turn reduce illness (Funk, 1992).

With regards to hardiness effect on perceptual processes, Maddi (1999) notes
that hardiness ‘sensitizes people to the possible changeability of events’ (p. 89). Due
to these control perceptions people’s beliefs on their capability to cope with stress-
ful situations will increase (Bandura, 1997; Lazarus & Folkman, 1984). Also, people
with high sense of commitment are expected to be moreactively engaged and scan-
ning the environment for interesting and stimulating tasks. In addition to impacting
one’s perception of stressors, hardiness may also impact the objective presence of
stressors. Hardy individuals may actually be exposed to fewer stressors as the belief
that one has control over the environment may cause one to proactively address po-
tentially negative conditions before they become serious stressors. Finally, perce-
ptions of stressors are also associated with the challenge component of hardiness as
hardy individuals can more effectively appraise the demanding environment in rela-
tion to their goals (Kobasa, 1979).

With regards to the effect of hardiness on coping, according to Maddi and Koba-
sa (1984), hardiness affects coping (a) directly and (b) indirectly through social sup-
port. Its direct effect lays on the assumption that hardy people are more effective in
stressful situations because they use coping strategies aimed at turning the stressful
situation into a more benign situation (e.g. task-focused coping) and tend to have
relationships that support transformational coping in times of stress. Maddi (1999)
examined the interactions between stressors and hardiness and their effects on
transformational and regressive coping. Their findings showed that hardiness accele-
rated the tendency for transformational coping. Similar were Maddi and Hightower's
(1999) findings in three studies that compared the influence of hardiness and opti-
mism on transformational and regressive coping. Their main finding was that hardi-
ness influenced coping much more than optimism and especially transformational
coping.

Overall, there is a breadth of empirical findings supporting the protective value of
hardiness for people’s well-being in a breadth of settings. For example, in Bernas
and Major (2000) study among women hardiness was shown to be an important re-
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source for the reduction of stress and subseguent work-family conflict. (contributors
to stress). Bartone's (1999) studies in military personnel in various stressful
circumstances, showed that the lower hardy attitudes are, the greater is the likeliho-
od that for depression and posttraumatic stress disorder.

Morevoer, Britt et al. (2001) explored the relationship between the mea-
ningfulness of work, personality hardiness and deriving long-term benefits from a
stressful event in U.S. soldiers. Their analysis showed that personality hardiness was
associated with being engaged in meaningful work during deployment, which was
strongly associated with deriving benefits from it months after it was over. However,
Michielsen et al. (2003) examining personality and temperament as predictors of
chronic fatigue they found that when fatigue measured earlier is controlled for, the
direct role of temperament and personality decreases enormously. Similarly, Harrison
et al. (2002) examined relationships among hardiness, psychological distress and
work support in registered nurses in Quebec. They found that hardier nurses report
lower psychological distress and more work support and that hardiness acts as a si-
gnificant mediator between nurses’ perceptions of work support and psychological
distress.

Eschleman et al. (2010} carrled out a meta-analytic review of 180 samples in the
literature examining the relationships between hardiness facets and the relationship
between hardiness and several criteria (e.qg. stressors, strains, social support, and co-
ping). With regards to the interrelationships among hardiness components they we-
re all significant and positive, while the commitment -challenge and control- challen-
ge relationships were significantly weaker than the commitment-control relationship.
Overall, their findings are in line with previous research indicating that hardiness
should be better assessed at the facet level with challenge as the most unique of
the three hardiness components demonstrating the least adequate psychometric
properties and systematically related to health criteria (Florian et al., 1995; Funk &
Houston, 1987; Hull et al., 1987).

With regards to the relationships among hardiness, personality, stressors and s-
trains their analyses showed that hardiness and its components were positively asso-
Clated with dispositions that buffer against the effects of stressors, and negatively
associated with those that exacerbate the effects of stressors. Moreover, hardiness
and its components was negatively related with life stressors, work stressors, co-wor-
ker conflict, supervisor conflict, task uncertainty, role overload, role ambiguity, role
conflict, work-family conflict, and interpersonal stressors. Of these relationships, har-
diness was most strongly related with supervisor conflict, role conflict, and role am-
biguity.
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Furthermore, negative relationships were found between hardiness and psycho-
logical distress, depression, burnout, state anxiety, negative state affect,
posttraumatic stress disorder, distress for parental drinking, poor mental health,
psychological maladjustment, dissociative symptoms, and frustration. Hardiness was
also positively associated with psychological well-being variables such as job satisfa-
ction, life satisfaction, positive state affect, personal growth, engagement, happi-
ness, and quality of life. The strongest relationships included life satisfaction total
burnout and posttraumatic stress disorder. In regards to physical strain, hardiness
was assoclated with physical symptoms, fatigue, and absences because of iliness, but
not related to physical fitness.

Moreover, with regards to coping Eschieman’s et al. meta-analysis showed that
hardiness was positively related to problem focused, approach, and positive intrusive
thoughts and negatively related to emotion focused and negative intrusive
thoughts. Of these relationships, hardiness had the strongest associations with posi-
tive intrusive thoughts and negative intrusive thoughts Contrary to expectation, har-
diness was not associated with avoidance and support seeking.

Finally, while controlling for either Five Factor Model traits, core-self evaluation
traits, negative affectivity, or optimism, hardiness explained unique variance in role
ambiguity, role conflict, role overload, job stressors, emotional exhaustion, personal
accomplishment, depersonalization, depression, poor mental health, job satisfaction,
life satisfaction, physical symptoms, supervisor support, co-worker support, social
support, problem focused coping, emotion focused coping, job performance, aca-
demic performance, turnover intention, and job involvement. In only one case did
hardiness fail to explain unigue variance: hardiness-work-family conflict relationship
while controlling for locus of control.

Delahalj et al. (2010) examined meditational processes between individual hardi-
ness and stress responses during a stressful situation in two samples of officer ca-
dets of the Netherlands Defence Academy and infantry recruits in basic military trai-
ning. In line with hardiness theory they found that hardy people had a more effe-
ctive coping style (i.e., more task-focused and less emotion-focused), and therefore
more effective coping behavior (Kobasa, 1979; Maddi, 2002}. Furthermore, they
showed that hardiness affects coping behavior, because coping style mediates
between hardiness and coping behavior, that coping self-efficacy mediates between
hardiness and appraisal; while hardiness doesn't predict appraisal over and above the
effect of coping self-efficacy.

Finally, Vogt et al. (2008) examined the relationships between hardiness and
stress reaction and the moderating role of social support in a longitudinal study of
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men and women Marine recruits. For men in line with the broader hardiness lite-
rature (e.g., Bartone, 1999; Klag & Bradley, 2004; Pengilly & Dowd, 2000; Waysman
et al., 2001), they found that higher ievels of initial hardiness predicted lower subse-
quent stress reactions, and higher initial stress reactions predicted a reduction in
hardiness over the course of Marine training.

Hardiness development

A significant element of hardiness literature is the argument that it may be open
to development and therefore an important asset for HR development. Based on
the conceptual model of hardiness, Maddi (1987, 2002) developed and tested a har-
diness training program a waiting-list control study in order to facilitate the practical
application of hardiness. Maddi’s hardiness training program engages cognition,
emotion, and action in coping effectively with stressful circumstances and uses the
feedback to deepen commitment and control and challenge beliefs about oneself in
the world (Maddi, 1987). It involved 15 small group sessions in Hlinois Bell Telephone
(IBT) on a weekly basis in which managers were taught and encouraged to cope with
their major stressors by the use of hardy coping techniques and to use the feedback
from their efforts to deepen their hardy attitudes (Maddi, 1987; Maddi, Kahn, &
Maddi, 1998). It was found that hardiness training simultaneously increased persona-
lity hardiness and decreased subjective {(e.g., anxiety and depression) and objective
{blood pressure) signs of strain. This pattern of results persisted over the 6-month
follow-up period used (Maddi, 1987).

Similarly, Maddi et al. (1998) compared hardiness training with relaxation/medita-
tion and passive listening in 9 randomly assigned groups of managers in a utilities co-
mpany. Three groups were then assigned at random to each treatment condition.
The hardy training group involved an introductory session, where participants descri-
bed their current stressful circumstances and learnt about the three coping tech-
niques (situational reconstruction, focusing and compensatory self-improvement), 4
sessions practicing those techniques by carrying out action plans to change those
stressful circumstances, one session where participants were encouraged to use this
approach in the future and homework assignments. Feedback from these sessions
was used to deepen self-perceptions of commitment, control and challenge. The ap-
propriate training conditions were also set for the other two treatment groups of re-
laxation/meditation and passive listening.

Finally, participants completed a composite questionnaire at pretest and post test
that measured their hardiness, job satisfaction, subjectively experienced strain, per-
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ceived social support and an ill-health survey. Hardiness training appeared to have
had a more beneficial effect than either relaxation/meditation or passive listening
conditions. Participants experiencing hardiness training snowed greater increases in
personality hardiness, job satisfaction, and perceived social support levels, coupled
with greater decreases in subjective strain and illness severity, than did those experi-
encing relaxation/meditation or passive listening. Judkins et al. (2005) measured har-
diness attributes in a cohort of students before and after undertaking a nursing ad-
ministration programme. Positive changes in hardiness mean scores were verified by
qualitative findings, which revealed important changes in skills related to all three
elements of hardiness.

Resilience in the workplace

Resilience has attracted the attention of scholars for years; yet, a common defini-
tion has proved elusive. Despite the consensus that it refers to the ability to grow
and move forward in the face of adversity, much ambiguity continues to exist sur-
rounding the underlying processes that comprise resilience. Indeed, personal resili-
ence has been conceptualised in a diverse ways. In particular, Rutter (1985) propo-
sed a continuum from vulnerability to resilience as a means to conceptualize the in-
dividual’s response to adversity and proposed a number of protective factors by
which ‘catalytic modification of a person’s response to risk" (Rutter, 1987 p.329)
that mediate one’s response to stress. Fine (1991), in her work with physically disa-
bled individuals, found that "personal perceptions and responses to stressful life
evens are cruclal elements of survival, recovery, and rehabilitation, often transcen-
ding the reality of the situation of others" (p.493). She identified a two-stage process
of resilience. In the acute phase of the process, energy is directed at minimizing the
impact of the stress and stressor.

In the reorganization phase, a new reality is faced and accepted in part or in a
whole {p.499). Flach (1980, 1988) described the dynamic process of resilience as a
system which can be learned at any point in life. Using a developmental perspective,
Flach presented the idea of "bifurcation points...the points in life when major shifts
occur' {(p.14). Similar to Rutter’s {1987) key turning points, bifurcation points repre-
sent moments of extreme change in the life cycle, Finally, Coleman and Ganong
(2002, p. 1) define resilience as 'a dynamic process encompassing positive adapta-
tion within the context of significant adversity’.

Resilience as a trait was defined by Wagnild and Young (1993):"...a personality
characteristic that moderates the negative effects of stress and promotes adapta-
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tion..." (P.165). Wagnild and Young (1993) investigated resilience as a trait and te-
sted an Instrument developed to measure resilience in people. Based on their 1990
research presented above, and a review of the literature, Wagnild and Young opera-
tionalized measurement of the five identified components in the 25-item Resilience
Scale. Principal component analysis revealed two factors: personal competence and
acceptance of self and life. The former included self-reliance, independence, deter-
mination, invincibility, mastery, resourcefulness and perseverance. The latter includ-
ed adaptability, balance, flexibility, and a balanced perspective of life.

Psychological resilience has also been defined as the capacity to move on in a po-
sitive way from negative, traumatic or stressful experiences (Tugade & Fredrickson,
2004). Indeed, Bonanno (2004) notes that resilience can be differentiated from re-
covery as recovery refers to a period in which hormal functioning is suspended,
whereas resilience involves maintenance of equilibrium, with no loss of normal
functioning. Resilience is sometimes defined according to qualities, traits or chara-
cteristics rather than in a neat and contained definition. For example, Giordano
(1997) lists qualities associated with resilience such as resourcefulness, self-confiden-
ce, curiousness, self-discipline, level-neadedness and flexibility.

Similarly, Jacelon (1997) suggests that resilient individuals are generally intelli-
gent, with a strong sense of self. In an attempt to identify the inconsistencies in the
understandings of resilience, Polk (1997) examined 26 published papers to identify
characteristics or themes that distinguish and define resilience. From this, she was
able to identify four patterns of resilience: dispositional pattern, which encompasses
psychosocial attributes; relational pattern, which refers to intrinsic and extrinsic roles
and relationships influencing resilience; situational pattern, which captures the ability
people have to assess and react to stressors or situations of adversity; and the philo-
sophical pattern, which inciudes personal beliefs and principles (Polk, 1997).

indeed, achieving workplace resilience has become a common goal in organisatio-
nal settings {Coutou, 2002). Recent research shows that resilience may be influen-
ced by various factors and be open to development. Specifically, Gillespie et al.
{2009) examined personal characteristics (age, years of operating room experience,
education) as a predictor of operating room nurses’ levels of resilience. The average
resilience levels reported in the current study were reasonably high. Also, they found
significant bivariate relationships between resilience and demographic vartables, age
and experience; however, years of OR experience was the only personal characteri-
stic predictor of resilience for this group of nurses.

Moreover, Jackson et al. (2007) reviewed 50 papers exploring the concept of resi-
lience in nurses. They concluded that self-development strategies can be used to
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develop resilience to workplace adversity in nurses: building positive and nurturing
professional relationships; maintaining positivity; developing emotional insight; achi-
eving life balance and spirituality; and, becoming more reflective. Furthermore, they
concluded that nurses can actively participate in the development and strengthe-
ning of their own personal resilience to reduce their vulnerability to workplace
adversity and thus improve the overall healthcare setting.

Finally, Ablett and Jones (2007) used interpretive phenomenological analysis to
describe hospice nurses’ experiences of work in order to understand the factors that
help to promote resilience and mitigate the effects of workplace stress. For this rea-
son, a purposive sample of 10 palliative nurses was recruited from a hospice in the
north west of England. Themes that emerged from the analysis of semi-structured
interviews related to interpersonal aspects and to each individual's perspective of
their 'job-person fit". Overall 10 themes emerged. Central to these themes was the
extent to which the nurses chose to work in this area, and were committed to it, be-
lieving they could "make a difference” to the people for whom they were providing
palliative care. Awareness of both their mortality and their spirituality were additional
prominent themes that emerged from the data analysis. The authors comparing
those themes to the personality constructs of hardiness and sense of coherence
they found considerable similarities. Specifically, they found that hardiness might ex-
plain some nurses’ resilience at work, whereas sense of coherence explains other de-
pending on an individual’s attitude towards change.

Resilience as part of Positive Psychocological Capital
(PsyCap)

Masten and Reed (2002, p.75) define resilience as "a class of phenomena chara-
cterized by patterns of positive adaptation in the context of significant adversity or
risk." Based on this definition, Luthans et al. (2007) conceptualised resilience as a
personal resource as part of the construct of Psychological Capital. Psychological ca-
pital is an outgrowth of positive organizational behaviour or POB (Luthans, 2002a,
-2002b, 2003). POB is defined as "the study and application of positively oriented hu-
man resource strengths and psychological capacities that can be measured, develo-
ped and effectively managed for performance improvement in today’'s workplace"
(Luthans, 2002b, p.59). Therefore, Luthans support that for a construct to be includ-
ed in POB must meet certain criteria as being: (@) positive, strength-based, and rela-
tively unigue to the organizational behaviour field; (b) theory and research-based
with valid measures; and, most important HRD, (3) state-like and thus open to deve-
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jopment and performance management. Along with other constructs, resiliency can
meet those criteria (Luthans, 2002a; Masten & Reed, 2002; Youssef & Luthans,
2005;).

Luthans’ conceptualization of resilience as part of the Psychological Capital differs
from 'previous conceptualizations of resilience as it is relevant to HRD due to its sta-
te-like nature, which means that it can be targeted and opened to development.
psyCap is a core construct of positive organizational behaviour and is defined as "an
individual’'s positive psychological state of development that is characterized by the
following: (a) having confidence (self-efficacy) to take on and put in the necessary
effort to succeed at challenging tasks; (b) making a positive attribution (optimism)
about succeeding now and in the future; (c) persevering toward goals and, when
necessary, redirecting path to goals (hope) in order to succeed; and (d) when beset
by problems and adversity, sustaining and bouncing back and even beyond (resilien-
cy) to attain success" (Luthans et al., 2007).

Although resiliency has traditionally been portrayed as trait-like there is evidence
that is in fact developable (Bonano, 2004; Masten, 1994; 2001; Masten and Reed,
2002; Tugade & Fredickson, 2004; Youssef & Luthans, 2005). Masten & Reed (2002,
p. 75) define resiliency as "a class of phenomena characterized by patterns of posi-
tive adaptation in the context of significant adversity or risk." Largely drawing from
that definition PsyCap resilience focused on the proactive assessment of risks and
personal assets that affect employee outcomes. Risks are defined as any predictor
that leads to undesirable outcomes while having no effect of there is no occurrence.

On the other hand personal assets are defined as any predictor that leads to posi-
tive outcomes while having no influence if they are absent (e.g. promotions, bonuses,
recognition, or mentoring programs). Furthermore, a key issue in PsyCap resiliency is
the argument that resilience may lead to an increase in the performance domain (e.g.
Luthan, 1991}, This is in line with arguments that there may be an increase in perfor-
mance after an adverse event, although others support that resilience leads to a re-
turn to previous normal functioning (Gest, Masten et al., 1999, Reed & Masten, 1999).

Luthans’ conceptualization of resilience involves its convergence and differentia-
tion in relation to the other PsyCap factors of hope, optimism, and confidence. Spe-
cifically, Luthans’ approach to PsyCap factors is that they may either act as pathways
to resilience or moderate the relationship between resilience and outcomes such as
performance. However, resilience is more reactive and it requires an intense stressor
as an antecedent that would activate the resiliency process. This suggests that resili-
ence can be an antecedent to other positive outcomes of psychological capital re-
storing confidence, hope, and optimism after a challenging experience.
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Luthans (2006) describe how the construct of resilience differs from the other
PsyCap constructs. Hope is defined as the willpower (having positive expectancies
and specific goals) and the waypower (having in place alternative pathways to cope
with those expectancies not proceeding on the way they were supposed to proce-
ed) people have toward a goal (Snyder, 2000). Flexibility is an important component
of both waypower (pathways) and resilience, but neither component of hope enco-
mpasses the reaction to a disruptive event that triggers the resilience process (Bo-
nanno, 2004).

Optimism, on the other hand, is less closely related to resilience is defined as ge-
neralized expectancy that one will experience good outcomes in life, which will lead
to persistence in goal-striving (Scheier & Carver, 1985). However, similarly to hope,
optimism does not take into account the necessity of a trigger event (adversity). Fi-
nally, efficacy is defined as the belief that an individual has to successfully perform a
specific task (Bandura, 1997). The proactive process-focused development of resili-
ence relies heavily upon Bandura’s conception of efficacy that influences one’s "resi-
lience to adversity". Again, though, it doesn’t incorporate the reactive use of resilien-
ce, which allows people to to restore their self-efficacy even after it has been chal-
lenged and predicted to decrease due to a setback (Youssef & Luthans, 2005).

Research findings shows that the construct of PsyCap and its components are
positively related to desirable employee outcomes such as performance, organisatio-
nal commitment and job satisfaction but PsyCap seems to be a better predictor than
its individual components (Luthans et al., 2007). Focusing on PsyCap resilience,
Luthans et al. (2005), in a sample of chinese workers found that resilience, just like all
PsyCap components, was positively related to supervisory rated performance, al-
though that relationship was higher for PsyCap as a whole. Similarly, Larson and
Luthans (2006) found that resiliency was significantly positively related to job satisfa-
ction and organization commitment the effect was stronger for the PsyCap con-
struct.

More recently, Avey et al. (2010) found that employees’ PsyCap is significantly
correlated with psychological well-being over time. Similarly, Avey et al. (2009) found
a negative relationship between the levels of employees’ PsyCap and their perceived
symptoms of job stress. Specifically, psychological capital was found to have a nega-
tive relationship with respondents’ symptoms of stress, their intentions to quit and
job search behaviors. Finally, Avey et al. (2006) found that PsyCap and its compo-
nents were negatively related to employee absenteeism in a sample of engineering
managers. However, PsyCap was significantly correlated only with voluntary absente-
gism and not involuntary one.
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PsyCap Resilience development

Luthans et al. (2006) approach on resilience development drawn mainly from
the work of Masten (2002), but also that of Fredrickson’s (2003) work on the role
of positive emotions in crises and Bonano's (2004) in clinical settings. Specifically,
Fredrickson et al. (2003) suggest that repeated exposure to positive emotions
pre- and post trauma may help strengthen an individual’s resilience capacity. Ba-
sed on Fredrickson’s (1998) broaden-and-build model people have the capacity
for broadening their momentary thought-action repertoires and building out
their personal resources. Research findings show that such positive emotions add
to one's storage of personal resources that are called upon when resilience is ne-
eded (Aspinwall & Taylor, 1997; Fredrickson, 2001). Bonnano's (2004) work, on
the other hand, suggests individual resilience is built through four personality di-
mensions that include positive emotion, self-enhancement, attribution or locus
of control, and hardiness-may ultimately result in building pathways for individual
resiliency.

Also, Richardson’s (2002) meta-theory of resiliency identified three ways of
inguiry and analysis that support the developmental nature of resilience. The first
wave includes the identification of resilient gualities of individuals and support sy-
stems that predict social and personal success. The second one involves the
understanding of coping with stressors, adversity, change, or opportunity result-
ing in the identification, fortification, and enrichment of protective factors. The
third wave refers to the identification of the motivational forces within individuals
and groups and the creation of experiences that foster the activation and use of
these forces.

The proactive-reactive approach in developing PsyCap
resilience

Luthans et al. (2006) present their conceptualization of resilience explaining its
relevant to HRD due to its state-like nature and, therefore, openness to develop-

ment. They, also, describe two approaches for developing the Psychological Capital
of Resiliency: the reactive and proactive approach.

The proactive approach

Luthans et al. (2006) propose three areas of focus for a proactive HRD approach
to resiliency development: risk, asset and process strategies.
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Risk-focused HRD strategy

This development strategy aims to proactively and aggressively avoid strategies
and reduce the risks that may cause adverse event. Based on Masten’s (2001) work
on resilience in developmental psychology research, they suggest that the appro-
priate organisational culture that is proactively resistant to the need for resiliency is
partially created by developing trust and reciprocity between the organization and
its leadership and the individual employee’s. To develop such a culture, HRD needs
to foster a positive employee-employer psychological contract. Their specific HRD
guideline for a proactive development of resiliency is to manage risks by creating an
ethical and trustworthy culture.

Asset-focused HRD strategy

The proposed asset-focused HRD strategy for resiliency is expected to be able to
enhance the "employability" of people through paying for continued educational ex-
penses, promoting developmental workshops and cross-training, and rewarding tho-
se seeking to better themselves. Indeed, their specific HRD guideline is to invest in
the human and social capital of employees.

Process-focused HRD strategy

A process-focused strategy would be employed in an attempt to influence the
manner in which one interprets events and experiences. For this reason, self-efficacy
may may have a mediating effect on resilience (Masten & Reed, 2002). Self-efficacy
development methods include mastery and success experiences, vicarious learning
and/or modelling, persuasion and/or positive feedback, and psychological and/or
physiological arousal and well-being (Bandura, 1997; 2000). Luthans et al. (2006)
suggest that these proven tactics of HRD processes can be used to increase self-effi-
cacy, which in turn would result in enhanced, proactive resiliency.

The reactive approach

Luthans et al. {2006) describe three categories of strategies as a reactive appro-
ach to resilience development: strategies using positive emotions, strategies using
self-enhancement, strategies using attribution and strategies using hardiness.

Strategies using positive emotions

The proposed positive emotional strategy for HRD proposed in building resiliency
is based on Fredrickson’s (2001) broader-and-build model. Such a strategy is reactive
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in nature because the development of coping tactics, such as thought-action reper-
toires, is developed along with the experience of stress or trauma (Fredrickson,
2001). These broad-mined thought-action repertoires, seem to lead to anatomical
changes in the brain which may then include modifications to existing synapses that
manage new activity (Fredrickson, 2001; Nelson, 1999). Also, proactive HRD strategi-
es could be used to build positive emotional experiences for organizational mem-
pers. This can lead to increasing thought-action repertoires and the probability that
members will enhance their resilience. Overall, an effective reactive HRD strategy for
resilience development would involve getting employees to exhibit positive emo-
tions around ordinary events and their ability to trigger an "upward-spiral".

Strategies using self-enhancement

Another proposed reactive HRD strategy for building PsyCap resilience might utili-
ze self-enhancement. This is an individual trait-like tendency toward overly positive
or unrealistic self-serving biases but, according to Taylor and Brown (1988), self-
enhancers are also adaptive and generally better able to cope with stressful events.
Although it has been argued that it promotes narcissism and masks, it has been
shown that if harnessed it may be a useful HRD strategy.

Strategies using attribution

Another HRD strategy would be to use optimistic attributions to allow individuals
to move past a negative event. A main component of attribution theory related to
building resilience is the internal locus of controt. As internal attributions heighten
the disappointment felt in failure, it may follow that and external locus of control
may be a pathway toward building resilience (Bonano, 2004, 2005). In this process of
attribution, optimists’ abilities to emotionally dissociate from stressful situations nay
allow them to adapt (Bonano, 2004). As Seligman (1998) has demonstrated that at-
tributional styles can be learned, this could allow a further adaption of an HRD stra-
tegy.

Strategies using hardiness

Luthans et al. (2006) note that as an HRD strategy, hardiness can be developed
through a meaning-making process. For, example, recent work of Luthans and his
. Colleagues on authentic leadership development suggests that leaders can tap a fol-
lower’s self-concept and more specifically, help the follower become more self-awa-
re and introspective (Avolio et al.,, 2004; Avolio & Luthans, 2006; Luthans & Avolio,
2003). Such self-awareness and self-reflection may help followers to find meaning in
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their work and therefore become more hardy in their work environment. Similarly,
via interacting with and modelling the authentic leader can become more hardy
themselves.
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