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Abstract

Background and purpose: In recent years, increasing attention has been paid to
positive psychological components in enhancing job performance and psychological
well-being, especially in educational and counseling settings. The present study aimed
to compare the effectiveness of Luthans’ Psychological Capital Training and Character
Strengths Training on organizational ambidexterity, flow experience, psychological
empowerment, and tendency toward deviant work behaviors, considering the
moderating role of the psychological contract.

Methods: This quasi-experimental study utilized a pretest-posttest-follow-up design
with a control group. The statistical population included all school counselors at lower
secondary schools in Qom city during the academic year 2024-2025. A purposive
sample of 60 counselors was randomly assigned to two experimental groups and one
control group. The first experimental group received Luthans’ Psychological Capital
Training (10 sessions), and the second group received Character Strengths Training (12
sessions). Standardized questionnaires were used to measure the study variables. Data
were analyzed using MANOVA, ANCOVA, and interaction effect tests via SPSS27. This
study was approved by the Research Ethics Committee and received the ethical
approval code IR.SCU.REC.1402.091

Findings: Results indicated that both interventions significantly enhanced
organizational ambidexterity, flow experience, and psychological empowerment, and
significantly reduced the tendency toward deviant work behaviors (p < 0.01). However,
Character Strengths Training was more effective than Luthans’ Psychological Capital
Training in improving all outcome variables. Additionally, the psychological contract
played a moderating role, such that higher levels of psychological contract strengthened
the effects of both interventions.

Conclusion: Positive psychological interventions, especially character strengths
training, are effective strategies for enhancing human capital and reducing behavioral
risks in educational environments. These findings underscore the importance of
integrating such programs into human resource development in schools. Moreover,
consideration of the psychological contract can optimize the impact of these
interventions. Educational policymakers and managers are recommended to implement
= strength-based and positive psychology training programs for school counselors.
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Introduction

InIran's educational system—particularly in
culturally and religiously significant
contexts like Qom—school counselors are
pivotal to students' psychological and
developmental outcomes (1-3). However,
increasing professional pressures, multi-
dimensional role demands, and rapid
systemic transitions challenge their well-
being and effectiveness (4-6). Positive
psychology, through interventions such as
Luthans’ Psychological Capital (PsyCap)
training and Character Strengths
Development, offers promising resources to
empower counselors in high-stress contexts
(7=10). These interventions respectively
emphasize affective-cognitive capacities
(e.g, hope, optimism, self-efficacy, and
resilience) (23-27) and moral virtues rooted
in identity and meaning-making (11-14,28-
29).

Despite  supportive evidence, few
comparative studies have examined their
effectiveness under organizational
conditions such as psychological contracts
(15-17, 61, 72), which shape counselors'
perceived mutual obligations and trust with
their institutions. This study addresses these
gaps by comparing the impact of both
interventions on four key variables—
organizational ambidexterity, flow,
psychological empowerment, and deviant
workplace behavior—while examining the
moderating role of psychological contracts
among school counselors in Qom.

Materials and Methods

This quasi-experimental study employed a
pretest-posttest control group design during
the 2023-2024 academic year. The
population consisted of 200 school
counselors in Qom. Using cluster analysis
based on baseline measures (42, 78, 36, 83),
a vulnerable subgroup (n = 80) was
identified. Sixty participants were randomly
assigned to three groups: (1) Character
Strengths Training based on Hasani Rad’s
model (29), (2) PsyCap Training following
Luthans et al. (43), and (3) Control. Data
were collected using validated instruments
for organizational ambidexterity (42), flow
(78), psychological empowerment (36),

deviant behavior (83), and psychological
contract (82). Analyses included MANCOVA,
LSD post hoc, and two-way ANOVA to
examine interaction effects of training type
and contract perception.

Findings

Both interventions significantly improved all
psychological and behavioral outcomes,
with  Character  Strengths  training
outperforming PsyCap training across all
variables. Participants in the character
strengths group reported higher post-test
scores in organizational ambidexterity
(M=67.43), flow (M=38.23), and
empowerment (M=62.00) and showed a
greater reduction in deviant behavior
(M=35.60) compared to the PsyCap and
control groups.

Multivariate  analysis confirmed a
significant interaction effect between
training type and psychological contract
level. High psychological contract
perception enhanced the effectiveness of
both interventions, particularly in increasing
empowerment and reducing deviant
behavior. Interestingly, counselors with low
psychological contract levels also showed
improvement in flow, possibly due to
perceiving the intervention as a
compensatory resource in a psychologically
insecure context.

Discussion

Character Strengths training, rooted in
ethical identity and value-based
engagement, and produced deeper
psychological and behavioral shifts than the
resource-driven PsyCap model. These
results align with Aquino and Reed’s moral
identity theory (11), self-determination
theory (54), and Csikszentmihalyi’s flow
model (53). While PsyCap improved efficacy
and emotional regulation (21-22, 43), its
effects were more context-dependent. In
contrast, the moral grounding of character
strengths promoted sustained
internalization and ethical alignment (29,
65-66, 69). The moderating role of
psychological contracts proved pivotal,
revealing that perceived fairness and
organizational integrity amplify
intervention success (15, 61, 72, 75). A
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surprising dual pattern emerged in flow:
those with low contract levels showed gains
due to unmet psychological needs, while
those with strong contracts showed deeper,
identity-aligned flow experiences (32, 52,
61).

Conclusion

Both interventions positively influenced
psychological functioning and professional
behavior among school counselors.
However, Character Strengths Development
emerged as a more comprehensive and
sustainable intervention, especially when
psychological contracts were strong. The
study highlights the necessity of contextual
alignment and organizational support to
maximize the effectiveness of employee
development programs. Educational
policymakers should integrate such
interventions into professional development
plans while fostering supportive
psychological contracts to ensure enduring
impact.
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