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Abstract

Aim: In times of increasingly dynamic change, the responsibility for ensuring the profes-
sional wellbeing of employees has fallen to the employer, and organizations are systemat-
ically looking for ways to take care of their employees. The question of which factors in-
fluence the formation of occupational well-being, especially in the context of work mode,
is extremely relevant to the functioning of modern organizations.

Methods: The study used the Occupational Wellbeing Questionnaire, which allows a sub-
jective self-assessment of one’s work and its environment. In addition, psychological cap-
ital and its components were evaluated with the Psychological Capital Questionnaire.
Work mode was determined using a closed question included in the survey. The study in-
cluded a total of 162 people (111 women and 51 men), aged 21 to 55 (M = 35, SD = 7.63).

Results: A positive relationship was observed between psychological capital and occupa-
tional wellbeing, with work mode having varying effects on occupational wellbeing. In ad-
dition, remote and hybrid working had significant indirect moderating effects on the rela-
tionship between psychological capital and professional wellbeing.

Conclusion: The relationships between psychological capital, professional wellbeing and
work mode require further study. Nevertheless, our findings indicate directions for pre-
paring development and support activities aimed at maintaining or increasing wellbeing
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and the effect of work mode; as such they have important practical implications for em-
ployers, HR departments and managers.

Keywords: occupational wellbeing, psychological capital, work mode

Following the dynamic changes resulting from the COVID-19 pandemic, or-
ganisations have been faced with new challenges concerning organizational fluid-
ity, rapid adaptation to unpredictable situations, and employee retention and sup-
port. Most notably, the introduction of asynchronous, remote or hybrid work has
driven dramatic changes in the professional landscape. In many regards, remote
and hybrid work modes have become the new norm, both for fulfilling professional
duties and conducting development activities such as training, mentoring or coach-
ing (De Klerk et al., 2021; Dojwa-Turczynska, 2021; Eniola, 2022; Gierszon, 2021).

Understanding the effects of these changes poses a challenge for researchers
and practitioners in Organizational and Occupational Psychology, as well as for
employers hoping to support the psychological and professional wellbeing of em-
ployees, and strengthen their internal psychological resources. Employees are in
particular need of support when coping with instability and family and profes-
sional duties; appropriate interventions in these areas can increase effectiveness,
efficiency and wellbeing, both at work and in life in general (Bakker & Demer-
outi, 2017; Kozusznik et al., 2023; Saks, 2019).

Currently, many organizations offer remote and hybrid work modes on
a partial basis, and are looking for ways of improving organisational efficiency
by maximising employee efficiency (Poles in the Workplace Report, 2021; State
of Remote Work, 2022). Both employees and organizations are adjusting their
expectations regarding work mode, with 86% of employees wanting their com-
pany to develop fully remote or hybrid work environments, and 72% indicating
their current employers have already implemented or are developing a form of
permanent remote work (Poles in the Workplace Report, 2021).

It is also important to emphasize the importance of individual dispositional
factors when developing professional wellbeing in employees. Although the con-
cept of capital is primarily associated with material resources, the social sci-
ences have expanded its meaning to include various resources held by individu-
als or groups; the term can now encompass economic capital (i.e. what we have),
human capital (what we know), cultural capital (what we do, what we create),
social capital (who we know) and psychological capital (who we are). Therefore,
to build professional wellbeing and foster a supportive environment, it is neces-
sary to fit the employee to a suitable work mode.

The aim of this study is to analyse the occupational wellbeing and psychological
capital of employees, taking into consideration the moderating role of work mode.

Professional Wellbeing and Psychological Capital

The relationship between occupational wellbeing and psychological capital
is an important area of research in the field of Organizational Psychology. The
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two concepts are closely related but concern different aspects of functioning re-
garding work. The sense of wellbeing is a multidimensional construct that refers
to the individual’s expectations regarding different areas of life (Ratajczak, 2007).

Occupational wellbeing is an important construct in Occupational Psychol-
ogy, and plays a key role in describing the quality of professional life. While it is
sometimes understood in a similar way to the classic concepts of personal well-
being, viz. the hedonic model, focused on pleasure and satisfaction, and the eu-
daimonistic model, referring to the realization of values and a sense of meaning,
its specific nature requires a separate analytical approach that takes into ac-
count the context of the work environment and professional activity (Czerw,
2017; Zalewska, 2003). It is most often defined as an assessment of one’s own
professional functioning, which is closely related to the nature of the work per-
formed, the position held and relationships with colleagues (Czerw, 2017). Em-
ployees with a high sense of wellbeing are usually more valued in the workplace,
and achieve better professional results and greater success.

Analogous to the concept of personal well-being, like those mentioned above,
professional well-being can be considered from hedonistic and eudaimonistic
perspectives. The former refers to satisfaction with one’s job, and was analyzed
by researchers in the early 20th century; in the professional sense, hedonistic
wellbeing refers to satisfaction with the job performed (Zalewska, 2003). In con-
trast eudaimonistic wellbeing concerns the meaning and value of work as a “pro-
fessional mission”; in this sense, professional wellbeing is associated with happi-
ness and satisfaction with work as a state resulting from appropriate behaviour,
rather than as a subjective phenomenon (Czerw, 2017), i.e. work has subjective
meaning and significance (Barrick et al., 2013). Czerw (2017) present an empir-
ically-verified concept of occupational wellbeing based on five dimensions re-
flecting both its hedonic and eudaimonistic nature:

— Job satisfaction — refers to subjective satisfaction with the performance of

professional tasks, meeting needs and achieving goals.

— Work engagement — includes a sense of identification with the work per-
formed, high energy level and readiness to take on challenges. It refers to
the motivational aspects of professional functioning, emphasizing the eu-
daimonistic dimension of work as a space for realizing one’s potential.

— A sense of meaningfulness in work — the belief that the work performed
has a deeper meaning and is consistent with the values of the individual.

— Workplace relationships — the quality of interpersonal contacts in the
professional environment.

— Work-life balance — the ability to maintain harmony between the de-
mands of professional life and the needs of private life.

Czerw (2017) regards occupational wellbeing not as a one-dimensional cate-
gory, but a complex construct embedded in both the subjective experiences of an in-
dividual and the objective organizational context. Its level depends not only on the
content and conditions of work (Kapica et al., 2022; Matwiej, 2020), but also on indi-
vidual resources, such as psychological capital (Avey et al., 2011; Lipinska-Grobel-
ny et al., 2023; Luthans et al., 2007), mental resilience (Robertson et al., 2015; Tu-
gade et al., 2004) and social support (Halbesleben, 2006; Viswesvaran et al., 1999).
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Although the development of wellbeing is very much connected with situa-
tional conditions, they do not fully explain the variation observed between indi-
viduals experiencing the same working conditions; however, this variation may
be accounted for to some extent by the positive internal resources of employees.
Seligman, in his book True Happiness (2005), proposes that when engaging in
work, performing an activity with full concentration, a person begins to experi-
ence a flow state, i.e. a state of mind and body characterized by a sense of elation
or euphoria. When experiencing such a flow, workers begin to develop and use
their internal resources, which make up future psychological capital. These
principles have driven research into the positive psychological states that are
open to development and could potentially influence desirable human attitudes
and behaviour, with initial studies concerning self-efficacy belief, hope, optimism,
subjective wellbeing (happiness) and emotional intelligence (Luthans, 2002a).
These components of psychological capital were further refined by Luthans
(2002b) and eventually reduced to four personal resources, namely self-efficacy
belief, optimism, hope, and resilience.

Numerous empirical studies indicate that the main factor explaining the
level of occupational wellbeing is psychological capital. Indeed, psychological cap-
ital has been found to correlate with better job performance (Luthans et al.,
2007), strong motivation and engagement (Bakker & Xanthopoulou, 2013), posi-
tive self-esteem and drive to succeed (Peterson et al., 2011), proactivity (Chen,
2013), higher self-esteem (Peterson et al., 2011), happiness (Williams et al., 2015),
and more effective problem-solving strategies and innovation in action (Luthans
et al., 2011). Li et al. (2015) report that in addition to being associated with better
wellbeing, psychological capital also mediates between social support and wellbe-
ing; it also appears to influence organizational commitment, willingness to re-
main in a position and job satisfaction (Avey et al., 2011; Newman et al., 2014); it
also increases employee wellbeing through stress reduction (Baron et al., 2013).
Interestingly, Luthans et al. (2007) indicate that psychological capital as a gen-
eral concept, along with latent variables such as positive orientation (Laguna et
al., 2005) and key self-evaluation (Chirkowska-Smolak, 2012) plays a greater
role in adaptive functioning than its component individual factors.

It is important to underline that psychological capital acts as an internal re-
source, and that it can both moderate the impact of working conditions and act
as an independent predictor of wellbeing. In their model of psychological wellbe-
ing, Ryff and Keyes (1995) emphasize that wellbeing represents not only the ab-
sence of any negative states of functioning, but rather the presence of its positive
aspects: autonomy, purpose in life, personal development, positive relationships
with others, mastery over one’s environment and self-acceptance. They propose
that psychological capital can significantly support the development and main-
tenance of these areas, and thus improve wellbeing. Importantly, psychological
capital is not a fixed characteristic — it can be developed and strengthened through
psychological interventions and organizational activities (Luthans & Youssef-
Morgan, 2017). Thanks to its dynamic nature, it is of particular value in human
resource management, and may be a valuable component of strategies aimed at
supporting occupational wellbeing in different work modes.
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Work Mode

In 2020, a number of countries implemented various solutions based on
work mode to counter the COVID pandemic and its effects. What had been pre-
viously available only to a few became an everyday reality for the wider popula-
tion, who may not have previously been able to work this way.

The use of remote and hybrid work can generate many benefits for both em-
ployer and employee. It is sometimes treated as a form of benefit for the latter, as
the choice of location and time for working is reserved for employees who are re-
garded as the “core of the organization” (Majewska & Samol, 2016). The main ad-
vantage of remote working for the employee is that it can be performed from any
location, while the employer has the opportunity to reduce facilities expenditures
and the cost of maintaining infrastructure (Grycuk, 2013). Furthermore, the em-
ployer obtains the effect of the work, while the employee is able to save the time
and resources otherwise spent commuting, and combine work with other activi-
ties and needs (Wisniewski, 2014). It is becoming an attractive alternative option
for offsetting the constraints placed on the employee by their place of residence,
physical status, or responsibilities related to other social roles (Bak, 2009; Ma-
jewska & Samol, 2016). It has also been found to improve employee efficiency
(Wisniewski, 2014), although this is primarily reliant on the self-organization
ability of employees, which stems from their personal resources and skills.

However, the lack of contact with other employees associated with distance
work, and possible problems with promotion, can cause problems with wellbeing
(Mirecka, 2015; Olejniczak, 2000; Swiatkowski, 2006). In addition, from the per-
spective of the organisation, it can be a challenge to communicate with employ-
ees, and to guide and support them in maintaining their effectiveness. It is
worth noting that before the COVID-19 pandemic, remote work practices were
rare in Poland, and the implementation of a remote or hybrid work mode in-
volved a number of additional measures for the employer, including the provi-
sion, insurance and installation of appropriate equipment, ongoing technical
service and support, and ensuring training in the use of digital tools. In return,
organizations faced a range of new challenges, particularly regarding monitor-
ing work performance, maintaining communication standards, and effectively
managing teams in a dispersed environment.

Research suggests the presence of a curvilinear relationship between re-
mote work and job satisfaction, which largely depends on the amount of work
done outside the office (Golden et al., 2006; Hill et al., 1998). The hybrid model
is sometimes associated with greater satisfaction and lower turnover rates; in
contrast, despite offering greater flexibility and autonomy, remote work can also
foster feelings of isolation and weakened social ties within the team (Bloom et al.,
2024; Tkalich et al., 2022). Employee expectations and the changing profes-
sional environment have forced employers to seek solutions that maximize effi-
ciency regardless of work mode.

In the present study, work mode is assumed to be a potential moderator of the
relationship between psychological resources and occupational wellbeing. This is
supported by both practical observations and previous research demonstrating
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that the choice of work mode is associated with varying demands, modes of com-
munication, level of control over working time or access to social support (Euro-
found, 2020; Wang et al., 2021). Remote mode may require the employee to have
greater psychological capital: as less direct organizational support is available,
the work mode place more demands on internal resources, such as self-regula-
tion, mental toughness or a positive attitude; in contrast, situational factors
such as team atmosphere or management style may be more important in the
traditional office setting.

Therefore, to better understand the conditions under which psychological
capital best promotes employee wellbeing, and to identify potential risks and op-
portunities associated with organizing work in variable environments, it may be
a valuable strategy to include work mode as a moderating variable.

For the purposes of this study, three forms of work mode were adopted:

1. On-site work — the employee spends 100% of work time in the office.

2. Remote work — the employee spends 100% of work time outside the office.

3. Hybrid work — the employee engages in both on-site and remote work in

various proportions.

Research Hypotheses

Hence, the purpose of the study is to examine the relationship between psy-
chological capital and occupational wellbeing, taking into account the role of
work mode (on-site, remote, hybrid) as a potential moderating factor in the rela-
tionship. The following research hypotheses are posed:

H1: A positive relationship exists between psychological capital in the employee
and occupational wellbeing.

H2: Work mode differentiates occupational wellbeing in the studied groups.
H2.1: Employees in hybrid mode achieve a higher level of occupational
wellbeing than the other two groups.
H2.2: Employees in on-site mode demonstrate higher levels of occupational
wellbeing than those in remote mode.
H2.3: Employees in remote work mode have a lower level of wellbeing than
the other groups.

H3: Work mode moderates the relationship between psychological capital and
occupational wellbeing in such a way that those performing remote work
demonstrate a stronger relationship than the other groups.

H3.1: Work mode moderates the relationship between psychological capital
and occupational wellbeing with regard to the positive organization
dimension, such that the relationship is stronger among remote work-
ers than the other groups.

H3.2: Work mode moderates the relationship between psychological capital
and occupational wellbeing with regard to the positive relationships
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dimension, such that the relationship is stronger among remote work-
ers than the other groups.

H3.3: Work mode moderates the relationship between psychological capital
and occupational wellbeing with regard to the contribution to the or-
ganization dimension, such that the relationship is stronger among
remote workers than the other groups.

H3.4: Work mode moderates the relationship between psychological capital
and occupational wellbeing with regard to the fit and development di-
mension, such that the relationship is stronger among individuals
working remotely than other groups.

Methods
Procedure and Study Participants

The survey was conducted remotely, using an online questionnaire devel-
oped on the MS Forms platform. Information about the survey, including an in-
vitation to participate and an active link to the questionnaire, was disseminated
through social media channels. Prior to the start of the survey, participants
were briefed on the purpose, conduct and rules of participation (in accordance
with the Declaration of Helsinki), and then gave their informed consent to par-
ticipate. Participation in the study was voluntary and did not involve any form
of compensation.

The study included 162 participants (111 women and 51 men) aged 21 to 55
(M =35, SD =17.63). The respondents were classified into one of three groups de-
pending on work mode: 76 worked in on-site mode, 56 in hybrid mode, and 30 in
remote mode. The vast majority of respondents (88.9%) had a university degree
or a part-time university degree (10.5%); however, they represented a variety of
professional positions and sectors, including commercial businesses, public ad-
ministration and higher education. Most were residents of large cities (over
500,000 residents) i.e. 73.5% of those surveyed.

Tools

Occupational wellbeing was measured using the Occupational Wellbeing
Questionnaire (Czerw, 2017), a tool based on the five-dimensional concept of well-
being in the workplace. The questionnaire consists of 43 items, rated on a 5-point
Likert scale, which provide a subjective assessment of work and the work envi-
ronment. The items are grouped into four subscales corresponding to the main
dimensions of occupational wellbeing: Positive Organization, Fit and Develop-
ment, Positive Relationship with Co-Workers, Contribution to the Organization.
The original version of the questionnaire has good internal consistency indicated
by the high reliability ratings for the dimensions: Positive Organization (a = .88
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sample statement: “My job allows me to grow.”), Fit and Development (a = .89;
e.g., “My job fits me.”), Positive Relationships (a = .91; e.g., “I can rely on my co-
workers.”), and Contribution to the Organization (a = .83; e.g., “I feel that my
work gives a lot to the company where I work.”).

Psychological capital was measured with the Psychological Capital Question-
naire (KKaPsy) developed by Lipinska-Grobelny and Zwardon-Kuchciak (2023).
This tool estimates the overall level of psychological capital and its four compo-
nents, viz. hope, optimism, mental toughness and self-efficacy, according to Luthans
et al. (2007). The questionnaire contains 12 items rated on a 6-point Likert scale.
The original version has satisfactory psychometric reliability overall (a = .80), with
varying results noted for the subscales. The highest value was recorded for Opti-
mism (a = .91; sample statement: “I often hope for good things to happen to me.”),
followed by Belief in Self-efficacy (a = .77; e.g., “I usually know what to do in trou-
blesome situations.”), Hope for Success (a = .66; e.g., “I pursue my ideas with enthu-
siasm.”), and then Resilience (a = .35; e.g., “People perceive me as a person full of
energy.”). While the very low Cronbach’s alpha value obtained for the Resilience
subscale prevents any analysis based on individual components of psychological
capital, it was still possible to use the general result; therefore, the global score was
used for the later analysis. The participants were asked to state whether they per-
formed their duties in an onsite, remote or hybrid work mode their work mode.
These responses were used to divide respondents into three comparison groups,
and to verify the moderating role of work mode in the studied relationships.

Results

Data analysis was performed using IBM SPSS Statistics (version 29), with
the PROCESS macro by Andrew F. Hayes. Relationships between psychological
capital and occupational wellbeing were verified using Pearson’s r (Table 1). Sig-
nificant relationships were noted for the overall psychological capital index
(r=.27,p<.05).

Table 1
The Correlation Between Occupational Well-Being and Psychological Capital

Psychological Capital

Overall score Self-efficacy Hope Resilience Optimist

Occupational
well-being

*p<.05, % p<.01

2T 11 .01 .18* 37

Work mode was found to have a significant influence on occupational well-
being, F(2, 159) = 3.31, p = .039, based on one-way ANOVA for independent
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groups (Table 2). Post hoc comparisons using the Bonfferoni correction revealed
significant differences (p < .05) between on-site and hybrid modes. The highest
overall wellbeing was recorded for hybrid workers (M = 244.64, SD = 33.74), fol-
lowed by remote workers (M = 232.90, SD = 43.72) and finally on-site workers
(M =226.11, SD = 44.55).

Regarding the individual subscales of psychological wellbeing, significant
differences were observed for the Positive Relationships and Contribution to Or-
ganization scales, with the trends being analogous to those noted for overall
wellbeing.

Table 2

Average Levels of Occupational Well-Being Among Employees Working in: On-site, Remote,
and Hybrid Modes

On-site mode Remote mode Hybrid mode

2
n=16 n=30 n=>56 Fop d
M 226.11 232.90 244.64
i in. 69 128 151
Occupational  min 331 039 .05
well-being max. 289 290 284

SD 44.55 43.72 33.74

The next stage examined the moderating role of work mode in the relation-
ship between psychological capital (WO) and occupational wellbeing. Firstly, the
assumptions of the moderation analysis were checked; an analysis of the scatter
plot of residuals against predicted values found no heteroscedasticity, and the
Durbin-Watson statistic indicated no autocorrelation. In addition, the values of
the VIF coefficients for all variables remained below the accepted threshold of 5,
indicating the absence of collinearity. Therefore, the prerequisites for further
steps were met.

Moderation analysis was performed using Hayes’ Macro PROCESS (ver-
sion 3.1), model 1 (moderation analysis; 95% confidence interval for effect val-
ues; number of bootstrap trials: 5000). Since the mode of operation (i.e. the mod-
erator) is a categorical variable with three values, dummy coding was used, with
on-site operation designated as the reference category.

The model proved to be a good fit to the data: F(5, 156) = 5.43, p = .001, ex-
plaining 14.83% of the variance in occupational wellbeing (R? = .15). Regression
analysis revealed a significant interaction effect between psychological capital
and hybrid work mode (B = 3.48, p = .007) and a marginally significant effect in
remote mode (B = 2.18, p = .066), indicating that work mode moderates the rela-
tionship between psychological capital and overall occupational wellbeing (Ta-
ble 3).

Regarding the moderating role of work mode, significant indirect effects
were observed for remote and hybrid work. Psychological capital exerted the
strongest effect on overall occupational wellbeing for those working in the hy-
brid mode (Table 4).
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Table 3

Regression Analysis: The Effect of Psychological Capital on Occupational Well-Being
Depending on the Work Mode

Predictor B SE t p 95% CI (LL - UL)
Intercept 226.19  4.47 50.59 <.001 [217.36, 235.02]
Psychological Capital (X) 0.39 0.67 0.58 .566 [-0.94, 1.71]
Work mode: Remote (W1) 12.81 8.71 1.47 144 [-4.40, 30.01]
Work mode: Hybrid (W2) 12.42 7.07 1.76 .081 [-1.55, 26.39]
Psychological Capital X Remote (X X W1) 2.18 1.18 1.85 .066 [-0.15, 4.50]
Psychological Capital x Hybrid (X X W2) 3.48 1.28 2.71 .007 [0.95, 6.01]

Note. B = unstandardized regression coefficient; SE = standard error; CI = confidence interval;
LL = lower limit; UL = upper limit.

Table 4

Moderation Analysis — Psychological Capital (Overall Score) and Occupational Well-Being.
Moderator: Work Mode

Work mode Effect SE t p 95% CI (LL - UL)
On-site 0.39 0.67 0.58 .566 [-0.94, 1.71]
Remote 2.56 0.97 2.65 .009 [0.65, 4.48]
Hybrid 3.86 1.09 3.54 <.001 [1.71, 6.02]

Note. SE = standard error; CI = confidence interval; LL = lower limit; UL = upper limit.

The same analyses were performed for each dimension of occupational well-
being. For fit and development, the model was found to be a good fit to the data —
F(5,156) = 4.51, p <.001, R? = .13; regression analysis revealed a marginally sig-
nificant interaction effect (p = .095), suggesting that work mode moderates the re-
lationship between psychological capital and this aspect of wellbeing. For positive
orientation, the model was also a good fit — F(5, 156) = 5.82, p <.001, R? = .16; the
analysis revealed a significant interaction effect (p =.0014), indicating a moderat-
ing role for work mode. For positive relationships, the model was also a good fit —
F(5, 156) = 4.36, p = .001, R? = .12; a significant interaction effect was noted
(p =.006), suggesting that work mode moderates the relationship between psycho-
logical capital and positive relationships. However, the model turned out to be
a good fit for contribution to the organization — F(5, 156) = 5.71, p <.001, R? = .16,
although without any significant interaction effect (p = .44). Interestingly, psycho-
logical capital was found to have a significant effect, B=0.28, SE=0.13, t = 2.18,
p =.031, suggesting that higher levels of psychological capital are associated with
greater wellbeing in this regard. The indirect effects are presented in Table 5.

Psychological capital had the strongest effect on the dimensions of wellbeing
in hybrid mode, especially for positive relationships, fit and development and
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positive orientation, with all effects being statistically significant. In remote
mode, a significant relationship was only found with positive orientation, while
in on-site mode, the only significant relationship was noted with contributions to
the organization.

Table 5

Moderation Analysis — Psychological Capital and Occupational Well-Being (Dimensions).
Moderator: Work Mode

Work mode . . . o
(TRPR) Dimension of well-being B SE t P 95% CI (LL- UL)
Fit and development 0.24 0.17 1.43 .155 [-0.09, 0.58]
Positive relationships -0.09 0.19 -0.47 .642 [-0.47, 0.29]
On-site (1)
Contribution to the organization 0.28 0.13 2.18 .031 [0.03, 0.53]
Positive orientation -0.04 0.23 -0.20 .844 [-0.50, 0.41]
Fit and development 0.44 0.25 1.80 .074 [-0.04, 0.93]
Positive relationships 0.50 0.28 1.78 .078 [-0.06, 1.05]
Remote (2)
Contribution to the organization 0.59 0.34 1.73 .087 [-0.08, 1.26]
Positive orientation 1.13 0.33 343 <.001 [0.48, 1.79]
Fit and development 0.96 0.28 3.44 <.001 [0.41, 1.51]
Positive relationships 1.08 0.32 342 <.001 [0.45, 1.70]
Hybrid (3)
Contribution to the organization 0.27 0.24 1.11 .269 [-0.21, 0.75]
Positive orientation 1.29 0.37 345 <.001 [0.55, 2.02]

Discussion

The study was intended as a pilot, and exploratory in nature, whose main
aim is to initially identify the relationship between psychological capital and oc-
cupational wellbeing, and analyse whether, and how, work mode moderates this
relationship.

A significant positive association was noted between the overall level of psy-
chological capital and occupational wellbeing (r = .27, p < .05). The results ob-
tained correspond with those obtained by the authors of the concept of psycho-
logical capital (Luthans et al., 2007), who note that resources such as hope,
mental resilience or optimism act as psychological buffers, supporting the indi-
vidual to function effectively at work. Similar relationships were also identified
in a meta-analysis by Avey and colleagues (2011), in which psychological capital
was shown to exhibit significant positive associations with engagement, job sat-
isfaction and overall employee wellbeing.

The results of the analysis of variance showed that work mode differenti-
ated the level of experienced occupational wellbeing [F(2, 159) = 3.31, p = .039],



140 OLGA ZWARDON-KUCHCIAK, MATEUSZ HAUK

which confirms hypothesis H2. The highest levels of wellbeing were found among
those working in hybrid mode (M = 244.64), which remains consistent with hy-
pothesis H2.1 and the results of previous studies (Wang et al., 2021), indicating
that the combination of working remotely and at the office can promote wellbe-
ing by offering flexibility and the ability to maintain social contacts. Slightly
lower scores were obtained among remote workers (M = 232.90), followed by on-
site workers (M = 226.11). These results do not support hypotheses H2.2 and
H2.3, which propose that remote working was associated with the lowest levels
of wellbeing. One potential explanation could be the greater autonomy experi-
enced by remote workers, and the easier reconciliation of work and private re-
sponsibilities, which may have a positive impact on overall wellbeing, despite of-
fering limited social contact. Such flexibility may support professional wellbeing
by allowing both contact with colleagues and work in a home environment, al-
lowing the employee to deal with family matters and other issues outside work.
It can also be assumed that if employees are given influence and freedom to
choose their work mode, this will have a positive impact on their evaluation of
their work, their organisation, as well as their occupational wellbeing. It is also
surprising to see that the lowest levels of wellbeing were reported by those work-
ing in on-site mode. This may be due to pandemic or post-pandemic times, in
which health concerns discouraged some people from direct contact. Further re-
search in this area is therefore warranted.

Moderation analysis found work mode to significantly moderate the rela-
tionship between psychological capital and occupational wellbeing, thus sup-
porting hypothesis H3. However, contrary to hypothesis H3.1, the strongest re-
lationship between psychological capital and occupational wellbeing was observed
among hybrid workers (B = 3.86, p <.001) rather than remote workers (B = 2.56,
p =.009). In on-site work, the relationship was found to be statistically insignif-
icant. Hence, it appears that the most favourable conditions for activating indi-
vidual psychological resources are created by the hybrid model; perhaps due to
the greater flexibility of work practices and the possibility to adapt work to indi-
vidual preferences. Similar observations emerged from Eurofound (2020), where
it was indicated that hybrid working may provide the optimal environment for
supporting mental health and performance among employees.

Psychological capital may play a particularly important role in shaping oc-
cupational wellbeing in remote and hybrid working. In such contexts, the indi-
vidual is exposed to much more limited contact with others, less intensive rela-
tionships and lower levels of social support, which can be important determinants
of wellbeing; as such, psychological capital may act as a buffer when working
outside the organisation, or at least gain in importance compared to other deter-
minants of occupational wellbeing.

Further analyses found work mode to also moderate the relationship be-
tween psychological capital and individual dimensions of occupational wellbe-
ing. Our findings confirm hypothesis H3.1 for positive organisation, with the
strongest effect occurring among hybrid employees (B = 1.29, p < .001), indicat-
ing that when organisational conditions are favourable, individuals with high
psychological capital may be better able to use their resources to build a positive
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image of the organisation. Indeed, Luthans et al. (2007) report that employees
with higher levels of psychological capital tend to have more positive perceptions
of their work environment and greater organisational support.

Similarly, our data confirm hypothesis H3.2 concerning positive relation-
ships: a significant moderating effect observed in the hybrid group (B = 1.08,
p <.001), which may indicate that those working in this mode have more oppor-
tunities to enjoy social relationships at work, perhaps due to the potential for
both remote work and face-to-face contact, and this effect is reinforced by psy-
chological capital. Baker and Austin (2019) suggest that a hybrid form of work
can foster more sustainable and satisfying work relationships if employees have
sufficient individual resources, such as optimism or resilience.

Hypothesis H3.3, relating to contribution to the organisation, was not con-
firmed. Although the effect was statistically significant among on-site employ-
ees (B = 0.28, p = .031), no significant interaction was noted with work mode;
this indicates that the relationship between psychological capital and sense of
contribution did not differ according to work mode. This may indicate that
a sense of meaningfulness of work and its impact on the organisation is less de-
pendent on the flexibility of the work mode and more related to ongoing task en-
gagement; this has been suggested by, among others, Halbesleben and Wheeler
(2008), who propose that a sense of usefulness and job role recognition plays an
import role in building engagement.

However, hypothesis H3.4 was confirmed. In the hybrid mode, a particu-
larly strong and statistically significant relationship was observed between psy-
chological capital and fit and development (B = 0.96, p < .001), which may indi-
cate that employees with resources in the form of optimism, resilience or a sense
of efficacy are better able to make use of flexible conditions to develop them-
selves and adapt the work environment to their needs. Similar conclusions are
drawn by Robertson and Cooper (2010), indicating that occupational wellbeing
is based not only on experiencing positive emotional states, but also on being
able to realise one’s potential and align work with personal goals and values.

Our results also have important practical implications for employers, HR
departments and managers, insofar that they provide guidance on which em-
ployees, depending on work mode, can or should be supported more in terms of
their occupational wellbeing. The findings confirm that psychological capital is
a key resource for supporting occupational wellbeing, and that its importance
varies according to work mode. Therefore, the development of components such
as hope, resilience, optimism and a sense of efficacy should be an important part
of HR policies, especially for employees engaging in remote and hybrid working.
Hybrid workers show the greatest capacity to transform psychological resources
into wellbeing, especially in the areas of relationships and work fit.

Organisations that offer greater flexibility and support the development of in-
dividual resources may offer greater engagement and satisfaction in non-on-site
workers. In remote working, it is particularly important to build a culture of sup-
port and contact, through regular meetings or team-building activities for exam-
ple, as isolation can reduce their sense of belonging. In this context, psychological
capital has a protective function. While on-site employees may benefit less from
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the effects of relationship wellbeing or development, they can nevertheless gain
from possessing a sense of influence on the organisation; as such it is still worth
reinforcing recognition, feedback and participation in decisions within this group.

It can be said, therefore, that our findings indicate that psychological capi-
tal can be treated as a powerful individual resource, translating into better qual-
ity of life and functioning in various spheres. Furthermore, investing in such de-
velopment can yield benefits at both the organisational and the individual level,
and occupational wellbeing can translate into higher employee satisfaction,
a better opinion of the employer and “stronger” employer branding.

Limitations and Directions for Future Research

The study has some limitations which should be taken into account when
Iinterpreting the results. Most importantly, it should be noted that the study was
a pilot and hence exploratory in nature, and the results should therefore be seen
as a starting point for further, more in-depth analysis. One key limitation is the
uneven size of the groups of participants working in different modes. A consider-
ably larger proportion of participants were working in on-site mode (n = 76) than
those working remotely (n = 30). This disproportion may have affected the
strength of the statistical effects obtained and thus may limit the generalisabil-
ity of the findings, particularly regarding remote working. Hence, future stud-
ies, should aim to ensure a more balanced distribution of numbers between
groups or to use appropriate statistical control methods. Another limitation is
the failure to account for important differences in job characteristics, such as the
level of position, the specific tasks performed, the sector of activity or the size of
the organisation; these factors can significantly modify both levels of psycholog-
ical capital and occupational wellbeing. It is also worth performing studies that
address individual organisations, as this would allow a more detailed analysis of
employee wellbeing with regard to work mode, industry specifics and job hierar-
chies within the same company. Such a study could provide valuable data on the
importance of organisational context in shaping the wellbeing of employed indi-
viduals. In addition, subsequent research should attempt to define and opera-
tionalise hybrid work more precisely, so that respondents indicate the number of
hours spent working both inside and outside the organisation: in the present
study, the term hybrid work was simply applied to employees who divided their
work between the office and another location. The number of hours or days away
from the organisation, and the ability to influence the place and hours will work,
can be an important factor influencing occupational wellbeing. Furthermore, the
analysis does not fully control the sociodemographic and situational variables
that may be related to occupational wellbeing, especially when working outside
the office. Further research should consider other factors, such as marital sta-
tus, having children, having to care for dependents or having access to a dedi-
cated space to work at home or in the office.

Another important limitation is its reliability; although the overall KPsych
measure had satisfactory consistency, this result was very low for the Resilience
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scale (a = .36). As such, this value should be confirmed by further research, and
it should be taken into consideration when interpreting the result. Finally, it is
worth noting that due to the cross-sectional nature of the study, it is not possible
to capture the dynamics of the analysed relationships. As such, it would be de-
sirable to perform a longitudinal study could complement the work and observe
changes in wellbeing over time, depending on work mode and possible changes
in its organisation.
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