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Abstract: Identifying antecedents of well-being at work is an active field of research, focusing notably
on organizational practices that promote employees’ optimal health. To date, whereas studies have
demonstrated that some organizational practices, considered in isolation, are positively associated
with indicators of well-being, none tested the joint effect of a bundle of practices on these. Moreover,
few studies have examined the psychological mechanisms underlying these relationships. The
present study aimed to identify the relationships between virtuous organizational practices, a new
psychological integrative construct, and three indicators of workers’ hedonic, eudaimonic, and
social well-being, namely job satisfaction, thriving at work, and work–life balance, and to test the
mediational role of psychological capital in these relationships. The sample comprised 400 French
employees working in non-profit, private, and public organizations. Structural equation modeling
confirmed the direct effects of virtuous organizational practices on the three indicators of well-
being, and a bootstrapping procedure demonstrated that psychological capital partially mediates
these relationships. The results of this study have many practical applications because virtuous
organizational practices can easily be implemented and optimized in work organizations to develop
the individual resources of workers and, in detail, to promote their psychological well-being. Finally,
the contributions of this study, avenues for future research, and limitations are discussed.

Keywords: virtuous organizational practices; psychological capital; job satisfaction; thriving at work;
work–life balance

1. Introduction

Well-being at work has been widely demonstrated to have positive effects for both in-
dividuals and organizations, notably in terms of psychological health and performance. At
the employee level, well-being is positively related to positive emotions [1], flow at work [2],
life satisfaction [1], and work–family enrichment [3], and negatively related to work-related
rumination [4], job stress [5], mental distress [1], and burnout [6]. At the organizational
level, workers’ well-being is associated with increased performance [7]. For example, in
a recent meta-analysis of 45 independent samples with a total of 34,221 participants, [8]
found that psychological well-being was positively related to overall, task, and contextual
performance. Well-being has also been shown to be related to positive attitudes and behav-
iors such as organizational commitment [9], organizational citizenship behaviors [10], and
trust in the direct leader and in organizational leadership [11]. For this reason, identifying
the antecedents of well-being has become an active field of research [12]. For example,
studies have shown that work motivation (i.e., individual), authentic leadership, transfor-
mational leadership (i.e., managerial), perceived organizational support, and perceived
corporate social responsibility (i.e., organizational) are predictors of workers’ job satisfac-
tion and flourishing [13–16]. In this study, we investigated whether Virtuous Organizational
Practices (VOP) are related to the psychological well-being of French employees.
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The construct of VOP has recently been defined as “formal organizational practices that
focus on employees’ psychological well-being and optimal health” (p. 2) [17]. In positive or-
ganizational scholarship, the concept of virtuousness refers to organizational characteristics
that promote the optimal functioning of workers [18,19]. More precisely, VOP are an integra-
tive construct (i.e., it brings together a set of practices) based on the American Psychological
Association’s (APA) model of Psychologically healthy workplaces, and includes: (1) Prac-
tices of Participative Decision-Making (PPDM) (e.g., decision-making meetings, problem-
solving groups, and referendums), (2) Work–Life Balance Practices (WLBP) (e.g., flextime,
part-time work, and telecommuting), (3) Health and Safety Practices (HSP) (e.g., well-
being programs), (4) Recognition Practices (RP) (e.g., bonuses, awards, and improving
working conditions), (5) Practices of Career Management (PCM) (e.g., training programs,
internal mobility, and promotion), (6) Communication Practices (CP) (e.g., information
meetings, employee surveys, and social media), (7) Organizational Justice Practices (OJP)
(e.g., transparent salary policy and equal opportunity program), and (8) Social Dialogue
Practices (SDP) (e.g., regular collective bargaining and discussion with employees when an
organizational change occurs).

While studies have demonstrated that some VOP are positively associated with indi-
cators of well-being [20–23], to date, no work has tested the relationships between the joint
effects of VOP, as an integrative construct, and psychological well-being, or identified the
mechanisms underlying these relationships. Hence, the first aim of the present study was
to identify the relationship between virtuous organizational practices and three indicators
of well-being: job satisfaction (i.e., hedonic well-being), thriving at work (i.e., hedonic and
eudaimonic well-being), and work–life balance (i.e., social well-being). The second aim
was to test the mediational role of psychological capital in these relationships.

In brief, this study makes theoretical contributions to the scientific literature because
it examines for the first time the links between a set of health-promoting organizational
practices, based on the APA model of Psychologically healthy workplaces, and indicators of
hedonic, eudaimonic, and social well-being, and goes beyond a simple description of these
relationships by identifying a mechanism likely to mediate them. Moreover, there have been
few studies on the effects of organizational practices on workers’ health, using the VOP
construct. This study, therefore, aims to fill this gap by providing a better understanding
of the effects of VOP on the French working population. Finally, the results of this study
are promising for professionals, as VOP can be easily implemented and optimized in
work organizations.

1.1. Virtuous Organizational Practices and Hedonic, Eudaimonic, and Social Well-Being

VOP are organizational practices that promote employees’ psychological health [24].
Thus, according to the Job Demands-Resources model (JD-R) [25,26], they can be considered
as organizational resources. This model postulates that resources in the work environ-
ment generate a salutogenic process that strengthens workers’ health [27]. This is in line
with the tenet of resource caravan passageways in the Conservation of Resources (COR)
theory [28–30].

Hobfoll [29] explained that the individual resources of workers are likely to emerge
and develop when they work in favorable social conditions, also called the resource caravan
passageways. These are the environmental conditions of organizations that foster and
protect the resources of staff; if individuals are able to develop and maintain their personal
resources, the work environment has the power to support and enrich them. Thus, resource
caravan passageways are environmental resources that might develop employees’ personal
resources, in a “gain spiral”.

The positive impact of certain organizational resources on various dimensions of
workers’ psychological health has been shown in a number of studies [31,32]. In the present
study, VOP are, thus, considered as organizational resources that could contribute to the
salutogenic process of the JD-R model [25,26] and as resource caravan passageways that could
engender a virtuous process (i.e., a gain spiral) for the well-being of individuals [28,29].
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Although there is no consensus on the definition of well-being [33], the one that is most com-
monly cited is the one proposed by the World Health Organization, namely “a state of com-
plete physical, mental and social well-being” [34]. Moreover, authors agree that it is a mul-
tidimensional construct that includes hedonic, eudaimonic, and social well-being [35–37].

Hedonic well-being refers to the experience of pleasure and the avoidance of pain. It is
characterized by the prevalence of positive affect (e.g., pleasure and joy) over negative affect
(e.g., sadness), and by positive cognitive evaluations such as life or job satisfaction [37].
The latter is one of the most extensively studied indicators of well-being in the scientific
literature [38] and is defined as “a pleasurable or positive emotional state resulting from the
appraisal of one’s job or job experiences” (p. 1304) [39]. Several studies have demonstrated
a positive relationship between some virtuous organizational practices and job satisfaction.
For example, in a meta-analysis of 83 studies, authors [23] found that internal promotion,
training, reward systems, and practices of participative decision-making, information
sharing, and work–life balance were positively associated with hedonic well-being. Other
researchers have observed that health, safety, psychosocial safety [40–42], and industrial
relations climate [43] also promote job satisfaction. The results are in line with JD-R
because they reveal that these practices are environmental resources that can promote
psychological well-being (i.e., job satisfaction). In line with these studies, we formulated
the following hypothesis:

Hypothesis 1. VOP are positively associated with job satisfaction.

Eudaimonic well-being, or eudaimonia, refers to the development of human poten-
tial and optimal functioning [37]. This is expressed through striving to achieve excel-
lence, virtue, and meaning in life. Although hedonic and eudaimonic well-being differ
in their specific aims, namely, “feeling good” for the former, and development and self-
realization for the latter, they are related [44], and they are both involved in thriving at
work, which has been the subject of growing scientific interest in the international scientific
community [45–47]. Thriving at work is characterized by a joint sense of vitality and of
learning at work [48]. In other words, it is a psychological state with an affective and
hedonic dimension (i.e., vitality), and a cognitive and eudaimonic dimension (i.e., learning).
Workers who thrive, thus, feel energized and are enthusiastic and passionate about their
work, and they have a sense of continually acquiring and applying knowledge [49].

Few studies to date have investigated the organizational antecedents of thriving at
work, although its relationship with various positive behaviors and attitudes has been
clearly recognized at both the individual and organizational level (e.g., work engagement,
organizational citizenship behaviors, and creativity) [46]. For example, in line with the JD-R
model [25,26], which postulates that organizational resources stimulate workers’ personal
growth and development, Spreitzer et al. [48] argued that when employees are encour-
aged to participate in decision making (e.g., drawing up aims) and information sharing
(e.g., about the functioning of their company), they are more likely to feel autonomous
and free. This in turn boosts their adoption of agentic behaviors (e.g., exploring new alter-
natives) and optimizes their ability to seek relevant solutions to problems and make the
best decisions, and to act quickly and effectively in difficult situations, ultimately helping
them thrive at work. These hypotheses were confirmed by Zhang et al. [50] who tested the
relationship between supervisors’ perceptions of High-Performance Work Systems, includ-
ing training and performance appraisal, and employees’ thriving at work. More recently,
Alikaj et al. [51] observed a positive correlation between employees’ perceptions of another
set of organizational practices (i.e., High-Involvement HR Practices), including information
sharing and incentive compensation, and their thriving at work. Thus, according to JD-R,
these practices will generate work resources for employees, enabling them to thrive at work.
In line with these findings, we formulated the following hypothesis:

Hypothesis 2. VOP are positively associated with thriving at work.



Int. J. Environ. Res. Public Health 2023, 20, 1823 4 of 16

Social well-being refers to how individuals perceive their circumstances and function-
ing in society [52]. It has recently been shown to be associated with indicators such as social
harmony [53] and work–life balance [54]. The latter concerns “individuals’ perceptions of
how well work and non-work roles fit together and are managed in accordance with their
personal system of life values, goals, and aspirations” (p. 263) [54].

Some organizational practices are resources that enable employees to satisfy their work
demands and their personal responsibilities more easily [55]. The first published works on
the subject focused specifically on identifying organizational practices providing instru-
mental support to employees (e.g., flexible schedules and financial assistance), enabling
them to meet the demands of their different life spheres and reduce their work–family
conflicts [20,56,57]. There is a vast literature demonstrating a negative link between some
organizational practices (e.g., schedule flexibility, on-site child care, and elder care assis-
tance) and work–family conflict [20,58]. Recently, other studies have also demonstrated
that some organizational practices in High-Performance Work systems (e.g., promotion,
extensive training programs, and results-oriented appraisals) [55], high-involvement work
processes (e.g., information sharing and rewards) [59], and psychosocial safety climate [60]
are negatively associated with work–life imbalance and work–family conflict. However,
studies on the relationships between organizational practices and work–life balance are
still scarce [55,61] and have mainly focused on the positive role of work–life balance
practices. For example, Choi et al. [62] demonstrated that family-supportive paid leave is
positively associated with employees’ satisfaction with work–family balance. Regarding
the VOP construct, while it includes practices that aim to protect this work–life balance (i.e.,
Work–Life Balance Practices), it also refers to practices that help workers better understand
organizational processes (i.e., Communication Practices), defend their interests (i.e., Social
Dialogue Practices), give their opinion on decisions that concern them (i.e., Practices of Par-
ticipative Decision-Making), and obtain rewards (i.e., Recognition Practices). According to
the JD-R model, VOP could, thus, provide staff with resources (e.g., information, freedom,
and tangible support) to help them meet the demands of their professional and personal
lives. Accordingly, we formulated the following hypothesis:

Hypothesis 3. VOP are positively associated with work–life balance.

1.2. The Mediational Role of Psychological Capital

According to the COR theory [28,29], the professional context plays a role in the
maintenance and development of employees’ resources, which, in turn, enhance their
psychological health at work. More precisely, the COR theory [28,29] states that while
workers strive to develop and maintain their personal resources, the work environment
has the power to support or hinder them. For example, if the organization provides a
sufficiently supportive environment, it will ensure the protection and even expansion of
their employees’ resources, creating a gain spiral. Brummelhuis and Bakker [63] further
postulated that there are “key resources” that facilitate the development of other resources
such as self-efficacy and optimism [64]. The latter are sub-dimensions of Psychological
Capital (PsyCap), which is defined as “an individual’s positive psychological state of
development that is characterized by: (1) having confidence (self-efficacy) to take on and
put in the necessary effort to succeed at challenging tasks; (2) making a positive attribution
(optimism) about succeeding now and in the future; (3) persevering toward goals and,
when necessary, redirecting paths to goals (hope) in order to succeed; and (4) when beset
by problems and adversity, sustaining and bouncing back and even beyond (resilience)
to attain success” (p. 334) [65]. The combination of self-efficacy, optimism, hope, and
resilience generates a synergistic effect that can be captured through a second-order factor
(i.e., psychological capital) [66].

Luthans et al. [65] defined the four resources of psychological capital (self-efficacy,
optimism, hope, and resilience) as “state-like”. In other words, these resources are more
stable than states, but more malleable than personal traits. For example, he explained that
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“optimism is created, motivated, and developed in relation to the pursuit of personally
valuable goals” (p. 331) and can evolve over the long term. Thus, we chose the mediating
role of psychological capital between VOP and the three indicators of well-being because
it consists of four state-like resources and is, therefore, open to development. However,
while these four personal resources are state-like and, thus, open to development [65],
paradoxically, only a few studies have focused on their antecedents, although Avey [67]
stressed the need to identify organizational policies and human resource management
systems that support them. In our study, we hypothesized that VOP could be antecedents
of PsyCap. First, some VOP (e.g., recognition practices and career management) could
convince individuals that they possess the abilities and skills to succeed (mastery expe-
riences and social persuasion) and, consequently, increase their feeling of self-efficacy in
their chances of success [68]. Secondly, the JD-R model [25,26] postulates that resources,
including organizational characteristics (i.e., such as VOP), can facilitate the achievement
of work goals (hope). Indeed, organizations that encourage fair information sharing
(e.g., communication practices and organizational justice) and clear decision-making proce-
dures (e.g., organizational justice and participation in decision-making) allow workers to
better understand organizational processes and identify what the organization expects of
them in their work tasks and goals [65,69]. Thirdly, because organizational practices send a
message to workers about management’s intentions and priorities [70], namely to promote
their well-being, they can satisfy their positive expectations and increase their optimism.
Finally, Masten and Reed [71] explained that clear organizational communication and
participative decision-making practices enhance the individual’s capacity to bounce back
after difficult events (i.e., resilience). More recently, Bardoel et al. [72] published a literature
review in which they identified a set of human resource practices that can enhance employ-
ees’ resilience, including work–life balance practices, employee development programs,
reward and benefits systems, and occupational health and safety systems.

More studies have investigated the consequences of PsyCap in the work sphere
than its organizational antecedents [73,74]. In line with the COR theory [28,29] and the
Broaden-and-Build Theory of Positive Emotions [75], Youssef-Morgan and Luthans [76]
observed that PsyCap generates positive states that expand the thought–action repertoires
of individuals and, thus, support the development of their physical, psychological, and
social resources such as well-being. They argued that well-being is induced by positive
cognitive and affective evaluations of past, present, and future events. Given that PsyCap
refers to the “positive appraisal of circumstances and probability for success” (p. 550) [66],
it shapes the way employees interpret their professional situation, leading to positive
states such as job satisfaction [39,77]. Likewise, the meta-analyses of Avey et al. [73]
and Kong et al. [74] revealed a strong correlation between PsyCap and job satisfaction.
Moreover, Kleine et al. [46] postulated that employees are more likely to thrive when they
have high PsyCap, which induces greater confidence and persistence in the achievement of
their aims and in the development of action plans (self-efficacy and hope), more positive
expectations (optimism), and a greater ability to bounce back and achieve success when
faced with adversity (resilience). This was supported by the results of their meta-analysis
with a total of 3985 employees [46], which revealed a positive relationship between PsyCap
and thriving at work. Finally, several studies have shown that some individual resources of
PsyCap reduce work–family imbalance; for example, the meta-analysis of Allen et al. [78]
demonstrated that self-efficacy and optimism are negatively associated with work–family
conflict. However, studies on the relationship between PsyCap and work–life balance
remain scare [14,79].

More broadly, a number of multilevel studies have observed the mediating role of
PsyCap in the relationship between the perceptions of managers and HR actors of certain
organizational practices (e.g., High-Performance Work System and High-Commitment
Work System) on the one hand, and indicators of employees’ attitudes and behavior at
work on the other [55,80,81]. However, few studies have focused specifically on the medi-
ating role of PsyCap in the relationship between employees’ perceptions of organizational
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practices such as VOP that foster their psychological health, and indicators of their hedonic,
eudaimonic, and social well-being. The results are in line with JD-R and COR theory
because they reveal that these practices are environmental resources that could develop
employees’ resources (i.e., Psycap), which would, in turn, promote their psychological
health, in a gain spiral. We, therefore, formulated the following hypotheses:

Hypothesis 4. PsyCap mediates the relationship between VOP and job satisfaction.

Hypothesis 5. PsyCap mediates the relationship between VOP and thriving at work.

Hypothesis 6. PsyCap mediates the relationship between VOP and work–life balance.

2. Method
2.1. Procedure

A questionnaire was distributed to employees working in different sectors (non-profit,
private, and public). The study was conducted in accordance with the Helsinki Declaration
on Research Involving Human Beings [82], which guarantees anonymity, confidentiality,
and informed consent. The research protocol was validated by the Tours-Poitiers Ethics
Committee for Research, which is part of the University of Tours (CER-TP, file n◦ 2019-09-04).

2.2. Participants

In total, the sample consisted of 400 French workers, with 332 women (83.00%) and
68 men (17.00%). Their average age was 40.17 years (SD = 10.90) and the average tenure in
their current employment was 8.51 years (SD = 8.74). Regarding their employment status,
the majority of participants (84.25%) had a permanent contract (n = 337); 76.75% (n = 307)
worked full-time and 23.00% (n = 92) worked part-time (1 person did not provide this
information). Among the participants, 41.50% (n = 166) worked in the non-profit sector,
41.25% (n = 165) in the private sector, and 17.25% (n = 69) in the public sector. Finally, the
average number of people employed in the organizations in which the participants worked
was 154.67 (SD = 147.61), and the average number per department was 21.94 (SD = 28.88).

2.3. Measures

Participants completed the following scales using a five-point Likert scale ranging
from 1 (“Strongly Disagree”) to 5 (“Strongly Agree”).

Virtuous organizational practices: VOP were assessed with the Virtuous Organiza-
tional Practices inventory (VOPi) [17]. This tool has 24 items divided into 8 sub-dimensions:
practices of participative decision-making (e.g., “In my organization, employees are sys-
tematically consulted before important decisions are made”), work–life balance practices
(e.g., “My organization offers everyone the possibility of organizing their own working
time”), health and safety practices (e.g., “My organization supports preventive actions
to foster its employees’ health”), recognition practices (e.g., “My organization recognizes
the contribution of each individual to the effective functioning of the group”), practices
of career management (e.g., “My organization supports the continuing education of all
its employees”), communication practices (e.g., “My organization has different ways of
disseminating information to all levels of the hierarchy”), organizational justice practices
(e.g., “In my organization, the rules are applied to everyone in the same way”), and social
dialogue practices (e.g., “My organization and the staff representatives work together to
improve working conditions”). This scale demonstrated good internal consistency with an
alpha of 0.94.

Psychological capital: PsyCap was measured using the short version of the Psycho-
logical Capital Questionnaire (PCQ) [83]. This scale has 12 items, including 4 for hope
(e.g., “If I should find myself in a jam at work, I could think of many ways to get out of
it”), 3 for self-efficacy (e.g., “I feel confident in representing my work area in meetings with
management”), 3 for resilience (e.g., “I can get through difficult times at work because I’ve
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experienced difficulty before”), and 2 for optimism (e.g., “I’m optimistic about what will
happen to me in the future as it pertains to work”). The internal consistency of this scale
was satisfactory with an alpha of 0.82.

Job satisfaction: Job satisfaction was assessed with a one-item measure (i.e., “Overall, I
am satisfied with my job”) [84].

Thriving at work: This was measured with Porath et al.’s [49] scale, which has 10 items:
5 for vitality (e.g., “I feel alive and vital”) and 5 for learning (e.g., “I continue to learn more
as time goes by”). One item per sub-dimension was reversed (i.e., “I do not feel very
energetic” and “I am not learning”). The internal consistency of this scale was satisfactory
with an alpha of 0.84.

Work-life balance: This was measured with Haar’s [85] 3-item scale (e.g., “I manage to
balance the demands of my work and personal/family life well”). The internal consistency
of this scale was satisfactory with an alpha of 0.81.

3. Results and Discussion
3.1. Preliminary Analysis

Following Tabachnick and Fidell’s recommendations [86], 11 univariate outliers
(i.e., |z| > 3.29, p < 0.001) and 9 multivariate outliers (i.e., Mahalanobis distance greater
than χ2(16) = 39.25, p < 0.001) were excluded, leaving 380 participants for the analyses.
All kurtosis and skewness coefficients were correct with values less than 10 for all compo-
nents [87,88] (Table 1). For VOP, the mean score for all dimensions was 3.26 (Min = 2.76;
Max = 3.51). For the other scales, mean scores were 3.69 for PsyCap, 3.80 for thriving at
work, 3.96 for job satisfaction, and 3.66 for work–life balance. The data for VOP, PsyCap,
thriving at work, job satisfaction, and work–life balance were normally distributed.

Table 1. Descriptive statistics for the study variables.

M SD Skewness Coefficients Kurtosis Coefficients α

VOP 3.26 0.57 −0.34 0.94 0.93
PPDM 2.76 0.83 0.00 −0.36
WLBP 2.94 0.78 −0.19 0.04
HSP 3.49 0.70 −0.55 0.59
RP 3.29 0.79 −0.31 −0.09

PCM 3.51 0.72 −0.55 0.53
CP 3.49 0.74 −0.85 0.81
OJP 3.28 0.74 −0.20 0.29
SDP 3.33 0.68 −0.44 0.99

PsyCap 3.69 0.43 −0.12 0.58 0.82
Hope 3.74 0.48 −0.23 0.75

Self-efficacy 3.79 0.57 −0.27 0.65
Resilience 3.74 0.53 −0.01 0.28
Optimism 3.49 0.66 −0.26 −0.21

Job satisfaction 3.96 0.67 −0.75 1.43 -
Thriving at work 3.80 0.52 −0.50 0.87 0.86

Vitality 3.85 0.60 −0.74 1.29
Learning 3.75 0.54 −0.33 0.56

Work-life balance 3.66 0.72 −0.49 0.22 0.80
Note. VOP = Virtuous Organizational Practices; PPDM = Practices of Participative Decision-Making;
WLBP = Work–Life Balance Practices; HSP = Health and Safety Practices; RP = Recognition Practices;
PCM = Practices of Career Management; CP = Communication Practices; OJP = Organizational Justice Prac-
tices; SDP = Social Dialogue Practices; PsyCap = Psychological Capital.

3.2. Validation of Measurement Models

In accordance with Anderson and Gerbing’s [89] recommendations, the measurement
models were validated using confirmatory factor analysis (CFA) before testing the hy-
potheses using structural equation modeling (SEM). In order to determine the fit of the
models to the data, we used the Maximum Likelihood Estimation (MLE), chi-square [90],
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Standardized Root-Mean-Square Residual (SRMR) [91], Root-Mean-Square Error of Ap-
proximation (RMSEA) [92], Comparative Fit Index (CFI) [93], and Akaike Information
Criterion (AIC) [94].

Regarding VOP, the analyses revealed a good fit of the second-order structure model to
the data (χ2 = 575.82 (244), p < 0.001; SRMR = 0.05; RMSEA = 0.06; CFI = 0.92; AIC = 735.82).
A good fit was also found for second-order models tested for PsyCap (χ2 = 103.42 (49),
p < 0.001; SRMR = 0.05; RMSEA = 0.05; CFI = 0.95; AIC = 185.42) and thriving at work
(χ2 = 106.64 (29), p < 0.001; SRMR = 0.05; RMSEA = 0.08; CFI = 0.95; AIC = 178.64).

3.3. Correlation Analysis

The results of the correlation analyses (Table 2) revealed that virtuous organizational
practices were positively and significantly correlated with job satisfaction (r = 0.40, p < 0.001),
thriving at work (r = 0.48, p < 0.001), and work–life balance (r = 0.37, p < 0.001). Analyses
also indicated positive and significant correlations between psychological capital on the
one hand, and virtuous organizational practices (r = 0.32, p < 0.001), job satisfaction (r = 0.60,
p < 0.001), thriving at work (r = 0.51, p < 0.001), and work–life balance (r = 0.57, p < 0.001)
on the other. These results provide preliminary support for our hypotheses. Furthermore,
the analyses revealed significant and positive correlations between job satisfaction and
thriving at work (r = 0.51, p < 0.001), between job satisfaction and work–life balance
(r = 0.46, p < 0.001), and between thriving at work and work–life balance (r = 0.46, p < 0.001).

Table 2. Correlations for the study variables.

1 2 3 4 5

1 VOP _
2 PsyCap 0.32 _

3 Job satisfaction 0.40 0.60 _
4 Thriving at work 0.48 0.51 0.51 _
5 Work-life balance 0.37 0.57 0.46 0.46 _

All correlations are significant at p < 0.001. Note. VOP = Virtuous Organizational Practices; PsyCap = Psychological
Capital.

3.4. Structural Equation Modeling

Next, we conducted structural equation modeling (SEM) using AMOS version
25 followed by a bootstrap analysis [95] to analyze the relationships between virtuous orga-
nizational practices on the one hand and job satisfaction, thriving at work, and work–life
balance on the other, and to test the mediating role of PsyCap. To determine the fit of
the models to the data, we used the fit indices mentioned above, together with the χ2/df
ratio [88].

The first model included four latent variables and fifty observed variables. More
specifically, relationships were identified between virtuous organizational practices, psy-
chological capital, job satisfaction, thriving at work, and work–life balance. Because the
sample was predominantly composed of women, the gender variable was controlled.
Moreover, because some studies demonstrated differences in perception of organizational
practices between sectors [96], the sector variable was also controlled. The results of the
structural equation modeling showed satisfactory fit indices (χ2 = 2062.25 (1191), p < 0.001;
SRMR = 0.06; RMSEA = 0.04; CFI = 0.90; AIC = 2434.25; χ2/df = 1.73). Analyses revealed
that virtuous organizational practices were significantly and positively related to job sat-
isfaction (β = 0.21, p < 0.001), thriving at work (β = 0.37, p < 0.001), work–life balance
(β = 0.17, p < 0.01), and PsyCap (β = 0.37, p < 0.001), and that PsyCap was significantly
and positively related to job satisfaction (β = 0.60, p < 0.001), thriving at work (β = 0.51,
p < 0.001), and work–life balance (β = 0.58, p < 0.001) (Figure 1). In addition, the results
suggested indirect effects of virtuous organizational practices on job satisfaction, thriving
at work, and work–life balance through PsyCap.
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Figure 1. Results of the Hypothesized Model.

This model was then compared to a second model in which PsyCap completely
mediated these relationships (χ2 = 2125.48 (1194), p < 0.001; SRMR = 0.07; RMSEA = 0.05;
CFI = 0.89; AIC = 2491.48; χ2/df = 1.78). The chi-square difference test detected a significant
difference between the two models (∆χ2 = 63.23 (3), p < 0.001), indicating that the model
with partial mediations fit the data better than the model with total mediations.

Finally, resampling analyses using the Bootstrap Confidence Interval [95] were con-
ducted to assess the magnitude and significance of standardized indirect effects of vir-
tuous organizational practices on the three psychological health indicators through Psy-
Cap. Five thousand samples were, thus, generated from the original sample to calcu-
late a confidence interval (95%) using the bootstrap percentile approach [95]. Results
confirmed the indirect effects of virtuous organizational practices on job satisfaction
(β = 0.22, SE = 0.05; CI = [0.14 to 0.32]; p < 0.001), thriving at work (β = 0.19, SE = 0.04;
CI = [0.11 to 0.28]; p < 0.001), and work-life balance (β = 0.22, SE = 0.05; CI = [0.13 to 0.31];
p < 0.001) through PsyCap. The results indicated that psychological capital partially me-
diated the relationships between virtuous organizational practices and the well-being
indicators studied.

4. Discussion

The aim of this study was to analyze the relationships between virtuous organizational
practices and employees’ psychological well-being (i.e., hedonic, eudaimonic, and social)
and to test the mediating role of psychological capital in these relationships.

First, the results confirm that virtuous organizational practices have direct and signifi-
cant effects on the three dimensions of psychological well-being, namely job satisfaction
(i.e., hedonic well-being), thriving at work (i.e., hedonic and eudaimonic well-being), and
work–life balance (i.e., social well-being), thus validating hypotheses 1, 2, and 3. These
results are innovative because they provide evidence of the beneficial effects of virtuous
organizational practices on employees’ well-being, over and above commonly used indica-
tors of well-being. Indeed, in this research field, thriving at work and work–life balance
are rarely investigated. Consequently, the results also clearly confirm the relevance of the
VOP integrative construct (i.e., organizational practices promoting optimal health ) [17]
and its additional heuristic power, because it enables researchers to examine the joint effect
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of many organizational practices on various indicators of well-being. Moreover, this study
also demonstrates that VOP can be considered as resource caravan passageways as described
in the COR theory (i.e., “environmental conditions that support, foster, enrich, and protect
the resources of individuals, sections or segments of workers, and organizations in total”; p.
118) and, thus, have the capacity to protect and develop workers’ individual resources [29].

Secondly, our results reveal that psychological capital partially mediates the relation-
ships between VOP and the three selected well-being indicators, thus validating hypotheses
4, 5, and 6. In this way, our findings contribute to knowledge of the psychological mecha-
nisms underlying the effects of virtuous organizational practices on workers’ psychological
health. Indeed, while the COR theory [29] assumes that the work environment can sup-
port workers’ personal resources and, thus, foster a virtuous spiral, our research clarifies
one of the psychological mechanisms (i.e., psychological capital) underlying this chain
of relationships. Specifically, the perception that their organization implements VOP is
likely to increase employees’ sense of self-efficacy, hope, optimism, and resilience, which,
in turn, could promote their hedonic, eudaimonic, and social well-being. Thus, contextual
resources of the organization (i.e., VOP) are conducive to the development of their employ-
ees’ personal resources (i.e., psychological capital), which, in turn, are likely to generate
other individual resources (i.e., job satisfaction, thriving at work, and work–life balance).
These results are consistent with the notion of “resource caravans” [28,29], which postulates
that personal resources are interdependent and enable the acquisition and protection of
other resources. The results also support Youssef-Morgan and Luthans’ [76] hypothesis that
positive states generated by PsyCap are likely to expand workers’ thinking and acting and
produce new physical, psychological, and social resources. In this way, psychological capi-
tal could refer to what ten Brummelhuis and Bakker [63] called “key resources”; in other
words, those that facilitate the development of other resources. Finally, this study indicates
that virtuous organizational practices could be considered as one of the determinants of
PsyCap, adding to the literature on its antecedents, which are more rarely examined than
its consequences [67].

5. Limitations and Future Research

First, although our hypotheses were based on the scientific literature, our cross-
sectional design makes it impossible to draw conclusions about the causal link between the
variables studied. Future studies should, thus, explore the issue of directionality through
longitudinal and/or experimental designs to clearly establish causal relationships between
virtuous organizational practices and psychological well-being.

Secondly, even though the psychometric qualities of the scales used in this study
were carefully checked, another limitation concerns the use of self-report questionnaires,
which increases the risk of social desirability and the common-method bias. According
to Podsakoff et al. [97], these are the main sources of measurement error and threaten the
validity of the conclusions. To overcome this problem and further our understanding of the
effects of VOP, future studies could combine perceptual measures with objective measures
of health.

A third limitation concerns the characteristics of our convenience sample. Eighty-
three percent of the sample were female, and we, therefore, controlled for gender in the
analyses. However, previous studies have observed that gender moderates the relationship
between organizational practices and attitudinal and behavioral consequences at work.
For example, Andersén and Andersén [98] and Shin et al. [99] showed that the influence
of organizational practices (i.e., High-Performance Work Systems and Human Resource
Management) on employees’ affective commitment was significantly greater for women
than for men. Further research grounded on a representative sample of the male–female
distribution in the French worker population is, thus, needed to contribute to this field of
study. Moreover, as the meta-analysis by Blom et al. [96] found significant differences in
HRM between different sectors (public, semi-public, and private), future research could
compare employees’ perceptions of VOP by sector.



Int. J. Environ. Res. Public Health 2023, 20, 1823 11 of 16

A fourth limitation is related to the consequences of VOP and the psychological
mechanisms studied in this research. Indeed, these are exclusively indicators of well-
being and personal resources. There are virtually no studies that have tested the joint
effects of VOP on employee attitudes and behaviors. More precisely, while some studies
demonstrated that these practices considered in isolation have a positive effect on these
attitudinal and behavioral consequences [23,100], to our knowledge, their joint effects have
only been tested once. While Aubouin-Bonnaventure et al. [101] recently found that VOP
are predictors of employees’ organizational citizenship behavior and intention to remain, no
study has yet identified the relationships between VOP and employees’ positive attitudes
(e.g., organizational commitment) and behaviors (e.g., prosocial behaviors). Moreover,
although the analyses reveal that psychological capital underlies the effect of virtuous
organizational practices on workers’ well-being, it only emerged as a partial mediator of
these relationships. These results, thus, suggest that future research should identify other
underlying mechanisms.

Finally, this study did not take line management into consideration (e.g., direct leaders
and HR actors). However, studies have revealed the crucial role of direct leaders’ atti-
tudes and communication in the perception and use of organizational practices by their
subordinates [102]. Indeed, direct leaders are the most proximal representatives of the
organization and are “gate-keepers” for everything that occurs in the organization [103].
Thus, future research should consider the role of the managerial line on the effect of VOP
on employee health.

Practical Implications

From a practical point of view, this study provides a concrete response to a crucial
need of work organizations, namely to protect and promote the psychological well-being
of their personnel. Indeed, psychological health is at the heart of current concerns, partic-
ularly during and following the COVID-19 pandemic [104], because it involves multiple
issues at the individual, group, and organizational levels. For example, when the work
fosters the well-being of employees, they are less exhausted [105], are less absent [106],
and have less intention to leave the organization [46]. Therefore, workers’ psychological
well-being represents a lever of staff retention for organizations. Furthermore, employees
who are fulfilled at work are also more creative [46] and engage in more innovative be-
haviors [107], workplace civility, supportive coworker behaviors, and heedful relating [46].
In brief, improving the optimal functioning of their workers ensures the organization’s
sustainability.

The results of this study show that VOP offer a promising avenue for action in work
organizations; they demonstrate that by implementing or optimizing VOP, organizations
can increase the psychological capital of their employees over time and, thus, their psycho-
logical well-being. VOP should, thus, be thought of and incorporated in the organization’s
strategic policies. Their implementation and optimization should be primary prevention
actions. Concretely, employers could ask their staff to complete the VOPi (i.e., Virtuous
Organizational Practices inventory) [17] in order to identify the organizational practices
perceived to be lacking or inadequate and introduce appropriate actions. For example, if
employees perceive work–life balance practices to be lacking, management could provide
additional resources to meet the demands of their different life roles by introducing more
flexible work schedules, part-time work, telecommuting, or tangible support such as finan-
cial aid (e.g., subsidies for childcare) [108,109]. Finally, managers should be made aware
of the importance of communication with their subordinates on practices and should be
trained in managerial behaviors in line with VOP, such as R.I.G.H.T leadership [110] or
positive leadership [111].

6. Conclusions

The results of this study are promising because virtuous organizational practices can
easily be implemented and optimized in work organizations to develop the individual
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resources of workers, and ultimately to promote their psychological well-being. These
practices are, therefore, a crucial strategy to protect the employees’ psychological health
and to ensure the organizations’ sustainability.
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