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Chapter 6

General Discussion
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To facilitate continuing organizational effectiveness and viability, organizations are 
dependent on a sustainable workforce; that is, on employees who maintain a sense 
of vitality and well-being while demonstrating high levels of work performance 
and effectiveness in increasingly interdependent, uncertain, and flexible work 
roles and environments (Deci et al., 2017; De Jonge & Peeters, 2019; Griffin et al., 
2007; Höge & Hornung, 2015). In today’s workplaces, important facets of individual 
work performance include organizational citizenship behavior (OCB) and proactive 
behavior (Griffin et al., 2007; Rotundo & Sackett, 2002), both of which enhance 
overall organizational effectiveness (Fay & Frese, 2001; Podsakoff et al., 2009).

 Optimizing individuals’ psychological functioning, work behavior, and effectiveness 
has been widely studied by applying Self-Determination Theory (SDT; Deci & Ryan, 
2000; Deci et al., 2017). A central proposition in SDT is that autonomy-supporting 
work contexts foster employees experiencing positive affective-motivational 
states including satisfaction of basic psychological needs, work engagement, and 
a sense of vitality at work that, in turn, are conducive to enhancing employees’ work 
performance. In this dissertation, I have introduced blended working arrangements 
(BWAs) as an increasingly prevalent autonomy-supporting work context.

The current dissertation addresses three sets of research questions (see Chapter 1 
– General Introduction, p. 14) through quantitative studies using various appropriate 
methods, designs, and employee samples (see Chapters 2-5). Broadly speaking, the 
research conducted within the scope of this dissertation has advanced knowledge 
in the areas of: (a) the relations between employees’ work-related positive affective-
motivational states and both OCB and proactive behavior; (b) the moderating role 
of individual characteristics in the effects of BWAs on employees’ intention to show 
OCB and on their perceptions of organizational attractiveness; and (c) leadership 
style and employees’ perceptions that blended working is effective for them. The 
specific findings and their main contributions to the literature are summarized 
below.

Main Findings and Key Contributions

Across two independent employee samples, we have shown that the satisfaction 
of each basic psychological need (autonomy, competence, and relatedness) at work 
is positively associated with OCB and with work engagement. There was only very 
limited evidence that these associations are moderated by individual differences 
in the corresponding needs (Chapter 2). Our findings of a positive link between the 
satisfaction of each basic psychological need and both OCB and work engagement 
are in accordance with the tenet of the work-related SDT model that the satisfaction 
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of basic psychological needs is linked to better work performance and to optimal 
psychological functioning (Deci et al., 2017). In addition, the findings confirm that 
the satisfaction of each of the three needs has a unique predictive utility for work-
related outcomes (Van den Broeck et al., 2016). By concluding that the role of the 
satisfaction of basic psychological needs for positive outcomes clearly outweighs 
the role of interaction effects including the strength of an employee’s psychological 
need (see Research Question 1), we have contributed to an important theoretical 
debate in the context of Self-Determination Theory: the question of whether the 
positive effects of satisfied basic psychological needs are greater among individuals 
with comparatively strong basic psychological needs (see Soenens et al., 2015; Van 
Assche et al., 2018).

The satisfaction of basic psychological needs is pivotal to experiencing a sense 
of vitality (Deci & Ryan, 2000; Ryan & Deci, 2008). Furthermore, we have shown 
that employees’ sense of vitality elicits a stronger inclination to behave proactively 
(Chapter 3). This finding is reconcilable with SDT assertions (see also Strauss & 
Parker, 2014) and provides initial evidence for a central tenet seen in the proactivity 
literature that activated positive affect enhances employee proactivity (Parker et 
al., 2010). However, the positive link between vitality and employees’ proactive 
behavior, as rated by their managers but not self-rated, was only found in employees 
with a weak inclination to fear negative consequences of making errors (i.e., a low 
personal fear of invalidity; see Research Question 1). Thus, observable proactivity 
in an organization, which carries social risk (e.g., Morrison & Phelps, 1999), may 
not necessarily be more likely among employees experiencing a sense of vitality at 
work. This finding adds to previous research on antecedents of employee proactive 
behavior, which has largely neglected the moderating role of individual differences 
in the link between vitality and proactivity.

Employees’ sense of vitality and the satisfaction of their basic psychological needs 
are promoted through autonomy-supporting work contexts (e.g., Deci et al., 2017). 
New ways of working such as blended working provide employees with autonomy 
as to when and where they work. In an experimental vignette study, in which 
employees could compare organizations offering different working arrangements 
(Chapter 4), we have shown that, relative to traditional working arrangements, 
BWAs enhance some employees’ perceptions of organizational attractiveness and 
intention to show OCB. Specifically, positive effects of BWAs were only observed 
among employees with a strong autonomy orientation or with a weak personal 
need for structure (see Research Question 2). In general, these findings are in line 
with propositions in the SDT literature that autonomy-supporting contexts are 
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conducive to employees bonding with an organization and demonstrating work 
behavior that benefits the organization (Deci et al., 2017). However, our findings 
also indicate that autonomy-supporting work contexts in the form of BWAs may 
only elicit these favorable outcomes among employees who have characteristics 
that seem to match the features of BWAs. While the work-related SDT model regards 
individual differences as antecedents of employees’ psychological states and their 
behavior (Deci et al., 2017), it does not posit an interaction between the work context 
and individual differences. Thus, the current findings suggest that future studies 
using the SDT framework should give more attention to identifying moderating 
influences of individual differences in the effects of autonomy-supporting work 
contexts. Furthermore, we did not find evidence that the effects of BWAs depend on 
leadership support for developing employees’ competences helpful for autonomous 
working (see Research Question 2). We discuss potential explanations for this result 
in Chapter 4 (see pp. 110-111).

It seems reasonable that, in BWAs, employees might benefit from a leadership style 
that is aligned with the autonomy inherent in such arrangements. Indeed, in a two-
wave longitudinal field study, we have shown that an empowering leadership style 
is positively related to employees’ perceptions that blended working is effective 
for them (Chapter 5; see Research Question 3). Since empowerment is largely 
about supporting autonomy (Amundsen & Martinsen, 2014), this finding not only 
confirms the SDT tenet that autonomy support facilitates an individual’s sense of 
effectiveness in the workplace (Deci et al., 2017), it further generalizes it to the 
blended working context. There is a general agreement in the BWA literature that 
“managers must be willing and able to relinquish traditional notions of how best to 
manage performance – usually based on direct supervision – and adopt new ways 
of motivating and monitoring their staff” (Beauregard et al., 2019, p. 527). Here, 
our contribution is to have empirically identified a concrete leadership style that 
leaders can acquire or develop to support their employees with BWAs. As such, our 
finding is valuable given the rather limited knowledge of factors that can contribute 
to effective blended working (e.g., Beauregard et al., 2019).

Practical Implications
Various recommendations for organizational, that is human resource and 
managerial, practices can be derived from the findings presented in this dissertation. 
Our findings could guide organizations in responding to the challenges brought 
about by the COVID-19 pandemic. Organizations need to ensure the safety of their 
personnel and prevent local spreading of the virus. To this end, the blending of 
onsite and offsite working may be useful. BWAs may help employers counteract 
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the problems of crowded workplaces and they may help employees meet personal 
safety needs while having an opportunity to work at the employer’s site whenever 
it is helpful or necessary. Furthermore, the experiences that employers and 
employees have had with working from home may enable them to make more 
informed decisions as to the utilization of BWAs in the future. As the current 
dissertation indicates, the best decisions may require taking employee factors, 
including preferences and psychological needs, as well as contextual factors, such 
as leadership style, into account. Individuals preferring BWAs is a likely determinant 
of such new ways of working being effective (see Beauregard et al., 2019). Autonomy-
oriented employees and those with a low need for structure seem to prefer BWAs 
over traditional working arrangements (see Chapter 4) and may be suited to a blend 
of onsite and offsite working. Overall, considering the findings presented in Chapter 
4 and previous findings, our general recommendation is that, despite the empirically 
supported benefits of BWAs, it may be best if they are only offered selectively rather 
than to the entire workforce (see also O’Neill et al., 2009; Van Yperen & Wörtler, 
2017a). However, given the proliferation of BWAs and their likely utility during the 
COVID-19 pandemic, it is important to establish BWAs a viable working arrangement 
for a great number of employees (see also the discussion in Chapter 4, p. 112). Here, 
an approach by the Dutch consultancy company Profile Dynamics seems promising.

Based on responses to a self-reporting questionnaire, Profile Dynamics creates 
employee profiles by assessing various motives/needs that manifest themselves in 
an individual’s beliefs and behavior. This profile can then be used to guide selection 
and placement decisions to enhance an employee’s fit with a work role, team, 
organization, or the work context in general. Notably, Profile Dynamics recognizes 
that it is not just an employee’s personal profile that determines whether they 
are suitable for a specific work context. Instead, Profile Dynamics recognizes the 
importance of the interplay among an employee’s motives (i.e., their profile), the 
characteristics and functioning of the work team or the employee’s department, 
and the employee’s job function (i.e., task characteristics and roles).

By taking this interplay into account, the profiling approach can contribute to 
finding appropriate BWA guidelines for each employee. If the profile suggests that 
an employee’s aptitude is not ideal for BWAs, perhaps because the employee is 
driven by a need for structure and regularity, then appropriate measures may still 
facilitate blended working for this employee. For example, for such an employee 
who prefers structured and ordered contexts, the guidelines for effective blended 
working may include that the employee’s tasks and roles must be clearly defined 
and come with unambiguous instructions rather than leaving room for initiative. 
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Further, regular team meetings could be organized to coordinate tasks and plan 
activities. In such arrangements, the employee may find sufficient work-related 
structures to fulfill the need for structure and order while still enjoying the benefits 
of having the spatial and temporal flexibility of BWAs.

To increase the likelihood that employees will work effectively in BWAs, managers/
leaders could consider adapting their leadership style in such a way that it fits 
with the greater control and flexibility that employees have in such arrangements. 
Specifically, based on the findings reported in Chapter 5, we would encourage 
leaders/managers to empower their employees; that is to support employees’ 
more autonomous working by sharing power, motivating their self-initiative, and 
developing their self-leadership skills. Adopting such a leadership style may also 
facilitate employees’ effective working during the ongoing COVID-19 pandemic in 
which employees may choose to continue to work from home.

 Working away from the employer’s site can be challenging, even if employees’ job 
function is well matched to BWAs or the type of work they do can in a practical 
sense be done outside the usual workplace. For example, employees are likely 
to have to make more decisions on their own but may not always possess the 
required authority. Employees may also get sidetracked or lose motivation because 
the home environment may invite engagement in work-unrelated activities. 
Further, information exchange, feedback, and the coordination of work may be 
less immediate and hindered because communication with colleagues, team 
members and supervisors can only occur through information and communication 
technologies. By adopting an empowering leadership style, leaders enable employees 
to work more independently by giving them decision-making authority, motivate 
employees to work more independently by encouraging them to take initiatives and 
by being positive about employees starting with their own defined tasks, and develop 
employees’ competences to work more independently, for example by showing 
how to effectively plan workdays and improve one’s way of working. As our findings 
show, if employees perceive such empowering behaviors by their leaders, then 
they will be more likely to perceive blended working as more effective.

It is important to recognize that some leaders will first need to acquire or develop 
their empowering leadership skills. Organizations may need to implement 
empowering leadership training programs for managers and leaders. This could 
be inspired by an autonomy-supporting managerial style training program whose 
effectiveness has been scientifically demonstrated (Hardré & Reeve, 2009). Within 
the scope of an intervention study, Hardré and Reeve (2009) provided managers 
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with an autonomy-supporting managerial style training program whose content was 
based on SDT propositions. The training involves acquiring several sets of behavioral 
techniques and involves recognizing employees’ interests and preferences, and 
then aligning employees’ tasks with these, rather than using rewards such as 
bonuses. Another technique is to use non-controlling language. For example, when 
a problem arises, the manager/leader will suggest discussing the issue rather than 
instructing the employees what to do. If leaders make requests, these should be 
accompanied by a rationale. If employees express any sort of dissatisfaction, 
autonomy-supporting leaders will listen and acknowledge an employee’s 
dissatisfaction and see the situation as an opportunity to acquire an impression of 
issues that need to be improved.

These autonomy-supporting techniques are consistent with those shown in an 
empowering leadership style, such as encouraging employees to take initiatives and 
to start with their own defined tasks, discussing mutual affairs with employees, and 
listening to them (Amundsen & Martinsen, 2014). Accordingly, Hardré and Reeve’s 
(2009) intervention may be adapted such that it also captures the elements of power 
sharing, role modelling, and coaching so as to educate and train leaders in using an 
empowering leadership style. Future research could usefully focus on developing 
training for such an evidence-based empowering leadership style. This may 
eventually go a long way toward facilitating employees’ effective blended working.

The present dissertation has revealed that BWAs not only increase perceived 
organizational attractiveness, but that they also seem to boost the intention to 
show citizenship behaviors that benefit the organization among employees with a 
strong autonomy orientation or a weak personal need for structure (see Chapter 
4). To increase the likelihood that such behavior is ultimately demonstrated, we 
would encourage mangers/leaders to take steps that enhance employees’ work 
engagement since this is positively associated with employees’ self-reported 
frequency of showing OCB (see Chapter 2). To facilitate employees’ work 
engagement, the focus could be on enhancing employees’ work-related choices, 
on providing challenging yet manageable tasks to facilitate employees’ sense of 
mastery and effectiveness at work, and on providing employees with opportunities 
to build informal interpersonal relationships in the workplace (see Chapter 2).

Finally, our findings have implications for managerial and HR practices where the 
goal is to stimulate observable proactive behaviors that bring change to the internal 
organization environment since these behaviors carry social risk. Parker et al. (2006) 
suggested that a proactive workforce can be achieved through two strategies: 
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through recruiting individuals based on their individual differences or through 
changing aspects of the work context and design. Based on our findings reported 
in Chapter 3, we would advise combining these two strategies. First, jobs could be 
designed such that they are conducive to employees’ sense of vitality. This may be 
best achieved through designing jobs in which employees can feel autonomous, 
competent, and connected/related to others at work such as by feeling part of a 
group (Ryan & Deci, 2008). Second, targeted recruitment (Newman & Lyon, 2009) 
could focus on selecting employees with a low personal fear of invalidity.

Future Research

BWAs are not without challenges for employees; for example, they are likely to 
increase ambiguity because of a lack of predefined work structures as to when and 
where work is to be done (e.g., Gerdenitsch, 2017). Similarly, even though a great 
deal of research has shown that blended working can benefit employees (see e.g., 
Van Yperen & Wörtler, 2017a), paradoxical and contradictory findings related to 
certain outcomes (i.e., work–life balance, productivity, and well-being) have also 
been reported (e.g., Boell et al., 2016; Ter Hoeven & Van Zoonen, 2015). Given these 
inconsistencies, further research on how to appropriately facilitate and support 
employees in blended working is needed in order to appropriately respond to 
the trend towards the adoption of BWAs that is likely accelerated by the COVID-19 
pandemic (Kniffin et al., 2020). As these developments affect a tremendous number 
of employees worldwide, a specific question that could be addressed in empirical 
research is how to facilitate the positive outcomes of blended working, and this is 
particularly relevant for employees whose preferences and psychological needs do 
not seem to match the features of BWAs. In this context, pivotal outcomes worthy of 
study may be perceived and actual effective blended working. As we have suggested 
in Chapter 5, understanding when employees perceive blended working as being 
effective for themselves may be central to finding positive, rather than negative, 
outcomes associated with blended working. This assumption could be empirically 
tested, for example by treating the perceived effectiveness of blended working as a 
moderating variable in the effects of BWAs on outcomes such as work–life balance, 
productivity, and well-being. Future research could consider the approach adopted 
by Profile Dynamics discussed earlier in this chapter. In line with this approach, it 
is important to note that the effects of blended working may vary as a function of 
several factors including not only individual differences (see Chapter 4) but also 
leadership style (see Chapter 5), the quality of the relationship between a leader 
and a subordinate who is engaged in blended working (De Vries et al., 2018), and 
job characteristics such as job complexity (O’Neill et al., 2009). To fully understand 
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effective blended working, these factors will probably need to be considered 
collectively to understand any interaction effects.

Overall Conclusions

The research reported in this dissertation allows three overarching conclusions to be 
drawn. First, the more that employees experience energizing affective-motivational 
states in the form of either the satisfaction of their basic psychological needs or a 
sense of vitality at work, the more inclined they are to show work behaviors that 
are known, when aggregated, to enhance organizational effectiveness. As vitality 
is enhanced through experiencing the satisfaction of basic psychological needs, 
managers and leaders could stimulate desirable employee behaviors by ensuring 
that employees are able to make choices in their work, that they can achieve their 
valued work goals, and that they can informally connect with co-workers.

Second, irrespective of individual differences in the strength of work-related 
basic psychological needs, the satisfaction of these needs seems to be positively 
associated with pivotal work-related outcomes. This suggests that aiming to create 
a fit by specifically recruiting employees with strong basic psychological needs for 
jobs that afford greater satisfaction is unlikely to increase the positive outcomes. 
Managers/leaders should rather focus on creating work environments and designing 
jobs that are conducive to satisfying the basic psychological needs of the entire 
workforce.

Our third conclusion is that establishing a fit is auspicious for producing additional 
benefits in a blended working context. More specifically, if employees’ characteristics 
(their preferences and psychological needs) and those of the context (here, the 
leadership style) match the characteristics of BWAs, then employees will tend 
to respond more favorably to, and feel they can be more effective in, such new 
ways of working. During the COVID-19 pandemic, BWAs could help employers 
prevent overcrowded workplaces while still providing an opportunity to work 
at the employer’s site whenever it is beneficial. Taking employee factors such 
as preferences and psychological needs, as well as contextual factors such as 
leadership style, into account could lead to better-informed decisions in using BWAs.
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