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Abstract

Happiness in the workplace: An Appreciativeuing

Catherine McGonagle

Maximising employee wellbeing is a challenge for managers at any time. The current economic
climate of austerity and the resulting financial constraintshwi the public sector increasthis
challenge.Promoting fappiness in the workplace potentially relevantto improving productivity,
creativity and retention of staffPrevious research on happiness in the workplace has focused on job
satisfaction and emplyee engagement however happiness in the workplace is an understudied area
and offers an incomplete understanding of the phenomenon

Theaim of this study was to develop, in collaboration with staff, a workplace which facilitates staff
happiness at workGConcept analyse of happinesand happiness in the workplaseere conducted

in order to provide a conceptual framework for the stu@glfdeterminationtheory isproposed as a
theoretical explanation for happiness in the workpla&eview of workplace lppiness research
highlightedan incomplete accountf happiness in the workplace.

The study was conducted in a School of Nursing in the university s@ctdppreciative Inquiry (Al)

approach underpinned by a social constructionist philosophy was tadopAl is an affirmative,
collaborative, action focused and generative approach involving four stages of Discovery, Dream,
Design andestiny. All full time staff &80) of the Schdowere invited to participateA total of

twenty three staff across reb and disciplines chose to participate in the studycus goup and

individual interviewswere used to collect dataluring each of thestages.Template Analysis was

dzZASR (2 AYyRdzOGA@Ste ARSyGAFe {OKz22f aiNnBy3aikKka
happiness in the workplac&eltdetermination, Fulfilment and Community were found to be central

to Being Happy in e workplacein the Discovery phas®©n the basis of these shared meanings of
happiness in the workpla¢®ision statements and an &on plan were subsequently developed in

the Dream and Design phases of the stud\ctions developed by participants werthen
implemented and some are ongoing, as is the nature of action focused res&ahg this Destiny

phase of the study an evaluati was conducted to identify change as a result of the process and to
FAINIGKSNI ARSY(GATE LI NIAOALI yiaQ SELSNASYOS 2F (K¢

In addition to observableutcomesin the workplace arising from the action plashanged thinking
and changed behaviour gfarticipants in line with achieving happiness in the workplageere
identified.

Findings have implications for management practice and support the relevance of Self

Determination Theory to the facilitation of happiness in the workplace. In additialinfys indicate
the value of Appreciative Inquiry as a generative approach for facilitating change in the workplace.

Xiii



Chapter 1: Introduction

1.1. Introduction

This thesis presents a research study which involegdcolleagues in a process of exploring
happness in the workplace and of developing a plan of actiorfdaititatinga happy workplace in

the future. The study used an Appreciative Inquiy) methodologyinvolving the use of focus
group and individual interviews wherein participants engaged ioollaborative exploratory and
change oriented process of developing a happy workplace consistent with their understandings of
happiness in this workplace. The study was conducted in a School of Nursing in a higher education
institute in Ireland The Seool of Nursing was established within the University in 1995 and up to
2002 it was primarily involved in delivering post graduate nurse education and accrediting service
delivered preregistration hospital based nurse education programmes. In 2002 a tangdoer of
educational staff transferred to the School from the Health Service and commenced the delivery of
an undergraduate preegistration nurse education programniBSdn Nursing). This undergraduate
programme was the main educational programme d&led in the School\ small number of post
graduate nursing programmes were also delivered in the Schdw. period immediately preceding

the commencement of the study saw a rapid expansion of School programmes and activity with a
multidisciplinary hedhcare focus. At the outset of the studyn 2011), my role was that of Head of
School but this changed during the course of the study back to one of lecturer as my tierrdrhe

was time limited. Thi&lstudywas conducted as a direct result of mwsh to work with colleagues
constructively on a research topic of interest to them at a particularly challenging time external to

and within the workplace. It was carried out during the year June 2011 to June 2012.
1.2. External context for the study

Followng the success of the Irish economy in the late 1990s and early 2000s, a period which became

internationally known as the Celtic Tiger, the country was plunged into a major property and banking



crisis during 2008. This crisis resulted in a prolonged gericeconomic instability and recession.
Despite a change of governmerthe policy response included a package of severe austerity
measures attempting to regain national economic stability and salvage the Irish reputatiorgaimon
its European Union Pargmns. The European Commissipthe European Central Bard&nd the
International Monetary FundiMF) collectivelcalled The Troikgprovideda rescue package ofver

85 billion euro This bail out by the Troika was conditional on the implementation of iipdc
austerity measures aimed particularly at reducing both the National Debt resulting from the banking
crisis but more importantly at reducing expenditure on welfare and the public sector which was

considered to be excessive compared with other Europeatners.

While thefinancial and banking crisis waet unique to Ireland the transformation from that of the
Celtic Tiger to one of financial debt had a significant internal impact. The public humiliation and
perceived loss of sovereignty has beerfidifit but, more importantly the hard hitting austerity
measures have impacted on the day to day lives of the Irish peopkcording to the Central
Statistics Office memployment rose up to 14.6% in June 20tdn a relatively stable 4% during the
period of the Celtic Tigef2014) With unemployment risinghose in work incurred increased social
insurance charges and higher VAT rates on goods and services. Within the public séatbnginc

the Higher Education sector, n@anewal of contracts led to a reduction in the numbers in the
workforce. Employees have been subjected to increased workloads and salary cuts. In the years
since the commencement of the crisis economic uncertgomgvails despite ogoing reassurances

from the government and the Troika.

1.3. Internal context for the study

The national situation had a direct impact on the local context in the School where the study was
conducted. Within the two years prior to the coremcement of the study non replacement of
contract staff led to reduction in staff numbers. This coincided with government demands for more

educational programmes in order to-szlucate people who had recently become unemployé,



more with less phenomera with an increasing neoliberal focus. During this period the School
commenced an undergraduate professional degree in psychology, an undergraduate degree in
Health and Society and a Certificate in Homelessness Studies with an increase in over 108 studen
annually to the School. The continuation in its current form of the BSc in Nursing which commenced
in 2002 was far from certain as the Department of Health and Childadlad for aa review of the
undergraduate nursesducation nationally. During thecourse of the study concerns were rife
regarding the future of the programme with particular concerns relating to potential cost cutting
measures. Rumours aboundedyegding reduction in the annuaitake of students, reallocation of
certain programmes aoss Schools of Nursing in the country and merging of Schools of Nursing
particularly following the publication of the National Strategy for Higher Educdtitumt 2011)

which spoke about more collaborative working assdigher education institutions in general. The
BSc in Nursing is the largest of the educational programmegged in the School of Nursing and
security of tenure at the school for many staff is largely dependent on the funding generated from
undergradiate nursing. Uncertainty regarding the future of this programme leads to uncertainty
regarding the future ofhe School in generalln addition to increased demands and perceived lack

of security at work School staff were likely affected by what wagpbaimg in the wider economy

and the potential impact on their families.

Austerity, transition and insecurity were the contextual factors for the study. Despite having
transitioned from the health sector in 2002 andaguding to the academic rojehe role of staff now

appeared to be changing again with increased demands and less security

1.4. Rationale for the study

Physical, psychological and subjective wellbeing, of employees has gained increased attention within
the workplace literature. Happiness in theotkplace has been linked with increased productivity
(Judge et al. 2001, Cropanzano and Wright 2001, Zelenski, Murphy and Jenkinsc2&8)ity

(Amabile et al. 2005, Rego et al. 20@8y increased organisational citizenship behaviqi®sgo et



al. 2009, Rego et al. 2011l of which | consideredhportant in increasingly challenging times. The
impetus for this study was not one based on the identification of a problem in the workplace. There
was no reason to believe that staff were either happy or unhappy at work or that the workplace was
not conducive to happiness at work. Rather the impetus for the study was one of personal interest
in something which | believed, as Head of School with responsibility for leading a large
interdisciplinary teamto be important at any time butvhich | believed w&s increasingly important

at a particularly difficult and challenging timboth in the internal and external environment.
Having worked in a number of managerial roles, the most recent being that of Head of ,Sebaml
anxious to engage in an actiorriented study focused on happiness in the workplace. | was
particularly concerned that contextual factors could have a negative impact in terms of lowering
morale and wellbeing at work. As a pragmatic manager | was anxious to ensure that my research
would have immediate relevance and benefits for those of us working in the School. With this in
mind | chose to use aAl participatory methodology to study happiness in the workplace. This
involved not only developing an understanding of the concept in thiskplace but also a
developmental process of building a happy workplace for the future. This study was opportune, |
believed, in terms of exploring an issue, which was important for both individual employees and for

the continued success of the schodldlf despite the challenging contextual factors.

Having worked irthe School for ten years | observed an absence in discourse in relation to school
strengths or indeed happiness in the workplace. Much of the discourse in both the internal and
external enronmentwasbroadly negative andas influenced by the national situatipparticularly

that of servicing the national debt, recession and the knock on implications of that for individuals,
families and the workplace. There is minimal evidence in theame$ literature of the involvement

of employees in the development of interventions which promote their happiness at work. This
study contributes something new to the emerging body of knowledge in relation to happiness in the
workplace. A greater undeending of the subjective meanings of happiness of employiees
invaluable to school management and the galvanisation of school staff in a positigeted

4



research inquiry providinghe potential to shape, in a constructive way, the School of the future.
Additionally the knowledge developed during the course of the study will have relevance to other

similar academic and neamcademic workplaces.

1.4.1. Overview of Chapters

This section provides an outline structure of the thesis and an overview of the contezdch
chapter. The thesis comprises eigblhapters commencing with the introduction and rationale for
the study and progresses through the process of the study, findings of the study and to

recommendations for further research and practice.

1.4.2. Chapterl

Chaypter 1 provides an overview of the study. It introduces the topic of happiness in the workplace
and presentdAl as the methodology of choice for conducting the study. The increasing pressures on
workplace demand, both internally dnexternally, as a resubf challenging national economic

circumstances are outlined as both contextual backgroundratidnalefor the study.

1.4.3. Chapter2

Happiness is a ternfrequently usedcolloquially. In chapter 2 the conceptual and definitional
difficulties with the concepof happiness are acknowledged. This chasabsequentlyprovides

clarity by conducting a concept analysis of happiness leading to a clearer understanding of
happiness, its defining attributes, antecedents and consequences. The Concept Analysis Method
proposed by Walker and Avar{t995) was adopted for this purposeThis analysis is further
extended in the next chapter to the concept of happiness in the workplace, which is the focus of this
study. Figure 1 presest a diagrammatic representation of the defining attributes of happiness

identified in this process.



Figurel. Defining attributes of happiness
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1.4.4. Chapter 3

In Chapter 3he conceptual and theoretical framework underpinning ttedy is presentedThe
concept of happiness exploredfurther in a workplace context. Related oganisational wellbeing
concepts frequently used interchangeablyvith happiness are examined for alignment and
disparities with the concept of happiness. Aabsence of literature in relation to happiness
enhancing strategies in the workplace is noted. Following thésliterature is reviewed in relation

to happiness in the higher educational workplace. The relative absence of qualitative research or
action oriented perspectives to the study of happiness in the academic workplace provides a
justification for this study. Setfetermination theory is proposed as a theoretical lens with which to

consider happiness in the workplace and the findings of thisystud



1.4.5. Chapter 4

Chapter 4 provides a rationale for the usefdfn this study. An overview @&l and its underpinning
philosophy of social constructionism is provided\ is described, critigued and justified as the
appropriate research methodology fareeting the aimsind objectives of the study namely those of
exploration, participation and action. The ethical and positional issues arising from conducting
research within my own workplace and my role as Head of School are explored and addiHssed.
process of sampling is outlined as is the issue of quality assurance relevant to the action research
focus of Al within this particular study. A diagrammatic overview of #ygpreciative inquiry into

happiness in the arkplace process is provided.

1.4.6. Chapte 5

Chapter 5 presents one cycle of tBé4 D process: Discovery; Dream; Design and Destiny. The
rationale for the use of focus group interviews and individual interviews in the Discovery Phase of
the study and focus groups in the subsequent Dream,dbeand Destiny phases of the study is
provided. The four phases of the study are outlindthematicanalysisvas the data analysis method
used in this studyKing, Cassell and Symon 2004, King 2@t@)this is outlined in chapter. During

the discovery phase of thetudy atemplate developed from inductive analysis of the first focus
group interviewwas used applied to analysis of the other interviews and modified accordingly to

develop categdes and themeg¢King, Cassell and Symon 2004, King 2012)

1.4.7. Chapter 6

Chapter 6 presents a number ofdimes pertaining to participanfainderstandings of happiness in
the workplace. These are Beirtgappy, Self Determination, Fulfilment and Community. It also
presents the outcomes of the action phase of the studere a number of actions decided upon in

the Design phase of the study were implement and achievethe positive experiences of



participarts of Alin this study arealsopresented inthis chapter. These included Changed Thinking

aboutHappiness in the Workplace and Action on Happiness in the Workplace.

1.4.8. Chapter 7

Chapter 7 presents the discussion. Findings and outcomes of the study aresdidin the context

of the defining attributes of happiness identified in the concept analysis, the literature reviewed in
relation to happiness in the workplace and Se#ftermination Theory .t is proposed in thishapter

that Self Determination Theorg a useful theoretical framework for developing a happy workplace.

Finally recommendations are made for practice and for future research

1.4.9. Chapter 8

Chapter 8 presents a critical reflectiam the process of the studyLimitations of the study are
highighted and discussed. Whilst the sample size for the study was small relative to the size of the
school staff numbers, engagement of participants during all phases of the study was enthusiastic
leading to confidence in authenticity of the participatoryopess. This is important in akl study

and consistent with the aims of thetudy andmy own commitment as a manager to staff
participation in change. This authenticity is discussed in chaptdh8 chapter concludes with the
argument that the Al Studydid effect changen the School and that this change was buitton

participant€bwn understandings of what happineissthe workplace means to them.

1.5. Conclusion

This chapter introdces the study. My rationale for the study in the context of challempgimes is
presented. Challenging times provide new opportunities and this study offered participants an
opportunity to be involved in creating something important for themselves inir tigture
workplace. The chapter outlines the study process by pingidn overviewof each subsequent
chapter. The following chapter introduces and clarifies the concept of happiness whaoteistral

concept in this thesis.



Chapter 2: Conceptual Clarification

2.1. Introduction

Happiness is a sought after and valued std¥flost people aspire to happiness both for themselves

and for their children and happiness was considered to have such significance that the pursuit of
happiness was enshrined as an unalienable right along with life and liberty in the United States
Declaation of IndependencéCsikszentmihalyi 1999Happiness has been described as the greatest
good and despite striving towards many things which will make people happy Csikszentmihalyi
(1999)argues that happiness is the one intrinsic goal which people strive for in itself. He describes
KFELIWA Yy Saa a G§KS & ¢ikstetntalyf 1099,%. 821 his-chapter pré&sants BB ¢ ®

conceptual analysis of happiness.

Despite the value placed on happiness by individuals and across societies and ¢Oltenes and

Lucas 2000, Cahmad Vitrano 2008}t is a complex and nebulous conceecause of this valued
status it is a concept that has been much debated from earliest times within philog@athyn and
Vitrano 2008) More recently it has becoenthe focus of social and psychological scientific
investigation(Diener and BiswaBiener 2008, Friedrickson 2009, Seligman 2@ the focus of
economicstudy (Veenhoven 2003, Benz and Frey 2004, Propp 2008¢ adoption of the National
Happiness Index as one measure of national wellbeing in Burma in 1972 demonstrates interest in
Happiness as a national and public policy isg¢bdgans 2006, Galay 2007)he argument for looking
differently at societal welbeing and the use of indices for the determination of national subjective
wellbeing, more commonly known as happiness, have been increasingly advocated for in many
other developed economies including the Wfance and Australia. It has been suggested that these
can supplement more traditional national income measures andeothconomic indicators as
indicators of the overall wellbeing of citizerfsucas et al. 2003, Diener and Seligman 2004,
Kahneman and Krueger 2006, Diener, Lucas and Scollon 2006, Stiglitz, Sen and Fitoussi 2010, Layard

and Layard 2011, Diener 2012, MacLachlan and Hand 201®) subject of happinesa$interested



scientists at both a societal level and an individual level. The emergence of the discipline of positive
psychology changed the focus within psychological study from that of a focus on illness and deficit to

that of the exploration of posit® OKI NI} OG4 SNRAaAGAOa FyR aGNBy3IldKa

[SN
b

happinesgSeligman 2003, Carr 2004, Peterson et al. 2007, Buschor, Proyera@ng@®a3)

Because the concept of happinessanplexit required clarification prior to undertaking this study.

The chapter reviews and analyses the concept of happiness, clarifies terms and associated concepts
and provides a working definition of hapeiss andts definingattributes. This chapter andh@pter

3, which explores the concept of happiness in the workplace, prdwadeonceptual framework for

AYUGSNLIINBGFGA2Y YR RA&OdA&aA2Y 2F LI NIAOALIYyGAQ o

2.2. Literature ®archfor Concept Analysis

The purpose of the review is to provide a critical account of the concept of happifeissis further
extended in the next chapter to expk happiness in the workplace whichtlie focus of this study.

To this end arextensive search of electronic databases included PsychINFO, PsycArticles, PsyBooks,
Sage Journals Online, Emerald Management Extra and Web of Science was conducted in addition to
using the search engine Google Scholar to identify sources not found imaoteel databases.
Keywords used for the search included, happiness, wellbeing, subjective wellbeing, psychological
wellbeing, positive affectin addition articlesand booksby known happiness experis philosophy

and psychologyere reviewed. Recurringgords, phrases and statements relating to happiness were

extricated andgrouped according to categories of attributes, antecedents and consequences.

2.3. The concept of happiness

Within the literaturethe term happiness igéquentlyused interchangeably witbther terms such as
subjective wellbeing(Diener, Lucas and Scollon 2006, Hartung and Taber 2@88khological
wellbeing(Wright and Cropanzano 2000, Cropanzano, Rupp and Byrne 2003, Wright and Cropanzano

2004, Ryff and Singer 2008)d satisfactior{Piccolo et al. @05, Piccolo 2006)n order to develop

10



an understanding of the concept of happiness @sdlefining attributes it was important to clarify
these terms. As part of this review the concept analysis method described by Walker and Avant
(1995)was used to elucidate the concept of happiness to provide a definition of happiness and its
defining attributes and of discriminating between terms used interchangeably with happivielss
acknowledging some critique of thirocess(Paley 1996)The steps identified for concept analysis

advocated by Walker and Avafit995)are followed in this cocept analysis.

Tablel. Seps of Concept Analysis

Steps of Concept analysis

1. Select a concept

2. Determine the aims of the analysis

3. Identify all uses of the concept that you can discover

4. ldentify the defining attributes

5. Identify a model case

6. Identify borderline, contrary, invented drillegitimate cases
7. ldentify antecedents and consequences

8. Define empirical referents

Walker and Avant (1995)

This procesgWalker and Avant 1993llows for a systematic and iterative clarification of the
concept d happiness which will ultimately provide the conceptual framework for the study. Having
identified the focus and aims of the concept analysis the next stage of the approach is a review of

common understandings and definitions of happiness itself

11



2.4. Concept analysisdefinitions of happiness

Whilst acknowledging the difficulty of defining any te(ownie 1994) particularly such a broad

terms as happiness, a good starting pdior developing an understanding of a concept is to look at
common definitiondWalker and Avant 1995)Happiness is defined by the Oxford English Dictionary
(Hawker ad Waite. 2007, p. 420)asal &G+ GS 2F YAYR 2N FSStAy3
AL GAATE OGA2Y IItisTurdér dakxiiied & Nie @aedofppdeasurable content of mind,

which results from success or the attainment of what is considered ¢Daxtionary.com. 2009)
Synonyms identified include, pleasure, contentment, satisfaction, cheerfulness, merriment, joy,
delight, elation and jubilation. Antonyms identified were misery, calamity, sadness, unhapand

ill being(Hawker and Waite. 2007)

Satisfaction is one term which is frequently used interchangeably with happiness. The Oxford
dictionary defines satisfaction @il KS FSSt Ay 3 27F LI} ShadedanBings yob G I NI :
want or need or when the things you want to happen hagpgtawker and Waite. 2007, p. 810)

There is an affective component to satisfaction and there is also a cognitive evaluativermmmpo

involving making a judgement regarding wants and needs and whether these have been achieved.

Subjectie wellbeing is a term whichecently isbeing used increasingly to indicate happiness.

Wellbeing is defined a@ G KS adl S 27 & 8XK¥E3 2 N2avidednddnad. S> KS|
2007, p. 1036)and the adjective subjective is defined és 6 aSR 2y 2NJ Ay T dzSyC
2 LJA ¥y XHhwkaréand Waite. 27, p. 912)Subjective wellbeing is therefore also a state which

involves both cognitive and affective procesgpsEener, Suh and Oishi 1997, Diener, Sapyta and Suh

1998) ltinvolves apersonal N> A &4 f 2F 2y SQa 26y ljdzZ tAde 2F AT

Dictionary definitions of the term psychological wellbeing indicate similarity with those phenomena
noted above. Psychological refersdo2 ¥ LISNI I AyAy 3 G2 RSIFIEAYy3a GAGK

as a function ofaw NSy S&da s FSSt ABiconazyNom.YZDWMt @l uticledr yine this

12



dictionary definition whether psychological wellbeing is determined subjectively, objectively or both.

Again the definition of the wrd psychological infers both an emotion and a cognitive component.

A less commonly used term within happiness discourse is that of emotional wellbeing. Emotions are
RSFAYSR +ta a 'y FFFSOGA®S adrdiS 2F O2Wa@®A2dzayS
SELISNASYOSR a RA&AUAYIdAEAKSR TNRY (@OktbyalyigondS 2 NJ |
2009) Emotional wellbeing therefore is distinguished from other terms denoting happiness as an

affective state rather than one which involves cognition.

Dictionary definitions, aside from indicating both an affective component and generally a cognitive
component to happiness, fail to discriminate between the term happiness and some of the other
terms used A review of philosophical perspectives and psychological perspectives was also

conducted in order to provide more clarity on the concept.
2.5. Philosophical perspectives on happiness

Happiness is a concept that has interested philosophers through the cesthdth in traditional

western philosophy and also in eastern philosog8pencer 2008)In the 4" century BChe Greek

t KAf222LKSNI ! NAa(GALdza Aa y230SR (2 KI OSasudsRr L2 4 SR
(Cahn and Vitrano 2008) The philosophy of happiness has been tated by two main
perspectivesthat of hedonism and that ofudaimoniaor the good or moral life. Aristipus was one

of the first to articulate he Hedonistic view of happiness and this position has had a significant
following in the world of philosophy. Hedonism essentially is the pursuit of pleasurable experiences

and feelings and the avoidance of pain or negative experiences. Bentham extidvedieddonistic

perspective to a societal level and argued that an action is right if it promotes the happiness of the
greatest number of peopléRead 2004)G ! GAf AGe&X 2NJ GKS DNBFGSad 1 LJ
actions are right in proportion as they tend to promote happiness, wrong as they tend to produce the

reverse of happiness. By happiness is intended pleasure and the absence of pain; and by
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unhappinesspain and the privation of pleasudMill 2012, p. 10) Central to happiness from a
hedonic perspective and also from a utilitarian perspective is pleasure. The experience of pleasure is
a subjective experience and much of the research on happiness in the fasubgeictive wellbeing

and satisfaction is conducted from a hedonic perspedtiigher 2010)

The other predominant philosophical position on happinesgtudaimonia This perspective is

generally attributed toAristotelian philosophy although Socrates and Plato both had a position on

this prior to Aristotle(Cahn and Vitrano 2008) Within this perspective the good or moral life is the

happy life rather than a life of pleasa While pleasure is not unimportant, meaning in life, achieving
2ySQa LRUGSYGAFE FYR @ANLdZS Ay f E&HRS004, MG 20KH Sy G AL
Pleasure, it is argued, usually aocgmnies the engagement in and completion of activities which
constitute happinesgNussbaum 2008)Theeudaimoniclife is one which contains acts of altruism

and virtue which at the time may not be pleasurahleui 2 @SN} f f KA OK O2y G NRO
wellbeing. As such theudaimonicperspective on happiness contains an objective perspective

which can be measured. While the term happiness is derived from the Greekendaimoniait is

not an exact translatiormnd it is suggested that a better translation of the word is that of human

flourishing. RussglR006, p. 172¥escribed the happy man as

GhyS ¢K2 fA@GSa 202S00A JSidaeidterestk ¥ho Kdcuies FsNGBPinessT T SO
through these interests and through the fact that they, in turn, make him an object of interest and

FFFSOGA2Y (2 Ylyeée 20KSNAO®E

While hedonic utility has been the main driver of modern econoreiggaimonicperspecties have

been gaining increasing interestadasis for societal happine@dussbaum 2008, Haybron 2008)

2.6. Psychological meanings of happiness

The increasing interest in positive psychgldtps refocused the study of psychology and science

from that of distress and mental illness to that of positive emotions and psychological health and

14



happinesqCarr 2004) A number of positive psychologists have exgiothe concept of happiness

and offer differing pespectives on it. Daniel Kahman sees happiness in hedonistic terms and has

led the development of hedonistic psychology which focuses primarily on happiness as utility
(Kahneman, Kahneman and Tversky 20@3iener & Luca@000)propose the concept of subjective

well-being as happiness. It is frequently termed more colloquially as happiiiEeser 2000)

Subjective wellbeing is multifaceted and comprises high levels of positive effect, low levels of
ySaAlFGA@S STFFSOG yR alGAaFlrOtArzy sgAlK 2ySQa AT
work, relationships(Diener, Napa and Lucas 2003)n essence subjective wéking is hedonic

wellbeing. Subjective well SA Y3 A& RSTAYSR Fa | O023yAGAGS |yR
(Diener, Suh and Oishi 1997, Diener, Sapyta and Suh 1998, McGillivray and Clark€Ca006jsely
Seligman(2003, 2011)ejects the notion of happiness as psese and positive affect alone and he

argues that much more is required in order to be authentically happy. He proposes that pleasure

and frequent positive emotions, engagement with others and with activity such as work and
meaning in life, are require@fNJ | FdzZA f f AFSoP ¢KA& Sy3lFr3asSYSyid a&aKk:
signature strength. While recognising the importance of pleasure he sees it as least important and

I NBdzSa F2NJ I NBF20dzaiAy3 2y 0620K Sy hhappinesysi | YR
more consistent with the Aristotelian philosophy of the good [([Reterson, Park and Seligman

2005)

CsikszentmihalyiL999)also identifies enggement as central to happiness. He describes the type of
engagement when involved in an activity such as playing music, an athlete training, or someone
working on a project, where they become immersed in the experience to the extent that they lose
awareness of everything else as an optimal experience. He likened this optimal experieRioevor

to that of an autotelic experiencéCsikszentmihayli 2000)The activity is challenging and requires
concentraton and skill and also learning and mastdiysikszentmihalyi 2002) People who
experience Flow describe it as an enjoyable, pleasurable and exhilaratingdtter 2010and all
absorbing(Csikszentmihalyi 2002)
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Similarly psychological wdlking is a more complex psychological phenomenon more consistent
with eudaimonicexplanations for happiness. Ryhd Keyeq1995) suggests that psychological
wellbeing comprises six components: smiteptance; personal growth, relatedness, autonomy,

environmental masterand purpose in life.

While undoubtedly pleasure, positive emotions and satisfaction are intrinsic components of
happiness more is required for a more lasting state of happiness. Mic(2004, p. 3-38) argues
that when people talk about happiness they are generally refeding2 + NBf | G A St &

good feeling about their livés

2.7. Defining attributes of happiness

This review of current psychological meanings of happiness indicatesdibption of meanings akin
to those traditionally seen within philosophyHaving reviewed how happiness is commonly defined
and how happinss is understood in philosophy apdychologythe following definition and defining

attributes are proposedHapphess is a state of mental wdilking. It involves

1 The presence of some positive emotions such as joy, contentment, (Ripaer, Oishi and
Lucas 2009, Diener and Tay 2012)

1 Low levels of negativemotions(Diener, Oishi and Lucas 2009, Diener and Tay 2012)

1 High levels of satisfaction with life and particular domains of(lifeener Oishi and Lucas
2009, Diener and Tay 2012)

1 The presence of meaning or purpose in lffeankl 1985, Seligman 2003, Schueller and
Seligman 2010, Seligman 2011)

1 Engagemen(Seligman 2003, Schueller and Seligman 2010, Diener and Tay 2012)

The first three defining attributes are consistentvith the hedonic or subjective welleing

perspective on happiness. Thadter two attributes indicate a state of webleing more consistent
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with a eudaimonic perspective where growth, development and virtue contribute to a more

objective and less subjtiee state of weHbeing.

Walker and Avan{1995)note the importance of development of cases to illustrate the defining
attributes of the concept and those attributes which are not consistent with the concephodel

case and a number of additional cases, borderline and contrary cases were developed to further
clarify the defining attributes of happineggppendixOng. The model case contains all of the
defining attributes of the moresudaimonicperspective onhappiness. In the borderline case a
number of the attributes are missing and the contrary case contains none of the defining attributes

and therefore is a clear example of what happiness is not.

Further understanding of the concept of happiness is enhdrmearticulating those factors which

contribute to and are the consequences of the concept it@sdlker and Avant 1995)

2.8. Antecedents of happiness

Happiness has been studied extensively within and across culttittes particular interest in what

causes happinesgntecedents to happiness include previous history of happiness, relatively stable
family and living conditions and history of affectiieenhoven 2003) A sigrficant debate within

the realm of happiness studies is whether happiness is dispositional, genetically inherited and
associated with positive traits or whether happiness is situational. A number of twin studies
conducted by Tellegen et g1988)and Lykken and Telleg€h996)concluded that happiness was in

0KS YIFAY Ol dzZaSR o0& 3ISYSIiAO AYyKSNAGEFYOS FyR GKS
In effect either a person has a positive happy disposition or personality or a negdisp®sition.
Theysuggest furthermore, that there is a direct causal relationship between mood and behaviour

but there is less of causal relationship from behaviour to mood. Asutref this they conclude

that trying to be happier, that is changing @dehaviour in order to increase their happiness, may

Py .

6S Ay TFIOG 08 TFdziatSo ¢KA&d asSd LRAYGH TF2N KF LILIA

17



mood over a prolongegberiod of time, is around 98% genetically inheritgciarr 2004) Despite
OKIFIy3aSa Ay (GKS LISNE2yQa fAFS OANDdzyraidlyoOoSa I ¥iSI
to their natural genetically inherited sqtoint for happiness. The set point theory concurs with the
hedonic treadmill theory in relation to adaptation. Some examples of this are lottery winners or
paraplegics who despite quite dramatic changes in their life circumstances returned to their normal
happiness level prior to the change over tirflerickman, Coates and Jan8ffilman 1978) The
adaptation position challenges the belief that happiness can be changed by either the individual or
society and proposethat efforts to increase happiness are in effécf dei(Lykke® and Tellegen
1996, p. 189) More recently however, these theories have been challenged by some empirical
findings in relation to nofadjustment to unemployment(Angeles 2009, Lucas et al. 2Q04arriage
(Easterlin 2006and lottery wins (Gardner and Qgald 2007) Life satisfaction levels can change
after significant life events without adapting to previous levels and this has necessitated a call for
review and modification of previous set point and hedonic thread mill theofi&ssterlin 2006,

Headey 2008, Diener, Kesebir and Tov 2009)

z

LG KFa o6SSy IFTNHdZSSR (KIFIdG AYKSNAGSR KIFLILWAYySaa asSi
happiness, 10% is due to life cimestances and 40% determined by intentional activity
(Lyubomirsky, King and Diener 2005)Positive disposition and personality traits have been
associated with happiness particularly extraversion and neuroti¢iBiener and Seligman 2002,
Francis et al. 2004)Positive character traits associated with happiness have been classified under
six particular virtues. These aneisdom and knowledge, incporating creativity, curiosity, love of
learning, judgement and perspective; courage, incorporating honésgvery, persistence and zest
humanity, incorporating kindness, love and social intelligence; justice; temperance incorporating
forgiveness modsty, prudence and setkegulation; and transcetence incorporating appreciation

of beauty, gratitude, hope, humour and religiousness. Peterson(@08l7) in a study conducted in

the US and Switzerland iden¢il key character strengths associated with happiness and life
satisfaction. These were love, hope, curiosity, zest and perseverance, with perseverance being more
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strongly related to life satisfaction in Switzerland, all associated with pleasure, engageame
meaning in life. Positive sekteem and happiness have been seen as synonymouguastions
arise as to causality Is positive selesteem an antecedent to happiness orcansequence

(Baumeister et al2003y

It has been argued that relatively stable life circumstances have a positive impact on happiness
(Fisher 2010) Good personal relationships are also a strong predictor of happ{#eggle 2001)

Social relationshipgarticularly close friendshipsave consistently been shown to have a direct
correlation with happinesgDiener and Seligan 2002, Demir and Weitekamp 2007, Demir, Ozdemir
and Weitekamp 2007&s has marriage and other forms of stable family relationsfiifsstekaasa

1992, Lucas et al. 2003, Easterlin 2008urthermore a study conducted by Fowler and Christakis
(2008)noted that individuals are likely to become happier if a close friend became happier in the

preceding six months.

Meaningful activity including work(Argyle 2001, Diener and Seligman 2002, Warr 2007, Steger,
Kashdan and Oishi 200&)d altruistic ativity, including volunteeringhave also been shown to have

a positive impact on happineg®ost 2005, Meier and Stutzer 2008)Participating in religious
activity provides an opportunity for botimeaningful activity and social support. The relationship
between religion and happiness had been studiaith many studies indicating a strong positive

correlation between religion and happine@gancis et al. 2004, Snoep 2008)

While dispositional and set point theories have received much attention in the literatbhese
theories remain inclusive and contested. The failure to consider cultural and contextual factors in

these perspectives seen as a flaw requiring further investigation.

2.9. Consequences of happiness

Happiness in the form of subjective wéllS A y 3 KFa I RANBOG LRaAiAuags

and on their success in life across multiple domains including meyridgndship, career, income
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level, and health(Lyubomirsky, King and Diener 2005frrequent positive affect and skills and
resour@s which individuals have developed over time in past episodes of positive moods are the
two main reasons for this according to Lyubomirsky, King and Di€2@d5) Fredrickson(2001)
explored the relationship between frequent positive emotion and particular action tendencies when
she developed the Broaden and Build Theory of positive emotion. She argued that positive emotions
GONRIFREVOQBISEHKZ dzZAKE | OGA2y NBLISNI 2ANBAE ranghiR 0 dzi f R
from physical and intellectual resources to social and psychological @fresrickson 2001, p. 219)
Taking an eslutionary psychological perspective she suggests thagitive emotions lead to
approach behaviours rather than avoidance behaviours and that their adaptive purpose helps
prepare the individual to face future challenges. Key characteristics related itivpasffect include
confidence, optimism, se#fficacy; likability and positive construal of others; sociability, activity and
energy; pro social behaviour; immunity and physical delhg; effective coping with challenge and

stress; and originality anitexibility (Demir and Weitekamp 2007)

Positive emotions have been found to have a positive correlation with creafigityabie et al.

2005, Baas, De Dreu and Nijstad 2008, Charyton et al. 2009)

Subjective welbeing and satisfaction withfé has been shown to correlatgith increased longevity
(Maier and Smith 1999, Danner, Snowdon and Friesen 2001, Lyyra et al. 28@@jtionally

happiness measures have been associated with health more gen@kedlyle 1997)Positive affect
has been shown to be sigiifintly associated with lower risk of -athuse mortality in people with

diabetes (Moskowitz, Epel and Acree 2008)

Consequences of happiness indicate the importance of happiness to both physical and psychological

health and wébeing of individuals.
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2.10. Conclusion

Happiness is a complex concept open to subjective and objective perspectives. Meanings of

happiness have vacillated between hedonic forms of happiness based on the experience of positive

emotions and satisfaction andudaimonicK I LILJA Y S & &

P z

aSR 2y GKS

@ A N\Ij dz

Increasingly the psychological literature indicates a convergence of these two positions with both

being important to real or authentic happinessTable 2 provides a diagrammatic summary of

happiness

Table2 Summary of Happiness

Attributes

Antecedents

Consequences

9 High levels of positive
emotion (Seligman 2003,
Diener, Oishi and Lucas
2009, 2011, Diener and Tay
2012)

T Low levels of negative
emotion (Seligman 2003,
Diener, Oishi anducas
2009, 2011, Diener and Tay
2012)

1  Satisfaction(Diener, Oishi
and Lucas 2009, Diener ani
Tay 2012, Seligman 2003,
2011)

1  Meaning or purpog
(Seligman 2003, Snoep
2008, 2011, Mongrain and
AnselmoeMatthews 2012)

1  EngagementSeligman
2003, 2011, Mongrain and
AnselmoeMatthews 2012)

Good relationships/ friendships
(Argyle 2001, Veenhoven 2003,
Demir and Weitekamp 2007, Demir
Ozdemir and Weitekamp 2007, Var
der Horst and Coffé 2012, Demir,
Ozen and Procsal 2014)

Love (Mastekaasa 1992, Lucas et
al. 2003, Easterlin 2006)

Stable life circumstanceg@~isher
2010)

Meaningful activity (Diener and
Seligman 2002, Spreitzer et al. 200
Post 2005, Meier and Stutzer 2008
Snoep 2008)

Positive selfesteem(Baumeister et
al. 2003)

Previous history of happiness
(Veenhoven 2003)

Marriage (Waite, Luo and Lewin
2009)

Education(Michalos 2008, Cufiado
and de Gracia 2012, Chen 2012)
Religious activityFrancis et al.
2004, Diener, Tay and Myers 2011,
Jung 2014)

Income(Easterlin 2003, Diener
2012)

Creativity (Amabile et al. 2005,
Baas, De Dreu and Nijstad 2008
Charyton et al2009)

Positive selfesteem(Baumeister
et al. 2003, Lyubomirsky, Tkach
and DiMatteo 2006)

Career succesBoehm and
Lyubomirsky 2008, Judge and
KammeyeiMueller 2008, Judge
and Hurst 2008, Proyer et al.
2012)

Health (Maier and Smith 1999,
Danner, Snowdon and Friesen
2001, Lyyra et al. 2006,
Veenhoven 2008, ChristiMizell,
Ida and Keith 2008, Borghesi an
Vercelli 2012)

Coping

(Lyubomirsky, King and Diener
2005)

Love (Lyubomirsky, Sheldon anc
Schkade 2005)

Flexibility (Ashby, Isen and
Turken 1999, Carver, Sutton anc
Scheier 2000, Lyubomirsky, King
and Diener 2005, Friedman and
Forster 2005, Fredrickson 2009)
Originality (Lyubomirsky, King
and Diener 2005, Fredrickson
2009)

Confidence(Lyubomirsky, King
and Diener 2005)
ResiliencgCohn et al. 2009,
Lyulomirsky and Della Porta

2010)
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This chapter has provided come clarity in relation to the concept of happiness in getherébcus
of this study is happiness in the workplace. The next chapter explores the concept of happiness in

the workplace.
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Chapter 3: Conceptual and theoretical framework for happiness in the
workplace study

3.1. Introduction

The focus of the study is happiness in the workplace. Happiness in the workplace has not been
studied extensively until relatively recentfifisher 2010) The workplace is a uniqgue dynamic and
cultural setting and as such it is important to review conceptuadlerstandingof workplace
happiness in the literature. Within the workplace literature the term happinessused
interchangeably with that of job satisfaction and terms such as affect at work, organisational
commitment, organisational engagement and flow. It is considered important to review these to
determine both conceptual alignment and divergences with domcept of happiness otled in
Chapter 2 particularly the presence or absence of defining attributes of happiness previously

specified.

This Al study involves a participatory process of designing and developing the &@gsmic
workplace of the futee. In order to review previous efforts in this areélae second section of the
chapter reviews available research on the promotion of happiness in the workplace and
interventions aimed at creating a happy workplace. The identified gaps in the literatummited
research on the involvement of staff in the promotion of a happy workplace provide a justification
for this Al study. The third section of the review examines happiness in academic workplaees.
limited available Irish evidence is reviewedheTfinal section of thechapterconsiders theoretical
explanations for happiness in the workplacBelfdetermination theory is proposed as the
theoretical lens for the studyln concluding the chapter methodological approaches to the scientific
study of happiness are critiqued and an argument made for an action orientated approach to
studying happiness in the workplace based upon a qualitative understanding of happiness in the

workplace in question.
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3.2. Literature Search

A further ®arch ofthe electronic ctabasesioted in chapter 2vas extended to include happiness in

the workplace and related concept¥he database search was primarily limited to peer reviewed
journal articles, published research and conference papers. Published books, seminal texts and
reports were also sourced relevant to the topiKeywords usedvere job satisfaction, workplace
happiness, organisational commitment, work engagement. Combinations of these terms were also
used. Abstracts resulting from the literature search were exathioeidentify relevant content.
Principles of relevance, depth, breath and honest presentation identified guided the ré@d@mes

1996)

3.3. Happiness at work: Job satisfaction

One of the concepts refad to happiness studied most extensively in the workplace is that of job
satisfaction(Fisher 2003) These studies primarily focus on satisfaction globally with the job or with
specific aspects or conditions thie job (Warr 2007) These conditions frequently include items such
as the nature of the work, remuneration, promotional opportunities, supervidibisher 2003)
control, leves of support(Taris and Schreurs 20080d level of autonomyWarr 2007) It could be
argued that the focus of these studies is on antecedents to satisfaction rather than thee redtjob

satisfaction itself.

Despite the plethora of studies exploring job satisfaction and effects of job satisfaction there
appears to be a lack of agreement within the field of psychology as to whatlgjob satisfaction

is. Warr(2007, p.34OA GSa [ 201SQa mpcd RSTFAYAGARZ2Y 2F 220 a
SY2G4A2ylt adlraS NBadzZ GAy3d FNRY GKS | LIINYAalLft 27
primary factor in job satisfaction Despite the large amount of agreement on job satisfaction as an
SY20A2yIf 2N I FFSOUAOBS NBaLRyasS (2 2ySQa 220 (K

satisfaction is primarily a cognitive evaluative process which W2@82)argues is consistent with
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job satisfaction being an attitude. Evaluation, as an essential component of an attitude, has broad

agreement(Weiss 2002) In this context he describes joktiséaction as

GF LRAAGAGBS 02N yS3IAILGAGBSO S@Fftdz ABS 2dzRISYS

(Weiss 2002, p. 175)

Additionally Weis$2002)argues hat Job Satisfactighike other attitudes, comprises three separate

02y OSLIia 6KAOK | NB S@Ifdz 6A@S 2dzRISYSyda | 02dzi 2
Fo2dzi 2ySQa 2206® . SAy3 OfSIFEN o2dzi (GKSPB RAAGA
satisfaction, is necessary for more accurate study of the components of job satisfaction and
subsequent theory development. Much of the research conducted on job satisfaction has involved
O23ayAGAGS SOl tdad GAGS 2dzR3ISY Suddl de. thedjdbdeil ase®sS 20 2 S
characteristics or facets of the job. Wei€002) regards evaluation and affect as conceptually

different and argues that job satisfaction is essentially anuatale process eithepositive or

negative. Within the study of job satisfaction a paradox exists where job satisfaction has been
viewed essentially as an affective evaluation where upon many of the scales used to measure job
satisfaction are in fact evaluative in natu(Brief and Weiss 2002) Affective states, moods or

emotions are transient states and undoubtedly have an impact on the evaluatn 2y SQa 2206
confusing thishas done little to advance the study of job satisfactiaelit or the study of affective

states at work(Weiss 2002) It would seem that such clarity and agreement on this is required in

order to ensure that happiness studies which involve the study of satisfaction haategralidity

and are of more use in terms of understanding happinilesie the less job satisfaction is central to

happiness in the workplace and as such is one of the defining attributes of happiness in the

workplace.
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3.4. Happiness at Work: Affect

Affect and positive emotions have both been studied in the workplégaw, Bell and Clausen 1986,
Staw and Barsade 1993, Cropanzand Wright 2001, Isen 2001, Amabile et al. 2008)eisg2002)
proposes that the study of affective states is complex. Affective states comprise both moods and
emotions which are entirely different states. €affect has been defined bygsell(2003, p. 147)

asda neuropsychological state accessible as a simple non reflexive feeling that is an integral blend of
hedonic(pleasureg displeasure) and arous#ésleepyc lethargic) valueg Emotions are transient

states that are usually directed at some object or someone. Mpodghe other hangdtend in the

main not to be directed at anything or anybody and be more diffuse than emo{\eiss 2002)
Particular emotions may have a relatively short time span whereas moods tend to be more long
lasting. Consequenthgach require separate study and should be clearly defined at the outset of

any study exploring affect.

Affeda studied within the framework of subjective wellbeing is also problem@ieiss 2002)In the

work context subjective web SAy 3 Ay @2f 3S&a o02GK | O023yAGAGBS SJI
about the job and an &ctive evaluation in terms of the amount of positive and pleasurable feelings
experienced relative to negative feelings. Primarily researchers interested in the affective
component of subjective webleing are focused on relatively stable affect overdimather than

momentary changes in affe¢Diener 1994) Subjective welbeing is normally studied by using self

report scales. A lack of clarity exists in relation to what time frame one should aggregate levels of
positive affect fornor indeed whether more longer term affect has as much impact on subsequent
behaviours in the workplace than more momentary levels of affééeiss 2002)Additionally it is

argued that the compbe and multifaceted nature of subjeee wellbeing necessitates that each

component is studied separately as each have distinctive causes and conseqianes 1994)

A significant study conducted by Staw, Beltl &Clauser(1986)explored the relationship between

affective disposition of adolescents and their job attitudes in later life. This longitudinal study
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conducted over a period of almost fifty years concluded tiare was indeed a strong correlation
between dispositional affect and job satisfaction. Despite some methodological critique of this
study (DavisBlake and Pfeffer 1989, Diener et al. 2008positional affectivity and personality traits
continue to be a source of study in the workplace particularly with regard to their impact on job
outcomes(Diener et al. 2002)performance (Wright and Cropanzano 2000, Rozell, Pettijohn and
Parker 2006, Wright, Cropanzano and Bonett 2@0d) satisfactior{Judge, Heller and Moui2002)
Despite the definitional difficulties with the study of affect in the workplace positive emotions are
central to job satisfaction and to happiness in the workplace and as such are one of the defining

attributes as are low levels of negative emaitso

3.5. Happiness at work: @anisational commitment

Organisational commitment is a conceiiat has received increasing attention in the workplace
happiness literature. Once again there are operational difficulties with the concept of organisational
commitment. Beckel(1960) explored the concept of comitment and argued that in general

LIS2LX S FOUSR Ay ¢gFeéa 6KAOK ¢gSNB O2yaraiasSyid 20SN
achieved by individuals acting consistently with previous extraneous interests, which he terms side

bets. The major compoms of this are

AGMO LINA2NJ F OGA2ya 2F G(KS LISNE2Y hisblohingyad a2Y$S

line of inquiry

2) a recognition byim of the involvement of this originally extraneous activity in his present

activity

3)theresultingcolsd G Sy (i  t A B&keR1960,IpBE)A A (& €

Becker proposes that within a work context side betsuch as family obligations, cultural
expectations and bureaucratic arrangemen2 y & 4 NI A Yy  lbghaviBur. LAn2RadBeCoi
this would be an individual who does not change jalespite a potential increase in salary because
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the job may be high risk on the grounds that he had previously made a side bet and taken on a

mortgage on the assumption of table and long term salary.

Meyer & Allen(1991)proposed a three model conceptualisation of the concept of commitment
comprising three distinct components: affective commitment, continuance commitment and
normaive commitment. Affective commitmentwhich is an emotional commitment to and

identification with theorganisation,s most consistent with happiness. Normative commitmerd is

mindd SG¢ 2F 20tA3FGA2y G2 adl @ oA thikthe ofgansaint y A &

(Meyer and Parfyonova 20099nd is consistent with the concept of loyal{fFisher 2010)
Continuance commitment relates to the perceived costsealving the organisation or because of
inducements offered to stay rather than any positive feelings one has about the organi@dtyear
and Allen 1991) Within this model commitment is defined as a force that kimah individual to a
target (social or norsocial) or to a course of aoti of relevance to that targetMeyer, Becker and

Van Dick 2006)

There has been some debate regarding this model and the perceived similédtieeen the
concepts of affective commitment and normative commitmeiMeyer and Parfyonova 2009)
leading to suggestions that the two be combined. Meyer and Part¢2089) acknowledge the
correlation between the @encepts but argue that thenind-set of desire in affective commitmensi
distinguishable from the mindet of obligation in normative commitment. Solinger, Van Olffen and
Roe(2008) reject the three component model of commitment on the basis of inconsistencies in the
research whichthey suggestre because of conceptual reasons rather than empirical inaccuracies.
They propose that organisational commitmentisatt &t dzZRS O2y aAadSyid gA 0K
(1993) model of attitudes. They argue that commitment to the organisation (target) does not
necessarily mean commitment to specific behavigufsr example remaining within the
organisation. Meyer and Herscovitd2001) acknowledge the confusion and inconsistencies

regarding the concept of organisational commitment and how it affects behaviours in the work place
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and note thke importance of clarity. They reject the position of commitment as an attitude adopted
by Sollinger, Van Olffen and R¢{2008) and maintain the multidimensional model of affective,

normative and continuance camtment.

The model proposed by Meyer and AlldB001) appears to offer a cogent argumerfor
organisational commitmerit & A4 &a4SSyvya f23A0Fft GKFG Ylyeée FI OG2N.
organisation inclushg affectand judgement. Enjoyment of work and the pleasure achieved from

doing something one likes alone may not be sufficient to guarantegoamg commitment They

are, however, contributors and demonstrate an affective and evaluative component ctamgisvith

other perspectives on happinegBiener, Oishi and Lucas 2009, Diener and Tay 20t&se further

supports the argument fohigh levels of positive emotions, low levels of negative #oms and

satisfaction as defining attributes of happiness.

3.6. Happiness at work: Engagement

Research on work engagement has increased in recent years and may have much to offer in relation
to happiness at work. As with other concepts in the happinessatitee engagement is also a
contested concep{Macey and Schneider 2008Engagement has been describediasJ2 & A 0 A @S | ¥
associated with the job and the work setting connoting or explicitly indicating feelfmgrsistence,

vigaur, energy, dedication, absorption, enthusiasm, alertness and pride, and as such engagement has
components of organisational job commitment, job involvement and the positive affectivity of job
al A a fMacey an@ Stkineider 2008, p. .24)/ithin their review of the concept of engagement

they note that engagement has been viewed as a psychological state, a performance construct,
disposition and or a combination of aliree. Theypropose a three part framework of work
engagement incorporating trait engagement, state engagement and behavioural engagement. They
also note the organisational conditions within the framework which they believe have a direct effect
on work engagement. Hese include attributes of the work: challenge, autonomy, variety;

transformational leadership and trust. Maslach, Schaufeli and L&@01) propose that work
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engagement is conceptually distinct from other copisein organisational psychology including job
involvement, organisational commitment or job satisfaction. Within organisational commitment the
F20dza Aa 2y (GKS 2NAlIFIyAaldAz2y FTyYyR (KS SYLX 2&8SS¢
engagement with thework itself. Job satisfaction focuses on the individual and their level of
contentment and feelings about the warkather than their engagement with the work itself gnd
while there is some consistency with the involvement component of job involvenitedbes not

take account of the energy and efficacy inherent in job engagement. They suggest that work
engagement is the antithesis of job burnout. Job burnout they argue is an erosion of engagement
with energy becoming exhaustion, involvement becomingridgm and efficacy becoming
ineffectiveness. Maslach, Schaufeli and Lei2001) therefore view engagement as three
dimensional, that of energy, involvement and efficacy and they argue that it can be measured by
using the Maslach Burnout inventory by the opposite pattern of scores to the dimensions of

burnout.

Kahn (1990, p. 692)describes engagement at work at a personal level and he views it as a
psychobgical construct primarily relating to role y R 2 yself inkk@é. &e defines personal

Sy 3 3 Sas ¢ linrngssing of organisational members selves to their work roles; in engagement
people employ and express themselves physically, and emotionailyg drole performances

dzy O2dzLJ Ay3 2F &aSd @SIaS TRE WA WwRAN] LINRE Syilédupling dfa Sy 3+ 3
selves from work roles; in disengagement people withdraw and defend themselves either physically,
cognitively and emotionally during eoperformances(Kahn 1990, p. 694)He proposed that people
either employ and express or withdraw or defend themselves on the basis of their psychological
experiences of selves in role. In developingrounded theory of engagement and disengagement
Kahn(1990)identifies three psychological conditions necessary for personal engagement which are
meaningfulness, safety and availability. The absence okthi@®e conditions results in personal

disengagement.
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Alternatively Bakker and Schaufe2008, p. 189)see work engagement as a wd#fined
psydological state and describe éas a positive, fulfillig, affective motivational state of work

related wellbeing characterised by vigour, dedication and absorgtién + A 32 dzZNJ NSFSNBE (2
energy when working, dedication refers to involvement and feelings of inspiration, pride,
enthusiasmandchalléhS® ! 6 a2 N1LJiA2y NBTFSNE (2 O2YLX SGS AYYS
time passes very quickly and the individual is reluctant to end the task or work at(Bakker and

Schaufeli 2008Chughtai and Buckley 20118 further engagement concept relating to happiness is

that of Flow(Csikszentmihalyi 2002)

3.7. Happiness at work: Flow

Flow is experienced when a person becomes engaged irskawdich is both challenging and
requires the use of particular skills and which are very intrinsically motivd@sikszentmihalyi
1999, Csikszentmihalyi 2002 thisstate the person becomes so absorbed in the activity that they
lose track of time and everything else becomes irrelev@akker 2005, Salanova, Bakker and
Llorens 2006) Csikszentmihgi (1999) describes IBw as an auto telic experience whereby the
activity is worth doing for its own sake even though there are no consequences outside of it. Bakker
(2005)identifies three components to the peak experience described as Flow. These are absorption,
enjoyment and intrinsic motivation. Work is an area whepportunities to experienceléw seems
possible and there has been increasintgrest in the predttors of Fow in the workplace such as
resources requiredNielsen and Cleal 201@nd organisational and employee benef{Bryce and
Haworth 2002) Csikszentmihgi (1999) argues on the basis of his own research that happiness
depends on whdier a person is able to derivdlo®w from whatever he or she does. Such

experiences and ensuing happiness can be found in the Jaar&p
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3.8. Antecedents to happiness at work

Antecedents to happiness at work include both organisational and job characteristics. Following the
recent scandals in the banking and corporate world organisational virtuousness has recently gained
attention and characteristics such as integrity, trust and compassion have been identified as
important contributors to employee happiness in the workplgGavin and Mason 2004, Rego et al.

2009)

Aspects of pegeived organisational climatee. affective; interpersonal and social relationships
including participation, coperaton, warmth, and social rewards, cognitiggowth, innovation,
autonomy and intrinsic rewards and instrumental: achievement, hierardiyctsire and extrinsic
rewards have been shown to result in employee happiness in the form of job satisfaction and
organisational commitment{Carr et al. 2003) Additionally organisational climate in relation to
cooperation and innovation was also shown to be related to employee commitivant Vianen et

al. 2011)

Perceived organisational justice and equity have also been identified as important for job
satisfaction ad employee commitmen{Colquitt et al. 2001, Simons and Roberson 2003, Abekah
Nkrumah and Ayimbillah Atinga 2018)ore helpful citizenship behaviouf8ropanzano, Bowen and
Gilliland 2007)and employee retentionSimons and Roberson 2003)Perceived organisational
support including fairnessoth procedural and intera@nal, supervisor support and rewards/job
related positively with affective commitment, positive mood at work, job satisfaction, desire to
remain in the organisation and turnover intentio(lRhoades and Eisenberg&02)and adaptability

to change(Cullen et al. 2014)

Healthy workplace practicemcluding work life balance, employee growth and development, health
and safety and employee involvement have been noted aawse of organisational commitment

and weltbeing at work(Grawitch, Gottschalk and Munz 2006, Grawitch, Trares and Kohler.2007)
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Research on leadership behaviours has showrrexdrelationship with employee happiness in the
workplace. Ethical leadership behaviours were noted to be positively related to job satisfaction,
affective organisational commitment and work engagemdiianner et & 2010) Supportive
leadership behaviours specifically Consideration as defined by St@dil), has been shown to
impact positively on job satisfactio@ludge, Piccolo and llies 20043 has initiating structure
(Rowold, Borgmann and Bormann 201Byrthermore transformational leadership behaviours have
been shown to have a positive impact on employee moods including optimism, happiness and
enthusiasm (Bono et al. 2007, Rowold, Borgmann and Bormann 20Bd&pgitive leadership
behaviours have also been shown to positively relate to employee momentary emotions, subjective
wellbeing, organisational performance amatganisational citizenship behavioyWijewardena,

Samaratunge and Hartel 2014)

The relationship of job characteristics and employee happiness has been studied. Hackman and
Oldman(1975)identified that job satisfaction was increased when three critical psychological states
were present for the employee. These are experienced meaningfulness of the work, experienced
responsibility for the outcomes of the worknd knowledge of the results of the work activities.
These are created by the presence of five core job dimensions. Three relate to meaningfulness of the
work: skill variety, task identity and task significance. Experienced responsibility for job outisomes
achieved when a job is high in autonomy and knowledge of the results of work activities is achieved
and when the job is high on feedbadklackman and Oldham 1975Warr (2007) proposed a
number ofantecedentsto happiness at workopportunity for personal combl, opportunity for skill

use variety, contact with others, availability of money, physical security and valued social position.
Additionally Warr(2007)notes supervision, remuneration andreer issues as further predictors of
happiness in the workplace. He notdwwever, that some job characteristics only have limited
benefits to the point where deficiencies are overcome and he likens this to the intake of daily
vitamins in what he termsit S & @A G I Y (Wylrr 2007 ,lpf 98)A $wédish study conducted into
happiness of sekmployed workers and those in employment of others similar to Warr also found
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that personal control, autonomy and indepaence were important factors identified by the happier

seltemployed workergBenz and Frey 2004)

A large research study into happiness in the workplace in the UK found that most staff were happy
at work i.e. over one warter were very happy and over one half were fairly hag@hiumento.

2007) The following were identified as being important factors which contributed to this happiness:
friendly supportive colleagues; a good lin@amager; enjoyable work; good work/life balance; varied
work; belief that you are doing something worthwhile; feeling that what you do makes a difference
being part of a successful team&cognition of achievements and competitive salary. Social support

has also been noted by Morgeson & Humph(2906)as important to employee happiness.

3.9. Consequences of happiness at work

A number ofresearch studies have considered the consequences of happiness in thelager

One of these which has been studied extensively is the relationship between happiness at work and
productivity (Cropanzano and Wright 2001, Zelenski, Murphy and Jenkins 2008, Borgogni et al. 2010,
Springer 2011, Bockerman and llakunnas 2012, Ouedraogo and LeclerchN2@ighuman resource
policies and practices are focused ommoyee wellbeing on the assumption of a positive causal
relationship between happiness and productivifioward and Gould 2000) The relationship
between happiness and productivity has become known as the Hdppductive Worker Thesis
(Cropanzano and Wright 20018 number of large reviews have explored this relationship with some
conflicting findingglaffaldano and Muchinsky 1985, Judge et al. 2001, Bowling 2B65Jominately

these have explored the relationship between job satisfaction and produgctivith one review
concluding that a causal relationship does not efdstfaldano and Muchinsky 198%xists but it is
relatively weak(Judge et al. 2001)and is spuriougBowling 2007) Part of the diiculties
encountered with seeking evidence is the definitional difficulties witle ttonstruct of job
satisfaction(Fisher 2003) Similar definitional difficulties are encountered with the construct of job

performance and its measuremeffisher 2003)Zelenski, Murphy and Jenki(&008)propose that
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clarity on this relationship is required for workplace improvement stratedisher(2003)explored

the disconnect between commonly held beliefs and the seemingly contradictory evidence
concerning the relationship between the two concepts. Aside from the definitional difficulties
aNBl Re y20SR &aKS$S NB TS NR0OL)ommdnsizdE Thieoky WiRch prapdsesO K A Y &
that lay people may be aware of a strong relationship at a higher or lower level of analysis or
additionally at a longer roshorter time frame. More recent reviews of the agbnship between job
attitudes, job satisfaction and organisational commitment and contextual job performance,
employee retention and organisational citizenship behaviours suggest a more positive timmrela
from attitude to performance(LePine, Erez and Johnson 2002, Harrison, Newman and Roth 2006,
Riketta 2008) Fisher(2010) maintains that despite weak findings in earlier reviews happiness at
work in the form of satisfaction as an attitude is directly correlated with positive outcomes for both

the individual and the organisation.

Positive affect appears to have hadra impact on positive employee behaviours. Cropranzano and
Wright (2001) note that affect is a better predictor of job performance than that of satisfaction. A
longitudinal study conducted by Staw, Bell abidusen(1986)concluded that job attitudes can be

predicted by affective disposition.

Positive effect and positive emotions are core components of happi(igiener, Oishand Lucas
2003) Beohm & LyubomorsKR008)argue that peoplavho experience mainly positive emotions in

the work place experience more positive outcomes.

The study of emotions at work appears to &#detter pedictor of productivity than job satisfaction
(Wright and Cropanzano 2000)Dispositional positivaffect appears to lead to morg@ositive

outcomes for people relative to those who are less haggayticularly inrelation to higher earnings,
superior performance and more helpful behavio@Boehm and Lyubomirsky 2008Pispositional
affect has also been shown to have a direct relationship with productivity at work when stoxked

a prolonged periodStaw, Bell and Clausen 1986, Staw and Barsade .198&jitionally positive
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disposition has a direct positive correlation with better decision making and better staff
interpersonal relationships at worfStaw and Barsade 1993Supervisors review the performance

of happy people more positive{yVright and Cropanzano 2000)

Positive emotiondave been linked to creativity in the workpla@@/right and Cropanzano 2004)

Amabile et al(2005, p. 367)LINR LJ12aS (G KF G ONBI (A JSOKIONBASR (%0 Shyail
Positive mood in the workplace is associated with creativity and proactivity on the day experienced

but also predicts creativity and proactivity on the following dAynabile et al. 2005)Similay Fritz

& Sonnentag2009)found a relationship between positive mood and proactivity which lagged from

the morning to afternoon and from the day the positive emotions were experienced to the following

day. Fredrickon et al(2003) argue that positive emotions contribute to optimal organisational
Fdzy OliA2yAy3d 06SOldzaS GKS@& 0 NER I, énsbling miBe2ctdatiGemays K| 6 A G
of thinking. This view isoasistent with the view posited in the Broaden and Build Theory of
Positive EmotiongFredrickson 2003, Fredrickson 2004jope as one positive emotigrcorrelated

positively with creativity and happiness in a study conducted by Rego @0aP) leading the

researchers to note thamportance of the promotion of positive emotions in the workplace.

Positive affect is also a predictor of increased organisational citizenship behaviours targeted at both
individuals and the organisatiofilies, Scott and Judge 2006, Rego et al. 2011, Rego, Ribeiro and
Cunha 2010)Organisational citizeship behaviour is a component of job performan@durphy,
Athanasou and King 2002nd has been described as individual behaviour that is discretionary such
as volunteering, helping others and upholding workplace rules and procedures despite personal
inconvenience(Organ and Konovsky 1989)it is not formally recognised and in the aggregate
promotes the effectiveness of the organisati@durphy, Athanasou and King 20027 Canadian
study conducted with over 1,000 registered nurses found that positive fédctawas directly

correlated with increased organisational citizenship behavitee and Allen 2002Eisengber et al
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(2005)similarly found that positive affect was assated with increased organisational spontaneity

and a broad range of citizenship behaviour.

Despite definitional difficulties associated with the concept of Organisational Commitriteist
expected that the behavioural consequences of it includes fownover, reduced rates of
absenteeism, improved performance and increased organisational citizen@Wgyer and
Herscovitch 2001) Meyer and Malti2010)propose tha Organisational Commitment contributes

to employeewellbeing with Affective Commitment relatingpsitively to wellbeing and negatively to
strain whereas Continuance Commitment relatpositively to strain. A metanalytic review by
Mathieu and Zajag1990) concluded that organisational commitment correlated positively with
motivation, job involvementand job satisfaction while correlating poorly with job performance.
Whilst using a broader range of commitment ncepts a metaanalysis of organisational
commitment noted a positive impact of affective commitment on job satisfaction, performance and
job involvement(CooperHakim and Viswesvaran 2005 study conducted bgellatly, Meyer and
Luchak (2006) found that organisational commitment particularly Affective Commitment and
Normative commitment was positively related to remaining in the organisation and to increased

organbational citizenship behaviours.

Engagement at work hadsobeen shown to result in positive outcoméRich, Lepine and Crawford
2010)including dedication and commitmefitialbesleben 2010)n role and extra role performance

(Bakker, Demerouti and Verbeke 200dhd customer loyaltySalanova, Agut and Peiro 2005)

Flow at work has been shown to relate to a number of wellbeing measures including job satisfaction,
enthusiasm and contentmer(Bryce and Haworth 2002rullagar and Kellowa2009)investigated
the relationship between flow and subjective wb#ing and found that flow was correlated with

positive mood, with momentary flow predictive of momentary mood rather than viceavers
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3.10. Summary

The increasing interest in happiness in general and happiness anteirl at work has led to an
increase in the study aforkplace happiness concepfBable 3 provides a diagrammatic sumgnaf

happiness in the workplace
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Table3. Summary of happiness in the workplace

Happiness in the

workplace

Attributes

Job SatisfactiorfWright and
Cropanzano 2000, SouB&za
and Sous&0za 2000, Weiss
2002, Brief and Weiss 2002,
Fisher 2003, Warr 2007, Taris
and Schreurs 2009)

Positive affect:(Staw, Bell
and Clausen 1986, Staw and
Barsade 1993, Wright and
Cropanzano 2000, Isen 2001,
Amabile et al. 2005, Rozell,
Pettijohnand Parker 2006,
Wright, Cropanzano and
Bonett 2007)

Low levels of negative
emotions: (Wright and
Cropanzano 2000, Maslach,
Schaufeli and Leite2001,
Wright and Bonett 2007,
Judge and Kammey&dueller
2008)
EngagementEisenberger et
al. 2005, Csikszentmihalyi an
LeFevre 1989,
Csikszentmihalyi 1999, Bryce
and Haworth 2002,
Halbesleben 2010, Bakker
2005, Salanova, Bakker and
Llorens 2006, Bakker, Albrect
and Leiter 11)

Meaning (Van Zyl, Deacon
and Rothmann 2010, Warr
2007)

Antecedents

Autonomy (Nguyen, Taylor
and Bradley 2003, Benz and
Frey 2004, De Cuyper and C
Witte 2006, Aube, Rousseau
and Morin 2007, Warr 2007,
Kim, Twombly and Wolf
Wendel 2008, Fahr 2011)
Perceived organisational
virtuousness (Gavin and
Mason 2004, Rego, Ribeiro
and Cunha 2010, Rego et al.
2011)

Perceived organisational
justice (Colquitt et al. 2001,
Simons and Roberson 2003,
Cropanzano, Bowen and
Gilliland 2007, Abekah
Nkrumah and Ayimbillah
Atinga 2013)

Perceived organizational
Suppor{Rhoades and Eisent
al. 2014)

Work life balance(Hill et al.
2001, Grawitch, Gottschal
and Munz 2006, Grawitch,
Trares and Kohler 2007)
Leadership behaviours
(Judge, Piccolo and llies
2004, Bono et al2007,
Tanner et al. 2010, Rowold,
Borgmann and Bormann
2014, Wijewardena,
Samaratunge and Hartel
2014)

Meaningful work(Hackman
and Oldham 1975, Bowie
1998, Kamdron 2005, Macey
and Schneider 2008, Hartuni
and Taber 2008, Steger, Dik
and Duffy 2012)
Achievement(Annas 204,
Robertson and Cooper 2011
Support(Morgeson and
Humphrey 2006, Robertson
and Cooper 2011)

Salary and remuneration
(Warr 2007, Fisher 2010)
Work variety (Rauter 2004
Warr 20079

Skill UsgFeather & Rauter
2004, Csikszentmihalyi and
LeFevre 1989, Salanova,
Bakker and Llorens 26,
Warr 2007)

Friendship(Sirgy et al. 2001,
Markiewicz, Devine and
Kausilas 2000, Raile et al.
2008)

Status(Feather &Rauter
2004, Warr 2007)
Goals(Maier and Brastein
2001, Judge et al. 20p5

Consequences

Increased productivity/performance
(Staw, Bell and Clausen 1986, Staw
and Barsade 1993, Cropanzano and
Wright 2001, Wright, Cropanzano and
Bonett 2007, Boehm and Lyubomirsk
2008, Zelenski, Murphy and Jenkins
2008, Borgogni et al. 2010, Springer
2011, Bockerman and llakunnas 201
Ouedraogo and Leclerc 2013)
Increased organisational citizenship
behaviours(Fisher 2002, Lee and Alle
2002, Eisenberger et al. 2005, llies,
Scott and Judge 2006, Rego, Ribeiro
and @nha 2010, Rego et al. 2011)
Organisational Commitment(Fisher
2002, Coopetakim and Viswesvaran
2005, Gellatly, Meyer ahLuchak
2006, Halbesleben 2010)
Dedication(Halbesleben 2010)
Creativity (Wright and Waton 2003,
Amabile and Kramer 2007, Baas, De
Dreu and Nijstad 2008, Achor 2011)
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Despite theincreasing interestn happiness in thavorkplace,the area is fraught with definitional

and operational inconsistencies and debate iratiein to almost every one of the happiness related
concepts. This is problematic for the continued study of happiness, for developing an understanding
of both its causes and consequences in the workplace. The lack of qualitative perspectives on
happiness Wwere contextual and cultural factors are considered is evident and such an approach
would have much to offer in terms of understanding happiness in the workplace. Such an
understanding is required in order to explore ways of being and doing consistenhaptiiness in

specific workplaces.

Despite the lack of clarity of a number of the concepts discussed within this analysis a number of key
attributes for happiness have been identified across the concepts. Hedonic pleasure in the form of
positive affect sems consistent across many of the concepts and appears to be a core component of
happiness. Satisfaction, despite the lack of consisteratyo appears to be a component of
happiness. In this study satisfaction in the form of a cognitive evaluation gadgament about

2ySQa KIFLWAYS&a A& AYLRNI!I yniadditighRo héidnic Sdmpoaaentd 6 A (i K
of happiness, however, more recent happiness concepts such as organisational engagement,
organisational commitment and organisational citizhip behaviours indicate a momudaimonic

aspect to happiness at workionsequently botimeaning and engagement appear to be important

attributes for authentic happiness at workRefining attributes identified are consistent with those of

the cancept ofhappiness in general.
3.11. The creation of a happy workplace

Causes of happiness in the workplace identifiexin the concept analysigrovide a platform from

which employers, managers and human resource personnel can develop interventions to ensure a
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culture where happiness is promoted. This section of the review explores opinion and empirical

evidence on interventions taken to promote happiness in the workplace.

Within the last 10 to 12 years there has been a considerable shift in focus from that of pesisdnal
institutional deficit and dysfunction to a more positive focus on wellbeing emerging out of the
positive psychology movemeilieligman et al. 2005) This new interest and direction involves the

developmentof an understanding of what makes people happy and also how we can help people be

happy.

Seligman (2003) previously proposed that for people to be authentically happy they must
experience pleasure, have meaning in their lives and be engaged with others and witingfela
activity. He notes that Americans experience considerably more flow at work than in leisure time
and he suggests the followirig NG Cfdr miSe flow in the workplace. The employee should identify
their signature strengths and choose work whichl wllow for their more frequent use of #se
strengths or they should wzaft present work to use them more. For employers and managers he
FROAEASE YIGOKAY3 SYLX2eSSQa aAdayl GdaNBE adNBy3adKa
craft the work for themore frequent use of the signature strengths. One study conducted by
Seligman et al2005) provides some early evidence i.e. increasing happiness and decreasing
depressive symptoms over six months, for theassful implementation of bothusing signature
strengths in a new way and in identifying three good things that happened every day and why. This
study, however, was carried out with a convenience sample over the internet and was not specific to
the workpace. A replication of this study carried out in 2012 supported the value of Positive
Psychology Exercises for lasting increases in happiness but noted that the effects may be more
modest than originally thoughtMongrain and Anselmiatthews 2012) The more recent work of
Seligman describes an interventional stualy conductedto develop happiness with the US army
(Seligman 2011)This research describes an intensive educational programme for marimes o

emotional, family, social and spiritual fitness, post traumatic growth and resilience development.
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Some evidence is emerging that these interventions are having a positive impact on soldier
wellbeing (Seligman 2011)Fisher (2010) also argues for the matching of employee personal
strengths with job content but notes the paucity of empirical research available to evaluate the
benefits of such an approach for happiness or organisational effectiver@ss. notes 10

recommendations for creating a happy workplace:

1. Create a healthy, respectful and supportive organisational culture

2. Supply competent leadership at all levels

3. Provide fair treatmentsupport and recognition

4. Design jobs to be interesting, chaliggmg, autonomous and rich in feedback

5. Facilitate skill development to improve competence and allow growth

6. Select for persomrganisation and person job fit

7. Enhance fit through the use of realist job previews and socialisation practices

8. Reduce minor hasslend increase daily uplifts

9. Persuade employees to reframe a current less than ideal work environment as acceptable

10. Adopt high performance work practicéssher 2010)
Evaluation obne positivepsychology based wellness intervention programme supported the value
of strengths lased approaches to improving employee happiness at woitknoted the need for

ongoing support for this approadPage and VellBrodrick 2013)

Job enrichment is a process whereby within the job people are givane scope for achievement,
recognition, more challenging work with greater responsibility and more opportunity for personal
growth and advancemen(Parker, Wall and Cordery 2001) Job enrichment gained popularit
F2ff 26 Ay 3196651987k Qtisfaction and motivators at work. Herzberg developed
a Two Factor Theory involving motivators and hygiene factors. Motivateere primarily
determined by factors intrinsic to the worlor example achievement, recognition, advancement

and personal growth. Dissatisfaction or hygiene factors were primarily determined by factors
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extrinsic to the work such as working conditiomelaemuneration Job enrichment processegre

then focused on ensuring that motivators were built in to the job itself. More recently job
enrichment processes have been influenced by the Job Characteristics Model and Sociotechnical
Systems Theory as aault of a lack of empirical evidence to support the two fold the@grker,

Wall and Cordery 2001) Job enrichment has been found to correlate with job satisfaction
particularly increasing levels of responsiiland opportunity for achievemenRashid and Rashid
2011) Furthermore job design and job design/employee match have been shown to have a positive

impact on job satisfactio(Fahr 2011)

Employee development initiatives and perceived organisatisn@bport have both been shown to
relate positively tdboth satisfactiorand organisational commitmerfTansky and Cohen 2001yk#e,
Rousseau and Morin 20Q7)hese are indicators of subjective wellbeing at work as is organisational
support for career development@Barnett and Bradley 2007)nterventions directed at work life
balance suclasthe creation of flexible work schedules and greater perceived schedule control have
been shown to decrease burn out and dissatisfactfdausig and Fenwick 2001, Hilla. 2001,

Grzywacz, Carlson and Shulkin 2088) increase happinegétkinson and Hall 2011)

An alternative approach to the enhancement of happiness at work has been the notion of managed
fun (Bolton and Houlihan 2009This approach has arisen from the belief that fun in the workplace
enhances employee engagement and creatiyileming 2005,elfcoat and Gibson 2011)o this

end, companies have engaged in organising social and fun events with others establishing structures
and workplaces conducive to fun and leisure. Flemn(@@§5) in a study cnducted in an American
owned call centre in Australia, noted cynicism amongst employees regarding this. B&p0Hig8)
interviewed 12 senior managers in a purposeful sample in a UK Local Authorigytad p study
investigating HRM practices. Despite the authorities espousal of policies aimed at promoting
happiness at work, managers indicated that they were not having fun at work and were more

concerned about factors aimed at promoting wellbeing arkwwhich they perceived to be absent in
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their work setting. They were more concerned about a sense of purpose and meaning in their work,
rewards, support, work life balance and performapnak of which related to their job satisfaction. In

this context maaged fun at work was perceived cynically also.

3.12. Happiness in the workplace: The academy

The focus of this study is happiness in the workplace in an academic department. For the purpose of
this study it was considered important to review the literatureth in relation to happiness within
academic workplace contexts and within an Irish cont€&kis allowedor a clearer understanding of

what is currently known about happiness in the academic workplace and the identification of gaps in
the research. Much ofhe research conducted within academic environments on happiness has
been focused on job satisfion. Gappa and AustifR010) suggest that the academic worid
changing with increased versatility of the wfmkce, changing student profiles and increased
workload because of new budgetary demands and technological requirements of academics. They
suggest a number of essential elements for academic staff satisfaction: respect; employment
equality; academic freedn and autonomy; flexibility; professional growth and collegiality. One
large scale study Wolving 1,794 faculty staff id50 Carnegie Research Universities in the U.S
attempted to explore factors which affect job satisfaction in an academic setBogeman and
Gaughan 2011) The authors found that satisfaction was effected by both intrinsic andnsidr
factors. Autonomy, workamily balance, recognition of research by colleagues and having a
tenured positiom all contributed to faculty job satisfaction. Whilst most of these factors are
consistent with factors which contribute to job satisfaction in the workplace more brotmyissue

of tenure is specific to the academic setting and particularly to thedd8esmic environment.

A 2014 study conducted in Florida investigated nursing faculty job satisfaction and intention to stay
in academe(DerbyDavis 2014) This study was conducted in response to a serghmtage of
nursing faculty and the perceived need to identify factors which contribute to job satisfaction in

order to use these to try to address issues relevant to the shortage. Data was collected by the
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completion of online survey instruments, The Rdtisfaction Survey, The Nurse Educators Intention

To Stay in Academe Scale and a researcher designed demographic questionnaire. The usable sample
response was 137. Findings of the study indicate that Hert&®fgtivation- Hygiene theory is a

strong pedictor of faculty job satisfaction and intention to stay in academe. Whilst large scale
guantitative studies which explore factors perceived to be pertinent to job satisfaction provide much
information they fail to explore contextual ardcal cultural isues. This is ondisadvantage of large

guantitative studies and there is a need for more qualitative exploratory studies conducted in situ.

A large study conducted in 17 Universities in Australia explored psychological strain and job
satisfaction of bdt academic and general stgfVinefield et al. 2003)Responses to a general health
guestionnaire and job satisfaction scale were received from 8,732 accounting for a 25% response
rate. The findings of thistedy indicated higher levels of job satisfaction in general staff than in
academic staff. Job satisfaction of academic staff in pldere traditional universities was higher

than those in newer institutions. The authors concluded that increased job ddsjadecreased
autonomy and higher levels of scrutiny and accountability were severely impacting the satisfaction
and psychological wellbeing of academic staff. How the university is managed, chance of promotion,
industrial relationships between staff amdanagers and rates of pay were identified as influencing
factors for lower levels of job satisfaction. The authors note a decrease in job satisfaction in recent
years and see this as a result of financial constraints imposed by the Australian govertirtient o

time.

A 2013 study conducted by Schi2013)in 20 Russell Group Universities found that in general
academic staff were relatively satisfied. Perceptions of job satisfaction, organisational climate, role
ambiguity and role conflict were explored using questionnaires in this study. Findings indicated
multiple organisational climate types namely, Clan, Adhocracy, Hierarchy and Market. Whilst Clan,
Adhocracy and Hierarchy types were related to lower leveiress only the clan type, described as

one of high flexibility, spontaneity and individuality, was directly related to higher levels of job
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satisfaction. In such an organisational culture decisiomaking is democratic, internal relations are
positiveand leaders encourage teamwork and collaboration. Fiosliof this study indicated that,
despite changes in management styles in universitiedlegial/clan climate is still an important
contributor to job satisfaction of academics. Whilst the gendiradings in this study appear to
contradict other studies in relation to general levels of job satisfaction in university departments the
authors themselves note the potential impact of the research focus of these universities in
comparison to other newemore teaching focused universities. The quantitative nature of the
method employed here meant that such conclusions had to be assumed. A more qualitative
approach to exploring happiness or job satisfaction within university departments would provide an

opportunity for a more irdepth exploration and understanding of contextual nuances.

Ambrose, Huston and NormgR005)note the importance of qualitative institutional specific data in
their study of satisfactio and retention in one university department arguing that this provides a
deeper and more contextual understanding of factors affectinghbdio this end qualitative semi
structured interviews were carried out with a total of 123 faculty members over msith period.
Sources of satisfaction/dissatisfaction included salaries, collegiality, mentoring, reappointment,
promotion and tenure process and department heads. It is interesting that two particular contextual
findings noted were that of the interdigadinary nature of the university and the location and local
facilities as sources of satisfaction/dissatisfaction. In their study these satisfiers /dissatisfies
factors in faculty stafflecisions to leave or stay. It is unlikely that these contdxindings would

have emerged in more traditional investigations using a survey method.

Seyal and AfzadqR013)explored the relationship between emotional intelligence, organisational
commitment and job satisiction in one technical university in Darusalem. One hundred
guestionnaires were distributed with a response rate of 69%. Findings of this study indicate a strong
correlation between emotional intelligence, organisational commitment and job satisfactitmisin

academic setting. Whilst the sample size in this study is small the findings appear consistent to those
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found by Malik (2010) in a similar investigation of two public sector academic institutions in
Pakistan. The authors of this study noted a strong correlation between job satisfaction and
organisational commitmentwith the nature of the work, salary and quality of the supervision being
key factors contributing to job satisfaction and organisaticc@hmitment with high levels of both
noted. Staff, although generally satisfied, were less so with promotion opportunities and salary. A
further study conducted in four universities in Punjab Provjiakistan found that academic staff in
private secto universities were more satisfied with supervision, pay, promotional opportunities
whilst those in public sector universities were more satisfied witlhwookers and securityKhalid,

Irshad and Mahmood 2012 study conducted by Sharma and Jy(Bharma and Jyoti 2009)
identified both intrinsic and extrinsic factors for high levels of job satisfacfidns study was
conducted inone university in Jammu and questionnairessed on the Job Descriptive Index were
used to explore job satisfaction. The sample size was small consisting of just 150 university teachers.
Findings of the study indicate high levels of satisfaction particularly with autonomy, creativity, sense
of achierement, idealness and appropriateness of the job. Opportunities for further growth and
development affected job satisfaction as did recognition for achievement. Some variation was noted
in levels of satisfaction between grades of staff with professorsgominre satisfied than lecturers

and lecturers being more satisfied than readers. A decline in level of satisfaction was noted in those
aged between 36 and 50 years with the authors attributing this to poteptiainotional ambition

and work- life stressos. Whilst this study shows some interesting findiraggin it is a small study

and no mentionis madeof the research requirements of the academic role with a concern that the

study was primarily focused on academic staff who only teach.

3.13. Happiness in acgdemia in Ireland

Little work has been conducted in the area of Job satisfaction in the Irish acadestydy involving
1,178 participants across higher education institutions in Ireland found that participants expressed

concern about deteriorating workingonditions as a result of the Irish econonsituation and
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changes resulting from Higher Education Pol{§larke et al. 2015) Notwithstanding this,

participantsreported relativelyhigh levels of job satisfactio®§%9) while just 18% reported very low
levels of satisfaction. One study conducted by Bryne et §2012)with accounting and finance
academics indicated thaaside from dissatisfaction with promotional prasys and time available

for research participants were generally satisfied with most aspects of their jobs. The study

SELX 2NBR 0620GK 2206 02y idiSyid lyR ¢2N) O2ya®Ed Tl

included autonomy, promotional prospect&cognition, salary, hours of work, job security, physical
working conditions and work undertaken. A population of 243 accounting and finance academics
were identified in higher education institutions throughout Ireland and these full time employees
were sent a questionnaire. One hundred responses were returned yielding a response rate of
41.2%. The findings of this study are interesting in the context in which the study was conducted.
The study was conducted during the same period of economic unogrtand austerity as my own
study. Increasing student numbers, more professional accountability and decreased salaries were
the wider contextual factors. Without a qualitative dimension to this study it is difficult to identify in
detail why satisfactiotevels remain reasonably high and to what extent the contextual factors had

or had not impacted on their satisfaction levels.

3.14. Summary

While levels of satisfaction in Academic departments seem relatively,g@vthnces are noted
between grades of staftypes of universities and local factors such as age of the university and
possibility of tenure. The importance of contextual and local cultural factors must be considered
when exploring happiness in the workplace. The absence of qualitative perspestavgap and this
requires redress. This study attempted to address this gap by incorporating a qualitative exploration

of happiness in the workplace within the Al Process.
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3.15. Theoretical explanations for happiness ihe& workplace

A number of psychologicahd sociological theories have been posited to explain human behaviour
and have application to and may help to explain happiness in general and more specifically
happiness in the workplace. These theories were reviewed in order to consider their valois to t

research study.

3.16. SelfDetermination Theory

One theory whichs helpful in explaining happiness in the workplace is that of-Betérmination

theory developed by Deci and Ry@éeci and Ryan 1985, Ryan and Deci 2000, Ryan, Huta and Deci
2008) SelfDetermination Theory is a theory of human intrinsic motivation. Deci and Rg&5%)
suggest that when people are free to choose an dgtitthey will choose one which presents
challenges and by meeting the challenges the activity presents a sense of competence is achieved.
Central to SelDetermination Theory is the need for autonomy, relatedness and competence. The
need for autonomy refes to a sense of personal control, choice and volition in the determination of
behaviour. The need for competence refers to the need for mastery and efficacy in both the external
and internal environments and the need for relatedness refers to the neee tcobnected, part of

a something, to care for and be cared ab@Rtyan, Huta and Deci 2008hese are essential for
facilitating optimal functioning and personal growth as well as for social development and personal
wellbeing. Meeting needs for autonomy, relatedness and competence is consistent with a
eudaimonicway of living where engaging in meaningful activity is more likely to be prostiuial
benefiting others as well the individugRyan and Deci 2000) Additionally Selbetermination

Theory is interested in the social environments which promote or which are antagonistic towards
the achievement of the need for autonomy, relatedness and competéRgan and Deci 20Q0)
Intrinsic motivation, which is internally driven motivation determined by interest in an activity itself,
rather than extrinsic motivation, which is externally controlled by either reward or coercion, is the
focus of SelDetermination Theory. This form of internally driven motivation is thé. y K S NB y (i
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to learré (Ryan and Deci 20, p. 70) Motivation is therefore autonomous rather than controlled.

When people are internally and autonomously motivated they experience volition and self
endorsement of their actions and when they are externally motivated they experience pressure to
behave and think in certain way®eci and Ryan 2008)A further feature of Sebetermination

Theory is the belief that the need for autonomy, relatedness and competence are basic and
universal rather than learnt. Thenvironment is therefore central to their achievement. Ryan, Huta

and Deci(2008) propose that many elements afudaimonia as espoused by Aristotlare at the

heartof Sel5 SG SNXY A Y GA 2y ¢ K SfpdydhabgicadagliReS Naadithey fRoposedthar
eudaimoniaisd I gl & 2F fAQGAY3I (KLt A& F2NOMERA 25 BX I K

(Ryan, Huta and Deci 2008, p. 147)

SelfDetermination Thery has much to offer in the context of happiness in the workplace. The
emphasis within the Seetermination Theory on the environment and the extent to which it
adzLJLI2NIia 2NJ 0Kgl Nia GKS YSSGAy3a 2F |y AWRA DA Rz
and relatedness appears to provide a lens through which the experiences and values of the
participants in this study can be explored. Workplaces are environments where both intrinsic and
extrinsic motivators are at work. Within a university academicat&pent there would appear to be

scope for those basic psychological needs to be met. The role of an academic is to develop new
knowledge and the structure of academic departments requires that academics frequentigech

their own area of research intereand lead programmes of research. These research programmes
are increasingly collaborative both nationally and internationally and offer academics great
opportunities to develop expertise in digte areas. The School of Nursimdnich is the focus of thi

study, is a relatively new academic department with a Feaditional academic evolution.
Notwithstanding this the goals of the department are similar to that of any other university
department and this study will help to illuminate how well the psyocl@al needs and subjective
wellbeing of the academic staff are being met.
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Whilst S&-Determination theory appear® offer a possible lens within which to explore happiness
in this workplace a number of other theories were reviewed, considered and gquesdy

discounted for this study.
3.17. Human Needs Theory

An alternative humanistic needs theory considered as a framework for the study was Human Needs
Theory(Maslow 1943) Needs, Maslow argued, were satisfiedaomerarchy extending from basic
physiologic needs, toagety needs, love and belongingsteem needs and finally to self
actualisation. Maslow proposed that while all were essential to happiness the achievement of the
higher order needs such as esteem desend the need for seHctualisation were essential to true
happiness. Maslow subsequently extended his own theory to include a further level which he called
selftranscendence relating to transcendent experiences (peak experiences) and transcendent
values. Seltranscendence and its inherent values are consistent with the good and virtuous life
SalL}RdzaSR o6& ! NRAad2if Sd 2 KKdt®Riela200@asdaiso apedNd A d 4
relevant to happiess in a work contexit has also received criticism both related to the theory itself
(Neher 1991)and in relation to a lack of empirical eviden@oper, Milford and Roseth&ab95) In
contrast Self Determination Theory has been the focus of much empirical valid&d@agne and

Deci 2005) The authors further argue that Self Determination theory has more to offer than other
humanist theoies is so far as it addresses motivation from the perspective of how behaviour is
energised but also how it is directedln Sef Determination Theory, buildingn earlier needs
theories needsare determined as innate rather than as acquired motivesmaets are defined at a
psychological rather than physiological leyBleci and Ryan 20Q0These are important in the
context of the workplace. Having considered Human Needs theory it was discounted for this

workplacestudy.
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3.18. Social Comparison Thepr

Festinger (1954) proposed that people selvaluate and develop sekihowledge by making
comparisons with other people. Social comparison theory is one sociological theotyhasibeen
applied to happiness particularly when happiness is viewed in hedonic {&yabomirsky and Ross
1997)or as utility as in the area of economi@iener and Lucas 2000, Easterlin 20a8)ubomirsky

and Ros$1997)note that comparisons are relatively automatic in a world where we are surrounded
with information about others successes, achievements actions and lifestyles. While the workplace
would appear to be an environment where social comparison would be autonpatiticularly in

terms of achievement, success, workload, appraisal, remuneration and promotion there is little
empirical evidence of this within the literature either in termstbé process of happiness or of
hedonic consequences. Other emotions such as burnout have been explored in the workplace from
the perspective of social comparison theqBuunk and Schaufeli 1993ocial comparisoappears

to have applicability to happiness in more hedonic terms rather thadaimonicterms so this

theory has limitations in the context of this study and as such was discounted.

3.19. Social Exchange Theory

Homans (1958) explained human behaviour from the perspective of the exchange of activity,

tangible and intangible, between two individuals or actors. Within this process an evaluation of both

costs and benefits occurs and individuals basically engage incagzraf mutual reinforcement
YEAYOGFAYAYy3 (GKS a20Alf NBfFGA2YaKALID 2KAf&ad | 2
behaviour in behaviourist terms and uses prior experience and previous rewards as a factor in
determining behaviour, Blay1960) alternatively framed social exchange theory in terms of
anticipated rewards in a more utilitarian way. Although the nature and timing of the reward is
unspecified the notion of reciprocity is central to Social Exghanheory. Within the workplace

employees experience two sets of social exchange relationships: one with their immediate
supervisors in terms of leader member exchange and one with the organisation in terms of
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perceived organisational suppoiasterson et al. 2000) Social exchange theory has been
investigated within organisational settings from the perspective of justice and fairness, procedural
and interactionalMasteison et al. 2000)Such justice and fair treatment requires reciprocity in the
form of performance. Justice and perceived organisational support have, previously, been identified
as antecedents of happiness in the workpla€olquitt et al. 2001yather than components of
happines itself. This theory was als@scounted for its utilitarian and hedonic focus which although
present in the defining attributes identified in the concept analysis is not reflectivineoimore

eudaimonigperspective indicated by the defining attributes of engagement and meaning.

3.20. Summary

While the theories discussed provide alternative ways of explaining happiness at work Self
Determination Theory was chosen as the theoretical frameviorkhis study. SelDetermination
Theory seems to help explain happiness from a meudaimonicperspective consistent with the
defining attributes of happiness previously identified within the concept analysisD8&fmination
Theory, therefore, sems most appropriate to provide a theoretical lens for the study. Whilst data
analysis was conducted inductiveloth the concept analysis and Self Determination theory were

considered in interpretation and discussion of the findings in this study.

3.21. Condusion and implications for happiness in the workplace research

The lack of operational clarigf workplace happiness concepisted in this review leads to concern
about subsequent research findings and ensuing truth claifimésis particularly so in relation to
correlations with outcomes such as productivity, creativity and organisational citizenship. Emotions,
cognition, activity and purpose all appear central to happiness in the workplace and defining
attributes of happiness in the workplace are catsint with those identified for happiness in

general. The concept analysis undertaken and Self Determination Theory provided a framework for
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the study. These became particularly pertinent during the Discovery and Destiny phases of the study

where meaning ad interpretation were essential.

Happiness, happiness in the workplace and happiness in the academy has been studied
overwhelmingly within the positivist philosophical paradigRrevious research studies have been
overly reliant on survey and quantitatvneasures of happiness includingriables associated with
happiness including satisfaction, affect and emotions. Increasingly a variety oémeif rating
scales have been used to study happiness including the Satisfaction with Lif[Ben&r et al.

1985) and the Oxford Happiness Questionngiklls and Argyle 2002Within the workplace scales

such as the Minnesota Satisfaction QuestionngMéeiss, Dawis and England 196#)e Job in
General Scal¢lronson et al. 1989)and the Job Satisfaction Survéypector 1985measure job
satisfaction with a paitular focus on job and work characteristics. Simijadyganisational
commitment (Mowday, Steers and Porter 197@nd work engagemen{Schaufeli, Bakker and
Salanova 2008)ave been measured by using survey type questionnaires. Affect has been studied
more recently by use of both seéport measures and independent observer rating scédanabile

et al. 2005) Surprisinglydespitethe contextual nature of happiness, satisfaction, engagement and
commitment fewer qualitative studies have been found. This is a significant gap as many factors
contribute to happiness and subjective wellbeing with culture and context being centraleto th
happiness experience. Quantitative approaches measure factors previously identified but do not
allow for contextual or cultural nuances within particular workplaces nor the exploration of how a
particular individual or group experience happiness. Witilste has been some small movement in
terms of involving employees in happinesthancing activities there is littlevidence of this within
academic departments. This studpught to address these gap®/ undertakingan Al action
oriented study involving ljdzl t AGF GABS SELX 2Nl GA2y 2F LI NI AOAL
their own workplace. Aqualitative approachallows for the elucidation and emergence of
contributors to happiness not previously identified. These would subsequently inform a positiv
process of designing and delivering a happy workplace in one academic department.

54



There aremajor gaps in the happiness in the workplace researdmely that of tke lack of
empirical evidence onhappinessenhancing inérventions, the lack of researchtuslies on
involvementof employees in happiness interventions in the workplace and the significant skewing of
happiness research within a positivistic deterministic paradigm. The next chapter outlines the

philosophical position and Al methodology adopfedthe study.
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Chapter 4: Appreciative Inquirfpesign And Application of Methods to
Happiness In Thé&cademicWorkplace

4.1. Introduction

In order to addresgjualitative or action focusedapsin the research am\ppreciative Inquiry (Al)
Design underpinnedoy a social constructionist philosophy was adopted in this stullye
importance of clarifying perspectives on ontology, epistemology, axiology and methodofogy
providing direction for all phases of a research study is note€Cit®sswell(1994, p. 231.)This
chapter provides such clarity and justifies thesiion adopted. The Al study waenducted within

the interpretive paradigm consistent with thaf social constructionismThe impetus forhis study

was not based on the identification of a problem in the workplace. Rather the impetus for the study
was one of personal interest in something which | believed to be important at any time but in which
| believed was increasingly important at tharticularly difficult and challenging time both in the
internal and external environment. As an employee of the School foryears | observed an
absence ofliscourse in relation to school strengths or indeed happiness in the workplace. There is
minimd evidence in the research literature of the involvement of employees in the development of
interventions which promote their happiness at work. This study sought to do this and as such
contributes something new to the emerging body of knowledge in mato happiness in the

workplace.

At the outset of the chapter the aims and objectives of the study are presented. A rationale for the
use of Al for achieving these aims and objectives is provided. A description of Al, its underpinning
assumptions andphilosophy and a critique of the approach is provided next in the chapter.
Methods of sample selection, the position of the researcher in the study i.e. insider researcher and
also manager, and ethical considerations digcussed An outline of the da collection methods

and data analysis across the three stages is provided in diagrammatic form. The chapter concludes

with an account of measures taken in this study to address issueslidfty and legitimacyof the
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study and its subsequent findiagrhe study was completed over a twelve month period in a large

nursing school in a higher education setting
4.2. Aim andobjectives of the study

The aim of the study was to develop, in collaboration with staff, a workplace which facilitates staff

happiness at wik.
A numbe of specific objectives were

1 To engage staff in a critical reflective process to identify meanafchappiness in
the workplace

1 To engage staff in a dialogue about current processes and activities which facilitate
happiness at work

1 To instgate with staff a cycle of change that promotes a happier workplace

1 To generate knowledge about happiness in the workplace through practice that will
contribute to management practice

1 To critically evaluatélas a method for researchingorkplace change
4.3. Research Design: Appreciative Inquiry

Al (Cooperrider, Whitney and Stavros 2008the methodology chosen for this study. It is one of
many approaches on the continuum of action reseafReason and Bradbury 2007Al has been
described as both a philosophy and a methodolo¢@oghlan, Preskill and Tzavaras Catsambas
2003) A subtle yet important difference between Al and more traditional forms of action research
is a greater emphasis on the underping social constructionist philosophy and its generative

capacity(Bushe 2010) Reed 2007, p. viiidescribes Al as

GX | F2NX 2F &4z OA Wihin & soysiructhoaisOdiidn@ton, amphasisidiplagey’ ® £
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Al is a process which allows for aereamination of and challenge tmowledge which is taken for
granted and provides an opportunity to consider new possibilities for ways of being and acting
(Bushe 2010) It further differs from other forms of action research in its focus on what is working
well within an organisation and building on thiather than on problem solving. Those involved in
developing Al as a search approach also critique traditional forms of action research for their focus
on action at the expense of theory developmdooperrider and Srivastva 1987t is argued by
Cooperrider & Srivast§1987) that the focus on the positive within Al is uniquely suited for
discovering generative theory. The negative focus, for those involved with Al, is seen as problematic
and it is seen to restrict potential facreating innovative theorgyLudema, Cooperider and Barrett
2006) In contrastAl focuses on the amplification of already existing solutions within organisations
LI NI A Odzf | NI & 2y  ({(Haf dantiHamiond 1998 FpA Zabngequeriz NIeS e
potential to create positive change in organisations by challenging existing patterns of discourse and
subsequent behaviours. #ore practical benefit of Al is that identifies examples afxisting good

practice and allows for good practice to be clearly defined.

Al is a positive, asset based approach to organisational change/development and research
simultaneously(Coghlan, Preskill and Tzavaras Catsambas 2003, Reed 208@} received much
interest as an organisational development tq8lushe and Coetzer 1995, Bushe 199&lt) more
recently it has become popular within the world of research in healthd®&eed et al. 2002, Carter
2006, Carter et al. 2007, Reed 20Q6articularly becase of its positive focus and implications for
practice transformation(Carter 2006, Reed 2006 he benefit of Al witparticular releance to this

study is that it is a participatory approach to researching best practice within an organisation and to
the expansion of these to furthestrengthen the organisatiofiTroxel 2002 Carter 2006) The Al

methodology therefore served the objectives of the study previously outlined.
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Although the focus of Al is differenit shares the major tenets of action research which are
collaborative working, a process of change and the gatmmn of knowledge all of which are

required in this study. According to Reason and Bradi{@007, p.l)action research isx !
participatory, democratic process concerned with developing practical knowledfe pursuit of
G2NIKgKAES KdzYlhy LidzN1J32asSax LG asSS1a G2 oNRy3a §2-
participation with others, in the pursuit of practical solutions to issues of pressing concerns to people,

and more generally the flo@iKAy 3 2F AYRAGARdzZ £ LIS MBaddifién tof Y R K
collaboration through participation and acquisition of knowledge MastEr895) previously

identified empowerment of garticipants and sociathange adeatures of action research. Similar to

other action research approaches, Al proceeds through cysiading with reflection on action to

new action which is then evaluated and further researcfd@tdsvorth 1998) This differs from the

linear progressing of traditional positivist research.

Al was chosen as the design for the study as the affirmative and positive nature of the approach is
consistent with exploration of the positive subject of happinéssthe School. The aims and
objectives of the study required an action research approach and the focus on both inquiry and
action within these aims and objectives are congruent with my own values and beliefs i.e. that
research should have some practieald immediate use for those involved, both by virtue of the
knowledge developed and actions taken during the course of the inquiry. Furthermore the
affirmative nature of the inquiry process inherentAhis consistent with my own values and beliefs

aboutthe process o€hange.

4.4. Key features ofAl

Al was first developed by Cooperrider and Srivagii@87) because of their frustration with
traditional problem focused action research approaches and the défised language associated

within it (Bushe 1995) It is described as
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Al, as a process, is based on the belief that in every society or organisation there is agrtiedihi
works and that making these explicit by asking those involvedens possibilities for a new and
different future. This belief informs the process of both knowledge development and collective
organisational action involving a number of key proesssappreciation, application, provocation

and collaboration.(Cooperrider, Whitney and Stavros 2008)
Bushe(1995, p. 14proposes that Al is

G X FYS Gakd@ing so@af systefs, in an attempt to generate a collective image of a

new and better future by exploring the best of what has lgeén

An Al study shouldherefore, produce knowledge that is useful and applicable for those involved in
the inquiry. Itshould also be provocatiygroducing innovative and creative propositions for
organisational action and change. Finaltyshould be collaborativeand involveall necessary

stakeholdergCaperrider, Whitney and Stavros 2008, Bushe 1995)

Al commences with the identification of an affirmative topic for the study. In this study the
affirmative topic was happiness in the workplace. The Four D Model of Al was chosen as the process
for the gudy and the four phases of Discovery, Dream, Design and Destiny applied in this study

were:

1 Discovery: Al is an affirmative approach and central to a study is the acknowledgement that
in every system something works. The first stage of the procesa/enng and valuing

what works. This is done by asking the unconditional positive question. Within this study
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the process involved exploration and identification of understandings of happiness at work

and current strengths of the school which particwa®cilitate happiness at work.

Dream: During this phase participants extend what they know works well to a vision of how
they see the future. Participants reflected on their previously espoused understandings of
happiness and the strengths of the schtmlook forward and imagine a happy workplace in

the future.

5SaA3dyyY S5dz2NRy3d GKAa LIKFaS GKS RS@St2LIVSyid 2
where the steps to making the desired future are identified. Participants identified how the
GAO0OK22f{FdAHNBES 62df R 6S NBFIfAaSR o0& ARSyi(ATe
participants were encouraged to be creative and provocative in terms of collaboratively

designing a plan for the future happy workplace.

Destiny: This is the implementation phasfean Al Study. The implementation phase involved
enacting the plan which included actions such as promoting the work of the School, being
more respectful to others in the school, getting to know more about the activities of others in
the school, gettingo know the students better as individuals. These and others actions will
be detailed more in Chapter 5. An evaluation was also conducted during the destiny phase to
complete one cycle and note progress. More traditional forms of action research include
evaluation as part of one action research cycle. The four stage approach of Al does not
includean evaluation at a specific point in time but it is implicit in thegeing Destiny phase.

This is a limitation of the approach and for the purpose of thiglys an evaluation was
conducted six months after the completion of the Design stage to evaluate both the process
of change and any impact of the change at that point. Figueslapted from Cooperrider,

Whitney and Stavro@008)graphically illustrates the process of Al in this study.
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Figure2. Affirmative Topic Happiness in the workplace

Discover

Meanings of Happiness
Strengths of the School

Destiny Dream

Evaluation Vision of the School as a
A Happy workplace? Happy Workplace

Design
Plan for the School

This Al Study offered a new and novel way for participants to become involved in something
interest and potential benefit to them in the workplace. It provided an opportunity fdeaglies to

engage as coesearchersn a process of meaniagaking and shared action in the workplace.

4.5. Underpinning philosophy: Social Constructionism

Al is umdlerpinnedby asocial constructionist ontology and epistemolo@eed 2007, Cooperrider,
Whitney and Stavros 2003) Social constructionism is a critical responsgaod rejectionof, a
postivist and realist philosophical stance on the nature of life and society. Understandings of the
world are gained through a reflective and interpretive process rather than through description of

observable phenomengBurr 2008)

This Al study, in adopting social constructionism as an underlying philosophy, recognises that
knowledge is developed through social interaction and that knowledge development cannot be

separated from the historical and cultural context of teehool itself(Burr 2008, Gergen 20Q9)
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Understanding, meaning and knowledge are socially constru@edperrider, Whitney and Stavros
2008) by the sudy participants and language is a key component in determining their multiple

realities.

dUnderstandings of the world are achieved through-oodinations among persons

YSA2GA1FL GA2yas FANBSYSy (iGemen@@HNhB)NAY I GASga |yl

Knowledge developed in this way can subsequently shape social interéieged 2007, Burr 2008)

and within this Al study the possibility existed for this wgr&up to
GKFELIS GKSANI g2NI R GKNRAAK @Ree82067pB6)0 KSe G ]

This study explored how happiness is experienced and understood in a particular workplace by those
who directly expeience it. Knowledge generated about happiness in the workplace directly
impacted on practices relating to happiness in the workplace now and in the future. Cooperrider,
Whitney and Stavro€008)note the agncy of those involved within societies and organisations to

change and reconstruct realities. They argue
GCKS 202U ¥VEASYH FI OG 2F 02ttt SOGADBS SEAAGSYO!
(CooperriderWhitney and Stavros 2008, p.162)

Critics of social constructionist philosophy argue that its stance is primarily reld@visty 1998,
Nightingale and Cromby 2002, Croynand Nightingale 199%aving itparticularlyopento criticism
of a moral nature. Social constructionists, however, proffer a contrary position which claims to not
prioritise one set of values over anoth@urr 2008, Gergen 2009, p. 169 his they argue is

AYLRNIFYyG Ay OKFffSyaiay3da aiKS (ONHziKé 2F GKS R2YA

In this Al Study the value stance adopted within social constructionism is embescéeithe value

of such gposition to social action. Al is a mode of action research that

63



GXSYy3aSYyRSNAR || NBGSNBYyOS F2NJ t AFS GKIG RNI ga
appearances to deeper levels of the -tifenerating essentials and potentials of social
existence. THhas the action researcher is drawn to affirm, and thereby illuminate, the factors

YR FT2NOSa Ayg@2ft SR Ay 2NBAIYyAAaAYyALudérial G & SN

Cooperider and Barrett 2006, p. 155)

Thevalues articulated both within social constructionism and the methodology of Al are consistent
with the collaborative nature of the present investigation, the topic of happiness in the workplace
and my own personal and professional values about the wiglthef colleagues and the workplace

community.

4.6. Further key Al Principles

While adhering to social constructionist principles in undertaking this study a number of other Al
principles were adopted. As with other forms of action resealpcith inquiry and ation are valued
within the study and the simultaneity of both are acknowledged. R@&@7)notes that inquiry is
intervention and Al questions are seen as actually creating what thdgigushe 2011) Within Al

this is known aghe Principle of Simultaneity.

A further principle of Al is the Poetic Principle: The metaphor of organisations as an open book is
one which Cooperrider, Whitney and Stavi@908)useto explain this principle. The story of the
organisation is constantly being-ewmthored by those involved in the organisation. The participative

YIEGdzZNE FyR FOGA2y F20dza 27F i HA & ddudzsf éhe FchoOA £ A (| § €

Within Al a belief exists that a vision of the future directs or guides current actions. This is known as
the Anticipatory Principle. In this Al study positive visions of the future directed efforts towards

exploring new and inginative ways in which the future happy workplace can be achieved.

The final principle is The Positive Principle: The positive principle relates to the belief that people
respond better when there is lots of positive affect. Organisations and peoplettentbve in the
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direction of their inquiries and it is in this context that the positive question gains its importance in
Al. Reed2007)suggests this is because people naturally tend to move towards ideas and images
that provide nourishment and energy. This study used this principle wheruesgiog participants

to articulateschool strengths which facilitated their happiness at work.

The focus of the inquiry was happiness in the workplace. This study aimed to unearth, explore and
reflect upon, constructions of happiness in the workplace ,amd reflecting on thesg to
collaboratively transform the workplace by changing practice. Implicit to this is the underlying
ontological belief in multiple realities and the -construction of these realities in contef&reene

2007)

4.7. Critiques ofAl

In addition to the common critiques of more traditional action research, for example, lack of
objectivity (Baskerville 1999, Hope and Waterman 2008jalism (BrydenMiller, Greenwood and
Maguire 2003)and lack of documentation(Moller 1998) a number of criticisms have been
specifically directed at Al . One of the ma@mmon of the criticisms noted is the focus that the
approach has on the positive and thiignores or denies problem&oghlan, Preskill and Tzavaras
Catsamba 2003, Rogers and Fraser 2003, Grant and Humphries.2086y argue that this focus on

the positive in Al could potentially overlook some very real problems which may remain unexplored
leading to a continuation of the status quo. The purpose of #isformational change and Bushe
(2011)argues that transformational change will not take place unless it addresses problems of real
concern to those involvedincluding those things perceived as problematic.cNdmee (2003)
argues that problems are nohor should notbe ignored when using Al but suggests that weakness
and problems are easier to address when taken from an appreciative stance. In such instances
mining the organisation and processes for existing strengths and resources should allow for their use
to address or improve things which are not working. Coghlan €2@03) while noting concerns,

refute the aiticism that Al ignores problems. They argue that problems and weaknesses are

65



reframed withinAlinto a focus on strengths, solutionshat works well, why and hothere canbe

more of what works well. Within Al, therefore, problerase addressed implity. It was never my
intention to ignore concerns or problems raised by participants in the study as | considered it
essential to the integrity of the process that participants could contribute to the process without
censure and that they would feel théttey could address issues that were important to them. This
was particularly important in light of my role in the early part of the study as Head of School. | was
conscious of my own management biases and was concerned that these be minimised by being
completely open to participant@erspectives whether positive or negative. While the focus of this
study was on the strengths arlifie giving forces within thecBool no attempt was made either to
censor any negatives raised or to ignore any identifiesbfgms. Any such concerns raised were
explored with participants in an attempt to see how they could be addressed within the Design and
Destiny stage in a constructive and transformative way. It was interesting to note, however, that
minimal problems wee raised and thatin general participantsengaged enthusiastically in the

identification of school strengths and those things which contributed to their happiness at work.

4.8. Summary

This Alstudy involved a process of selfflection and joint learning l@out happiness in the
workplace. The four D Cycle of Biscover; DreanDesign and Destiny provided the structure for

the study. The use of one full Al cycle allowed participants to explore happiness in their workplace
and to develop new and better wayof being and relating by taking action consistent with shared
understandings of happinegkudema, Cooperider and Barrett 2008he study took place over one

full calendar yeafrom June 2011 to June 2012

4.9. Method of sample selection

The study was conducted within a School of Nursing in asimé&lUniversityannual student body of

11,000 sudents) in Ireland. The School had a totase¥entyfull time staff, academic, technical and
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administrative The method of saple selection was one of purposeful sampl{@phen et al. 2007)
The aim of the study was to engageworkers in a process of collaborative critical reflection and
transformative action leading to change within tBehool and an open invitation was emailed to all
staff members to participate in the study. The nature of the topic for the study meant it had
relevance to all staff and it was importatt be inclusiveconsistent with the participatory nature of

Al Al full time staff(N = &) employed in the school were invited to participate in the study. Part
time temporary employeeéN = 4 and PhD Students providitgaching (N- 2) were excluded from

the study as they would have been unable able to participat@liphases of the study.

A total of twenty three staff volunteered to participate in the study. Volunteers were willing to
participate in either individual or focus group interviews. Participants came from teaching, research
and technical roles and awss all disciplines i.e. the four branches of nursing, psychology and
psychotherapy. None of the administration staff volunteered to participate despite a number of
AYGAGE A2y ao® 2 KAfald NBaLISOGAY3I &l FWesomdlA IK
concern. The reason that administration staff did not wish to participate may have been because of
my role as Head of School, but it also may have been because of their unfamiliarity with research or
because of workloads. Regardless of the redasaras disappointing not to have participation from

that group of staff. As with any action research studpducted within an organisatioover time

life events affected participation. Twenty three participated in the Discovery phase of the study,
twenty two in the Dream and Design phases, andeteenin the Destiny phaseesulting in an
attrition of four participants over the course of the study. Retirements, maternity leave and
resignations from the organisation accounted for the decreased numbgradfcipants and one

participant was unavailable to attend either of the evaluation groups.

4.10. Positionality within the study

In addition to conducting the study in my own workplace, my role in the School during the first stage

of the study was that of Headf School. Coghlan & Branni@005)propose that being an insider
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can be advantageous in terms of familiarity with the context and participants. Despite the fact that |

was a manager in the department at the corancement of the study | had worked with staff

members as a lecturer for over 6 years prior to becoming Head of School. | had a clear insight into

the culture and my perception was that | had good working relationships with most of my
colleagues. | exparnced no difficulty negotiating the process with participantghich is an

additional advantage of being an insid&eed 2008 CdzNJI KSNXY 2NB>X | a GKS Odz
of the University and School is about supjrgt research and the development of new knowledge

there was no difficulty with gaining access to School staff to invite them to participate in the study.

| was cognisant of the potential impact of my role as Head of School at the outset of the s$tiathy w
subsequently changed to lecturer during the course of the study. The relationship between me, as
Head of School, and staff members in general seemed to be very open., Homas/er, conscious

that this mayjust havebeenmy view and that this may wva been a deciding factor for some staff

members to choose not to become involved in the study.

The interview, individual and focus group, was chosen as the method as it was considered most
appropriate in meeting the objectives of the studywas carefuto ensure that the ambiance at the
meetings was respectful and relaxed. During the courgheointerviews and focus groupeetings

at each stage of the inquinNJ LJLJI2Z NI ¢ &4 3I22R YR GKSNB RARyYyQI
participants articulatingheir views. | cannot out rule the possibility of participants only expressing
views which they may have felt | wanted to hear but the discussion was vigorous and enthusiastic.
Regardless of my role participants were asked to focus on strengths of toolSather than
weaknesses. During the course of the study | was conscious of the interactional nature of these
interviews and my position within them. Rejecting neutrality | acknowledge the co constructed

nature of the study findingéHolstein and Gubrium 1997)
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4.11. Reflective Journal

During the course of the study | keptreflectivejournal. Reflective journals are not uncommon in
gualitative or action research studig®ttlipp 2008) They are used to aid the researcher to be
reflexive about their research and their -@going process of analysis during the research. It was
particularly useful for me because of my position as an insider researcher amdlergs Head of
Sdool. Additionally they assist with transparency regarding decisions made during the course of the
research(Ortlipp 2008) The diary assisted me with a documented record of the process and my
thinking and changingerspective over the course of the study. It allowed for argoimg internal
critical dialogue concerning many pertinent issues during the research. These included reflections on
my position and changing role within the study, examinations of my owregjasflections on the
analysis and on the emerging findings, and a critical examination of the methodological process
which was one of the objectives of the study. While general this was kept as a separate
document to the thesis some reflection wasted during the analysis using the memo option in
Nvivo and were stored within the programme. Where relevant, elements of this reflection will be

used within this report to highlight points of note.

4.12. Ethical Considerations

Ethical approval for the studyas obtained from the University ResearchhiEs Committee.
(AppendixTwo) Cohen, Mannion and Morrisorf2000) note the complexity of ethics in social
science research and suggest thatther than following an ovdy prescriptive set of guidelings
SIFOK NBaSINDK adGdzRé aKz2dZ R 068 SELX 2 NB®hengt Al a
al. 2007, p.5Q) Coghlan &Brannick(2005) highlight the ethical issues when conducting action
research particularly when researching in your own organisation. They argue the importance of the
relationship between researcher and participants and propose negotiating between the pamties
issues such as consent and confidentiality which can be problematic in the shifting messiness of an
action research project. Staff were invited to participate in the study and were informed of the aim
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and objects of the study and what would be invalveéhould they choose tparticipate @ppendix
Thred. Staff members agreeing to participate were invited to sign the cdrfsem (Appendix Five

at the first meeting, having read ¢information leaflet (Appendix Fouand were advised that they
would na be named in any dissemination of findings. Participants were not asked to sign consent
forms at each subsequent phase of the study as this was implied in their attendance and
participation. Because of the participatory nature of the study and the dsiaterviews, focus
groups and other group meetings participants were made aware that maintaining complete
anonymity would not be possible. Confidentiality whswever, assured. Recordings of interviews
were transcribed and then stored in a locked ca&bialong with hard copies of transcriptions of
these interviews. Datanaintained on the computer in NWb was stored in files which were
password protected. At the start of each interview/group meeting participants were briefed on the
project and askedor their input. Additionally participants were advisedas per normal research

ethical protoco]that they were free to withdraw from the study at any point.

4.13. Diagrammatic Overview of the Al Study: Happiness in the workplace

While adhering to the four Ipases of the 4 Al process, phase two and phase three were both
conducted during the second round of focus group meetings with participants. | called this round of
focus groupsd / 2 Yy & Sy & dz&etingsh HizLfbur aphases of the studincorporating data

collectionand data analysis are illustrated irbta 4
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Table4. Overview of Al study

Data Collection Data analysis

Phase 1:Discovery:

What is working well, Whg| 2 Focus group interviews Thematic analysi
are the strengths of th developed from templatg
school in relation td| Group 1: N=10 of analysis of firstfocus
happiness atvork Group 2: N=9 group. The templa't('e wa

subsequently modified a
subsequent interview
were anaysed: (King,
4 individual interviews Cassell and Symon 20(

2012)
Total: 6 interviews

Phase 2 Dream and Phassg
Design were carried o
simultaneously at  two
months

Phase 2: Dream
3 Focus group/consens

Imagine a happy school in tiff group meetings.

future. What will it looKike

Group 3:N=11 developed from templatg

of analysis of first foc

group: (King, Cassell a
Symon 2004, 2012)

Phase 3: Design Review ofthemes generate(
in phase one.
discussion to identify
school.

Design a plan of action

ensure the school remains | Group discussion to devel
happy workplace and tJ| provocative propositions an
implement d| plan.

interventions to make it

happier place

Phase 4: Destiny/ evaluation§| 2 focus group interviews

What has worked well anf Group One: N= 14 Thematic  analysis

what can we continue to do~ outcomes and process.
Group Two: N=5

What has the experience o _

the process been? 2 individual semi structures

interviews: Head of School
Director of Quality
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4.14. Quality of the study

Exploration, understanding and action were central components of Mlistudy Qualitative
methods were employedo develop an understanding of happiness in the workplagaisshared
understanding subsequently informed the action component of the stulligNiff and Whitehead
(2006, p.157y 2 1S (G KS & rof/valiSitykndlegitivhdcyh ifi @rinsf ensuringauthenticity

and application of action research.Demonstrating #ention to methodological rigourand
establishing relevance aréherefore, essential components of an action research studgnsistent

with the participatory nature of the study and of Al, | chose to regularly check back with the
participants themselves in relation to ensuring participants perspectives were represented as
accurately as possible. During the course of the interviews member dggthkincoln and Guba
1985, Guba and Lincoln 1994xs employed by me to ensure shared understanding between me as
the researcher and the participants. Transcripts of focus group interviewmdivitlual interviews
were sent back to participants prior to analysis and input invited. Lower order categories from the
initial analysisof individual and focus group interview transcriptere returned to participants at

the consensusneetingswhere a@in input was invited both in terms of accuracy, analysis to date
and in terms of identifying any higher order themes or categorReturning data and early
interpretation of findings to participantenhancedthe validity of the subsequent findings of ¢h
study (McNiff and Whitehead 2006)Further reflection on authenticity of the participatory process

in this study is also provided in Chapter 8 page.148

In this study the use of a reflective journal, theoretical@amalytic memos and documentation of
the methods and process of analysis and interpretation of findings provide an aud(ttraidln and
Guba 1985)and provide transparency. Examples of these will be providedsubsequent
chaptergappendiceswhere relevant. An overview of coding, category and theme formation is

provided in AppendiXwelve This thesis itself and the detail providadchapters 56, and 7provide
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an opportunity for review and critique of botthe process and outcomes of th&sl studyand

addresdegitimacyof the study(McNiff and Whitehead 2006, Reason 2Q06)

In adopting a social constructionist perspectinethis studythe cultural and contextual influences
on understandings of happinease acknowledged This thesis and contextudétail within provide
an opportunity forexternalreview and consideratiorof relevanceand transferabilityof findingsto

anothersetting(Seale 1999)

4.15. Conclusion

With its focus on appreciatinglready existing strengths Al provides novel way to engage
colleagues in a collaborative process of change. Within this approach there is potential for
participants to ceate and shape the workplace of the future in line with what is important to their
own happiness in the workplaceTheory development and action arequally valuedin Al The
approach chosen provided a practical way for this researcher to study amagiogly important

topic with colleaguesn a constructive and participatory mannér 2 Yy RdzOG Ay 3 NB a S| NOK
own place of work raises many issuelly positionas Head of School andsearcher within the
process was acknowledgeahd appraisedin this chapter Mechanisms for ensuring validity and
legitimacyof the processand findingswere made explicit. In line with the sociatonstructionist
principlesit is acknowledged that findings from this study represent multiple realities of participants
in one particular orgaisation at a particular timeThe next chapter presents the research matko

incorporating one Al cycle.
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Chapter 5:Appreciating What Is and Creating What Is To Be

5.1. Introduction

This chapter presents the four phases of the psxin one Al cycle. The journey from Discovery,

through Dream and Design to Destiny is described. Methods employed in all phases of the study i.e.
AYRAGARdzZ f FyR F20dza 3INRdzLI Ay (i Kmi Cgelhand Symon G K S Y |
2004, King 2012Yemplate Aalysis are outlined. Following the Discovery phase of the study
participants engaged in a process of envisioning and designing a happy workplace for the future in

the Dream andDestiny phases of the studyThis process is describedesulting vision and action
statements agreed by participants in this process are made explicit. Finally experiences of
participants ofensuing changes and tie Al process itself are sought aedploredas part of the

Destiny or evaluative phase of the study.
5.2. Discover

Inthe Discovery phase of the studyeanings of happiness and strengths of the School in relation to

happiness at work were explored and explicated.

Figure3. Al Process: Discovery

Discover

Meanings of happines Destiny
Strengths of the School
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5.3. Process of discovery

Two focus group interviews and four individual interviews were convened ier aodengage in the
process of discoveryAs this study was about working with colleagues to develop an understanding
of constructions of happiness in the workplace and to collaboratively develop a plan to facilitate and
enhance happiness in the workplacénterviews were considered the most appropriate method of
data collection. Interviews are a common method for data collection in qualitairarahoo 2006,
Kvale. 2007)and action oriented resaah studies(Baskerville 1999, Meyer 2000, Coughlan and
Coghlan 2002) Kvale (2007)describes the gualitative interview as ans@rsation through which an
interviewer gets to know another person, gets to learn about their experiences, their lives, their
dreams, hopes and fears. It is an interactive process where, through question and answer,

knowledge is constructed between boplarties(Kvale. 2007)Seidman(2006, p. 9proposes that

a! G GKS -dejd@hznierviéwing i4 ah interest in understanding the lived experience of other

peopleandi KS YSIFyAy3 (KS& YI1S 2F GKS SELISNRSYyOS d¢

Focus groups are frequently usedAhand other forms o&ction research because of the focus on
participation, the democratic nature of the focus group and the interaction within focus groups
(Patton 1990, Kitzinger 1995, Reed 2007, Carter et al. 200Fg participatory nature of focus
groups hasbeen identified agotentially empowering for participant¢Gibbs 1997, Williams and
Katz 2001) Race, Hotch and Parkér994) identify the focus group as a forum for change as
participants can be involved in making daonhs during the course of the focus group or may
contribute to decisions made by management as a result of feedback from a focus yrawlolition

to developing an understanding of workplace constructions of happiness this study involved

participatory clangeand consequently the focus group was chosen as an appropriate method.
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A total of 19 individualparticipated in the focus groupshe first comprising 1@articipantsand the
second 9participants and a further four individuals volunteered to parntiate in individual

interviews.

Suitable times were negotiated with participants for tmeetings and thesgere held in one of the
communication suitegn the Schoohs this was felt to beomfortable and less formals| was very
conscious of my rolesaHead of Schoblvas anxious that | meet with participants in an environment
where they would potentiallype more comfortable. Additionallyit was hoped that the less formal
layout of the room would facilitate a relaxed atmosphere where participants ldvdeel more

comfortable talking about the workplace.

Influenced by the underpinning social constructionist perspective hropen ended questions were
asked in order to try to understand the topic of happiness in the workplace from the perspective of
the participants who had volunteered to be involv@bpendixSiy. Consistent with Aguestions

were framed positively and participants were asked to reflect upon their experiences of being happy
in the School. They were prompted to do this by focusingelling the story of a particular time

that they were involved in working on something that they particularly enjoyed. They were also
asked to articulate strengths of the school which contributed to their experience of being happy. A
number of promptddentified from the concept analysis were also used to encourage discuessgjon

emotions, the nature of the work itself and satisfaction.

Discussion in both focus groups was robust with active participant interaction. The tone of the
discussion in th@roups was positive andt times humorous. There was minimal disagreement as
participants articulated strengths of the school and the importance of these for their happiness at
work. My diary entry following the first focus group indicated that | eaprised at the amount of
positivity and how easily people spoke about the strengths of the School. | was conscioas that
manager | may have just noticed the positive reactions more strongly than the negative onles so

listened to the tape again tensure thatm@ 26y LISNBRLISOGA DS whdt Bhad G
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heard. Re listening to the tape recordings confirmed the strong positivity of the contributions.
Similar positivity occurred in the subsequent focus group and individual interviews. rifdipaants
contributed with minimal prompting. | was conscious to ensure that all participants contripased
focus groups have been criticised for being susceptible to the dominant voice as a result of coercion

or group cesorship of the minority opinieo (MacDougall and Baum 1997)

Focus graps have been critiqued SOl dza S 2F GKS LISNDSA g@Rvellladad a A 6 A f
Single 1996) | decided to use one to onetérviews in addition to focus group interviews in the

Discovery phase of the study in order to identify whether themes identified during exploration were
consistent across focus group and individual interviews thereby identifying potential group think.

This allowed for the subsequent examination and comparison of meanings these participants
attributed to happiness at work compared to those expressed during the focus groups. In gddition

it allowed for a number of participants to be involved in the stwho were unable to participate in

either of the two focus groups.

Four individualriterviews were conducted in the Discovery phase of the study. Individual interviews
were held in participants own offices. | believed that it was important to ensureaitm where
participants were comfidable but also where there waskely to be as little distraction as possible
(Turner 2010) The same interview questions were used in the individual interviews as were those
for the focus groups. Individual interviews lasted from twenty minutes to an hour and participants

were also positive and enthusiastic requiring minimal prompting.

5.4. Developing understanding

All interviews were tape recorded, transcribed and typ@nscipts were returned to participants
for verification and correction if required. One participgoovided clarificationin one of the

individual interviews and a further four participants verified the accuracy of the transcriptions.
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Data was analysed dag this phase of the study using Template Analfisisg, Cassell and Symon
2004, King 2012) While mindful of the concept analysis conducted at the outset of the study |
decided not to impose @riori codes on the data but rather to develop the template inductively
from the interview data. This was necessary in order to try to develop an understanding of the
meanings participants attributed to happiness in the workplace. Furthermore an indugipw®ach
allowed for an exploration of participarf@®erspectives on the strengths of this particular workplace

at this particular time.

Data from the first focus group was coded line by line having imported the transcribed interviews
into Nvivo9. One tndred and thirteen codes were identified in the first focus gro@ndes were
reorganised, thertlustered into categories and categories definedteriplate wasdevebped from

this and thiswas then applied to the second focus group and four indivichtarviews (Appendix
Twelve. The template was modified as new codes and categories emégKjad, Cassell and Symon
2004) When all the transcripts were analgband categories developed tteategories were listed

and returned to participants irthe next round of focus group meetings in the Dream and Design
phase of the study. Cooperrider , Whitney and Stay2@98, p. 6propose tha identification of
thedbest2 ¥ GgKIFG Ada¢ O02YYSyOSa | LINROS&aa 2F Sy@Ararzy
Dream phase of the study. This subsequently informs the development of action statements of new
ideas for the future which are consistent with past successes and sherifhistakes place in ta
Design phase of the studyable 5presents the categories developdallowing the focus groups in

the firstphase of the study.
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Tableb. Categories

Category

A place of values

Autonomy

Achievemat

Collegial characteristics

Collegial support

Developmental

Flexibility

Identify with the School and organisation

Good infrastructure

Managerial support

Good relationships

Team work

The work itself: Meaningful, creative and varied

5.5. Dream and Degn

Al has been noted for its generative capacityoxel 2002, Bushe 2018hd the Discovery phase
provided participants with a new way of talking about their workplace and their wellbeingrvitith

The act of uncovering those elements in the School, which participants perceived as contributors to
their happiness at work, commenced a process of transformation consistent with one of the
objectives for the study. In the next two phases of #tady, Dream and Design, participants
extended this transformation by workirtggether, collaborativelythinking further about, imagining

and planning for the workplace of the future.
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Figure4. Al process: Dream and Design

Discover Dream
Meanings of Vision of the School
happiness at work as a happy workplacs

Strengths of the Design
School Plan for the School

5.6. Consensusneetings

Participants were invited to attend one of three focus group meetings which | subady called
consensus meetingéAppendix Seven) Consensus meetingsere held in December 2011 and
January 2012. One of the original participants wasble to attendeither of the meetingsand
elected to drop out of the study while wishing it every success. Consistent with my commitment to
accommodating participantghey could choose whichonsensus meetintp attend, depending on

their availability. The four participants who had participated in the individual interviews in the
Discovery phase of the study were also invited to join the groups. This was considered important in
terms of the objective of collectively constructing the workplace of titere. The purpose of these
groups was to present back to participants initial analysis from the Discovery phase , invite them to
comment on, validate or reject categories developed and then to engage participants in the Dream
stages of envisioning theiture of the school and the Design stage of proposing ideas about how to

achieve these(Appendix Eight)Each of the consensusmeetingstook about two hours. The

80



proceedings of each workshop were audio recorded and vision statements and identified action

statements were also noted by me on a flip chart as they were identified during the workshop.

5.7. Clarifying what we know: Validating categories

Participants were presented with the categories developed from the Discovery phase of the study.
Whilst codes hadeen grouped into categories these had not been developed into hierarchical

themes at this stage as | felt that it was important to invite participants input on the data analysis.

A modified nominal group technique, i.e. use of the round robin method, weasl during each of

GKS 3INRdzLJa (2 SyadaNB (GKFG Fff LINIAOALIYGaQ GAS
equal and democratic wafDelbecq 1974, Carney, Mcintosh and Worth 1996Participants were

asked for their views in turn without interruption from others first. When all perspectives had been

heard and no new ideas presented the groups were opened to a more free discussion. Across the
three groups there was agreement d&hthe categories presented were the main ones which

reflected discussions in the initial interviews. Some discussion took place regarding a number of the
categoriesparticularly autonomy. Participants were invited to suggest a further hierarchyadde

from identifying a relationship between flexibility and autonomy and a suggestion thag¢steém

was a component of many of the categories in Grough€y left that to me as the researcher.

5.8. Towards a better future/ Dream

Participants were then inted to imagine the school of the future. They were invited to make
statements in relation to how it would look. All participants were encouraged to participate and

present their views. Againighwas done by elicitin§ I OK A Y RA @A R detufn.QEhis wadza3 3 S & (0 A
followed by some group discussion. Participants were encouraged to be creative and provocative. A

list of agreed statements or propositions was drawn up.

The first group struggled a little with this process in their workshop. In myctigite on this

particular workshop | note that | was uncomfortable with this and felt that this may have been
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because of my lack of experience of moderating this kind of group. This group was smaller than the
other two (n = 4 ofthe three groupsand strugded to achieve consensus on either the vision of the
future and the plan. The small size of the group also may have been perceived by the participants
to be a little threatening and Carney et (@996)proposea minimum of six participants in order to
promote a sense of safety. Originally there were to be more than six participating in this workshop
but a number were unable to attend on the day. The four participants who were available chose to
proceed with tke workshop as they had made the time available and might have difficulty doing so
again. Despite attempting to use the round robin technique | found it hard to prevent the group
from engaging in a more discursive format and to redirect the focus of théskiop into more
concrete thinking and making statements about the future. The group got a little engrossed in
discussing autonomy, the responsibility inherent in that and negativity of some of the School staff. |
was conscious of my role and position damocratic participation and so was reluctant to be as
directive as | possibly should have been. Having reflected on my experience of this group, | was
more focused and structured in the subsequent two groups. | found it easier to manage the stages

and o direct the discussion on to the vision statements after an appropriate amount of time.

All of the groups spent a little time talking about the negativity of other School staff members and
the difficulty with managing that. One of the key principlesfdfis that of focusing on the positive. |

was conscioushowever of the criticisms of Al in relation to only addressing positiffesgers and

Fraser 2003, Coghia Preskill and Tzavaras Catsambas 2003, Grant and Humphries 2006)s
important to me that my colleagues had the opportunity to express negatives as well as positives if it
was to be a truly authentic and respectful process. It was interestingt® the small amount of

time across the groups and across phases of the study spent on discussion negatives. The negative
issues raised were also interesting as they were raised primarily as exceptions to the positive issues
e.g. supportive colleagues, tmmomous workers, and sing administrative processedMuch of the
discussion focused on the negativitff @ small group of staff and theerceived destructive impact

on participants and others in the school. Whilst this was important for participanéy quickly
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looked to address these negatives in a positive manner in the Dream and the Design stage of the
study. In each of the groups a list of vision statements were drawn up. These were subsequently
amalgamated in to one mastéist with duplication emoved.Table6: Presents the integrated Vision

of the School in the Future generated from the Dream Phase

Table6. Vision of the School

Vision of the School in the future: How the School will look

1 The school will embrace all itsntities and there will be more respect for the different contributio
people/disciplines make.

¢tKSNBE gAfft 0SS Y2NB AKATGOGAY3I INRBdzZI Ay@2f gSYSyido
A wider range of people will step into key roles of resporigibil

Overall people will have a sense that they are supported

There will be more peer accountability

We will know the students better as individuals

We will have more opportunities for review, feedback/acknowledgement

Theschool will be smallemore divese and more virtual

Our meetings will be focused and more productive

The School will be a place where having fun is ok

We will be a centre of academic and practice excellence

Staff will be competent and knowledgeable

¢tKS {OK22fQa SEIBRNIAAS 6Aff 0SS Y2NB OA

We will have more international linkages, both staff and students

We will continue to be innovative

The school will be more proactive in responding to funding opportunities

=A =4 =4 4 4 4 -4 -4 -4 -4 -4 4 -4 -4 A -4

The school will be recognised as a place that students will want to corag #oplace of excellence in particul
areas.

The school will value teaching and learning equally with research.

The school will comprise a focused research centre in a specific area

The School will support the development of publications

The school wilinvest further in the Health Living Centre

The School will raise its profile nationally and internationally

The school will maintain its positive flexible practices

The School will have a strong administrative system

=A =4 =4 4 4 4 - =9

The school will care for people moreatt processes.
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5.9. The how of a better future/ Design

Following the Dream stage of the consensus meetings people were asked to think about how their
vision of the school in the future could be achieved. Discussion took place at each group meeting
and a listof actions drawn up. The groups were advised that actions should be practical, realistic
and achievable within the current constraints. Participants at each group meeting were also advised
that their list of actions would be amalgamated with the listfrthe other two groups. Overlapping

actions would be streamlined and an integrated list developed. Each group drafted a list of action
statements which were subsequently integrated into one masterTigble7 presents an integrated

list of the agreed a@bns generated from the Design phase.
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Table7. Action Plan

Plan: How will we do this?

We will
1

f
1
f

create more openings for people to take on roles
KIS Y2NB a0OKz22f S@Syida G2 aOSt So NIikutheand edthusigsms A
match interests with worle.g.teaching.
engage with students in ways that are meaningful to students at different levels. We will initiate some of
but will also respond to requests from students. We will invite studentsttag know what they are involved in
0 e.g. icebreaker exercises for first years.
0 Social and sports events
o Charitable /voluntary basis e.g. strictly come dancing, rag week events etc
recommend the recommencement of some form of formal review opporturdtystaff to set and review goal
and receive feedback
organise a number of opportunities annually as part of a process for staff to get together to explore
possibilities and collaborationgross fertilisation of ideasyork sharing, idea generatioand project progressio
e.g. Creativity think tank, staff day, research sharing day and follow up.
develop a new format for additional seminars for people to present on their areas of interest/expertise e g
15 minute presentations. There will besacial element to it
host an interdisciplinary conference
use the digital signage to display school/ individual staff activity and successes. Posters on poster board
moved rotated and replaced regularly to display ongoing activity.
explore the @ganisation of a facilitated day or half day open to all staff on how to be creative and innovativ
organise and encourage attendance at training for staff for the constructive management of and contribu
meetings. We will also encourage the prema&wndings of meetings which become destructive.
organise more informal social events or start a social club which would organise more regular social nights
identify particular areas of expertise which we will profile and which will make a contribtaitre National and
International Debate. We will do this by being proactive and putting ourselves forward for comment, avai
media training and sharing our experiences after we have been on radio or TV etc.
explore other models of academic and piiae excellence and benchmark against them. We will liaise with
new Director of Quality on this
become better informed about the university structures which will enable us to make better linkages with
university and take on roles on wider univiggscommittees. This magequire some formal input
be constructive and positive in our day to day language and celebrate successes in the schaattémpt to
refocus negativity
respond to and avail of all supports/training made available to developtechnological skills, we will avail
university supports to set up our own websites
respond to external and economic drivers for more virtual delivery of activity

have a consultation regarding more flexible admirison processes and structures
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Same discussion took place in each of the consensus group meetings regarding the implementation
of these actions in the Destiny phase of the study. It was agreed that in general participants would
take personal responsibility for taking them forward. |esgt as facilitator to talk with the Head of
School and the Director of Quality in relation to those which required School support in terms of
resources. This improvisational approach rather than a more formal implementation change
management process hasaeived support by more recent proponentsAdfiBushe 2007, Bushe and

Kassam 2005¥ his approach is presented graphically in Figure 5.

Figure5. Improvisational Destiny

Improvisational Destiny
Creating conditions for rapid, positive change

We know where
we want to go

While leaders
track and fan

NI SN

We don't need
permission to act

Taking voluntary,
visible action

Source Bushe 2007

dza K2B@Y Ap. 6)improvisational model is based upon the four key elements

1. Creating collective agreement on what is to be accomplished

2. Ensuring that people believe that they arathorised to take actions to move the
organisation ( or themselves) in the direction of the design

3. Creating commitments by everyone to take some kind of initial action

4. Looking for any and all acts that mowee organisation and individual® the desired

direction and find ways to support and amplify these islea

86



| wasalso particularly consciows ensuring thatas a consultative and participatory process with my
colleaguesl was guided by how they wanted tollow up and enact the visionlt was agreedhat |

would meet with participants one final time in June to review progress and evaluate the process.

Following the three consensumeetingseach of the lists were reviewed. Some of the statements
were combined where there was overlap of intent. Ategrated list of vision statements and an
integrated list of actions were developed as above. These were subsequently circulated to all
participants for comment. Aside from one dissenting comment received all were agreeable to the
vision and the plan. d@nmunication with this individual indicated that whilst they had some
difficulty with the final integrated plan there was much in it that they cosldbscribe to. |

considered that consensus had been reached at this point

My reflections on this stage dahe study particularly focused on how constructive the process had
0SSy Ay 3ISYySNIt o t I NODAOALI yia ¢SNB adzllR2 NLGAGS
the discussions within the groups. The interactions of participants were supportivegiabland

enthusiastic about the process of generating a vision and plan of action for the school of the future.

While the vision statements and the plan of action were the main outcome of these two phases of
the study, transcripts from the three consams group meetings were also coded and analysed using
the template previously developed. This | felas important in order to see if an analysis of these
meetings added anything new to our growing understanding of happiness in this workplace. At this
point emergent categories were collapsed into more global overarching themes. Four main themes
were generated from data collected during these phases of the study. These theme®Beiage
Happy, SeltDetermination, Fulfilment and Community These themesra presented in detail in

Chapter 5.
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5.10. Taking stock: Destiny

It is acknowledged that six months is a relatively short period of time for evaluation of the process
consideringthat many of the actions specified would take significantly longer to achiesevigion
outcomes. However some of the actions were completed during this time frame and | considered it

important to review progress.

Figure6. Al Process: Destiny

Dream

. _ Vision of the School aj
Meanings of happiness a happy workplace

Discover Destiny

Actioning the plan and
Evaluating the actions

at work

Strengths of the School ISl

Plan for the School

Destiny is usually the fourth and final phase of an Proje&ithough it is the final phase of the

process Cooperider et g2008)note that destiny is the continual and eyoing phases of discovery,

dream, and design. Having completed a time limited studgaw tke lack of evaluation at a

particular point in time as a flaw particularly in the context of conducting a study in my own
workplace. | believed an evaluation was essential from an ethical point of view having availed of
collegial participation and work tiem It was important to me that participants had an opportunity to

comment on whether they thought the process had made or was making any difference to
happiness in the workplace. Additionally one of the reasons for conducting this particular type of

resd NOK ¢l a GKIFIG L 0StASOSR GKIFdG AG gl a AYLRNIFYU
some practical outcomes. This phase of the study therefore focused on practical and perceived

outcomes.
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Four participants were no longer available to partiatp in the study during the evaluation phase.
One participant had retired early and a furthearticipanthad commenced maternity leaveOne
participant moved to other employment andne participant was unavailable to attend the
evaluation groups. It isormal in a work study conducted over a year long period to have some

movement of staff.

Participantswere invited to attend by email (Appenditing). Theyagreed b attend one of two
focus group meetingfor the final evaluation phasén these focus ups p@rticipants were asked

to evaluate both the outcomes of the study and the process ité&ffpendix Teh Additionally
meetings were held with the Director of Quality and the Head of School as a follow up to those
conducted with each of them followig the consensus meetingBoth were asked about progress

on issues raised during the course of these initial meetjAgpendixElever).

My reflections of the focus group meetings indicate that participants were slow to articulate the
impact of the studyand were more reflectivéhan spontaneous in these groups than they had been

in the previous two rounds of engagement during the Discover, Dream and Design phases. Again |
was conscious of the changed roles of a number of participants particularly thizt olew Head of
School and the New Deputy Head. Both were participants of the first of the evaluation groups. This

A 2 4 oA x

YIEe KFE@S FTTSOGSR LI NIAOALI yGaQ NBf dzOiGrFyO0S G2 o

'daty

critical in any way of the school aiid management. The second groumwever, were similarly
less spontaneous and it appeared to me that in both groups people needed a little time within the
groups to reflect on changes within themselves or external changes that they personally were

involved in since commencing the project.

Two subsequent semi structured interviews were held, one with the Head of School and one with
the Director of Quality. These were held two months after the evaluation focus groups due to the
non-availability of the pdicipants over the summer months. Questions for these interviews were

based on the implementation plan developed during the study and focused on determining the
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success of those elements of the plan previously discussed with bdtwiog the consensus
meetings(Appendix Eleven Data from the focus groups and interviews were analysed thematically.
Themes were developed inductively following three phases of analysis. Transcripts were coded line
by line and then categories developed. The small numibetse two focus groups in the evaluation
phase impacted on the emergence of patterns in the data. Twaimthemes emerged. These were:

Rethinking Happiness in the Workplace and Taking Action on Happiness in the Workplace.

5.11. Conclusion

During the four phaes of the Al studyasticipantsengaged enthusiastically in the process despite its
novelty i.e. the topic of happiness and theppreciative focus of the methodologylthough a
number of participants left the study due to changes in their employmenustabne left because

they no longer wanted to participate in the study. Consistent with their expressions of happiness in
the workplace participants decided to enact the action plan in a-stoudured, autonomous way.
Chapter 6presents the findings othe study, elucidates meanings of happiness in this workplace,
identifies outcomes achieved and presents changes at school level and patticipantsas a result

of their engagement in this study.
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Chapter 6 Understandng Happiness andChange in tie Making

6.1. Introduction

Emergent meanings of happiness in this workplace are revealetthis chapter Meanings of
happiness compriseositive emotional anaognitive processes and actiorigving the autonomy,
support and flexibility to be settetermined; beingfulfilled i.e. successfully engaging in meaning full
work consistentwith personalvaluesand feelingpart of something with likeninded colleagues
Consistent with the Al process these constructions provided the underpinnings for the development
of the action plan orpage85. Consideration is giveto changesachieved during the action phases

of this Al studyacknowledging some of these remain outstanding and many remain in progksss.
with all forms of action research, difficulties ariseaiscertaining which changes are attributable to

the study andwhich are occurrindor other reasons.Notwithstanding this a number of changes
were attributed to the process, including more positive staff interactions with University and Faculty
processesmore positive interactions with students, more opportunities to celebrate and gain more
knowledge of school activities and raised profile of school activities in the médimal key
objective of the study was toritically evaluate Al as a method forsemarching workplace change

As part of the evaluation process participants expressed satisfaction with the Al process and
indicated changed thinking and behaviours as a result of their involvement. These changes are also

presentedhere.
6.2. Meanings of happiess in the workplace

This section presents the fowmergentthemes in the meanings of happiness in the workplace:
Beinghappy; SelfDetermination; Fulfilmentand Community Subthemes which gave rise to the
main themes areexplored Happiness is a compledynamicand multifacetedphenomenon and
thematic findings are interrelatedrigure 4provides an illustrative diagram ofeanings ohappiness

in thisacademiavorkplace
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Figure7. Meaningsof happinessin the workplace

Being Happy
Positive emotion
Satisfaction Choice

Fulfillment

Achievement M ean | N g S Self

The work itself Determination

Learning and
development

Of Autonomy

Suppport

Feedback h ap p| N e S S Flexibility

Values

Community

Collegial
characteristics

Relationships
Belonging

6.3. Being happy

In this study participants had some difficulty with expressing how they experienced being happy
particularly with identifying those components which they saw as attributes of the experience of
happiness itself. Happiness was not something whiely thaturally thought about in the context of
work. When encouraged to think about it in this study participants described happasdssth an

emotional and cognitive state® t SNE2Y It 3SyOe Ay@d2ft SR Ay LINEZY
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also noted by anumber of participants. Being happy therefore involved feeling happy, judging

oneself to behappy and choosing to be happy

6.3.1. Positive emotion

Positive emotion was perceiveloly participantsacrossindividualinterviews and focus group# be

an essentihand centralcomponent of their happiness at work. Passion and entlagsn were
positive emotions identifiedy many participants in terms of the work itself. Passion was usually
experienced when working at something the individual found meaningful ogrcamt with ones
values and interestsThis was illustrated byne participantwhen hespoke about the development

of a new programme in the School.

The whole design of this programme you know a number of those modules reflect the background

and interests2 ¥ G KS f SO0dzZNBNJ FyR ¢S alAR RARYQG 6S3z A
something about people, you know, going in the directid people linking, you knoaspects of the

work to what they genuinely are enthusiastic about, you know rathen thbeing given, rather than

it being a syllabugP: 15, ®1: 2)*

This was supported another participantwhen she stated

The interesting thing is | think, the nursing group, dare | say it, needs to reflect on that a bit more
because thereisan@lY Sy G 2F LQY | ydz2NES GKSNBFTF2NB LQY GSI (
FY LI aaraz2yrdsS Fo2dzi GKAAO® b2g LQY y2G aleéiay3a Tz

people are passionate about what they do, but | think, you kifiews, C M2)

Combining work with individual interests, which one is passionate about, was perceived to

contribute to a happier workplace.

A number of participants spoke about the positive emotion of pride which they experienced at work.
Pride was experienced in ¢hcontext of individual, school and institutional success and was
synonymous with achi@ment. The feeling of pride was particularly so in relation to the studetuts

their developmentand to the perceived success at the quality of the educational progresn

! Source code: P: Participant, II: Individual Interview, FG: Focus Group, CM: Consensus meeting, EG Evaluation
Group
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L GKAY]l OGKFG &2dz F68t GKIFG LINARS v2adte +a o8¢t
mentioned the students, but em you feel that pride mostly when you see the students in action so like
if you go to clinical practice and see youwnmu get good kinda feedbadl: 12, F G: 1)

7 P

I aS02yR LINIAOALIY(H y234SR LINARS Ay (K alddzRSy i
special mass held for a student who had diddring the previous summer. Thstudents
demonstrated great matuty and responsibility during the mass amdtheir interactiors with the

FOFRSYAO aGFF¥F YR (KS aGdzRSyiQa FlLYAfE&od

I think about that, when we had that mass f{studentname), and you meet the students on a whole

different basis, as a whole, as a diffet¥ (i K & diflérenidynamiz ¥ & @al GSF OKAy 3T A
I S OKAY3 LidzN1LR &S . 2dz YSSG GKSY |a LIS2L)X Sz | .
that was really affirmative of my job as a lecturer, meeting those students and knowingthaally

in those students, | was a very small part of their development through our hands here. But that

made me very proud and | just wonder if that is something that is demonstrable, that we could
maybe do more of in the scho@: 12 C M1)

Paticipants identified joyas a positive emotiorthat they particularly felt at work. This wasfelt

when they were engaged in work which they found pararly meaningful oengaging. Additionally

joy wasfrequentlyfelt whenworkingwith other staff.

MinSQ& + o0AG Y2NB o0FaAal0 GKIFy GKFGZ Ay GKFG L KF@S
220a FyR (KAAa 2yS F2N 42YS NBlLazysz ¢gKFEGSOSNI A
work, where normally | would be trying to find reasémssomething but | actually enjoy coming and

L R2y QG 1y2¢ o6KIG sl @& (2 RSAONAROGS Al 2GKSNJ (KL Yy
coming back and a lot of that is to do with peap(E: 2, C M: 1L

In the main positive emotions were seég participants as integral to their experience of happiness

at work. In contrast to this pragmatic perspectiv®wever, one participant argued that for him

happiness was not a subjective state of wading. Rather he viewed it more philosophicallyiriie

gAGK | NR & leBddin@@a GASg 27

L G0KAY]l L R2y Qi 1y26e LQY y2i0 &dzNBappineds 8s\NaB 2 y I £ f
1AYR 2F adalasS 2F o0SAy3o 52 @ 2dz L|]Y2S Ko SSly (& RAR2y[ 1A
Aristotle. ¢ K SNBE Qa & 2 Yie gdodilije Ao Yoo haaiwhéinean, but the good life has its

struggles, it has its downs, all that, but when you kind of puititf G2 3SGKSNJ A0Qa | A
OKFiQa K2¢g L OGKAY]l Werkph KOS yA @ K$2 i 2N 6B NOSIPI OS | éXK
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around with smiles on their faces people are content all the time. For me happiness in the
workplace has all the s**te andl 4 NHz3 3t S | yR &2 2y odzi 2y (GKS gK2f
agood fie. Thatlthinkhk & LINPOlI ofé& K2g¢g L g2dzZ R &S Soeidgi(Pp LiQa
15,CM: 2

Additionally he notes

lGKAY] AY 620K NBaSINDK FyR GSFOKAy3 GKSNBQa vy

grind whatever way i 2 S a ® {2 L adzZlasS GKIFIiQa GKS (1AyR 27
LGiQa y2G tA1SzE 2K &SFK Fff GKS GAYS 22dz2ONB Ay
intellectual pursuit and so on, but that has to be there to make tiredearable. You knoyP: 15,

CM: 3

6.3.2. Satisfaction

Satisfaction was a second manifestation of happiness noted by participants. Participants across
interviews and focus groups noted satisfaction in relation to the work and in relation to the people
they work with. A number of participants noted a sense of satisfaction which appeared moee like
feeling or positive emotion Alternatively stisfaction was construed by other participants in terms

of a thinking process. This involved making an evalugaitigement about some aspect of the work

and its impactFor some this concerned evaluating achievement against meeting personal goals and

objectives.

If I do things well | tend to have a high level of satisfaction, | can come out of the class and think Oh
D2R UGKFG RARYQG 32 ljdzAGS a2 ¢Sttt 2N L g2y Qi FSS
lower my level of happiness and satisfaction with my own performance and | think a big thing for me
around my happiness is whether | should get my worlked®h 13C M: )

Yea | think you are right about job satisfaction is important so | suppose it depends on what makes
me personally get satisfaction from work and | suppose for me | am not as involved obviously in
research as everyone else. For me thelésy and | know when | was starting off here first | got a

big module and | thought | will never be able to do this so but getting confidence in doing that and

knowing that you are doing it well, at least you think you are doing it well increases your job

satisfaction as well so | suppose it is about what your own aims and objectives are and your own
perceptions | supposéP. 5, F G: 1)

¢KS GSYLRNIt yFddz2NB 2F KFILIWAYySaa o6+ a y2thSR Ay &
related to both lookig back and also projecting forward. This distinguishes satisfactioa as

cognitive state rather than a more transiestnotional state &a particular point in time.
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2Sff L OGKAY]l a2z Ad0Qa fA1S @&2dz ¢ ShBnlodkatinag I @ ¢ K
well. Over a day that you could think of it like that, but over a year you could maybe think, well. At
OSNI Ay GAYSa 2F &SI N ¢ SQags and hihgg mat tad indk&melfezl dzLIR |
quite happy. Like on ayearly kindbK A y 35 O21 @2dz 221 FyR (GKAYy{l LQ
l'YR L 1y2¢ |G GKS alyYS GAYS @e2dz KAyl 2K of22Re
the ass, but at the same time that could be kind of a more-temg looking back fe&lg of
ardAaFTrOoGAzy 2F (KS GKAy3a GKFIG e2@@UI6MR2YS GKI
¢tKS gK2tS GKAYy3 F2NI YS ONARy3Ia 2dzi GKS rfogusts I NR f 2
o2dzi ¢KIFiG 6SQ@FS RARRIZN HKHG AdDNAND oR2AAYy ¥ 02y i S
going. And I think what makes us happy in work has to fit in with (Rag CM: 3

6.3.3. Choice

Whilst happiness was construed in terms of thinking and feeling it was also construed in terms of
action,agency and behaviour. A number of participants spoke about making a choice to be happy
and then having to work on happiness. One participant spoke about the importance of personal

attitude and of taking action or changing behaviour in order to be happy

L ézdztﬁe ale (KSNB Aazx (KSNBQa F 3J22R LI NI 27F Al
1y26 @&2dz Oy SAGKSNI OK2a$S (2 0SS KIFLILR 6AGK 6KI G
OK2a$8 yz2i4d G2 0S8 GKIG Yél-yééezprzgésenbﬁbaumgm@pyéadzmmsl
orgKFEGd AG Aa GKIGQa y20 YI1Ay3 eleadingrditlabiRe(P: { 2 (K
2,CM: )

Happiness was perceived as something witichld be sought out by choosing who to engage with,

what to engage with and particularly what not to engage with or at least cantrol

2Sff L GKAY]l] 6KSNB LIS2LXx S 2yte 4SS GUKS 3INARYR:>Z
cdzi L GKAY1l GKSNBQ&a Iy St SYSy iices aboutiviidt yol doyardi | 6 2 dz
@2dz K2¢g @2dz NB 3F2Ay3 (2 LJdzA K &2 dzNBE St Fo LiQa

ground, we have to rise up a bifP: § CM 2)

While participants on the whole were positive about the workplace, a nurobgarticipants noted

the presence of negativity amongst a small number of staff. This negativity, whilst only perceived to
come from a small number of people appeared to have quite an impact on others. A number of
participants noted the importance ofoatrolling this negativity in order to maintain their own

happiness at work. They did this by eitledioosing to ignore it doy challenging it.

2 University Research Support System: Datsbof research activity
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L ¢l & 2dzad ¢2yRSNAY3IS L adzlirasS AdQa | y@e YYSyi
own happines is also controlling negativity and so in some ways | suppose we tend to avoid
AAlGdzr GA2ya 2N 6S | @2AR LISNKI LJA AYRA QafRtdpfyd o K2
workplace(P: 19CM: )

A furtherparticipant elaborated on how she hasiged to challenge the negativity.

Actually on that note | actually made a decision inev Yeawas to challenge the negative and |

FAYR AO0 3INBILIOG y260 LF a2YS2yS gl ylsayhakyd2YS Ay
looked atitwhere6 ST2NBE L g2dZ R KI @S &alFAR L (y28 o6KIFG @2d
FG AG FTNRBY GKAA LISNBLSOGAGS FyR L 32 2y (KSI y:
interesting, the reactionP 2Q CM: 3

t SNE2Y I f NBa Libyshappitebsiwésiseer & ldd iApgréud component of happiness.

And then | suppose, like an extension of that is, you know, we can only ever be resgonsible
ourselves, do you know. So when you think about happiness in the workplace, yoth&row

probably is a collective happiness, you know, absolutely you want to be in amltence and a

good place and you want to get people who are maybe not quite as happyuasnd vice versa. |

R2y Qi 1y26 AT 6S OFy NBf & 2rgrurhappySAth ¢S piinfwel 2 Y I |
have to make a choice ourselves and say this is who | artharehy | want to be(P: 21 CM: P

6.4. Selfdetermination

Seltdetermination comprised aspects of the workplace which were perceived to be facilitative and
enabling in terms of selfletermination. The importance of sealetermination at work was
consistent across interviews, both group and individual, with all participants identifying aspects of
selfdetermination as central to how they work amal their happiress at work. Seltdetermination

comprised a number of subthemes namely autonomy, support and flexibility.
6.4.1. Autonomy

All participants across focus groups and individual interviews identified autonomy as central to their
happiness at work. Autonomous wérk/ 3 YR LISNBE 2yl f O2y ( Nife as2 GSNJ 2
key strengths of the hool and participants were anxious to ensure that practices which facilitate
autonomous working would remain constant despite the pressures being placed on the School
becaug of the current economic climate. Autonomy was construed by some participants as being

able to work independently without being overly directed or supervised.-rBatfagement allowed
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for participants to manage both work and personal needs in a way whashconsistent with their
particular likes and needs at a point in time. The following excerpt indicates how important this self

management is for one individual in this workplace.

You know, last semester was a difficult one, | suppose, in terms amily fcircumstance because |

KFR &a2YS LINByida GKFIG 6SNB ljdzAdS Afft FyR L 27Fi
contributed a lot to my unhappiness. Because it certainly contributed to my happiness, that | was

able to control a lot of my workp@S =~ | yR @&2dz (y263 Y& 62N] GAYS |
KFEIgS R2yS GKFGX @2dz {y265> Licultheasterdor that @@aikP Ry Qi K
19,CM: ]}

The ability to selmanage in this workplace also allowed for participants tkendecisions about

their work and to make plans about when and how to work without reference to a higher authority.

So it comes down to sefianagement, a little bit, but | like that for the whole year you pretty much

know what you are doing and it allowsu to plan extracurricular maybe research and know where

can | fit that in or you know say for me my clinical link | know what days | am going to be teaching,

once the timetable comes out and that gives me flexibility then in terms of if | want to gotdahen

clinical environment and work | can plan that over the year and | guess back to autonomy again you
Oty R2 Iff 2F GKIG LIXIFYyyAy3a 82dNBSETd [ 2dz (Y26
A2YSHGKSNBE |yR a2 az2ySilitshefyAvery tadse)H XA DA R26Y G B8 RF
¢ KSNB Qa -mandgément dlly vwhisHisfgreg®: 11, FG1)

Autonomy was also construed in terms of scope to choose what to get involved in and the scope to
develop new things. This was impartafor participants as these developments comprised new
school activity consistent with their own intereststerms ofteaching,research and clinical practice.

The following excerpt highlights this.

But we also have to some degree a sense of contralialvbere we are going with our research and

L R2 GKAY]l GKIFIGQa AYyONBRAOGf® AYLERNIIYd FYyR OSNII
of satisfaction that | have had the opportunities to go out there and do the type of research that |
wanted © do and gdorward, 0 KI 6§ Q& AYLER2NILIFydG yR GKFGQa | 1Se& |
within the workplace is giving people ¢a over what they want to dqP: 20 FG1)

Despite the overwhelming agreement of the importance of autonomy for happinesghe

workplace the initial experience of working autonomously was perceived differently by participants

on commencing work in the Schod\. nunber of participantandicated that working autonomously

had taken some time to get used tmllowing assimilatia from the health care sectorThe
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healthcare sector had been clearly identified as having a command and control style of management
during the industrial unrest in the late 1990Sovernment of Ireland 1998)This is demonstrated in

the following two quotes from participants

| would agree with that, you know, about having that level of autonomy. | suppose having worked in

a good number of hospitals over the years you certainly did not have that levebobauy that you

1y26 e2dz Sya22e ¢gKSy @&2dz 02YS KSNBo® LG aGri1sSa I+ €
well that you have that autonomy. You know yea the autonomy and the flexibility really kinda makes

me happy in wrk at least contributesatit. (P. 18, FG1)

I came from a school of nursing; | have been involved in nurse education for a long time, twenty odd
years now at this stage. | am one of the people that came in, one of the few here probably, that
probably would haveamne in in 200Z01 have a strong background imrse education, but coming

in to academia was completely different and it certainly took me a while to adjust to that and for all
the reasons that you have mentioned flexibility in the workplace, the fact that you asaaubus,

that you have got you workroyour own direction and trusfP: 19FG: 1)

Despite articulating somanitial difficulty with working autonomously, it is interesting to noteath
those participants now appedo have adapted andhey recognise authomous working as a key

strength of the schodllirectly impactingon their happiness at work.

Trust and a minimal level of scrutiny by management were perceived by participants to be central to

autonomousworking.This was articulatetly a number of paritipants.

One participant noted:

| suppose, my point of view following on frgnameof other participantiwould be trust, | find that

LINA2NJ G2 O2YAy3d KSNB L 62NJ SR Ay LINAGFGS AyRdzi
everyonewas away®@ K SOl Ay 3 dzld 2y ¢6KIF(G @&2dz 6SNBE R2Ay3 GKSI
y2i aleéAy3da GKIG y202Reé OKSOl a dzli(aughterd 2 dzizi LL R 1§ Q
GKFGO AGUE €tSTG G2 €2dz2NJ 24y Ayl 6 goarddeitpl do fhdasK Il @S |
well on trust that you are left to your own devises, you are able to manage yourself and do what you

have to do and it's your own irleNA& (0 & (0 K I (i Qith&dt donedhér ypuShave i Recobio

it. (P22 FG1)

While autonomy was seen as essential to particip@hegppiness at work participants were clear
that they valued autonomy as part of a professional role where accountability was also part of
autonomous working. This sense of accountability as integral tonamy was articulated by a

number of participantsTheyrecognised the work that had to be dermnd which must be done well.
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As me participant noted that autonomy was not about just doing what one Jikdssch he proposed

would amount tobeing controlledd @ 2y SQ&a G6KAYad

So autonomy is about havings selfY RS f | ¢ R2 @2dz (VY 2ke kigdof- & L
obligations that come from comitting to a particular selfhoodP. 15, CM: 2

So autonomy and responsibility are absolutely linked tagrethbligation, duty comes with
autonomy.(P. 15, CM: 2

6.4.2. Support

Support was perceived by participants as very strong in the School and essential to the way people
work and to facilitating autonomous working and sédftermination. This support was forthcongj

both from work colleagues and from management, formally and informally. Support from
colleagues wado a large extentconstrued in terms of helping behaviolirs. receiving help from
colleagues and giving help. Participants noted that help was feetigcoming both from other

academic colleagues and adnsimative staff when requested.

2 KSy ®82dz GKAY]l Fo62dzdi KFLLAYSaa G 62N)] &2dz GKAY:

that sense of, not being overburdened by work maybe a little kitvdvelmed by the volume of it but

I think what kind of rescues me all the time is the abundance mentality that the colleagues that |
have here have. So you have a load of work to do but people row in with it all the time and think oh
God can we do this arttiere is some sense that people can and fivays around managing things.

(P. 10, FG: 1)

In addition participants noted the importance of reciprocity and of giving support to others when

needed. In essengéhey note support as a cultural waf workirg within the School.

No but strength in numbers really in the sense that we are stronger if we help each other and | do
think that we do that or | would certainly find for me, from my personal experience that | have never
F LILINE F OKSR LIS 2 L) ®iling & Relptoh @y diffdrendlév@sy which again that it
makes my life easier, makes my job more enjoyable than if | was all on my own and no body willing

G2 aKFENBzZ aGNHAI3ItAy3a |ttt 2F (KS eilotbEcausd RS NSO a L

support (P. 11, FG1)
Whilst giving help or advice were the primary activities associated with collegial support sharing was

also considered by a number of participants as an important part of supporting behaviours.

100



Yea | think tB willingness to share. People come to me looking for something | am more than happy

to give it. | am not competing against people you know whereas you do find that in some places
O2YLISUGAGAPGSYSaas GKSNBQa Of 2aSR dRatcahBnike,lyguS NB Q &
1y26 6KFG GKIGQa y2G aAKINAYy3I GKS gSIHfOKZI @&2dz |
approach because | suppose numbers are power, numbegoarer you knowP: 11, FG: 1)

Yea, | think, | am coming from the perspectif’being, | had been out of teaching for five years and

came back and | was in a terrified stated 16 KAy {1 ff (KSasS GKAy3a | o62dzi
a0 NHzO1 YS @SNER adNey3dfte Ay (GKS FANRG TS Y22y iKa
number of people who would give you things and support that was most incredible thing that people
NEFfte ol yiSR @2dz (2 R2 (KAy3aod ¢KIFIIiQa R2gy (2
GKAY]l Al RNRAGSaX LIS2LX Sd thaysRétofes Balabstebedybodylwgnis toll 2 K S
help you and I think that has been a great source of happiness for mgPere FG)1

Collegial support is seen as being central to enabling an individual to try something new and see it

through. One participant noted

And | think that then from wanting to do somethimlifferent, try something different, well | have

found personally the Clinical Education Centre the staff there are abso(ptge)but if you want

to try somethingout, wanta GG NEB yS¢ GSOKy2f238 LQY GSNNARAFASR
GKFG GKSNXQa LIS2LX S GKSNB GGKIG @2dz OFy | 00Saa I
will you come over? That sense that there is peeylling to row in belmd you.(P: 7 FG 1)

A further participant stated:

I had to recruit patients, simulated patients for the video and eh | had trouble finding that but
actually it was another colleague, collegial support and a member of staff whose motteedaigr

be the patient and also her cousin agreed to be the em the nurse and so that was good that there
was a willingness and a kind of a | guess, we saw the idea and we sawdlie sight and that was
good.(P. 3, 11)

While on the whole support was e in terms of helping beh#&wrs one participant noted the
impact of thesupportive and encouraging attitude of stafho wanied others to succeed had on

them.

| suppose for me personally when you see thaly2id L YSFy> AGQa kéeep1 S | &
wanting to climb more because everyone around you is actually encouraging so you think I'll keep on
J2Ay3 FyR ¢6KSy LS2LX S 02YS (2 @82dzx ¢KSy (KSe | 4&
gay R LQf f &K?2 galways kizdw wihat el Eit/du g¢ &otig and help as best you can. |
adzLJJ2 asS AU QXK FiKral (KISNBIRA@R BCA Yy G KS LI | OS o

Support from management appeared to have a direct impact on how staff worked and felt about

their work. Supportive management behaviolrgve been identified as having a positive impact on
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job satisfaction(Judge, Heller and Mount 2002 this study management were perceived as being
very supportive both in terms of providing resources and absterms of listeningresponding to

and supporting staff ideas and suggestions.
The following excerptighlighss this

NE |

WStf L &adzZll2asS GKS GKAy3 Fo2dzi Ad Aa L ¥
0 KI R

Ol yQ
facilitated. | mean | have digxia and different things and anything | have lookadl. K| @Sy Q]
problem.(P: 2, i

Research was not an activity associated with traditional schools of nursing in the healthcare sector
Within this environmenteachingand learning was the maiiocus.Researchactivity, however,is an
essential element of an academic unit in the university sectorthis study spport was perceived

to be forthcoming fordevelopment of individuatesearchskills andactivity. These wereseen tobe
essential irbuilding capacity iran emergingacademiaunit. A number of participants acknowledged

and appreciated thessupports

I think the School research committee, again over the years, the amount of opportunities for travel,

the amount of opportunities for fRMA Yy 3> GKS &aGdzRSyliakKialLla S@Sy GKA
A0NBYy3aIlGKa FYyR L Y y20 adaNB K2g¢g (KSe& 3I2 Ay 20KSI
moving forward and it should help udad to be sustainable | thinkP. 20, FG 1)

In terms of my PhD | got enormous support in terms of School. One | got a semester to concentrate
2y Y& tK5 YR L RARYQU KIFI@S Fyeé Y2RdzZ Sa G2 GSI O
paid by the university so you know everything that could haentdone to help me to do it was

done and | was extremely privileged to be able to do my PhD in the way that | did it compared to how

a lot of people are, you know, with salary etc. do your PhD and have access to all (Pti&, FG:

2)

Organisationalstructures and processes were widely seen as supportive and facilitative of
participants work. These included physical structures, administrative processes and policies. The
organisation and structure of the academic year and particularly the earlyatibocof teaching was

seen as a positive. Participants noted that this enabled them to plan their year and work in advance.
hy§ 2 AGNBYy3IGKAT F3IFAY L KIF@PS YSydAzySR Al

F GKS
KIF LISy a |y R really ds&ful 3t weihive ithi@ skeleton that we hang on to but | think
GAUKAY (GKFG GKSNBQa || O2yaidlyd aKAFIAYy3I SYyGANRY
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ar ySg aidl ¥¥I ngwSuthiniB & S NO
2L NI dzyAde G2 o06S02Y
S 02N

LINE AN YYS&>X ySg
K U
RSR e@®dmN®B) I2Ay3 (G2 oS 2

a2z L GKAy1l S
@2dz KI @S 2dza i BR
I remember starting off here first and to do the right thing or be aiffe could be quite difficult
because therare a lot of ropedo learn. There were a lot of specific bureaucratic ways that things

had to be done and when you learn those and you know when you can do the right thing and
produce appropriate outcomes, exdmards | am thinking about at the minute and it's easy and you
think; that used to be a nightmare. But now it's fine. And when you get that then that kind of frees
you up time wise andognitively to do other thing¢P: 9, FG: 2)

The location of the capus and the excellent physical and technological infrastructure were viewed

as key strengths of the School and enabled flexible and autonomous working.

WSttt L GKAY]l] GKSNB | O2dzLX S 2F GKAYy3IE&Dd C¢uKAa Aa
We are lucky because we generally have rooms on the communication corridor to do our work. It is
NEIFffte O2yRdzOAQGS (2 6KIG @2dz R2 FyR Fff GKS yI(
fdzO1& Ay GKIF G A e@®tthi kitding8s imerdfREIGA Yy 2 02V

LGQa  3JI22R LRAY(U (K2dzAK (KS. (R2[IRGEHE) Ay FTNF adNOzOG o
And

Being able to pick up your messages at home and being able to do everything remotely. And even to

the point now that youcan @icdzl f f @ R2g¢yf 2F R a2Fdg6l NS FNRY (KS L

be normally able to get. Em get onto your machine remotely as if you weremgusavhich | think is
brilliant. (P: 20, FG: 1)

Participants also noted the extensive supports available stoidents in terns of policies and

procedures. They statefthat, in the main, thesare supportive and enabling.

And then that we have kinda annual programme boards because | think it gives the students every
possible opportunity to succeed in what theg &rying to do. | think it would be very easy for us

without those policies to start viewing the students as problematic if they fail or if they miss
A2YSUKAY3Id . dzi GK2aS {1AYR 2F LRfAOASAE F2NDOS dza |
do to sort it out. When can we repeat this board, how can we get a repeat assignment in? It really
forcers us all the time to look after them as customers but as people who have issues that need to be
workedwith. (P: 10, FG: 1)

6.4.3. Flexibility

It was acknowleded by participants that staff had a great deal of flexibility at work. These flexible

working conditions were noted by most participants as being essential to their happiness atlwork.
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particular fexibility relating to how, where and when they workegs what participants seemed to

value. Whilst recognising the requirements around timetabled teaching and programme meetings it

was recognised that times of work or place of work were flexible. This flexibility facilitated
autonomous working and was importy & Ay GSN¥Y& 2F LIS2L)X SQ& LISNDSLI
they have over important aspects of their work. This flexibility also appeared important for

facilitating workg family balance.

Flexibility of work hours and workplace was perceived to fawlitmore productive work. One

participant noted

Yea and | think this issue of flexibility really helps someoneanijiself, who may not work in the
timeframe 9 to 5 but who is capable of working at other times and indeed prefer to do that so you
can actudly get very productive work done. You are ready to work you know you can meet deadlines
that kind of generates a synergy in itself. You know you can frame that achieve that in a different
time than office hours, | must be in my office, | think that opesin€kat for me, that flexibility gives

me great freedom and the dlty to even provide more workP: 7 FG: 1)

And a scond:

28ff GKS LRtAOE 2FzX SY Aa Al F LREfAOET 2dzal GKS
that once the job is de and whatever time it takes. That makes me very happy. One of the side

effects of that actually is that you become more productive because, | suppose | can speak for myself,

but | do check emails at night time. | work mostly, a lot, at night. | workeakends so the ending,

my locus of work is actually my person ang computer, where ever that ig®: 3, I

The need for selfletermination for happiness is evident from the emphasis participants place on
autonomy, support and flexibility. It is intetsg that participants perceive that factors which

facilitate such selfleterminationare key strengths of the school.

6.5. Fulfilment

Fulfilment wasidentified by participants as being central to their happinassvork. Achievement
the work itself feedback developmentand learninganda strongvalue base for conducting the work

were essential components of fulfilment
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6.5.1. Achievement

Achievement A Y RA @A Rdzl f FYR 2NHIFIyAal A2y f adz00Saa 4S5
happiness. A number of participam®ted the importance for them of seeing a task through to
completion and the joy and satisfaction that that brought with it. The following excerpts
demonstrated this.

LG 61 & LINROI 2y

of e
0dzi L NBIff& NBIFTC
completion (P: 19, FG1)

F GKS KIFLILASN ¢S Sgydatl KI @S
y22e8SR Al® L sedingitthipugitta &2 3 )

D¢ ()
N

| already know now that | have a huge new skill here which was the e learning project which at the

start waslike ohh !!! a stricture almost around my neck and then after it was all over it was like
GKIFGQa ONREEALFYylGd L KealyYooRpal I1Davé dchieieP: ITRGLI Aa &2 Y¢S
In addition the sense of achievement encountered positivelpaoted on me of participansQ

motivation.

That and the fact that then when it does work that sense of achievement and it does spur on other
things love to try something new now you know that does coutei significantly to happineséP:7,

FG:1)

Whilst personal achievement was important participants also noted the importance of School and

university achievements to their positive feelings about working here.

Last week to me was a really good week because we had a Bologna conference hereadipd | r
really enjoyed that. | enjoyed that faittat fromthe perspective of DCU how well we had come out in
terms of our respons® Bolognain our university and | was really proud bat and really happy
with that. (P: 19, FG1)

and

LiQa ( Ke. &Wokel like thatJthe whole way through, and it goes back to achievement for

YS YR A& VY2NB 2N fSaa t221SR 4 GKS gK2tS gl
achievement, group achievement, then corporate, if you want to put it that waiakt sense. Even

Ay GKS FIFIOS 2F 4KSyYy 20KSNJ GKAy3a FNByQd KIFLLRX
achievemei (G KS gK2ft S GAPYSCMR dzONB G 62 NJ

A number of participants noted the importance of student achievement and the symbio

relationship with their own sense of achievement. One participant noted the impact of success with

the students achieving conceptual dtgras a result of her efforts.
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When | am in a group and | am working with the students and | am kind of edueatihgou feel

that there has been a kind of a click click click, maybe you had been labouring away at a concept and
trying to bring the students with you and then all of a sudden you get into some sort of a discussion
and then the students get it, and yoame out and you think yea that was really good . You know
and you say to yaself that was really excellerP: 4, )

This sense gbersonalachievement and pride in student achievement was most notable at student
events such as the graduation ceremaie
YR ¢6KAfald Ada aaNBaaftdAg Ad A& LINRPOolofeée GKS Y2:

single student you know whose going up because you know you have been there yourself . You can
relate to them and it is just the fruits of your labdur | 2dz 4SS GKS SyR 2F AGX:

5

watching out for all the students fpass by and yes it is actualfi?: 11, FG: 1)

One participant indicates the importance she attributes to this.

¢tKSNBQa | (GNBYSyR2dz &Sy a SraduationafkCoBedifgvageyfieat 2 y (i K
OSNBY2yASa FT2NJ 620K FlLYAftASA YR aGdzRSyia GKIFGQ:
occasions in the calenddP: 19, FG: 1)

6.5.2. The work itself

The second sutheme relates to the work itself and theature of the work. The workself was
very important to the participants and there was consistency across interviews in relation to the
importance of the work to participasQexperience of happiness at work. Creativity, meaning,

variety and challenge eve all perceived as essential elements of work and happiness at work.

Both aeativity and innovation were seen &chool strengthsThesewere seen by a number of
participants to provide akey strategi advantage over other similar university departrierof
nursing.Creativity was construed by participants as the development and leadership of something
novel or new.Two examples of this were provided. One was tlevelopment of a health clinic
within the School andgnother wasthe leadership of serviceser initiatives inthe mental health

arena

One participant noted the importance of this for student education and the perception of these

students externally.
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Well | actually, just following on from that the creativity in the School of Nursing is gathort of
phenomenal and | was recently out with the psychology students on a site visit to two mental health
service providers and they both commented on the high level oftyy@iam the students here in
(University Name) and particularly mentioned fiaet that (University name) is miles ahead in terms

of the recovery model of mental health and using service users and you the work that was recognised
in(staff Name} yR GKS GSIFY tFad 6SS1U FyYyR GKS g2N] GKI @
really quite cutting edge stuff that is highly creative. | think that comes from being happy. Creativity
comes from having that flow, bajrable to have that creativityP. 13 FG 1)

Theculture of trust and flexibility whictacilitated people to choosevork to be involved invasseen
to contribute to this innovation and creativity. This allowed for staff to be opportunistic and
progressive.A number of participantsnoted how the Shool had benefited from what they

perceived to be a progressive attitude

| think that thingthatX X &1 AR 06 S¥2NB A& NRARIKG Fo2dzi GKFEG (1 AYF
{ OK22f KIF&a R2yS ¢Sttt 2dzi 2F KIF@S | 32 2NRASyYyGl GA
RADGSNEAGEIT @&2dz | Y 2 gsthodl thaR iost schyalzOfumgiage NO® ydr kndvs NB& S
what | mean,you know, a psychology programme, psychotherapy programme, nursing and so on.

There is avide range of activity going oP: 15, FG2

y
£

So | suppose one of the things that | really like abmeischool is the fact that as | see it is innovative

FYR @2dz 1y29 6KAES |ttt Ayyz2@riizya R2yQi 3ISiG 2-
innovation and an openness to trying to work together to benefit the student and alongside it being
meaningful, | think you have to have that, well | have to have that bit which is like new areas of
innovation in your particular fieldP: 4, II)

Creativity was also perceived by participants as essential for their own happiness at work. The

academic ra was described in creative term®eveloping new knowledge, disseminating this

knowledge and teaching were all seen as creative endeavours

You are allowed to, for want of a better way of describing it dream of something andlfri goes
wel,thankhk 6S (2 D2R AlG ljdzZAGS 2FGSy R2Sad {2YSiAYSa
.dzi 6KSYy AO0 R2SayQid 32 GKS gle @&2dz ¢l yGaSR AG @
you have made a mistake and now you need to cover it up or wéray@u need to do. Yaget on

with it. You get past it(P: 3,I)

2

And

{2 L 3dzSaa o6SAy3a Ay@g2t SR Ay (KS RS@St2L)Syisz O
meaningful tostudents also brings happineg¢B: 3, II)

107



Creativity had beenh®wn to correlate with positive affect in the workplace both in terms of being a
consequence of positive affect and of being a cause of positive dfiecabile et al. 2005)Thisis
essential in a changing and dleaginginternal andexternal environmentl is interesting to note
that participants in this study identifieds importance for their happinesst work and furthermore

perceivel thisto be an existing strength of the School.

Meaningful work is essenti#do how many of the participats saw their happiness at wodad most

participants notedhis.

dzii L &dzllll2asS GKSNBQa 2dzad F at AIKG RAFFSNByOS i
the actual work, do you know. Obviously your colleagare extremely important, you know, but the

g2N)] AdGaStFr L O2dAZ# R 0SS adz2NNRBdzyRSR |a L Y o06@& LJX
y2G R2Ay3 a2YS ¢2N)] GKIFG L O2yaARSNI (2 0SS YSIyA
thanin the workplace, where | can dbaget my teeth stuck into ifP: 21, CM2)

Meaningful work was perceived in terms of work thveas congruent with participasfvalues and

with how they perceived themselves as people. The following two quatemonstate this

congruence.

You know | really feel like that, in that congruence is iraportant to me that things fitogether.

You know my values of my person who comes intdkwis, and | think | do fedlappy when that

KIFLILISy aod 2 K S Wwind.am&aBirgyful samkthing, you®noeexpetience(P: 6, CM: P

28§ R2y QG 32 2dzi (2 | AY so@hdppiKdsdIHHppiressdEnethingthatz S E LI
comes out of doing things that are consisténk (0 K ¢ K| (0 Q& A YhlsiEréBereykind of, 2 dza |
happiness comes out béing what we are, do you knowP: 15, CNR)

Meaningful work was also construed in terms of the impact that the work had either on the
students, their patients or the academic community at large. One participant ntitedas a

contribution tod G K S 3 NB IPaoIdperdedvedRHatdheir work contributed either directly or

indirectly through others to improving the wellbeing of people either through the education of

students or the development of new knowledge reldtto health and wellbeing.

| feel that | am making a difference in a few different ways and the happiest way, | am putting this in
order of import, the happiest thing is that | believe that | am making a difference is to the care of
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people, sick peopleub there eh, albeit indirectly at this point . | wish it was more direct but at the

moment my role is in indirectly. | feel | am making a difference t@itbgression of students to the
(pause)and | guess to the difference to nursing, a difference to dtamdard of carell K I (1 Q&
administered to peopldP: 3, II)

So | was trying to think about things that kind of wheyeu know you could say that you are

I Oldz- & o0SAy3 KIFILILR Ay ¢2N)] FyR L OGKAYyl F2N Y
meanirgful and something that | feel makes a difference. In my case | think it makes a difference to

the students and in turn makés R A T F S NS yli€eS. pi2ll) LIS2 LI SaQ

Variety and diversity in the work were perceived by participants as something winthibuited to

their happiness at work. Varied work was noted by participamtbe strength of the Schoal The
academic role is itself varied with teachifigarning, research and administration being the three
main pillars of academic work. Within thesgeas however, there much varietywhich was
perceived by participants to be a contributor to their happiness on a day to day and sometimes

minute to minute timeframe.

| actually think one of the really interesting notions abous tiork, the work we dbere, isthat

even the concept of having a bad day is actually quitdfigut one, because you mighave a bad

hour and then you go to do something else and that shifts the namodndO2 YLJX S St e L Q@
mornings where | come in and thing ¢ 2 dzé goWidright,6an@ 2 dzZQR 0SS F2Ay3II hK Y
then | have to go dowto teach a class and my moodcsmpletely litedbyi KS GAYS LQ@S 02Y
that. (P. 13 CM 1)

Variety in the day to day work and variety within areas such as teaching weoeiyed by

participants to contribute to their interest in and motivation for wofbne participant noted

You know there is a great amount of variety and it helps you not to get too bored. Just when you are
about to get really bored with something theretie is something that you can kinda.¢B: 13, CM:
1)

This variety allowed for people to engage in and choose work which they perceived to be

challenging, whichtsetchedthem and as one participant put it

Actually goirg outside of your comfort zongP:3, CM: B
A number of participants noted the importance of challenging work for happiness. When talking

about one appoach to teaching on a moduleparticipant noted
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But | see how the other wayg more challenging. Drugs incgety’ is a much more chienging way
2 0SFOK o0dzii AdQ&a O0SGUSNE o0dzi L OGKAYy]l &2dz (y2¢
2YSOKAY3A GKI G§Q& LINE 6 lbéeh doneYoefdidS Filling! TPT6\ CMIB)G (G K G 4 K

Qx C:

A number of participants noted the imptance of choosing and seeking out challengmayk in
order to find fulfilment and satisfaction. The following excerpt demonstrates the significance of this

for enduring happiness at work.

But | think even as a positive person you have to work at bedapgpy and everything in work

becomes habitualised, you know, and eventually the happiness with each activity that you engage in,

it plateaus and then starts falling so. And | kind of recognised that, | think when | came in here,
because | guess | love Buk y 33X o6dzi L fST4 ¢KSYy Yeé KFLLAySaa ¢
getting the satisfaction anymore. Stresswas-6u A IKAyYy 3 KI LILIAYySaa yR L TS
as much as | could, the person that | wanted to be and so | came here and lowgdiegeand you

know found happiness in the newness of jobs in lecturing, in educating, in being able to bring people

on a learning journey. But then eventually you can go, oh, the job satisfaction eventually starts
waning with that too, and | recognisé i ' yR L al &z 2K 32aK3 (GKd GQa a2
how do | get that back agaif P:11, CM:B

Variety, creativity and meaning in work are all components allehging and engaging work. They

provide opportunities for individuals tgrow reachtheir potential and selactualise.
6.5.3. Development and learning

Development and learning is the third subtheme of the main themEulfilment Againparticipants

identified theseas strengths of the school and of significant importancéhtr happiness atvork.

A number of participants noted the importance of doing their doctgralgrammeswhile working in

the School. They noted the significant support for these studies both financial and time to advance

and complete their studies. Doctoral work was @awved as an essential part of research training

and the development of academic expertise. One participant noted

lguessi KI 1 Qa GKAYy3 KILIWLAyYySaa NBflraSa G2 KFEgay3a | O
with learning, | guess expertise. Whatfa G f { Ay 3 Fo02dzi GKAA Y& LISNRBR2YL
cautious using the word expertise in my name but there is a personal expertise in terms of dealing

with people and that and | feel that the environment certainly develops that. But on an academic

SELISNIA&ESE (KIiQa RSGSt2LAy3Id ¢KI (AQEQEO2IVAGIAND AK
place to be(P: 3, 11)

® Module name
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Other existing opportunities and support for professional development weted by staff as were
a numberof actionsproposedin the plan for the school developed by participaripertise and
competence were identified as important both individually and for the Schggbarticipants This
development of expertise was considered particularly pertinent in terms of competing iourent

economic climate.

L dKAY]l SYX L R2yQl (y2¢ YI&06S LIS2LXS R2y UG | 3N
got nearly 50% of our staff with a PhD. level and we have grown an awful lot in house has got to be

one of our best strengthisecause moving forward with the economic turn we need to know that we

have the capacity whin our school to developut. (P. 20, FG 1)

A number of participants also noted the importance of learning on the job and through the work and
how that contributel to their growing competence and happiness

6.5.4. Feedback

Feedback was seeas an important aspect of participag#ilfilment at work. Participants valued

both formal and informal feedback and were happy if it came from students, colleagues or
management. €edback from students seemed to be particularly meanindfis was important in

relation to making a difference to students learning or alternatively just being acknowledged.

participant noted

l'YR GKSyYy @2dz {y2¢ L &dzLlidxhe Studénts lgiveQcu feedbatl? TheysayS | 0 ;
GKFGO o a NBFffte KStLFdzZ 2 bdidcdn wkdo Rgrédai thal. Whedzfhdy i | 0 2
say that, you come out feeling really hap(®: 2, 1)

Another participant added

Yea | suppose moving on frowhat you are saying is kind of getting feedback as well. It increases for

me anyway job satisfaction come back to what you saging buteven | think not just from

O2ftt Sl 3dzSa odzi FTNRY addzRSyida FyR 3ASHddadykona G dzRSY i
like recently with our current fourthears wehave had a lot of difficulties with them and at the end

of it they sent a bunch of flowers. That to me was worth anything cos it made me feel well ok there

gl ayQi YdzOK L O2 dz Rog&ier ahdattdagind ok nieand wizlh at IgaSt we @ust)

0S R2AY3 a2YSOKAY3a NARAIKIP arIKIEYBRPMB) S 0SSy 6 dz
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While acknowledgement was important to participantseceiving formal feedback from
management wasgiewedby participantsasanimportant part of progressing their worRarticipants

noted that at one point there was a formal performance review system in the School this had had
discontinued some time before because of industrial relations difficulties. dmtain participants
appeared to value this in terms of having an opportunity to spend individual time with someone
from management, review performance from the previous year, receive feedback and set goals for

the upcoming year.

I think it think it makes difference when people tell you that you are doing it right you know that

you are meeting your objectives and you are where you should be. You kmoskes abig

difference to hear that because | would never, from my point of view | would never beys@ig so

the more people tell me that the better | perforBo 1& dzLJLI2 &S L QY KIFLILASNI (2 1Y
what | should be doindP: 14, FG: 2)

In addition to reviewing the achievement or not, the provision of formal feedback encouraged

participantsto take on new opportunities and new challenges. This was perceived as being

developmental in nature.

But | do, | think the performance review were good in a sense that, you know, that they might make
@2dz LlzaK @2dz2NBSE T (2 YIeyw2s L NBKASY (& 21d0 f4f2 dif IRy (I
that, fearful maybe then the someone would say oh no you will be ok, you know. | think that is good
because it does push you, you need to be pushed to a certain level. And getting, as you say, getting
feedbad 2 Yy K2g @&2dz FNB R2Ay3 06SOFdzaS ¢S R2y Qi 3¢
feedback for students and how important it is and sure we could be sailing along and we could be
making like one hundred and one mistakes and | might never kn(®v 8 FG 2)

and

And being given positive feedback, which was invaluable to me. | think like that that has really helped
me progress in what | d@P. 8, FG 2)

6.5.5. Values

The final subtheme in the themEulfilment at work is Values. Participants saw values dralrt
enactment as an important part of their happiness at wdparticipant<perceptions of howboth

they and studentswere treatedwere seento be integral to how they worked. Participants in the
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main felt that they were treated respectfully and wereisted to dotheir jobs without over scrutiny

This enabled participants to work autonomoualyd with a sense of integrity.

PNA2NJ G2 O2YAYy3d KSNB L ¢2N]J SR Ay LINAGIFGS AyRdzail
everyone was always checkingu 2y ¢ KI G @&2dz 6SNB R2Ay3 6KSNB KSN.
y2i aleéAy3d GKIG y202Reé OKSOl a dzli(aughterd 2 dzlzi LL R 1§ Q:
that it's left to your own integrity. You have a job to do dndu@® you to go and dit. | do find as

well on trust tha you are left to your own dewds, you are able to manage yourself and do what you

KFIgS (2 R2 |yR AdGUa &2dz2N) 246y AhgrilySushdik td &ccolinkfbri Qa I (
it. (P22 FG1)

Participantsalso perceivedhat this culture of trusienabledthem to be more creative and to try out

new things

Also that project itself enabled me to be creative about my teaching and learning and that was
innovative in itself | guess and had | not have worked KA & SYGPANRYYSYy G L 42 d
facilitated to do that and so eh, | guess that involved an element of trust between the School, the

| SIR 2F {OK22f G2 o0StASGS Ay Yeé @2N] sHtbirkot f 423 |
happiness is trst. (P: 3, 11)

So now | work in, the reason why | am telling you this is so that it does relate because it is a complete
contrast and so the feeling that | am being trusted and having flexibility is | think in people who
(pause) are happy to take resmmbility fosters that development and fosters personal growth and
you know, it maks me happy anywayP: 3, II)

Treating each other respectfully was also noted as being important to happiness in the work context.

Staff were seen, in the main, as respgatirrespective of level of authority or discipline.

L GKAY]l S R2 YR (KS 20KSNJ GKAYy3 L gta OGKAYlAY
how people treat each other. If we treat each other well | am more likely to be happy and by that
mean people not being rude, bullyingguknow, what else?P:. 6, FG 2)

Nice and that they respecttHink it is all about respec(P. 21, FG 2)
Some participants notedn attitude and culture within the School which facilitated staff to engage

in work that was consistent with their values and beliefs. THieWdng excerpt highlights this

You know | really feel like that, in that congruence is iraportant to me that things fitogether.
You know my values of my person who comes intk wis, and | think | do fegéhappy when that
KI LISy ao 2 K Sy L maabiful samithing, ybu@noexpetiedck(y 6 CM: 3
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6.6. Community

The fourth main theme identified was that of community. Other staff members, their personal
characterisics along withworking and personal relationships were integral to how the participants

went about and enjoyed their work. This was a consistent theme across interviews and focus groups.

6.6.1. Collegial characteristics

Workplace collegiality was extremely impamt to participants in this study and the nature and

O
w»

OKI N} OGSNRaGAOa 2F ¢g2NJ LI I OS 0O2fftSF3dzSa ¢ SNB
and happiness at work. The workplace was perceived as a friendly and open environment as a result
of work colleagues and their personal and professional characteristics. This frienclimesg)st

staff, irrespective of levels of authorityesulted in an informal working environment where people
could seek help or work together on things which particularlierested them. Participants
described the friendliness and niceness of work colleaguesrapdrticular,one participant noted

the significance of work colleagues for her motivation to come to wiodicating more than just a

collegial relationship.

lg2dZ RY Qi NBI f body gat Se KuSingRenvdloped.arabet wouldo dzi L G KAYy 1
GKFG aSyaS GKIFIG @e2dz ¢g2dz R | O dz f,flike if Yo wan thedS 2 LI S
lottery. (P. 6, FG, 2)

The importance of this for the womkj experience and for opportunities to extend oneself was

highlighted in a further excerpt from that participant

L ¢6Fa&a NBYAYRAY3I YeaStFT AdQa RSTAyAGSte (GKS yAOS:
years before and really feeling myrtamns now are really shifting but | was talking to someone who

worked in a former department | worked in, an academic department and just even the way he was
talking about it in a very dreary way made me really think of what we have. From a sociaility po

of view, general niceness of people, you know, willingness to get involved in things. It reminded me,

and they have a much smaller department which maybe then they are under more pressure in

B NA2dza 61 &4& odzi AGQa jdARIZFG: )02y G N> &ad G2 Yé SEL

Willingness tdake a risk with something newas construed as a further characteristic of colleagues

which enriched the working expemnce and collaborative working.
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Staff knowledge and professional expertise particularly in the contextefriterdisciplinary nature
of the staff group and their willingness to share this expertise when working collaboratixsyalso

viewed as important and strengthof the $hool. One participant noted

I would say that when we were developing the Healtidl Society Degree to be able to develop a

ySé6 RSINBS RNIgAy3dI 2y SEAalGAYy3a O2f€tSI3dzSa |t GK2
(laugh)none the less being able to draw on those and people genuinely being interested (nPthat

6, FG2)

It was perceived that there was a huge amount of interdisciplinary knowledge and expertise in the

school and this was a significant competitive strength in the current economic climate when the

school was seeking to differentiate itself from other similarcsdh in other institutions.

Generallyparticipants noted the friendliness of staff asSchoobtrength in contrast one participant
noted that people were not always as friendly as was being presented. The following illustrates a
sense of isolation expenced by a new member of staff raising questions about the friendliness of

staff indicated by other participants.

But then as someone who was new, | often think befofeCBlleagues namenoved into the office

GKIFIG L O2dz R RAS Ab¢ foundudtil ReFsmdlsOeS O KRG Qa g22ddAf (R yroai |
GKS L FOSo {2 (8aapaigriQa oRRAEE) 4K LILIAY Saa
While in the main friendliness of staff had a positive impact on others in the school this particular

viewpoint indicates the importance of ensing that new staff and people@nfamiliar with the

department areincluded from the outset.

6.6.2. Relationships

Characteristics of colleagues were perceived to contribute to the relationships that existed among
staff within the Shool and how people worked together. Relationships within the school were
viewed as strong. These were pexaa as collegial with staff membersnting to be involved with

each other andchappyto work together This was perceived by a number of parteips as different

to previous or other workplaces.
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But there is a real sense that people want to be engaged with each other. The majority want to be
engaged with each other. | think that makes a big difference, like thetey” Ckind af dygrficism that

you might come across like again having comenfrthe health services there &ways a kind of
OdyAOAAY Fo2dzi ¢KF(G YAIKEG KFLIWISY 2N gKFdG YAIKEG
with the majority of us who have come from the health system amidit forward into this

RSLI NIYSyYyd FyR GKIFGQa NIAHIDF@L) dzaSTdzZ GKIG GKIFGQa

It was just, | think there are places still other Schools of Nursing where there relationships would not
be as good. | am not saying people are all one heshdsercent smooth or whatever but just
generally there is a good working relatiofg 6, FG 2)

While normallygood working relationships werperceived to exist within thecBool resulting in
effective teamwork, similar good relationships were percdite exist more broadly with other
university colleagues and with the students. Such relationships were construed in terms of
respectful, collabrative and engaged activitie$eamwork was noted aseingstrongin the school

with opennessn relation to hav teams construct their membershigAside from programme teams

staff were usually invited to becoménvolved inand put themselves forward for other School

activities.

DSYSNYXffe &aLSI1Ay3a gKSy @&2dz 32 Ay (2 Kdpe®, | LINER
a bit of humour. You get work done. Em you throw in ideas, sometime theg@pted sometimes

they are thrown out but generally speaking you feel like there is a sense of collaboration and that like

we are all singing from the same hymn sheet ave have a kind of a similar vision and so that kind

of collaboration and the working together is very helpfii 2, I)

Diversity of the staffY S Y 6 ShddkdPounds was perceived to contribute to the strength of
programme, researctieams and to the lager School team. Good workingrelationships were

considered tdbe the norm andelationships across the school were considered to be like that of one

big team.

Social relationships were also perceived to be important. Suethioakhips were important &m a
support perspective, particularly considering the flexible and autonomous work practices which exist
within the schoal the potential for working alone could be isolating. One participant noted the

importance of such relationships
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but you also therior me | also look forward to the days that you are in here and you get to meet your
colleagues and get to feel like debrief on whatever is going on. You kind of appreciate that as well
when you ardnere (P: 14, FG: 2)

Theimportance of thesocial side brelationshipswasnoted in the context of building work whic
was being carried out in thecBool and necessitatedhe temporary closure of the informal coffee

area on the staff corridor.

You know in terms of when you are talking about the happiresif you go around there and you
maybe sit for twenty minutes of a half an hour at lunch time and you have a bit of crack with people

YR GKSNBQa | oAl 2F Fdzy FyR F fFdAK FyR L | O dz
0SOlIdzasS St rlylt®a GAKYS L YSSG LIS2LIX S 6K2 FNByQd A
a0 NHZOGdZNSR 2NJ L R2Y QB 4K @S I aidNUHzOGdz2NB (2 R2 (KI

6.6.3. Belonging

Participantsnoted that they were happy to be identified with the School and to see themselves as
part of somehing bigger than themselves. They were proud of theceases and achievements of
the Shool in what they perceived to be elatively short period of time and were proud of the
diversity of the staff group This, they believedlifferentiated the Scholofrom other similar schools
and had ensuredhe development ofa number of novel educational programmes unique to the

School.

And then | suppose moving on from that | suppose you get a sense of pride in where you are actually
g2NJ] Ay 33X L QYh helefbit oy Het aiser&e of miide about the organisation you are in

FYR LQY &adaNBsx LIS2LX S 2F0Sy ale (2 YS 6KSNB | NB
GKSy L lFfglea ale GKS {OK22f 27T bdzNBuiseitDUsink &2 NI
R2gy (2 6KSNB &2dz I OGdzr tfe& ¢2N)] FyR &2dz Oy &SS$S
L Y Ay XX®FYyR LQY Ffaz2 LINRBdZR (2 aleée GKIdG LQY
SFFSOGAGStE I NBo G2 NKRE ORIYE ALINWVRIER SiGS WKADOKI Y
LIS2LX S KI @S 62NJ SR Ay 2NBIYyAadl GAZ2ya sRENE &2dz R:
1)

Particular eventsvere important to the identity ofndividualsthemselves but morémportantly the
identity of the Schooland the University. The graduation ceremony was perceived to be an
important exposure of the work done and the success attainedstaff and students was an

opportunity to proudlyidentify with the organisation.
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| think thaQad A YLERNIFyYyded [A1S "‘KS AN Rdzr GA2Yy OSNBY2yeR
2NHBI yAal GA2y® ¢KSNBQa | GNSYSYR2dza aSyasS 27F I
/ 2YFSNNAY3I NB ANBI osmsvzy a TFT2MJjustdoiireitF I YA A
the most impeotant occasiorin the calendar(P. 19, FG 1)

S
AS

Visibilityg & LISNOSAGBSR (2 0S5 identyPhidicipafitexpessadpridk whBEnA O A LI Y
the Uniersityor School was represented on the media and were amxithat this was something

that there should be more of.

One of the things, in terms of our work, and it was mentioned about being knowledgeable an
adzllll2zasS GKSNBQa a2 Yiye ¢& LINRANIFXFSad2yassd wKS
NursinglSAy3 Y2NB @GAaraotsS Fid F yridazytrt fS@Sts 021
and | think, about the sense of identity when you see DCU and that, and we talk about it the
F2ft26Ay3 RIFIe& G O2FFSS3 0 dziustrkat tB seé, Kob ¥nowk GuRa 2y
a0K22ft @ LQR 2dzald t2@¢S G2 aSS 2dz2NJ aOK22f Y2NB
general public pay an awful lot of money through taxes for us here, and | would really like to see us
contribute more, eveto Vincent Browni or any of the TV or radio programmes. | think that is really
important. (P. 19, CM 1)

Being part of something and contributing to something bigger than themselves was noted by two

participants asmportant for happiness at work

N

LilQaaSyasS 2F o0SAy3o Laoa aSyasS 2F o6SAy3 LI NI
O02YS G2 O2yGNROGdziS G2 az2YSiKAy3® {2 GKSNBQa (K¢
Fa +ty SYLXz2eS8Ssz Fa | qgfmgwyuasm Kd dzii (KBNS Qlat &2 AISc
a2YSGUKAY3 60ATISND L KAyl .PkEGVvOB SaaSyidartte LI
CKFEG AGQa | aSyasS 2F o0St2y3aAay3a (2 &2dzNJ 2NAlF yA A

what makes a big fflerence about happiness is a couple of things and | suppose that have happened

in the last week when | vgaoff work, where there wer@ameof university) related things, that had
Y2U0KAYy3 G2 R2 gAGK YSI IyR L ¢ Qydiyoukdow theywdte L 42 N
simple things, like | was watching some ridiculous programme on TV last night on ( narnghofv)

or something, in the (name oérue) andohii K 1 Q& A WA@SWEXS DT Gdkl 6§ Qa H K¢
know. Or earlieroninthewge L QR 0SSy 4 (G OKA Y 3° Ilwhithadlit dritaly, ¢ NJ y &
FYR KSNBQa 2yS 2F 2dz2NJ O2t €SI 3dzSa | LIISENAYy3I 2y
Sy3Fr3ISR AYy 62NJAYy3 gAGK (GKS LINPAIANI YYSS rdalyR G KAY
nice to be part of something that is relevant, that is kind of part of Irish soet§0, CM: 1L

*TV current affairs programme
Y reality programme
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6.7. Summary

The Discovery phase of the Al process uncovered many strengths of the School consistent with
LI NI AOA LN yviaQ O2yidtieNtekpiade By éxplaifg th&sk dtdedltlys a@nstructions

of happiness were elucidatedn this workplace happiness is more than feeling happy at particular
points in time or judging oneself to be happy at one particular point. Rather it involvéiagee
judgements, choices, autonomy, meanitggarning anddevelopment andcollegialrelationships all
consistent with a more long lasting experience of happiness that can be viewed both subjectively
and objectively. The significance)aeance and implations of these to eudaimonic happiness|

be explored and discussed in ti&hapter 7 The applicability othe concept analysis, conducted
during this study to findings will be examined and Selétermination Theory will be proposed as

one way of undestanding happiness in this workplace.

Whilst developing knowledge is a core component of Al, taking action and makingeclaa
integral to the process. This Al study effected actual and ongoing changes in the academic workplace

and these are presentecent.

6.8. The changing academic workplace

A diagrammatic overview gbositive actionoutcomesof the studyis presentedat the outset of this
section in kyure 8 This overview presentsoted changesdentified byfocus group participants, and
both Head of Sdabol and Director of Quality in subsequent individual intervieWable8 presents
these findings as they relate to the vision statements and action pitaxiouslydeveloped in this

study
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Figure8. PositiveAction Outcomes

Evaluation Group &rticipants

Increased aware ness of contributions t
happiness

Thinking more positively

Thinking more about happiness at work
Acknowledgement of feedback

Positive contribution to faculty review

Increased use of studentships to develc
new relationship

Improved staff/ student relationship
Development of roof garden

Acknowledgement of impactf@oof
garden

More responsive to opportunities

~N

Destiny

Director of Quality

The study topic of happiness
helped to frame hethinking
regarding her role

Noted increased number of
conference and celebrations

Staff involvement in roof
garden

Increased media activity of staf

Media training organised: No
uptake yet

Led development of newsletter

Discussion regarding adjunct
professors

/
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Head of School

Increased awareness at management
level

More reflective with each phase of the
study attempt to change focus at
management level from negative to
positive

More effort made by him to
acknowledge effort and workybemail

Positive contribution of staff to faculty
review

Increased number of staff student
activities

More celebratory events organised in
the school

Engaging staff in taking ownership of
their workplace: Roof garden

A process of involvement of
administiation staff commenced

A meeting of senior staff convened to
commence looking at leadership roles
and the development of a Centre of
Excellence

A number of appearances in the media
encouraged and noted

New school newsletter: Positive
feedback from staff

Revew of research groups /activity
underway

Liaison with other key university
stakeholders regarding development of
Centre of Excellence underway



Table8 Vision, Plan and Outcome

Vision of the School in the future]

Plan: How will we do this?

Outcomes:attributed to the Al process

more diverse and more

virtual

How the School will lok We will
The school will embrace organise a number of opportunities 1  More staff engagemenby
all its entties and there annually as part of a process for staff to tsr:?: i\/r\]/()t?pri)rI]e?cZ\:NggLthg;Zrzfe
will be more respect for get together to explore future possibilitie
the different and collaborations, cross fertilisation of
contributions ideas, work sharing, idea generation and
people/disciplines make. project progression e.g. Creativity think T CN;:?;;:]?:2?%%2?;1?:500:5
There will be more tank, staff day, research sharing day ang
shifting group follow up.
involvement. In the future 1  create more openings for people to take
we will be more of one on roles
0A3d aGaljdzZ RE 1 KF@S Y2NB aoOKz22f S
A wider range of people FOGAGAGASE FYR YI1
will step into key roles of contribution and enthusiasms
responsibiliy. 1  match interests with work e.g. teaching.
Overall people will have a 1  recommend the recommencement of 1  Increased awareness at
sense that they are some form of formal review opportunity management level
supported for staff to set and review goals and 1 More effort made by
We will have more receive feedback Zj(?}i%ﬁg%n; szort and
opportunities for review, work by email
feedbackacknowledgeme 1 Acknowledgement othis
nt feedback by participants
There will be more peer
accountability
We will know the 1  engage with students in ways that are 1  Increased number of staff
students better as meaningful to students at different levels student activities
individuals We will initiate some of these butill also 1  Increased use of
respond to requests from students. We f:;?onr:ﬂ:gz to develop new
will invite students to let us know what
they are involved in. T :Eg{;‘;ic:‘i?aﬁ/ student
0 e.g.icebreaker exercises for
first years.
0  Social and sports events
0 Charitable /voluntary basis e.g
strictly come dancing, rag
week eventsetc.
The School will be a place 1 organise more informal social events or 1  More celebratory events
where having fun is ok start a social ¢lb which would organise organised in the school
more regular social nights out
The school will be smaller M respond to external and economic driver|

for more virtual delivery of activity.
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The Scho@ & S E LIS
be more visible

The school will be
recognised as a place tha
students will want to
come to as a place of
excellence in particular
areas.

The School will raise its
profile nationally and

internationally

develop a new format for additiona
seminars for people to present on their
areas of interest/expertise e g short 15
minute presentations. There will be a
social element to it

host an interdisciplinary conference

use the digital signage to display school
individual staff activity and seesses.
Posters on poster boards will be moved
rotated and replaced regularly to display|
ongoing activity.

identify particular areas of expertise
which we will profile and which will make
a contribution to the National and
International Debate. We will dihis by
being proactive and putting ourselves
forward for comment, availing of media
training and sharing our experiences afte

we have been on radio or TV etc.

Media training organised: N
uptake yet

A number of appearances in
the media encouraged and
noted

New school newsletter:
Positive feedback from staff

We will continue to be
innovative

The school will invest
further in the Health

Living Centre

explore the organisation of a facilitated
day or half day open to all staff on how t

be creative andnnovative

Our meetings will be
focused and more

productive

organise and encourage attendance at
training for staff for the constructive
management of and contribution to
meetings. We will also encourage the
premature endings of meetings which

become dstructive.

We will be a centre of
academic and practice
excellence

The school will be more
proactive in responding to
funding opportunities

The school will comprise ¢
focused research centre il
a specific area

The School will support
the development of

publications

explore other models of academic and
practice excellence and benchmark
against them. We will liaise with the new

Director of Quality on this

Liaison with other key
university stakeholders
regarding development of
Centre of Excellence
underway

Review of research groups
/activity underway

Discussion regarding adjung
professors

Staff will be competent

and knowledgeable

become better informed about the
university structures which will enable ug
to make better linkages within the
universityand take on roles on wider

university committees. This may require

More regonsive to
opportunities
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some formal input

respond to and avail of all
supports/training made available to
develop our technological skills, we will
avail of university supports to set up our

own websites

The school will maintain have a consultation regarding more 1  Positive contribution of staff
its positive flexible flexible administration processes and to faculty review

practices structures 1 Thinking more positively
The school will care for be constructive and positive in oday to .

1 A process of involvement of
people more than day language and celebrate successes i administration staff
processes. the school in an attempt to refocus commenced

negativity
We will have more
international linkages,
both staff and students
The school will value
teaching and learning
equally with research.

T Increased aware ness of

contributions to happiness

1 Thinking more about

happiness at work

T Development of roof garden

1  Acknowledgement of

positive impact of roof
garden
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Whilst noting particular specified outcomes two main themes were identified in the data. These
were Rethinking Happiness in the Workplace and Taking Action on Happiness in the Workplace.
Both themes were interrelated withhinking about happiness having a direct relationship with

actions on happiness. Each of the themes comprised two subthemes.

6.9. Rethinking happiness in the workplace

6.9.1. Raised awareness

While participants in th@valuationfocus groups were slow to identify aeluchanges in how things

were done they noted the value of the study in foregrounding something which they felt was
important but about which prior to the study i KS& KIF Ry Qld 3IAGSy YdzOK @K
participants described thinking more about happmseand how it is facilitated in the workplace since

being involved in the study. A number of participants described how they had become more
conscious of what makes them happy in wdrkis raised consciousness about workplace happiness

and contributing &ctors was new for participants.

LGiQa NBlIftAaAy3ad GKIG LGQAa t2FrRa 2F GKAy3a GKIEG F
Y2NB g NB 2Fd L tABS Ay 1ljdzAdS | o6ftF0O1 YR GKAI
¢tKSNBQa yRSavYRyedIEHRE AYy OblYS0Qa ¢2NI RO {2 AlQ:
FSSRAY3I Ayid2 YF{Ay3a YS KIFILLRO® L Y y2i 2dzald | dzA(
simple as | thought was. (P: 1, EG2)

One participant noted the facthat while working with students involved teachitigem how to
reflect on their practiceor experiencesii KI i ¢S RARY QU 2FGSy NBFf SO

circumstance®r experiencesThis had to some extebeen facilitated by the study.

Yea | have sidar kind of experiences about it and like we kind of teach people about reflective

LIN) OGAOS o0dzi ¢S R2yQl R2 OSNE YdzOK NBTf SOUAYy3a 2
said that kind of when we grab an opportunity to moan about things @an@& y 2 KIF N)Y G2
a2YSUKAY3 F20dzASR 6KSNBE 6S KI @S d@abdutkheybdtter | o6 2 dzi
parts of it (P: 10, EG: 1)
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Thinking about happiness as a result of the study led to an increased awareness of what needed to

be done in ordeto ensure a happier workplace.

Before and after each email about the study or meeting | start to reflect upon the relevance of
happiness on a day to day basis and what needs to be done to achieve ({H®&.II)

6.9.2. Changed thinking

In addition to devéoping more awarenesabout happiness itself, how it is experienced at work and
contributing factors for happiness, participants noted the value and benefits of uncovering and
making explicit strengths of the school in relation to their happiness at vRakicipants in each of

the focus groups noted the previoustendency to focus on the negative and highlighted how the
appreciative process created an opportunior them to think and act differently in the School in a

more constructive wayThis they blkevedwasmore consistent with their natural way of being.

This gives you a legitimating, if | have these thoughts and as ( Name) said it gives you a safe place

and you can legitimise oh actually it is not so bad. The negative is very easily talkethadpades

fA1S O2FFSS GGAYSa IyR fdzyOKGAYSE o6dzi GKS | O dz ¢
KFEaS | LXFOS dzytSaa ¢S YIS GKIG LI IFOS (KNRdJIzAK
so when you come in going argh, argh,féarg YR G KSy tAadaSy AdQa yz2i GKI
and that positive restorative happiness intervention technique or whatever it is it is done in a private
capacity. | think that we have a group, | am not sure about the words but the groups efiegbful;.

Sometimes you wondds helpful in a supportiveray. (P. 3, EG 1)

The positive interplay between dialogue, reflection and subsequent action whsghiged by the

following quote

2Sff GKFGQa GKS GKAY3 | 0 20dziR 2RAEF f @FANYSTS AFI20GA FyE2 GN.
gKFEG L gl & GNBAY3I G2 Aa GKIFIG o0& KI@Ay3a KFER GKIFQ
not easy to make a cause and effect relationship between things | have done and the way | have been

but | dd have different awareness of what makes me happy and that impacts on how | encounter
GKAy3a GKFG KIFILWSyd [A1S AdQa || O02YLX SE O2yidAy3
GKIFEG YR L R2yQi GKAY]l @2dz OFy imeldobdigethdte YSI
sitting and talking about the conditions that enabled me to be happy did change me on somk level

changed my social realit{?. 3, EG 1)
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6.10. Taking action on Happiness in the workplace

6.10.1. School Action

During the course of the stly a concerted effort was made by management to be positive and to

acknowledge staff effort and success.

We have made a deliberate attempt to encourage dbgfemailand to acknowledge good wark
(Hos, Iy
While participants acknowledged more positifemdback and encouragement from managemast
a result of this studyparticularly in the form of acknowledging emails, a number identified some
initial difficulty with this This waspredominately in relation to receiving numerougositive
congratulatoryemails from differentmembers of the School Management Teamthe same issue.
One participant noted an initiglersonalcynicism which she resisted as a result of this study when
she reflected about how more feedback and acknowledgement was somethimd Whd come up
in the focus groups and consensus meeting. In acknowledging that this form of feedback was
something that was frequently requested and something which had comduringthe course of
the study participants were appreciative of the mails aedognised that this was probably just
enthusiasm emanating from the project and in facted this perceived over response had reduced
over time. One participant noted
,2dz (Y29 é;KI-,G L AYSAI- y 024 L REYQ(] a I [fﬁrthérﬂdqoé ySEI,
82dz (y2¢ odzi GKSNB Aa 2dzad GKFEG FTAyYyS tAySo Ly i

have negative emails going around the place; | think it is just getting that balsiieeare getting
there, you know(P: 21, EG: 2)

Despitethe general level of support for this type of positive feedback one participant however felt

that such emails were annoying and unnecessary.

In general there was a sense that there was increased positivity in the Sdlmlincluded the

positive contribtions of staff to the Faculty review Process.
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I know one thing | was quite impressed with in relation to the faculty review, at one stage we were
asked about community involvement so that meant obviously community stuff plus Boards plus the
extracurricularstuff that people are involved with and that was a very impressive list, lots of things

FNBE 3I2Ay3 2y (GKFd L OSNIIFIAyfte RARYQUO (y2¢ I 02dz
and some people as part of their ro{B.o Q, 1)

Across the boardhe development of a roof garden and social space was noted as a positive activity
with a good outcome. The beautiful environment developetiich was utilised well in the summer
months and the spirit of ceoperation engendered by the endeavour was noteg &l. While
participants in the focus groups were unable to directly identify this as an outcome of the Happiness
in the Workplace study they believed that it was indirectly influenced by it. The overwhelming
acknowledgement of the garden by participargad what it has to offer may be a reflection of
participants changed thinking in relation to their workplace and those things which contribute to

their happiness including the environment.

6.10.2. Personal Action

Using an appreciative approach in the study endlgarticipants to reflect on the positive and they
perceive thisto haveinevitable knock oreffect on their actions. Whilst participants struggled to
identify specific actions they did acknowledge that the process of thinking differently inevitably
influenced how they behaved at work, the choices they now made e they responded more
positively to newopportunities This, they proposedwasdifferent to how they had behaved before.

This wagmainly in relation to things identifiecby them in the earlierphases of the study such as
more meaningful and positive engagement with students and colleagues. One patrticipant noted the

change in thinking and the knock on effect of this thinking

| think the appreciative inquiry approach had an empowering sidetdffatie sense | guess what

(Name) was saying, | have a saying thoughts become words become actions. And when you think
Fo2dzi GKAy3aszs YR AG YAIKIGyQl oS GKFG @&2dz KIF @S
somebody said here you went away thinkedgput it. It might have been something that you said

2dzi t2dzR F2NJ GKS FANRG GAYS FyYyR L KFRYQlO 06ST2NJ
notice something on an email or you might register something from your group that then eventually
becameat OG A2y fA{1S €&2dz 6SNBE al&Ay3a gAGK &2dzNJ a0 dzRS
l'YR &2dz R2yQlG Ftglea G GKFEG Y2YSyd odzi L GKAY]
empowers you to think about it in a positive way and thereforeatianv you to idatify how you can
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actin away (P.11, EGQ

C2NJ YS Al é61F& Y2NB fA1S o0& LINR@G21Ay3d dza G2 KI @S
on what conditions made them happier it was more like they were in my mind more so | eaduld |

for them more so when things came along like the studentships and there have been other examples,

L OlyQil 2dzald GKAyWhea@@ 1HESY 2FF (GKS (2L 2F Y

And also

And then just being, having been provoked to make you think about well wh#teconditions that

YI1S @2dz 6S Y2NB KFILILER® L GKAY]l L KF@S &az2dzaKa
something | would find easy to see particular instances of. But | think that having thought about the

list of things that we said that & would do, yea | think | have sought them out and minere

feedback myself as we{P: 12, EG: 1)

Participants acknowledged the value of tAéprocess and indicated how this process had helped
them to focus on the positives in their work situation aihe environment. While there are at this
point a small number of specific observable outconwdsthe study discussionsabout school
strengths anl happiness in the workplace weperceived by participants to have contributed to a
change in their thinkingnd how they act. Both the nature and mode of the inquiry are perceived to
have contributed to this. Involving colleagues in a participative inquiry focused on the promotion of
happiness in the workplace seems consistent with their identification of ughamhportant to their
happiness at worknamely beingselfdetermined at work, fulfilled, and competeh and their
relationships with others at workihile they acknowledge that albeit there are minimal observable
changes within the schoadalt this stagetheir changed way of thinking about happiness within the
school has affected both overtly and subliminally their way of being at work. Such changes may
contribute in the longer term to the enhancement by participants of those things within the School
which they now believe are important for their happiness. Some evidence of this is emerging as a
number of the outcomes noted by the Head of School were initiated by staff who were involved in

the study after the evaluation focus groups.

The discovery phase ofdhstudy allowed for an uncovering of and articulation of the positives and
strengths within the schoolPaticipants appeared both energised and enthusiastic to be talking

about things which they really valued and loved about work and this particular YemdpDuring
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the dream and design phases of the study, where participants were envisioning the workplace in the
future, discussiorsometimesturned to the negative elements within the school and the dominant
discourses about the workplace which tended ®regative. The opportunity to be positive and the
support and legitimisation of this received within the groups provided participants with an
alternative discourse with which to challenge the perceived dominant and unhelpful discourse about
work and the warkplace among the wider staff group. The positively framed contribution of the
School to the Faculty Review processes attests to the subsequent comfort in articulating the

positives.

6.11. Conclusion

As with other forms of actionesearch findings emergeat different points in the proces# this

study. The purpose of Al is to focus on an issue of mutual importance and to strategise effective
actions with the intention of bringg about deliberate changes. This Al cycle set out to explore the
concept of happinss in the workplace and to use this knowledge to initiate change resulting in a
happy workplace in the future. The very act of asking questahrmit happinesshas impacted on
participant€xhoughts andactions.Theuse of affirmative questions in explogrhappiness in the
workplace further effectegerspectives and subsequent change€hange is already noted in this
workplace. Chapter 7further explores and discusses these findings and derives implications for

relevant stakeholders in the study.
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Chaper 7 Discussion

7.1. Introduction

Participants expressetheanings of happiness in the workplace during a timeigaeiof severe
economic downturn Recession, austerity and transition were the dominant external contextual
factors The enthusiasnwhich partici@nts displayedor the study and the ease with which they
identified strengths of the school are noteworthy within this contekteanings of happiness
identified in this workplace across the Al phases are considered in the context of the defining
attributes of happiness i.e. high levels of positive emotion, low levels of negative emotion,
satisfaction, engagement and meaning or purpose identified in the concept analysis conducted in
Chaptes Two and Three pages 21 and 39 The chapter also discusses howingehappy, Self
Determination, Fulfilment and Community, give rise to the belief that happiness is achieved through
the satisfaction of human needs resonant of Self Determination Th@egi and Ryat985, Deci

and Ryan 2002) Thesignificanceand implicationf these to the happy workplace of the futuamd

the subsequent changes arising from the stugle examined against the background of the
literature reviewed in relation to happiness in the skplace and the paucity of literature in relation

to the creation of a happy workplac&hevalue of Appreciative Inquiry Methodology as a positive
meansof engaging with people in thworkplaceis discussedoarticularly in relation to its impact on
changngLJr NI AOA LI y(ia4Q (GK2dAKGaAX RAaA02dzNES YR | OUA 2\
at a particularly difficult timethat was dominated by national economic recessi®he topic of
happiness and the Al methodology are new to the academic workmad as such the findings are
significant and have relevance for future research and management practittee final section, key
recommendationsare madefor i) management practice within schools in third level academic
organisations, ii) developmentfaan educational programme for management and iii) future

research to build on the change management process initiated sn&ppreciative Inquiry
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7.2. Being Happy

It is interesting to note that in a time dihancial and human resourceonstrains and a sifting
focus towards a more neoliberal philosophy within the higher education s€€ohen 2014}jhe
participantsin this studyhad no difficulty identifying the strengths of the school which they saw as
consistentwith their happiness at workHigh levels of positivity have been identified as integral to
the Al procesgFinegold, Holland and Lingham 2002, Singh 204@)evet it is unlikely that tle Al
process could have influenced the extent of positivity that was articulated in the initial Discovery
stage. My reflection notes/memo®f the discovery phase of the study indicated my surprise at the
high levelof positivity articulated by all partigants Minimal negativityand considerablesnergy and
good humourwas evident both within the individual and group interviews. Thisas unexpected
and interesting in the context cfalary cutsbudgetarycuts, reduced staffing levels and increased
workloads which were associated with the national economic cridishe period Notwithstanding
this the School wagerceivedas being strong irthings which they believed to be important for
happiness at work angbarticipantswere anxious that these be mainteid in the future. The
findings of this exploration in relation to hoparticipants construe happinesse consistent with
previous work on happiness in the workplace i.e. meaningful and challenging work, autonomy, and
relationships with other work collepies (Herzberg 1966, 1987, Carr et al. 2003, Grawitch,
Gottschalk and Munz 2006, Grawitchafes and Kohler 2007)lt is interesting that those things
which participantsacknowledgedas key strengths of thecBooli.e. autonomy, support, meaning
and relationshipsare consistent with those previously identifiad antecedents to happinessthe
concept analysign Chapters2 and 3 pages 21 and 39In this study participants had difficulty in
explicating thesestrengths from the experience ofbeing happyand they were integral to
participansQconstructions of happiness in this workplace. Wtipartcipants had no difficuly
identifying strengths of thecool which theybelieved contributed to theihappiness at work, they
had some difficulty with expressing how they experienteihg happy, particularly irdentifying

those components whickthey saw as attributes of the experience of happiness itself. Talking and
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thinking about happiness at work strengths of the workplace wemew for participants. The focus
in the literature on other concepts akin to happiness such as job satisfa@aiss 2002, Warr
2007, Fisher 2010)organisational commitment(Solinger, Van Olffen and Roe 2008hd
engagemeniMacey and Schneider 2008ather than happiness attests to the relative newness of
the concept of happiness itself within orgaational culture. Mre negative concepts such as job
dissatisfaction, stress in the workplace angriout receive much attention invorkplace literature
and organisational discourg®aslach, Schaufeli and Leiter 2001, Harkness et al. 20@&kness, et
al. (2005)note the importance of changing negative organisational discourses by involving staff in
community activity consistent with their wellbeinghis study provided ainique opportunity for
participants toexplore and reflect uponhappinesswithin the workplace The ensuing changed
thinking impacted positivelpn participant§behavioursincluding howthey talked about and acted

in the workplace

Participants broadly viewed happiness apasitivefeeling, as an evaluative judgement aasia low

level of negative feelings consistentith the concept analysis conducted in ChapteH2wever he

further identification by some participants of happiness ashaice movedeyond the explanations
provided by the concept analysis and suggest #yency in their own happiness in the workplace

and intentional activityare important factors to happinessihe identification of feelings and
satisfaction as factors in happiness in the workplace suggest a hedonic experience of happiness
consistent wih subjective wellbeing in this workpla¢@iener 1994, Kahneman, Diener and Schwarz
2003) However, participantdound it difficult to identify feelings of happiness or satisfaction at
work, outside ofbeing seHdetermined, fulfilled obeing part of the workplaceommunity. The joy,
enthusiasm and pride articulated by participants about their work and working with others indicate
an engagement with their work in this workplace consistent withMa I Y R {2908)A RS N &
definition of employee engagement. Engagement, meaningful work which is congruent with
participant€yalue systems, and collegial helping relationships, involving growth and developfment

all, are reflective of a moreudaimonicconcept of happines@eci and Ryan 2008)rhey are also in
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keeping with the defining attributes of happiness in the workplace identified in the concept analysis
conduced atthe outset of this studypage 39 and with the notion of flourishing articulated by
Seligman(2011) Nussbaunf2008, p. 342)in referring to the Aristotelia perspective on happiness

(Eudaimonia describes this as

@ Ft2dNRAKAY3I KdzYty tAQGAY3I = |+ {AYR 2F € AQGA
Gl tdzS YR O2YLX SGSS YSIyAy3I t+FO01Ay3I Ay y20KA)
Within this sty sefRS G SNYAY L GA2y S Fdf FAEYSYd FyR O2YYdzy A

constructions of happiness drbeing happy in the workplace.

7.3. SelfDetermination

A key finding from the discovery phase of the study was the importance efletelfmination to
participants. Participants identified the facilitation of sédterminationat work asa major strength

of the School. This was fundamental to their happiness at work and is consistent with findings from
previous work on happiness. Sditermination, atonomy and personal control have been
identified as antecedents to happiness in gendidiener, Kesebir and Tov 200®) happiness at
work (Chiumento. 2007, Warr®7)and to happiness within academic work departmefBakker et

al. 2010) SelKmanagementas a component afelf-determination is also recognised as a factor in
happiness at work particularlyvithin the sdf-employed sectofBenz and Frey 2004, Benz and Frey
2008) Deci and Ryaif1985) in their Theory of Intrinsic Motivation and S&&termination
proposedthat people are intrinsically motivated by a need for competence anddsetdrmination.
They argued thatthese are intrinsic and nnate needs and that theyunction as important

G Sy SNHA a SNE (DEifandoRyda 1983, .d2RIkey further argue that people are most
autonomous when they act in accordance with ithmterests, values or desirg®eci and Ryan

2002)
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The recognition in this study that autonomous wardi involves accountability and integrity
demonstrates an awareness from participants that autonomous working is not an individualistic or
completely independent endeavour but rather one which contribuieshe overall working of the
Shool. The support pvided by work colleagues and the flexible working conditions all contribute
to the participants sense of control over their work and their ability to-determine in the
workplace. It is argued that autonomy support and conditions which enablalstdfmination are
important for intrinsic motivation in the workplac@Deci and Ryan 1985, Gagne and Deci 2005)
Intrinsic motivation involves acting with a sense of volition for the love of and istémnean activity.
Such motivation is not contingent on external rewards or subject to external pressures.
Organisationakultures which foster conditions such as these are likelygonore competitive and

are likely to both attract and retain worke(&versole, Venneberg and Crowder 201I3)jis could be

seen as a significant advantage in the current climate.

Academic environments, with their emphasis on the creation and dissemination of new knowledge
underpinned by the notion of academic freedom of inquiry and speech, are workplaces which
traditionally value autonomyHamilton 2006) However, internationally, increasing neoliberalism,
decreasing resources, in@ged managerialism, and centralisation of decigimaking within
academia, have led to concerns as to the impact of these on the academic department particularly in
relation to erosion of autonomyacademic freedomand identity (Currie 2004, Holborow 2012,
Cohen 2014) The impact of this on decreasing levels of satisfaction amongst academics in
established university departments has been noted in AustrgNénefield et al. 2003)Canada
(Catano, Francis and Lozanski 2010), with increased levels of stress noted in UK universities
(Tytherleigh et al. 2005Pespite perceived deteriorating working conditions within highemnaation
institutions in Ireland job satisfaction remains relatively high (Clarke et al 2015, Clarke, Kenny and
Loxley 2015A furtherexception to this in an Irish context is a study of job satisfaction in accounting
and finance academics in Irish highetueation institutions conducted by Byrne et(@012) who

found that participants were generally satisfied with most aspects of their jobs including autonomy
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as one aspect of job contentlt is noteworthy thatin this presentAl study participants identified
that they continue to haveonsiderablesupport, autonomy and flexibility and these provide much
opportunity for selfdetermination. Whilst neither happiness nor job satisfaction were measured,
participans had no difficulty identifying those factors which they perceived to be consistent with
their happiness at work particularly selétermination.Both this Al study and Byrn€2012)appear

to be at variancewith international perspectives on reduced autonomy and happiness in higher
education.They may be an anomaly even in an lgsimtextandit is acknowledged that happiness

in the workplace i complexand dynamic phenomenon. Nonetheless, the findings of lodtthese
studiesare interesting in the current difficult policy and economic climaté&eland The findingslo,
however, appear consistent witfindings from the world happiness researaihich indicates that
despite theimpact of the financial crisiational happinesslels have not declined significantly and
Ireland still rates highly in world happiness studigelliwell et al. 2013, OECD 2013, Hellivet al.

2015)

Participants were eager to identify local structures and processes within the School which they
perceived to be supportive of selietermination. These structures and processes facilitated
participants to initiate and actively engad@e activities which they perceived to be congruent with

their value systems and interests with minimal control and direction from management. Such

I OGAGAGE A& NBTFESOGAOLOS 27 eudamdbriadoddisterd @igh hdarS s 2 F
flourishing(Waterman 199Q) Participants understood that there were certain activities which were
prescribed such as particular administrative processes and the requirement for teaching and
research but that outside of thai KSNBE 41 & YdzOK &d402LJS FT2NJ AYRAQDA
interests and work Implications for management involve recognisifgist was an important
consideration for participantand they were anxiouthat this way of working would continue in the

future despite increasing workload demands.
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7.4. Fulfilment

¢KS AYLRZNIIYyOS 2F NBIFIOKAYy3a 2ySQa LRISYGAl X
important for psychological wellbeingViaslow 1943, Maslow 1968, Deci and Ryan 1985, Deci and

Ryan 2002)

G oKIFG  K$ yY @i(§aslonsld4s, p. 382)
In this study prticipants articulated the importane to them of the nature of the work itself and the
value of being able to develop oneself to meet the challenges of the work. Development,
achievement and feedback on achievement were important to this prodes€hapter 4, dring the
Discovey, Dream ad Design phases of the studyarticipants acknwledged the importance of
these. Theyere anxious for increased levels of feedback on achievement in the futargculaty
in a more formalstructured process where staff could negotiate and set gaagdHemselves and
get feedback annually on progress. It is interesting that in the Destiny phase of the study
participants acknowledged that there had beendaticeableincrease in feedback from management
in terms of individual or school success. Thisdfack was primarily given in the form of
congratulatory emails and oftenamefrom more than just one of the management team. Whilst
some participants welcomed this it was interesting to note that this was not a universal response. A
small number of partipants articulated their scepticism on the amount and repetition of these
emails and felt that they were unnecessa@ne participant felt that such emails were annoying.
SelfDetermination Theory focuses on how people are intrinsically motivated and what
environmental supports and processes facilitate this motivatipbeci and Ryan 2002, Carr 2Q04)
The authors caution against the use of external contrimisluding both rewards and punishment.
Whilst they propose that rewards such as feedback should help to increase competence for a task
well done if the perception of this feedback is one of control then such feedback will decrease
rather than increase motivatian Achieving a balande providing feelback therefore,is important

in facilitating fulfilment.
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Whilst in general feedback on achievement was welcostieel implications for School Management

is theneedto be cognisant of the potential destructive effects of providing feedback for intige

and challenging tasks asme participantsnay be scepticalabout the motivation for such feedback.

If feedback is perceived to be patronising or manipulative it could be counterproductive. The more
formal type of feedbackgiven in a performance reviegystem where goals are set, achievements
acknowledged and supports agreed for personal development would appear to be more resonant of

SelfDetermination Theory and participants needs for autonomy and fulfilment.

The nature of the work itself i.e. meagful, challenging and varied work emerged as central to

LI NI AOALI yiQa FdzZ FAEYSYyd 4G 62Nyl @ aSkyAy3aFdzd |«
defining attributes of happiness in the workplace in the concept analysis conducted as part of this
dissetation. These are also consistent with the position adopted by Seligi@@d3, 2011)and a
moreeudaimonicF 2 NY 2 F Kl LILIAYySaad ¢KS Tl OAft A destlfioF T2 NRSR
research and teaching enables school staff to engage in work which is meaningful and congruent

with their values and interests and to develop themselves in this redéedningful work has been

identified as importantfor happiness awvork (Argyle 2001, Diener et al. 2002, Warr 2007)

Achievement wasalso fundamental to participas®fulfilment at work. Achievementwhich
participants identified as important for their happss in thistudy, hasbeen noted as important for

the attainment of psychological wellbeing and happinéRgff 1989, Fisher 2010}t is alsoone of
GKS O2YLRYSyda 27T thé¢of ok EppingsNdhich e HigWREBIR a Theory of
Flourishing(Seligman 2011)Working towards particular goals and the achievement of these is
essential for happiness at woifkocke 2002) Success and a sense of achievement are integral
components of selactualisation and fulfilment where inddlials are attempting to growdevelop

and realise their potentigMaslow 1943)Deci andRyan (2002)note the importance of competence

for seltdetermination. They argue that competence is increased in the light of achievement and

feedback. This is only so, they propose, so long as theyhieglhavesome ével ofcontrol over the
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activity itself. The strengths identified within this workplace and the vision to extend these within
the action plan demonstrates a commitment by participants in this study to those things which

contribute to their happiness at wh.

7.5.  Community

A key finding of this studyas te importance of community i.eupportingand helping each other

in building a new academic unit. Social support in the workp{d&gesonand Humphrey 2006,

llies, Nahrgang and Morgeson 200'gpod working relationshipgCarr et al. 2003and helping
behaviours have been clearly linked to happiness in the workgkcebile and Kramer 2007)he
importance of relationships has also been identified withéychologicaheeds theories as essential

to happinesgMaslow 1943, Deci and Ryan 198B)erefore this finding should not be surprising.

The Schoghowever is at an early developmental stage academically. Early stage academic work is
primarily individualistidGappa and Austin 2010)The acadein is expected to develop an area of
interest, engage in scholarly activity at a high level with the development of new knowledge and to
disseminate this knowledge to the international academic community, relevant industries or service
providers and to thaext generation of practitioners or scholars as studentany of the staff have
undertaken doctoral work over the course of the last 10 years and those coming off doctoral
programmes have just begun to engage in pwsttoral work i.e. preparation of telers for
research grants and the supervision of doctoral students. Whilst there is rhetoric about the
requirement for collaborative working in many of the research programnasthis early
developmental stagenuch of the work is solitary. Whilst theig an open plan coffee area and a
number of large meeting rooms all academic and technical staff have their own offices and much of
their work is done alone. The solidary nature of the work ,isherefore, reinforced by the
environmental layoutThe flexilility afforded to work at home or out of the office also facilitates
working alone. Therefore it is important to consider other explanations regarding why community

emergedas importantwithin the context of arindividualisticacademiaulture.
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In thisstudy participants noted collegial characteristics, relationships, identifying with and belonging
as strengths of the school and important for the happy workplace. Helping each other and engaging
in respectful supportive relationships were perceived totbe norm and essential to how people
engaged in this workplace. The reciprocal nature of relationships was also impavitmhelping

and being helped equally valued. Whilst participants noted these as strengths of the school
contributing to their happiess in the workplagesuch behaviours and activities are resonant of
Organisational Citizenships behaviours which proponents have argued are the consequences of
affective wellbeing and happiness at waflkies, Scott and Judge 2006, Rego, Ribeiro and Cunha
2010, Rego et al. 2011)Positive relationships and belonging have been identified as important
factors for wellbeindRyff and Biger 2008)and for happiness at worfCarr 2004, Chiumento. 2007,
Fisher 201Q) Actions developed during thesubsequentDream and Design stage involved
developing a betterknowledge of others and their work in the School and improving and
strengthening existing relationships witithers and withstudents. While participants in this study
identified actions which built upon thalready perceivedstrong relationshipsmanagenent also

need to take cognisance of the value and importance of community to participants. Attending to
environmental factors and work processwhich facilitate community buildingare important

managerial considerations in thveorkplace(Vischer 2008)

The importance of community to these participants in such an individualistic context is interesting
andan alternative explanatiomayrelate tothe historical evolution of the Schoollo some degree,

the integration of large numbers of staff from the healthcare setting and culture where teamwork is
more usual may account for this. Additionalige background of many of the academic staff is that

of caring professions, nursing, psychology and psychotheaagythis may also have influenced the
helping behaviours which were identified by participants as essential to their happiness at work and
key to a sense of community. The importance of community to the study participants may also be
reflective ofthe developmental stage of thecBool which & a relatively new academic department.
The School is working hard to try to build collaborative strengths and establish itself both within the
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university itself but also more broadly amongst the other developing&shof Nursing nationally

and nternationally. This was summarised in the followexgerpt

So, the university is only what 30 years old, the School 10 to 12 years old and it's developing so | think

GKSY @2dzQNB Ay | LX I OS ioKakelteanitigive el it dewéldp it Yy R @ 2
certain ways then we are here at a perfect time to kind of mould it in a way that suits the people that
FNBE Ay GKS {OK22ft @&2dz 1y26 AYy | LI NILGAOdz I NJ GAYSc«

way that capitalises on the strengths of people that are there and pushes both ourselves and the
school as an entity to succeed you kR¢RL2: FG 2)

7.6. Self Determination Theory: Relevance for OrganisatioN&nagement

The academic workplace is continuing &@é new challengasternationally andhationally(Teichler

and Hohle 2013, Clarke, Kenny and Loxley 20D&gspite reasonably high levels of job satisfaction
amongst Irish academics, considerable strain is being experidBsede et al. 2012, Clarke, Kenny

and Loxley 2015, Clarke et al. 201B) one study it was noted that over 30% of academics had
considered changing jobs and leaving academia and a further 21% consicleaading to an
academic position in another countfZlarke, Kenny and Loxley 2019peteriorating conditions,
decreasing levels of involvement in decision making, increasing levels of oversight and control, poor
communication with management, minimal input to teaching allocation and increasing emphasis on
Fdzy RSR NI} GKSNJ GKIFIy (GSIFOKAy3 fSR NBaSINOK O2ydNR
academic workplace (ibid). This is a concern both in terms ofniatpiexisting academic staff and
recruiting new high calibre academic staff. Clarke ef2dl15)propose that efforts need to be made

to create supportive working environments in order for the Irish higher education sykterope

with future challenges

In this study,the ARSYGAFTAOIGA2Yy 2F {OK22f adGdNBy3aIdkKa Ay f
happiness at work particularly at a time of much challenge and transition is positive as is the
development of the action plan. During the Dream and Dgsphase of the study participants

designed and articulated their own plan for how this could achieved. Such an endeavour is entirely

consistent with Selfletermination Theory particularly the emphasis within the theory on intrinsic
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motivation. Intrinsic notivation is defined as the pursuit of an activity because of its inherent
interest and enjoyabilit{Deci and Ryan 1985)With full management support participants in this
study developed a plan for things which theglieved would contribute to their happiness in the
workplace into the future. This plan and associated activities particularly related to those factors
which participants identified as being integral to their happiness at work i.e-ds&fmination,

fulfilment, and community.

The findings of this studgre resonant of psychological needkeries particularly thatof Self
Determination TheoryDeci and Ryan 1988hd to some extent Human Needsebry The universal

needs of Selfletermination, @mpetence andRelatedness are evident within the findings. Having

these needs met successfully can lead to happiness of both a hedonic and a eudemonic nature, in
keeping with both subjective and psychological wellbgibgci and Ryan 2008)The content of
2ySQa tAFS IyR (KS LINROSaa eudaimbnichppiicss wh&é ds | NB
positive affect and pleasure are outcomes and are constituents of a more hedonic hap{Ryass

Huta and Deci 2008)Pleasure and positvaffect however are often, though not alwaysjtcomes

of living meaningfulyirtuous and fulfilled lives.

While Deci and Ry&2002)support a growth and deslopmental view of the organism and the need
for an integrated selfthey also believe in the effect of social environment on the achievement or

otherwise of this outcome.

& { Sdtefmination Theory sees people as active and growth oriented organismadfively seek
challenges in their environment, attempting to actualise their capacities, potentialities and
sensibilities. This represents only one pole of a dialectical interface with the other being social
environments which can facilitate the othesgnthetic tendencies or alternatively wither, block or

2 @S NY K S t(Deci arid 8ydr 2002, p. 8)
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Assuchi KS LINRPY2GA2Y 2F &dzZJdl2NIa FyR | OGAGAGASE 6K
need for competence, autoomy and relationships appearentral to ensuring happiness in the
workplace. The articulation by participants in this study of the strengths of the school in this regard
should be noted by those who influence decisions about such supgamsfuture decisions should

be mindful of ensuring the maintenance of these strengths for the wellbeing of both the workforce
and the School at large. It is acknowledged that change will occur. There will continue to be a need
for increased activity witla decreasing budget for these activities. Organisational support for the
universal psychological needs for sgdftermination and intrinsic motivation in the workplace, it is
argued, will promote persistent and maintained behaviour change, more creativip/em solving
capacity, job satisfaction and organisational citizenship behavyioalts of which have been
associated with happiness in the workplg&agne and Deci 2005)Such support should be mindful

of prioritising activities and ways of working which have an intrinsic value to schogkatha#r than

the use of contingent and external rewards more mindful of the behaviourist approach. Such an
F LILINBFOK Aa |y FyFGiKSYl (2 58S Gnbtivateg(RecivaddlRyana @A S
1985) Therefore maintaining perceived autonomy and choice in this workplace and keeping levels
of control to a minimum are key to maintaining levels of intrinsic motivation. While soreédév
control is necessary in the workplace it is important that managers should be facilitators of
maximum motivation by ensuring minimal control and a facilitation of autonomy where possible.
Additionally when feedback is constructive and focused on #fiemation of competence intrinsic
motivation is maintainedDeci and Ryan 2002)he return to a more formal performanaeview
system as proposed by participants in this study, wouoffer an annual opportunity foemployees

and managers toreview achievements, collaboratively set goals and to identify areas of work

consi¢ent with their own interests.
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7.7. Critical evaluation of the contribution of Al tenabling and understanding

workplace change

The final objective bthis Al study was to critically evaluate Al as a method for researching
workplace changeOne approach to evaluating Al is to consider the changes which occurred as a
result of implementation of the action plan The Destiny phas Bushe and Paranjpg2014)note

two important qualities ofAl: 1) a focus on changing how people think not merely on what people
do and 2) a focus on supporting setjanising change processes emanating from new ideas. ;These
they argue discriminate Al from other forms of conventional organisational change management
initiatives.  Participants articulated two main changes relating to their happiness at work as a
consequence of participating in this Al study. In line with ¢hgsalities articulated by Bushe and
Paranjpey (2014) these related to how their thinking about happiness had changed since
commencing the study and how this changed thinking had influenced their subseqotomhsa
Whilst acknowledging thesé& should be noted that this study is a process in evolution and there is
potential for ongoing change, new questions and further change consistent with the Al Pieasss

der Haar and Hosking 2004) These authors further argue that Al is a relational constructionist
process. As such they reject a product evaluation approach which relies on measurement of
outcomes of an intervention. Rathethey focus on a reflexive exercisd the on-going process in

line with the underlying philosophical social constructionist assumption&l ¢fan der Haar and

Hosking 2004)

Participants in this study identified more reflection on happiness in tlekplace and identified
personal and School action as a consequence of this thinking. This represents a noteworthy change

which can beviewedas a positive outcome from the process of Al.
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7.8. Rethinking happiness in the workplace

At the outset of this Al sidy thinking about happiness in the workplaceswaw to participants The
novelty of the topic is not unique to these study participantds noted byFischer(2010)that the

study of happiness in the waplace is relatively new. Despite an increasing emphasis on happiness
as a wellbeing indicator at individugBoehm and Lyubomirsky 2008)ational and international
levels(Doherty and Kelly 2013, Helliwell et al. 2048 despite an increasing interest in happiness
philosophically(Nussbaum 2008mnd economically(Layard and Layard 2011the concept of
happiness itself at work has only recently started to receive attentigisher 2010) Concepts
relating to happiness at work i.e. job satisfactiBiWeiss 2002)work engagementMacey and
Schneider 2008, Bakker and Schaufeli 2008, Halbesleben @0d@)ow at work(Bakker 2005are

more likely to have received attention in the literature than happiness i{gésher 2010) Thinking
about happiness at work, what contributes to happiness at work, lams one could contribute to

the happy workplace of the future is all part of the change brought about by this sTinly.study

has provided a new and novel way for participants to become conscious of and reflect upon
something which is increasingly beirezognised as important for human wellbeing i.e. happiness at
work (Warr 2007) Both the topic of happiness in this study and the use of an Al process enabled

this.

One of the main features of Al which differentiatesfrisam other forms of action research is its
positive focus(Reason and Bradbury 200Although participants found focusing on the positive
novel and challenging they did acknowledge that being asked to focus on sstrenfths
influenced how they thought about their work, the workplace and their work colleagues.
Participants thercommentedthat this changed thinking affected their behaviours and actiooth b
overtly and subliminallyRaised awareness of those factorkigh were important to their happiness
and wellbeing at work influenced both their contribution to the development of the School formally

in terms of the Dream and Design phases of the study fnotre importantly about their thinking
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more generally aboutvorkplace issues from a more positive frame of reference. Nussi2008)

in commenting on the importance of intellectual activity for happiness, notes the importance of
reflection. She argues that seHflection is an integral part otudaimonichappiness and calls this
GURYGSEtSOGdz € @A NIi (dGssbaum 2008 . Ba3padticipantsgnbtadRat Y &
focusing on both happiness and strengths efféel their thinking. They commented that they now
thought more about happiness in the workplace and what contributes to this than they did prior to
the study. They also noted that the use of positive questions in the study also inftlhehe
thinking and they now tended to think more positively about the workplac€his change was a
direct result of being involved in the studghange in thinking is one of the key transformational
strengths of Alandthis changed thinking offers the potential to createw possibilities and change

how things are done in organisatio(Bushe and Kassam 2005)

The focus on School strengths and positive aspects of the workplace presented challenges for some

of the participants. Oneaf KS ONAGAOAaYa 2F 'L A& (GKS F20dza 2y
F dzl T & ¢ (FitgderaldzMiBrell and Newman 2001, p. 24h interesting thing within this study is

the identification of the local cultural tendency to focus on the negative and the subsequent
highlighting of how this appreciative process created an opportunity to think anditieteshtly in

the School, i.ein a more constructive way which was more consistent withrtiredividual natual

way of beingOne participant(P: 3EG: RSaONAOSR (KA& & af SIAGAYIGAY
happy. Finegold et gR002)note the contribution of Al to attitudinal change aradnew way of

talking about issues of importanc&ergen(1997) comments on the deficit discourse and argues

that by constructing the world, and particularly individuals, in terms of problems, there is an
objectification of deficit and a suppression of positive possibilities. Al offered an alternative to this in

this study. The acknowledgement of School strengths enabled by this study offered an opportunity

for participants to think and act differently and more rtructively within the workplace. This

facilitated the development of the vision for the school and subsequent action plan which built on

those school strengths in the Dream aRdsign phases of the study. oké importantly; it facilitated
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participant€xhanged thinking about happiness in the workplagenfluence their actionsncluding

challenging negative discourses in the Destiny phase.

7.9. Action on happiness in the workplace

During the course of the study an action plan was developed by participamgitie change and
improve the academic workplace of the futurEhisplan consisted oshort, medium and long term
actions Some of the short term actionsere alreadyimplemented. Many more were in hand and
during the study it was acknowledged thainse of the actions i.e. more long term goals, would take
some time. The vision as articulated and the actions proposed were in keeping with participants
shared understandings of happiness in the workplace and consistent with the fulfilment of those
things which participants articulated as important to being happy in the workplace namely self
determination, fulfilment and community. Actions included extending already strong school
relationships to new ways of being with and respecting students, negative staff from smaller
programmes and staff from other departments within the university. Achieveraedt recognition
were also highlightedh terms of the promotion of happiness in the workplace. Whilst a number of
the outcomes were led at management levelany were initiated by study participants themselves.
The importance of collectively taking action and making change is a key featurdé@doperrider

and Whitney 2001, Bushe andrBajpey 2014)

The general increased positivity amongst participants was highlighted by referendbeto
development of aoof gardenin the School during the timeframe of this studfcros the board the
development of theroof garden and social spaavas noted apositive The beautiful environment
which was utilised well in the summer months and the spifit@operation engenderediuring its
developmentwas noted by all. While participants in the focus groups were unable to directly
identify thisas an outcome of the Happiness in the Workplace study they believed that it was
indirectly influenced by it. Additionallyappreciation of the endeavour may also have been

influenced by the study whereby previously an initiative like this may have goneticed or

146



alternatively regarded with some cynicism. The overwhelming acknowledgement of the garden by
participants and what it has to offer may be a reflection of participants changed thinking in relation

to their workplace and those things which contrib to their happinessincluding the environment.

Participants were slower to identify specific incidents of changes in their own behaviours. Using an
appreciative approach in the study appears to have enabled participants to reflect on the positive
and they perceive that this had an inevitable knock on effect on their actions. Whilst participants
struggled to identify specific actionthey did acknowledge that the process of thinking differently
inevitably influenced how they behaved at work, the cheitleey now made and opportunities they
took and how this was different than how they had behaved before. As with any Al prdcisss
anticipated thatthis changed thinking will potentially influence future actions as part of their on

going DestinyCooperrider and Whitney 2001)

Bushe(2010)proposes thatwhilst the positive focus is important ifl, its real strengths lies in its
generative potential. Within this stydparticipants were involved in a process of co constructing a
workplace for the future consistent with their understandings of happiness in this workplace. This
involved the generation of ideas and a plan of action to be taken by them in the colledfilraeint

of this. More significant than specific actions noted, however, was the changed thinking and ensuing
changed way of behaving articulated by participants because oAtlpeocess. While much of this
change came from the explication of existind\@&ul strengths some also emerged from discussing
that which participants found to be weaknesof the £hool. Using an appreciative discourse and a
positive focus provided participants with a new way of thinking about and acting on these
(Cooperrider and Whitney 2001)This related particularly toegativityamongst a small number of
school staff. New ways of engaging with this negativity were proposed in the Dream and Design
Phases of the studylhese includd structuring meetings in a more constructive way, challenging

negative discourses and creating fora where staff could learn more about each other and their work
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It was hoped that these short term actions would contribute to the more long tegaals of

increased collaboratioand more respectful ways of working.

The acknowledgement of the value of tidé process in refocusing participants on already existing
strengths in their workplace is a key outcome. Cooperrider and Whi{@691) and Bushe and
Paranjpey(2014) note the simulaneity of inquiry and changeThis new appreciation should
contribute to future change in the School and the implementation of softh® more long term
actions identified in the Design phase of the study. Both the nature and mode of the inquiry are
perceived to have contributed to this change. Involving colleagues in a participative inquiry focused
on the promotion of happiness inhé workplace allowed for participants to contribute to the
determination of their own future happiness in the workplace. The Al process itself additionally
facilitates seldeterminationwhich, askey finding of the Discovery phase of the stpuidyintegal to
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7.10. Key ecommendations

The dialogue regarding happiness in the workplace has begun and has now achieved some form of
legitimation in this process within one workplace in a higher education institutiors imbportant

that this process is continued into the future and that those participants in the study continue the
dialogue.Therefore anumber of recommendations in relation t8choolmanagementpractice the

use ofAlasan effectivechange processandfuture researchare proposed

7.10.1. Recommendations for School management:

1 In order to meet the identified need for achievememheaningful work and autonomsg
formal system operformancereview should be considered whereby staff could meet with
management anually to look at individual goals, review achievements and receive feedback

and acknowledgement.

148



Consideration should be given to ensuring that work spaces and work prodes#i¢ate
collaborativeand supportive working into the futureThiswill build upon already existing
strengths of the school in relation to collegial working.

Staff should be invited to be more involved in annual workload allocation in order to ensure
that, where possible, interests in particular areas of teaching/research /ddtration are
accommodatedmeeting identified needs for meaningfaihd fulfillingwork.

A management development programmehich includes Self Determination Theatyould

be developed to educate school management abdist potential benefits infacilitating
employee wellbeing and happiness.

Al as achange management process osiid be explored and adopted bychool
management as a means of involving employees in constructive evaluations of School

activities and new ventures.

7.10.2. Recommendations for practice

Saff who participated in this study shouldgmress the issue afevelopingsocial

relationships in order to build upon new and existoailegial workingelationships
Participantdn this study shouldiake ownership of promoting schowhage andactivities by
taking up the opportunity for media training provided and then seekfarther

opportunities topromote the School externally.

Staff who participated in this study should use their positive experience of Al to explore and

address questions of botlvorkplaceinterest and concern with other colleagues.

7.10.3. Recommendations fordrther research:

A School wide survey of employee happiness should be conducted within one year to
measure employee happiness. Survey results could be used to instigate interasd in

further discourse on happiness in this particular workplace leading to a second Al cycle.
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1 A second Al cycle should be commenced following this survey and invitations extended to
encourage more widespread participatiolh.is important to offer those wb for whatever
reason chose not to be involved in this study an opportunity to become engaged in the
dialogue regarding those things which contribute to their happiness in the workplace.

1 More broadly Al should be used to explore happiness in other similagher education
institutions.

1 Making a choice to be happy in the academic workplace was one novel finding of this study.
The issue of choosing to be happy in the workplace is one which requires further exploratory

investigation.

7.11. Conclusion

A new and expandedunderstandingof happiness in the workplace has emergesia result of this
studyand participants have acknowledged that they now think more positively about the workplace
and engage with opportunities more positively than they would have prelWouAdditionally
participants feel more positively about challenging negativity and being more constructive
themselves. This has led to the potential for a new way of dialoguing in this workplace about future
endeavours relating to happinesBhe finding of this study surface understandings of happiness in
this workplace at a time of significant challenge and change. These findings provided a platform
upon which to build the envisioned happy School of the future. Early outcomes of the study indicate
charges both at a personal level and a school level consistent with tidse clarification of the
concept of happiness in an academic workplace and the relevance of Self Determination Theory as a
framework for management and organisational practice offersaiting new to the creation of the
supportive working environents advocated by Clarke et @015). Oswick et al(2005) further
proposes that the positive focus within Adnd its continuous cyclesre very appopriate for the

highly turbulent and changing nature of modern organisatidhglso provide one mechanism for

involving staff in decision makindfecting the work environment and contextVhilst involvement in

150



decision making is not alwap®ssibleor appropriate non-involvement in decision making has been
identified as one contributor to deteriorating working condition (Clarke, Kenny & Loxley). Al offers
one way to offset this Arising from the findings of this studyramber of key recommendatioreze
proposed forSchool management and futuresearch.Those relating t&school managemeribcus

on the development by management of an understanding of-Betérmination theory as a guide

for understanding and facilitating employedappiness in the wogdace. Those pertaining to
research include extending this small study to include other School staff and to other higher

education institutions.

This study is consistent with one cycle of an action research process. Cooperridé&G&i&hargue

that organisations move in the direction of questions asked. Happiness as a topic and appreciative
guestions are new to this particular workplace. This study has attempted to focus colleagues
both and findirgs from thisevaluation indicate movement and change consistent with their view of

a happy workplace in the future. As with all forms of action research the process of change is not
complete and will requirdrom participants, including myseldn orgoingcommitment to engaging

in positive dialogue about things whigarticipants have identified amportant to their happiness

in this workplace.
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Chapter 8Critical Reflections and Conclusions

8.1. Introduction

This study focused on developing an undersiiag of happiness in an academic department in a
higher education institution in Irelandt was anactionrorientedinquiry adopting anAl Methodology

to engage staff in both a process of discovery and action. Findings of the study support Self
Determinaton Theory as an explanation for how happiness is understood in this settingh\land
provides a methodology whereby happiness can be facilitated within the workplace in the future.
Findings of the study indicate some changed thinking and new behaviours af@iconsistent with

participants espoused understanding of their happiness in this workplace.
8.2. Reflection on the process and limitations of the study

At the outset of the study my role in the School was that of Head of SchAéiel. the Discovery
phase & the study prior toconveningthe Consensus Eetings held for the Dream and Design phase

of the studymy role reverted from that of Head of School back to lecturer.

Aside from my own personal and professional development rationalefor choosing to udertake

the Professional Doctorate in Educational Leadership was that | could extend my knowledge of
change management as a process but also that any research project undertaken during the
programme would have some benefits for my own area of work botletipally and theoretically.

The choice of topic, research methodology and methods employed were carefully considered in
order that they were congruent with my own values and beliefs about collaborative working and the
importance of practical benefits of gmesearch. Whilst | cannot overlook the potential impact of my
role at the time on the willingness of colleagues to become involved and to contribute openly in the
process, my own reflection of the process was that it was an enthusiastic, engaged atrdatives

process.
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The nature of action research is that it takes place over time particularly in the realisation of long
terms goals. It is acknowledged that in this study the timeframe was short as the evaluation took
place six months after the Dream amxesign phases of the study. Many of the long term actions
were still outstanding but some of the short term actions were realisedexe the changes noted

by participants in how they thought and behaved.

8.3. Authenticity of the participatory process

Core toan Al process is participation. Within thisl process colleagues across school teams and
professional boundaries were invited to and chose to participate in the study knowing in advance
that they were becoming engaged in a process which would involei tontribution over time
potentially leadng to a happier workplace in the future. The invitation to participate was open to all
school staff and those who indicated interest and willingness to participate all became co
participants in the research. A dmd range ofacademic and noacademicstaff from across the
school chose to participate and | see thioas of thestrengtts of the study. The oly group of staff

who were not represented were the administrative staff Despite numerous invitations to
participate no one from the administration team chose to participatel this did raise concerns for

me as a manager at the time.

Those who volunteered to be involved in the study appeared happy to participate in the interviews,
focus groups and consensgoups and were happy to receive transcripts, validate their authenticity
or make minor amendments such as typographical errors or to clarify unclear statements.
Additionally participants were willing to comment on the first attempt at developing categjémign

the discovery phase in the consensowetings It is difficult to know whether participants
volunteered to be part of the study because of their genuine interest in the study itself and the
potential for change inherent in the process or whetheryhalunteered out of a collegial effort to
help me advance my studies. Whatever the motivatiomy obsevation wasthat participants

engaged wholeheartedly with the process and either motivators were entirely in keeping with the
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themes identified by partipants as those which contribute to their happiness at work, namely Self

determination, Fulfilment and Community.

8.4. Size of the group of participants relative to the School staff group

The School has a larggaff group of over eighty people. Over a thiofl them volunteered to
participate. This is a sizable number of staff , a critical mass, and it is hoped that change in the
thinking and actions gbparticipants will have a knoetn effect in terms of how the school advances
towards being a happier workpta. One particular reflectigrhowever, is the fact thaf despite the
positive nature of both the topic and the process/er two thirds of staff chose not to or were
unable to participate. There are numerous reasons why this may have been the casengqcludi
demanding workloads, competing commitments, possible lack of interest or concerns about my role
in the process. Naively | assumed that people would jump at the chance to be involved in the study
because of its positive focus and the collaborative apptoto improving workplace happiness. |
believed that the approach would appeal to staff whmdate, may have felt excluded from decision
making and who might take this opportunity to contribute to the development of a happier
workplace for allincluding thenselves Al has been touted as a new and progressive approach to
the management of change in organisatiof@operrider and Whitney 2005, Sekerka, Zolin and
Smith 2009) The liteature is replete with espousing the positive values upon which the approach is
based and it has been recommended as a new and innovative philosophy and method for leaders
when leading change initiatives within their own organisatig@®operrider and Whitney 2001,
Reed et al. 2002, Cooperrider, Whitney and Stavros 2003, Cooperrider and WhitneyR2@eb,
2006, Bushe 2010Within the approach arguments for taking an appreciative and positive stance
are based on the belief that organisations move in the direction of their inquiries and the more
positive the inquiry he more long lasting the impa¢Cooperrideret al. 2008) While reading the
literature onAlone might be forgiven for believing that the approach is problem free in relation to

participation and that the approach is welcomed wholeheartedly within niggtions. Despite the
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emphasis on the positive and the lack of focus on the problems within an organisation one cannot
assume, as | did, that employees will engage willingly iAlpnocess, notwithstanding the potential

for a positive impact for them.Such an assumption seems foolhardy and fails to acknowledge the
complexity of organisational dynamics. This seems particularly relevant within an Irish academic
context. Bushe(1998a) suggests that Al is berot used where there are deeply held grievances in

an organisation. The emphasis in the approach on the positive may lead to repression of beliefs and
feelingsaroundi KS&a S 6 A (K &y asdaicénseduanBdBush8 9983, pii2iVehilst the
research community within the School in question woh#le been familiar and comfortable with
gualitative and action research approaches to inquiywas relatively new to many. Those who
chose to be invived found the process useful batsoacknowledgd the cultural difficulties with
appreciation. While acknowledging how much they liked the positive and appreciative focus of the
study they did acknowledge that it was a different experience for them. yMano chose not to
become involved may have viewed the process with scepticism because of the perceived warm and

fuzzy nature ofAl (Dick 2004)or may have been concerned about mgle in it as previously

mentioned

8.5. Staff and managers as colleagues andparticipants

It is interesting that the roles of some of the-participants changed during the time of the study.
Participants would have been aware of the impending chaogeay role as Head of School back to

that of lecturer in advance of commencing the study as this change was part of the namohal
widely knownprocess for changeover of Head of School. What could not have been anticipated was
the changing role of some ofh¢ participants who during the course of the study took on
management roles within the School i.e. Head of School and Deputy Head of School. These changes

took place after the Discovery phase of the study.

Reflections from both the Discovery, Dream arasign phases of the process indicated enthusiasm

and engagement from participants. Participants were eager to contribute with minimal pauses in the
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groups interactions. Whilst the thrust of discussions were posipagticipants in the Dream and
Design phses across all groups articulated some negatives which impacted iomdppiness in the
workplace. My reflection of the two groups held in the Destiny phase indicated reticent responses
with a greater number of pauses and more direct probing from merfoderator. This may have
been because participants required time to reflect themselves on personal changes which had
occurred during the course of the studyAlternatively it may have been an unanticipated
consequenceof the changing roles of participtay possibly resulting irreticence of some

participants to be open or negative about the process or perceived outcomes eftitig

8.6. Transferability of the findings

The purpose of this study was to explore with colleagues understandings of happinesg in o
workplace and to initiate a process of change consistent with those understandings leading to a
happy workplace in the future. Inherent in that venture was the understanding that this inquiry was
undertaken within a specific cultural and contextual eamiment and as such findings from this
study would not nor could not be generalisabMotwithstanding the cultural and contextual factors

it is hoped that some of thdindings relating to the process of change and understandings of

happiness in an acadeéaworkplace maybe transferable to other contexts.

8.7. Change

Whilst the nature of the inquiry was one of discovery and chaitge important to note that no

baseline measurement was taken at the outset to measure levels ogbilegs among the staff

group nor indeed to measure quantitatively strengths of the school in relation to employee
happiness. As a result therefore it is impossible to determine the level or extent of any actual change

AY LINIAOALI yGAQ fS@Sta 27T thelpiokedsyTSeiparceptian\af thiel & G K
participants is that there has been a change in their way of thinkbaut happiness and hothey

themselvesact, consistent with their new awareness. This change has provided a new and more
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positive discourse within thevorkplace which hopefully may continue to influence more positive
and constructive behaviours of both study participants and other staff leading to a happy workplace
in the future. A number of positive outcomes, outlined in chapter 5, have been identiiedresult

of the study and it is hoped that the study has commenced a dialogue amongst staff and a new way
of engaging in the school at all levels which will continue into the futéitas with other forms of

action research is a continual process scdvery and actiofCooperrideret al. 2008)

While acknowledging that much has been done in the organisational development world in relation
to exploring and developing concepts consistent with happiness at worksatibfaction, work
engagement and organisational commitment there is a paucity of interventional research on the
development of happiness at work. The more recent work of Seligman is one exception to this and
he describes a number of interventional stuslieonducted by himself to develop happingas
example of which took placeith the US armySeligman 2011)This research describes an intensive
educational programme for marines on emotionfamily, social and spiritual fitness, post traumatic
growth and resilience development. Some evidence is emerging that these interventions are having
a positive impact on soldier wellbeirf§eligman 2011) Other interventional techniques utilised by
Seligmanand which metwith some degree of succe#s relation to individual welbeinginclude
keeping a daily gratitude journafiwhat went well exercis€sand signature strengthgxercises.
Indeed one participant of thisAl study noted Seligman and his work in one of the evaluation focus
groups as armapproach which might have had more visible outcomes than those achieved by this
study. The purpose of this study was nebwever, to make people happier. Rather it was to engage
people in a dialogue about happiness at work which would lead to a cleaderstanding of how

in this workplace we construct happinesshow the £hool contributes to this antiow we can do

more of those things which will contribute to a happy workplace in the future.
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spirit in organisations. In a selfganising way the organisation begins to construct a more desirable
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future. This is the key objective of the technique. It is accomplished by bringing forth the positive
changecore ¥ (KS 2NHIFYA&LFGA2Y S YI1Ay3 AGChpetileASOA G | y I

Skerka 2003, p. 201)

It is hoped that this new dialogue and way of thinking will move us towards more activity consistent

with happiness. It is a beginning.

8.8. Positionality

The argments for and against insider research have been madehapter 3 page 68Being an
insider gave me an understanding of the context and | felt it was an advantage to be an insider in
this process. On reflection however | note that at times | was consdlmat things that were being

said and particularly actions espoused by one or two of the participants were not consistent with my
experience of them omhe ground. This is, of coursa,concern of all research in that what people
say they do is not necessly what they actually doAlthough hey were small things which did not
necessarily effect the outcome of the research nor impact on anyone alas uncomfortable with

them. Had | been an outsider | would not have been avedirdhnis issuebut | havelearnt thatit is
something for me to consider snyfuture research where | may be researching from outside of the

environment.

8.9. Conclusion

The main focus of this research was to engage staff in a collaborative venture to build a happy
workplace for thefuture. The concept ohappinessin the workplace has been gaining increasing
attention and has been explored from hedonic, subjective wellbeing perspectives and increasingly a
perspective more consistent with Aristoteliaaudaimonia In this thesis | hav argued that
happiness in the workplace resonates with individuals needs ford8tdfmination, Competence

and Relatedness consistent with SBHtermination. Whilst acknowledging that pleasure and
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to their need for autonomous and meaningful work in an environment of mutual support and
O2YYdzyAdled ¢KS FOlA2y FTNAaAy3d FNRY (GKA& addzRe
happiness in the workplacand the current strengths @ghe school. Aligning these hésd to some

changes in thinking and behaviour of participaatsl some reported outcomes of actions as a result

of this.

The journey has begun with more questions to be asked and more answbesfound. This study
has demonstrated that working collaboratively in the pursuit of these answers using an appreciative

framework allows for new ways of thinking and being in the workplace.
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