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ABSTRACT

The purpose of this thesis work is to explore what specific aspects or attributes of
a leader (in a broad definition) contribute positively (or negatively) to the
happiness of workers. In order to do so, happiness at work is defined based in
constructs used in past researches such as well-being, affect, job satisfaction,
engagement, job involvement, etc. These constructs were categorized in three
levels of happiness. Firstly, the transient level, which measures short-term moods
and emotions lived by the individual. Secondly, in a more long term, the person
level measures duration or stability of happiness over time. Finally, the unit level
measures happiness of teams, units or organizations. On the other hand, 34
attributes of a leader which are representative of a good leader were chosen from
literature review. Afterwards, data was collected through an electronic survey that
asked respondents to assess how each of the 34 attributes affected the constructs
that compose each level of happiness. The results show that all 34 attributes affect
the transient, person and unit level of happiness. However, respondents thought
that for the transient level of happiness a leader affects more through attributes
that are visible and flow from the leader to their followers, while in the person
level attributes related to their personal character (more abstract) were balanced
with the more visible ones. On the other hand, in the unit level, value-oriented
attributes were thought to be important as well. In addition to this, factors such as
gender, work experience, and the size of the unit can change the attributes that
affect the most happiness at work of the group in its different levels. In conclusion,
depending on the level of happiness and the type of people that compose a group,
different attributes of a leader will be needed to increase the desired level of
happiness.

Thesis Supervisor: Dr. Shalom Saada Saar
Title: Senior Lecturer, Leadership and Management
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1. Introduction

Leadership and happiness in the workplace has been focus of several studies, both as

independent topics and as integrated topics, trying to comprehend how leaders can

influence happiness in the workplace. Nevertheless, compared to other research areas,

there is very little empirical work regarding which aspects or attributes of a leader have

positive (or negative) effect on the different levels of happiness of the workers, which

consequently has different impact on the company's performance.

The effects of happiness in the workplace are well known by now, and have a positive

impact on several factors such as productivity, job satisfaction, loyalty, collaboration with

peers, and commitment to the company. However, despite all the work done in this field,

there are still several questions that have not been addressed, and many of the researches

are oriented towards consequences of happy workers, but few of them have studied the

factors that cause happiness in the workplace. One example of research that has

addressed causes of happiness is (Sirota, Mischkind, & Meltzer, 2005), concluding that

three factors are critical in producing a happy and enthusiastic workforce: equity,

achievement, and camaraderie with teammates. Another example, suggests that job

resources may increase the perception of being empowered at work, which then

represents an important factor to enhance work engagement; psychological empowerment

is thus a pathway to promote wellbeing in organizations (Quiflones, Van den Broeck, &

De Witte, 2013). In any case, even though these researches come close to this thesis work

(relate leadership characteristics to improving happiness at work); they do not analyze the

topic from an empirical approach or from a leadership perspective.

Leadership, on the other hand, has been in the spotlight for long time, since early

philosophers. Literature is vast on different styles of leadership, analyzing it from

different perspectives. The main reason for human interest in the topic is because leaders

are capable of inspiring, motivating and moving people even against their own will. A

great example of a leader with these capabilities was Abraham Lincoln. It is well known

that good leaders not only improve a company's results, but also can influence positively
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aspects such as motivation, commitment, and cross-teams collaboration. Most of these

researches though are focused on the leadership style and not necessarily on which

attributes are the ones that drive all these positive effects.

Therefore, it is possible to deduce from research in both areas, that leadership and

happiness in the workplace have some similar effects on followers. There must be

specific attributes of good leaders that drive happiness in the workplace. An example of

theoretical work done in this area is a model that explains the mechanism by which

authentic leaders influence followers' positive attitudes and behaviors (Avolio, Gardner,

Walumbwa, Luthans, & May, 2004). Nevertheless, this work is focused on one style of

leadership and it intends to "establish guidelines for future research" (Avolio, Gardner,

Walumbwa, Luthans, & May, 2004, p. 814). In conclusion, very little empirical data has

been found on what specific aspects or attributes of a leader (in a broad definition)

contribute positively (or negatively) to the happiness of workers.

Hence, this research will offer a closer analysis, from an empirical approach, to

leadership and study which attributes of a leader influence the level of happiness in the

workplace in: i) short term, ii) long term, iii) and as a group or unit; which are the three

different levels of happiness that will be defined in section 2.1.

1.1. Motivation

This research will focus on how leaders' attributes can affect happiness in the workplace.

The reason to focus on this issue is that work environment is becoming more and more

important as working schedules keep growing in a world in which work is a priority. In

most cases, more than half of our day (setting a side sleeping hours), is spent working.

Thus, the work environment plays a lead role in people's happiness. Due to this, and the

positive effects of happy workers, during the last decade the amount of researches

oriented to happiness at work has increased, studying effects of happiness and its causes.

Happy people are more successful, including in areas such as marriage, friendship, work

performance and health (Lyubomirsky, King, & Diener, 2005). Specifically referring to
10



happiness in the workplace, people are more creative and productive (Amabile, Barsade,

Mueller, & Staw, 2005) (Fritz & Sonnentag, 2009), increase their task performance (Erez

& Isen, 2002), and predict career success (Boehm & Lyubomirsky, 2008) (Diener,

Nickerson, Lucas, & Sandvik, 2002) (Staw & Barsade, 1993) (Staw, Sutton, & Pelled,

1994). Thus, the benefits of happiness in the workplace at a personal level is clear.

From companies' perspective, the benefit of happy workers has been largely studied and

several conclusions have been driven from those studies. For instance, affective

experience relates positively with creativity (Amabile, Barsade, Mueller, & Staw, 2005)

and is also positively related to proactive behavior on the same and the following

workday (Fritz & Sonnentag, 2009). Positive mood increases preference to resolving

conflict through collaboration and increases willingness for collaborative negotiation

outcomes (Baron, Fortin, Frei, Hauver, & Shack, 1990). Workers in a positive mood state

increase performance, exhibit more persistence, try harder, and report higher levels of

motivation than those in a neutral mood (Erez & Isen, 2002). Job satisfaction and

organizational commitment are negatively related to intention to quit (Griffeth, Hom, &

Gaertner, 2000) and turnover (Meyer, Stanley, Herscovitch, & Topolnytsky, 2002).

Affective commitment has favorable correlation with organization-relevant (attendance,

performance, and organizational citizenship behavior) and employee-relevant (stress and

work-family conflict) outcomes (Meyer, Stanley, Herscovitch, & Topolnytsky, 2002).

Work satisfaction is negatively correlated to absence, and absence duration is negatively

related to overall job satisfaction (Hackett, 1989). Moreover, Sanz-Vergela and

Rodriguez-Muftoz (Sanz-Vergel & Rodriguez-Mufioz, 2013) discovered that one's own

daily well-being due to daily work enjoyment, is transmitted to the partner's well-being.

In sum, happy workers are not only engaged and productive, but also propagate

happiness to their coworkers and into their personal life. In section 2.1, happiness will be

defined on three different levels: short term, long term, and unit level. Each level of

happiness has different benefits for a company; all of the benefits mentioned earlier can

be distributed as an effect of one or more levels of happiness (refer to Table 1).

11



Table 1 Benefits of Happiness in the Workplace (adapted with permission from Fisher, 2010)

Level of Benefit (Fisher, 2010) Related research
happiness

Transient Positive mood is associated with creativity (Amabile, Barsade, Mueller, & Staw, 2005)
and productivity on the same day and (Fritz & Sonnentag, 2009)
predicts creativity and productivity on the
next day.

Reduce conflict and enhance collaborative (Baron, Fortin, Frei, Hauver, & Shack, 1990)

negotiation outcomes.

Increase in persistence and task (Erez & Isen, 2002)
performance.

Person Job satisfaction is negatively related to (Griffeth, Hom, & Gaertner, 2000) (Meyer,
intention to quit, turnover, absence and Stanley, Herscovitch, & Topolnytsky, 2002)

counter-productive work behavior. (Hackett, 1989) (Mathieu & Zajac, 1990)
(Dalal, 2005)

Job satisfaction is negatively related to (Faragher, Cass, & Cooper, 2005)
depression, anxiety, and burnout.

Positive attitude is a cause of effectiveness (Harrison, Newman, & Roth, 2006)
at work.

Own daily well-being due to daily work (Sanz-Vergel & Rodriguez-Mufuoz, 2013)

enjoyment, is transmitted to the partner's
well-being
Predicts career success (Boehm & Lyubomirsky, 2008) (Diener,

Nickerson, Lucas, & Sandvik, 2002) (Staw &
Barsade, 1993) (Staw, Sutton, & Pelled, 1994)

Unit or Unit-level employee satisfaction predicts (Brown & Lam, 2008)

group customer satisfaction and perception of
service quality.

Average employee satisfaction predicts (Koys, 2001) (Patterson, Warr, & West, 2004)

profit and customer satisfaction for next
year.

Given all the earlier benefits, why do companies don't invest more in happiness at the

workplace? Actually, the use of positive psychology in companies has increased in the

past decade. Nevertheless, a strong organizational culture oriented towards happiness is

needed and that is difficult to implement in mid to small-sized enterprises (SMEs), even

though "formal human resource (HR) practices can be used as important tool to increase

commitment and thus, potentially, effort and performance within underperforming SMEs

with low employee satisfaction" (Saridakis, Muioz Torres, & Johnstone, 2013, p. 445).

The problem with SMEs is firstly, they generally do not have a human resource

department to handle this; even for the companies that have a HR Department; they are

still too small to go through the big changes needed in the organizational culture of a

company to embrace happiness as a pathway to success. Secondly, the results of a change

12



in organizational culture can be perceived in the long term, which discourages companies

from investing the necessary time to go through an implementation plan to pursue

happiness at the workplace. On the other hand, even though big companies have an

organizational culture that integrates happiness in the workplace as one of their

guidelines, scalability issues play against them. In summary, the use of positive

psychology needs time to show results and is not easy to sustain and scale.

Having that said, in order to understand how to enhance happiness in the workplace, it is

necessary to understand possible causes of happiness in the workplace. Fisher 2010

mentions that happiness could be as result of: environmental contributors within the

organization; dispositional contributors in the organization; and person by situation

contributors (Fisher, 2010). Table 2 summarizes what factors are catalysts of happiness in

each contributor. Taking a close look into all the factors that affect happiness, it is clear

that a good leader can affect in a very effective way the happiness in the workplace.

Moreover, a good leader can encourage all the factors mentioned in each of the

contributors, except for the dispositional contributors, which cannot be controlled.

Therefore, a good leader can affect directly the happiness of his ecosystem, and

specifically of his subordinates.

Now the relationship between leaders and happiness is clear. Leaders can encourage and

drive happiness in the workplace, because good leaders enhance the factors that cause

happiness in the workplace. Thus, companies should pay close attention to who they

promote and hire for leadership positions.

13



Table 2 Contributors and Factors that Affect Happiness in the Workplace (adapted with permission
from Fisher, 2010)

Contributors of happiness Factors that affect happiness in the Related research
contributors (Fisher, 2010)

Environment Organizationa
level

Trust in the employer, built on credibility,
respect, and fairness, is seen as the
cornerstone.
High performance work practices, such as
involve redesigning work to be performed
by autonomous teams, being highly
selective in employment, offering job
security, investing in training, sharing
information and power with employees,
among others.

(Great Place to Work@ Institute)

(Huselid, 1995) (Lawler, 1992)
(Pfeffer, 1998)

Job level Complex, challenging, and interesting work (Hackman & Oldham, 1975)
is assumed to produce positive work (Morgeson & Humphrey,
attitudes. 2006)
Leader behavior. (DeGroot, Kiker, & Cross, 2000)

(Gerstner & Day, 1997)
Trust in the leader. (Dirks & Ferrin, 2002)

Autonomy of work given by the leader. (Baard, Deci, & Ryan, 2004)
(Deci, Connel, & Ryan, 1989)

Event level Achievement, recognition, interesting and (Herzberg, Mausner, &
challenging work, responsibility, and Snyderman, 1959)
advancement/growth.
Goal achievement and positive feedback.

Contagion from teammates and leader.

(Kluger & DeNisi, 1996)
(Kluger, Lewinsohn, & Aiello,
1994) (Locke, Cartledge, &
Knerr, 1970)

(Bono & Ilies, 2006) (Johnson,
2008) (Sy, C6td, & Saavedra,
2005) (Bakker, van Emmerick,
& Euwema, 2006) (Barsade,
2002) (Ilies, Wagner, &
Morgeson, 2007) (Kelly &
Barsade, 2001) (Totterdell,
2000) (Walter & Bruch, 2008)

Dispositional Genes and personality (Judge & Bono, 2001) (Judge &
Hurst, 2008) (Judge, Heller, &
Klinger, 2008)

Person by situation Work environment meets the employee's (Bretz & Judge, 1994)
requirements. (Edwards, 1991) (Kristof-

Brown, 1996) (Verquer, Beehr,
& Wagner, 2003) (Westerman &
Cyr, 2004)

Finally, this leads directly to the question of this thesis: what behavior or attributes

should companies look for in their leaders? This research, will answer this question from

an empirical point of view, and identify which attributes of a leader have positive (or

14



negative) effect in each level of happiness that will be defined in section 2.1. With this

research, companies should be able to:

" Search for leaders with specific attributes that will encourage the desired level of

happiness.

e Different areas of a company have different needs and goals, and therefore they

might need leaders with different attributes in order to encourage the level of

happiness that will bring better results for the area.

1.2. Question

Thus, with the above motivation, this thesis will answer the following questions:

- What specific attributes of a leader have a positive effect on the happiness of its

workers? This will be answered for the different levels of happiness that will be

defined in section 2.1 (short term, long term and unit level).

- What specific attributes of a leader have a negative effect on the happiness of its

workers? This will be answered for the different levels of happiness that will be

defined in section 2.1 (short term, long term and unit level).

1.3. Thesis Structure

This thesis has the following structure:

* Firstly, the topic is introduced; stating motivation and the high level questions that

this study is trying to answer.

* Secondly, past researches that have been done in leadership and happiness at

work as an integrated topic will be reviewed. Then, happiness will be defined as a

broad definition and in the workplace, which consists in three different levels.

Benefits of the different levels of happiness in the workplace will be discussed,

followed by a definition of leadership and specifying all the attributes of a leader

that will be part of this research.

Thirdly, the methodology used for this research will be clarified. This chapter will
15



explain in a high level the different type of questions, which are demographic and

the ones related to the assessment on how the attributes of a leader affect

happiness at work. Afterwards, the process on how the questions of the survey

were built will be described in detail.

Fourthly, the data gathered in the survey will be analyzed. The respondents'

information will be described in terms of personal characteristics (gender, age and

relationship status), academic and work experience (work experience, job level

and level of education), and company's characteristics (industry and size of the

unit in which the subject works). Afterwards, the data will be analyzed from the

perspective of our original research questions, which attributes of a leader affect

most each level of happiness, mentioning variations due to biases that can be

explain by the data and variations within the different constructs of each level of

happiness.

Finally, the conclusions and further applications will be stated.
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2. Happiness and Leadership

The first chapter introduced the topic approaching from happiness at work and leadership

separately. This chapter will start by exploring what researches have been done in

leadership and happiness at work as an integrated topic. Because the definitions of

leadership and happiness in the workplace are numerous in literature, it is necessary to

clearly define what this study will refer to as leadership and happiness at work. Sections

2.2 and 2.3 will discuss a broad definition of happiness using past research as a base; a

definition of happiness in the workplace, which consists of three different levels; the

benefits of the different levels of happiness in the workplace. Section 2.4 will define

leadership and specify all the attributes of a leader that will be part of this research.

2.1. Research in Leadership and Happiness in the workplace

Most of the empirical research done on leadership and happiness at work, as an integrated

topic, is focused on studying how different styles of leadership can affect subordinates'

well-being. It was concluded that there is a positive relationship between transformational

leadership and employee psychological well-being (Kelloway, Turner, Barling, &

Loughlin, 2012). Transformational leadership was found to be a statistically significant

construct that impacts employees' work engagement (Song, Kolb, Lee, & Kim, 2012).

Positive leadership predicted context-specific and context-free well-being after

controlling for transformational and abusive leadership; positive, but not negative,

employee affect; and positive leadership interacted with transformational leadership to

predict employees positive affect (Kelloway, Weigand, McKee, & Das, 2013). Other

areas of research conclude that ethical leadership has positive influence on subordinates'

occupational well-being in China (Li, Xu, Tu, & Lu, 2014). Authentic leadership can

predict creativity and positive affect, which in turn predicts hope of employees (Rego,

Sousa, Marques, & Pina e Cunha, 2014). Finally, happiness at work, properly

implemented, delivers return on investment and strategic outcomes (Pryce-Jones &

Lindsay, 2014).
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On the other hand, there are researches that seem to conclude contradictory findings: i)

ethical leadership has a negative direct effect on employee well-being in the Chinese

culture (Yang, 2014); ii) a leader that is an intellectual stimulator has a strong negative

relationship with subordinates' well-being (Zineldin & Hytter, 2012); iii) limited support

was found that leaders' stress and well-being is associated with employees' stress and

well-being (Shakon, Nielsen, Borg, & Guzman, 2010). However, these same studies have

other strong conclusions or explanations for these apparent contradictions: i) "ethical

leadership indirectly influences both employee well-being and life satisfaction" (Yang,

2014, p. 521), and that the negative effect of ethical leadership on employee well-being

might be caused by ethical incongruence between the leader and the employee; ii) a

leader that is an intellectual stimulator is a very demanding leader that could cause

uncertainty, worrying situations and depressions (Zineldin & Hytter, 2012); iii) it was

"found that positive leader behavior, leader support and transformational leadership were

associated with high employee affective well-being and low degrees of employee stress"

(Shakon, Nielsen, Borg, & Guzman, 2010, p. 134).

In conclusion, past researches have found enough evidence that leaders influence

happiness at work, in a positive or negative way.

2.2. Definition of Happiness

Happiness has been defined by several researchers and philosophers, and they can be

grouped in two major categories: hedonic views, as pleasant feelings and favorable

judgments; and eudaimonic views, involving doing what is virtuous, morally right, true to

one's self, meaningful, and/or growth producing (Ryan & Deci, 2001) (Ryff & Singer,

2008). Conventional wisdom suggests that hedonic happiness, as mere pursuit of

pleasurable experiences, is not sustainable over the long term in the absence of

eudaimonic well-being (Fisher, 2010). Moreover, Fisher mentions that when hedonic and

eudaimonic aspects of well-being are both measured, they are found to be reasonably

strongly correlated. Evidence from a number of investigators has indicated that well-

being is probably best conceived as a multidimensional phenomenon that includes

aspects of both the hedonic and eudaimonic conceptions of well-being (Ryan & Deci,
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2001). Following this idea, some academics have questioned the utility of the distinction

in their empirical work (Kashdan, Biswas-Diener, & King, 2008) (Waterman, Schwartz,

& Conti, 2008).

With the definition of happiness clear, the next step is to find the definition for happiness

in the workplace. Most academics do not use directly the word "happiness"; instead, they

use constructs such as well-being, affect, job satisfaction, engagement, job involvement,

etc. All of these constructs have in common pleasant feelings or pleasant judgments, and

most of them have a considerable overlap with the concept of happiness, hedonic and

eudaimonic (Fisher, 2010). Hence, when referring to happiness at work, both hedonic and

eudaimonic views are taken into account.

The constructs mentioned earlier can be categorized in different levels of happiness

(Fisher, 2010). Firstly is the transient level, which measures short-term moods and

emotions lived by the individual. In a more long term, the person level measures duration

or stability of happiness over time. Finally, the unit level measures happiness of teams,

units or organizations. Therefore, each level of happiness may have hedonic component,

eudaimonic, or both.

2.3. Benefits of Each Level of Happiness

Each level of happiness defined in the preceding section has different benefits. At the

transient level, the impact is more on a task scale, having positive impact on creativity

and proactivity (Amabile, Barsade, Mueller, & Staw, 2005) (Fritz & Sonnentag, 2009).

At the person level, the impact is in the long term, and affects constructs such as

engagement, job satisfaction, and turnover (Harrison, Newman, & Roth, 2006). At the

unit level, there is evidence that average employee satisfaction within a work unit is often

related to hard and soft unit level outcomes (Fisher, 2010). Figure 1 summarizes the

benefits of happiness in the workplace for the three levels (transient, person and unit or

group).

In conclusion, happiness in the workplace has a wide range of benefits starting with
19



personal benefits, such as career success, to benefits for employers, such as creativity and

productivity, and third party beneficiaries such as well-being to partners. Figure 1

summarizes all stakeholders that benefit from happiness and how the benefits, or values

delivered, flow between all the stakeholders. This stakeholder map gives a holistic view

of the potential that happiness has.
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Figure 1 Stakeholder Value Map of Happiness on its Three Levels
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2.4. Definition and Attributes of a Leader

This section will start defining a leader, which will be used throughout the whole study.

Afterwards, based on past research, all attributes of a leader that will be used in this

research will be defined.

2.4.1. Definition of Leadership

Definitions of leadership are numerous in literature and different styles of leadership are

more than one can keep track of. This research will use an integrative definition of

leadership: "A leader is one or more people who selects, equips, trains, and influences

one or more follower(s) who have diverse gifts, abilities, and skills and focuses the

follower(s) to the organization's mission and objectives causing the follower(s) to

willingly and enthusiastically expend spiritual, emotional, and physical energy in a

concerted coordinated effort to achieve the organizational mission and objectives"

(Winston & Patterson, 2006, p. 7). The reasons to use this broad definition of a leader are

firstly, the difficult task of choosing only one style of leadership from the numerous

styles defined in literature; secondly, because styles of leadership are related to specific

situations and/or tasks and this study's objective is a high level approach, which requires

a broad, and not narrow definition of leadership.

2.4.2. Leaders' Attributes

Taking into account this definition of leader, a revision of the literature was done in order

to find the common attributes that the numerous definitions of leadership has'. These

attributes are going to be then used in the survey in order to assess how each of the

attributes contributes to happiness at work. The attributes are:

I The following were included in the literature review: Traversi, The Source of Leadership, 2007; Chemers,
An Integrative Theory of Leadership, 1997; Leadership-Toolbox.com; Collins & Porras, Built to Last,
1994; Tichy & Cohen, The Leadership Engine, 1997; Kouzes & Posner, The Leadership Challenge, 2007;
en.Wikipedia.org; Collins, Good to Great, 2001; Senge, The Fifth Discipline, 1990; Sayles, What Effective
Managers Really Do... and Hoe They Do It, 1979; Jordan & Garay, Liderazgo Real: de los fundamentos a
la praztica, 2009.
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- Forward thinking: this is the ability to imagine where are we heading in the

future and envisions exciting, positive possibilities (Traversi, 2007).

- Credible: possesses competency and displays consistency and congruency of

word and behavior, such that others have a deep confidence in his or her abilities

and character (Traversi, 2007).

e Inspiring: listens deeply to others to discover a common purpose, then gives life

to his or her vision by communicating it so that the team members see themselves

in it (Traversi, 2007).

* People oriented: openhearted, with a genuine love for people (Traversi, 2007).

- Energetic: possesses a deep reservoir of positive energy and the ability to

generate new energy throughout the vicissitudes of organizational life (Traversi,

2007).

e Focused: able to concentrate energy and attention on the pursuit of an objective

(Traversi, 2007).

- Courageous: able to make the tough calls and perform the tough tasks; has a

propensity to take risks (Traversi, 2007).

e Organized: able to coordinate and direct activities in a functional, structured

whole (Traversi, 2007).

- Supportive: strengthens others by fostering an environment that encourages the

taking of risks, collaboration, self-leadership, and recognition; facilitates the

transformation of challenges into personal growth (Traversi, 2007).

- Committed: leaders must be seen as trustworthy by adopting an unwavering

commitment to a vision that allows followers to see that the leader is in for the

long haul (Chemers, 1997).

- Optimistic: about the eventual success of their efforts (Chemers, 1997).

- Confident: in order to build confidence on everyone, a leader first needs to

believe in his or her abilities first (Chemers, 1997).

- Fair: a good leader will give the same treatment to everybody (Chemers, 1997).

- Empathy: creates a legitimate rapport with the staff making it less likely that

personal issues and resentment can creep in and derail the group. When the team
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knows that the leader is empathetic to their concerns, they will be more likely to

work with the leader and share in his vision, rather than foster negative feelings

(Leadership-Toolbox.com, 2008).

e Honesty: another characteristic of leadership that lends itself to credibility. Those

who are honest, especially about concerns, make it far more likely that obstacles

will be addressed rather than avoided. Honesty also allows for better assessment

and growth (Leadership-Toolbox.com, 2008).

- Flexibility: not every problem demands the same solution. By being flexible to

new ideas and open-minded enough to consider them, the leader increases the

likelihood that he will find the best possible answer (Leadership-Toolbox.com,

2008).

- Good teacher: a good leader shares his knowledge with his or her team, making

the learning experience efficient and effective. By doing this the leader gives tools

to the team, making it more independent (Tichy & Cohen, 1997).

e Sets the example: in order for leaders to win respect they need to live what they

say. Exemplary leaders know that they must be models of the behavior they

expect of others (Kouzes & Posner, 2007).

e Good at delegation: big challenges are not solved due to the effort of one

individual; it requires the effort of a whole team. Therefore, leaders need to

enable others to act in order to achieve big challenges (Kouzes & Posner, 2007).

e Recognizes contributions: in order to encourage good work and promote specific

behaviors, the leader must recognize individual or team contributions. This will

build a culture of celebrating victories and values. This must also be done in

difficult moments when people are often tempted to give up. Genuine acts of

caring will encourage the heart of the team members drawing people forward

(Kouzes & Posner, 2007).

e Intelligent: capability of a leader to reason, plan, solve problems, think abstractly,

comprehend complex ideas, learn quickly and learn from experience. A leader

must be able to convince their people that he can guide them. This means that his

abilities and experience are such that people are confident that the leader's
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judgments will be the correct way to reach the group's goals (Kouzes & Posner,

2007).

e Creative: thinking out of the box is one of the key characteristics of leaders. This

helps them to find solution to problems that no one else is able to find. His

creativity also helps stimulate the team's creativity (Kouzes & Posner, 2007).

e Seeks for feedback: a leader that is open to feedback from his team is sending a

strong message of self-improvement and how people can evolve over time to be

better than they are today (Kouzes & Posner, 2007).

e Listens deeply to others: by listening to his team's voice, leaders are able to find

the seeds of visions that arise from people on the front line, which are generally

the ones interacting with clients and customers. This is where the big ideas come

from. This can be achieved by listening to their team and taking advice from them

(Kouzes & Posner, 2007).

- Encourages initiatives in others: employers feel motivated when they see that

their ideas are taking into account and supported by their superiors, this improves

their sense of belonging to the company (Kouzes & Posner, 2007).

e Sets challenging goals: by setting challenging goals, a leader is explicitly telling

the team that he believes in them. This belief has to be constantly reinforced and

is a powerful force in propelling the team's performance (Kouzes & Posner,

2007).

- Personally involved: human connection with the team will encourage

commitment and support. If the leader wants the team to have a specific behavior,

by getting personally involved with that behavior, the leader will set the example

to the team and others will follow his lead (Kouzes & Posner, 2007).

- Humility: leaders know that they cannot do everything on their own. Hence, with

humility leaders are opened to advice and encourage delegation, feedback and

team work. On the other hand, leaders will encourage others initiatives by

showing them that mistakes are accepted and that we learn from them (Kouzes &

Posner, 2007).
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e Passionate: engaging people in his vision must be done with passion. Through

the leader's passion is that the team's passion will flourish (Collins, Good to

Great, 2001).

e Able to see the big picture: in order to keep moving towards the goal, the leader

must be able to see the forest beyond the trees. The leader must be capable of

abstracting him or her from details and envision how these small pieces help the

team to move towards the goal (Senge, 1990).

- Ambitious: all great leaders have ambition, and this is what keeps them moving

forward.

e Accessible to people: employees that see their leader among themselves are more

motivated and improve their sense of belonging to the team.

* Good sense of humor: this is the best way to connect with people. On the other

hand, when the team is facing problems, good humor gives some extra energy and

helps to cheer the team up and lighten the atmosphere (Jordan & Garay, 2009).

- Good Communicator: the ability to always communicate their message in a

concise and understandable way. They consider their recipients and adapt their

message in order to communicate it properly lowering the probability of

misunderstandings.

Hence, happiness at work was defined in three levels, transient, person and unit;

leadership was also defined (integrative approach), and common attributes of leaders

were defined. Therefore, the next step is to build a survey that assesses how these

attributes of a leader influence happiness at work in the three levels.
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3. Methodology

As stated earlier, the objective of this thesis is to discover which attributes of a leader are

the drivers for employees' happiness at work, on the three levels previously defined:

transient, person and unit level.

This is a cross-sectional study, therefore the data that will be collected through the survey

will take place only one time. In other words the subjects will answer the survey in one

specific point of time. On the other hand, an electronic survey will be used due to its low

cost and high reachability.

The survey is divided into two parts, one that asks for demographic information and the

other, which measures the impact of the attributes of a leader on happiness. The

demographic questions are oriented to detect three types of biases, due to subjects'

personal characteristics (gender, age and relationship status), due to academic and work

experience (work experience, job level and level of education), and due to the company's

characteristics (industry and size of the unit in which the subject works). Personal and

academic/work experience demographic questions are standard in order to detect bias.

Industry and size of the unit a leader is responsible of are questions that were added due

to the importance these two factors have in how leader and employees behave.

In the second part of the survey, subjects will be asked to assess how each of the

attributes of a leader defined in section 2.4.2 affects the happiness in the workplace of

each level defined in section 2.2. Because subjects do not know the definition of each

level of happiness, the questions need to address this indirectly. In order to do so, this

study will use as a guideline past researches, which use questionnaires to measure each

level of happiness. In the next section, questionnaires and researches used to measure

happiness are reviewed (Table 3 summarizes the researches and questionnaires).

Afterwards, section 3.2 will explain how questionnaires were chosen and used in order to

elaborate the survey.
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3.1. How to Measure The Three Levels of Happiness

Fisher (2010) summarizes researches that measure happiness, and categorizes them into

different constructs. Subsequently, these constructs can be fitted into transient or person

level, depending on the time frame that the impact of the construct has on a person; or

unit level if the construct affects a group. The way to fit the constructs in the three levels

of happiness is by looking at the type of question that is being asked. An example of a

research question asked at a transient level could be 'Why is the person in a better mood

then usual?' 'Why does an individual sometimes experience a state of flow and

sometimes not?' At the person level the question could be 'Why are some people at work

happier or unhappier than others?' At the unit level the question would be 'Our team is

happy with the way we work together as a group' or simply the rating of the group's

mood, based in individual reports (Fisher, 2010). Table 3 provides a summary of the

constructs and researches or questionnaires available also for each level of happiness.

There are two main takeaways from Table 3. Firstly, most of the researches and

questionnaires are focused on measuring constructs at the person level. Moreover, the

Ultrech Work Enthusiasm Scale (UWES) measures engagement (Schaufeli, Salanova,

Gonza'lez-Roma, & Bakker, 2002), which is a construct at a person level, but UWES

varies a lot day to day; therefore, this can also be considered as a transient level (Fisher,

2010) as we will do in this research. Secondly, there is no questionnaire that assesses the

unit level happiness. This is because the way to measure a unit's happiness is by

measuring constructs in a person and transient level and analyzing them as a group.

The next section will explain how these questionnaires and researches will be used in the

survey.
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Table 3 Measurement of Happiness

Transient Level Person Level Unit Level

Constructs Used - State job satisfaction - Job satisfaction - Morale,
- Momentary - Dispositional affect collective job
affect Flow state - Affective organizational commitment satisfaction

- Momentary mood at - Job involvement - Group affective

work - Typical mood at work tone

- State engagement - Engagement - Group mood

- Task enjoyment - Thriving - Unit-level

- Emotion at work - Vigor engagement

- State intrinsic - Flourishing - Group task
motivation - Affective well-being at work satisfaction

Research or - 13-item work-related - Minnesota Satisfaction Questionnaire

Questionnaires flow (WOLF) (MSQ) measures Job Satisfaction
measures flow (Weiss, Dawis, England, & Lofquist,
(Bakker A. B., 2008). 1967).
- Utrecht Work - Job Descriptive Index (JDI) measures
Enthusiasm Scale Job Satisfaction (Smith, Kendall, &
(UWES) measures Hulin, 1969).
Engagement, but this - Job in General Scale measures Job
test has big variations Satisfaction, but does not include affect
day-to-day (Schaufeli, as a component (Ironson, Smith,
Salanova, Gonza'lez- Brannick, Gibson, & Paul, 1989).
Roma', & Bakker, - Organizational Commitment
2002). Questionnaire (OCQ) measures

Organizational Commitment in the
affective form, which is more related to
happiness (Mowday, Steers, & Porter,
1979).
- (Lodahl & Kejner, 1965) (Saleh &
Hosek, 1976) measures Job
Involvement.
- Job-Related Affective Well-Being
Scale (JAWS) measures Affect at Work
(Van Katwyk, Fox, Spector, &
Kelloway, 2000).
- PANAS-X measures Affect at Work
(Watson & Clark, 1994, updated 1999).

3.2. How to Measure the Impact of Leader's Attributes on Happiness

To measure the impact that each attribute of a leader has on happiness, the survey will

ask to assess how these attributes affect the constructs that measure happiness, which

were categorized into the three levels of happiness in Table 3. Therefore, the constructs

that will measure each level of happiness must be selected.
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For the transient level there are only two questionnaires available, the Work-Related

Flow Inventory, or WOLF (Bakker A. B., 2008), and UWES. The former measures the

constructs of absorption, work enjoyment and intrinsic work motivation; the latter

measures vigor and dedication. In the survey, all constructs of both questionnaires will be

used to assess the influence of the attributes of a leader on a transient level. Nevertheless,

in order to keep the survey as brief as possible, work enjoyment and intrinsic work

motivation will be combined as one construct, as well as vigor and dedication. Hence,

subjects will assess how attributes of a leader affect i) absorption, ii) work enjoyment and

intrinsic work motivation, and iii) vigor and dedication.

Regarding the person level, the constructs of engagement, job satisfaction and affective

organizational commitment should capture most of the variance of the person level

happiness (Fisher, 2010). Thus, questionnaires that measure those constructs at a person

level will be used, except for engagement that is taken into account in the transient level.

Minnesota Satisfaction Questionnaire (MSQ) measures job satisfaction (Weiss, Dawis,

England, & Lofquist, 1967); Organizational Commitment Questionnaire (OCQ) measures

affective, continuance and normative commitment (Mowday, Steers, & Porter, 1979); and

Positive and Negative Affect Schedule (PANAS-X) measures affect at work (Watson &

Clark, 1994, updated 1999). Once again, in order to keep the survey as brief as possible,

only the positive affect of the PANAS-X will used as a construct; and from OCQ only

affective and continuance commitment will be used and combined into one construct.

Hence, subjects will assess how attributes of a leader affect i) positive affect, ii) affective

and continuance commitment, and iii) job satisfaction.

Finally, for happiness at the unit level, subjects are asked to assess how attributes affect

the way co-workers get along with each other. On top of this, the attributes that affect the

happiness at a person and transient level across the subjects are the ones that will

contribute to the unit level as well.
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Table 4 Questionnaires and Related Constructs Used in the Survey
Level of Questionnaires Related Emotions, Feelings or Statements
Happiness Constructs
Transient WOLF Absorption When I am working I think about nothing else; I forget

everything else around me; I get carried away by my
work; I am totally immersed in my work; time flies; I get
carried away; it is difficult to detach myself from my job.

Work My work gives me a good feeling; I do my work with a
Enjoyment and lot of enjoyment; I feel happy during my work; I feel
Intrinsic Work cheerful when I am working; I would still do this work,
Motivation even if I received less pay; I find that I also want to work

in my free time; I work because I enjoy it; I get
motivation from the work itself, and not from the reward
for it; when working in something, I do it for myself.

UWES Vigor and When I get up in the morning, I feel like going to work; at
Dedication work I always persevere, even when things do not go

well; I can continue working for very long periods at a
time; at my job, I am very resilient, mentally; at my job I
feel strong and vigorous; To me, my job is challenging;
my job inspires me; I am enthusiastic about my job; I am
proud of the work I do; my work is full of meaning and
purpose.

Person PANAS-X Positive Affect At work I feel: active, alert, attentive, determined,
enthusiastic, excited, inspired, interested, proud or strong.

OCQ Affective and I would be very happy to spend the rest of my career with
Continuance this organization; I enjoy discussing about my
Commitment organization with people outside it; I really feel as if this

organization's problems are my own; I feel like 'part of
the family' at my organization; I feel emotionally attached
to this organization; I feel a strong sense of belonging to
my organization; this organization has a great deal of
meaning for me; It would be very hard for me to leave my
organization right now, even if I wanted to; too much of
my life would be disrupted if I decided to leave my
organization now.

MSQ short Job Satisfaction Improvement of chances for advancement on this job;
form freedom to use my own judgment; chance to try my own

methods of doing the job; praise I get for doing a good
job; feeling of accomplishment I get from the job;
improving working conditions; the chance of doing
different things from time to time.

Unit - - Improvement in the way my co-workers get along with
each other.

Each subjects' definition of the constructs mentioned above varies, so it is not possible to

ask the subjects to assess how each attribute of a leader can affect each construct in a

direct way. Therefore, the question is how to implicitly do this, and the answer is using

the questions from the original questionnaires that measure the constructs. Each construct

has a set of statements or feelings related to it that are used in the questionnaires to
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measure it and finally assess the happiness of the subject. A typical question asks the

subject to assess to what extent he or she has felt according to the emotions, feelings or

statements (mentioned in the question) in the past few weeks. Therefore, the emotions,

feelings or statements used in the original questionnaires related to each of those

constructs can be used to ask how attributes of a leader affect those statements. Table 4

summarizes the questionnaires and constructs that will be used to build the survey. In the

same table, each construct has the related emotions, feelings or statements that subjects

will be asked to assess how attributes of a leader can affect them. Appendix A:

Leadership and Happiness at Work Survey contains the survey's questions related to the

attributes of a leader.

The past research done on leadership and happiness as an integrated topic has been

reviewed, the definition of happiness and leadership for this research has been stated, the

attributes of the leader that will be assessed were also defined, and the process followed

for the elaboration of the survey was explained in detail. The next chapter will analyze

the survey results, and the final chapter will draw conclusions from the survey and

suggest future research based on these results or in opportunities not addressed by this

research.
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4. Results

This chapter will analyze the data gathered in the survey. In section 4.1 the respondents'

information will be described in terms of personal characteristics (gender, age and

relationship status), academic and work experience (work experience, job level and level

of education), and company's characteristics (industry and size of the unit in which the

subject works). In section 4.2 the data will be analyzed from the perspective of the

research questions, which attributes of a leader affect positively or negatively the

transient, person and unit level of happiness. The analysis will contrast results between

different demographic groups (defined in section 4.1) and constructs within each level of

happiness.

4.1. Data Description

Data was collected from 69 respondents. Incomplete questionnaires were not considered

for the analysis. However, respondents were able to skip one or several questions, leaving

them in blank. In the following sections the data collected will be described in terms of

the demographic information of the respondents. These demographic distributions will be

used in section 4.2 in order to detect any variations that might be caused by biases within

these distributions (e.g. biases produced by gender).

4.1.1. Personal Characteristics

The questionnaire included three questions regarding personal information: gender, age

and relationship status. Following is the data for each of these characteristics.

Gender

The number of men doubles the number women that answered the survey. However, the

amount of women is sufficient in order to contrast the results between men and women.

Figure 2 summarizes the data collected in the survey.

Figure 2 Distribution of Respondents by Gender

Female 21 30%
Male 48 70%
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Age

Few respondents were older than 50 years, which is not sufficient for further analysis.

Therefore, the ranges 50 to 59 and 60 or older will be merged with 40 to 49 for the

analysis. The three age ranges that will be used in the analysis are: 21 to 29, 30 to 39, and

40 or older. Figure 3 summarizes the data collected in the survey.

Figure 3 Distribution of Respondents by Age Ran e

21-29 15 22%

30-39 40 58%

40-49 10 14%

50-59 1 1%

60 or older 3 4%

Relationship Status

Most of the respondents have never been married or are married. Few respondents were

divorced or separated; therefore, these two will not be analyzed separately. Figure 4

summarizes the data collected in the survey.

Figure 4 Distribution of Respondents by Relationship Status

4R.2 lAaeiondhi Worku epinens Pretg

Divorced 4 6%

Married 34 49%

Never married 28 41%

Separated 3 4%

4.1.2. Academic and Work Experience

The questionnaire included three questions regarding academic and work experience:

years of work experience, job level and education level. Following is the data for each of

these characteristics.

Work Experience

Most of the respondents have between 5 and 10 years of work experience. On the other

hand, the rest of the ranges are roughly evenly distributed. So, in order to simplify the
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analysis the respondents will be grouped in less than 10 years of work experience, which

is 61% of the respondents, and more than 10 years of work experience, which is 35% of

the respondents. Some of the respondents left this question in blank, which correspond to

4%. Figure 5 summarizes the data collected in the survey.

Figure 5 Distribution of Respondents by Work Experience

0 to 2 3 4%
2 to 5 10 14%
5 to 10 29 42%
10 to 15 10 14%
15 to 20 7 10%
More than 20 7 10%

Job Level

In terms of job level, the sample is well distributed. Nevertheless, the two extremes (entry

level and owner/executive/c-level) are too small to analyze separately. Therefore, the

analysis of the data will be done with the following categories: entry/intermediate level

(which correspond to entry level and intermediate), middle management, and senior

management (which correspond to senior management and owner/executive/c-level).

Figure 6 summarizes the data collected in the survey.

Figure 6 Distribution of Respondents by Job Level

Entry Level 7 10%
Intermediate 25 36%
Middle Management 18 26%
Senior Management 15 22%
Owner/Executive/C-Level 4 6%

Education Level

In this case only bachelor and graduate degree levels are going to be analyzed due to the

low number of respondents in the other categories. Figure 7 summarizes the data collected

in the survey.
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Figure 7 Distribution of Resl ondents by Education Level

Associate degree 1 1%
Some college but no degree 1 1%
Bachelor degree 19 28%

IGraduate degree 48 70%

4.1.3. Company's Characteristics

The questionnaire included two questions regarding the characteristic of the company for

which the respondent works for: industry and size of the unit in which the subject works.

Following are the data for each of these characteristics.

Industry

Respondents were asked the industry of their current job. The sample was distributed in

several industries. Even though there are two industry types that have more relative

importance compared with the rest of the sample, the number of respondents in them is

not enough in order to make a thorough analysis. Therefore, the analysis of data will not

be done in terms of industries. Figure 8 summarizes the data collected in the survey.

Figure 8 Distribution of Respondents by Industry

Airlines & Aerospace (including Defense) 4 6%
Automotive 3 4%

Construction, Machinery, and Homes 3 4%

Education 2 3%
Finance & Financial Services 15 22%

Food & Beverages 1 1%
Government 4 6%
Healthcare & Pharmaceuticals 4 6%
I am currently not employed 3 4%

Manufacturing 4 6%
Nonprofit 2 3%

Real Estate 1 1%
Retail & Consumer Durables 2 3%
Telecommunications, Technology, Internet & Electronics 11 16%
Transportation & Delivery 1 1%
Utilities, Energy, and Extraction 8 12%
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Unit Size

The survey asked the respondents to specify the size of the unit in which they work. This

was done with the idea of identifying different needs of attributes for different unit sizes.

Most of the respondents worked in small to medium units. All bigger size units, more

than 26 people, are going to be grouped. Therefore, unit sizes will be divided in three

groups for the analysis; small units (1 to 5 people), medium units (6 to 25 people), and

big units (more than 25 people). Figure 9 summarizes the data collected by the survey.

Figure 9 Distribution of Respondents by Unit Size '-I:

1 to 5 24 35%
6to25 33 48%
26 to50 6 9%
51 to100 3 4%

101 to200 2 3%

4.2. Data Analysis

The data will be analyzed to conclude which attributes of a leader are the most important

ones in order to encourage happiness in a transient, person and unit level. Within each

level of happiness the data will be contrasted between the demographic distributions

reviewed in section 4.1 and between the constructs that compose each level of happiness.

The attributes will be divided in three tiers. For attributes in tier 1, 70% or more of the

respondents thought that the attribute had positive effect (strong positive effect or slight

positive effect) on the level of happiness, and at least 40% of them thought that the

attribute had strong positive effect. For attributes in tier 2, 70% or more of the

respondents thought that the attribute had positive effect (strong positive effect or slight

positive effect), and less than 40% of them thought that the attribute had strong positive

effect. Finally, for attributes in tier 3, 60% or more of the respondents thought that the

attribute had positive effect (strong positive effect or slight positive effect). No tier is

defined for attributes that have a negative effect because the results did not show any
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attribute that clearly contributed negatively to happiness. However, there are some

observations regarding specific attributes that might have negative effects on happiness.

As mentioned earlier, respondents were able to skip answers, so the calculations of the

percentages for the tiers will consider that each question should have 69 answers and the

blank answers will be considered in the total percentage of the calculations.

4.2.1. Attributes that Affect the Transient Level of Happiness

Transient level of happiness is composed by three constructs: absorption, work

enjoyment and intrinsic motivation, and vigor and dedication. In order to assess which

attributes affect the transient level, the data of the three constructs will be aggregated and

analyzed as one. Table 5 summarizes the results.

Table 5 Leadership Attributes that Affect Transient Level of Happiness
Tier Attributes

I Committed (85%), inspiring (83.6%), supportive (81.2%), recognizes contributions (79.7%), able
to see the big picture (78.7%), credible (74.9%), good communicator (73.9%), and sets challenging
goals (73.4%)

2 Accessible to people (74.4%), encourages initiatives in others (73.9%), optimistic (73.9%),
passionate (73.9%), energetic (72.5%), honest (72.5%), fair (72%), focused (71.5%), sets the
example (71.5%), flexible (71%), forward thinking (70%), and people oriented (70%)

3 Confident (69.1%), personally involved (68.5%), intelligent (67.6%), good teacher (67.1%),
ambitious (66.2%), creative (65.2%), empathic (64.7%), listen deeply to others (64.7%), organized
(64.3%), good at delegating (62.3%), and good sense of humor (62.3%)

As seen from the results, most of the tier 1 attributes flow from the leader to their

followers, having direct impact and visibility to their followers (support, inspiration,

recognition, good communicator, and sets challenging goals). Moreover, from Figure 10 it

is interesting to highlight that inspiring, supportive and recognition of contributions have

all near 50% of strong positive effect on transient level of happiness. These results can be

explained because transient level is a short-term happiness; therefore, the attributes that

drive this level of happiness should be visible and should have quick impact on moods

and emotions of the followers.
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Figure 10 Tier I Attributes that Affect Transient Level of Happiness
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Figure 11 Tier 2 Attributes that Affect Transient Level of Happiness
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Figure 12 Tier 3 Attributes that Affect Transient Level of Happiness
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On the other hand, supportive is the most important attribute, more than 50% of the

respondents thought that it had a strong positive effect in the transient level of happiness

(see Figure 10). From Figure 12 it is also interesting to mention that although ambition is a

tier 3 attribute, only 18% of the respondents think that has a strong positive effect on

transient level of happiness. Moreover, almost 10% of the people thought it has a

negative effect (slight or strong). Hence, a leader with high ambition might cause some

contradictory effects within a group, and must be treated carefully.

Figure 13 Attributes not Classified in Tiers for Transient Level of Happiness
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Finally, even though some attributes did not fall into any of the three tiers, they still have

an overall positive effect in the transient level of happiness, as shown by Figure 13.

Following are mentioned the most interesting findings related to differences due to the

demographic distribution of the respondents.

Gender

Comparing the answers of men and women, here are some interesting results:

e Two attributes, listen deeply to others and empathy, were tier 1 for women, while

men do not have them in any of the tiers.

- Women had 33 out of the 34 attributes in one of the three tiers, while men had 27

out of 34 attributes in one of the three tiers. Moreover, women had much more

tier 1 attributes than men (20 vs. only 5).

- Roughly 10% of men think that being good at delegation contributes negatively to

transient level of happiness, and this attribute did not fall into any tier for men.

From Figure 14 it is seen that almost all attributes affect more women's transient

level of happiness than men's transient level of happiness.

These results indicate that women need a leader that can listen and understand them to

encourage transient level of happiness. Moreover, they need a more complete leader, in

term of his attributes.

Age

Some interesting facts to mention are:

The attributes able to see the big picture, passionate, inspiring, accessible to

people, and good communicator; lose importance when age increases. However,

the decrease of percentage as age increases is not big. This could be explained

because older people are more confident and independent in their work; therefore,

needing less communication and support from their leaders.
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On the other hand, the older group (older than 40) consider good at delegation a

tier 1 attribute, while the youngest group consider it a tier 3 attribute and the

middle aged group does not even have this attribute in any of their tiers. Once

again it seems that older people are more confident and prefer a boss that

delegates their work to them. This is consistent with the last observation.

Figure 15 summarizes the data distributed by age range of the respondents.

Relationship status

Contrasting the data between married and never married respondents, married people had

32 out of the 34 attributes in one of the three tiers, while never married people had 23 out

of 34 attributes in one of the three tiers. Moreover, most of the attributes for never

married were in tier 3 (16 out of 23). In addition to this, almost all attributes affect more

married people's transient level of happiness than never married people's transient level

of happiness. This indicates that married people need a more balanced and complete

leader in order to encourage transient level of happiness. Figure 16 summarizes the

information from the respondents. It is worth mentioning that even though this

observation is very similar to one mentioned earlier between men and women; after

reviewing the data, the proportion of men and women in married and never married are

roughly the same (near 30% of women in both groups, similar to the proportion of the

whole sample). Therefore, bias in relationship status due to a bigger proportion of men in

never married group than the whole sample is discarded.

On the other hand, married people's transient level of happiness is more affected by value

driven attributes (such as credible, honest and sets the example) then the never married. A

possible explanation for this is that married people are forming a family and therefore are

more value driven than the never married.

42



Figure 14 Positive Effect (strong and
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Figure 15 Positive Effect (strong and slight positive) of Attributes in Transient Level
Age Distribution
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Figure 16 Positive Effect (strong and slight positive) of Attributes in Transient Level of Happiness by
Relationship Status
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Work Experience

Figure 17 shows that almost all attributes affect more the transient level of happiness of

people with less than 10 years of work experience than the group with more than 10 years

of experience. This is consistent with the finding that older people have more confidence

and independence, needing less support and guidance from their leaders in order to be

happy.

Job Level

One observation worth mentioning is that recognition to contributions and accessible to

people loses effect when people are higher in the organizational structure. This result

implies that people in positions with more responsibility are more confident. However,

most of the sample that fall in the senior management category is also 40 years or older,

which could also explain the result.

On the other hand, it is observed that 1 the two attributes that are more strategic, forward

thinking and able to see the big picture, are in tier 1 for the high management group while

the other groups do not have these attributes in the higher tier. Therefore, people in

higher management need a more strategic leader in order to encourage transient level of

happiness.

Education Level

The bachelor and graduate degrees are very similar and only small differences are

detected between them. The graduate degree group thinks that confidence and

courageousness are attributes in tier 2 and 3 respectively, while the bachelor degree group

does not think that these attributes are important for the transient level of happiness.
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Figure 17 Positive Effect (strong an
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Unit Size

Regarding the unit size in which the respondents work, the following can be concluded:

- From Figure 18 it is possible to infer that the transient level of happiness of people

that work in big units is less affected by the leader's attributes than for people

working in small or medium units. Moreover, respondents from big units have 22

attributes in one of the three tiers, while small and medium units have 32 and 33

respectively. A possible explanation is that in a small group the leader can have

much more presence than in a bigger group and as a group gets bigger the

influence of the leader will necessarily be diluted. As a result, a leader will affect

in a smaller magnitude the transient level of happiness of a bigger group.

- Respondents that work in a big unit (more than 26 people) indicated that several

attributes of a leader have a negative effect (slight or strong negative effect) in the

transient level of happiness. Figure 19 shows the results for all attributes that have

more than 10% of negative effect (slight or strong negative effect) in the transient

level of happiness. More interestingly, 8 of the 11 are attributes that flow from the

leader to their followers and have direct impact and visibility by their followers

(good teacher, fair, sets challenging goals, recognizes contributions, people

oriented, seeks for feedback, listen deeply to others, and good at delegating). This

is contradictory with the overall results that indicated that most of these attributes

are in tier 1. A possible explanation could be that in smaller groups the leader

creates or influences the culture; hence, the leader plays a main role in the culture

(and therefore happiness) of the group. In larger groups, which more likely work

in big companies, human resources department is responsible for the culture.

Hence, some of these attributes (e.g. feedback, motivational attributes such as

recognition of contributions and inspiration, etc.) are thought not to be the

leader's responsibility in larger companies, and therefore could have some

negative connotation if the leader tries to influence the culture. However, the

number of respondents that work in a big unit is small, and results could differ if

the survey is applied to a bigger sample that work in big units (sampling error).
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Figure 18 Positive Effect (strong and slight positive) of Attributes in Transient Level of Happiness by
Unit Size
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Figure 19 Negative Effect (strong and slight negative) of Attributes in Transient Level of Happiness
for Big Unit Size
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Constructs

Within the constructs the results did not have much variations, as shown by Figure 20.

Nevertheless, intrinsic motivation and work enjoyment construct stands out like more

affected than the other two constructs by the following attributes: passionate, optimistic,

inspiring, encourage initiatives in others, and deeply he listens to others. Overall, intrinsic

motivation and work enjoyment is the construct that is more affected by a leader's

attributes in the transient level of happiness.

On the other hand, a highly ambitious leader can have negative effect in the constructs of

work absorption, and intrinsic motivation and work enjoyment. Specifically, 13% and

12% of the respondents thought that ambition had a negative effect (slight or strong

negative effect) in work absorption and intrinsic motivation and work enjoyment,

respectively.
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Figure 20 Positive Effect (strong and slight positive) of Attributes in Transient Level of Happiness by
Construct
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Takeaways

All 34 attributes of a leader discussed in section 2.4.2 affect the transient level of

happiness. Nevertheless, some attributes affect more than the average; these are

summarized in Table 5. The tier 1 attributes (supportive specially) should be the ones to

look for in leaders when transient level of happiness wants to be encouraged. Most of the

attributes in tier 1 flow from the leader to their followers and have direct impact and

visibility to their followers (support, inspiration, recognition, good communicator, and

sets challenging goals). Supportive is the attribute that most affects the transient level of

happiness, and it is not a surprise that it affects all three constructs that compose the

transient level of happiness.

However, depending on the demographic composition of the group, several things must

be taken into account. If women are majority in the group, a more complete leader is

needed in terms of his attributes. Similar observation applies when married people are

majority, who tend to appreciate more the value-oriented attributes. On the other hand, if

the group has majority of people with more than 10 years of experience, they need less

guidance from their leaders in order to be happy due to their higher level of confidence

and independence in terms of task performing. Although this is the same conclusion for

people 40 years or older, they all have more than 10 years of work experience and

therefore this result could be due to their work experience and not their age (or vice

versa). The size of the group also has to be considered. As a group gets bigger, the

influence their leader has on their transient level of happiness decreases. Therefore, in

order to efficiently encourage transient level of happiness in a large group it is

recommended to divide it into smaller groups with assigned leaders. Finally, a leader

with high ambition might cause some contradictory effects within a group, and therefore

highly ambitious leaders must be treated carefully.

4.2.2. Attributes that Affect the Person Level of Happiness

Person level of happiness is composed by three constructs: positive affect, affective and

continuance commitment, and job satisfaction. In order to assess which attributes affect
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the person level of happiness, the data of the three constructs will be aggregated and

analyzed as one. Table 6 summarizes the results.

Table 6 Leadership Attributes that Affect Person Level of Happiness

Tier Attributes

I Recognizes contributions (76.3%), supportive (74.4%), able to see the big picture (72.5%),
inspiring (71.5%), encourages initiatives in others (70%), and committed (70%)

2 Intellient (71.5%)
3 Accessible to people (69.6%), sets challenging goals (69.1%), fair (67.1%), flexible (66.7%),

passionate (65.7%), honest (65.7%), good communicator (65.7%), people oriented (64.3%),
optimistic (63.8%), personally involved (63.3%), energetic (63.3%), sets the example (62.8%),
forward thinking (62.8%), creative (61.4%), confident (61.4%), credible (60.9%), and empathic
(60.9%)

In contrast with the results from the transient level of happiness, tier 1 attributes of the

person level of happiness are a combination of the leader's personal character (more

abstract attributes), and more visible attributes which flow from the leader to their

followers. This is aligned with the definition of person level of happiness, which

measures stability of happiness over time, hence there should be a combination of

attributes that cause happy feelings (visible attributes) and attributes that can maintain

those feelings over time (related to the leader's personal character). Thus, compared to

transient level of happiness, visible attributes have fallen into lower tiers and some of the

more abstracts attributes have moved up, and each tier is very balanced between visible

and abstract attributes.

Figure 21 Tier I Attributes that Affect Person Level of Happiness
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Figure 22 Tier 2 Attributes that Affect Person Level of Happiness
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Figure 23 Tier 3 Attributes that Affect Person Level of Happiness
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On the other hand, recognition of contributions is the most important attribute, more than

50% of the respondents thought that it had a strong positive effect in the person level of

happiness (see Figure 21). It is also worth to mention that even though fairness is a tier 3

attribute, more than 44% of the respondents thought that it had a strong positive effect in

the person level of happiness (see Figure 23).
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Figure 24 Attributes not Classified in Tiers for Person Level of Happiness
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Finally, as well as in the transient level of happiness, all attributes had an overall positive

effect (strong or slight positive effect) on the person level of happiness, independent if

they were or were not classified in a tier.

Following are mentioned the most interesting findings related to differences due to the

demographic distribution of the respondents.

Gender

Once again, as observed in the transient level of happiness, men and women have very

different distribution of the attributes, and all attributes affect more women's person level

of happiness than men's person level of happiness. The most important observations are:

The following attributes were tier I for women, but men did not have them in any

of the three tiers: empathic, energetic, good communicator, optimistic, personally

involved, and sets the example. In order to encourage person level of happiness,

women not only need a leader that can understand and communicate clearly with

them, but that is also an exemplary leader that model the behavior they expect of

others.

6l
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" Men have only one attribute in tier 1, recognition of contributions. On the other

hand, women have 20 attributes in tier 1. Moreover, women have 29 out of the 34

attributes in one of the three tiers, while men only have 14 attributes in one of the

three tiers (1 attribute in tier 1 and 13 in tier 3).

e From Figure 25 it is seen that all attributes affect more women's person level of

happiness than men's person level of happiness.

In conclusion, women need a more balanced and complete leader to encourage person

level of happiness than men.
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Figure 25 Positive Effect (strong and slight positive) of Attributes in Person
Gender
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Age

The older group (more than 40 years old) has 17 attributes in one of the three tiers, while

the younger group has 25, and the 30 to 39 years old has 26. On the other hand, the

following attributes are much less important in person level of happiness for the older

group (40 and older) than for the other two groups (see Figure 26): humble, fair, ambitious,

good teacher and energetic. This is consistent with the findings that older people should

need less attention of their leader in order to be happy.

Relationship Status

The two observations made about married people in the transient level of happiness are

supported in the person level of happiness too. Married people are more value-oriented

and their person level of happiness is more affected by the value-oriented attributes than

for the never married group. Moreover, almost all attributes affect more the married

people's person level of happiness than never married people's happiness. Figure 27

summarizes the data.
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Figure 26 Positive Effect (strong and slight positive) of Attributes in Person Level of Happiness by
Age Distribution

Supportive

Sets the example

Sets challenging goals

Seek for feedback

Recognizes contributions

Personally involved

People oriented

Passionate

Organized

Optimistic

Listen deeply to others

Intelligent

Inspiring

Humble

Honest

Good teacher

Good sense of humor

Good communicator

Good at delegating

Forward thinking

Focused

Flexible

Fair

Energetic

Encourages initiatives in others

Empathic

Credible

Creative

Courageous

Confident

Committed

Ambitious

Accessible to people

Able to see the big picture

- -~

I-

M's ~ -~

.... _...

0% 20% 40% 60%

1 olderthan40 E130-39 E 21-29

I
59

80% 100%



Figure 27 Positive Effect (strong and slight positive) of Attributes in Person Level of Happiness by
Relationship Status
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Work Experience

Figure 28 shows that almost all attributes affect more the person level of happiness of

people with less than 10 years of work experience than people with more than 10 years of

experience. This is consistent with the findings in the transient level of happiness, that

people with more experience have more confidence and independence, needing less

support and guidance from their leaders in order to be happy. Moreover, the group with

less work experience has 29 attributes in one of the three tiers, while the group with more

experience has 14.

Job Level

No tendencies are detected in the data related to job level. However, one observation can

be made regarding the high management group. They have fewer attributes that affect

their person level happiness in tiers 1 and 2. Moreover, they have less attributes overall in

the three tiers (18) compared to the middle management and entry/intermediate groups

(27 and 22 respectively).

Education Level

Graduate and bachelor degree groups have very similar results. The only difference

detected is that confident, courageous, humble, and organized affect more the person

level of happiness of the graduate degree group than the bachelor degree.
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Figure 28 Positive Effect (strong
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Unit Size

Regarding the unit size in which the respondents work, the following can be concluded:

- From Figure 29 it is possible to infer that the attributes of a leader affect less the

person level of happiness of big units than for people working in small and

medium units. This is consistent with the finding made in the transient level.

Hence, as a group gets bigger the influence of the leader will necessarily be

diluted. As a result, a leader will affect in a smaller magnitude the person level of

happiness of a bigger group. Building on this idea, it is more difficult for a person

to feel an important component of a group when the group gets bigger, affecting

the sense of belonging and therefore the commitment and job satisfaction, which

in turn affects the person level of happiness.

- In accordance with the results in the transient level of happiness, respondents that

work in a big unit (more than 26 people) indicated that several attributes of a

leader have a negative effect (slight or strong negative effect) in the person level

of happiness. Figure 30 shows the results for all attributes that have more than 10%

of negative effect (slight or strong negative effect) in the person level of

happiness.

- The same explanation of the transient level of happiness may apply here; in

smaller groups the leader creates or influences the culture; hence, the leader plays

a main role in culture (and therefore happiness) of the group. In larger groups,

which more likely work in big companies, the human resources department is

responsible for the culture. Hence, some of these attributes (e.g. feedback,

motivational attributes such as recognition of contributions and inspiration, etc.)

are thought not to be the leader's responsibility and therefore could have some

negative connotation if the leader tries to influence them. However, the number of

respondents that work in a big unit is small, and results could differ if the survey

is applied to a bigger sample that work in big units (sampling error).
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Figure 29 Positive Effect (strong and slight positive) of Attributes in Person Level of Happiness by
Unit Size
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Figure 30 Negative Effect (strong and slight negative) of Attributes in Person Level of Happiness for
Big Unit Size
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Constructs

Recalling from past sections, the three constructs that compose the person level of

happiness are: positive affect, affective and continuance commitment, and job

satisfaction. Positive affect is related to positive feelings with the work environment;

affective and continuance commitment is related to how high is the sense of belonging of

the person to the company; and job satisfaction is related to the independence the person

has in its job. With this in mind, Table 7 shows the tier I attributes for each of the

constructs. The attributes in each construct are aligned with the previous statement.

Hence, tier 1 attributes in positive affect construct tend to generate happy feelings, tier 1

attributes in affective and continuance commitment construct increases the sense of

belonging of the individual, and tier I attributes of job satisfaction construct tends to

encourage independence of the person. It can also be inferred that generating positive

feelings requires a much more balanced and complete number of attributes than the other

two constructs.
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Table 7 Tier 1 Attributes for Constructs of the Person Level of Happiness

Positive Affect Affective and Continuance Job Satisfaction
Commitment

Able to see the big picture, committed, Able to see the big picture, Accessible to people, flexible,
encourages initiatives in others, committed, and recognizes recognizes contributions, and

energetic, good communicator, contributions supportive
inspiring, optimistic, passionate,
recognizes contributions, sets
challenging goals, and supportive

Following the conclusions derived from Table 7; similar findings are made analyzing

Figure 31. Positive affect is affected by more attributes and the attributes have a higher

impact in the construct than the other two constructs; therefore, a more balanced and

complete leader is needed to improve positive affect than job satisfaction and affective

and continuance commitment.
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Figure 31 Positive Effect (strong and slight positive) of Attributes in Person
Construct

Level of Happiness by
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Takeaways

All 34 attributes of a leader discussed in section 2.4.2 affect the person level of

happiness. Nevertheless, some attributes affect more than the average; these are

summarized in Table 6. It is observed that in contrast with the results from the transient

level of happiness, tier 1 attributes for the person level of happiness are a combination of

the leader's personal character (more abstract attributes) and more visible attributes

which flow from the leader to their followers. Recognizing contributions is the most

important attribute that affects the person level of happiness, and it is not a surprise that it

has high impact in all three constructs that compose this level of happiness. The tier 1

attributes (recognition of contributions specially) should be the ones to look for in leaders

when person level of happiness wants to be encouraged.

However, depending on the demographic composition of the group, several things must

be taken into account. If women are majority in a group, a more complete leader is

needed in terms of his attributes. Similar observation applies when married people are

majority, who tend to appreciate more the value-oriented attributes. On the other hand, if

the group has majority of people with more than 10 years of experience, they need less

guidance from their leaders in order to be happy due to their higher level of confidence

and independence in their work. Although this is the same conclusion for people 40 years

or older, they all have more than 10 years of experience of work and therefore this result

could be due to their work experience and not their age (or vice versa). Finally, the size

of the group also has to be considered, and as a group gets bigger, the influence their

leader has on their person level of happiness decreases. In addition, it is more difficult for

a person to feel an important component of a group when the group gets bigger, affecting

the sense of belonging, which in turn affects the person level of happiness. Therefore, in

order to efficiently encourage the person level of happiness in a large group it is

recommended to divide it into smaller groups with assigned leaders.

68



4.2.3. Attributes that Affect the Unit Level of Happiness

Recalling from Table 3, the constructs used to measure the unit level of happiness are

mostly the same constructs used to measure transient and person level of happiness, so

the data for transient and person level will be aggregated. In addition to this, one specific

construct for the unit level is being measured, it will be called unit-level construct, which

intends to measure how attributes of a leader may improve the way in which co-workers

get along with each other. Therefore, in order to assess which attributes affect the unit

level of happiness, the data of transient level, person level and unit-level construct will be

aggregated and analyzed as one. Table 8 summarizes the data.

Table 8 Leadership Attributes that Affect Unit Level of Happiness

Tier Attributes

I Supportive (79.5%), recognizes contributions (78.9%), inspiring (78.1%), committed (77.4%), able

to see the big picture (74.7%), encourages initiatives in others (72.9%), good communicator
(71.8%), fair (71.4%), and sets challenging goals (70.8%)

2 Accessible to people (73.9%), honest (70.8%), and flexible (70.2%)

3 Credible (69.8%), people oriented (69.6%), sets the example (68.9%), optimistic (68.9%), intelligent
(68.3%), passionate (67.5%), energetic (67.3%), personally involved (66%), focused (65.4%),
forward thinking (65.2%), empathic (65.2%), confident (64.6%), listen deeply to others (64%), good

teacher (63.1%), good at delegating (62.5%), creative (61.9%), and good sense of humor (60%)

As well as in the person level of happiness, tier 1 attributes of the unit level of happiness

are a combination of the leader's personal character (more abstract attributes), and more

visible attributes, which flow from the leader to their followers. This is true for tier 2 and

tier 3 attributes as well.
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Figure 32 Tier I Attributes that Affect Unit Level of Happiness
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An interesting result is that for the unit level of happiness, fairness is a tier I attribute,

while in transient and person level of happiness this was a tier 2 and tier 3 attribute

respectively. Hence, fairness affects more the happiness in a unit level than the happiness

of an individual (person or transient). Moreover, 71.4% of the respondents think that

equal treatment of the group (fairness) affects positively the unit level of happiness. On

the other hand, recognition of contributions is the most important attribute, more than

50% of the respondents thought that it had a strong positive effect in the unit level of

happiness (see Figure 32).

Figure 33 Tier 2 Attributes that Affect Unit Level of Happiness
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Figure 34 Tier 3 Attributes that Affect Unit Level of Happiness
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Figure 35 Attributes not Classified in Tiers for Unit Level of Happiness
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Finally, as well as in transient and person level of happiness, all attributes had an overall

positive effect (strong or slight positive effect) on the unit level of happiness, independent

if they were or were not classified in a tier.

Following are mentioned the most interesting findings related to differences due to the

demographic distribution of the respondents.
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Gender

Once again, men and women have very different results. The following are the most

important ones:

- Sets the example, listen deeply to others, good at delegating, and good

communicator are the attributes that have more difference between men and

women. For the first two attributes women's unit happiness is 19% more affected

than men, and for the last two 17%. This confirms both findings, in transient and

person level of happiness, that women need a leader that can understand,

communicate clearly with them, and be an exemplary leader in order to affect

positively their unit level of happiness.

s Men have only three attributes in tier 1, recognition of contributions, inspiring,

and supportive. On the other hand, women have 22 attributes in tier 1. Moreover,

women have 31 out of the 34 attributes in one of the three tiers, while men have

25 attributes in one of the three tiers (19 of the attributes in tier 3).

- From Figure 36 it is seen that all attributes affect more women's unit level of

happiness than men's unit level of happiness.

In conclusion, women need a more balanced and complete leader to encourage unit level

of happiness than men.

Age

The three age ranges had mixed results and no clear conclusions emerge from the data.

Nevertheless, one observation can be made: humble and ambitious are attributes that are

much less important in unit level of happiness for the older group (40 and older) than for

the other two groups, while energetic is an attribute that for the younger group (21 to 29)

is more important than to the other older groups (see Figure 37).
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Figure 36 Positive Effect (strong and slight positive) of
Gender
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Figure 37 Positive Effect (strong and slight positive) of Attributes in Unit Level of Happiness by Age
Distribution
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Relationship Status

Figure 38 confirms the observation made in transient and person level of happiness. All

attributes affect more the married people's unit level of happiness than never married

people's unit level of happiness.

Work Experience

Figure 39 shows that almost all attributes affect more the unit level of happiness of people

with less than 10 years of work experience than people with more than 10 years of

experience. This is consistent with the findings in the transient and person level of

happiness. People with more experience have more confidence and independence,

needing less support and guidance from their leaders in order to be happy.

Job Level

No tendencies are detected in the data related to job level. However, it is observed that

the high management group has in tier 1 two attributes that are more strategic; forward

thinking and able to see the big picture. On the other hand, the other groups do not have

these attributes in the higher tier.

Education Level

Graduate and bachelor degree groups have very similar results. The only difference

detected is that confident, courageous, humble, and organized attributes affect more the

unit level of happiness of the graduate degree group than the bachelor degree.
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Figure 38 Positive Effect (strong and slight positive) of Attributes in
Relationship Status
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Figure 39 Positive Effect (strong and slight positive) of Attributes in Unit Level of Happiness by
Work Experience
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Unit Size

Regarding the unit size in which the respondents work, the following can be concluded:

- As expected, confirming the findings in transient and person level, from Figure 40

it is possible to infer that the attributes of a leader affect less the unit level of

happiness of people in big units than people working in small and medium units.

Hence, as a group gets bigger the influence of the leader will necessarily be

diluted. As a result, a leader will affect in a smaller magnitude the unit level of

happiness of a bigger group. As a matter of fact, 32 out of the 34 attributes are in

one of the three tiers for small units, while 27 and 20 are in one of the three tiers

for medium and big units respectively. Moreover, small units have 20 attributes in

tier 1, contrasting with 5 for medium units and 3 for big units.

- More than 50% of the people belonging to a big unit think that courageous and

humble are attributes of a leader that do not affect the unit level of happiness.

e Once again, in accordance with the results in the transient and person level of

happiness, respondents that work in a big unit (more than 26 people) indicated

that several attributes of a leader have a negative effect (slight or strong negative

effect) in the unit level of happiness. Figure 41 shows the results for all attributes

that have more than 10% of negative effect (slight or strong negative effect) in the

unit level of happiness. This could be explained because big groups are more

likely to work for a big company, and culture is responsibility of human resources

department. Hence, some of these attributes are thought not to be the leader's

responsibility (e.g. feedback, motivational attributes such as recognition of

contributions and inspiration, etc.) and therefore could have some negative

connotation if the leader tries to influence them. However, the number of

respondents that work in a big unit is small, and results could differ if the survey

is applied to a bigger sample that work in big units (sampling error).
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Figure 40 Positive Effect (strong and slight positive) of Attributes in Unit Level of Happiness by Unit
Size
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Figure 41 Negative Effect (strong and
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Constructs

Figure 42 compares the transient level, person level and unit-level construct, which

measures attributes that improves the way co-workers get along with each other. Firstly,

the unit-level construct has more tier 1 attributes than the transient and person level. The

unit-level construct has 16 attributes in tier I while the transient and person level have 8

and 6 respectively. Hence, improving the way co-workers get along requires a much

more complete leader. Secondly, the attributes that the unit-level construct has in tier 1,

that transient and person level does not, are mostly value-oriented (honest, fair, and sets

the example) and related to emotional intelligence (accessible to people, good sense of

humor, listen deeply to others, and people oriented). Therefore, the leader has to be more

complete by being a more value-oriented person and having high emotional intelligence,

compared to leaders that can improve transient and person level of happiness.
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Figure 42 Positive Effect (strong and slight positive) of Attributes in Unit Level of Happiness by
Construct
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Confident

Committed

Ambitious

Accessible to people

Able to see the big picture

I I -

-

_ _ _ _ _ -1

_ _ _ I-

0% 20%

Person M Transient 1 Collective Happiness

40% 60% 80% 100%
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Takeaways

All 34 attributes of a leader discussed in section 2.4.2 affect the unit level of happiness.

Nevertheless, some attributes affect more than the average; these are summarized in Table

8. The tier 1 attributes (recognition of contributions specially) indicated in Table 8 should

be the ones to look for in leaders when unit level of happiness wants to be encouraged. It

is observed that in the unit level of happiness respondents thought that value-oriented

attributes (such as honest, fair, and sets the example) and attributes related to emotional

intelligence (such as accessible to people, good sense of humor, listen deeply to others,

and people oriented), were more important than in transient and person level of

happiness. On the other hand, recognizing contributions is the most important attribute

that affect the unit level of happiness; and fairness is an attribute that has a much better

relative importance in the unit level of happiness than in transient and person level.

However, depending on the demographic composition of the group, several things must

be taken into account. If women are majority in a group, a more complete leader is

needed in terms of the attributes. Similar observation applies when married people are

majority, who tend to appreciate more the value-oriented attributes. On the other hand, if

the group has majority of people with more than 10 years of work experience, they tend

to have more confidence and independence, therefore needing less support and guidance

from their leader to be happy. Finally, the size of the group also has to be considered. As

group gets bigger, the influence their leader has on the unit level of happiness decreases

and people tend to have less sense of belonging to the group, which in turn affects the

person and unit level of happiness. Hence, in order to efficiently encourage the unit level

of happiness in a large group it is recommended to divide it into smaller groups with

assigned leaders.
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5. Conclusions

The focus of this thesis work is to explore what specific aspects or attributes of a leader

(in a broad definition) contribute positively (or negatively) to the happiness of workers.

The effects of happiness in the workplace are well known by now, and have a positive

impact on several factors such as productivity, job satisfaction, loyalty, collaboration with

peers, and commitment to the company (Table 1). Happiness at work was defined based in

constructs used in past researches such as well-being, affect, job satisfaction,

engagement, job involvement, etc. These constructs were categorized in three levels of

happiness that were used in this thesis work: transient, person and unit level of happiness.

On the other hand, form leadership research, it is well known that good leaders not only

improve a company's results, but also can influence positively aspects such as

motivation, commitment, and cross-teams collaboration. Therefore, it is possible to

deduce from research in both areas, that leadership and happiness in the workplace have

some similar effects on followers. There must be specific attributes of good leaders that

can drive happiness in the workplace. However, very little empirical data has been found

on which attributes of a leader affect happiness at work. Therefore, the study sought to

answer the following questions: What specific attributes of a leader have a positive effect

on the happiness of its workers? What specific attributes of a leader have a negative

effect on the happiness of its workers?

Respondents were asked to assess how specific attributes of a leader (34 attributes in

total) can affect the constructs that compose each level of happiness (transient, person

and unit level). The results show that all 34 attributes affect all levels of happiness.

However, some attributes affect more than the average, and the attributes that most affect

happiness are different between each level of happiness. Respondents thought that for the

transient level of happiness a leader affects more through attributes that are visible and

flow from the leader to their followers, while in the person level attributes related to their

personal character (more abstract) were balanced with the more visible ones. On the other

hand, in the unit level, value-oriented attributes were thought to be important as well.

These results are shown in Table 5, Table 6, and Table 8 for transient, person and unit level
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respectively. Overall, the 5 attributes that most affected positively happiness in all levels

are: recognition of contributions, supportive, inspiring, committed, and able to see the big

picture; being recognition of contributions the single most important attribute.

However, factors such as gender, work experience and the size of the unit need to be

taken into account, and these factors can change the attributes that affect the happiness at

work of the group. So, if women are majority in the group, a more complete leader is

needed in terms of his attributes. Women's happiness (transient, person and unit level) is

affected by much more attributes than men's happiness. On the other hand, married

people tend to appreciate more value-oriented attributes than never married, and therefore

their happiness is more affected by these types of attributes. If the group has majority of

people with more than 10 years of experience, they need less guidance from their leaders

in order to be happy due to their higher level of confidence and independence. Although

this is the same conclusion for people 40 years or older, they all have more than 10 years

of experience of work and therefore this result could be due to their work experience and

not their age. The size of the group also has to be considered. As a group gets bigger, the

influence their leader has on their happiness (transient, person and unit level) decreases

and people tend to have less sense of belonging to the group, and therefore their

commitment and job satisfaction decreases. Hence, in order to efficiently encourage

happiness in a large group it is recommended to divide it into smaller groups with

assigned leaders in order to increase the sense of belonging of individuals and the level of

influence that the leaders have. Finally, a leader with high ambition might cause some

negative effects in the transient level of happiness within a group, and highly ambitious

leaders must be treated carefully.

This thesis hopes to serve as a guideline on what attributes should be looked for in a

leader in order to effectively encourage transient, person or unit level of happiness at

work. Firstly, the level of happiness that wants to be increased must be defined. This will

depend on the benefit that is desired. Each level of happiness has different benefits:

transient level has impact in productivity and creativity at a task level; person level has
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impact in turnover rate, effectiveness and absenteeism; unit level improves predictability

of profits, predictability of costumer satisfaction in combination with person and transient

level of happiness' benefits. Secondly, the group must be categorized in terms of gender,

work experience, and size. Finally, depending on the level of happiness and the type of

people that compose a group, different attributes of a leader will be needed to increase the

desired level of happiness.

Thus, this research has found that the literature's most important attributes of a leader

have a positive effect in followers' happiness, and that the most important attributes to

affect happiness vary depending on the level happiness and the characteristics of the

people that compose the group. However, there are some other important characteristics

of a group that were not part of this research that might also affect which attributes are

the most important ones. Some sociocultural aspects not covered that are thought to be

important are: country of residence, country of birth, and socioeconomic status. On the

other hand, due to the distribution of the data the type of industry is a factor that probably

affects but could not be analyzed in this research work.

In conclusion, this thesis research has concluded that all 34 attributes included in this

research affect the transient, person and unit level of happiness. However, the level of

happiness and other factors such as demographic composition of the group will change

the attributes of a leader needed in order to affect the happiness of a group.
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Appendix A: Leadership and Happiness at Work Survey

1. Are you male or female?

r Female

Male

2. What is your age?

17 or younger

18-20

21-29

30-39

40-49

50-59

60 or older

3. Which of the following best describes your current or last job level?

r Owner/Executive/C-Level

Senior Management

r Middle Management

r Intermediate

Entry Level

Other (please specify)

4. Which of the following best describes your current relationship status?
r Married

r Widowed

r Divorced

r Separated

r Never married
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5. How many years of work experience do you have?

O to 2

r2 to 5

5 to 10

r10 to 15

15 to 20

r More than 20

6. What number of employees report to your immediate superior?

r1 to 5

6 to 25

r 26 to 50

51 to 100

r 101 to 200

More than 200

7. Which of the following best describes the principal industry of your organization?

8. What is the highest level of school you have completed or the highest degree you have received?
r Less than high school degree

High school degree or equivalent (e.g., GED)

r Some college but no degree

r Associate degree

r Bachelor degree

r Graduate degree

9. From the following statements: when I am working I think about nothing else; I forget everything else
arround me; I get carried away by my work; I am totally inmersed in my work; time flies; I get carried away; it
is difficult to detach myself from my job.

Please indicate how each of the following attributes of your superior affect the above statements.

Strong positive Slight positive Slight negative Strong negative
effect effect No effect effect effect Don't know

Forward thinking C C C C C C
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Credible

Inspiring

People oriented

Energetic

Focused

Courageous

Organized

Supportive

Commited

Optimistic

Confident

Fair

Empathic

Honest

Flexible

Good teacher

Sets the example

Good at delegating

Recognizes contributions

Intelligent

Creative

Seek for feedback

Listen deeply to others

Encourages initiatives in
others

Sets challenging goals

Personally involved

Humble

Passionate

Able to see the big
picture
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effect

C
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C
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C

r

r

r

r

r-

r

r-

Slight positive
effect

C

r.

C

C

r

C

C

C

r

r

C-

C
r

r-

r.

r

r.

r-

r-

r-

r-

r-

C

C

C

C

C

r-

r-

No effect

C

r

C

C

C

C

C

C

C

C
r

r

r

r

r

r

r

r

r

r
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r

r
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Slight negative
effect

r

C

C

C

C

C

C

C

C

C

C

C

C

C

C

r
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r
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Strong negative
effect

r

C

C

C

C

C

C

C

C

C
r

r

r

C

C
C-
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r

Don't know

r

C
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C

C

C

r

r

r

r

r

r

r

r

r

r

r

r

r

r

r
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Ambitious

Accesible to people

Good sense of humor

Good communicator

Strong positive Slight positive
effect effect

C r

No effect

C

r.

C

C

C

C

Slight negative Strong negative
effect effect

C r

r C

C

C
Cr

I
10. From the following statements: my work gives me a good feeling; I do my work with a lot of enjoyment; I
feel happy during my work; I would still do this work, even if I received less pay; I find that I also want to work
in my free time; I work because I enjoy it; I get motivation from the work itself, and not from the reward for it.

Please indicate how each of the following attributes of your superior affect the above statements.

Strong positive Slight positive Slight negative Strong negative

effect effect No effect effect effect

Forward thinkinC C C
go

Credible

Inspiring

People oriented

Energetic

Focused

Courageous

Organized

Supportive

Commited

Optimistic

Confident

Fair

Empathic

Honest

Flexible

Good teacher

Sets the example

Good at delegating

C

C

C

C

C-

C

C

C

C

C

C

C

C

C

C

C

r

r

r

C

C

C

C.

C

C

C

C

C

C

C

C

C

C

r
r

r

r

C

C

C

C

C

C

C

C

C

1

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

r

r

C
C

C
C
C

Don't know

C

C

C

Don't know

C

C

C

C

C
C

C

I
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Recognizes contributions

Intelligent

Creative

Seek for feedback

Listen deeply to others

Encourages initiatives in
others

Sets challenging goals

Personally involved

Humble

Passionate

Able to see the big
picture

Ambitious

Accesible to people

Good sense of humor

Good communicator

Strong positive

effect

C

C

C
r

C-

C

C

C

C

r-

Slight positive
effect

C
r

C

C

C-

C

C

No effect

C

C

C

C

C

C

C

r-

Slight negative Strong negative
effect effect

r r

r r

C

C

C

C

C

C

C

r.

r-C-

C

C

r- C

C
r- C

C

C

C

r-

C

C

C

C

C

C

Cr

C

C

r-

I
11. From the following statements: when I get up in the morning, I feel like going to work; at work I always
persevere, even when things do not go well; I can continue working for very long periods at a time; at my job I
feel strong and vigorous; to me, my job is challenging; my job inspires me; I am enthusiastic about my job; I
am proud of the work I do; my work is full of meaning and purpose.

Please indicate

Forward thinking

Credible

Inspiring

People oriented

Energetic

Focused

how each of the following attributes of your superior affect the above statements.

Strong positive Slight positive Slight negative Strong negative
effect effect No effect effect effect

C

C

C

C

C

C

C

C

C

C

C

C-

C

C

C

C

C

C

C

C

C

C

C

Don't know

r

C

r

r

Don't know

C

C

C

C

C

90



Strong positive Slight positive Slight negative Strong negative

effect effect No effect effect effect Don't know

Courageous r C C C C C

Organized C C C C C C

Supportive C C C C C C

Commited C C C C C C

Optimistic C C C C C C

Confident C C C C C C

Fair C C C C C C

Empathic C C C C C C

Honest C C C C C C

Flexible r C C C C C

Good teacher C C C C C C

Sets the example C C C C C C

Good at delegating C C C C C C

Recognizes contributions C C C C C C

Intelligent C C C C C C

Creative C C C C C C

Seek for feedback C C C C C C

Listen deeply to others C C C C C C

Encourages initiatives in r C C C C C
others

Sets challenging goals r C C C C C

Personally involved C C C C C C

Humble C C C C C C

Passionate C C C C C C

Able to see the big r C C C C C
picture

Ambitious C C C C C C

Accesible to people r C C C C C

Good sense of humor C C C C C C

Good communicator C C C C C C
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12. From the following feelings or emotions: active, alert, attentive, determined, enthusiastic, excited,
inspired, interested, proud or strong.

Please indicate how eE

Forward thinking

Credible

Inspiring

People oriented

Energetic

Focused

Courageous

Organized

Supportive

Commited

Optimistic

Confident

Fair

Empathic

Honest

Flexible

Good teacher

Sets the example

Good at delegating

Recognizes contributions

Intelligent

Creative

Seek for feedback

Listen deeply to others

Encourages initiatives in
others

Sets challenging goals

Personally involved

ach of the following attributes of your superior affect the above feelings or emotions.

Strong positive Slight positive Slight negative Strong negative
effect effect No effect effect effect Don't know

C C C C C C

r

C C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C
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C
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C

C

C
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C

C

C

C

C
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Humble

Passionate

Able to see the big

picture

Ambitious

Accesible to people

Strong positive
effect

C

C

C

C.

Slight positive
effect

C

C
r

No effect

C

C

C

C
r

Slight negative Strong negative
effect effect

r r

C

C

C

C

C

Good sense of humor r C 

Good communicator C C C C C C

13. From the following statements: I would be very happy to spend the rest of my career with this
organization; I enjoy discussing about my organization with people outside it; I really feel as if this

organization's problems are my own; I feel like 'part of the family' at my organization; I feel a strong sense of

belonging to my organization; it would be very hard for me to leave my organization right now, even if I
wanted to; too much of my life would be disrupted if I decided to leave my organization now. .

Please indicate

Forward thinking

Credible

Inspiring

People oriented

Energetic

Focused

Courageous

Organized

Supportive

Commited

Optimistic

Confident

how each of the following attributes

Strong positive Slight positive

effect effect

of your superior affect the above statements.

Slight negative Strong negative
No effect effect effect

C

r

C
C
C

C

C

C
C

C
C

C

Fair

Empathic

C
C
C
C

C
C

C
C

C
C

C

C
C
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C
C

C
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C

C
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C
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C

C
C
C

C
C

C
C

C

C

C

C
C

C
C

C

C

C
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C

C

C

C

Don't know

C

C

C

C

C

C

C

C

C

C
C

C
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Honest

Flexible

Good teacher

Sets the example

Good at delegating

Recognizes contributions

Intelligent

Creative

Seek for feedback

Listen deeply to others

Encourages initiatives in
others

Sets challenging goals

Personally involved

Humble

Passionate

Able to see the big
picture

Ambitious

Accesible to people

Good sense of humor

Good communicator

Strong positive
effect

C

C

C

r

C

C

C

C.

C

C

C

C

C-

C-

C

C

Slight positive
effect

C

(.

C

C

C

r

r

r

C

C

C

C

C

C

C

C

No effect

C

C

C

C

C

C

C

r

C

C

C

C

C

C

C

C

C

Slight negative
effect

C

C

C

r

C

C

C

C

C

(.

C

C

r-

C

C
r

r

Strong negative
effect

C

C

C

C

C

C

C

C

C

C

C

C

Don't know

C

C

C

C

C

r

C

C

C

C

C

C

C

C

C

I
14. From the following statements: improvement of chances for advancement on this job; freedom to use my
own judgment; chance to try my own methods of doing the job; praise I get for doing a good job; feeling of

accomplishment I get from the job; improving working conditions; the chance of doing different things from

time to time.

Please indicate

Forward thinking

Credible

how each of the following attributes of your superior affect the above statements.

Strong positive Slight positive Slight negative Strong negative

effect effect No effect effect effect

C C C C C

r- C

Don't know

C

C
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Strong positive Slight positive Slight negative Strong negative

effect effect No effect effect effect Don't know

Inspiring C C C C C C

People oriented C C C C C r

Energetic C C C C C C

Focused C C C C C C

Courageous C C C C C C

Organized C C C C C C

Supportive C C C C C C

Commited C C C C C C

Optimistic C C C C C C

Confident C C C C C C

Fair C C C C C C

Empathic C C C C C C

Honest C C C C C C

Flexible r C C C C C

Good teacher C C C C C C

Sets the example r C C C C C

Good at delegating C C C C C C

Recognizes contributions C C C C C C

Intelligent C C C C C C

Creative C C C C C C

Seek for feedback C C C C C C

Listen deeply to others r C C C C C

Encourages initiatives in r C C C C C
others

Sets challenging goals C C C C C C

Personally involved C C C C C C

Humble r C C C C C

Passionate C C C C C C

Able to see the big r C C C C C
picture
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Strong positive Slight positive Slight negative Strong negative

effect effect No effect effect effect Don't know

Ambitious C C C C C C

Accesible to people C C C C C C

Good sense of humor C C C C C C

Good communicator C C C C C C

15. To what extent do you feel that the following attributes of your superior may improve the way your co-
workers get along with each other in your work.

Strong positive Slight positive Slight negative Strong negative

effect effect No effect effect effect Don't know

Forward thinking C C C C C C

Credible C C C C C C

Inspiring C C C C C C

People oriented C C C C C C

Energetic C C C C C C

Focused C C C C C C

Courageous C C C C C C

Organized C C C C C C

Supportive r C C C C C

Commited C C C C C C

Optimistic C C C C C C

Confident C C C C C C

Fair C C C C C C

Empathic C C C C C C

Honest C C C C C C

Flexible C C C C C C

Good teacher C C C C C C

Sets the example C C C C C C

Good at delegating C C C C C C

Recognizes contributions C C C C C C

Intelligent C C C C C C
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Creative

Seek for feedback

Listen deeply to others

Encourages initiatives in
others

Sets challenging goals

Personally involved

Humble

Passionate

Able to see the big
picture

Ambitious

Accesible to people

Good sense of humor

Good communicator

Strong positive
effect

C

C

C

C

C

C

C

C

C

C

r-

Slight positive
effect

C

C

C

C

C

C

C

r-

C

C

C

Slight negative
effect

C

C

C

C
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Strong negative
effect

C

C

Don't know

C

C

No effect

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C

C-

C

C

C

C

C

C

C
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