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well-being issues well enough. Research evidenppats the need to develop leadership in

Finnish educational organizations especially wiflissto do with leading people throug
interaction and managing personal relations.
The main interest in the study is in the employ®esis and interpretations on leaders

practices promoting well-being at work. The studyldwed a qualitative case stugy

approach. Six lecturers teaching in five degregams representing different occupatio
fields in one Finnish university of applied sciemdermed the case. The case organiza
represents vocational higher education, which suigable context providing informatig
about leadership practices promoting well-beingwatk. The data were collected usi
a semi-structured interview as the data collect@thod. The data gathered in the intervig
were analyzed using a qualitative inductive dateedr content analysis.

The key findings gathered in three summary tabie®duce factors essential for well-bei
in a work community. They provide a view about wstEnding good leadership as
enabling whole. This leadership approach reliesopen interaction, an open discuss
culture and reciprocity between leaders and empgigyEnabling leadership practices in
educational context promote both the job satisfactthe working climate and, in the er
well-being at work. These leadership practices belpxplain the development of a posit
working climate. Open and appreciating interactiisn considered an essential fac
promoting the development of a good working climdte sum up, co-working, group spi
and interaction are preconditions for a positivekirgy climate.

The findings support the current demands for deietp leadership training in Finland

better equip leaders with skills that help to prégriateraction and, thus, well-being at work.
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tarjpamaan tietoa tydhyvinvointia edistavista johigkaytannoista. Tutkimusaineisto kerattjin

kayttdamalla puoli-strukturoitua teemahaastattelumeistonkeruumenetelmand. Kerg
aineisto analysoitiin laadullisen induktiivisengmeistolahttisen siséllonanalyysin avulla.
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kokonaisuutena. Tdma johtamisen né&kodkulma perusavgimeen vuorovaikutuksee
avoimeen keskustelukulttuuriin seké vastavuoroeemitjohtajien ja tyontekijoiden keske

Mahdollistavat johtamiskaytannét oppilaitosympdsss edistavat tyotyytyvaisyytta,

tyoilmapiiria ja lopulta tydhyvinvoinnin kokonaistte. Naméa johtamiskaytannot autta
selitthmaan myonteisen tydilmapiirin  kehittymistévoin ja arvostava vuorovaikuty
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edistavia ehtoja.

Tulokset tukevat ajankohtaisia vaatimuksia kehigdémalaista johtamiskoulutusta, jotta

valmentaisi johtajia paremmin taidoilla, jotka edigit vuorovaikutusta ja lopulta myg

tydhyvinvointia.

at
S

[ S 2]

se

Asiasanat — Keywords
Mahdollistava johtaminen, tybilmapiiri, tydhyvinwvdi, tapaustutkimus Suomessa

Sailytyspaikka — Depository
Jyvaskylan yliopisto, Kasvatustieteiden laitos/Rehinstituutti

Muita tietoja — Additional information




LIST OF FIGURES

FIGURE 1 Factors for well-being at Work.............couveeiiiiiiiiiiiiie e 13
FIGURE 2 Factors affecting joy of WOrK............oieeeeeiiiiiiiiiiii e 20
FIGURE 3 Steps of content analysis in the study. ......cccccooooiiiiiiiiiiiin e, 52



TABLE OF CONTENTS

1 INTRODUGCTION ..ottt ettt e e e eeeees 7
1.1 Statement Of PUMPOSE ... coviviieei i eemme e e, 9.
1.2 Significance of the StUAY...............uuummm e 9.
1.3 Organization of the thesiS ...........oooii i 9..
2 WELL-BEING AT WORK .....coiiiiiiiii i 11
2.1 Well-being at work is the sum of many factors...........ccccccceeeiireiiiinnnnnns 11
2.2 The key factors for well-being at work in the study..................cccceeenns 13
2.2.1Working ClIMALE ........cooeiiiiiiii e e 17
A2 (o]« IST- 111 = U 1o o I 18
2.3 Joy of work and efficiency through well-being atwo........................... 19
2.3.1Psychological capital helps to deal with change......................... 20
2.3.2Need for an open interaction culture ... eveiiiieneeniiiiiinnnn... 22
2.4 Working climate influences cooperation ......cccccc.ucveeviiiiiieiiiiiie e, 25
3 LEADERSHIP THAT ENABLES .......coooiiiiiiiee e 27
3.1 Need for a new focus in educational leadershipu...........cccceevvvviinnnn.n. 27
3.2 Shared leadership...........uuuiiiiiiiiiiiccememe e 28
3.3 Transformational Ieadership..........ccoouiiiiiii 31
3.4 Other leadership approaches related to well-beimgpek ........................ 34
3.4.1Emotional leadership ...........cooovuiuuiiiimmmece e 34
3.4.2Ethical 1eadership ..o 36
3.4.3Interactive leadership through the LMX theory..............c..cccc....... 36
4  RESEARCH DESIGN .....cooiiiiiiiiiiiiiiiii et eeeeeee ettt 39
4.1 The aim of the study and research QUESLIONS..cceeeceiiiiiiviiiiiiiiieeeeeien. 39
4.2 Theoretical and methodological commitments in tes....................... 42
4.3 CaASE SIUAY ...uniiiiii et e e 43
4.3.1 Semi-structured interview as a data collection meéth.................. 45
4.3.2 PartiCIPANTS ... .ciiiiiieie e e et e e 47
4.3.3Conducting the INtEIVIEWS ...........cooivvit e e e 48
4.4 Data @nalYSIS .......uoieeiiiiiii e 49
4.4.1 Data-driven content analySiS .............uiccecemieeeiiiieeeeiice e 49
4.4.2 Content analysis in the present study ......ccccceciiiieiiii e, 51
5 RESULTS oottt me e e et e e e e e e e e e e e e e e e e e e e e e e eeeeeeeeeeeeneeenenes 55
5.1 Well-DeING @t WOIK ......cceeiiiiiiiiii et 55
5.1.1Well-being at work actualizes in feelings of weBseand balance ... 56
5.1.2Working climate is created by appreciating intémct................... 58
5.1.3 Job satisfaction develops through 'co-working: .ea...................... 62
5.2 Good leadership enables ............oouiiiiiceiee 63
5.2.1 Good leadership is considered a well-being enablingle.............. 63
5.2.2Interaction promotes well-being at work .....cce.veeeiiiiiiiiininnnn.e. 68
5.2.3Enabling leadership promotes the job satisfactimhtae climate.... 70
5.3 Open interaction promotes a positive working clienat.......................... 72

5.3.10pen interaction at WOrK...............ooeescommmmeeeeeeeeeeiiiie e e ee e 72



oIV [0 (=] = Tod 1AV ST 1T Vo [ O 73

5.3.3 Cooperation at work through group Spifit......ccccceeeieeeeeeeviiinnnnnnn. 74
5.3.4Interaction makes a difference for a working clieat................... 79
6  DISCUSSION AND CONCLUSION .....ciiiiiiiiiiiitmmmnee e e e e eeeniii e e eeeeennees 80
6.1 Well-being at work through collaboration and int#fan ......................... 80
6.2 Good enabling leadership ...........coooiuui e 84
6.3 Open interaction is essential for the working chena................ccccccennee. 88
6.4 KBY IESUILS....uuiii e 91
6.5 Credibility and recommendations..............ccoueeeiiiiinieeieiiiiiii e 92
REFERENCES ... ..ottt e e e nen e e e 94

APPENDICES ... e 101



1 INTRODUCTION

Does open interaction make a difference for weihpeat work? More information
about well-being promoting leadership practicesnéeded in the Finnish context.
A recently carried out study shows that employergeriences of well-being at work in
Finnish educational organizations vary (Kirjavain@009). Many influential parties
have drawn attention to the fact that promoting leyge well-being is a crucial
leadership issue. Social Sciences Professionallgbaur market organization, has
among others taken a stand for paying more attertbowell-being at work in the
Finnish working life. According to it, leadershipaining is in a key position when
promoting well-being at work. However, the currdrdgining seems not to help in
dealing with well-being issues sufficiently. (Tydmanvointi hallintaan johtamis-
koulutuksella.)

Previous research supports the idea of improvind developing leadership
practices also in Finnish educational organizatidnsa study made in the basic
education context teachers expected school leanléyes fair and cooperative in the first
place. On the other hand, school leaders themselmghasized that the most crucial
request for leadership was in education with skdislo with leading people, especially
with interaction and personal relations. (Vuohijd®06, pp. 167169, 178.)

Other researchers have connected the need to fgsi@b to open interaction to
the call for strengthening collectivism at work aommities. Collectivism has been
found to promote employees' health, well-beingrrigey and efficiency at work. It is
linked to social capital, which can be characteliby collective features supporting
trust, reciprocity and networking. Open interactibas been found crucial for the

development of trust in work communities. (Mank@l2, pp. 115116, 118, 123122.)
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In this study well-being at work is understood asead result of cooperation
between an organization and its employees. Welighait work is characterized by
a mutual relationship between a leader and empioy€ke interaction between the
leaders and employees is seen as a partnershifiah & wise organization enables
working in a meaningful way. Psychological capigald open interaction influence
well-being at work positively. (See Manka, 2006,120 Manka, Kaikkonen, &
Nuutinen, 2007; Rehnback & Keskinen, 2005).

In the study well-being at work includes relatedecooncepts, working climate
and job satisfaction. Working climate refers tauajsctive view with the help of which
individuals define their working environment. Joltisfaction is understood as
describing to what extent employees like or distikkeir work. (See Méakikangas, Feldt,
& Kinnunen, 2005, p. 59; Nakari, 2003, p. 19.)

There is previous research evidence suggestindehdérship practices influence
well-being at work. Leadership also influenceswwking climate. A working climate
as positive as possible promotes well-being at wehie a poorer one influences
cooperation. Good leadership practices promote sgtisfaction. A leader's positive
attention towards employees is a key factor infbiegn well-being. (Mauno &
Piitulainen, 2002; Nakari, 2003; Nielsen & Danie®)12; Senvall, Keskinen, &
Keskinen, 2005; Simola, 2001.)

Good leadership has been found to be in a keyiposithen developing and
maintaining well-being in a work community. In thisudy leadership is understood
primarily as shared leadership, which is a leadprapproach focusing on group level
processes and has been found to promote well-ksivgork best. Furthermore, this
study has connections to transformational leadeyshihich in this context has been
viewed as an approach focusing on the good of ganiation and drawing leaders'
attention to individual employees. Furthermore, kégments of ethical, emotional and
Leader-member-exchange theories will be discugséldei study as approaches making
up good leadership. (See Fletcher & Kaufer, 2@3egman, 1998; Hitt, 1990; Manka
et al. 2007; Manka, 2012; Nielsen & Daniels, 20d2ddings, 2005; Ropo et al., 2005;
Senge, 1996; Yukl, 2006; Wat & Shaffer, 2005.)



1.1 Statement of purpose

This study aims at providing a view about whichtdéas in an educational institute's
leadership promote a positive working climate, amigich may ultimately improve
employees' well-being at work. In addition, thedstdocuses on finding out what is the
role of open interaction in the development of aifpee working climate. The aim of
the study is to find answers to the following resbaquestions: Which factors in
educational leadership are crucial for the develemnof a positive working climate?

and How does open interaction support the devedoprof a positive working climate?

1.2 Significance of the study

| find it's essential to find out which factorsatdd to leadership explain feeling well
especially in educational organizations. As sevgralious studies show, there's a need
for further information about leadership practitiest help to promote employees' well-
being in school contexts. All in all, there is @ging need to provide information about
leadership that helps to promote interaction araliig with personal relations better.
(Lehkonen 2009; p. 209; Vuohijoki, 2006; pp. £689, 178).

The study aims at providing crucial information foodern educational leaders
that they can make use of when aiming at promotingployee well-being at work.
| believe that open interaction in an organizatican make a difference for the
development of a positive working climate, whichsash may reflect on the overall
experiences of well-being at work. Previous resednas focused on studying leaders'
experiences of well-being at work, see Kangas .e{28110). However, the employee
perspective has not been emphasized in the Firmuistext. The main interest in this
study, in turn, is to study well-being at work frothe perspectives of leadership

practices and interaction in an educational inttigxperienced by teachers.

1.3 Organization of the thesis

The thesis has been divided into six chapters. fifse chapter, Introduction, shows

evidence to support the need for research emphgsiae importance of well-being at
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work. It introduces the research focus and resequelstions and offers reasons for the
significance of the study. Chapter two, Well-beiaigWork, introduces key themes
well-being at work, working climate and job satidfan as well as shows the
importance of feeling well at work to the experienaf joy of work and efficiency.
Chapter three, Leadership that Enables, offers eavvon leadership approaches
connected to good leadership practices that hefpdmote well-being at work. These
include shared leadership, transformational ledulerand key features of emotional,
ethical and interactive leadership through the keadember-exchange theory. The
research methods of the study are introduced irfdbgh chapter, Research Design.
The study as a case study, a semi-structured ieteras a data collecting method as
well as a data-driven content analysis as an asalgs| are described. Chapter five,
Results, provides findings of the research makisg of the three summary tables
attached to the study concluding all results. UAtiehy, key results are discussed in
terms of connections to previous research in thiechapter, Discussion and Conclusion.
In addition, a final conclusion based on the stdilyitations and recommendations for

further research are discussed.
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2 WELL-BEING AT WORK

In this chapter well-being at work as a broad cpncelated to many research fields
covering education is introduced. The connectiokeadhe concept a crucial topic also
in educational leadership. In addition, relatedecooncepts a working climate and job
satisfaction are defined. All in all, in this appoh the focus is on viewing well-being at
work as an essential contemporary issue from thsppetive of leadership. The

approach has been studied primarily in the Finishtext supplemented with a few

international research results. The starting piinthe approach is that good leadership

promotes well-being at work.

2.1 Well-being at work is the sum of many factors

Hakanen (2004, p. 20) emphasizes that when coralgpng well-being at work one
should start from the positive aspect, what makes enjoy work and commit to it. In
general, employers should primarily aim at promgptiell-being at work, not simply
tackling problems caused by well-being issues. bekk (2009), in turn, suggests that
the main issue in the well-being at work reseatadukl be focusing on an individual's
opportunities to do things meaningful for oneselvark.

Well-being at work in an organization is not ananb phenomenon. It is a whole
that requires a systematic leadership approaclHn, ascstrategic planning, measures to
improve the personnel's resources as well as apimmgvaluation process directed
towards the actions aiming at promoting well-beatgvork. Shared leadership has been

recognized as the leadership approach that bestgbes well-being at work. In this
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view each employee is responsible for his or har aell-being at work. In other words,
a superior is never alone responsible for the slibates' well-being at work. Above all,

well-being at work is built up of the interactiorettveen an organization and its
employees. This interaction can be characterizeda agartnership, in which an

organization following wise principles of actionadabes working in a meaningful way.

This way work becomes productive from the empl@yperspective and produces joy
from the employee's perspective. (Manka et al., 720 7). Recent international

research also shows that transformational leadgeisHinked to employees' well-being
in a group context (Nielsen & Daniels, 2012, p. 3%Borrespondingly, Rehnback and
Keskinen (2005, p. 27) emphasize that successflHbgag at work requires both the

leader's and the subordinate's contribution. Weilhdp at work is a result of a mutual
process between the leader and employees.

Well-being at workcan be gathered up from the following parts: Oizgtion,
Individual, Group spirit, Work and Superior, sege 1. Factors for well-being at
work. The view has been updated further. The viewvell-being at work is based on
an inter-disciplinary approach having roots in ssdof psychology, organization
theory, education, economics, health sciences eadetship. The starting point in the
approach is resource-oriented. The aim is to censihich features of organization,
work community, work, leadership and individualsakle well-being at work. (Manka
2006, pp. 1518; Manka, 2012, p. 75; Manka et al. 2007, p. 7.)

The figure below includes the updated version shgwactors for well-being at
work, in which the superior's activities have begrated from the original version's
focus on both leading people and managing tasks topdated view with an emphasis
on engaged and encouraging leadership (Manka, 2006; Manka et al., 2007, p. 7).
From the focus perspective of this study the irdlial's, superior's and group spirit's
meaning for well-being at work based on these visvessential.

All'in all, based on this approach well-being atrkvis the sum of many factors. It
is made up of both organizational features, supgraxtivities, a climate, job control
and views as well as attitudes employees' havetabeir work community. In this
study well-being at work, also called job well-bgins understood as an end result of
cooperation actions, interaction, between the orgéion and its employees as
suggested by Manka (2006, 2012) and Manka et @Q7R Thus, well-being at work is
a broad umbrella concept, which in this study ideki related core terms working
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climate and job satisfaction, for more informatsee 2.2.1 Working climate and 2.2.2

Job satisfaction.

ORGANIZATION
target-oriented thinking
flexible structure
continuous development
functional working
environment

Attitudes

INDIVIDUAL

SUPERIOR coping

engaged and development GROUP SPIRIT

encouraging motivatio open interaction
health and group

leadership functionality

physical
condition

WORK

influencing opportunities

the stimulating value of work:
learning

external rewards

FIGURE 1 Factors for well-being at work
(Manka, 2006, p. 16; Manka et al., 2007, 7)

(The Finnish factors in the figure have been teged freely by the researcher for this

study's literature review.)

2.2 The key factors for well-being at work in the study

To begin with the individual's perspective, an impot individual factor influencing an
employee's well-being at work is development maibra which refers in brief to an

individual's willingness to develop and learn nellvthe time (Manka 2006, p. 15;
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Manka et al., 2007, p. 8). Ruohotie (2005, p. 28Bares the idea of development
motivation when stressing that in the continuoudtanging working life the kind of
people that are needed the most are the ones whe &bilities, a desire and
a willingness to learn new all the time.

From an individual's point of view, attitudes halso a major influence on well-
being at work. Attitudes are relatively permaneattérs that direct individuals'
behavior. Each individual sees his or her work @leca different way. An individual's
personality affects experiences of work abovehatiugh the so called feeling of coping.
An individual with a high feeling of coping findstcan influence his life. The feeling
of coping includes being active, positivity, petsige and ability to listen. These
working life related skills are referred to as angational citizenship behavior. From
the working life perspective it is important to ioet that a superior can improve his or
her subordinates' feeling of coping by paying aiten for example, to the open attitude
of the work community. (Manka 2006, p.-1I%; Manka et al., 2007, p. 8.) All in all,
organizational citizenship behavior, OCB, is a somboth individual factors, for
example, personality, abilities, motivation and counmal factors, such as a climate and
leadership practices (Rehnbéack & Keskinen, 20027p. OCB has been found to be
strongly related to job satisfaction. Satisfied @ypes exhibit more positive
organizational citizenship behaviors such as hélpks and loyalty. Satisfied
employees have also been found to be higher peeferin comparison with unsatisfied
colleagues. (Brough et al., 2009, p. 15.)

Furthermore, interaction makes a big differencéeadership from the superior's
perspective. An interactive approach has beconentiat tool for promoting well-being
at work in a superior's position. Interactive lestig in the superior's role refers to
a superior who is good at leading people, a leadher listens, encourages and aims at
building trust. A skillful superior makes also usé emotional leadership, that is,
utilizes observing feelings as a tool in leadership leader sharing leadership
responsibilities has trust in shared leadershigchviprovides room for diversity and
promotes innovativeness. (Manka 2006, p. 18; Matla., 2007, p. 9).

Ruohotie (2005, p. 208), in turn, uses the termeliging interaction when
referring to leadership aiming at developing orgations. In his view interaction is
about the ability to promote one's own and othadlievements as well as the
effectiveness of working. Rehnback and Keskine®$2@. 27) point out further that in
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a healthy work community superiors expect moreraggon from subordinates with
themselves than in organizations with poorer welkf. An interactive approach is an
essential concept from the focus perspective obthdy, it's linked to the study aim of
seeing whether an organization's discussion cuéioceopen interaction practices make
a difference in the experiences of working climate.

Moreover, when considering the superior's role badlership practices, 'good
leadership' has been found a key factor in devetppind maintaining well-being in
a work community. Senvall et al. (2005), Manka @0R012) and Manka et al. (2007)
emphasize the connection between good leadershipegperiences of well-being at
work. Furthermore, Elo and Feldt (2005, p. 317)nalthat skillful leadership develops
the work community itself as such that it supperédl-being.

Senvall et al. (2005, pp. 283, 2&886) have found especially the role of leading
people crucial in the development of well-beingnatrk in an educational context. In
their longitudinal study on leadership in day catenters in Turku Finland
a significant connection was found between leadierahd a work community's well-
being. In the study leadership was experiencedtipesif also the climate was
considered good. The results clarified the roleeatiership especially in leading people
because the results showed that leading peoplenwses closely connected to the work
community's climate than leadership practices fimguson managing tasks. The
researchers stressed also the importance of anogegd attitude for the working
climate. Employees who find their work communitydatiheir own job giving only
little satisfaction may also evaluate the climatéhie work community poor.

Simola and Kinnunen (2005, p. 134), in turn, hagaied out that the leadership
practices of well-functioning organizations areedied to both leading people and
activities. In general, previous Finnish researthhe educational field suggests that
educational leadership is on one hand primarilyé$ed on leading people but, on the
other hand, the most versatile leadership approdolever, in the educational field
leaders themselves found their leadership moreatikerghan their subordinates saw it
(Mauno & Piitulainen, 2002, p. 481).

Manka (2012, pp. 996) defines the concept of good leadership furtiner
concluding that in good leadership both leadingpteeand managing tasks join together.
In other words, the leader is engaged and encawgadgiltimately, he or she aims at

empowerment. A modern definition for leadershippigmarily situational leadership
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aiming at promoting interaction. Thus, both leadiegpple and managing tasks overlap.
A leader's own idea of man is in a significant roléhe development of experiences of
well-being and it also influences the leader's éeghlip style. A leader relying on an

optimistic idea of man believes that every indiatlis precious and unique. Thus, in
the eyes of a leader thinking positively each eygé is a subject and an active actor.
The leadership style of this kind of leader is &gfating, negotiating and aiming at

encouraging the employee to develop. In the erghaal leader is the one who knows
how to create an atmosphere of enthusiasm. In auchmate all members of the

organization call forth their good qualities anthat common goals by supporting each
other.

The leader's positive attention towards employeses heen found a key factor
influencing well-being at work. Nielsen and Danig2012, pp. 393394) found
evidence that those employees who felt they redepesitive attention from their
leaders, through the behaviors inherent in thestoamational leadership style, also
reported higher levels of well-being and bettercpptions on working conditions. In
the study working conditions included cohesion, niegful work, social support and
role conflicts. To sum up the key results of thadgt leaders need to realize that
individuals in the group matter and pay attenti@pezially to exerting differential
levels of transformational leadership behavior.

Furthermore, Manka (2006, p. 18) and Manka et 2007, p. 9) suggest that
group spirit is in a key position when the expecies of well-being at work develop.
Good spirit is a consequence of having respecbfoers' work, an open attitude and
a willingness to help. It results in experiencessatcess and trust. An individual
employee seeks for a functional group spirit asl welwants to do reasonable and
meaningful work. When studying different work commities like municipalities,
government organizations and companies, similatifigs have been found. Common
to these all are factors related to decision-makempership, opportunities to influence,
lack of resources and group spirit.

To sum up, well-being at work is born through tlesipve and active interaction
relationship between an individual, work place, ky@uperior and colleagues. It can be
seen in an individual as joy of work and in an oigation as a resource because
employees who feel well also work efficiently. Fagtmore, a good climate enables

creativity and attracts skillful employees. It alslps to deal with temporary hardships.
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(Manka, Heikkila-Tammi, & Vauhkonen, 2012, p. 13he ultimate results of positive
well-being at work, joy of work and efficiency, adiscussed to broaden the current
view of well-being at work further in Manka's (201#rms in 2.2 Joy of work and

efficiency through well-being at work.

2.2.1 Working climate

Working climatecan be defined in different ways. Nakari (200319). defines a climate
as a concept that is formed of both the observatemployees make about the work
environment and the meanings they give to them.ti J(i989, pp. 246247),

in turn, summarizes a working climate as a wholeflectng on
an individual and the work community made by anaorgational climate, a superior's
leadership style and a work group's climate. A wuagkclimate covers also work
attitudes. In the end, a working climate can bexsee a sum of an individual's work
attitudes, a work group's climate, a superior'sidéeship style and an organizational
climate.

In previous research there has been found evidimat@ good working climate is
crucial for feeling well and supporting effectivesseat work (Simola, 2001, p. 110).
Simola and Kinnunen (2005, p. 136) suggest thab@d gvorking climate in a work
community is formed as an end result of the folloyvifactors affecting each other.
Firstly, mutual trust and good mutual relationshg® important. Secondly, good
collaboration and morals are valued high. Thirdiypport from work colleagues is
appreciated. The fourth factor, a work group's igbito deal with conflicts in
a constructive manner is a key issue. Finally, akvgmoup's stability, that is cohesion
and a work group members' mutual unanimity, thabissensus.

Nakari (2003, p. 38) points out that it is impottaon understand the working
climate as a separate concept in relation to joisfaation when discussing well-being
at work. Kinnunen, Ruoppila and Nousiainen (19917)among others have made a
distinction between job satisfaction and a workifighate by suggesting that a climate
is connected to the describing estimates an indaligroduces of his work environment.
Job satisfaction they link in turn to affective ¢gans towards the work environment.
Thus, according to this view a climate is descgbthe work environment and job

satisfaction evaluates it on a scale from goodath b
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In this study a working climate has been understocharily, as suggested by
Nakari (2003, p. 19), as a concept formed by emgasysubjective observations in their
work community and meanings given to them. Morepowtie view has been
supplemented with characteristics of other debnii such as covering attitudes to work
(Juuti, 1989), mutual trust, good relationships anpport as emphasized by Simola and
Kinnunen (2005).

2.2.2 Job satisfaction

In occupational psychology in particular well-beiagwork is further linked to a broad
attitude factor related to work callgob satisfaction Mékikangas et al. (2005, p. 59)
describe job satisfaction as defining to what exeamployees like (job satisfaction) or
dislike (job dissatisfaction) their work. Rasku and&Kinnunen (20083,
p. 442) emphasize further that job satisfactioenigployees' emotional reaction to work.
Juuti (1988, p. 44), in turn, finds that job satcdfon describes the degree of
subjectively experienced adaptation at work. ltcdéss how well the requirements or
hopes that an employee has given to his work maitih the experiences related to
work the employee has observed in reality. In higly job satisfaction is understood
primarily as employees' liking, satisfaction, osliing, dissatisfaction, towards their
work as Makikangas et al. (2005, p. 59) suggest.

Job satisfaction is a crucial concept in terms @flveing at work. There's
research evidence that good leadership is relatedol satisfaction (Mauno &
Piitulainen, 2002). Elo and Feldt (2005, pp. 3187)3have also pointed out that
a skillful leader influences the employees’ motmatand work attitudes like job
satisfaction. In addition, when studying Finniggngral upper secondary teachers' job
conditions and well-being. Rasku and Kinnunen (2008. 450, 453) have found
a connection between the feelings of job contral @b satisfaction. All in all, the
better the feeling of job control was with the teexs, the higher was the feeling of job

satisfaction.
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2.3 Joy of work and efficiency through well-being at wok

Well-being at work has a strong connection to @fficy in an organization. Some of
the economic influences produced by well-being atkwcan be seen immediately,
others only after a long time. In many studies geatlership has predicted managing
well at work and succeeding both on the individggbup and organizational levels.
In the long run efficiency and well-being will beadh others' requirements:
a balanced employee feeling well is productive aithout good results there's no
organization in need of developing well-being. (Blé-eldt, 2005, pp. 31815; Manka
et al., 2012, pp. H5). In general, good leadership can be relatédedncrease of job
satisfaction, well-being at work and a low numbgsick days and disability pensions
(Kuokkala et al., 2008, pp. 907, 9@410, 912).

All in all, joy of work is a sum of the same factdhat make well-being at work.
Thus, Figure 1. Features of well-being at work akso be seen as the description of the
key elements affecting feelings of joy at work. Hower, a major update in the view is
in the individual. An individual always interpretsie's work place based on attitudes.
This interpretation is also affected by the indibatls psychological capital,
opportunities to affect work, work community, onké&alth and physical condition. The
updated view on well-being at work is shown inUfeg2. Factors affecting joy of work.
Consequently, different individuals' well-being work at the same work place may
vary considerably. In the end, joy of work is prodd by work where all the different
factors match with each other. It is both an indliNl's and community's experience, a
feeling. (Manka 2006, p. 16; Manka, 2012;-78.)
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1. Organization

target-oriented thinking

flexible structure

continuous development
functional working environment

5. Individual
psychological
capital

health and
physical
condition

-

3. Work community
open interaction
-organizational
citizenship behavior
group functionality
-rules of the game

\_

2. Leadership
engaged &

encouraging ”

leadership

4, Work {}

influencing opportunities
the stimulating value of work:
learning

FIGURE 2 Factors affecting joy of work.
(Manka, 2006, p. 16; Manka, 2012, p. 76.)

(The Finnish factors in the figure have been ti@esl freely by the researcher for this

study's literature review.)

2.3.1 Psychological capital helps to deal with change

A key feature influencing individual's well-being aork is psychological capital,

which for that reason has been updated among tter$a creating well-being and joy
of work. The importance of an individual's psyctgtal capital lies in the demands of
the changing working life. Nowadays employees needdapt to new circumstances
and act themselves as change agents. On the athdr émployees can influence their
own work more and more. To deal with the constdmnge is helped by having
psychological capital. (Manka, 2012, pp. #489.) According to previous research, it is

related to managing well at work, work commitment gob satisfaction as well as
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organizational citizenship behavior. In brief, gsglogical capital is connected to how
an individual can make use of the support a workroonity provides. Psychological
capital is not a hereditary characteristic, it tenlearnt. (Avey, Wernsig, & Lufthans,
2008.)

Psychological capital is made up of self-confidenceelf-efficacy, hopefulness,
optimism and resiliency. Lufthans, Youssef and Awv¢R007, pp. 3, 334, 63, 87, 111)
describe these factors as follows. In general, lpslpgical capital is having confidence
(self-confidence, self-efficacy) to take and puthe needed effort to succeed in tasks.
Optimism is in a nutshell about having a positiv&ilaution about succeeding. Hope
reflects on persevering toward goals and redirgcime's actions when needed.
Resiliency refers to the idea that when problenseapne still sustains to succeed. In
more detail self-efficacy, refers to one's trusoire's own abilities to motivate, one's
intellectual resources and ability to take actiomrcarry out a task successfully. Efficacy
is having confidence in succeeding. It's an aspkcheself, one's awareness about who
one is and what one can be. Hopefulness refersetawtll and the way one has. It's
about one's willpower and the pathways one cretatdseep a high level of hope to
accomplish one's goals successfully. Optimismurn,tis both realistic and flexible in
nature in this view. It depends on the reasonsadtmibutions one uses to explain why
certain events occur. Resiliency is characterized Aouncing back and beyond effect.
It refers to those qualities resilient people hawhat makes for example resilient
leaders. They bounce back and continue even whamgfaery difficult situations.

Resiliency has been found an essential qualityuémfting the well-being of
teachers, which makes it an important factor inchsfogical capital from the focus
perspective of the study. It has been proved thean work as a protective resource,
a buffer towards the effects of occupational cmagjéss in the teaching profession. In
addition, resiliency has been shown to be ablerédipt job satisfaction in teachers. It
contributes to the general health and job satisfaatf teachers. In the end, teachers
need resiliency to experience a positive state @lf-being and satisfaction. (Pretsch,
Flunger, & Schmitt, 2012, pp. 321, 3&B4.) In sum, psychological capital is a major
factor influencing one's well-being at work. Itasfactor that both an individual and
groups such as work communities can develop in seéras.

Manka (2012, p. 14950) supplements the definition of psychologicabitzd

from the working life context by pointing out thatis linked to positive emotions,
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which in turn are connected to attitudes. They a@ase inspiration and decrease
cynicism. Positive emotions are related to behapromoting change by strengthening
organizational citizenship behavior and decreasegptive, deviating, behavior.

Although psychological capital is usually connededhdividuals, it may concern
work communities, too. This collective psycholodicapital refers to the interaction
between group members (collective efficacy) and dizeamics the sum of which is
bigger than the sum of each individual's contrimutaltogether (personal efficacy)
(Bandura, 1997, pp. 4#880). The key features of collective psychologicapital
include the following: group members believe thlaéyt can influence discussions
touching the group strategies (self-efficacy), grivelieves that there are many ways to
achieve the goals of work (hopefulness), group nme¥mhre optimistic in regard of the
future of their work (optimism) and group membemsvén a calm attitude towards
stressful situations (resiliency) (Manka, 20121 §56).

To sum up, the role of the superior in promotinjextive psychological capital
is important. Authentic leadership increases trasd organizational citizenship
behavior as well as the entire group's efficiendly.itself produces collective
psychological capital and increases a group or ‘amst in its own opportunities to
overcome barriers, achieve high goals and workigtergly for them. To develop one's
individual psychological capital requires activevel®pment motivation from the
individual. These are skills that must originatenfr the individual. To direct one's
attention on oneself and scrutinizing one's owneegpces is called self-reflection. In
brief, reflection is about observing one's own@wi It's essential to notice that positive
feelings are closely linked to psychological cdpitia positive psychology the focus is
not on artificial positivity but on skills to leart® see the opportunities each situation
offers. Thus, also negative feelings are allowed @ven necessary. (Manka, 2012, pp.
166, 168, 170.)

2.3.2 Need for an open interaction culture

Another major update in the view of factors promgtivell-being and joy of work in
addition to psychological capital is the need tg gdention to open interaction. Manka
(2012, pp. 115116, 118) emphasizes that there is a need to stremgollectivism at
work places. Collectivism has been found to suppedlth, well-being, learning and

efficiency at work. Accepting diversity is the falation for collectivism. Collectivism



23

is further linked to social capital at work. In geal, social capital can be understood as
collective features that support trust, reciproeityl networking, which in turn promote
the community's functioning. Social capital is anjaesource for both the community
and the individual. It makes achieving goals mdfieient and accumulates. It expands
in use. However, social capital may have negatiffects. If a community doesn't
tolerate diversity, it can create excluding andmamng social capital. Social capital is
increased through reciprocity, trust, common vakued actions directed in the good of
everybody.

Open interaction is in a key role when one aims@ating trust at work place. To
create an open interaction culture and build tregtiires both leaders and employees to
work together. Feedback is the key feature of dpe&araction. It refers to giving and
receiving both positive and negative feedback aomastructed way. A superior creates
the framework for discussing the organization'smary task, work and reciprocal
relationships. Employees, in turn, must be williogdiscuss and aim at influencing the
creation of the new thinking. In the end, organ@atitizenship behavior that is needed
in the process of creating open interaction is yaily's responsibility. The definition
of organizational citizenship behavior emphasites tollectivism requires reciprocity
as well as points out that modern leadership aitrengowerment. (Manka 2006, p.
145; 2012, pp. 121122.)

Organizational citizenship behavior, OCB, is made af responsibility and
commitment to one's work tasks from an individuabsrspective. In groups
organizational citizenship behaviors reflect oticas promoting collaboration, helping,
fairness and willingness to work for the commonlg@n the organizational level,
organizational citizenship behavior means volunfzasticipation without pay. (Manka,
2012, p. 123))

Furthermore, an open attitude in addition to feedbs in a key role when
developing an open interaction culture. Organizeticitizenship behavior in practice,
such as a dialogue, is a skill that needs to bate®he work community must create
opportunities and places where one can learn the shdls. For example a dialogic
interaction is about both talking and listening.afa, 2013, p. 123.) Elements of a
dialogic discussion include an open attitude, esgirgy one's own opinion and always

seeking for common solutions (Heikkila & HeikkiZ001).
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When creating open interaction the emphasis isreating positive practices, for
example thanking and praising colleagues, discggsioblems and giving constructive
feedback and being active and taking responsibfityperiors are in a key role in taking
up problems but everybody can take the initiative.sum up, an employee with good
organizational citizenship behavior acts in a catsive way. He is active and takes
responsibility for one's work and the surroundingimnment as well as for developing
one's work. The employee creates on his behalfpgspirit, which in the end is paying
attention to others, politeness, respect and ajgti@tc. In addition, cherishing the
working climate is a mutual task of both leadersd aamployees. In the end,
organizational citizenship behavior builds a bridigetween good leadership and
collectivism. (Manka, 2012, pp. 12425, 129, 138.)

Joy of work, a good motivation and a working climate in the end made up of
good leadership but they require also an emplogeéle responsibility and have
interaction skills. Thus, to built a constructiverate that promotes well-being at work
is a mutual task. The more members of a work coniypueel well at work, the
stronger effect it has on the entire community'd-iveing. (Manka, 2012, p. 77; Manka
etal., 2010, p. 34.)

In the end, it's the organization itself that owims wisdom about its functionality,
also about its well-being. This approach has beephasized further by Ikonen-Varila
et al. (2009, p. 25). They speak for a process witing paradigm, a developing
approach, according to which a human system cdrelped the best by supporting it to
help itself. The same approach each individual eyg@ should adopt, too. Joy of work
is created by oneself in the end. One can condgiay attention to finding positive
aspects in one's job as well as developing ongthp#gical capital individually and in
a group. Moreover, to find a balance between waok faee time is necessary. Family,
hobbies and ways to relax, finding time for onesaléry day produce mindfulness,
which increases well-being. From an organizatigreabpective, it's crucial to focus on
the resource-oriented and proactive well-being @kvapproach. (Manka 2012, p. 199;
Manka et al. 2012, p. 67.)
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2.4 Working climate influences cooperation

Previous research results prove that leadershigipea influence the working climate.
Senvall et al. (2005, p. 283) found out when stmgdyilay care centers in Finland that
when employees found leadership good, also theatdirm the work community was
experienced as good. For their part, Rehnbéck askiKen (2005, p. 27), have paid
attention to the fact that the climate and the sops leadership promote also
the development of an employee's individual featsmach as personality, abilities and
motivation. Nakari (2003, p. 196), in turn, emplasi that well-being at work can be
maintained and promoted best by keeping the clinmattee work community as good as
possible.

However, employees' attitudes have a significafiiémce on the experiences of
the working climate. Attitudes are relatively selhdividual factors affecting behavior
(Manka, 2006, p. 17). Moreover, Senvall et al. @0@p. 28586) noticed the
significant influence attitudes had on the expamenof a working climate in their
research. Employees who had a negative attitudartsatheir own job or the work
community also experienced the climate as poortheumore, they found out that
superiors' own overestimation about their leadieggbe skills was related to the fact
that the work community's interaction was estimaischegative. This finding reflects
on the key essence of a good, optimistic leader & at providing a realistic view
about him- or herself to subordinates (Manka et2007, p. 15). He or she takes the
role of a leader as an individual who is not perfec

Well-being in Finnish educational institutes hasergly been studied in the
general upper secondary schools by interviewing pancipals and teachers in schools
on this level (Kirjavainen, 2009, p. 75). The mdotus of the study was on the
effectiveness of educational institutes and th& Ietween school effectiveness and
well-being at work. Main findings based on the esh suggest that there could be
found a clear distinction between so called effectand ineffective schools, which
reflected also on personal relationships and thiiwg climate. In schools considered
effective, the personal relationships among thegerel were good and the employees
described them as professional. The employees Igag avell with each other and
found the personal relationships in the educatiorsitute collegial. However, personal

relationships regarded as good and functional ve¢se found in schools labeled as
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more ineffective according to the research. In moe#fective schools there were more
problems with personal relationships. Nevertheldiss, most essential finding in the
research from the focus perspective of this studyg whe fact that a poor working
climate lessened teachers' cooperation opportaratien all. (Kirjavainen, 2009, p. 75.)

In the end, from the focus perspective of this ptgdod leadership is in a key
position in the development of well-being in a warkmmunity. Good leadership
covers features of shared leadership and has liokfansformational leadership.
It promotes as such the development of a positimking climate and high experiences

of job satisfaction.
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3 LEADERSHIP THAT ENABLES

In this chapter the key elements of good enabkaglérship are introduced reflecting on
essential leadership approaches. To begin witleareb evidence supporting the need
for a new, enabling leadership approach in the aatantext is discussed. Next, shared
leadership, a leadership approach promoting wefighbet work best is introduced
(Manka et al., 2007). Furthermore, basic principtéstransformational leadership,
an approach that aims at the good of an organizatial draws leaders attention to
individual employees' experiences of work are sunmad (Nielsen & Daniels, 2012,
Manka, 2012). In the end, a few other leadershipr@aches, emotional and ethical
leadership and the Leader-member-exchange (LM>9rthapproach, influencing well-

being at work are touched in brief.

3.1 Need for a new focus in educational leadership

Previous research shows that there is a crucial tee@mprove and develop leadership
practices in the educational organizations in Fidldn a research on the well-being of
Finnish principals at work in basic education itswaund out that most of the principals
in the study were dissatisfied with their job talswta high extent that almost half of
them wanted to change jobs (Vuohijoki, 2006, pp-1&B, 178). Most reported that
they were suffering from symptoms to do with copatgvork. Moreover, the principals
reported using about 68% of their work time on ngamg tasks. Thus, most of the work
time of principals was used on management. Howetrer, personnel expected the

principal in the first place to concentrate on iegdpeople practices. Furthermore,
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teachers expected principals to be active, fair @waperative. All in all, the principals
experienced issues related to leading people amt®t difficult ones in their jobs. In
addition, most of them, 76%, expressed they woelednfurther education to keep up
with the demands of their job. The most crucialuesj for further education dealt with
education in skills to do with leading people, espity in matters to do with interaction
and personal relations.

Hanninen (2009, p. 85) found a similar requiremi@ntthe modern principal's
role. According to her research on what make thyegtements of good leadership in the
field of vocational education, the principals pegating the study emphasized the
importance of interaction. A good principal listetts the employees. Consequently,
as Vuohijoki (2006, pp. 1771, 181) puts it, a modern school leader shoulddbe to
fulfill one's role both as a manager of tasks atehder of people.

To be able to meet the demands of the job, thecipah education should be
renewed to better equip principals with essentidlssneeded in the job. Lehkonen
(2009, p. 209) found further similar findings inrhesearch focusing on principals'
views about coping at work in basic education. fiefb in order to modernize the
current school culture, it would be essential tovjate principals with enough time to

work with people.

3.2 Shared leadership

Shared leadershiprovides a concept of leadership practice seem @soup-level
phenomenon. This approach is emphasizing leadetBlopgh developing new skills,
capabilities and understandings. It describes Ishde that requires a mix of different
people. (Senge, 1996, pp. 45, 57.)

There can be found three powerful relational shifes underlie the approaches of
shared leadership. Traditionally leadership rese&as focused on individual leaders
and on vertical approaches to organizing work taSkered approaches question this
individual perspective arguing that it focuses tmach on top level leaders and says too
little about informal leadership or larger situai@b factors. In shared leadership
approaches the focus is on group level procesdesfifist shift that characterizes the

paradigm change in relational interactions is irirsg leadership as distributed and
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interdependent. There may still be figureheads @m d@f organizations but shared
leadership recognizes that these visible heroeswgported by a network of leadership
practices distributed throughout the organizat{fietcher & Kaufer, 2003, pp. 223.)

The second change in the paradigm suggests leguessembedded in social
interaction. Thus, the emphasis on leadership g@wing it as a social process. Social
interaction is a key concept for shared leaderdhimther words, leadership is seen as
something that occurs in and through relationships$ networks of influence. (Fletcher
& Kaufer, 2003, p. 23.)

McNamee and Gergen, (1999, p. xi), for instancggest shifting the focus to
relational responsibility, that is toward meansvaluing, sustaining and creating forms
of relationship out of which common meanings caitiate. In other words, relational
responsibility is about creating a shared attermuistain the conditions in which they
can join in the construction of meaning and maoyalih the end, as Fletcher and Kaufer
(2003, p. 23) put it, shared leadership focuseshenwhole of leadership, looking at
social interactions as a group phenomenon. In dh&adership the focus is on
egalitarian, collaborative, more mutual, less highiwal nature of leadefollower
interactions.

The third shift in the leadership paradigm chandzitey shared leadership is
viewing leadership as learning. This view of leagis a broad one since it suggests
that leadership depends not only on an individwuddiity to learn but also on an ability
to create conditions where collective learning oanur. To sum up, models of shared
leadership update the who and where of leadershfpdusing on the need to distribute
the tasks and responsibilities of leadership upywrdoand across the hierarchy.
Furthermore, the models reform leadership appr@ech social process that occurs in
and through social interactions. In the end, thedeno shared view on leadership
articulates the how of leadership by focusing om skills and the ability required to
create conditions in which collective learning ¢ake place. (Fletcher & Kaufer, 2003,
p. 24.)

Yukl (2006, p. 449) continues characterizing shdesdlership by pointing out
that instead of seeing a heroic leader who caroperéll essential leadership functions,
they are distributed among different members oftd@m or the organization. Some
leadership functions, such as making important siees, may be shared by all

members of a group, while others may be allocateddividual members of the work
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community. The most essential notion in the shdeadlership approach is that the
leadership actions of an individual leader are miesls important than the collective
leadership provided by all the members of the dmgdion. The shared leadership
contribution is the sum of all members of the wodmmunity acting for the good of
the organization.

Ropo et al. (2005, pp. 15, 18) have consideredeshi@adership from the Finnish
society's context. They emphasize viewing sharedideship in the first place as
a future opportunity and in the end a necessityocieties that are based on specialist
knowledge. The modern view on organizations mustirbeseeing them as living
communities where the relations of different mermsbewverlap as networks of
communication.

In Ropo's et al. view (2005, pp.-420) there can be found two main approaches to
shared leadership. Firstly, it can be seen as rghdeadership responsibilities and
a leader's job description. Examples of sharedelesdip practices of this kind include
building teams, increasing flexibility and innowehess. The aim of this first approach
is to achieve control and order with rearrangingdirship responsibility. Secondly,
shared leadership may refer to a process in widaldrship is made common. To be
made common means to share experiences, exchangghth for example by listening
and telling what one has and others have experdeincdaily events. In this process of
making common experiences, information, lack oflealge, appreciation and trust
are shared. The aim of the second approach is no ai making at least some
perceptions, interpretations and modes of thinkiognmon to all. In the end, common
to the two approaches is to stress that good Ishigierdoes not start from knowing
better or more about an issue. What is essentiahvéng a will to negotiate and get
involved in the process of sharing. Leaders areetteehelp, not to disturb.

To sum up, shared leadership as Ropo et al. (2p0532) see it can be
characterized in the following principles. Firgatlership is not knowing in advance but
negotiating. Second, leadership makes room for ivgrkogether Third, to lead
cooperation includes a listening visionary thinkifgurth, a control is based on trust.
Fifth, a leadership position is about putting otfes¢ stake. Finally, leadership is
acknowledging a polyphonic knowledge as well asrisbga both power and

responsibility.
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Estimates given by employees about the quality rofiraeraction relationship
between a superior and employees have often bé&srddo factors to do with leading
people: providing support, consulting and empowertm€he role of empowerment in
relation to shared leadership is especially crudibke key idea of empowerment is in
the decentralization of power. Shared leadershipt®xnly to the extent that team
members actively engage in the leadership prodessonclusion, empowerment is
a necessary but not a sufficient condition for etlaleadership to be developed and
displayed by teams. (Manka, 2012, p. 108; Pear@o&ger, 2003, p. 12.)

Shared leadership is an essential leadership agipfoam the focus perspective
of this study because it has been recognized dgsdldership approach promoting well-
being at work best (Manka et al., 2007, p. 7).his study shared leadership is the key
ingredient of good leadership supplemented withe celements of transformational,
emotional and ethical leadership as well as featafethe Leader-member-exchange

theory.

3.3 Transformational leadership

The essence of transformational leadership is éntlleory between transformational
and transactional leadership. The core idea instoamational leadership is that
transformational leaders make followers more awétde importance and the value of
work. They encourage employees to transcend delfest for the sake of the entire
organization. In practice, leaders of this kind elep follower skills and confidence to
prepare them to assure more responsibility in aposvered organization. The leaders
provide support and encouragement when needed tintaima enthusiasm also in
difficult situations. As a result of this influeneenployees feel trust and respect toward
the leader. Ultimately, they are motivated to daenthan they were originally expected
to do. (Yukl, 2006, pp. 262, 278.)

The theories of transformational leadership havenbstrongly influenced by
Burns (1979). The original ideas suggest that foansng leadership is aiming at
appealing to the moral values of followers by afténg to raise their consciousness of
ethical issues and catch their energy and resouccesform organizations. (Burns,
1979, p. 41; Yukl, 2006, p. 249.)
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There is a distinction between transactional aadstfiorming, transformational,
leadership approaches. Transactional refers sitgpipe leadership models that have
a focus on the exchanges occurring between leaaertheir followers. Transforming
leadership, in turn, is describing the process wlaetransforming leader recognizes and
exploits an existing need of a follower. The transfing leader seeks to satisfy even the
follower's higher needs and engage the full pedaddhe follower. (Burns, 1979, p. 4).

According to Northouse (2007, p. 176), the exchaplgenomenon described in
transactional leadership can be found in differeypes of organizations.
A superior promoting an employee who has surpassets goals is an example of the
exchange. Transformational leadership is, in the, esmbout a process whereby
a leader who engages with others and succeedgatirgy a connection that raises the
level of motivation and morality in both the leaderd the followers.

The transformational approach has had a greateindle in the work of Bass
(1985). For Bass (1985, pp. 26, 105) transformati@md transactional leadership are
distinct but not mutually each other's excludinggaesses. Transformational leadership
increases a follower's motivation and performanagenthan transactional approach.
However, effective leaders use them both.

In general, the process by which leaders appealltwers' values and emotions
is a key feature in current theories of transforomatl leadership. With the
transformational approach the leader both aims ramstorming and motivating
employees following these principles. To begin withe leader aims at making
employees more aware of the importance of taskoougs. In addition, the leader's goal
is to induce employees to transcend their own is&dfest for the sake of the
organization or the team. In the end, the leadeisat activating employees' higher-
order needs. The essential feature of transactitwmaalership, in contrast, is about
involving an exchange process that may result ifolwer compliance with the
leader's requests but is not likely to generatdesiism and commitment to task
objectives. In other words, with transactional k@tiip leaders motivate followers in
the first place by appealing to their self-interasti exchanging benefits. Nevertheless,
transactional leadership may involve values buy tire values relevant to the exchange
process, such as honesty, fairness, responsibitity reciprocity. (Bass, 1985, p. 20;
Yukl, 2006, pp. 249, 262).
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In Bass' (1985, pp. 447, 63, 8183, 98100, 105; 1990, pp. 222) view
transformational leadership can be characterizedfdoy typical factors: Idealized
Influence or Charisma, Inspirational Motivation, tdlkectual Stimulation and
Individualized Consideratioridealized Influence, Charismaefers to leaders who are
respected and trusted by followers and provide theéth a vision and a sense of
mission.Inspirational Motivationdescribes leaders who communicate high expectation
to followers. In Northouse's (2007, p. 183) viewrtespirit is enhanced with the help of
this leadership stylelntellectual Stimulationincludes leadership that stimulates
followers to be creative and see difficulties ashpems to be solved. It stimulates extra
effort in followers. It refers to supporting in atlew and innovativelndividualized
Considerationis a quality in leaders to provide a supportivenelie, pay attention to the
individual needs of followers and help them to gramd develop. Leaders of this kind
become mentors.

Northouse (2007, pp. 175, 1890), sums up that transformational leadership is
mainly a process aiming at changing and transfagmpeople. It is focusing on
emotions, values, ethics, standards and long-te@sglt concentrates on assessing the
followers' motives, satisfying their needs andthia end, treating them as full human
beings. In general it is a broad-based approachhwiescribes how leaders can initiate,
develop and carry out significant changes in ogtions. Leaders of this kind aim at
empowering followers and nurturing them in chandeéey want to raise the
consciousness in employees and get them to trashgbeir own self-interest for the
sake of others. To create change, transformati@aalers need to take the role of a
strong role model in the eyes of their followersavihg a vision is in an important
position in the approach. It is a tool giving tkeader and the organization a conceptual
map for where the organization is to be headedhEtmore, transformational leaders
are social architects. They make the emerging saarel norms of the organization
clear. In the end, transformational leadership egkimg with people throughout the
transforming process. The ultimate aim is to bailgst and foster collaboration with
others.

To conclude as Manka (2012, p. 97) puts it, a ledalowing transformational
leadership is primarily interested in the good oé's organization. This kind of leader's
actions influence the behavior of the employeesiasgire them to exceed the expected

by appealing to their values, emotions and attsudgo influence like
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a transformational leader, leaders can make usstasfes, humor, metaphors and
personal experiences. Furthermore, transformatitealership encourages optimism.
It makes it easier to believe in achieving the g@ald overcoming barriers on the way.

In recent medical research transformational ledgensas found to influence the
increase of job satisfaction, well-being at worksmall humber of sick days and
disability pensions (Kuokkala et al., 2008). In #iddt, a special attention given to
individual employees was found to be related toumlmer of positive well-being
outcomes through working conditions, such as comesmeaningful work, social
support or role conflicts. According to previousearch, individual well-being among
members of a work community was higher when emgmeybelieved their leaders
exerted differentiated transformational leaderdiepaviors. (Nielsen & Daniels, 2012,
p. 394.)

3.4 Other leadership approaches related to well-beingtavork

Many working life researchers focusing on leadgrshave their own views about
the best mix of good leadership. In Manka's (20412, 95-114) view, for instance,
modern leadership is the sum of the best in tramsftonal, authentic, cognitive,
emotional, shared leadership and the Leader-mepdmtange theory approaches.
From this study's focus perspective in additiothi described key approaches, shared
and transformational leadership, also emotional eiiical leadership as well as the
Leader-member-exchange theory approach are inteadas approaches influencing

enabling leadership.

3.4.1 Emotional leadership

Abilities, knowledge, skills and individual quaés related to an emotional competence
are related to a leader's successful leadershitigea according to previous research.
Emotional intelligence is an ability to observe 'snewn and others' emotions, make
a difference between them and use this informatoguide one's thinking and actions.
(Manka, 2012, p. 101.)

Emotional intelligence is a competence that fa#is interactions in the working

life. It is the sine qua non of leadership. Withentotional capabilities a leader with the
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best training in the world, an incisive, analyticaind and an endless supply of smart
ideas, still won't make a great leader. There e bound evidence to prove that the
more respected a leader is, the more emotionalligeece capabilities he/she has.
(Goleman, 1998, pp. 883.)

The key essence of emotional intelligence can badan five components: self-
awareness, self-regulation, motivation, empathy sowial skill. People with a healthy
self-awarenesare considered honest. They seem to have a dekpstanding of their
emotions, strengths, weaknesses, needs and dAvpsrson who knows himself has
a great sense of humor. He/she tends to be sdfideon in a healthy manner and won't
hesitate to ask for help when need8dlf-regulationrefers to the fact that people who
can control their feelings know how to create aviremment of trust and fairness. Such
an environment increases productivity and makesntatl people stay. This kind of
person can also deal well with constant changemthdern world is characterized with.
Furthermore, the emotional intelligence assisterihancing integrity, which is one of
the cornerstones of an ethical workplativation in turn, is related to leaders with
a true leadership potential by a deep desire teeaelfor the sake of an achievement.
Motivated leaders seek out for creative challentms to learn new and are proud of
a job well done. They aim at improving things aedhain optimistic even in difficult
situations. They are highly committed to their wadce. (Goleman, 1998, pp.-86,
88-89.)

The fourth factorempathy refers to thoughtfully considering employeeslifegs.
Goleman (1998, pp. 891) stresses the importance of empathy since ri¢leged to
three crucial phenomena: globalization, the usteaims and the need to retain talented
people. Cross-cultural dialogues easily lead toundgrstandings. A great leader has,
thus, a deep understanding of both the existendetfa importance of cultural and
ethnic differences. Finally, a leader with emotiooapabilities hasocial skill Like
empathy, it is about a person's ability to managkitionships with others. It's
"friendliness with purpose”, moving people to thieection one desires. A socially
gifted leader understands that nothing importans glmne alone. Social skill is the
channel with the help of which one can guide peaplbave the job done. The most

inspiring element about emotional intelligencehis tact that it can be learned.
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3.4.2 Ethical leadership

Buber's, (18781965), definition of Personalistic ethics an ethic connected to
transformational leadership, says as quoted by @BO0, pp. 99, 22126) that the
moral rightness of an action is determined by onefsscience. Personalistic ethics is
put on a high position in the view stressing thatht lives within each individual.
A person's conscience has a say. Thus, in theitsd|ways up to oneself. One should
be oneself but live one's life remembering one gearand one's values change, too.

In terms of leadership personalistic ethics residtgransforming leadership.
A transforming leader is an ideal leader who brings the best in others and can lift
people into their better selves. What makes hirhasran excellent leader is the ability
to enjoy helping others grow and to be able totkeepotential in people. Moreover,
a transforming leader motivates through empowernmigyntgiving power to followers
the leader gains power. Sharing is a key leaderstingiegy. In the end, it's crucial to
notice that one's own ethical system leads to aticpé@ar leadership style.
It makes a difference what kind of ethical systeteaer believes in. A model leader,
the effective leader-manager, succeeds in combidiffgrent leadership styles and
growing as a person of integrity. (Hitt 1990, pp71161+162, 170.)

Furthermore, the ethics of good leadership is #h®o ethics ofcaring, which
"is a principle that examines the quality of redaships or interactions between
individuals". The essence of a caring relationshiphe ability to promote growth in
another individual. (McCray, 2006, pp-531) Noddings (2005, pp. 15, 17) states that
care is the ultimate reality of life. The basiciogris an encounter in nature. Caring is
a virtue itself. However, there is no recipe forimg. "Caring is a way of being in
relation" Thus, without care, there cannot be gaedponsible leadership. Enabling
leadership reflects on ethical leadership havingtuiees of personalistic ethics and

ethics of caring.

3.4.3 Interactive leadership through the LMX theory

Interactive leadershigs based on the LMX, leader-member-exchange -yhebhe
theory describes an exchange relationship a leau#ran employee have. The starting
point for the theory is that a superior createsigue relationship with each employee.

Furthermore, the superior does not really havecamemon leadership style in relation
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to all employees. Moreover, the approach emphasimegnportance of the interaction
between a leader and employees for the establishofeleadership. (Manka, 2012,
p. 109; Yukl, 2006, p. 117.) Consequently, from theus perspective of the study an
interactive leadership approach is essential.

A functional interaction between a superior and leyges can be described with
the following characteristics: mutual trust, regpaod reciprocity. In this interaction
relationship employees get resources for their wsuch as support from the superior.
On the other hand, they can influence their ownkwaord do it independently. A high-
quality mutuality in the relationship predicts ggeeiformance at work as well as a few
positive organizational citizenship behaviors: a@stious attitude, fairness,
unselfishness and politeness. All in all, the sigosr behavior experienced as fair
creates trust towards him. The following factorvéndeen found as influencing the
development of trust towards the superior. Firdtig, results of the work are divided in
a just manner. Secondly, practices are fair, whielans that reasons for made decisions
and observed practices are fair. Finally, the tneait between employees is fair, which
refers to the way a superior is interacting withpagyees when he communicates his
practices and gives reasons for them. (Manka 204.2109-110.)

Organizational citizenship behavior, the skills tthre a part of the work
community factors influencing well-being at workdajoy or work (Manka, 2006;
Manka 2012), include in brief the following featarel'o begin with, a conscientious
attitude, which covers the idea that a proper @ltompensated with a fair salary.
Secondly, fairness, including the notion that tleeneo complaining about small
insignificant matters. Further, politeness is steels It actualizes in aiming at preventing
problems by cooperating with other employees. Naxirofessional motivation, which
can be defined as a willingness to keep one's ctnpe up-to-date. Finally,
unselfishness, that is a willingness to help o#meployees in their problems and hurries.

Furthermore, the understanding about the qualityhen interaction relationship
employees have with a superior is closely connetdetthe concept of psychological
empowerment. Psychological empowerment is relaidte feeling of meaningfulness,
trust in one's own competence and opportunitiemftaence one's job and decision-
making and having autonomy in the practices toh#dojob. These factors help to make
working feel meaningful. An employee gets an exgae of being able to make use of

one's competence in a broad manner. The factorease an employee's internal



38

motivation, a will to act based on one's free vahd inspiration, not by force.
Reciprocity increases also collectivism and sozaglital. (Manka, 2012, pp. 14011.)
Previous research supports building reciprocity #rel principle of establishing
a fair climate in an organization to influence @gncy. By creating a fair climate in
which trusting relationships between leaders angdleyees are fostered, organizations
will improve their performance. Having tested ampaxded social exchange model of
OCB, organization citizen behavior, evidence wamtbthat interpersonal relationships
were an integral element in the social exchangega® More precisely, the Leader-
member-exchange theory, interactional justice amst in the superior were involved in
significant relationships. In addition, the findshngupported the notion that individuals
who perceived that their behavior did have an imhpadhe organization were more
likely to perform beyond the minimum role requirartg In addition, trust towards the
superior and feelings of being willing and able eveyund necessary factors facilitating

employees' performance as organizational citiz@hiat & Shaffer, 2005, pp. 41419.)



4 RESEARCH DESIGN

In this chapter the research methodology followethe study is described. The chapter
starts by introducing the aim of the study andgheling research questions. Next, the
research paradigm is shown by reviewing the thexalesind philosophical perspectives
based on a phenomenological-hermeneutic approactaddlition, a case study as
a research strategy is touched. Finally, the daddysis using an inductive data-driven

content analysis as the analysis method is exmgaine

4.1 The aim of the study and research questions

The aim of the study is to describe which factaram educational institute's leadership
promote the development of a positive working ctienand which may ultimately
improve employee's well-being at work. In addititime study focuses on finding out
what is the role of open interaction in the develept of a positive working climate.
Further information about the topic is needed bseaa recently carried out study has
indicated that employees' experiences of well-baingork vary in Finnish educational
organizations (Kirjavainen, 2009). Thus, it's esisdlg important to find out which
factors related to leadership help to explain fegWell in an educational organization.
The main interest in the study is in employeeswsieResearch has been made
focusing on evaluating leaders' experiences of-laglg at work (see Kangas et al.,
2010). However, the employee perspective has neh amphasized in the Finnish
context. This study aims at providing crucial imf@tion for educational leaders which

they can make use of when aiming at promoting epgaavell-being at work.
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Promoting employees’ well-being at work is an ini@or leadership issue. Social
Science Professionals, a Finnish labor market @zgtion, took a strong stand on
paying more attention to well-being at work in fR@nish working life in July 2012.
The organization emphasizes that leadership tring in a key position when
promoting well-being at work. However, it seemstttiee Finnish leadership training
hasn't succeeded in helping leaders to recogniagms related to well-being at work
(Ty6pahointivointi hallintaan johtamiskoulutuksela

In this study well-being at work has been connedtethe mutual relationship
between a leader and an employee. Well-being &t vedies on the interaction between
an organization and its employees. This interactan be seen as a partnership in
which a wise organization enables working in a nmeginl way. Well-being is
positively influenced by psychological capital amgen interaction. In this study well-
being at work is understood as an end result opeion between the organization
and its employees. (See Manka 2006, 2012; Mankh €007; Rehnbéack & Keskinen,
2005.)

Well-being at work is studied from the perspectioédeadership practices and
interaction in an educational institute experienbg@mployees, teachers. Well-being at
work as an overall concept includes the terms vmgrldlimate and job satisfaction in
this study. A working climate has been understaod aubjective concept with the help
of which individuals define their working environmteand meanings related to it
(Nakari, 2003, p. 19). In this study job satisfantihas been defined by describing to
what extent employees like or dislike their worke¢3Vidkikangas et al., 2005, p. 59) .

There is research evidence proving that leadepsiaigtices influence the working
climate (Senvall et al. 2005, p. 283; Simola, 2001110). To maintain and promote
well-being at work, the work community's workingneate should be kept as positive as
possible (Nakari 2003, p. 196). In addition, a parking climate can create barriers
for collaboration (Kirjavainen, 2009, p. 75). Hoveey collaboration is considered
an essential element in shared leadership, theedship approach that has been
suggested as the best for supporting well-beinvak (Manka et al., 2007, p. 7).
| agree with these views and find a positive wagkatimate an essential factor affecting
well-being at work, a ground on which | have basedfirst research questiokVhich
factors in educational leadership are crucial ftetdevelopment of a positive working

climate?
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Good leadership is in a key position when develpmnd maintaining a work
community's well-being. There has been found a eotion between good leadership
and job satisfaction (Mauno & Piitulainen, 2002)eWous research shows a significant
connection between leadership and the well-being wbrk community at Finnish day
care. In the study leadership was considered gobdnwthe target organization's
working climate was regarded as good. Further,desddp focusing on leading people
rather than managing tasks had a stronger influencthe work community's working
climate. (Senvall et al., 2005, pp. 283, 2886.)

Leadership practices in an organization which issatered well-functioning are
directed to both leading people and managing taBksvious studies in the school
context in Finland have shown that leadership istimalirected to leading people. It
has been considered the most versatile approaclparech to the social and health
sector, an IT company and a paper and pulp factdfgnka et al., 2007, pp. 245;
Mauno & Piitulainen, 2002, p. 481; Simola & Knnun@005, p. 134.)

A more reflective view of leadership is neededhia ¢ducational field because the
environment surrounding schools has changed rapidlythis study leadership is
understood mainly ashared leadershipan approach focusing on group level processes.
(Caldwell & Spinks, 1998; Fletcher & Kaufer, 20(ppo et al., 2005; Senge, 1996;
Yukl, 2006.) Wahlstrom and Louis (2008, p. 468)idefthe term shared leadership as
"..teachers influence over and participation inosttwide decisions". Shared leadership
provides a suitable perspective for the study siitckas been found as the best
leadership approach supporting well-being at wbrla superior's position a central tool
for promoting well-being at work is an interacti@pproach. (Manka et al. 2007, pp. 7,
9.) With my second research questiddpw does open interaction support the
development of a positive working climatd?aim at finding out whether open
interaction in an organization makes a differencethie development of a positive
working climate, which as such may reflect on therall experiences of well-being at
work.

The study has also connectiots transformational leadership, an approach
focusing on the good of an organization and draweaglers' attention to individual
employees (Nielsen & Daniels, 2012; Manka, 2012 $tudy reflects also briefly on
the key elements of ethical and emotional leadprgHiitt, 1990; Goleman, 1998;
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Noddings, 2005) and the Leader-member-exchangeyth&tanka 2012; Yukl, 2006;
Wat & Shaffer, 2005).

4.2 Theoretical and methodological commitments in thetady

This study's theoretical and philosophical pergpeawas based on phenomenological-
hermeneutic principles. The phenomenological-heauta research tradition is a part
of a broader hermeneutic tradition. Phenomenolbgieaearch deals with human
meanings. It is a research tradition where humaoik the target of the research and
the researcher (Varto, 1992, p. 26).

Phenomenology has a strong philosophical compolteistbased on the work of
Husserl (18591938). In brief, phenomenology is an interpretivegess in which the
researcher makes an interpretation of the mearfirrglioed experience. The focus of
a phenomenological inquiry is to find out what theaning of the lived experience of
this phenomenon for this group of people is. Ittscial how people interpret the world.
Furthermore, the concept of essence is cruciatHerphenomenological inquiry. The
essences can be understood as the core meaningsllgnuinderstood through
a phenomenon commonly experienced. (Creswell, 2@@p7,5859; Patton, 2002,
pp. 104-106.) In this study the aim was to find out whathis meaning of well-being at
work, leadership and interaction from the perspeatf leadership practices.

This study aimed at reaching interviewees' indigidaterpretations on leadership
and well-being at work. Hermeneutics is the themirynderstanding and interpretation.
A hermeneutic understanding refers to figuringtbetmeanings of phenomena. (Tuomi
& Sarajarvi, 2009, pp. 385.) As Patton (2002, p. 113) points out, hermdngswras
developed by Schleiermacher (176834) and applied to human sciences by Dilthey
(1833-1911),

Kvale (1996, p. 4648) finds hermeneutics is the study of the intagiren of
texts. A hermeneutic interpretation aims at obtajna valid understanding of the
meaning of a text. A 'text' can be a discoursesframed into a text to be interpreted.
Hermeneutic human sciences aim at finding out tiended or expressed meaning to
establish a co-understanding. The interpretatiomeéning is called 'a hermeneutical

circle'. In practice, the understanding of a textd the meaning reflected by it, takes
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place through a process where the meaning of tharase parts is determined by the
global meaning of a text. A hermeneutical explmatof a text ends when one has
reached a sensible and unitary meaning for it. Nbgtess, in a research interview the
interviewers are co-creators of what they interpréhey may negotiate their

interpretations with their subjects. In this stublg interpretation of texts, transcripts of
interviews, was made in a co-creating manner; theerviewer negotiated the

respondents' interpretations to find sensible nmegnior well-being at work, leadership
and interaction.

Patton (2002, p. 113315) suggests that hermeneutics provides a theaketi
framework for an interpretative understanding. Arnmeneutic researcher uses
qualitative methods to establish a context and aning for what people being studied
do. In the end, a researcher must transfer the riexpes into understandable

conceptualized meanings.

4.3 Case study

A gualitative research approach aims to understiamgphenomena being studied and to
find out essential features of the togislasuutari, 1999, p. 5). Tuomi and Sarajarvi

(2009, pp. 28, 32) point out that understanding asethod in human sciences can be
viewed as emphatizing with the spiritual climategughts, feelings and motives of the

research target. Research fields studying the hureang are all interested in ‘the world

constructed by the mind', that is the reality cliéiure (Oesch, 1996, p. 3).

This research was following a qualitative case ystagproach as a research
strategy. Robson (2002, p. 89) defines a case sasdy research strategy which
provides detailed information about a single c&ssails of the design emerge during
the data collecting and analysis phases. All initdla study of the case in its context.

Patton (1982, pp. 645; 1990, p. 54) finds case study a valuable means
supporting the idea of generating new informatithow a topic. A qualitative case
study aims at describing the unit of analysis iptdein a certain context holistically.
Moreover, the case study approach is suitable foesearch design that focuses

especially on the individual.
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In this study the main interest was in employeethefcase organization, in their
views and interpretations, which gave reasons Her use of the approach. The case
organization formed the case in the study. Furtbeemthe case study approach is
a suitable means of research when the study foarsevaluating a process instead of
outcomes. This was the case in this study, it aiatelgéarning about the interviewees'
interpretations. A case study is a justified reseamethod when the aim is to
understand a group of people and a unique situati@engreat depth. These principles
supported the use of the case study approach imeearch. The aim was to gather
qualitative case data which would provide inforroatiabout leadership practices
promoting a positive working climate and well-begigwork.

The case organization was a university of appliegnges in Finland. One
organization was chosen as the research targetisedacould provide rich enough data
about the topic. Originally two universities of &dpd sciences were contacted for
interviewing but only one was willing to particigatin this study a single-case study
rationale was used to justify the case study deévagn, 2003, p. 41). This case was
considered a representative case. A representatige serves the working life
orientation of the study. It provides informatiohat could be collected in any
professional working environment in the same way.

The university of applied sciences was chosen esc#ise organization since it
represents vocational higher education, which wasnd particularly suitable for
providing new information about educational leatigrgpractices promoting well-being
at work. Universities of applied sciences in Finldrave unique operational principles,
including a strong working life orientation (Ammiltirkeakoulujen tehtavat). The
organization was seen as a suitable case orgamizZati collecting data to learn about
leadership practices affecting employees' viewsiabvell-being at work.

The case organization is a Finnish university opligd sciences located in
Southern Finland. It has seven units. This studg esried out in one of them. The
university of applied sciences produces new conmoets, provides working life
oriented training, district development as wellResearch and Development activities.

Research interviews formed the research data.
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4.3.1 Semi-structured interview as a data collection metbd

The data collection method that was used in theéystuas a semi-structured interview,
an interview technique defined as half-structured niature. The most important
characteristic of an interview as a research metbhdlat it lets the interviewees' voice
become heard. The method takes into considerdian meanings people give to lived
experiences are crucial and created in interacftdinsjarvi, Remes, & Sajavaara, 2000,
p. 195; Hirsjarvi & Hurme, 2000, p. 47.)

Patton (1982, pp. 198, 20P01) defines a semi-structured interview as "the
general interview guide approach”. A characteristithis kind of interview is that the
interview themes are ready-made and given to shitewees in the same format. The
interview is based on certain themes that will BEwssed with all interviewees. The
interview guide serves as a checklist to help titerviewer to control that all the
themes are dealt with each interviewee. It helpsade interviewing different people
more systematic by delimiting in advance the issodse discussed. It provides a guide
that keeps the interaction focused. The main themes semi-structured interview
describe basic concepts related to a theoretieahdwork of the study in question
(Hirsjarvi & Hurme, 2000, p. 66).

An unstructured interview can provide greater btieadan other interview types
in qualitative research. The essential feature rofuastructured interview lies in its
ability to establish a human-to-human relation wttle respondent and the desire to
understand rather than explain. (Fontana & Prok087, pp. 3940, 46.)

This study was made by carrying out semi-structurgerviews following the
general guide approach suggested by Patton (198A87). In addition, the interviews
were considered as negotiated texts as suggestédrigna and Prokos (2007, p. 83,
87). Thus, interviewers are seen as active paatitgpin an interaction with respondents.
Furthermore, interviews are considered negotiatemtoraplishments of both
interviewers and respondents. They are shaped dydhtext and situation in which
they take place. In this kind of research it's pmdesthat people involved are already
known to the researcher. The familiarity can suppesearch that focuses on reflexivity
and the interplay between the researcher and rdepts This was partly the case in
this study. The researcher had met one of thevietgees in a working life context

before the interviewing. The familiarity with thetérviewee was found more of an asset



46

than a weakness because the respondent assidtdgtbducing the researcher and the
research topic to the case organization in a coctsttl manner.

The interview outline followed in the study is att@d, Appendix 1.Semi-
structured Interview Outlinelt includes main themes, core themes relatethe¢amain
themesand brief definitions of the key themes well-beatgwork, job satisfaction and
working climate as suggested by Manka (2006), Maatlka. (2007, p. 7), Nakari (2003,
p. 19) and Makikangas et al. (2005, p. 59). Inawiquestions for each main theme
were made following key ideas essential for eadmin The questions dealing with
well-being at work were designed making use ofrgpevell-being at work as a joint
responsibility and a partnership between leadedseamployees. The starting point was
that there is a link between well-being and goadiéeship practices. (Manka, 2012, pp.
95-96; Manka et al., 2007, p. 7; Rehnback & KeskirgdQ5, p. 27). Furthermore, the
questions in this theme were influenced by the féet there has been found
a connection between good leadership and job aatish in the Finnish context as
suggested by Mauno and Piitulainen (2002, p. 4B2pddition, the questions in the
theme aimed at defining a good, positive workirighate. Features of a good working
climate have been suggested by Simola and Kinn@2@d5, p. 136). Senvall's et al.
(2005, pp. 284285) findings about the influence of a superiaading people skills' on
the working climate and the effect of the employesdttudes on their views of the
working climate were utilized in questions to dahwihe working climate experiences.

Moreover, the questions focusing on good leadergirgctices were made
following the available definitions of good leadds and a good leadership style.
Simola and Kinnunen (2005, p. 134) have suggesi&tin an organization functioning
well there can be found leadership practices dikdb both leading people and
managing tasks. Mauno and Piitulainen (2002, pf, 483) have found out that in the
school context leadership is versatile and morectid to leading people than in other
vocational fields. Moreover, the leader's leadgrsiyle influences both leaders' and
employees' well-being. Leaders' and employees'reqpees of leading people practices
studied by Senvall et al. (2005, p. 285) have betized, too. If both experienced
leading people in the same way, there seemed t@ ®re positive view about the
working climate in the organization. In the ende tiuestions in this theme aimed at
finding out about employees' opportunities to iafluae leadership practices. Rehnback

and Keskinen (2005, p. 317) suggest that when gmpk have good influencing
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opportunities on leadership, employees' job safigfa increases. In sum, a good
leadership view followed in the questions reliedsda and Feldt's (2005, p. 317) notion
that good leadership practices develop the worknsonity itself by supporting well-
being.

The questions about interaction were designed thérhelp of definitions of open
interaction and an interactive leader. An intekecteader is good at leading people. He
encourages and aims at building trust. Open intierads crucial when aiming at
building trust. (Manka, 2006, pp. 18, 145; 2012, pp1-122). Furthermore, personal
relations in the case organization were asked abecduse Kirjavainen (2009, p. 75)
has pointed out that the quality of personal retetiinfluences a working climate. In
addition, a link between interaction skills and @mganization's well-being has been
found by Rehnback and Keskinen (2005, p. 26). Resibrganization citizenship
behaviors promote well-being at work, too. Mank@0@, p. 18) and Manka et al. (2007,
p. 9) suggest group spirit also influences welheat work, which is why group spirit

was included among the interview topics.

4.3.2 Participants

Participants for the research were chosen on antany basis. Thus, the study design
followed a purposeful sampling technique, whichased on selecting information-rich
cases for study in depth. In this study a typi@decsampling was followed. It's a case
which is often selected with the help of key infamis. (Patton, 1990, pp. 169, 173).
The case organization's key informants were coadiict November 2011 to enquire if
the organization would be interested in participgtin the study. Next, a research
proposal was submitted to the organization's rebearanager and a research permit
was requested.

The research permit was admitted in December 20tilt&o contact persons
were named with the help of whom the researchatechout practical arrangements
required for the interviews. Furthermore, the reseer gave a permission to allow the
organization to utilize the ready-made Master'sithen developing teaching practices.
A Letter of Acknowledgement from the researcheniwersity, Institute of Educational
Leadership at the Faculty of Education in Univegrsit Jyvaskyla, was provided to the
organization in March 2012. Letter of Informed Cemis was signed with each

interviewee during the interviews.
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In March 2012 the researcher asked via one of dinéact persons for volunteers
to participate the research. The research wasdmted briefly in an email sent to the
interviewees. The research data were collectedancM2012. The six participants of
the research interviews represented different cmiooipal fields and taught in five

different degree programs.

4.3.3 Conducting the interviews

Before carrying out the research interviews a piltérview was conducted to test the
usability of the interview outline. A Finnish primyaschool teacher was chosen as the
test interviewee because of a similar educatioaakfground as a teacher with several
years of working experience as the respondents.piloewas done in March 2012 at
the respondent's home. It took 33 minutes.

Based on the pilot interview the main themes initiierview outline of the study
were specified by adding under the main theme \Walg at work a sub-term 'well-
being at work as a whole' with related core terneskimg climate and job satisfaction.
The addition was made to point out that the ternii-laging at work is an overall
umbrella term that covers also the terms workirnaie and job satisfaction in this
study, see Appendix Bemi-structured Interview Outline

The research interviews were conducted in a conéereoom in the university of
applied sciences. The interviews were recordecdaddition, notes were taken during
each interview to make sure it was possible to klustails after the discussions. Each
interview was started by the researcher introdudiegself and the topic. First, the
interview outline was presented to the intervielgentroducing the research questions
and the main themes. Second, background questiens asked. According to each
interviewee's wish the researcher introduced defims for the three key themes to
initiate the discussion. The main themes were dised following the interview outline.
Finally, the interviewee was thanked for participatand provided with an opportunity
to bring out any further matters related to thadop

The interviews were started with only one interviewthe first interview day to
provide some time for the researcher to updateintterview outline if needed. In
general, the interview was carried out successfuiiyhout any need to change the
interview outline. However, the interview needed®&interrupted and continued due to

some interference with the interview recorder. Byeirupting the interview the
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researcher wanted to check whether the recordefumationed properly and contained
the recorded interview. The interviews' lengths evéetween 21 and 53 minutes.
During all the interviews the recorder was affeddgdsome external interference which
was likely caused by a technical device in the emrice room. Each interview file
included small sections where parts of speech wassing or difficult to make out.

However, none of the files were badly affectedarupted by the interference.

4.4 Data analysis

Content analysis was used as a tool to analyzdateecollected in the interviews. It is
a text analysis method aiming at revealing meaniafiscted in texts by describing the
content of a document verbally. In this study twaifed texts from the interview data
were the studied texts. In a qualitative resealtiizing content analysis, the researcher
works actively on the analysis and makes interpiceta based on it. Thus, a qualitative
content analysis can reveal new views on the phenom (Aaltola & Valli, 2007, pp.
16, 160; Tuomi & Sarajarvi, 2009, pp. 106, 108heTdata analysis was carried out in
May, June and July 2012.

4.4.1 Data-driven content analysis

The data were analyzed using a qualitative, ingactiata-driven content analysis.
An inductive analysis aims at discovering pattethemes and categories in the data.
The main characteristic of an inductive analysithet findings emerge out of the data
and through the researcher's interactions withdtita. The most important goal is to
understand the people studied. What the respondssremains the essence of
a qualitative inquiry. (Kyngas & Vanhanen, 19993pPatton, 2002, pp. 453, 456.)

A content analysis is a good approach when thdrlésinformation available on
the topic. It helps in gaining direct informatioroin participants without imposing
preconceived categories or theoretical perspectategories and names for categories
flow from the data. Thus, the content analysis udek an inductive category
development. Relevant theories and research fisdarg addressed in the discussion
section of the study. (Hsieh & Shannon, 2005, 27./41281; Mayring, 2000, pp-3.)

This principle was also followed in this study.
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In a qualitative content analysis the researchesat finding out what kind of
meanings can be found in messages transmittedghrtexts. Miles and Huberman
(1994) have introduced a view of the content anslttsey call a data-driven content
analysis. This method consists of three steps:|8yimy and grouping the data as well
as creating theoretical concepts. (Tuomi & Saraj@809, p. 108.).

In this study the data analysis was implementelbidhg the principles for an
inductive data-driven content analysis suggeste&yngas and Vanhanen (1999) and
Tuomi and Sarajarvi (2009). The inductive contemdlgsis is described through three
steps: simplifying, grouping and abstracting thead&efore these steps the researcher
must familiarize oneself with the data and decid@tthe analysis unit to be used is. It
is often a word, word combination, phrase or ptsasensmitting a thought (Kyngéas &
Vanhanen, 1999, p. 5.) In this study the analysigt uvas a meaningful
phrase or sentence.

The first step of a data-driven content analysi® isimplify the data. To simplify
includes summarizing the information. The reseateltement of the study guides the
process of simplifying. In practice, simplifyingfees to coding expressions essential
from the data that are related to the researchretit. A code is a symbol applied to
a group of words to categorize them. Categorizisgdifferentiating between the
included and excluded observations. (Dey 19939pp96; Kyngas & Vanhanen, 1999,
p. 5-6; Robson, 1993, p. 385; Tuomi & Sarajarvi, 20Q91Q8.)

The grouping of the data means studying carefliydriginal expressions coded
from the data and looking for similar and/or diéfat features in the data. Concepts
dealing with same things are classified as onegoayethat will be nhamed with a term
describing the content of it. Expressions havimgilsi meanings are joined together as
one subcategory. When forming categories indugtives the researcher's task to
decide which topics can be joined in the same cayedDey, 1993, pp. 96, 9201,
133; Kyngéas & Vanhanen, 1999, p. 6; Tuomi & Samaj&009, p. 111.)

The next phase of the data analysis is abstrac@me distinguishes essential
information and forms theoretical concepts with Hedp of the selected information.
Similar subcategories are joined together as one category. The main category is
given a name that describes its overall contentsdim up, the abstracting progresses
from the original linguistic information highlightein the original expressions to new

theoretical concepts created by categorization. dltsracting is continued further by
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combining main categories as unifying concepts. igmnifying concepts is done by
following deductive reasoning; a unifying categasycalled using a familiar concept
like a word combination. (Dey, 1993, p. 139; Kyndg&svanhanen, 1999, pp.-8;
Robson, 1993, pp. 38886; Tuomi & Sarajarvi, 2009, p. 111.)

4.4.2 Content analysis in the present study

The data analysis in the study aimed at finding mom and differing features in the
interviews as well as considering what these comuh differing features revealed
about leadership and well-being at work throughttiree main themes, well-being at
work, leadership and interaction in the case omgitn (see Ruusuvuori, Nikander, &
Hyvarinen, 2010, pp. 247). Special attention was paid to treating therinewees in a
respectful manner and fulfilling the requirementfsamonymity and confidentiality
(Hirsjarvi et al. 2000, p. 27). The interview redimgs were demolished after the
analysis.

Three tables were created for collecting data abimiimain themes. Each theme
was given a code in a letter form: Well-being atkv, LeadershiB and Interactiort.
The tables were named Bsita AnalysisTheme A) Well-being at work, Data Analysis
Theme B) Leadershignd Data Analysis Theme C) Interactiosge an extract of one
table with detailed codes for the theme leadershAppendix 2. Data Analysis Table B)
Leadership. The data analysis is described in Ei@uiSteps of content analysis in the
study, applied from Tuomi and Sarajarvi (2009, @9)1
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| Transcribing the recorded interviews word by word. |

v

| Familiarizing with the data by reading it througlmy times. |
N2

| Finding original key expressions and comparingviiutial transcripts. |

N2

Creating analysis tables for each theme and cdtiemg.
Copying original key expressions from transcriptamalysis tables.

v

| Creating summarized expressions based on origipaéssions. |
4

| Searching for similarities and differences betwdnsummarized expressions. |

v

| Creating sub categories by combining summarizedessions. |
N2

| Combining subcategories and creating main categbesed on them. |
¥

Creating summary tables by adding subcategoridssiitilar content in them.
Summarizing themes reflected by subcategoriestivéthelp of main categories.
Creating unifying concepts based on key themesateftl in the main categories.

v
| Writing down the findings reflected by categoripati

FIGURE 3. Steps of content analysis in the study
(Tuomi & Sarajarvi, 2009, p. 109).

In a data-driven content analysis concepts are owmdband grouped to find
answers for the research statements (Tuomi & Sa&raj2009, p. 112). In this data
analysis the research questions were asked froimahscripts when analyzing the data
in each three main theme, well-being at work, leslip and interaction. While
analyzing the data based on the first theme, watighat work, the aim was to review
how the interviewees understood the main teseti-being at workand the related terms
working climateand job satisfaction When analyzing data about the second theme,
leadership, the aim was to defigeod leadershign the respondents' view and find
answers to the first research question summarizow leadership practices influence
the development of a positive working climate. Hmalysis step dealing with the third

theme,interaction aimed at definingpen interactiorin the interviewees' view as well
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as answering the second research question byrsziag open interaction in relation to
the development of a positive working climate.

Since the interviews were conducted in Finnishgioal expressions given by
each respondent were collected in Finnish in thalyars tables. The summarized
expressions, the sub and main categories creasedl lwam the original expressions were
translated into English. Each table's core conteag summarized further in summary
tables, see Appendix ®/ell-being at work-summarAppendix 4 Leadership-summary
and Appendix 5Interaction-summary

The data analysis started by transcribing all thenserviews word by word. The
interview C had to be transcribed again becaussmadrror when saving the transcript.
The data analysis continued with simplifying théadly reading through all transcripts
to get an overall view about the topic. The traigsrwere read one by one and notes
were made about key issues. The issues to be eutlad key matters were decided
following loosely the main themes of the study. ekfthaving collected all key
expressions they were went though by comparing itlovidual transcripts. The
simplifying of the data continued by collecting ginal key expressions and creating
summarized expressions based on them. When makindghem, the terms and
definitions used by the respondents in the origengiressions were made use of. The
analysis table was completed with a third colunmefgub category and a fourth one for
a main category for further summarizing the data.

Next followed the grouping phase when sub-categofte the summarized
expressions were created. These were made up hydimg the core idea of the
summarized expression in the name of a sub-cate@btey main categories concluding
the content expressed through sub-categories witllas content were added in the
fourth column of the analysis table. The main catieg were named to transmit the
core content expressed through all the sub-catgowith similar features. Any
response that couldn't be matched with the mamgoaites was marked with ? -mark in
the analysis table. These exceptions were dealt ast cases providing information
about differing opinions or special cases. To synfor Theme A) Well-being at wark
14 main categories were created. The same nurhenain categories were created
also forTheme B) Leadershig-inally, for Theme C) Interactignl4 main categories

were created. Altogether during the data analy®imdin categories were developed.
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In the abstracting step summary tables were crdateghch theme. Subcategories
and main categories from the analysis tables wepéed to them. Sub categories were
listed on the left-hand side of the table and tlaénncategories were added beside them.
After this, unifying concepts were created basedken themes that were reflected
through the main categories. The creation of ungytoncepts was the most difficult
part of the data analysis. It was easy to findaslét unifying concepts for most of the
main categories grouped together. However, withesofnthem it was difficult to find
one common unifying concept. The concept creatimblpm was solved by giving
'sub-concepts' for a few unifying concepts. Seeef@mple Appendix 4Leadership -
summary where main categories grouped together @ittod leadership - a well-being
enabling whole have two sub-conceptd,eadership styles linked with enabling
leadershipandinteractive basic leadership

In the end, the key essence of the content analyas transmitted in nine
sentences based on the summary tables' core coStemimary tables were used to
provide an overall scope on the results of theysimal The summary tables are not used
in classical content analysis. They resemble datlysis results matrixes used by
Halttunen (2009, p. 745).
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5 RESULTS

In this chapter the main findings of the study presented. The results are arranged
based on the structure used in the summary tabldge study (see Appendices-3.).
Key results expressed in core sentences in the auyntables direct how the findings
have been organized. First, | present key defimtiprovided by the interviewees about
the main topic, well-being at work including thereothemes job satisfaction and
working climate. Next, | offer a synthesis on kejeas defining good leadership
practices influencing and promoting a positive wigkclimate. Ultimately, leadership
promoting well-being at work is also discussed.tihe end, | show the way the
interviewees understood open interaction and itatiom to the development of
a positive working climate.

In the citation the (...) marking means that thatwn is preceded or followed by
a phrase expressed by the interviewee or in a fases a quick response by the
interviewer. Brackets [ ] have been used to refea part of the citation that has been
clarified in more detail. The language in the @ilas has been modified slightly by
leaving out some colloquial expressions and rdpeticonnecting words. In the
guotations the six respondents have been refeoredth letters A, B, C, D, E and F

such as Interview A.

5.1 Well-being at work

The first part of the research interview was desifjto form a general view on how the

interviewees understood the main theme well-betngask and the related core themes
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working climate and job satisfaction. During théenview the aim was to discuss what
makes a good working climate in the respondentgii@p and how they saw the
relationship between a positive working climate avell-being at work. Furthermore,
attitudes influencing the working climate as weB guestions of responsibility

regarding well-being at work were dealt with indfri

5.1.1 Well-being at work actualizes in feelings of wellngs and balance

In general, in this context well-being at work ablle summed up as a broad sensation
that actualized in feelings of wellness and balamt®vever, well-being at work was
always regarded as an individual experience. It waso each individual's subjective
choice how he or she saw well-being. Moreoverjuatés towards well-being issues
were also individual. One's attitudes to work ftseight influence experiences of well-

being. The following thoughts expressed by foupoesients prove these points.

Well-being at work means that you feel fine ther¢ha work place (...) And on
the other hand, the fact that it doesn't burdem touch (...) It is also
challenging enough but not too challenging (t.9hould always have something
that inspires. (Interview A)

| like the definition for well-being at work [Mamk2006, Manka et al. 2007]
because there are so many factors in it andaitwhole (...). (Interview B)

Mainly it is this openness and discussion (...pdsd working (...) and also
probably respect for others. (Interview D)

And in a way the fact that it is so individual).(Interview F)

The study was conducted in a university of appketnces, a modern educational
institute, which influenced the research desigrainnique way. In this university of
applied sciences well-being at work was not simplynatter related to the mutual
relationship of the leaders and employees but Wsts @osely connected to students.
Thus, parties experiencing and creating well-baihgork in this organization included
not simply all employees and leaders but also stisdehe students were considered
colleagues and as such essential factors affeetegybody's well-being at work as

emphasized by one respondent.

In a university of applied sciences this conceptvefl-being at work, in that
respect that in this definitiofdefinition by Manka, 2006 & Manka et al. 2047
is understood as the result of the interactionwbeh employees in an
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organization, but now in here these studentslaceeamployees, if you could say
so0, these other human beings. So the definitibindader. (Interview A)

Since well-being at work is a broad concept whighlivays experienced differently by
different individuals, it's impossible to give orwoad, covering definition for it.
However, in the interviews the respondents mentianany features of well-being that
could be characterized as crucial building blocks fvell-being at work. The
interviewees pointed out that the work communitselit and close colleagues had
a major impact on one's experiences of well-befngase for feeling well at work was
created in the organizational structures. In pcactia well-organized job was
experienced as a decisive factor improving welkgeHowever, well-being seemed to
be closely related to a feeling of respect. An ay@é's respect towards leaders
influenced well-being experiences. The interviewéasnd mutual respect between
leaders and employees as well as among colleaguesssential factor affecting

experiences of well-being in a working life contestemphasized by one interviewee.

The fact that what is the respect towards the rsupein a way, if you
accept him/her as a superior... and if then hovs itvith accepting between
colleagues, the level is also quite important, alsd the fact that one accepts that
we are all different here. (Interview C)

All six interviewees agreed on seeing well-beirgues as a joint, shared responsibility
in an educational organization. Every individualsveeen responsible for well-being at
work personally but leaders had a special rolehiomsng the direction. In brief, the
management had a bigger organizational respongibiier well-being issues due to its
influence power. In the end, although everybodyhi@ organization was regarded as
responsible for well-being, in daily routines thesponsibility could easily be
transferred to the management as pointed out by ioterviewee. As another
interviewee suggested, a successful leadership ginognwell-being at work was not

based on utilizing one's power straightforwardly.

I think, | suppose, everybody is responsible, butisi so easy to like
transfer it to the upper level quite often in dhiscussion if one thinks that the
system does not work or leadership does not wbrterview F)

Leadership is also the fact that it is not powse that '| make the decision'.
I made it now and now a decision has been maner{iew E)
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In the end, from the focus area of the study theissues among the building blocks for
well-being at work were collaboration and open rattion. Working together,
collaborating, was seen a significant factor bet@aling well at work. The culture of
working together, 'co-working', promoted well-beiagwork in the case organization.
Moreover, in this educational institute teachingelit was considered a shared
interaction effort. Furthermore, the interviewsritlBed open interaction as a major
contributor for well-being.

We collaborate a lot, that is we have such a ‘vmykitogether'
culture. That is an issue influencing well-being waork. In other words,
a teacher's job is quite lonely but here it igstiginteractive. (Interview A)

The interaction perspective between employees aheé interaction
perspective between the superior and [the subatelin(...) And then the
interaction perspective in particular in the waywhopen the interaction is (...)
if it is such that matters truly are discussématetview C)

5.1.2 Working climate is created by appreciating interacton

Like the umbrella theme well-being at work, theectiteme working climate was seen
as a broad concept and understood differently Bivitual respondents. In general, the
interviewees found a working climate an abstractdiathat could be characterized as
an invisible structure, spirit and an atmospherehi& organization. To sum up, the
working climate could be regarded as the atmosploéraction reflecting certain

principles followed in the organization as statgdwo interviewees.

Working climate (...) in a way it is the atmosphesnd spirit, in
what kind of spirit or.. atmosphere in that wajmate, the work is done (...) and
atmosphere in the sense that one works in an phmos, being together,
sharing, building... like a more invisible framakdhere for being at work (...).
But different people can experience and obseree atmosphere in different
ways. (Interview E)

Mainly about this community and the environmehfttis surely it is so that
students, what they are like. (...) But for certdioriginates from colleagues...
and from that leadership somehow ... it comes fomwoming accepted in one's
own community, and encouraged and noticed ..tigesia lot of positive must
relate to it. (Interview A)
When discussing in more detail how the respondanterstood a positive working
climate and how they had recognized it in a workownity, | came to the conclusion
that in the first place a working climate was refileg on the principles the leadership

believes in and follows. As one respondent puleadership enabled a good working
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climate. However, it was the entire working comntywvith its self-developed working
culture that promoted a good working climate irs tharticular organization as another
respondent said. Furthermore, another intervievogggx out that in this organization

a positive working climate was characterized bymaéristic, committed working style.

There is also the fact that the leadership's attfudand the fact that also the
leadership has in a way enabled it so that thiessible. (Interview A)

And in a way this, we have created this, maybé ihasuch a matter related to
a working climate and this well-being at work, have created this. (Interview A)

The way of working, a kind of very humoristic &tylery ambitious. (Interview C)

A number of features were mentioned as typicalafgrositive working climate in the
interviewees' responses. In general, a good worglingate was made up of common
rules and following them. It was found easy to tzealles but much more difficult to
follow them in the same way because different imtlimls find different things
important as pointed out by one respondent. Anatiterviewee summed up the core
essence of a good working climate in one's expegieh work itself, how well one does
at it.

The kind of things like defining rules for the iact and acting

according to them. In many cases it's easy tmdefiles but then to follow them is

not necessarily always easy because differengshéme important to us in one way
or another. (Interview C)

In a way the work itself, the experience of woHqw well you do at it.
(Interview F)

Furthermore, a good working climate made one fesldgand want to stay at work.
A positive working climate could be seen in an omew discussing culture. From
an organizational perspective, the proactive anehoprinciples favored in the case
organization were major contributors to the expergs of a good working climate. On
the other hand, from a pragmatic perspective, positive working culture a lot could
be achieved due to trust, support and positive Haekl Moreover, the teachers'
different educational backgrounds in the organurativere regarded as richness and

factors promoting a working climate as one intemge described.

A work colleague, who has a Master's degree in aihig and we
work together a lot. And it is actually truly furecause we both notice that we
study things from totally different angles.(..nd\it is actually very fruitful.
(Interview B)
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In practice, in a positive working climate eachiundual was paid attention to and it
was found easy to ask for help as suggested byvetiexperienced interviewee. Thus,
a positive working climate seemed to support annop®rking culture based on

discussion and trust as the last two intervieweéka quotations below emphasized.

Each and everyone becomes paid attention to, yoet gned like meet [each
other]. And of course the fact that it's easydoode's own work, and like getting
help in such a situation (...) nobody manages &'soown. And the working
climate is of the kind that it is easy to asklietp. (Interview E)

There are good relationships in the work communitghey are truly
small everyday matters, one can turn to anyonehédp and one can oneself
provide help if another one needs. In generalsaudsing culture... maybe it is
also open (...). (Interview A)

You feel the working climate is positive, how douysense it?

Where one develops a wilingness to make somethingtil it's
finished... one helps one another... gives pesittedback to the other (...) and
trusts on the other one doing his or her jobhkisknowledge and 'bothering' to
do things. (Interview F)

In the end, according to the responses of thevie@ees appreciating interaction was
the most crucial factor for building up a good waodk climate. | found open

communication and respect as the main featuredibgilp appreciating interaction.

During a study period, which is probably called us® in other
educational institutes, we have often two teacbersvo lecturers in each study
period (...) And sometimes when we are presetit bbus... and when it succeeds
well both the teachers speak to the students athdtine students but still either
one is 'needling’ the other... (Interview B)

| think that the only power there is, is the fétat we teachers talk with each
other. (Interview B)

| think it comes from the feeling that you feebpected as a member of the
work community (...) At most it is about respdtnterview B)

The organization shows respect, the superior argk tcolleagues
respect, and that's what produces the fact thamla respected specialist.
(Interview B)

However, attitudes could be identified as strongdes reflecting on the interviewees'
thoughts about the working climate. Negative at@isi affected the working climate in
general. One interviewee wondered if negative ualtis could infect the working
climate unintentionally, which was seen as theaeashy one should be aware of one's

attitudes and how to show them to others. Thevigeee pointed out further that one's
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lack of respect for one's work, the superior ordhganization clearly could reflect on
attitudes. Furthermore, it's even possible thakmployee with a very strong work-
orientation could destroy an otherwise good worldtigmate with a too focused and in
this respect detrimental attitude, as another mdpat put it. These views were

presented as follows.

I have been thinking if one too often, when comitg one's office,
bursts out something negative so that the othergats an impression that this is
the way we act here? (Interview F)

The fact that what kind of attitude one has towarthe work or the
work community or organization, superior, the thithat you don't somehow
fully respect (...) no matter what the superiowigado (...). (Interview F)

But then again if one is too committed to one'..jothat may also eat the
climate... in that way one registers easily andkesaobservations about
others' doings and un-doings. (Interview E)

Thus, from the focus perspective of the study laickespect was mentioned as a major
issue reflecting on detrimental attitudes towardaaaking climate. A poor working
climate was also considered a major barrier foingskor help as pointed out by one

interviewee.

Then again if the climate is not goodl.fail to seek for the support.
(Interview E)

All in all, external factors such as a work lifeldrace was mentioned as a possible cause
causing stress and a poorer working climate. Whstudsing with the interviewer one
respondent was wondering whether in this particol@anization work mixing with

free-time caused unnecessary stress and thus wezhk@nworking climate.

And we would get in the [situation] that we woniend emails
during weekends or in the evenings after six tdemts or to each other because |
can even notice that it causes stress at timagryiew C)

We educate and train these students of ours fer[working] life then the
educating itself, that during the working day dalkes care of matters. (Interview
C)
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5.1.3 Job satisfaction develops through 'co-working'

Job satisfaction was seen as an essential fadlaemeing one's well-being at work.
When discussing with the interviewees how they #aevconcept, | was provided with
many good and in many cases relatively practicihiiens for job satisfaction. These
examples sum up the views' of one respondent pgirdut the impact of one's own
emotional state and the importance of working togefor one's job satisfaction in this

context.

To me job satisfaction is if | am willing to go work or not, mostly it's about
this. (Interview B)

Well, of course | am wiling, absolutely, when wenake study
periods together and plan together how to do itl aee it together.
(Interview B)

Moreover, other interviewees emphasized the faadtjtb satisfaction comes ultimately
from one enjoying the work. Thus, one's relatiopsto one's own job was found
a decisive factor for job satisfaction as one regpat pointed out. Another interviewee
suggested that when one enjoys working, it itselates meaningfulness and positivity.
Still another interviewee summed up the overallifgeof job satisfaction well by

saying it is an end result of the overall work attan.

Although it's the core job that is the most impotta(...). We are
dealing with that insufficiency and with the faleat whether | am good enough in
this and if | can renew myself and so on with tt@e job. (Interview F)

And then the job itself, work itself is a joy.t.must bring about that kind of
positive feelings before you can be satisfied wihr job. (Interview A)

Job satisfaction causes it that you want to do yswm doing (...) You enjoy it
and you don't just want to get rid of it. It bldp on one hand on the job itself,
what one does, but also on the whole, with whom go it (...) in what kind of
environment and for what kind of people. (IntewiB)

Job satisfaction was seen as an individual expegiethus it was impossible to give a
covering recipe for it that could work for all inl @ontexts. However, one common
factor was emphasized by two interviewees, whitduhd crucial for the focus area of
this study. The interviewees argued strongly thatking together, or 'co-working' as

they put it, promoted job satisfaction in this @it One interviewee explained in
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practice what 'co-working' in a study period meahsother respondent added that it's
the spirit of sharing what makes co-working sugiositive issue.

In the end, one further major contributor to thieimiewees' job satisfaction was
found in positive feedback. Encouraging feedbackeired from students and
companies co-operating with the case organizatiomprojects played a big role in
a teacher's job satisfaction. One well-experiendarviewee summed up the
importance of succeeding for job satisfaction bynfieg out that job satisfaction is
a sum of how well one's job, the goals given taritl the feedback received from it

produce experiences of well-being and satisfaction.

How well those goals and then one's own job andfdhke that also the received
feedback (...) Or like as satisfaction or dis$atison, resentment... somewhere in
between it settles, somehow the experience theréliterview F)

Ultimately, job satisfaction seemed to be a concelatted to one's emotional attitudes.

One could expect more from work in general thanather as stated by one respondent.

It was quite nice the thought about emotional wattit.. the thing that | like to
think ... one settles with less and another oresdt (Interview F)

5.2 Good leadership enables

In the next phase of the interviews the respondeset® asked how they themselves
considered the concept of good leadership. Furtbexnthey were offered a chance to
consider what kind of leadership style they thouglgpbod leader has. The interviewees
were also asked to think about whether there wirskabetween leadership style and
experiences of well-being in a work community. Tleadership's influence on job
satisfaction was discussed, too. In the end, thieopeel's opportunities to influence

leadership were talked about.

5.2.1 Good leadership is considered a well-being enablinghole

When discussing with the respondents about thewsiand thoughts related to the
concept of 'a good leader', | realized that a geader and a good leadership style in
this context form a whole that could be referre@soenabling leadership. A number of

examples given by the respondents illustrate what ¢ore features of enabling
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leadership were. Furthermore, it was leadership rédged on open interaction, that is
an open discussion culture and mutual interactlonaptured the essence of good
leadership in one interviewee's response when shsoy with her what kind of

leadership style a good leader has. She concluaddat good leadership style is just

enough free but still, all the time, 'enabling':

It is very free, that is given like a starting pbi(...) But then in
a way like enabling. (Interview F)

What enabling leadership means in practice wasneéfin more detail by all the

respondents. From the responses | summarized thie&tires for enabling leadership.
To start with, it was seen as leadership that ples/both responsibility and freedom for
doing one's job while trusting in an employee'dsiskMoreover, good leadership could
be characterized with the leader's approachabdityability to show an example and

give feedback.

The thing that | have experienced positive herthésfact that the responsibility
has been shared. (...) You are responsible yduasdlyou can quite freely make
those decisions, too. (...) Both responsibilitesl duties go hand in hand. (...)
They know that you can and will take care of tking then you
have relatively free hands, really. (Interview A)

| believe in leading by showing an example andelidve also in giving
feedback. (...) And then | believe in... thath&tsuperior is easily approachable,
then you also tell him or her both good and baayth (Interview B)

Furthermore, the respondents made a clear poinatgaod leader takes up matters, no
matter positive or negative. Thus, one needs ceu@de able to interfere with difficult
situations, which belonged to a great leader's @gparrom an equality perspective,
a good leader was found to treat everyone the samally. In addition, a good and

democratic modern leader allowed employees toenfte their own job contents.

Can you think of an example or experience hereydnr own educational
institute where you can say that your superior himdlowed this
[good leadership]?

One of the lecturers says that he is being bul{ied | think about that that issue
the superior is taking care of truly well. (..heSlistens to all the parties. (...) And
she has also taken a grip on it and isn't jushgdyou are imagining'. (Interview
B)
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Our superior takes into account the fact thabif have wishes, now in spring we
plan for the whole upcoming year, she does tateancount what, what things |
would like to teach and what | don't want to. émview B)

| think it must be the boss who in the end sagsfital [words] if it seems that it
is somehow going wrong. (...) She like has an eflggerview A)

It in a way is equal and fair in the framework [wleit can be seen, the equality
and shows... and then I'd say the kind of confidér{Interview E)

Furthermore, in this part of the interview we reeot to the topic of which factors

create well-being at work. The respondents supgdtie view that the base for well-
being lied in the organizational structures witlagiical examples. Moreover, a job
well-organized seemed to be a key factor for welhf as already referred to when
discussing the definition of well-being at workgsg 1.1 Well-being at work actualizes
in feelings of wellness and balance). Universitisapplied sciences are dynamic
educational institutes where the work of teachdtenoincludes working in projects

with companies or other partners. Working hourstskr easily when one has a many-
sided job description. Thus, it was found extremgiportant that a teacher's superior

monitored the working hours as pointed out by @spondent.

And then my superior also monitors our working souBut | think it is nice
because | can see that the superior keeps ametpeem and doesn't just say that
work faster but listens and understands. (IntenBg

In addition, another interviewee was reflecting har experiences of good leadership
practices in the current and previous organizatiotiere she had worked. In her
opinion the leadership practices in this organaratidn't rely as much on a team leader
leadership style as they had in her previous waegamizations. More emphasis could
be laid on this, that is seeing the superior mgraraequal member of the team, not that
much as a strong leader. The greatest reasoni$ovidw she found in the fact that the
team leader's leadership style was regarded ativeosihe position of an immediate
superior in this organization could also be cotifig due to other reasons as pointed
out by another respondent. She suggested thatmaefoteacher's promotion from
a teacher colleague to an immediate superior cigdle both the superior and

colleagues to adapt to the new role

But they [examples of good leadership practicesehhien been like that it has
been more like acting in teams, the superior hamtessarily been a terribly
strong leader but it is one part of it. (InterviBy
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The fact that they are colleagues in the field apply for that way and that way a
position has become vacant and it has been apfdiedit may be so that
somebody hasn't necessarily liked it (...) theaspn, so then there can be that (...)
the superior is searching for her position. (lvitaw C)

According to the interviewees, the key essenceootigeadership was open interaction.
A good leadership style relied on mutual interattid genuinely good leader's

leadership style relied on respectful, equal amgller interaction as defined by one
respondent. Furthermore, an essential part of deadership was an open discussion

culture, which was emphasized by another interveewe

What kind of leadership style does a good leadewehan your
opinion?

| believe in that interaction... the fact thataetty about that leading by showing
an example, and in the fact that the superiorstalith everybody and it isn't
simply once in a month meeting but that there's interaction if needed during
other times. (...) But that there is interactio at is of the kind that respects
others, both the parties, that is important. ¢higxv B)

Open discussion [culturd... you can approach your superior no
matter what the issue is. (Interview C)

All in all, according to the interviewees' respansmabling leadership had features of
several well-known leadership styles the leadershiml management literature
recognizes. The ones | could relate to existingaesh were ethical leadership, shared
leadership, visionary leadership, emotional leddprand task-oriented leadership. In
the Leadership -summary and in this analysis teetl@o, emotional and task-oriented
leadership have been joined as one category, enabtaind task-oriented leadership,
because a few respondents found a link between themin the following examples
the working life experiences of respondents arerodhiced to present
a few crucial features of these leadership styles.begin with, good leadership
included a sound ethical grip as described by espandent. Ethical leadership could
also be seen in respect since it was shown in dagryencounters, which was
exemplified by another interviewee. She added thigon of a good leader taking up

a positive attitude towards subordinates as a &atufe in ethical leadership.

| got a new superior and in the developmentaludision | had like taken up also
the things that had bothered me. (...) Well haesi out that he had read it and
then gave me feedback on my part.. but in a way be didn't get
anywhere further with me. (...) That is in my dpm the kind of ethical
perspectivethere (...) the things that don't belong to anotierson you don't start
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dealing with there. Ethical questions you knowattanother one you don't share in a
third context. (Interview E)

There has arrived an email from the former departrneanager saying "good
Lisa, thank you Lisa, very good" or somethinglways save them... But you see
that the superior appreciates whatu] are doing. (Interview F)

In the same way like subordinates think positibew their superiors also the
superior thinkgpositive about subordinates. (Interview F)

Furthermore, from the focus perspective of the ystud this organization good
leadership was clearly found to be connected targipand cooperation, that is it relied
on shared leadership as defined by one respondeptiasizing that good leadership is

a way of action that is based on co-operation wiuaglthe concerned.

I think it is in the way of doing things. (Inteewv D)
What do you think, what's important in that?

Well, at least a little bit of working togethermean not dictating but like this as
you say that you ask the parties who know abang¢h or those who actually do
them themselves. (Interview D)

Good leadership was further linked with core ppies of visionary leadership as stated
by two respondents. Firstly, good leadership wasnsas encouraging visionary
leadership with the help of which an employee cadiléct his or her work as one
respondent put it. Secondly, good leadership wasutabisionary actions, decision

making skills, trust and shared power as anothsgamdent pointed out.

There is then like trust in there... and then inway like you are
encouraged to that... we talk about this visionagdership here. (...) But we
know really to what direction this ship is wantedbe steered. (...) But then the
way how it has been realized, it may not be redlialways... here in that we
have succeeded in a certain way. (Interview A)

A notion about where we are going to, what we ndestand on one hand trust in
the fact that all do their share. (...) The leaeexpected to be capable and
have courage to make decisions but on the othmet hizes power. (Interview D)

In the end, good leadership was understood to dechoth features of great emotional
leadership and an eye on task-oriented leadershifich was found particularly

important in a specialist organization the caseapization in question represented.
A good leadership style relied on both a task, xqgreet oriented leadership style and

provided also constructive feedback as charactkrizg one interviewee. Another
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respondent suggested that in a specialist orgamizat good leader's leadership style
was a combination of an emotional and task-oriefeader who leads in a controlled

manner.

The kind of like specialist leadership (...) Bus@honest in the way that you get
feedback on the things that could be improvede(inew E)

But I'd say that the kind of emotional leader)(sees and reads and
knows how to take a stand in a certain way (Injerview C)

There must be the kind of empathy?

Yes, but on the other hand also task-oriented eleship.
A person like an engineer, that is, puts the lddolorder. (Interview C)

Task-oriented or people-oriented leadership onbot

Yes, and in many cases there's a task-orienteéea a people-oriented leader.
(...) But somehow a combination would be just fifieterview C)

A further important point made by one intervieweephasized the fact that the system
of immediate superiors didn't meet the requiremeritsgood leadership in this
university of applied sciences. For some reasass#rt of the organizational structure
didn't function very well. The possible reasons Idobe found in the immediate
superior's role and position in the organizatiodescribed by the respondent.

The thing that has been problematic here with uglwls [a matte} that hasn't
found its place in this entire organization is rimy opinion this so called
immediate superior system. They are nobody's sugebut they take care of
superior's duties. (Interview A)

Is the problem in the structures somehow?

Maybe then in the fact that they do not enjoy. ithey are like on a
fixed-term contract and haven't necessarily beetected based on their
competencies. (Interview A)

5.2.2 Interaction promotes well-being at work

The next phase in the interview was to discuss amentetail a leader's behavior and
a leadership style's connection to well-being eigmees in a work community. The
interviews supported in many ways the idea thatradtion promoted well-being at
work. As one respondent pointed out, an interackdaglership style was seen to be
connected to all employees’ well-being at the walakce.
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If you think about that the superior [follows] thigteractive leadership style you

described, then what is its connection to [welhbeat work]?

It has an influence if you feel yourself you ddaiow where we are heading or

what is important or you hear everything throughaak colleague. (Interview B)

The leader and the leadership style did seem te haveffect on experiences of well-
being at work, which had been experienced in tlygameation recently when both the
principal and the unit head were replaced at tmeesiime. The leader's character as
well as the leadership style followed make a défee as pointed out by one
experienced respondent. Another respondent addedpantant point when stating that
a leader's basic leadership skills, skills to dthwiffecting practical work, had a strong
influence on employees' well-being at work. A thiegspondent continued and referred
to the basic leadership skills as the leader'stive and resourcing skills. Moreover,
a fourth respondent with a long work history in thrganization summed up the link
between the leadership style and the well-beingeeepces by suggesting that a great
leadership style could be seen as a 'climate @oresbility'. This special atmosphere
was made up of the leader's presence and examgle aas reflecting on the overall
well-being at the work community. In the end, thaion of enabling leadership could
be defined further with the notion of interactivaskc leadership, leadership which both

aimed at interaction and took care of practicaltematsmoothly.

Our principal has now been replaced so in thases¢hnere's a perspective... and
our previous principal was highly respected...rétired already now in spring.
This following principal, she has also many gooddes, but we
don't know yet where the boat is heading... sleerhany good qualities, she is
like encouraging (...) and then again the messfges her, the ones that have
now arrived, are well-grounded, and open messages always to all the
personnel. (...) But that the leader makes &udiffce. (Interview A)

There's quite a strong connection, when you aetirorganization that is being
lead in the way that ‘pokes' you and what yoe &kperience as negative then it
doesn't at least enhance that well-being at wrk.The practical actions people
take is what makes it how the leadership feets Ijknterview D)

The resourcing and others (...) it's the leadgyesor, who works on those blocks
(...) things to do with resourcing and schedubing the kind. (Interview C)

Simply like being present, and being an exampld an figurehead... by
taking responsibility by just being there. (Infew E)
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Furthermore, it became obvious that changes inekship structures had produced
a transition period during which employees were yaitfamiliar with the new leader's
way to lead. This period could be considered asirdamiliar or unknown leadership
period. A further matter connecting to teacherpegiences of feeling well at work was
related to the contemporary students who seemdoiree more and more individual

guidance and attention from teachers as stressedéoyespondent.

5.2.3 Enabling leadership promotes the job satisfactionrad the
climate

The next matter that was touched in the interviealuded considering whether the
respondents found a link between leadership andsgtisfaction. In addition, the

interviewees were asked to give their views aboupleyees' influencing opportunities

in regard of leadership in the case organizatidrstli, the respondents found a clear
connection between leadership experienced as egabid the experiences of job
satisfaction. Essential contributors in the matclrenvconsidered equal leadership
practices, as pointed out by one respondent, aadidang constructive feedback as
illustrated by another interviewee. To provide d¢ondive feedback was experienced as

caring for the employee in her view.

Sometimes | think whether we are being lead or Imatt of course the fact that if you

are not lead, that is leadership as well. But, iemdership does have an influence,
what is allowed and what is not allowed. It dogffuence provided it is the same to
all. (...) There aren't different rules for diféeit people, of course it has an influence.
Naturally one hopes that we are being treatedlgqiaterview B)

Even though | am not satisfied after having reegivsome feedback (...) but
however then in the long run | am satisfied tthegty care. After all, | take it as
caring. (Interview E)

For many respondents it was essentially importaat they could influence leadership
as well as have a say in their own jobs. In the caganization respondents stressed the
opportunities to influence work in teams as defingyg the following first two
respondents. Furthermore, as the third interviepeeit, it was very important for
employees to feel that they can have a say in tshgematters influencing their own
teams and jobs. All in all, influencing opportuagi on leadership practices were
considered important. They were even connecteldedreedom of opinion. In the end,
reflecting on the focus perspective of this studyp, open discussion culture itself

provided employees with good opportunities to ieflae leadership.
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Can an individual employee have much of an infleénBut teams can. Or then
the individual person influences always firsthatteam. (Interview A)

The thing that | don't expect | can influence ey [this organization] is being
lead on some upper level or something. (...) Betd closer to oneself one should
be able to affect. (Interview D)

It is important that there are somehow like stgps, can influence your own job
description and contacts and many things.(Interg

| think it is very important, and exactly becaude haven't always
been a teacher but have been in other organizatiamd in all those previous
organizations one has been able to influenceléaatership... or at least one has
been able to express his or her opinion. So it feshown in leadership also in
schools or educational institutes or academy tlila¢y are thinking
creatures those teachers. There must be oppétititinfluence, otherwise you
cannot take it. (Interview B)

Nowadays there are good opportunities even there the strategic
level... you can step in those discussions...ctireent technology has made it
possible, many kind of things will be brought upitg quickly and on time.
(Interview E)

From the perspective of the second research quesimw does open interaction
support the development of a positive working déntie interviewees suggested that
a good working climate was above all a leaderskeigision. Thus, enabling leadership
could promote the creation of a positive workingnelte and help to maintain it. Key
issues promoting a positive working climate incldida open leadership culture, which
could be seen on a pragmatic level in the leag@esence and he or she paying

attention to and taking up matters that influetn@eworking climate.

| think everything starts from leadership ... Thiang that what kind of working
climate there is here implies a leadership decisibecause the
leadership will then show its example and providsources. (...) | think the
leadership's desired state is a very importanineia (Interview B)

If you think for example about the fact that howet leadership or
leaders are present in the organization, how likeyseem to make decisions. (...)
Or how they tell about it, give reasons for wivat do... then it makes quite a lot
of a difference. (...) In a way like the being g@et and the ways of acting in that
part of the work community. (Interview D)

There's like an invisible hand.. in one way itétated to that sort of [issues] that
how you like talk to a subordinate, for exampledAthen the fact that can you
and are you willing to, if there is at all any way take up [matters], if for
example the kind of cliques take place in the waglenvironment. (Interview F)
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5.3 Open interaction promotes a positive working climag¢

In the last part of the interview | discussed tast Imain theme, interaction, with the
respondents. The interviewees were asked to déimderm interaction in their own
opinion. Furthermore, they had an opportunity tectiée how an interactive superior
acts and what makes an interactive leadership ipeacin addition, personal
relationships in the case organization were comstleMoreover, the respondents were
asked to consider how meaningful interaction invleek community is for the working
climate in the case organization. In the end, #rentgroup spirit was talked about
briefly. In this last part of the interview key tes related to the topic from
an interaction perspective were defined accordintipé experiences of the respondents,
that is open interaction at work, an interactivadier, cooperation and group spirit at

work.

5.3.1 Open interaction at work

Discussion appeared to have a key role in promdting interaction at work in the case
organization. In brief, open interaction was coastdl to be born almost on its own
when there would be natural opportunities to discs the first interviewee referred to
put it, open interaction originates in respectcsiity, equality and opportunity for
discussion. The second interviewee added the tefinwith one further significant
feature, which is that open interaction allows pedp talk about everything and the
matters they deal with are dealt with simply asterat The very essence of open
interaction at work could be summarized in the paravork communication'. It was
interaction at work in the daily life situations.ok&over, the point a third interviewee

made emphasized the fact that all employees shmustcepted as they are.

How do you consider open interaction as a  concept?

That we are equal.. and we can talk about thingthe openness,
there are like the kind of natural opportunitiehiene you deal with that
interaction, of course you would like to be lilespected. (Interview A)

The thing that you can discuss and talk about Ild&eerything. (...)
Or then if there are more difficult questiongrtyou can talk about them too. (...)
You can talk about matters simply as matterse(ii¢w D)
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What's typical there is the kind of ‘work comnmuation', you don't dump all
sorrows on the other one either. (Interview A)

Really the basic thing is that 'l am ok'. (IntewiE)

Open interaction was characterized in further didigi many of the interviewees.
| combined these factors together as the commorractemistics, 'Features of
interaction’. In addition to discussion, respeal @guality as mentioned above, open
interaction was considered to be closely connetadansparency and communicating
crucial matters relatively fast, the common commation culture reflecting on
a freedom of opinion, constructive principles maiezing for example in

encouragement, guidance and common lines of aaidhe following extracts show.

The thing that we have for example each one's wgrkihours
scheme in ['X-System’] so that everyone can sele ether's working hours.
For example something like this. (Interview F)

Transparency, through that... if there will be sochanges, reforms, they would
bring them out as soon as possible somehow. yieter-)

If you have a right to express your opinion or .ndéh theory you
always have the right... when you say your opinibit's taken as an attack or
development. But what is the culture, who hasrigbt to think. (...) If | do
something wrong you tell it to me right away..dathen it's constructing, not
attacking. (...) The thing that you have a fagcdission together between the two
of you and you decide about common rules. (lidenB)

5.3.2 Interactive leader

The views the respondents of this study had abouttaractive leader had a close link
to the previous discussion about the nature of opemaction at work. Thus, | could
find key characteristics to define interactive lkeathip in the responses as well as
preconditions for interactive leadership. To begiith, a two-way communication
relying on mutuality, was pointed out especiallydne respondent. She also found that
the superior's approachability was a crucial faétwrwork communication. Another
interviewee emphasized the importance of the sopant dictating but treating people
with respect in every situation. The third resparidd#ressed further how the interactive
superior acted in an open and transparent way., Trarssparency was crucial for both
the interaction culture and the interaction stflerthermore, as the fourth interviewee
said a good, an interactive superior involves eygs#s. The involvement was

particularly important when making decisions. Itssfaund important that employees
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could take part in decision-making, decisions didiimply come as made by the
management.

Ultimately, a great interactive superior createdcgpfor encounters and supported
employees' initiative to make the most of the kremgle capital. In addition, what
interactive leadership was not, was competitionadiieg was not about competing

against each other from the interaction perspective

It can probably be shown in the fact that he amswmy calls. (...)
Contacts me as soon as possible, replies to emBilg then surely could be that
you can go and have a word with him... the dooppen. (...) And that he
contacts me too. (Interview A)

The fact that one doesn't dictate... and one doesulk just in the
same way as with your colleagues, the superialsis a colleague. (...) Issues are
talked about in time, wishes are said and thewiimsituation. (...) And then the
thing that we are all smart people so we mustdeted as bright and not stupid
people. (Interview B)

I'd think about that openness from both anglest anly like on the
surface level communication but in general...gfiview C)

Kind of transparency?
Transparency, exactly, that word | was looking {bmterview C)

Somehow the decisions and solutions don't conactasted policies but they will
be discussed (...) before deciding about thenterfiirew D)

By building meeting points. Like those opportugsti openings, situations
where there like is interaction. And | even thitiat like introducing there to
become part of the connection (...) and also isupporting the employee's
initiative. So that there is also space for thla¢ré is a huge knowledge
capital there dozing (...) taking [it] into use.eWy then what it is not; it is not
a competition. (Interview E)

5.3.3 Cooperation at work through group spirit

As already referred to briefly when defining theecooncepts, see 5.1.3 Job satisfaction
develops through 'co-working', cooperation, wassaered a major factor influencing
working methods in the case organization. All ih alorking together, 'co-working',
was found a cornerstone of the working style indage organization. Working together
was talked about further in relation to interpeedorelationships and group spirit. In
general, in a big organization such as the casendgtion, cooperation was
experienced in many ways. One could claim thatetheere signs of diversity in

cooperation. However, | could identify both precibiotds and barriers for cooperation
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in the responses. Group spirit, in turn, was ultetyaregarded as empowering co-
working itself.

When discussing personal relations in the targgarmeation, four respondents
admitted that personal relations vary. As one efittierviewees put it, you could find
both good and bad personal relationships in a bgarozation. However, sharing
relevant information and good experiences promptrdonal relations and, ultimately,
also cooperation. Another respondent summed up lihke between personal
relationships and working together in the orgamiratby claiming that personal
relations were defined by collaboration, differpetsonalities and ways to cooperate in
the organization. Furthermore, a third intervieweade a point when suggesting that
the teacher's role itself requires an ability tomerate and aim to cherish personal
relations. Another interviewee found especially'sm@mediate colleagues and superior
as well as students among the most crucial persefaionships in the organization. In
the end, for this organization, the networked wagkimode influenced the personal
relationships. Teams were considered the most alatways of connecting with

colleagues as stated by a respondent to summhbeazdidcussion.

Varying. (...) If there are so many employees ththere are conflicts,
there are good working relationships and good @k@sras well as bad examples.
We do talk about it if one group does functiothe sharing of information so
that everybody knows where we are going and wbas gvell and what each one
is up to so that you don't perform a solo but tallwords. (...) This produces that
all are satisfied when information is shared.gimiew B)

A lot is being done together, that's one thingd Almen there's a lot of interaction
with each other, one cannot avoid being [in intBoa]. (...) There are many ways
to take up attitudes to that work, and then mang kf personalities... very many
ways to share things. (Interview F)

Somehow the teacher's role is in the end the ¢&&'actole, if you can take issues
forward with students, then why not there. (IniemwC)

| think that there is the kind of, | guess, imnadicolleagues. (...) The ones with
whom you are in teams. And in there are like thenopersonal
relationships there. And then there is the bit endistant... and then it is
especially in the same office. (...) In that retpay own immediate superior is at
the moment in a significant position. (...) anérth like students because | ...
think that the salt of this job is in the fact seoyoung students they...
challenge. (Interview E)

We have this networked thinking mode... they ake Ihatural connections.
(Interview A)
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In addition to these general characteristics of@eal relations in the case organization
a few special preconditions or barriers for coopenawere pointed out by the
respondents. When reminding others about the iattt¢achers as professionals should
have an ability to cooperate in the first place, shme respondent emphasized that one
should also remember to take duties as duties awdrnget too personal at work.

| summed up the point as keeping business andtprafart at work. Moreover, another
interviewee made it clear that the current hienaroh the organization reflected on
project work in which employees in charge had resgmlity but not enough power to
influence matters. Thus, the hierarchy became aebbdor cooperation in this respect.
In the end, recent changes in the leadership wihemnit head had been replaced had
brought about both expectations and questions. féw& leader was a question mark. In
other words, changes in the leadership made emgdoy®nder. They could become

barriers for cooperation.

That you don't get personal there... (...) becattsgy are in the end
things that clash, not those people. (Interview C)

A kind of hierarchy can be seen here... lectuaeeslecturers and then there are
senior teachers who like make all kinds of thingsnsiderably more
freely ... In many things in my opinion you aredd with the thing that you are
provided with responsibility but not power. (YQu can see it quite well in those
project manager's duties. (Interview D)

And then in here we have a question mark aboututiie head who has just
arrived. There are both like expectations and sofieterview E)

Nevertheless, group spirit was found a crucialdaébr working together in this case
organization. Actually, one respondent consideredugy spirit itself as part of

cooperation and mutual support. Another one suppteed the idea by suggesting that
group spirit is aiming at the common goal, suppgytinelping and showing empathy
for colleagues in the daily life. This respondemirid working together with immediate

colleagues a major factor promoting working.

It means pulling together and working on with tjEntogether and like
supporting one another doing that. (Interview D)

It's like that there is the common thing we takerward. (...) and
support each other, and stand in for each otledp, .h There are a fewolleagues
with whom when you have to be in the same studipdehat | don't even always
know who of us is the teacher in charge When soahebfor example
discharges issues related to her personal ddéy Bupporting in that ...
| remember in many years having written down i fibrm for the developmental
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discussion that the central work promoting isssecommon, for instance,
immediate cooperation. (Interview F)

In addition to mutual support and many cooperaiitiatives, group spirit in this
organization had many other qualities | summed sifFaatures for group spirit'. The
key features included, firstly, a superior's experiand ability to take responsibility.
A good superior promoted group spirit by havingoadyknowledge of his or her tasks
and by both taking and sharing responsibility. Ap@ndent stressed how important she
found that in the team work the team leader's jositvas equal in relation to
colleagues. The leader's people leading skills pteth group spirit. Another
interviewee pointed out further that the supendluenced group spirit through his or
her actions and example. An equal treatment atalld be given as the starting point.
However, the respondent pointed out too that easdmt member shared the
responsibility with the superior and the colleagua# in all, another interviewee
summed up by saying that there was no one waydm@te group spirit but a superior

could aim at it by being present, having an opétude and being approachable to all.

The fact that he is always well prepared so thathever have to... takes really
well the overall responsibility of the whole matté..) But also knows how to
share responsibility but in the way that is alwapsto-date. (Interview A)

And then maybe also the thing that you get somgtiourself... You get strength
you like empower. (...) Then you experience, fithwn perspective of feeling well
at work, the fact that in that phase you are béiglged in every possible way...
(Interview A)

Through his own actions, like everybody, everyonéhe group can affect it. Of
course the fact that he has to treat everybodysainee like equally. There must
not be so called better team members. (Intervigw D

There's really no philosopher's stone for thatendhere but maybe the kind of
open attitude. He is present often and ... Youg@m@and talk to him ... is again
related to that equal treatment. (Interview F)

Features of group spirit and initiatives aiming pgomoting it had many practical
gualities among them. As the first respondent glibielow put it, communicating and
interfering when needed help to promote group tspiAnother interviewee

supplemented the notion by stating that a supgmiomotes group spirit by guiding
employees towards the basic task through creatikgiens. Other two emphasized the

view that group spirit was on one hand created dayraon goals and pursuing them
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together. On the other hand, group spirit actudlinefollowing common lines of action

in a flexible way.

Equal treatment, sharing information, regular rimgeprocedures. And then he
like follows how the group works, interferes. @ntiew B)

Directing goals, that is, keeping on track [youriwalong with the task. (...) You
are there and work for the basic task, support. thAad why not through

creativity, through creative solutions like guidgmch person towards that.
(Interview E)

Common goals and we pursue them as matters tagethet as
individuals. (Interview B)

We meet the goals that have been defined and gtckhose rules if
there are rules. But then there is flexibility.)(You cannot be everywhere one
hundred per cent. (Interview C)

In the end, group spirit provided a few essentpgdartunities for the organizational life.
However, there could be clear barriers for groupitspoo. The greatest asset brought
about by group spirit was that a good group spirets considered a factor that
influenced cooperation. Thus, it could have an atffen promoting working and
working methods all in all. Furthermore, group gpivas connected to the balance
between productivity and work. When the balance feasd good, employees could
experience joy of work. However, a respondent bnbwadpout a matter suggesting that
there were barriers for group spirit in the caggaaization. The problems seemed to lie
in the organizational structures and some practiéesew organizational practices
failed to support the development of a good grauiptsfor example, how employees
in teams were sitting in offices not close to eatitfer and how too big groups had been

created in general.

This system or this organization doesn't very vgelpport it. Everybody does
things more or less in their own manner and pdeterview D)

The structure is like too inflexible?

Or maybe it is the practice like making it diffitu....) People here sit like hit or
miss in disorder... There doesn't develop thegthimt you would see those
people naturally. There is not much, they havemtirked in a group
style, or they have had awfully big groups helrgtefview D)
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5.3.4 Interaction makes a difference for a working climae

In the end, the discussions revealed that intemacis a significant factor for the
creation of a positive working climate. The key ess= of good interaction was
summed up by one respondent as having functioraily celations that all are equally
responsible for. Good interaction practices refldobn the working climate as another
interviewee put it. What was found crucial was thméraction was based on an open
attitude and discussion. (This notion is based odisgussion which was partly
corrupted in the audio file. Thus, the thought whecked in the written notes.) Thus,
good interaction was a meaningful factor for thekirg climate in general. In sum, the
respondents emphasized that interaction was faapdritant in the working life context.
In the end, the interaction culture in the caseoization had an essential role because

it reflected on the working climate.

Wherever you start from, whether it is the lilyrar student adviser's office or
teacher or leader or cafe or any situation ofdtuelent, always this interaction is
everything. (Interview A)

And nobody can dodge it. And of course through ybu can
have a few nice words say, that's what makes dye (d.) It's not more special
than it. We are only dealing with people heretgiiview A)

If it works, then everything is fine, in a gooducse. It has a major influence.
(Interview B)

What the interaction culture is about, it doesuiafice on what it is like (...) in the
climate, if you can dare to say something here .nédmd do you have

courage, is there room, is it possible, who céinhare. And in that respect they
are those built-in unexpressed questions, theyahmays there in the field.

They appear there even as unspoken. (Interview E)
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6 DISCUSSION AND CONCLUSION

In this chapter the research results are discuss@thtion to the research questions and
the aim of the study. Key information about factgr®moting a positive working
climate and well-being at work is summed up. THe od open interaction is discussed
from a working climate perspective. The key resattd previous research as well as the
theoretical knowledge essential from the study'su$operspective are dealt with.
Furthermore, the relevance of this study and thpodpnities the research results

provide are considered. In the end, the reseaseli is reviewed.

6.1 Well-being at work through collaboration and interaction

In this study well-being at work was promoted byitar features as were the factors
that Manka (2006, p. 12; 2012, p. 76) suggestsnéasdor creating and promoting
well-being in a work community. In general, thepesdents considered the concept
a broad matter ultimately actualizing in feelingswellness and balance, and which
each individual experiences in a unique way anavbith individual attitudes have an
influence. It was obvious that the views about veeling at work in the case
organization had a clear link to interaction. Thilng findings provided answers to the
first research questio”rjow does open interaction support the developmeatpmsitive
working climate suggesting open interaction was considered aoritapt matter in the
case organization. The open and discussing cuiltuttee organization was regarded as
a crucial part of the definition of well-being abwk.

Moreover, when reflecting on Manka's view (200616; 2012, p. 76) about the
key parties in maintaining well-being at work; angaation, individual, group spirit and
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work community, work itself and superior or leadsps in general,
an essential addition was made to the view. Intemdito colleagues and leaders,
students were also regarded as colleagues anddagfepinfluencing well-being in the
case organization.

There could be identified crucial building blocks fwell-being at work in this
educational institute. The building blocks includeoth organizational and individual
factors, such as the work community itself, ondse colleagues and supporting
organizational structures. Furthermore, a feelihgespect was regarded as an essential
factor. The notion supports Manka's (2006) viewultbe importance of mutual respect
at work. According to Manka (2006, p. 18) and Mamkaal. (2007, p. 9), respect is
related to group spirit. It is an important qualigf the work community.
Key requirements for a good group spirit includeihg respect for others work. The
notion supports further the idea that in an orgation where there's high trust in shared
leadership, there is room for diversity and innosxeatess. In the end, the building
blocks particularly important for the developmerit well-being at work included
collaboration and open interaction. Working togetivas seen as a special, self-made
culture in the organization the respondents founatial for well-being. An essential
feature in this working together culture was thet that teaching was shared. Lecturers
taught in pairs.

In relation to responsibility issues, all respontdeagreed on that well-being at
work is a joint responsibility issue. Each emplqygethis context also student, was
responsible for it. However, leaders had a biggganizational responsibility.

The core concept related to well-being at work,akmg climate, was found to
be mainly created through appreciating interactibime way respondents defined the
term both reflected on and broadened the previaimitions. In brief, a working
climate was seen as the atmosphere of action.dtomasidered the invisible structure,
spirit and the atmosphere in the organization. Waeking climate was experienced
differently by different individuals. The view folvs the view about a working climate
based on a person's subjective observations andimgsagiven to them as suggested by
Nakari (2003, p. 19). Manka (2006; 2012) suggepenanteraction is in a key position
when one aims at creating trust. It's a mutual tagilving both employees and leaders.
Feedback and an open attitude are essential elenmetfite process of establishing trust.

In general, the emphasis in open interaction shbelcdn creating positive practices
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such as thanking, praising and discussing. Furtherworking climate was related to
a committed and humoristic working style. The wogkiclimate seemed to reflect on
the principles the leadership in the case orgaizdielieved in and followed. In the
end, the entire work community promoted it in tdlactions.

There could be identified common features for therkmg climate in the
organization. They included having common rules fatidwing them, one's individual
experience of the work itself and having an opend adiscussing culture.
A lot could be achieved thanks to mutual trust,pewpand positive feedback. These
features are closely linked to the key featurea gbod working climate such as mutual
trust, good relationships and support as suggdastefimola and Kinnunen (2005, p.
136). Senvall et al (2005, pp. 283, 2886) have also found evidence that leadership
practices can have a positive influence on the imgrklimate. Furthermore, teachers'
different educational and working life backgroundsre regarded as value adding
features. Thus, diversity was clearly valued in drganization. The point supports
the view suggesting modern leaders must realize itithviduals in the work group
matter (Nielsen & Daniels, 2012, p. 394).

Moreover, each individual was paid attention to #melculture of asking for and
receiving help was found supporting. These notrefisct on Manka's (2012, pp.-9%5)
and Manka et al. (2007, pp..-4¥b) views about engaging and encouraging leadership
aiming at promoting interaction. A leader havingogtimistic idea of man believes that
every individual is precious. On the organizatioleakel, proactive and open principles
favoured in the case organization were seen to @®rthe working climate. The
positive working climate was considered to suppbe open working culture in the
organization. These findings support Manka's (2@p2,95-96) view that a good leader
knows how to create an atmosphere of enthusia&ra ttlimate in which all members
of a community can call forth their good qualitasd aim at common goals. To sum up,
the most important factor for promoting a good, ifies working climate was
appreciating interaction which was made up by apenmunication and respect.

In the end, the results found support for previoesearch suggesting attitudes
influence one's view on the working climate, seetiJ(1989, pp. 246247). Negative
attitudes were found to affect the working climatenegative attitude towards the work
and the organization could infect others and a ftmused work-orientation could

influence others in a detrimental way. The viewppsut Senvall's et al. (2005, pp.
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285-286) findings about employees with negative atétidiewing their job, the work
community and ultimately the working climate moregative. In addition, a lack of
respect could produce poor attitudes in relatioth®working climate. Further, if the
working climate was viewed poor, it would hinder @ayees from asking for help.
Also an individual's internal and personal facteush as stress and work life balance
influenced the working climate. These findings le tstudy support previous findings
about attitudes' strong influence (Manka, 2008,69.Manka et al, 2007, p. 8).

In the case organization job satisfaction was dges in the first place through
working together, co-working. It seemed to be tp&itsof sharing that made co-
working such a positive issue. In addition, reasyvipositive feedback was viewed
as an essential element for job satisfaction. Teeive positive feedback from one's
students, companies one works with and from the ijsblf influenced content
experiences of job satisfaction. All in all, aniwvidual's feelings towards the job, the
importance of working together, the core job itselfe’'s relation to it and joy of work
produced job satisfaction. The overall view suppdianka's (2006, p. 16; 2012, p. 76)
multifactor view about well-being at work as a safrmany factors. The strong culture
of working together could be related to a functiooallective psychological capital
(Bandura, 1997, pp. 4#889). As Lufthans et al. (2007) and Avey et al. 00
emphasize, psychological capital is a major fagtéiuencing well-being at work. It's
both an individual and collective factor, which ssohow individuals can make use of
the support the work community provides.

However, in this study job satisfaction was founaimy an individual experience.
Thus, there couldn't be found a recipe for it. Butlearly reflected on the definitions
given in the research literature. The responsepategd the view by Rasku and
Kinnunen (2003, p. 442) suggesting job satisfacisoone's emotional reaction to work.
Also Juuti's (1988, p. 44) view about job satisfattas the degree of subjectively
experienced adaptation at work resembles the regmisi thoughts. Since job
satisfaction was developed also through the overatk situation; the job itself, what
one does and with whom one works, the view was semlar to Rasku and Kinnunen's

(2003, pp. 450, 453) findings about the relatiotween job control and job satisfaction.
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6.2 Good enabling leadership

A good leader and a good leadership style formadh@le that could be referred to as
enabling leadership. With this kind of leadershgp@ach leadership relied primarily
on open interaction, that is an open discussiotuiiland mutual interaction between
the leader and the employees. The approach supihartbasic ideas characterizing
shared leadership (Flatcher & Kaufer, 2003, pp-232. In shared leadership the focus
is on group level processes. Leadership is seensaxial process that occurs in and
through relationships and networks of influencee Tacus is on collaborative, more
mutual and less hierarchical lead®tlower interaction, which was the case in theecas
organization. Furthermore, shared leadership mestaiming at making leadership
common can be identified by sharing experiencesiafutmation as well as lack of
knowledge (Ropo et al. 2005, pp.-P®). Thus, based on the interviews an answer to
the first research questiowhich factors in educational leadership are crudial the
development of a positive working climatea well-being enabling leadership approach.
All in all, good enabling leadership seemed to Mentified with the following
leadership styles recognised in the leadershipatiiee: ethical leadership, shared
leadership, visionary leadership and both emotiandltask-oriented leadership.

The respondents illustrated this leadership appredth many features in more
detail. Firstly, it was leadership that providedhoesponsibility and freedom. It was
reflected on the leader's approachability, an tgbith show an example and provide
feedback. Furthermore, enabling leadership actwhlinm sharing responsibility and
taking up both positive and negative matters whestad. Moreover, it was highlighted
by the equal and fair treatment of all members woak community. Consequently, the
leadership practices reflected on the primary iofeahared leadership in sharing both
power and responsibility (Ropo et al. 2005, p. 3actices in the case organization
also utilized empowerment, which has an importalg in shared leadership.

The mentioned leadership practices were also relate core ideas of
transformational leadership. The leaders were deghras respected figures who
provided employees with constructive feedback shgviiehaviour typical in the main
features describing a transformational leader, sash Idealized Influence and
Individualized Consideration (Bass, 1985). Moreoube leadership highlighted key

principles of interactive leadership in terms oé theader-member-exchange theory
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(Manka, 2012, pp. 16911). The theory's essence is that the importaricéhe
interaction between a leader and employees is itsatial for the establishment of
good leadership. A leader whose behaviour has &eeerienced as fair, as was the case
in the case organization, creates trust. Mutuat iruaddition to respect and reciprocity
are the requirements of a functional interactiotbween leaders and employees. On
a practical level, enabling leadership practicésnadd an employee to influence his or
her own job, which proves they supported psycheligempowerment. In addition,
a leader following the transformational approachitwed employees' work regularly
by keeping an eye on their working hours. In thd,ehe features of good leadership
supported Nielsen and Daniels' (2012) findings &bibe leader's positive attitude
towards employees being a key factor for well-beihgork

However, the interviews revealed also a few mattieas seemed not to support
the enabling leadership approach in the case agamn's current culture. To begin
with, the current leadership practices didn't zilteam leadership as much as they
could have. The notion draws attention to aimingexing a team leader more as an
equal member of the team instead of in a strongersmprole. Also the position of
immediate superiors could be conflicting in therent organizational system. If the
immediate superior had been a teacher colleagueebitftook time from both, the new
superior and colleagues, to adapt to the new Bi¢h the role and the position of the
immediate superior seemed to indicate problems. ddiate superiors didn't seem to
enjoy their jobs. Furthermore, it was suspectedt they were not necessarily always
chosen for the job based on having the best comgietefor the job. It may be possible
that the current position immediate superiors hatth'lempower them as much as it
should have to make them feel confident in thele.rédhe conflicting expectations for
an immediate superior may have a connection tohmdggical empowerment (Manka
2012, pp. 116111). An individual who is psychologically empowergas trust in one's
competencies and opportunities to influence omdisand decision-making. He or she
finds the job meaningful.

Key essence of good leadership could be found enand mutual interaction
efforts. Open interaction meant in general equaspectful and regular interaction
between the leader and the employees. An opensdisruculture in the organization
was understood as referring to the fact that onddcapproach the leader with any

matter. The findings support the views about pesitorganizational citizenship
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behaviours, such as collaboration and reciproditfiluencing a work community
(Manka 2012, p. 123; Wat & Shaffer, 2005, 4479).

A good leadership style in the case organizatioa egmnected to ethical, shared,
visionary and emotional as well as task-orienteadégship. The respondents gave
a number of illustrative examples to justify theilews. To begin with, ethical
leadership practices in the case organization cbaldeen in a leader's sound ethical
grip, which could be seen in showing confidentyalithis notion reflects on the idea
that ethics of good leadership is also ethics ahga Caring is an encounter in nature
(Noddings, 2005). A leader treating each employéh wvare is a great ethical leader.
Further, ethical leadership principles actualized réespect that could be seen in
everyday encounters, for example by thanking engasyfor a job well done. Abilities
like enjoying helping others grow and being ables¢e the potential in employees are
key features of personalistic ethics resulting rems$forming leadership (Hitt, 1990).
A leader being proud of a job well done utilizescaémotional leadership. Motivation
can be achieved through positive feedback (Goleni®9§8). In the end, ethical
leadership was seen in leaders having a positiitade towards employees (Hitt, 1990;
Manka, 2012). This could be seen as a proof of guaisstic ethics realizing in
transformational leadership encouraging optimism.

Shared leadership practices could be found in masgonses. Good leadership
was seen as a way of action that was based on m@iwge actions involving the
concerned. The view supports Yukl's (2006, p. 4d9¢rall notion about shared
leadership emphasizing that leadership actionsnoindividual leader are much less
important than the collective leadership providgdalh the members of the organization.
Visionary leadership, in turn, was defined primagb encouraging visionary leadership.
Bass' (1985) transformational leadership factoalided Influence includes the idea of
providing a clear vision to employees. In addititlhe factor Inspirational Motivation
includes a further idea to inspire through motimatiln Bass' (1985) view also group
spirit can be enhanced with the help of this fadiopractice, visionary leadership was
mentioned to include visionary actions, having geti-making skills, showing trust
and sharing power. Thus, the leadership practicethe case organization supported
also the ultimate aim of transformational leadgrshio build trust and foster
collaboration with others (Northouse, 2007, p. 190)
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Emotional and task-oriented leadership approacleze wonsidered to be crucial

for enabling leadership. Having good task-orientsatership skills related to having
great management skills, being able to run tasksoosimy. In addition,
a good task-oriented and emotional leader knew twwive constructive feedback.
A good leader needed also emotional competencesciadly an ability to show
empathy. These findings support Goleman's (1998,8p1) idea of the emotional
competence requiring a skill to show empathy bygitfully considering employees’
feelings.

In the end, the study found support for the contenay notion that both leading
people and managing tasks skills are needed in gaat®rship. The principle has been
supported by many researchers such as Manka (pp135-36), Manka et al. (2007, p.
14-15), Simola and Kinnunen (2005, p. 134) and Vudhij(2006, p. 198). The
leadership aiming at both managing tasks and lgadpeople well aims at
empowerment.

According to the study, good interaction promotedlsleing at work. Among the
factors crucial for good interaction the responddatnd the leader's character and the
leadership style and him having 'good basic leddeskills'. These were understood as
skills to do with managing tasks as well as thelée'a initiative and resourcing skills. In
the end, a great leadership style reflected omaatt of responsibility. This atmosphere
could be seen in the leader's presence and higyatul show an example. These
findings reflect on Ropo's et al. (2005, pp-20) notion of shared leadership in terms
of making leadership common with the help of stg@ppreciation and trust. Making
common is above all about having a will to negetidthus, enabling leadership had a
strong connection to a bit more interactive leduerapproach, which was named as
'interactive basic leadership' by the researcheed@n an interviewee's definition for
basic leadership skills. The name refers to the ki of aiming at both mutual
interaction and managing tasks well. Interactial&rship features could be recognized
in the new, recently appointed principal's actiomghe case organization such as in
encouraging employees and communicating to allniopen manner. Yukl (2006, p.
117) has found an interactive leadership approdubugh the Leader-member-
exchange theory effective because it can be usededgers to create a unique
relationship with each employee. Goleman (1998,8%91), in turn, emphasizes the

importance of leaders having good social skilld.iAlall, respondents' views support
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Nielsen and Daniels' (2012, p. 393) notion thatdézg’ positive attitudes towards
employees promote well-being at work.

Nevertheless, changes in the organization anduitests could be identified as
issues causing insecurity and further demandshiiteéaching staff. Recent changes in
the case organization's leadership had producedarsition period during which
employees were not yet familiar with the new leadefhe organization was
experiencing an unknown leadership phase. Furthexmmodern students required
more and more individual attention from teacherhjctv was considered demanding
and challenging.

In terms of the leadership influencing well-beintpe conclusion was that
enabling leadership practices promoted both jolisfaation and a good working
climate. In the case organization the key contdlaitfor job satisfaction were
considered equal leadership practices and consteuetedback, which was regarded as
caring in the broadest manner agreeing with Nod¥n(2005, p. 15) notion of caring
as an encounter. Furthermore, the intervieweegdfdyrarticularly important to be able
to influence their own work through affecting work teams. Thus, their work
community aimed at fulfilling the basic requiremenit psychological empowerment,
that is trust in one's competence and opportunitiesfluence one's job and decision-
making (Manka, 2012, pp. 16910). In the end, having influencing opportunit@s
one's job were seen to reflect on the freedom afiop. The open discussion culture
provided employees with good opportunities to iefloe leadership. A good working
climate, in turn, was in the end seen as a crulgatlership decision. Enabling
leadership could promote the creation of a positivarking climate and help to

maintain it.

6.3 Open interaction is essential for the working climée

Discussion had a key role in promoting functionakeraction at work based on the
interviews. Open interaction was born in additian discussion through respect,
sincerity and equality. Moreover, it was found esisé that all matters could be dealt
with. In the end, open interaction actualized inrkvoommunication, which could be

characterized by mutual responsibility, initiatiared trust. Accepting all people as they
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were was added as a major factor promoting a amtste discussion culture. The
views support Manka's (2006, p. 145; 2012, pp-122, 124125) notions that open
interaction is in a key role when one aims at hngdrust at work place. In addition,
discussion has been found to have a major influenceeating open interaction. Giving
and receiving constructive feedback and takingaesibility are the main tools of open
interaction.

Common features of interaction based on the irgamees' opinions included
transparency, communicating all matters as up-te-d& possible, the freedom of
opinion and having constructive communication pples, such as encouragement and
common lines of actions. The features reflect ory Keatures of collective
psychological capital, such as employees believingthat they can influence
discussions dealing with, for instance, groupsitsgies (Manka, 2012, p. 166).

An interactive leader in the context was charapgelias showing mutuality, being
approachable, treating people with respect in esénation and acting in an open and
transparent way. Furthermore, a good interactiadde could involve employees, which
was found particularly important in decision-makimte or she could also create room
for encounters and support the employees' inigattvowever, what a good interactive
leadership was not, was competing. The notions atipyyvat and Shaffer's (2005,
417-419) views emphasizing that reciprocity and a tdimate in a work community
are crucial factors. Ultimately, they promote effeeness

Cooperation could be achieved through and withhisdp of group spirit based on
the study. Working together, co-working, was foandornerstone of the working style
in the case organization. Both preconditions angsiide barriers for cooperation were
identified. In a nutshell, group spirit was definesl empowering co-working. In terms
of personal relations, the quality of them was fbuie vary. All in all, sharing
information and good experiences was found to ptenpersonal relationships and
cooperation. One's immediate colleagues, the supand the students were seen as the
most crucial personal relations. Furthermore, tleworked working mode was
regarded to influence personal relations. Teame wemntioned as the most natural way
of connecting with colleagues in the case orgaiumail hese views proved that the case
organization had a good working climate characteriwith for example mutual trust,
good mutual relationships and support from collesgmatching with qualities of

a good working climate, see Simola and Kinnune®%2@. 136).
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A few preconditions and barriers for cooperatiorrevielentified. Firstly, it was
pointed out that duties had to be taken as dutied,is to keep business and private
apart at work was recommended. Secondly, the aduhmemarchy could develop as
a barrier especially in project work where the pcojmanager had many responsibilities
but not enough power. Moreover, changes in leagetsid made employees wonder
what would follow. Thus, a leadership change migbtome a temporary barrier for
cooperation.

Group spirit was seen as a crucial factor for comjpen in the case organization.
It was considered itself a part of cooperation andual support. General features of
group spirit included a few notions. To begin withere was not found one way to
promote group spirit. A leader could aim at it iy present, having an open attitude
and being approachable to all. In addition, theesigp's expertise and ability to take
responsibility affected the group spirit. In teathe team leader's equal position, equal
treatment of others and people-leading skills wietend important. In practice, group
spirit was promoted through communicating, inteénigrin matters when needed,
guiding employees toward the basic task throughtsme solutions, creating common
goals and pursuing them together and having conlmes of action. Emphasizing the
importance of group spirit as empowering co-workomgmnects group spirit to Manka's
(2006, 18) and Manka et al. (2007, 19) views thatug spirit is a consequence of
having respect for others' work, an open attituttk @awillingness to help others.

On the organizational level, group spirit was cared to a balance between
productivity and work. With a good balance joy obnw could be created. To sum up,
as Manka et al. (2010, p. 34) point out, to buildomstructive climate that promotes
well-being at work is in the end a mutual tasks tade up of good leadership but
requires the employees to take responsibility, tdowever, a few organizational
practices or structures were found to hinder theeld@ment of group spirit. The way
employees in teams were sitting in offices far afrayn each other and too big group
sizes were regarded as the biggest challenges.

In the end, the study supported the notion tharamtion makes a difference in
promoting a good working climate. Interaction wasirfd a significant factor for the
creation of a positive working climate. The findisgggested supporting answers to the
second research questiddpw does open interaction support the developmérd o

positive working climateGood interaction was defined, in brief, as havingctional
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daily relations that all were equally responsilde What was found especially crucial
was the fact that interaction should be based oromen attitude and discussion.
Furthermore, the interaction culture was seen teehan essential role because it

reflected on the working climate.

6.4 Key results

The key findings of the study are summed up in ok sentences. They summarize
the respondents' definitions for well-being at wokk working climate and job
satisfaction. The sentences introduce factors @atefor well-being in a work
community in this context. Furthermore, the keyteroes provide a brief view on how
the respondents understood good leadership asadtirepwhole and which leadership
practices characterize enabling leadership. Engibleadership was considered to
promote both the job satisfaction and the positi@king climate. Thus, leadership
practices related to enabling leadership help yga#x the development of a positive
working climate, which was the focus of the firesearch questionyhich factors in
educational leadership are crucial for the devel@nminof a positive working climatén
the end, open, appreciating interaction was foundessential factor promoting the
development of a positive working climate. The tessprovided answers to the second
research questiorllow does open interaction support the developmérg positive
working climate 'Co-working', group spirit and interaction wereefided as

preconditions for a positive working climate.

— Well-being at work actualizes in feelings of weBseand balance

— Working climate is created by appreciating intaract

— Job satisfaction develops through 'co-working'

— Good leadership is a well-being enabling whole

— Interaction promotes well-being at work

— Enabling leadership promotes job satisfaction amsitiye working
climate

— Open interaction promotes a positive working clienat

— Cooperation at work develops through group spirit

— Interaction makes a difference in a positive wogkitimate
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6.5 Credibility and recommendations

The findings of the study support the demands émetbping school leaders' training in
Finland to better equip leaders with skills to ddhwpromoting interaction, see
Vuohijoki (2006). The study succeeded in emphagitire need to develop educational
leadership towards a more interactive leadershipageh. In addition, the key findings
support the views suggesting there's a need tolaeJveadership practices in the
Finnish school context, see Lehkonen (2009) andhifoki (2006). The findings are
relevant in relation to previous research providegdence educational leadership
should be developed to better meet the needs ofaéidnal leaders especially in
providing skills to lead people. Thus, the resuli&vance to the educational leadership
practices in the school context supports the ciggtitof the research report, which
a carefully conducted research aims at (Tuomi &faavi, 2009, pp. 141, 159). In sum,
the results provide the case organization with iatumformation about leadership
practices related to leadership promoting well-geibwork.

With a careful research design | aimed at supppriinther credibility in the
research. The study was introduced to the casenizagion and the respondents were
chosen with the help of key informants | had methi@ working life. The procedures
support Patton's (1990) view for a typical caseeng and Fontana & Prokos' (2007)
view suggesting that familiarity with the case arngation may support research
focusing in reflexivity. | aimed at guaranteeingnfidentiality in the study in all the
steps of the research process and especially dgrefoen implementing the research
design. The participants were informed about theeasch design, the processes
involved in the participation and their right tothdraw from the research. Special
attention was also paid to ensuring the particpamght to privacy in terms of
anonymity and confidentiality as recommended by Bawenter (2009, p. 50). Before
interviewing a pilot test was carried out and thieiview outline was updated based on
it. Further, a research permit was asked from thge corganization and informed
consent from each respondenhe way the data was collected and analyzed has bee
illustrated step by step in chapter 4. Researchgbes show the data collecting and
analyzing phases. In addition, the way the reswitse gatheredrom the data and

summed up have been explained carefully introdueitsp the summary tables that
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combine the key results in each three theme. Tieeviewees' anonymity was secured
in the data analysis by referring to them withdetiodes in the quotations. By reporting
both the data collecting and analyzing phases wldlyef aimed at ensuring the
reliability and validity of the research resultsupii and Sarajarvi, 2009, p. 141; van
Deventer, 2009, p. 53). Confidentiality was secutether after the data analysis when
all the audio files were demolished as requestetthédygase organization.

The case organization as the target of study stggbawell the working life
orientation in the study. The data collecting mdtha semi-structured interview, was
a successful method. The research interviews pssgcewell and were carried out
without other than a few technical problems wherording the interviews. The used
interview outline was designed in such a way thaew interview can be conducted in
any other work community utilizing it. Thus, thesearch design supports the
adaptability and transferability of the study. Fermore, as Lewis and Graham (2007,
p. 78) suggest, an ethical researcher aims at af@nel negotiating relationships in
interviews. Even though an interview is carefullgrmed, there will be elements in it
more relevant and others less relevant to particgpalhe researcher should let the
participants challenge them by negotiating with thierviewer. This principle was
followed in the study to provide the participantghwan opportunity to add further
perspectives and give feedback. One intervieweektt for the neutral approach
towards the topic. It made participating in thedstua nice experience and drew
attention from negative features related to thactoplowever, another interviewee
found the topic somewhat abstract and a few questioclear. Thus, the interview
outline could have been designed more carefully.

In the end, some recommendations and implicationdurther research can be
given. Since only one case organization was indutte the research design, the
findings aren't applicable as such. The case org#don represented one university of
applied sciences in Finland. In the future alseenmational organizations could be
studied to broaden the scope of this research @ifitid out how leadership practices
promotinga positive working climate and well-beiaty work differ from the ones
introduced in this case. Furthermore, future ssd®uld combine both qualitative and
guantitative research methods in order to be ablstudy larger samples and provide
results that could be generalized. A group intavyitor instance, could function as a

method providing more versatile data.
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APPENDICES

APPENDIX 1. SEMI-STRUCTURED INTERVIEW OUTLINE

Teemahaastattelu
PaulaParkkila
Tutkimuskysymykset

"Well-being at work in an educational context"
1. Which factors in educational leadership are cruciathe development of

a positive working climate?

101

2. How does open interaction support the developmeatpwmsitive working climate?

3. Mitka tekijat oppilaitoksen johtamisessa ovat okeisia myonteisen tydilmapiirin

muodostumiselle?

4. Miten avoin vuorovaikutus tukee myonteisen tydilirap muodostumista?

Teemat
Taustatiedot

-ikd, tehtava, koulutus/ammatti, tybkokemus (tyddetoorganisaatiossa)

Ty6hyvinvointi

-tydhyvinvoinnin kokonaisuus (- ty6ilmapiiri - tygftyvaisyys)

-hyva tydilmapiiri

-myonteinen tyoilmapiiri ja tydhyvinvointi

-asenteet

-tyotyytyvaisyys
-vastuu tydéhyvinvoinnista

Johtaminen

-hyvé johtaminen

-johtamistyylin merkitys

-henkildstén vaikutusmahdollisuudet
-henkiloston/tyontekijoiden kokemus

Vuorovaikutus
-vuorovaikutuksen kokonaisuus
-vuorovaikutteinen esimies
-henkildsuhteet

-ryhméahenki

-vuorovaikutus ja tydilmapiiri
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Maaritelmat

Manka, Kaikkonen ja Nuutinen. (2007, 7) maarittédyahyvinvoinnin tekijoiksi
seuraavat: organisaatio, yksild, ryhméahenki, tyégianies. Tassé tutkimuksessa
tydhyvinvointia tarkastellaan esimiestyon, johtagnistyontekijan ja vuorovaikutuksen
nakokulmista.

Tassa tutkimuksessy6hyvinvointymmarretddn organisaation ja tyontekijoiden
vuorovaikutuksen tulokseksi (Manka ym. 2007).

Tyoilmapiiri = Nakari (2003, 19) maarittda ilmapiirin tydntekijéid subjektiivista
tydymparistda koskevista havainnoista ja niille enista merkityksista muodostuvaksi
kasitteeksi.

Tyotyytyvaisyys Makikangas, Feldt ja Kinnunen (2005, 59) méaarittava
tyotyytyvaisyyden kuvaamaan sitd, missé maarintgkijat pitavat (tyotyytyvaisyys) tai
eivat pida tyostaan (tyotyytymaéattomyys).

TyO6hyvinvointi kasitteena kattaa seka tyoilmapiietta tyotyytyvaisyyden.
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(English translation of the interview outline.)

Semi-structured interview

Paula Parkkila

Research questions

"Well-being at work in an educational context"

1.

2.
3.

4.

Which factors in educational leadership are crucathe development of

a positive working climate?

How does open interaction support the developmeatpwmsitive working climate?
Mitka tekijat oppilaitoksen johtamisessa ovat olgisia myodnteisen tyGilmapiirin
muodostumiselle?

Miten avoin vuorovaikutus tukee myonteisen tydilimap muodostumista?

Themes
Background information
-age, position, education/profession, work expeeeifworking years in the organization)

Well-being at work

-well-being at work as a whole (- working climat@b satisfaction)
-a good working climate

-a positive working climate and job satisfaction

-attitudes

-job satisfaction

-responsibility of well-being at work

Leadership

-good leadership

-the significance of leadership style
-personnel's opportunities to influence
-personnel/employees’ experiences

Interaction

-interaction as a whole

-an interactive superior/leader
-personal relations

-group spirit

-interaction and the working climate
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Definitions

Manka, Kaikkonen and Nuutinen. (2007, p. 7) deffreefactors making up well-being at
work as follows: organization, individual, grougripwork and superior. In this study
well-being at work is approached from the perspestof superior, leadership, employee
and interaction.

In this studywell-being at works understood as the end result of the cooperation
between an organization and employees (Manka,2G07).

Working climate= Nakari (2003, p. 19) defines climate as a cohttegt develops
through employees' subjective observations ab@uvtirking environment and meanings
given to them.

Job satisfaction =Makikangas, Feldt and Kinnunen (2005, p. 59) defiesatisfaction
as an evaluation about to what extent employeeqjiib satisfaction) or dislike their
jobs (job dissatisfaction).

Well-being at work as a concept covers both workiirgpate and job satisfaction.



APPENDIX 2. DATA ANALYSIS TABLE B) LEADERSHIP

Data Analysis Theme B) Leadership (extract)

B1 good leadership
B2 a leadership style - a good

leader

B2a influence of leadership style

B3 leadership and job satisfac

tion

B4 employee influencing opportunities
B5 leadership and working climate

105

Original expressic Summarized expressi Subcategor Main categor
B1 H: jos ajatellaan hyvaa johtamis | B1.1 Hyvé johtaminer | Jaettu

niin ku sun mielestd, niin mita se hyyadHyva johtaminen on jaettua johtajuus
johtaminen merkitsee? perustuu jaettuun johtamista

B1 V1 s11 V: mutta mutta tuota hyva johtamiseen Shared
johtaminen niin kylla m&a nyt Good leadership | leadership

sanoisin sen kuitenkin meilla meilla
sen minkd maéa odkokenu
positiiviseksi on niin etta sita vastuut
on jaettu

H: ym V: eli se ettd séé oot itse
vastuussa siité ja saat aika
itsendisestikki teha niitd paatoksia e
mihin suuntaan s&é meet ja mitéa sag
haluut tehd&a H: Ym V: ja kuin lopultg
mydskin osittain sita ettd kuin
aktiivisesti haluu tydskennella etta
voihan tassa jattaa niin kun voi myos
jattéaa asioita tekematta elikka se kui
laadullisesti haluaa tydskennella. ja

niin kun mun mielesta siina on niin Ku

sekavastuut etta velvollisuudet kasi
kadessétta ..et se hyvéa johtaminen
niin ku mahdollistaa sen etta silllon
tiedetdén etté séa osaat tehda ja ho
asiat..niin sulla on oikeestaan aika
vapaat kadet

B1 V1 s11-12 H: siiné on sillon
tavallaan niin ku luottamusta

V: siiné on sillon sitte luottamusta
mukava etta ..ja sitten niin ku
myoskin tavallaan kannustetaan
siihen ..meillahén puhutaan
tammosesta kun visionaarisesta

johtamisesta.. H: joo V: mutta tiietddnencouraging visionary

niin ku oikeestaan ettd mihin suunta
taa tata laivaa halutaan vieda

H: se sitte nimenomaan kaikissa
johtamiskasitteissé nykyaan on se
visionaarinen H: mutta sitee etta mit
se on toteutettu sita ei ehka aina

Good leadership relies o
shared leadership
a
Hyvé johtajuus antaa
vastuuta ja itsenaisyytta
oman tydn tekemiseen jg
téuottaa tyontekijan
A taitoihin

Good leadership gives
responsibility and

5 freedom for doing one's
njob and trusts in an
employee's skills

dat

B1.1

Hyvé johtaminen on
kannustavaa visionaarist
johtamista, jonka avulla
tyontekija osaa suunnata
omaa tyotaan
Good leadership is

ateadership with the help
of which an employee
can direct his/her work

N

his shared

leadership

Johtaja antaa
vapautta ja rajat

Leadership
provides freedom
and sets limits

Hyva johtaminen
aon ohjaavaa
visionaarista
johtamista

Good leadership
is directing,
visionary
leadershi

toteuteta..etta meilla meilla ollaan

Mahdollistava
johtajuus

Enabling
leadership

Visionaarinen
johtajuus

Visionary
leadership
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siina kohtaa tietylla tavalla onnistu

B1 V2 s11 H: hyvasta johtamisesta
voi lahtee liikkeen ..johtaminen
millasta

V: ma uskon esimerkilla johtamiseer
ja sit ma uskon palautteen antamise
H: joo

V: ja sit m& uskon sellaseen..jos kun
se esimies on niin ku helposti
l[&hestyttavissa niin sillon hanelle
mydskin kertoo seka hyvia etta
huonoja asioita

B1 V2 s 12 H: tuleeko mieleen ihan
joku esimerkki tai kokemus taalta
omasta oppilaitoksesta missa sun
esimies on toteuttanu tAmmosta

V: se ..yks lehtoreista sanoo, ettéa
hanta kiusataan H: okei

V: niin siihen mun mielesta esimies
sitd asiaa hoitaa ansiokkaasti H: oke
V: eli han kuulee kaikkia osapuolia H
YmV: ja myéskin on tarttunut siihen
asiaan eikd vaan sano et kunhan
kuvittelet

B 1V2s 12 V: ja sit mun esimies nii

tota myoskin seuraa meian tydaikaal.

mut must se on silti silleen kiva et
maa naan et se
hakee, paikka tullu auki ja

B1.2

Hyva johtaminen on

l&hestyttavyytta,

esimerkin ja palautteen
eavulla johtamista

Good leadership
approachability, leading
with the help of example
and feedback

B1.2

Hyvé johtajuus néakyy
asioihin tarttumisena ja
osapuolten kuulemisena
esimerkiksi
kiusaamistapauksessa

i Good leadership can be
1:seen in taking up matters
and listening to parties
for example in a bullying
case

s

Hyva johtaminen
on esimerkin ja
palautteen avulla
toimimista

Good leadership
is functioning
with the help of
example and
feedback

Hyva johtaminen
on asioihin
tarttumista

Good leadership -
taking up matters

Johtaja
valvootydaikoja

Leader monitors
working

Mahdollistava
johtajuus

Enabling
leadership

Mahdollistava
johtajuus

Enabling
leadership

Mahdollistava
johtajuus

Enabling
leadership
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APPENDIX 3. WELL BEING AT WORK -SUMMARY

Well-being at work - summary

Sub category Main category Unifying concept
Well-being at work - feeling well at work

Well-being at work actualizes in feelings of weseand balance Well-being at work - feeling welvatk

Students as colleagues, factors affecting well-dpainvork Parties of well-being at work

Well-being at work is a subjective whole Welltige at work as an individual experience

Attitudes to well-being at work are individual

B

The impact of organization and colleagues is
important for well-being at work

Collaboration promotes well-being at work

Well-being at work is based on open interaction

Factors behind

Respect towards leaders influences well-being akwo .
well-being

Mutual respect and appreciation of individual difieces Building blocks for well-being at work
are crucial factors

Well-being at work is openness, discussing, howesking,
mutual respect

A good and well-organized job produces an expeeeric
feeling well at work

Community itself has a big role in the experiencewell-being at work

J




Superior knows employees' tasks and takes cawglofds

Responsibility of well-being at work is a part of arganization's
responsibilities towards itself and its environment

Everybody is responsible for well-being at work but
leaders show the direction

Each employee is responsible for well-being at work
but leaders create preconditions for it

A superior position brings about responsibility ¥egll-being at work

Leadership has a bigger responsibility over weillpat work due to
influence power

Everybody is responsible; in everyday discussiepoasibility for
well-being at work is transferred to management

Working climate is created by appreciating interacton
Working climate is an invisible structure,
a spirit and atmosphere in an organization

Working climate is an individual's sum of communitglleagues
including students and leadership

Working climate reflects positive working princigle

Working climate is based on rules and followingnthe

Leadership enables a good working climate

The self-developed working culture promotes thedg@orking climate
A positive working climate is made of humoristionemitted working
A positive working climate is about feeling finedawanting to stay

A good working climate can be seen in open andudsiag culture

Organizational responsibility of well-being atnko

> Shared responsibility of wedlibg at work

Working climatéhe atmosphere of action

> Workiirgate reflects principles of action

Features of a positive working ctena

\

Factors
behind
well-
being
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Proactive and open principles favored at this wsite of applied
sciences create a good working climate

A recipe for a good working climate

In a positive working culture a lot can be achiedee to trust,
support and positive feedback

A positive working climate is created by payingeatton to
A working climate comes from respect

Appreciating interaction creates a good workingelie
An open discussion promotes a good spirit

Open communication promotes a good interaction
Respect produces positive working climate

Inspiring work creates positivity

Specialist background influences attitudes

Negative attitudes reflect on the working climate

Attitudes make a crucial difference affecting expeces of
working climate

Attitudes can infect a working climate
Lack of respect reflects on attitudes
Strong work-orientation can destroy the workingnelte

'‘Experience of work' defines an individual defioiti
for well-being at work

Features pbaitive working climate

Apptté interaction builds up the working climate

Attitudes reflect on the workintimate

Factors
behind
well-
being
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Job satisfaction develops through co-working

Job satisfaction is willingness to go to work thauitd
a successful cooperation

Job satisfaction is enjoyment of work

Job satisfaction is a result of the overall wotkaiion

Relationship to one's own job is the decisive fafidpjob satisfaction
Joy of work creates meaningfulness and positivity

Emotional attitudes can explain job satisfaction

Sharing and cooperation promote job satisfaction

Co-working creates job satisfaction

Positive student feedback produces job satisfaction

Succeeding in one's job creates job satisfaction

Encouraging feedback creates job satisfaction

A recipe for job satisfaction

'‘Co-working' promotes job satisfaction

Positive feedback promotes job satisfaction

110

Factors
behind
well-being




APPENDIX 4. LEADERSHIP -SUMMARY

Leadership - summary
Subcategory

Good leadership enables well-being and relies ontaraction
Good leadership stylenables
Leadership provides freedom and sets limits

Good leadership is functioning with the help of an
example and feedback

Good leadership is taking up matters

A leader monitors working hours

A leader allows an employee to influence his/hérgontent
Team leadership is positive

Good leadership is equal

A good leader has courage to interfere

An open discussion culture - a part of good leddprs
Good leadership stylelies on interaction

Good leadership includes an ethical grip

Respect can be seen in everyday encounters

A good leader takes a positive stand

A good leader encourages and supports

Main category

Enabling leadgrsh

Leadership is open interaction

Ethicaldestup

Leadership
styles linked
with
enabling
leadership

Unifying concept

\

Good
leadership
a well-
being
enabling
whole
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A good leadership style relies on co-operation
Good leadership is shared leadership

Good leadership through vision, decision and trust
Good leadership is directing, visionary leadership
A good leader is an emotional leader with edge

A good leadership style is a combination of emation
and task oriented leadership

A good leadership style is constructive, expermaed

Interactive basic leadership promotes well-being

Interactive leadership is experienced as well-beimgnoting

A leader's initiative and resourcing skills reflect well-being at work )
'‘Basic leadership' practices affect well-being atkv

A leadership style makes a difference for well-gein >

Practical leadership practices promote job satisfac

" A climate of responsibility' reflects on well-lpgi at work
Enabling leadership promotes job satisfaction

Good leadership produces job satisfaction

Equal leadership promotes job satisfaction
Constructive feedback is caring

An individual employee can affect leadership imtsa

H_J

It is important for teachers to be able to influeteadership

Sharedrigdde

Visionary leadership

Emotional and ¢aigited leadership

Interaction promotes well-being at work A

'‘Basic leadership' and well-being at work

Inter-
active
basic
leader-
ship

Enabling leader creates a climate s;bmesibilityj

Engldkadership and job satisfaction

Good
leader-
ship -

a well-
being
enabling
whole

Enab-
ling
leader-
ship
pro-
motes
the job
satis-
faction
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Teachers can influence

Influencing team leadership is important

A wise leader respects the subordinates' knowledge
Influencing one's own job is crucial

An open discussion culture provides opportunitieaffect

Working climate is a leadership decision

A good working climate is based on a leadershipsitat
Task-oriented leadership influences the workinmate
Leader's presence is crucial for the working clamat
An open leadership culture promotes the workinmate

Paying attention to and taking up matters affeetiorking climate

Teacher's influencing opportunities

Open interaction promotes influencing

A working climate as a leadership decision

Enabling leadership and a positive workiligate

Enabling
leadership
promotes
the working
climate
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APPENDIX 5. INTERACTION -SUMMARY

Interaction - summary
Subcategory Main category Unifying concept
Open interaction promotes a positive working climag

Open interaction is born from a natural opportubitgiscuss Discussion promotes interaction \

Open interaction enables open discussion abouyiweg

'‘Work communication' - open interaction in the yéifle ‘Work communication' - daily interaction
Open interaction materializes in freedom of opinio \
Open interaction is constructive and encouraging
Open interaction relies on common lines of action
Factors of
Open interaction is working and discussing Festtior interaction open
> interaction
Open interaction is based on equality
Transparency and communication define open intemact
Discussion and respect define open interaction Open
_ J interacti
Interactive leader Interaction
promotes
) ) ) . o ) a positive
An Interactive leader believes in mutual communication working
An interactive leader treats with respect climate
Interactive leadership is transparent

An interactive leader involves employees > Intevadeadership

An interactive leader supports the use of knowlexhystal

An interactive leader communicates and doesn't camam




Leadership is not competition

Co-working at work

Personal relations vary

Personal relations are defined by cooperation

In a network organization personal relationshigsa@eated in teams
Sharing promotes personal relations

The teacher's role includes cherishing personatiosis

The nearest colleagues and students are important

Keep business and private apart

Personal relations vary- hierarchy reflects ongmbyork

Leadership changes make people wonder

Group spirit through empowering collaboration
Group spirit is experienced as empowering collatiama
Group spirit is co-operation and support

The team leader's equal position promotes groufi spi
The superior's expertise and ability to take reslity
Common goals create group spirit

Equality, communicating, interfering promote graprit

Group spirit is following common lines of actionarflexible way

AN

Preconditionsifiteractive leadership

Diversity in cooperation

‘Co-working'

Preconditions for cooperatio
Barriers for cooperation

Barriecofiperation

Group spirit is co-king

Features fongepirit

\

‘Co-working',
group spirit
and
interaction
preconditions
for a good
climate
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Group spirit materializes in mutual support

Leaders' actions and example affect the grouptspiri
Leaders promote group spirit through guidance aedtvity
Presence, open attitude and equality promote gspinjp
Balance between efficiency and work maintains ¢tyeof work
Cooperation promotes working

Organizational practices do not support group spiri

Interaction makes a difference

Interaction is about functioning daily relations
that all are responsible for

Good interaction reflects on the working climate

Good interaction is a meaningful factor for the kiog climate
Interaction culture reflects on the working climate
Interaction affects the working climate

Interaction is important

“

Features for group spirit

Opportunities provided by group spirit

Opportunities pted by group spirit

Barriers for group spirit

Meaningfulness of interaction

\

'Co-
working',
group
spirit and
inter-
action
precon-
ditions for
a good
climate
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