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Abstract

This study focuses on human sustainability in the university context and argues
that human sustainability in this context and elsewhere needs to take a more
central position in research, education, business and public policy. Its
contribution to knowledge is twofold: First, this thesis aims to make a
contribution to the theory of relational coordination, which argues that the
personal transformation of people in organisations is fundamental for
organisational and social transformation, by explaining how the personal
transformation of people takes place in the university context and how the
University can help its employees to positively transform themselves. Second,
this thesis aims to legitimise the concept of human sustainability by theorising

and defining it, given that theory and research on this topic remain limited.

In this thesis | define human sustainability, based on Kantian principles as
follows: “Human sustainability is when organisations respect human beings as
free, rational and responsible, include them in policy formulation and decision-
making and encourage them to build mutual respect with all persons within and
beyond their organisations.” | also put forward a conceptual framework called
“The Cycle of Human Sustainability,” which aims to answer the two research
questions of the study (“How does design for human sustainability affect
relational coordination?” and “How do human sustainability and relational
coordination affect worker outcomes?”), to show the associations among the
three constructs, and to explain how the University can facilitate the personal
transformation of employees. Although the framework focuses on frontline staff
in this study, it could be utilised to examine any major stakeholder of the
University (i.e., academics), or other organisations and their stakeholders in

other sectors (e.g., healthcare, banking, retail).

Key findings suggest the following: there is a low level of human sustainability in
the University, which has a limited positive influence on relational coordination,
especially between functions; the low levels of human sustainability and
relational coordination have a limited positive influence on the positive personal
transformation of frontline employees in the University which, in turn, have a
limited positive influence on their worker outcomes (work engagement,

proactive work behaviour, job satisfaction).
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Chapter 1 Introduction

The purpose of this first chapter is to provide an overview of the thesis. It starts
with an introduction, then states the aims, objectives and research questions,
which are followed by an explanation of the theoretical contribution. Finally, it
describes the thesis structure summing up the main issues regarding each

chapter.

This study focuses on human sustainability in the university context and argues
that human sustainability, in this context and elsewhere, needs to take a more
central position in research, education, business and public policy. Pfeffer
(2018) argues that governments, organisations and managers should comprehend
and evaluate the negative results and costs of their “toxic management
practices” regarding medical expenses, decreased productivity and increased
turnover. This is the case because stress within the workplace is not adequately
considered by them, despite the fact that there is a vast amount of
“epidemiological literature” on the influence of the circumstances at the

workplace on physical and mental health.

“Social movements” view “human sustainability” and workplaces in organisations
as significant, as they consider “environmental sustainability” and the physical
habitat. Similarly, societies gain from “movements” that focus on the
significance and “sanctity of human life,” and persons’ “physical” and
“psychological” welfare, including their working lives (Pfeffer, 2018). A serious
approach involves university curricula as well as other matters. For example, a
survey of more than 100 business schools in the United Kingdom, examining
whether they comprised teaching on health, employee engagement and well-

being in “any of their courses”, resulted in a negative answer (Pfeffer, 2018).

Although stress at the workplace exists in organisations and institutions in
various sectors (i.e., private sector, higher education), persons usually remain in
“toxic” workplaces for the following reasons: financial need; necessity to take
advantage of the trustworthiness derived from a reputable organisation;
“inertia,” due to their lack of vitality to search for another job;
“rationalization” and “commitment effect,” due to their commitment to remain

in this particular job which implies various “psychological” procedures; and,
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“social proof” when the “toxic” turns to the “norm”. Consequently, persons
“learn what to expect, what to want, and what is normative by observing
others...in that sense, people collectively come to define a version of reality and
certainly what is expected and acceptable” (Pfeffer, 2018, p.182). Therefore,
the “abnormal” and the damaging, such as working long hours, is identified as
the usual behaviour of employees in organisations, which is suitable and
“expected” (Pfeffer, 2018). This is the reality in many organisations, in various
sectors, and higher education is no exception. Scholarly work suggests that
universities in the United Kingdom “are at risk from a process of ‘hollowing out’
- that is, of becoming institutions with no distinctive social role and no ethical
raison d’etre - and that this is a process which undermines the possibilities for
meaningful institutional and academic identities” (Cribb & Gewirtz, 2013,
p.338).

Although universities in the United Kingdom are publicly funded, they have had
substantial autonomy from the state and have been the main places of
“authority” and “decision-making”. However, recently there has been a
decrease in autonomy owing to the launch of more “intrusive regulatory
systems” (i.e., ways of funding, quality assurance regulations) and higher
“market-based” competitiveness. “Business models” including university senior
management growingly prevail with a “cadre” of full-time university “managers”
substituting the traditional appointments of academic senior management
guided by senior professors (Aarrevaara & Dobson, 2013). Higher education
institutions in the United Kingdom are under constant pressure to perform, as
are the majority of universities worldwide. They are obliged to face competition
at the international level, “government accountability measures,” lower
funding, novel technological systems, higher student requests and higher
expectancies from their “business partners” and regions (Franco-Santos et al.,
2014). There is also a great increase in administration tasks and a higher level of
competitiveness for “resources” (Barrett & Barrett, 2008). Changes in the higher
education sector in the United Kingdom also include restructuring and the

utilisation of limited duration contracts (Tytherleigh et al., 2005).

In trying to comprehend the present state of higher education in the United
Kingdom, it is important to understand neoliberalism and its influence in higher
education institutions (Nedeva & Boden, 2006; By et al., 2008). Despite the fact
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that there are similarities with other notions relevant to the current period,
“such as ‘postmodernism,’ (Bauman, 1997) ‘Late Modernity’ (Giddens, 1991) or
‘globalization’ (Steger, 2004) - neoliberalism focuses more on political economy,
[since it] assumed world-wide scope in the triple emergence...of Reagan’s,
Thatcher’s, and Deng Xiaoping’s political and economic offensives in the US,
Britain, and China, respectively” (Collins, 2008, p.xi). Higher education is
pressed by a “set of neoliberal practices and structures” which are reforming
universities based on “neoliberal (and neoconservative) assumptions” of the

economy worldwide (Canaan & Shumar, 2008).

The reform scheme announced by the Coalition Government in November 2010
and incorporated in the following (June 2011) “White Paper (DBIS, 2011a)” is a
very “radical” one in the history of higher education in the United Kingdom. The
principal change is that in times ahead, the majority of the money universities
obtain from undergraduate teaching will be derived from student fees, with
straight state support restricted to a small number of priority areas (Brown &
Carasso, 2013). The Government argues that these changes are necessary to
position English higher education on a “sustainable footing” while decreasing
assertions on the taxpayer (Brown & Carasso, 2013). By positioning “students at
the heart of the system” - to refer to the title of the White Paper - both
“quality” and “efficiency” will be increased as universities reply more
constructively to students’ interests and necessities through substantial

competitiveness and information (Brown & Carasso, 2013, p.2).

Although the government of the United Kingdom suggests positioning students at
the “heart” of higher education, they prioritise the market instead (Holmwood &
Bhambra, 2012). A major change focuses on the “state” and “market” and the
way they are related to the system of higher education. “Marketization” and
“commodification” are two processes that although closely related, are distinct;
they also influence higher education. For example, in the United Kingdom,
higher education is firstly formalised with certain operations and structures in
the short run, in order to switch an “educational service” to a “commodity”
purchased in the “marketplace” in the long run (Canaan & Shumar, 2008). These
processes are part of the transformation of the public sector, in general, from a
welfare to a market state. “The new state formation is, however, as different as

the former welfare state was in turn from pre-war capitalist state forms in
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England” (Ainley, 2004, p.497). “Education-as-market-sector represents a vast
new and untapped area of investment and profit making” (Brody, 2007, cited in
Lewis, 2008, p.46).

Consequently, higher education is conceived and organised focusing primarily,
but not only, on two “neoliberal assumptions” based on which universities should
act: Firstly, they ought to battle to vend their services to their “customers,” the
students; secondly, they ought to generate “specialized,” “highly trained”
people with the relevant understanding that will qualify the country and its
“elite workers” to contend “freely” on an international economic level (Canaan
& Shumar, 2008). Together with these neoliberal notions, “neoconservative”
notions exist as well. Both, neoliberal and neoconservative ideas increase
government control and policing of the public sector which are realised in the
shape of, apparently but not in reality, separate bodies (i.e., “quangos” in the
United Kingdom). Thus, only apparently, it looks as though higher education
institutions, similar to other public organisations, are progressively liberated

from an economic, political and ideological state influence (Beck, 1999).

It seems neoliberalism has “taken away the joy of learning, the creativity of
teaching and the formation of strong public intellectuals” (Patrick, 2013, p.3).
Creative actions necessitate “boldness” and belief, the capacity to take
“intellectual risks,” and to understand and overcome constraints. They will not
do well in an academy “run on principles of Taylorism...The power of creativity
will not tolerate enclosure” (Clegg, 2008, p.222). Critical thinking is also
discouraged since under neoliberalism all public institutions that teach the youth
to be “critical and engaged” citizens is viewed as threatening to the
“established order” (Harper, 2014). The emphasis is on applied research that can
be used instrumentally as a “marketable commodity”, even in the social
sciences, since scholars are undertaking less basic research and search for ways
to make themselves more “sustainable” (Canaan & Shumar, 2008). Universities
look more and more like “corporate research parks”. As Shumar (2008, p.68)
argues, “if in the past the ‘factory town’ was one kind of an ideal for the way
communities ought to be imagined, the ‘university town’ is coming to replace
that ideal.”
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The government in such a higher education system, and especially since the
introduction of student fees, defines students as customers. Recently, “a
student as a consumer approach” (SAC) has been strengthened with the
incorporation of students and universities under the Consumer Rights Acts (2015)
(Bunce et al., 2017). This system is supposed to increase student choice.
However, research indicates that this conceptualisation by the government is
restricted since it considers students as “rational calculators” primarily
considering the financial “costs” and “benefits” of higher education and the
relative quality of universities and degrees (Callender & Dougherty, 2018).
Research on student choice and marketisation in higher education policy in
England indicates that, to date, there is little proof that the “student choice
model” based on greater tuition fees and larger student loans, and so
“enthusiastically” encouraged by politicians and policymakers, has satisfied their
expectations (Callender & Dougherty, 2018). Recent research demonstrates that
there has been a rise in proof indicating that “consumer-based” activities, ideas
and views are pervading into higher education institutions in the United Kingdom
(i.e., Nixon et al., 2018; Woodall, et al., 2014). Managers have executed policies
and processes that centre on earnings and “revenue maximisation,” (i.e., Natale
& Doran, 2012), contrary to the traditional “staple” participation in learning and
teaching (i.e., Marginson, 2013). Research shows that academics view the
introduction of tuition fees as the “catalyst” for students enhancing proof of
“customer-like” conduct, “viewing the education process as transactional” with

the universities “providing a ‘paid for’ service” (Jabbar et al., 2018, p.85).

As a consequence, universities are transformed to “marketizable” institutions
that are progressively heartened to function “synergistically” with businesses to
create affluence from knowledge creation. Universities in the United Kingdom
are growingly having their structure adjusted in a “corporate” way (Rutherford
2005, cited in Canaan & Shumar, 2008). In addition, like other corporations that
do not raise the minimum wage claiming that it is too expensive (Bowie, 2017),
prior research in higher education shows that academic salaries have fallen in
real terms over many years (Taberner, 2018). In parallel, the “information
revolution,” called information and communications technology (ICT), was
extended in approximately 20 years, in contrast to the industrial revolution

which took 200 years. The logic behind ICT includes diverse issues such as the
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procedure of lowering wages and that the principal purpose of education is
learning in order to create earnings (Canaan & Shumar, 2008). For instance, in
the United Kingdom in 2003, the Secretary of Education Charles Clarke’s White
Paper on Higher Education proposed that the principal “challenge” encountering
universities is “to make better progress in harnessing our knowledge to the
process of creating wealth” (Canaan & Shumar, 2008, p.13). In this way, the
“earning-earning dyad” is depicted as being main to the country’s security, and
learning is diminished to the creation of “human capital”. Thus, considerable
restructuring is common in education, and especially in higher education, to
ameliorate the country’s economic place in the international economy (Canaan
& Shumar, 2008).

Consequently, higher education institutions are considered as an “economic
weapon” in an international war of competitiveness for “mastery of change” or
“innovation”. These neoliberal and neoconservative changes have advanced
significant social matters that, in turn, influence policy; for example, “Widening
Participation” in the United Kingdom, that focuses on “disadvantage” calling
class, or the novel vital place of higher education in the economic development
plan and the worldwide awareness regarding the growth of “knowledge
economies”. Therefore, a “means/ends” (Lyotard) rationale prevails in
universities in the United Kingdom (Canaan & Shumar, 2008). This is expressed in
restructurings of universities and institutions worldwide during the last decades,
adopting activities for calculating “teaching performance,” “research quality”
and “institutional effectiveness” (Shore & Write, 1999). For example, the
promotion of an “audit culture” in British universities with novel “audit
technologies,” usually formulated in terms of “quality,” “accountability,” and
empowerment,” as it is considered to be “emancipatory” and “self-actualizing”.
However, such procedures like “Research Assessment Exercises” and “Teaching
Quality Assessments” have had negative effects on higher education since they
“beckon a new form of coercive and authoritarian governability” (Shore & Write,
1999, p.557).

Ball (2003) notes that the re-organisation of education with novel forms of
regulation, controls academics in a different manner, making them “continually
accountable and constantly recorded” and, as such, “ontologically insecure”

(Ball, 2003). Ball states that teachers and researchers are not sure whether their
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work is sufficient, whether they are “doing the right thing,” doing as much or
well comparatively to others, regularly looking to ameliorate, to be superb.
“And yet, it is not always clear what is expected” (Ball, 2003, p.220).
Ontological insecurity comes on top of work intensification in both “first” and
“second-order activities”. First-order activities of teaching, research and
administration proliferate due to the cut in resources, student numbers increase
and requests for greater research proliferate. Second-order activities “of
performance monitoring and management” necessitate dedicating additional
time, showing attempts following from creating performative information
regarding first-order activities (Ball, 2003, p. 221). The paradox of audit is that
“absent from audit is a scrutiny of the audit process itself” (Canaan, 2008,
p.263). Academics inspire students to justify their reasoning and, as researchers,
they perceive good scholarship as that which clarifies the suppositions that lead
investigation (Strathern, 1997). However, audit does not make its standards of
judging clear and, therefore, does not allow “scrutiny” - and potential
modification of these standards. Audit is “not accountable” to anybody or

anything and, consequently, is “hardly democratic” (Canaan, 2008).

Consequently, for more than three decades, higher education institutions
worldwide have “been assailed and assaulted by the tenets of neoliberalism”
(Smyth, 2017, p.56). Universities have extensively restructured and re-
regulated. In fact, they are now more highly regulated than any other period in
the past, an issue that is “at odds” with the neoliberal significance on
deregulation (Davies et al., 2006). New managerialism is the principal way of
governance that links up with neoliberalism since it focuses on “governing
through enacting technical changes imbued with market values” (Lynch, 2015,
p.193). The rigorous auditing of higher education’s products is the “cornerstone”
of new managerialism and the big business of rankings in marketing universities
and promoting journals, that are problematic in many ways, have been accepted
as “inevitable” even by those who understand their diverse imperfections
(Lynch, 2015). Furthermore, research findings indicate that the marketisation of
British higher education has resulted in being “pedagogically limited” since a
“market-led” university might discourage “intellectual complexity” in case this
is not “in demand” and encourage relations with the place of work if this is
“desired” (Molesworth et al., 2009).
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Under these circumstances, managerialism “stifles” transformation although,
apparently, “promising not just change but also innovation. It stifles change
precisely because it reduces all content to form, to procedure and practice”
(Docherty, 2015, p.140). Therefore, research is not considered important
enough; all that is significant is that the research grant is achieved. What is
happening in the classroom is not considered important if the students complete
a survey demonstrating positive results for formal and audited reviews
(Docherty, 2015). According to (Martin, 2016) centralised hierarchy and
bureaucracy, are the two major problems in universities under these
circumstances, despite the fact that there is a growing trend in research stating
that decentralised structures are the best for effective outcomes. This is a
puzzle which, according to Holmwood (2016), necessitates being found in “long-
term changes in British public policy and the paradoxical position of higher
education within it” (Holmwood, 2016, p.63).

As a consequence of these and other changes, stress at work is a “major
problem” in higher education in the United Kingdom (Kinman & Jones, 2004).
Academic and non-academic staff and their families are afflicted by stress. Prior
research in higher education, comprising of two surveys undertaken in 1998 and
2004 suggests that academic and non-academic staff have “consistently”
demonstrated proof of boundary levels of “psychological stress” (Kinman &
Jones, 2004). “Stress levels for academic and related staff are higher than for
doctors, managers and other professional groups, as well as a sample of the
population as a whole” (Kinman & Jones, 2004, p.iii). In addition, the influence
of long hours and “over work” are negatively influencing peoples’ family lives
(Kinman & Jones, 2004). A national survey that investigated the degree to which
higher education institutions in the United Kingdom satisfy the lowest level
standards endorsed by the Health and Safety Executive (HSE) for the managing
of “work-related stressors,” including 9,740 academic and non-academic staff,
reported the following: “stressors” associated with “change,” “role,” “job
demands” and “managerial support” are especially high; high average working
hours persist, with numerous persons continuing to surpass the weekly maximum
set by the UK Working Directive (Kinman & Court, 2010).

Johnson et al. (2019) argue that these changes incorporate, among other issues,

reduced perceptions of autonomy and job security and growing student numbers.
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They contrast stressors and strain between academic and non-academic
university staff in three universities in the United Kingdom, utilising the ASSET (A
Shortened Stress Evaluation Tool) stress measure that provides information on
eight stressors and two measures of strain (“psychological” and “physical” ill
health). The study suggests that for both academic and non-academic staff, the
stressors “work-life balance” and “aspects of the job” are related to
psychological and physical ill-health, and stressors that influence ill-health did

not vary by the kind of job (Johnson et al., 2019).

Consequently, organisations in all sectors (i.e., private sector, higher education)
should seriously consider all these issues and focus equally on environmental and
human sustainability. Thus, they need to ameliorate workplaces where persons
can succeed, be physically and mentally healthy, and able to work for numerous
years without encountering “burnout” or sickness from managing actions
(Pfeffer, 2018). However, as Pfeffer (2018, p.22) argues “we have not begun to
scratch the surface when it comes to reporting on and promoting human

sustainability.”

This thesis views human sustainability as related to human beings, relationships,
roles, coordination, and communication, between and among roles, within and
beyond their organisation; thus, to all stakeholders of an organisation, both
primary and secondary (Freeman, 1984; Freeman et al., 2007). This is the case
because organisations and businesses need to treat people as they should be
treated by others in everyday life; the ethics of business are not different, thus
they are not of a “lesser grade”, from everyday ethics (Phillips, 2003). The
stakeholder approach is distinctive in its prominence on the relationships that
create the networks from which new “value creation ideas” are initiated (McVea
& Freeman, 2005). This thesis focuses on respect for the dignity of all
stakeholders and their relationships. It focuses on human sustainability,
relational coordination and the influence of these two dynamics on worker
outcomes. It defines human sustainability and proposes a conceptual framework
named, “The Cycle of Human Sustainability” aiming to explain the process of

personal transformation of employees in organisations.

Sustainable organisations, which are not so common, could adopt the proposed

definition of human sustainability and increase their level of human
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sustainability. A “sustainable work system” is capable of operating in its
environment and reaching its economic, operational, human and social goals
(Kira & Van Eijnatten, 2009). Sustainable organisations focus on their people,
and the relationships between and among them, such as relationships with their
employees, their community and other stakeholders. They not only perform
better under normal conditions but, also, under unexpected events (Gittell et
al., 2006).

Consequently, relationships, and the way these relationships are coordinated,
become of primary significance. Furthermore, human sustainability, as defined
in this study, enhances relational coordination. Hence, treating people as ends
in themselves is, itself, not only a moral but, also, relational choice, a relational
action, or a relational response. Therefore, human sustainability is not simply
about how the organisation treats people; it is also about how all people
involved with the organisation treat each other, and how this impacts key
organisational performance outcomes, in normal and stressful times. This thesis
adopts the relational coordination theory, which provides important insight into

human sustainability.

Relational coordination theory states that relationships of shared goals, shared
knowledge and mutual respect promote frequent, timely, accurate, and
problem-solving communication, and vice versa, enabling stakeholders to
successfully and effectively coordinate their work. Conversely, when negative,
these same relationships serve as barriers (Gittell, 2006). Moreover, the theory
of relational coordination claims that “there can be no organizational
transformation -or social transformation- without personal transformation”
(Gittell, 2016, p.12). However, relational coordination theory does not explain

how this personal transformation of human beings takes place in organisations.

This thesis focuses on work engagement, proactive work behaviour and job
satisfaction, which are all positively associated to relational coordination
(Warshawsky et al., 2012; Gittell, 2016; Gittell et al., 2008; Cramm et al., 2014;
Albertsen et al., 2014). Work engagement research in higher education
institutions worldwide remains limited (Byrne & MacDonagh, 2017; Daniels,
2016). Research of proactive work behaviour in higher education remains

limited, especially regarding employees. The majority of studies focus on
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students and their proactive coping with various situations (i.e., depression,
communication with academics and other issues) (Bagana et al., 2011; Wang et
al., 2013; Zhou, 2014; Brown et al., 2006; Islam et al., 2018; Lin et al., 2014;
Cho & Lee, 2016; Clements & Kamau, 2018). Other studies, for instance, focus
on academics and the way their proactive personality is related to various issues
(Bergeron et al., 2014; Wahat, 2009; Zhu et al., 2017; Ryazanova & McNamara,
2016). Job satisfaction research in higher education has focused on the job
satisfaction of academics (Rhodes et al., 2007). “Cumulatively”, research in this
sector indicates that there is “little unity” in comprehending job satisfaction in

a college or university environment (Smerek & Peterson, 2007).

Consequently, these issues that are identified need further research and this
thesis aims to contribute by investigating them; hence, human sustainability, its
influence on relational coordination and the influence of both dynamics to work
engagement, proactive work behaviour and job satisfaction in higher education.
This cross-sectional, interpretivist, qualitative case study research is undertaken
in a large university in the United Kingdom. It considers how designing for human
sustainability enhances relational coordination and explores how, together, they
influence worker outcomes such as work engagement, proactive work behaviour

and job satisfaction.

| define human sustainability, based on Kantian principles, as follows: “Human
sustainability is when organisations respect human beings as free, rational and
responsible, include them in policy formulation and decision-making and
encourage them to build mutual respect with all persons within and beyond their
organisations.” The definitions of the other four concepts examined in this thesis
(relational coordination, work engagement, proactive work behaviour, job

satisfaction) are derived from the literature review (Table 1-1).
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Table 1-1 Definitions of concepts examined in this study

e Relational coordination is defined as “a mutually reinforcing
process of communicating and relating for the purpose of task
integration” (Gittell, 2002a, p.301).

e Work engagement refers to a “positive, fulfilling, work related
state of mind that is characterized by vigor, dedication, and
absorption” (Schaufeli et al., 2002, p.74).

e Proactive work behaviour is defined as “taking control of and
bringing about change within the internal organizational
environment” (Parker & Collins, 2010, p.637).

e Job satisfaction is defined as “the degree of positive affect
towards a job or its components. This is determined by
characteristics both of the individual and of the job, and
particularly how work is organized within the corporate work
environment” (Adams & Bond, 2000, p.538).

The aims, objectives and research questions are discussed in the following

section.

1.1 Aims, objectives and research questions

The aims, objectives and research questions are specified in this section as

follows.

The aims of the study are twofold: First, to examine how human sustainability,
as it is defined in this study, influences relational coordination in the University;
and, second, how both human sustainability and relational coordination
influence worker outcomes (work engagement, proactive work behaviour and job

satisfaction).

The objectives of the study are the following: First, to review the relevant
literature; second, to clarify and define human sustainability; third, to design an
empirical study; fourth, to implement an empirical study; and, fifth to provide

recommendations.
The research questions are the following:

Research question 1: “How does design for human sustainability affect relational

coordination?”
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Research question 2: “How do human sustainability and relational coordination

affect worker outcomes?”

The objectives to answer the above stated research questions, are framed from
an interpretive perspective, the research strategy is a case study research
strategy adopting qualitative methodology, and the context of the research a
large university in the United Kingdom. The research is cross-sectional and
studies the associations, not causal relationships, between the constructs of
human sustainability, relational coordination and worker outcomes (Gittell et
al., 2008). The focus of the study is on frontline employees, the programme
administrators, and explores the work they do to support students. Despite the
fact that research on relational coordination indicates that frontline staff are
crucial for the effectiveness of the organisation, research into this topic remains
limited. Frontline employees play a critical role; however, in many industries,
the frontline role is ignored (Gittell et al., 2008). In addition, the programme
administrators are also “boundary spanners” in this university context because
they have to bring together all the relevant functions to serve the programme
and their students. As Gittell (2016, p.68) states, “the boundary spanner, whose
job is to integrate the work of other people around a project, process or
customer, is another key role to be designed by organizations”. Thus, the unit of
analysis is the frontline employees and their relationships with other
professional roles, within a particular unit/School in the University. It is

therefore a multi-level analysis.

1.2 Theoretical contribution to knowledge

This thesis aims to make a contribution to the theory of relational coordination,
by explaining how the personal transformation of all stakeholders of an
organisation, employees, managers and clients takes place in organisations and,
hence, explaining how organisations can help their employees to positively
transform themselves. The theory of relational coordination claims that “there
can be no organizational transformation -or social transformation- without
personal transformation” (Gittell, 2016, p.12). However, this does not explain
how such a personal transformation of human beings in an organisation takes

place.
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This thesis aims to contribute in this area by explaining how the personal
transformation of all persons can be facilitated and take place through the
implementation of the proposed definition and, once finalised, the conceptual
framework of human sustainability. This is fundamental as Gittell (2016) argues
that we cannot have high levels of relational coordination, which lead to
increased worker outcomes, without first having achieved a personal

transformation of human beings in the organisation.

This study aspires to legitimise the sector of “human sustainability” by theorising
and defining it, aiming to make a contribution to the field, since theory and
research remain limited. Hence, | define human sustainability (HS), based on
Kant’s “Formula of Humanity as an End” and the “Formula of the Realm of Ends”
(Kant, [1785] 1990), as follows: “Human sustainability is when organisations
respect human beings as free, rational and responsible, include them in policy
formulation and decision-making and encourage them to build mutual respect
with all persons within and beyond their organisations.” In addition to defining
human sustainability, based on my analysis | present a conceptual framework,

“The Cycle of Human Sustainability”.

The focus of this study is on frontline employees, programme administrators;
however, once the conceptual framework of the cycle of human sustainability is
created, it can be utilised in further research and applied to all other
stakeholders of an organisation (i.e., managers, clients, suppliers, the

community, shareholders).

This study is significant for the following reasons. First, it focuses on human
sustainability, which needs further research (Pfeffer, 2010a; Pfeffer, 2018).
Second, it focuses on relationships, which are an alternative narrative to
describe “successful businesses” and organisations that are “about more than
money. They are driven by purpose. They create value for customers, suppliers,
employees, communities [and]...financiers” (Freeman & Moutchnik, 2013, p.5).
Third, although it focuses on employees, once developed the proposed
theoretical framework can be expanded to include more stakeholders (i.e.,
clients, managers, the community). This is due to the fact that stakeholder
management “is based on a moral foundation that includes respect for humans

and their basic rights” (Freeman et al., 2018, p.3). The ethics of business are
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not different, thus they are not of a “lesser grade”, from everyday ethics and
“stakeholder obligations do not replace, but are in addition to, the duties that
existed prior to organizational scheme of cooperation” (Phillips, 2003, p.163).
Fourth, it focuses on improving and facilitating not only intra- but, also, inter-
organisational relationships, as well as relationships between organisations and
the community, aiming at personal, relational, organisational and societal

transformation

1.3 Thesis structure

The structure of this thesis reflects the research process | followed to undertake
this study (Figure 1-1).

Figure 1-1 Outline of thesis

Research overview

Chapter 1: Introduction

A 4

Theoretical perspectives relevant to research
Chapter 2: Literature Review

A4

Research philosophy, strategy, design and methods
Chapter 3: Research Methodology
A4
Research findings and discussion

Chapter 4: Human Sustainability =~ Chapter 5: Relational Coordination Chapter 6: Worker Outcomes

A 4

Discussion of key findings and conclusions of research
Chapter 7: Conclusion

A4
References and Appendices

This thesis is divided into seven chapters. The current chapter has introduced
the main issues upon which the study is focused, provides some background
on the organisational and higher education sectors, synthesises relevant
literature and states the theoretical contribution to knowledge and the thesis

structure.

Chapter two discusses a review of relevant literature on human
sustainability, relational coordination, work engagement, proactive work

behaviour and job satisfaction. As theory and research on the topic of human
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sustainability remain limited, the literature is derived from the fields of
philosophy, business ethics, sociology and organisation studies. This extensive

literature review facilitates the whole development of the thesis.

Chapter three discusses the research methodology outlining the philosophical
and methodological decisions regarding this study as follows: logic of inquiry
- inductive; ontology - relativism; epistemology - social constructionism;
researcher’s stance - engaged; research paradigm - interpretivism; research
strategy - single case study and qualitative methodology; research design -
cross-sectional with primary and secondary data; research methods and data
collection, with semi-structured interviews and website documents; and,

data reduction and analysis using thematic analysis.

Chapters four, five and six are the core findings and discussion chapters,
which are built around the key themes related to each theoretical concept,
based on the data structure derived from the thematic analysis of the
interviews. Hence, chapter four is structured along the key themes related to
the theoretical concept of human sustainability and includes the following:
Information/lack of information; participation/lack of participation in
decision-making; meaningful/meaningless work; fair/unfair selection,

promotion, evaluation; respect/lack of respect.

Chapter five is structured along the key themes related to the theoretical
concept of relational coordination and includes the following:
Shared/functional goals; shared/exclusive knowledge; mutual/lack of
respect; frequent/infrequent communication; timely/delayed
communication; accurate/inaccurate communication; problem-

solving/blaming communication.

Chapter six is structured along the key themes related to the theoretical
concepts of work engagement, proactive work behaviour and job satisfaction
and includes the following: Work engagement (vigour/impotency,
dedication/disloyalty, absorption/inattention); proactive work behaviour
(individual innovation/individual stagnation, problem prevention/problem
manifestation, taking charge/not taking charge, voice/lack of voice); job

satisfaction (job satisfaction/job dissatisfaction).
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Finally, chapter seven discusses the key findings of the study regarding the
three main constructs of the thesis (human sustainability, relational
coordination, and worker outcomes) and their associations with each other,
answering the two research questions, and drawing the main conclusions of
this research. Moreover, it elaborates upon the theoretical contribution, the

limitations and the implications for research and practice of this thesis.
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Chapter 2 Literature Review

2.1 Introduction

The purpose of this chapter is to examine the theoretical perspectives related to
this thesis. This study focuses on human sustainability and argues that it needs
to take a more central position in research, education, business and public
policy. Sustainability is a broad concept which has taken various shapes and
continues to develop. It has also been defined, as well as measured, in diverse
ways (Montiel & Delgado-Ceballos, 2014). Different definitions of “corporate
sustainability” and “corporate sustainable development,” have been adopted in
the management literature, and published in both academic and practitioner
journals (Montiel & Delgado-Ceballos, 2014). Corporate sustainability is a very
broad and complicated notion (i.e., Hart et al., 2003; Faber et al., 2005; Hart &
Dowell, 2011). This is also demonstrated from the available definitions in the
field of management. There is also ambivalence about whether corporate
sustainability should focus on economic, social and environmental issues, or on
social and environmental, or should focus only on environmental; consequently,
different scholars may agree with one option or another. Despite disagreements
in this area, the majority of scholars believe that corporate sustainability should
focus on economic, social and environmental aspects, even if they utilise diverse
phraseologies to describe them (i.e., “3Ps” of people, planet, and profit or
“Triple Bottom Line”) (Montiel & Delgado-Ceballos, 2014).

Companies, in dealing with these aspects of sustainability, create various
products, practices and procedures which, although necessary, are not sufficient
for the formation of sustainable organisations (Hart & Milstein, 1999; Senge &
Carstedt, 2001; Unruh & Ettenson, 2010). Corporations create sustainability
reports (Global Reporting Initiative 2019), as well as nominate Chief
Sustainability Officers, who endorse sustainability as part of their central
delegation. Although there are diverse positive consequences out of this interest
in sustainability (i.e., decreased contamination) and various other environmental
practices, there is still social injustice and the wearing-away of numerous

“ecological systems” (Haigh & Hoffman, 2014).
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Organisations, in order to respond to social and environmental changes, need to
overcome various industry (i.e., industry policies, capital cost) and
organisational (i.e., staff attitude, not effective communication) obstacles (Post
& Altma, 1994). Furthermore, organisations need to undergo cultural
transformation since the evidence shows that this did not yet happen (Harris &
Crane, 2002). Cultural change is an extremely elaborate matter, since
organisations are “cultural units” which include strong “subcultures” based on
different jobs, products, functions and silos, among others (Schein, 2009).
Consequently, based on the above stated status of sustainability, we understand
that although you can find it all over, it is primarily a downgraded idea in the

business profession and research (Haigh & Hoffman, 2014).

The growing interest in sustainability is more oriented towards physical (i.e.,
environmental and ecological sustainability) than human resources. Although this
“ecological” perspective is well-founded, it is very limited. The reason for its
restriction is that it misses giving a central position to human beings and the way
their behaviour has an impact on it, and vice versa (Faber et al., 2010). The
Academy of Management division on the natural environment has, as one of its
goals, dealing with people in organisations for sustainability (Pfeffer, 2010a).
Moreover, at the UN Sustainable Development Summit in New York in September
2015, all member states of the United Nations decided on new global Sustainable

Development Goals. The declaration states:

“On behalf of the peoples we serve, we have adopted a historic
decision on a comprehensive, far-reaching and people centred set of
universal and transformative Goals and targets. We commit ourselves
to working tirelessly for the full implementation of this Agenda by
2030...We are committed to achieving sustainable development in its
three dimensions - economic, social and environmental - in a balanced
and integrated manner...As we embark on this great collective
journey, we pledge that no one will be left behind. Recognizing that
the dignity of the human person is fundamental, we wish to see the
Goals and targets met for all nations and peoples and for all segments
of society...This is an Agenda of unprecedented scope and significance.
It is accepted by all countries and is applicable to all...[involving] the
entire world, developed and developing countries alike...In these Goals
and targets, we are setting out a supremely ambitious and
transformational vision...We envisage a world of universal respect for
human rights and human dignity, the rule of law, justice, equality and
non-discrimination...” (United Nations, pp.4-5).
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More specifically, the 17 United Nations sustainable development goals are,
either directly or indirectly, part of the objectives of organisations that focus on
human sustainability (Table 2-1).

Table 2-1 United Nations Sustainable Development Goals

“Goal 1. End poverty in all its forms everywhere

Goal 2. End hunger, achieve food security and improved nutrition and
promote sustainable agriculture

Goal 3. Ensure healthy lives and promote well-being for all at all ages

Goal 4. Ensure inclusive and equitable quality education and promote lifelong
learning opportunities for all

Goal 5. Achieve gender equality and empower all women and girls

Goal 6. Ensure availability and sustainable management of water and
sanitation for all

Goal 7. Ensure access to affordable, reliable, sustainable and modern energy
for all

Goal 8. Promote sustained, inclusive and sustainable economic growth, full
and productive employment and decent work for all

Goal 9. Build resilient infrastructure, promote inclusive and sustainable
industrialization and foster innovation

Goal 10. Reduce inequality within and among countries

Goal 11. Make cities and human settlements inclusive, safe, resilient and
sustainable

Goal 12. Ensure sustainable consumption and production patterns

Goal 13. Take urgent action to combat climate change and its impacts*

Goal 14. Conserve and sustainably use the oceans, seas and marine resources
for sustainable development

Goal 15. Protect, restore and promote sustainable use of terrestrial
ecosystems, sustainably manage forests, combat desertification, and halt and
reverse land degradation and halt biodiversity loss

Goal 16. Promote peaceful and inclusive societies for sustainable
development, provide access to justice for all and build effective,
accountable and inclusive institutions at all levels

Goal 17. Strengthen the means of implementation and revitalize the Global
Partnership for Sustainable Development

*Acknowledging that the United Nations Framework Convention on Climate Change is
the primary international, intergovernmental forum for negotiating the global response
to climate change.” (United Nations, 2015, p.14).

All the above stated initiatives demonstrate that, nowadays, it is highly
significant for organisations to realise that companies and their management
practices also have profound effects on human beings and the social

environment. Prior research indicates that, frequently, these effects are even
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more prevalent and harmful than companies’ effects on the physical world
(Pfeffer, 2010a). For example, a study of job satisfaction, undertaken by Right
Management in 2012 in the United States and Canada, indicated that only 19% of
persons stated they were satisfied with their job, with two-thirds of the

participants stating they were not happy at work.

Another example is a survey undertaken by Mercer, the human resource
consulting firm, in 2012 which surveyed approximately thirty thousand
employees all over the world, which announced that between 28% and 56% of
employees wanted to quit their jobs (Pfeffer, 2015). People in organisations are
“very, very unhappy” with their leaders. There are a lot of data demonstrating
that places at work are frequently “toxic environments,” which are negative for
both employees and employers and, as far as research indicates, there is no
proof that there will be improvement soon (Pfeffer, 2015). Pfeffer (2018) states

the following:

“Ironically, companies have developed elaborate measures to track
their progress on environmental sustainability with little thought given
to the companies’ effects on human sustainability. Although
environmental sustainability obviously is essential, so is human
sustainability - creating workplaces where people can thrive and
experience physical and mental health, where they can work for years
without facing burnout or illness from management practices in the
workplace. We should care about people, not just endangered species
or photogenic polar bears, as we think about the impact of corporate
activity on our environments” (Pfeffer, 2018, p.3).

Despite all other significant developments “we have not begun to scratch the
surface when it comes to reporting on and promoting human sustainability”
(Pfeffer, 2018, p.22). This thesis views human sustainability as related to human
beings, relationships, roles, coordination, and communication, between and
among roles, within and beyond their organisation; thus, to all stakeholders of
an organisation, of which two types are important, the primary and the
secondary (Freeman, 1984; Freeman et al., 2007). Hence, “a stakeholder in an
organization is (by definition) any group or individual who can affect or is
affected by the achievement of the organization’s objectives” (Freeman, 1984,
p.46).
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“First...we might call primary or definitional stakeholders to signify
that they are vital to the continued growth and survival of any
business. Specifically, these are customers, employees, suppliers,
communities, and financiers” (Freeman et al., 2007, p.50).

“Second...we have to be concerned with those groups that can affect
our primary relationships. We’ll call these groups secondary
stakeholders. So, activists, governments, competitors, media,
environmentalists, corporate critics, and special-interest groups are
all stakeholders...insofar as they affect the primary business
relationships” (Freeman et al., 2007, p.51).

All primary and secondary stakeholders of businesses, organisations and
institutions are people (Freeman et al., 2018). All persons ought to be respected
due to their dignity and humanity (Kant, [1785] 1990). Stakeholder management
“is based on a moral foundation that includes respect for humans and their basic
rights” (Freeman et al., 2018, p.3). The ethics of business are not different, thus
they are not “of a lesser grade”, from everyday ethics, as some managers and
others have indicated, claiming that business ethics are of a “less strict variety”

than the everyday ethics. It is important to understand that:

“...stakeholder obligations do not replace, but are in addition to the
duties that existed prior to organizational scheme of cooperation.
Running an organization does not license a manager to violate the
norms and standards of society but instead presents a brand-new set
of moral considerations based on stakeholder obligations...Obligations
are added rather than diminished” (Phillips, 2003, p.163).

Consequently, organisations and businesses should treat people based on these
considerations (Phillips, 2003). The stakeholder approach is distinctive in its
prominence concerning the relationships that create the networks from which
new “value creation ideas” are initiated (McVea & Freeman, 2005). Thus, the
fundamental idea is that “business can be understood as a set of relationships
among groups that have a stake in the activities that make up the business...To
understand a business is to know how these relationships work” (Freeman et al.,
2007, p.3).

This thesis focuses on respect for the dignity of all human beings, of all
stakeholders and their relationships. It focuses on human sustainability (HS),
relational coordination (RC), and the influence of these two dynamics on worker

outcomes, proposing a conceptual framework named, “The Cycle of Human
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Sustainability” and aiming to explain the process of personal transformation of

employees in organisations.

2.2 Kantian moral philosophy

Respect for the dignity and humanity of persons is fundamental for the
effective, viable and sustainable management of people in organisations.
Managers, shareholders and all other relevant stakeholders, could comprehend
the reasons human beings have dignity and are entitled to respect, and then
behave accordingly to all persons, treating them with respect and encouraging
them to treat all others the same way. The thesis adopts Kant’s moral
philosophy, in order to examine dignity and the reasons we should respect

human beings.

2.2.1 Why Kant?

This section describes the reasons Kant’s moral philosophy is used as a
theoretical basis for the construction of the human sustainability definition.
There is a need for moral thinking, between and among managers, in
organisations, who usually think in “utilitarian” terms. Managers in corporations,
firms and other organisations, often focus on profit and do not consider issues
regarding justice and equity. However, they often encounter problems relative
to the lack of this consideration. Furthermore, Kant’s moral philosophy focuses
on respect and mutual respect, and can defend, very well, people in
organisations who believe that their rights, pursuits and moral principles are not
adequately respected; the universalised norms and regulations that can be
constructed based on Kantian principles can be helpful and used in diverse
matters in business ethics; Kant’s emphasis on dignity, respect, autonomy and
responsibility of persons, who should always be treated as ends in themselves,
promotes universalised principles, accepted by all persons, roles and functions
involved. Moreover, because everyone is treated with respect and equity, it
encourages participation of all stakeholders, all persons in the organisation, as
co-creators of the main rules and policies, as well as followers. No person from
the ones involved, or sets of people who form groups, the relevant stakeholders,

would ever enforce a rule that exploits people; rather, they highlight those that
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enhance teamwork, collegiality and cooperation among people in organisations
(Bowie, 2013).

Consequently, a theory and a definition of human sustainability, that is based on
Kant’s philosophy, could encourage all persons, all the stakeholders who are
involved in an organisation, to become better persons. Thus, it could assist them
to enhance their lives, as well as collaborate with colleagues to make a better
organisation, a better community and a better society. In this way, the
organisations which adopt and implement rules and procedures that are based
on Kantian ethics have, as their priority, their people and how to provide a
workplace for persons where they work well together and manage to grow both
personally and professionally. The achievement of profit and financial goals are
also considered, since they are necessary for the growth of an organisation
(Bowie, 2013). The “Formula of Humanity as an End” and the “Formula of the
Realm of Ends” based on which the definition of “Human Sustainability” is

constructed, are discussed below.

2.2.2 The “Formula of Humanity as an End”

Kant’s “Formula of Humanity as an End” considers rational beings as persons,
and makes a distinction between persons (i.e., rational beings) with an absolute
and intrinsic value, and things (i.e., a machine), with a relative value. In this
sense, persons have dignity, and things do not. The duty of respect is a duty we
owe to all persons, as bearers of humanity, and this is not related with what any
particular individual is all about, hence on their specific individual traits. Kant,

in his “means-ends” argument, describes that we ought to treat rational beings:

“...[as] designated ‘persons’ because their nature indicates that they
are ends in themselves (i.e., things which may not be used merely as
means). Such a being is thus an object of respect, and...are not merely
subjective ends whose existence as a result of our action has a worth
for us, but are objective ends (i.e., beings whose existence is an end
in itself)” (Kant, [1785] 1990, p.45).

“Act so that you treat humanity, whether in your own person or in
that of another, always as an end and never as a means only” (Kant,
[1785] 1990, p.46).
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Hill (1992, p.41) further explains Kant’s formula of “Humanity as an End” as

follows:

“Kant’s formula, in effect, has two parts, namely: (1) Act in such a
way that you never treat humanity simply as a means; and, (2) act in
such a way that you always treat humanity as an end. The first seems
to have an instant intuitive appeal, but it cannot, | think, be
understood independently of the second. To treat something simply as
a means is to fail to treat it in some other appropriate way while one
is treating it as a means. But (1), by itself, does not indicate what the
appropriate treatment in question is.”

Furthermore, based on constancy, we should respect others for the same reasons
we respect ourselves and expect others to respect us, hence, achieving “mutual
respect”. The principle of consistency is fundamental when Kant talks about
respect, since he claims that we should respect others for the same reasons we
want others to respect us, and for the same reasons we respect ourselves. These
reasons are primarily due to our dignity and humanity. As we recognise the same
traits of dignity, autonomy and responsibility in ourselves, in order to be
consistent, we should be prepared to recognise them in others as well, so we
recognise other human beings to be autonomous and responsible, just like we
are (Bowie, 2017). Consistency is significant, because what we say relative to
one situation, or a person, for example ourselves, we should also say about
comparable situations and cases, for example, about other persons. Therefore,
relations between people, between the diverse roles in organisations, must be,
based on this consistency principle, moral relations, since an organisation is
comprised by people and the various sets of relationships between and among
them (Bowie with Werhane, 2005).

2.2.2.1 Morality, dignity, reason, autonomy

“Respect for others requires, Kant thinks, that we avoid contempt, mockery,
disdain, detraction and the like, and that we show others recognition” (O’Neill,
1989, p.115). The reason human beings are entitled to respect, based on Kant’s
moral theory, is their possession of dignity, claiming that an object which has
dignity, as a human, does not have any price, is well beyond and above any
price. Therefore, the refutation of dignity is what makes some downsizing
unfair, and treats people like machines, that can be either easily substituted, or

can be stopped from functioning, at any time, for no significant reason. In such
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circumstances, that which is without price, thus human beings, are treated as
simply exchangeable with that which has a price, thus machines. Although this
sometimes happens in organisations and companies, this is not acceptable, and
should not happen to somebody who has dignity (Bowie, 2017). Employees, and
the other people in the workforce must not be considered as products, or
objects, that can be easily interchanged and substituted. The main reason for
this is that people in organisations are persons and not inanimate objects (i.e., a
table); they are qualified with dignity and respect (Bowie & Duska, 1990).

Consequently, according to Kant, human beings ought to be respected, primarily
because they have dignity, which comes from the autonomy they possess,
contrary to other objects (i.e., billiard balls), which do not possess autonomy.
The difference between humans and other objects, (i.e., billiard balls), is that
persons are responsible beings, due to their ability of autonomy and self-
governance, and billiard balls, are not. Why is that? Well, if we observe the
billiard balls, we see that the only way they can behave is to obey the laws of
nature, thus, to go on one way, and this way does not depend on their choice.
Conversely, if we observe individuals we can see that they can choose to behave
in diverse ways (i.e., decide to act in one way or another depending on the
situation and their beliefs) which do not necessarily have to follow the laws of

nature, (i.e., to act in a single, predetermined manner like the billiard balls do).

Therefore, we say that human beings, act in an “autonomous way,” contrary to
other objects, (i.e., the billiard balls), which act in a “predetermined manner”.
This autonomy also gives responsibility to individuals, which means that they are
also responsible for their actions, since they decided to act in one way rather
than another. In contrast, other objects (i.e., the billiard balls) neither act in an
autonomous way, nor are responsible for their actions, since they do not choose
which way to go. Thus, objects like human beings who have dignity, contrary to
other objects who do not, ought to be treated always with respect, as “ends in
themselves” and never as means only (Bowie, 2017). Such behaviour towards
employees, should always take place, in a consistent manner, in order that they
never be treated like the other elements of production, despite the fact that
treating them occasionally like other elements could be cost-effective (Bowie,
1985).
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According to the “Formula of Humanity as an End,” treating individuals always as
“ends in themselves,” is also related to the fact that we should never try to
either coerce or deceive people because, “...coercion and deception are the
most fundamental forms of wrongdoing to others - the roots of all evil”
(Korsgaard, 1996, p.140). “Physical coercion treats someone’s person as a tool;
lying treats someone’s reason as a tool. This is why Kant finds it so horrifying; it
is a direct violation of autonomy” (Korsgaard, 1996, p.141). Consequently,
organisations ought to neither coerce nor deceive their employees in any way;
furthermore, they should endeavour to adopt practices which refrain from
coercion and deception. Layoffs could sometimes represent a form of coercion
and deception of employees. Sometimes employees are dismissed because they
did something wrong, at other times they are fired, because the organisation
wants to decrease the workforce and reduce costs. Although the result in both
situations is the same, the reason is different since, in the first case, the reason
is related to the person’s wrongdoing whereas, in the second it is related to the

job, and the need for the corporation to eliminate it (Scott, 2005).

Furthermore, there are the “noneconomic layoffs,” that often go along with an
antagonistic attitude of control by a corporation. For instance, employees can
be dismissed because they were staff members of the old organisation or firm
and the newly created organisation prefers to have their own workforce in those
roles and functions. This is an unfair treatment for all concerned, and especially
for those who have been working with the old company for a long time (Bowie,
1991). Organisations who respect individuals try to provide alternatives to
layoffs and, in cases where this is unavoidable, to some degree, they try to
support those who are let go by providing physical, material and psychological
help (Scott, 2005).

Another form of coercion could be the employment contract since, in business
ethics, there is a dispute regarding the common employment contract as
coercive. Employee participation in the development of corporate ethics
programmes could assist to limit coercion (Bowie, 2017). Often, management’s
morality is damaged because they make promises to their employees which they
do not maintain (i.e., pension contributions). For example, Enron’s executives
encouraged their staff to keep Enron stock, despite the fact that they knew the

company was in significant financial difficulty, and despite the fact they did not
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keep their own stock. There are many companies that have managers who
behave in a similar way to their employees. This is “deception of employees,”
and a way of dealing with it in organisations is by increasing “transparency”
(Bowie, 2005).

A transparent management procedure is, for example, “open book management”
which gives decision-making power to employees together with all financial and
other information about the company (Bowie, 2005). In this way, employees
view themselves as “partners in the business,” they are “empowered,” in the
sense that they want to do a better job on an everyday basis, and they have
more appropriate information, which increases their knowledge and
understanding of how the business operates. Having the financial information
available, they understand the finances in a better way, become more
responsible and, overall, do their job in a more effective manner without too
much supervision or orders from their managers (Case, 1995). Another form of
participation is unionisation, which is regarded as a human right by the United
Nations (Bowie, 2017). The unions represent the persons in organisations; their
function with a “decentralized decision-making process” is primarily not to
contradict the decisions commonly undertaken by the people they represent, as
well as others. Therefore, in this case, unions should be “partners” with both
their associates and their managers and, as such, collaborate with the

organisation for the benefit of all involved (Carlzon, 1987).

However, managers of any organisation, should try not only to avoid coercion
and deception of their employees, and encourage participation in decision-
making, but should go beyond that level and contribute in a positive manner,
whenever possible, to the improvement of the employees’ talents, thereby
helping them to self-actualise by developing their skills and capabilities. This is
actually what the second part of the “Formula of Humanity as an End” states,
which is that it is not sufficient not to use people, not to treat them as means
only, but it is also necessary to treat them always “as ends in themselves”. One
significant way of treating employees as “ends in themselves” is to provide them

with meaningful work (Bowie, 2017).
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2.2.2.2 Provision of meaningful work to employees

“Meaningful work is as important as pay and security - and perhaps more so”
(O’Brien, 1992, cited in Pratt & Ashforth, 2003, p.309). There are various ways
to define meaningful work, based on what the employees believe it is, or what
the managers believe, and so on. However, this section explains what
meaningful work signifies in this study, based on Kant’s moral philosophy. This
explanation is based on the fact that, nowadays, within the circumstances of
organisations and corporations, the ownership of meaningful work is essential for
respecting human beings as ends in themselves, which means that, based on
Kantian principles, there is a “moral requirement” for the organisation to
comply. Kant argued that work is essential for the evolution of one’s self, since
he considered it as the evolution of “one’s ability to act autonomously and the
ability to live independently” (Bowie, 1998b, p.1084). Kant claimed, in the
lectures on ethics he gave between 1775 to 1780, as follows: “Life is the faculty
of spontaneous activity, the awareness of all our human powers. Occupation

gives us this awareness” (Kant, 1963, p.160). Moreover,

“Without occupation man cannot live happily. If he earns his bread,
he eats it with greater pleasure than if it is doled out to him...Man
feels more contented after heavy work than when he has done no
work; for by work he has set his powers in motion” (Kant, 1963,
p.161).

Therefore, for Kant, work is a duty to oneself and is not a question of working
for the mere purpose of gaining money as an end in itself, but as a means to

other ends, such as living a decent life and being independent. Thus,

“[Misers] are irrational...Were they susceptible to reason, they would
not be miserly; they would then recognize that money is valuable
merely as a means and is no immediate object of welfare. But the
miser finds a direct pleasure in money itself, although money is
nothing but a pure means” (Kant, 1963, p.181).

Kant not only recognises that work brings pleasure and contributes to individual
independence and self-respect, but he precisely distinguishes between the poor
and the wealthy, an issue, organisations especially in our times, need to
consider very seriously when they decide on the salaries of their staff. Kant

states as follows:
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“A man whose possessions are sufficient for his needs is well-to-do; if
he has sufficient not only for his needs but also for his purposes, he is
a man of means; if he has sufficient for his needs and other purposes
and then to spare he is a man of wealth...if a man has only sufficient
for his barest necessities he is poor, and if he has not sufficient even
for these he is needy...All wealth is means...for satisfying the owner’s
wants, free purposes and inclinations...By dependence upon others
man loses in worth, and so a man of independent means is an object
of respect” (Kant, 1963, pp.176-177).

One can gain autonomy, independence and self-respect, also, through work
individually done (i.e., an impoverished artist), but regarding meaningful work in
organisations, employees ought to be given jobs that provide sufficient wealth.
As Kant stated, this type of wealth will provide them with enough money for
their needs, for other purposes, and some extra money to spend elsewhere,
improving their well-being, having self-respect, as well as leading a decent and
respectful life. More specifically, from a Kantian perspective, meaningful work is
work that has the following traits: an individual is entered without constraint;
permits the worker to enact their “autonomy” and self-governance; permits the
worker to evolve their potential; gives a salary adequate for physical well-being;
reinforces the moral growth of the members of staff; it is not “paternalistic,”
meaning that it does not dictate to members of the workforce of how they ought
to act in order to be happy and successful (Bowie, 1998b). Particularly important
for meaningful work is a consideration of the strengthening of the “rational
capacities” of employees, so managers and organisations should be encouraged
to put an emphasis on this issue, as well as those mentioned previously (Hill,
1992).

Consequently, Kant argues, that organisations and their managers, must not only
enhance the rational capacities of staff members, but also be concerned with
their physical welfare, as well as with their moral well-being. “Hence, the
happiness of others is an end, which is at the same time a duty” (Kant, 1994
[1797], p.52). However, Kant clarifies that we neither have any further
obligation to make people happy, nor impose on them what we think is correct,
which is a paternalistic attitude. Thus, organisations ought to respect the
general welfare of employees, and be concerned with their physical welfare and
moral development, in “a non-paternalistic way”. For instance, although it is a
positive fact that a company has a gym for employees, it is a negative fact that

the organisation “requires” them to use it. This is significant, since it
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distinguishes the Kantian moral perspective from a list of “enlightened”

organisational practices the workers must follow (Bowie, 2017).

The major components of meaningful work, described above, are included in
some of the following interrelated organisational practices, which focus on
employees, and which managers could consider in order to achieve “competitive
advantage through people” (Pfeffer, 1994); hence, “employment security,”
which indicates a long-term dedication by the corporation to its staff;
“selectivity in recruiting,” that indicates how important it is to select the
appropriate people through a correct process; and “employee ownership,” which
encourages persons to be both employees and shareholders at the same time.
This helps people in organisations share the same goals, encouraging them to be
more loyal and remain a longer period of time with the organisation;
“information sharing,” which gives them more appropriate and useful
knowledge, and that type of knowledge is power; “participation and
empowerment,” which focuses on taking part in decision-making and have a
“voice”; “teams and job redesign,” since working in teams and groups can
enhance worker outcomes while maintaining an adequate level of independence;
“training and skill development,” which is fundamental, as long as the
organisation allows and encourages people to put the new skills in practice; and,
“cross-utilization and cross-training,” which primarily has variety as an
important factor, making the job more interesting. This issue increases both
transparency and the person’s job security level; “promotion from within,”
which is significant for diverse reasons but the primary aspect is that it gives
employees a feeling of equity at work, simply because it gives them priority over
outsiders and rewards their extraordinary effort in doing an excellent job; “high
wages,” which are significant since they draw more candidates, so the

organisation has better choices, but also show a focus on people (Pfeffer, 1994).

Furthermore, “information sharing” can provide additional meaning to a
person’s work because it is not only related to sharing information with
colleagues, it is also about understanding how their work relates to the
organisation, as well as to each other's work in the University (i.e., related to a
specific work process, which could be the work the programme administrators do
to support the students). Moreover, shared knowledge goes beyond the work

process and includes shared knowledge of how the organisation works and its
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financial state, among other issues, so there is information given to them by the

organisation, as previously stated.

When corporations and organisations assign jobs with high wages, they
contribute to the fact that their staff members have adequate wealth which, in
turn, enhances the persons’ independence and self-respect. That is important
since a “living wage,” is obligatory but not enough (Bowie, 1998a).
Unfortunately, many organisations do not raise the minimum wage because they
claim that it is too expensive. Higher education is also transformed from a
welfare state to a market state (Ainley, 2004). Universities are transformed to
marketizable” institutions, which for example in the United Kingdom, are
growingly having their structure adjusted in a “corporate” way (Rutherford 2005,
cited in Canaan & Shumar, 2008). Prior research in higher education shows that
academic salaries have fallen in real terms over many years (Taberner, 2018)
(see chapter one). However, the leaders of corporations who increased the
minimum wage, as well as other low wages, believe that, in doing so, it
increases rather than decreases profitability. Corporations that increased the
minimum wage, like Costco, remained competitive, with an average hourly
salary of § 20, while its turnover rate was only five percent, far less than the
industry average (Bowie, 2017).

Similarly, there are various companies that respect their people and choose to
adopt, what Ton calls, the “good job strategy”. They supply jobs with
respectable pay and benefits, as well as solid work schedules. Moreover, they
create jobs with the main goal to help their employees do well and find
“meaning and dignity” in what they are doing. These firms are thriving, despite
the fact that they consume a lot of money for their employees, making sure they
have good training, are inspired, and do a good job. Various of these
organisations which do well financially choose to have a good job strategy while
fighting to provide the most competitive prices. The good job strategy is a
specific strategy, which amalgamates a high “investment” in the workforce, with
a group of running resolutions (i.e., the assignment of tasks and responsibilities
to employees). This strategy is the result of observations related to the way
some organisations were successful in giving both low prices and making

employees happy and satisfied (Ton, 2014).
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These organisations manage to satisfy all their stakeholders at the same time
and continue to exist in a competitive position over time. The primary reasons
are that they are better at adjusting in a fast manner to changes in the
marketplace and more capable of distinguishing themselves from their
competitors, by establishing relationships with their customers, convincing them
to want and appreciate their collaboration (Ton, 2014). Only few organisations
follow this example; the majority do not, primarily due to the fact that they do

not give priority to their employees.

2.2.3 The “Formula of Realm of Ends”

The formula of “Realm of Ends,” in Kant’s moral philosophy is explained in this
section. People in the “realm of ends,” both “co-create” and “follow” the rules
and policies in the organisation; therefore, they are both “co-creators” and
“followers” of those rules at the same time. In other words, people are
“subjects” and “sovereigns” simultaneously (Bowie, 2017). Kant explains the

way he views the “realm” as follows:

“By realm | understand, the systematic union of different rational
beings through common laws...For all rational beings stand under the
law that each of them should treat himself and all others never
merely as a means but in every case also as an end in himself. Thus,
there arises a systematic union of rational beings through common
objective laws. This is a realm which may be called a realm of
ends...because what these laws have in view is just the relation of
these beings to each other as ends and means” (Kant, [1785] 1990,
p.50).

Kant’s “Formula of Realm of Ends” refers to the fact that all cooperative
enterprises among persons ought to hold a “moral dimension” because they are
comprised of people, who are moral since they have dignity, and humanity which
should be respected rather than exploited in any way. Thus, organisations of all

kinds, ought to be “moral communities” (Bowie, 1999). Kant claims:

“Morality, therefore, consists in the relation of every action to the
legislation through which alone a realm of ends is possible. This
legislation must be found in every rational being...the necessity of
acting according to that principle is called practical
constraint...[hence] duty...[which] pertains not to the sovereign of the
realm of ends, but rather to each member and to each in the same
degree” (Kant, [1785] 1990, p.51).



Chapter 2 Literature Review 34

A moral view of organisations, based on the above statement, is a Kantian view,
where all people involved share their goals and have common objectives. It is
the opposite of an instrumental view of organisations, where people involved
have their own personal aims and objectives. Therefore, organisations and all
kinds of establishments, that share goals and objectives, are named “realm of
ends” in Kantian terms. When the goals are not shared within an organisation,
and the individuals primarily aim to achieve their personal objectives, then the
organisation is considered by its people as an “instrument” which they use to
accomplish their goals. Furthermore, they also use the people of the
organisation, hence its staff members. This is not what organisations are
considered to be in this study, this is opposite to a moral view of organisations,
to the “realm of ends,” where people have shared goals and do their best to
achieve them. In order to make sure that a moral view is maintained, and a
“realm of ends” created, the people involved should accord, between and
among themselves, on the rules, regulations, policies and procedures that are to
preside over the organisation and their handling of each other. Thus, this accord
will reshape and change the organisation into a collaborative enterprise.
Therefore, all corporations, firms, organisations and institutions, are considered

as “moral communities” (Bowie, 2017).

Consequently, considering organisations as moral communities, all people
involved are moral beings, have dignity, autonomy, humanity and responsibility,
as explained above; they also share goals based on which, they co-create and
follow rules and policies that are acceptable to all involved. However, not all
forms of management in organisations are relevant to this moral view and some
could not function at all along these lines, like the top-down bureaucratic model
of management (Bowie, 2017). A primary reason for this is because a
bureaucratic mechanism, with its strong hierarchy, damages the dignity and, as
such, the autonomy and freedom of its people. The bureaucratic system directly
speaks to its workforce and claims, “‘Do not do what you want, do what we tell
you to do because we pay you for it.” The bureaucratic mechanism alone
produces alienation, anomie, and a lowered sense of autonomy” (Ouchi, 1981,
p.72).

A moral view of organisations, from a Kantian perspective, necessitates a more

democratic and less-top down management structure in order to be
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implemented appropriately (Bowie, 2017). Furthermore, moral organisations are
called to help not only their own people and staff but, also, other human beings,
and other organisations in society, thereby supporting various causes and issues;
for example, the 17 Sustainable Development Goals of the United Nations,

mentioned at the beginning of this chapter (Bowie, 2017).

Moral organisations have several common principles to be considered by
managers who want to follow a Kantian moral perspective: 1) The organisation
ought to take into account all relevant and significant stakeholders in all
resolutions; 2) the organisation ought to ask all relevant and significant
stakeholders to become involved in the formulation of all major policies and
regulations, or have a procedure through which these procedures are approved
by everyone before they are executed. Encouraging participation is important
for the preservation of individuals’ autonomy, and respect (both self-respect and
mutual respect); 3) the interests of one stakeholder should never take
precedence over others, which means that all interests should be considered
equally; 4) in the case of an occasional relinquishing of the interests of one or
more stakeholders due to a specific situation, that case should never be resolved
solely due to a bigger number of stakeholders; 5) no proposition or procedure
can be embraced that is incompatible with the Kantian principles, discussed
previously. Furthermore, no proposition or procedure can disrupt or break into
the “humanity in the person” of any of the significant and relevant groups
(stakeholders) to the organisation; 6) the management of corporations that are
for-profit have an “imperfect duty of beneficence,” which means that they have
a duty to occasionally achieve implementing corporate social responsibility.
Furthermore, no decision can be made that does not respect, equally, all
relevant and significant stakeholders, and that does not treat them always as
“ends in themselves” and never merely as means only. All role and function
relationships between and among the relevant and significant stakeholders ought
to be reigned over equity without any form of discrimination. Equity and justice
are also extremely significant when evaluation procedures take place in an

organisation (Bowie, 2017).

In conclusion, the above stated explanation of Kantian moral theory in general,
and more specifically the “Formula of Humanity as an End,” and the “Formula of

the Realm of Ends,” form the basis for the proposed definition of “Human
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Sustainability”. The human sustainability definition and its implementation are

discussed in the following section.

2.2.4 Definition and implementation of “Human Sustainability”

Consequently, | define human sustainability in this study, based on Kant’s
“Formula of Humanity as an End” and the “Formula of the Realm of Ends” (Kant,
[1785] 1990) as follows: “Human sustainability is when organisations respect
human beings as free, rational and responsible, include them in policy
formulation and decision-making and encourage them to build mutual respect

with all persons within and beyond their organisations.”

This definition could apply to all organisations and institutions in all sectors,
both for-profit and not-for-profit; its purpose is twofold: First, organisations and
their managers ought always to treat employees as “ends in themselves”;
meanwhile, employees, based on consistency, ought to treat everyone else in
the organisation, and beyond, the same way (mutual respect). Second, the
management of organisations co-create and follow the main organisational laws,
policies and regulations with all employees and other important stakeholders of
the organisation in such a way that all members of the organisation are, at the
same time, creators because they create the rules and followers because they
obey to the rules. Therefore, managers of organisations need to deeply
comprehend the right reason human beings are entitled to respect, which
involves respecting their autonomy, dignity and humanity; furthermore, based
on consistency they need to respect others as well. Consequently, if the
managers and organisations comprehend the “reason” human beings are entitled
to respect, then they are more likely to adopt the human sustainability

definition and implement it accordingly.

| emphasise the point of implementation because, often, having a strategy does
not necessarily means implementing it, although this is often implied.
Therefore, although it is necessary to have a strategy that focuses on human
sustainability, this strategy alone is not sufficient, without its implementation.
Prior research shows that organisations, which manage to achieve their goals,
comprehend the significance of putting in practice all the decisions and policies

that are included in their strategy, as well as acknowledging the fundamental
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role of their workforce in this process. Consequently, triumph and positive

results can be reached after the execution of the strategy (Pfeffer, 1998).

Equity and justice are of primary importance when evaluation procedures take
place in an organisation which are related to different roles, functions, tasks and
responsibilities. Assessments of the workers in the job ought always to be
implemented in such a manner that the humanity of all involved is judged
(Bowie, 2017). Decision-making by agreement has been the issue of much
research worldwide, and the data demonstrate that the unanimity approach
creates more ingenious decisions and more successful execution in relation to
single decision-making (Ouchi, 1981). An interesting and clarifying explanation of

this equity decision-making process in organisations is the following:

“The group can be said to have achieved a consensus when it finally
agrees upon a single alternative and each member of the group can
honestly say to each other member three things: 1. | believe that you
understand my point of view. 2. | believe that | understand your point
of view. 3. Whether or not | prefer this decision, | will support,
because it was arrived at in an open and fair manner” (Ouchi, 1981,
p.37).

Establishing a decision for a significant issue, in this manner, may be time
consuming but, once created, all individuals who are taking part will usually
promote and believe strongly in it. This is highly significant, especially for major
decisions since, often, it is more important for people involved to know and be
dedicated to the decision than what the decision, itself, actually involves. This is
the case since, even with the “best” decisions, if people are not committed,
they will never be implemented successfully, whereas even if we have “less
good” decisions, but people are really engaged, they will then be executed in an
effective manner. The engagement is frequently the driving force for successful

implementation (Ouchi, 1981).

The majority of organisations do not focus on human beings, they focus on
making money for their shareholders, prioritising them and not equally
considering the remaining stakeholders. This idea is very limiting and not
sustainable, due to the fact that the shareholders primarily focus on a short plan
of action and evaluation of success (Hoffman, 2018). Lynn Stout, a Cornell Law

School professor, believes that the efforts of shareholders are “short sighted,
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opportunistic, willing to impose external costs, and indifferent to ethics and
others’ welfare” (Hoffman, 2018, p.38).

This way of doing business needs to change, and “new conceptions of the
corporation’s purpose” should be established and implemented (Hoffman, 2018).
Organisations need to operate based on a purpose, which needs to be defined
based on the inclusion and mutual respect of all stakeholders rather than only

the shareholders. Freeman states:

“The new narrative says that successful businesses are about more
than money. They are driven by purpose. They create value for
customers, suppliers, employees, communities, as well as the people
with money, financiers...that is how we create value for each other
and trade...people are complex creatures, not the simple self-
interested maximizers of the old story” (Freeman & Moutchnik, 2013,

p.5).

So, the question, now, is “How do we implement human sustainability?” The
answer to this question is that sustainable organisations could adopt and
implement this human sustainability definition. Some organisations, have
already started defining their purpose along these lines, focusing on all their
important stakeholders, trying to make a difference for their people, in order to
become more viable and sustainable. Sustainable organisations are discussed in

the following section.

2.2.5 Sustainable organisations

A sustainable organisation is viewed in the context of “work systems”: private
and public, for-profit and non-profit organisations of various types, which have
been created with the aim of work. A “sustainable work system” is capable of
operating in its environment and reaching its economic, operational, human and
social goals. It should be able to please the needs of numerous stakeholders,
rather than one only, and aim at long-term “dynamic efficiencies” (i.e.,
“innovation,” “learning”) as opposed to only short-term “static efficiencies”
(i.e., “profitability”), including “diversity and richness” (Kira & van Eijnatten,
2009):
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“A sustainable organization thus builds on the integration of its unique
members, and from this integration something further emerges -
group-level and organizational-level phenomena that can be shared
by, but go beyond, individual members. However, in an optimally
complex organization, the integration of distinct individuals is not too
tight, but flexible. There still remains room for diverse, even
contradictory, ideas that can be constructively debated...[thus] the
shared mental models, structures, and practices end up being not
one-dimensional, but complex: they are all characterized by
wholeness growing from the flexible integration among different
points of view” (Kira & van Eijnatten, 2009, p.237).

Organisations, both profit and not-for-profit, that focus on human sustainability,
are sometimes called “hybrid organizations,” [since] the hybrid model is
“sustainability-driven”, concentrating not only on doing less harm to society and
the environment, but also trying to ameliorate such issues. In order achieve this,
they have a system which is based on procedures of constructive and supportive
relationships and is empowered by “sustainability based organizational values,”
long term planning for a gradual development, and supportive top management
(Haigh & Hoffman, 2012). This system is put forward by the following three

foundational pursuits:

“1. Driving positive social/environmental change as an organizational
objective; 2. Creating mutually beneficial relationships with
stakeholders; and 3. Interacting progressively with the market,
competitors, and industry institutions” (Haigh & Hoffman, 2012,
p.127).

These sustainable organisations can adopt various hybrid models. For example, a
model could be one based on “relational bureaucracy” which pronounces an
alternative to the “conventional bureaucratic rule-bound, one-size-fits-all
approach”. The essence of “relational bureaucracy” has the possibility to furnish
the needed structures for accountability, and also encourage a “caring and
responsive professionalism” (Douglass & Gittell, 2012, p.277). Sustainable
organisations focus on their people, and the relationships between and among
them, such as relationships with their employees, their community and other
stakeholders. They not only perform better under normal conditions, but also
under unexpected events, and/or crises, according to research examining the
responses of ten major airlines and the way they reacted to the attacks of the
9/11 events (Gittell et al., 2006). For example, the contradictory narratives of

Southwest Airlines and US Airways indicate “the model of resilience” that was
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tested. This is a business model achieved through the long-lasting positive
relations between and among employees, together with enough financial holds,
and helped Southwest to recuperate quickly and return to its usual functioning,
after the attacks of 9/11, without having to resort to layoffs (Gittell, 2006).

Consequently, relationships, and the way these relationships are coordinated,
become of primary significance. Furthermore, human sustainability, as defined
above, enhances relational coordination. Hence, treating people as ends in
themselves is, itself, not only a moral choice but, also, a relational choice, a
relational action, or a relational response. Therefore, human sustainability is not
simply about how the organisation treats people; it is also about how all people
involved with the organisation treat each other and how this impacts key
organisational performance outcomes in normal and stressful times. This thesis
adopts the relational coordination theory, which provides important insight into

human sustainability, as discussed in the following section.

2.3 Relational Coordination Theory

The theory of relational coordination (RCT) provides an important insight into
human sustainability, since it not only focuses on relationships, but, also, on the
coordination and quality of these relationships, which is fundamental for the
success of an organisation. Relational coordination theory states that
relationships of shared goals, shared knowledge and mutual respect promote
frequent, timely, accurate, problem-solving communication and vice versa,
thereby enabling stakeholders to successfully and effectively coordinate their
work. Conversely, when negative, these same relationships serve as barriers
(Gittell, 2006). According to the theory, organisations are able to delineate their
policies and actions related to their people in the different roles and functions,
and to coordinate procedures, in order to facilitate their stakeholders to have
common goals and objectives. This, in turn, enhances relational coordination
(Gittell, 2000; Gittell et al., 2010; Gittell & Douglass, 2012).

Relational coordination theory provides us with a “new light” to see the role of
organisational design, not as simply one that constructs the structures through
which information can flow but, also, one that constructs the structures which

enhance both high quality communication and high quality relationships between
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and among the stakeholders who are involved. This frame of reference proposes
a more positively “transformative role” of organisational design. The affluence
and sustainability of an organisation depends on the quality of coordination
among its participants. Effective coordination depends upon participators having
a high level of shared goals, shared knowledge and mutual respect (Gittell,
2003).

Shared goals signify “the degree to which participants perceive that other
workgroups share their goals for the focal work process” (Gittell, 2016, p.236).
They drive people to go further than “sub-goal optimization” and to proceed
with the overall work process (Gittell, 2003). Shared goals expand a person’s
motivation to participate in high quality communication and increase the
possibility that they will engage in problem-solving communication rather than
apportion blame when there is a problem, or when things do not go as expected
(Gittell, 2012). However, although necessary, shared goals are not sufficient for
effective coordination, so participants must also be joined by relationships of

shared knowledge and mutual respect.

Shared knowledge signifies “the degree to which participants perceive that their
work in the focal work process is understood by other workgroups” (Gittell,
2016, p.235). Shared knowledge tells people how their own job, tasks and
responsibilities, and the job, tasks and responsibilities of others contribute to
the overall work process, permitting them to act properly regarding this process
(Gittell, 2003). This allows people to communicate with each other with greater
precision because they are not only familiar with their own tasks and
responsibilities, they also know how their tasks are connected to the tasks of

individuals in other roles and functions (Gittell, 2012).

Mutual respect signifies “the degree to which participants perceive their work in
the focal work process is respected by other workgroups” (Gittell, 2016, p.238).
Mutual respect inspires and motivates participants to appreciate the worth of
the contributions of other people and to reflect on the effect of their acts on
others, additionally strengthening the tendency to act regarding the overall work
process (Gittell, 2003). Mutual respect expands the possibility that participants
will be well disposed to communication from their colleagues in other roles and

functions, regardless of their respective status, “thus increasing the quality of
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communication, given that communication is a function of what is heard as well
as what is said” (Gittell, 2012, pp.401-402).

Consequently, relational coordination (RC), the core construct of relational
coordination theory, is defined as “a mutually reinforcing process of
communicating and relating for the purpose of task integration” (Gittell, 2002a,
p.301). Relational coordination can be viewed as a mutually reinforcing process
of interaction between relationships and communication that is frequent,
timely, accurate, and problem-solving. It is necessary for the purpose of task
integration (Gittell, 2012). All these kinds of relationships and their coexistence
makes the difference since, jointly, they create the foundation for “collective
identity” and “coordinated collective action” (Gittell, 2006). Relational
coordination theory creates a validated measurement of relational coordination
to assess the state of relational coordination in organisations, called the “RC
survey” which comprises seven questions, one for each of its dimensions, and is
used by all workgroups involved in the work process (Gittell, 2016). It is a
network measure, asking each respondent to answer about their experience of
relational coordination from each specific relevant work group, in order to
identify patterns of hierarchy and invisible differentiation that would be lost in

an overall measure of relationships (Gittell, 2016).

The most convincing explanation of why relational coordination works is
indicated by Follett, who claimed that, “reality is in the relating” and through
what she calls a “circular response,” “we are creating each other all the time”
(Gittell, 2016, p.28). The mutually reinforcing process of communicating and
relating of relational coordination, is constant with the concept of “circular
response” (Gittell, 2016). Follett states:

“The reflex arc is the path of stimuli received in consequence of an
activity of the individual...What we may now call circular response or
circular behaviour we see every day as we observe and analyse human
relations” (Follett, 1924, p.61).
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“...reaction is always reaction to a relating...in human relations...this is
obvious: | never react to you but to you-plus-me; or to be more
accurate, it is I-plus-you reacting to you-plus-me. ‘I’ can never
influence ‘you’ because you have already influenced me; that is, in
the very process of meeting, by the very process of meeting, we both
become something different. It begins even before we meet, in the
anticipation of meeting” (Follett, 1924, pp.62-63).

Moreover, Follett (1949) comprehended, a long time ago, the importance of
relationships, and their coordination in organisations as a fundamental issue
relative to the viability and sustainability of businesses. Follett claims, regarding

this matter:

“For a business, to be a going concern, must be unified. The fair test
of business administration, of industrial organisation, is whether you
have a business with all its parts so co-ordinated, so moving together
in their closely knit and adjusting activities, so linking, interlocking,
inter-relating, that they make a working unit, not a congerie of
separate pieces. In the businesses | have studied, the greatest
weakness is in the relation of departments. In some cases, all the co-
ordination there is depends on the degree of friendliness existing
between the heads of departments, on whether they are willing to
consult” (Follett, 1949, p.61).

“Four fundamental principles of organisation are: (1) Co-ordination as
the reciprocal relating of all the factors in a situation. (2) Co-
ordination by direct contact of the responsible people concerned. (3)
Co-ordination in the early stages. (4) Co-ordination as a continuing
process” (Follett, 1949, p.78).

Relationships between roles and functions and their coordination have become
increasingly important since Follett’s time, not only for businesses, but for all
types of organisations and institutions, due to the constant socioeconomic,
cultural and environmental changes. Therefore, relational coordination theory,
which focuses on roles, and on work that is highly interdependent, uncertain and
time constrained, is even more significant nowadays. Constant with Follett’s
frame of reference regarding the “relational approach to coordination,” the
relational aspects of relational coordination are not private relationships among
people of “liking” or “not liking,” but “task-based” relationship ties. They are
conceived as links between work roles and functions, rather than individual links
between distinct individuals who occupy those work roles and functions (Gittell,
2012).



Chapter 2 Literature Review 44

Relational coordination theory distinguishes certain dimensions of relationships
important for the coordination of work. It also manages to bridge the boundaries
between distinct roles and functions that are involved in the work process and
are responsible for carrying out the work. Relational coordination theory centres
on the creation of relationships between roles, rather than individuals (Gittell et
al., 2010). This trait permits for the “interchangeability of employees allowing
employees to come and go without missing a beat” (Gittell et al., 2010, p.504).
This is a significant factor for organisations that aspire to attain high levels of
performance, while permitting staff the adequate adaptability to satisfy their
responsibilities in their personal lives (Gittell et al., 2010). Consequently, it is

important to note the following:

“Role-based relationships may require greater organizational
investments to foster than personal ties - for example, designing
cross-functional boundary spanner roles and cross-functional
performance measurement systems versus hosting afterwork parties -
but they are also more robust to staffing changes that occur over
time. High performance work systems that foster these role-based
relationships may therefore provide organizations with a relatively
sustainable source of competitive advantage” (Gittell et al., 2010,
p.504).

This “web of relationships” strengthens, and is strengthened by, the frequency,
timeliness, accuracy and problem-solving nature of communication, allowing
participants to effectively coordinate the work processes in which they are
occupied. Low-quality relationships have the opposed outcome, reducing
communication and sabotaging participants’ ability to effectively coordinate
their work. For example, when participants do not respect or feel respected by
others who are involved in the same work process, they are more likely to
refrain from communication, even eye contact, with each other. Alternatively,
participants who do not distribute among themselves common goals and
objectives regarding the work processes, are more likely to blame others than
trying to solve the problem with them. Also participators who do not share
knowledge between and among each other, lose the relative kind of connection,
they do not communicate in a well-timed way, and also do not have a good
comprehension of what the other people are doing in order to realise the
imperativeness of communicating specific information to them (Gittell, 2003).
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Relational coordination is a multilevel construct (Gittell et al., 2008). It is
unbounded because it can be used within and above the range of particular well-
defined groups and functions, at multiple levels of the organisation (i.e.,
individual, group, department, school, college, university) and across inter-
organisational boundaries (Gittell et al., 2015). Organisations can foster
relational coordination through the design of their organisational structures,
including their practices and procedures, that deal with the management of
their employees and staff in general. Selection is an important factor, especially
in a situation of highly interdependent work. Selection for “cross-functional
teamwork” has been shown to be especially significant in terms of affecting
relational coordination throughout “functional boundaries” and, more
specifically, strengthening the mutual respect aspect of relational coordination
(Gittell, 2000).

Relational coordination is stronger in organisations that select and train
employees for both functional and relational competence (Gittell et al., 2008).
Relational competence is not simply “being nice” — it is the capacity to see the
bigger procedure and see how each person’s work is linked to that of each other.
Moreover, it is the capacity to see the view of others, to identify with their
condition, and to respect the work they do, even if it necessitates diverse skills
or is of a lower rank than one’s own (Gittell et al., 2008). This theory focuses on
connections between workers, on the design of organisational practices that
support these connections and on the influence these connections have on the

organisational outcomes that are of interest (Gittell et al., 2008).

A significant factor for this study on human sustainability is the fact that
relational coordination proposes a model that goes beyond, recommending that
an organisation’s work practices can reinforce and assist “resilient responses,” if
they are delineated in a suitable manner; for example, when they take the
shape of a “relational work system” (Gittell, 2008). Results from this study,
described in a research that focuses on nine orthopaedic units from nine diverse
hospitals, demonstrate significant support for this model. This implies that
relational work practices significantly contribute to reinforcing collective coping
responses (Gittell, 2008). These significant findings are highly related to human
sustainability, as it is defined in this study, identifying “relational coordination -

communicating and relating for the purpose of task integration - as a collective
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coping mechanism and as a resilient response to a particular type of external
threat” (Gittell, 2008, p.42). Moreover, the theory of relational coordination
claims that “there can be no organizational transformation -or social
transformation- without personal transformation” (Gittell, 2016, p.12).
However, it does not explain how this personal transformation of human beings

in organisations takes place.

Relational coordination theory states that relational coordination supports
learning and innovation, assisting organisations to have both “adaptive” and
“operational” capacity. Operational capacity alone, although necessary, is not
sufficient, because employees and organisations need to acquire new knowledge
and innovate continuously (Gittell, 2016). Diverse innovations cut across
organisational boundaries. Therefore, when participators come to know about
what other segments of the organisation undertake, as well as about the
interdependencies between and among these segments, they can more easily
perceive and understand chances for innovation. This is the case because, in
order to effectively manage knowledge across boundaries, the relationship
between and among people involved is a relationship where they both evaluate
and share each other’s knowledge (Carlile, 2004). Whenever participants are
involved in timely, problem-solving communication with their collaborators
across organisational boundaries, they can more easily implement the chances
they recognise and single out. Additionally, the high-quality relationships that
exist in relational coordination are likely to anticipate an enhancement in
psychological safety between and among participators and to encourage the
capability of staff to “collectively learn from failures” (Carmeli & Gittell, 2009,
p.724). Qualitative and quantitative results suggest that if employees learn
collectively from failures, then there is a reduction of the “identity threat” and
“loss of face” when obtaining novel expertise or engaging in new role

relationships, growing learning and innovation (Edmonson, 1999).

Relational coordination theory claims that relational coordination, when
managing task interdependence, results in positive outcomes for diverse
stakeholders important to the organisation when it is strong and negative ones
when it is weak. This is always the case, but especially as work becomes more
interdependent, uncertain and time constrained (Gittell et al., 2010). Relational

coordination, in doing so, is different from what other organisation theorists
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note as a more spontaneous form of coordination and is considered as follows.
For example, as a “mutual adjustment” (Thompson, 1967 cited in Gittell,
2002b), or as “teamwork” (Van de Ven et al., 1976). Therefore, relational
coordination theory is “unique” in recognising particular aspects of relationships
that are essential to the “coordination of interdependent work” while
emphasising the evolution of these relationships between roles rather than
persons. Consequently, relational coordination theory and these high-
performance work practices are applicable in sectors that have to preserve or
ameliorate quality outcomes, while answering to financial constraints, which is a
very common difficulty for various types of organisations in diverse industries
(Gittell et al., 2010).

Therefore, relational coordination is different from all of the conventional
“coordinating mechanisms” recognised in organisation design theory because it
deals with the “interactions” among participators rather than the procedures for
reinforcing or substituting those “interactions” (Gittell, 2002b). Task
interdependence signifies that employees need to work together with others in
order to reach goals related to a work process. Comprehending task
interdependence permits staff to act with respect to the overall work process,
instead of only drawing attention to specific individual areas of responsibility
(Gittell, 2002b). Prior research demonstrates the important point that for
managers those “routines” (i.e., boundary spanners, team meetings) could be
very advantageous and practical as levels of uncertainty become bigger.
Therefore, “routines” in the shape of “process maps” should be accepted as
instruments for dealing with uncertainty between and among participants in the
work process (Gittell, 2002b).

Consequently, relational coordination helps employees as a mediator, to
coordinate their work with each other more effectively, hence enhancing
production and achieving outcomes of a superior quality. Meanwhile, it utilises
resources more efficiently. For example, hospital workers achieved better
patient perceived quality of care, as well as shorter patient lengths of stay,
since relational coordination is related to important decreases in the duration of
stay in hospital (Gittell, 2002b). Relational coordination creates positive
outcomes for employees who are involved in it and who encounter it from other

colleagues, making it simpler to find the facilities and support needed to achieve
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one’s work (Gittell et al., 2008). Hence, the findings suggest that front-line
employees can be co-partners for attaining “desired outcomes”. For example,
the results show support for attempts to ameliorate the training, salary and rank
of nursing aids, in order to make them more active in reaching desired
inhabitant outcomes (Gittell et al., 2008).

As Gittell (2016) argues, prior studies have methodically examined the impact of
relational coordination on workers, covering diverse industries (i.e., accounting,
airlines, banking, criminal justice, education, finance, healthcare) in different
countries and continents (i.e., Australia, Canada, United States, Japan, South
Korea, Israel, Pakistan, various European countries including the United
Kingdom). The results across the studies suggest that employees, in diverse
roles, functions, power and status levels, who encounter higher relational
coordination, experience better outcomes (i.e., “increased job satisfaction”;
“stronger shared mental models”; “increased proactive work behaviors”;
“increased engagement in work”; “reduced burnout/emotional exhaustion”;
“increased confidence and collaboration”; “increased sense of social support”;
“increased motivation, productivity, identification with organizational values”;
“reduced information asymmetry”; “increased equity”). This thesis focuses on
three worker outcomes, which are all positively associated to relational

coordination and discussed in the following section.

2.4 Worker outcomes

The three worker outcomes examined in this study and discussed in this section

comprise work engagement, proactive work behaviour and job satisfaction.

2.4.1 Work engagement: A brief overview

As a notion “work engagement” has progressively gained interest by institutions,
organisations, scholars and researchers (Lee et al., 2016). One reason for this
interest is due to its link to significant business results throughout the expanse
of diverse types of institutions and organisations. Thus, engaged employees can
assist the organisation to reach its goal, accomplish its strategy, and produce
significant business results (Vance, 2006). Other reasons are due to its relation

to employee well-being and performance (i.e., Christian et al., 2011;
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Halbesleben, 2010). Therefore, organisations are interested in work
engagement, as well as finding ways to evaluate, enhance and sustain it. This
has resulted in many studies which have researched its possible antecedents and
consequences (i.e., Halbesleben, 2010; Crawford et al., 2010). For example, job
resources are associated with increased engagement, and not all demands are
equal in relation to engagement. Thus, demands evaluated as “challenges” are
more likely to assist, whereas demands evaluated as “hindrances” are more

likely to damage (Crawford et al., 2010).

Diverse research has demonstrated that that employees’ work engagement
influences organisational desired outcomes, which gains the attention of
organisations. For example, the findings show that above the supply of “job-
level resources,” “organizational and team-level resources” are fundamental in
the enhancement of “engagement” and “well-being” (Albrecht, 2012). Work
engagement is significantly related to frontline employees’ attitudinal and
behavioural outcomes, so engaged staff members are “emotionally attached” to
their organisation. They enhance customer satisfaction by doing more in their
work than their tasks and responsibilities, as well as having less intentions to
leave the organisation (Karatepe, 2013). Work engagement somewhat resolves
the negative relationship between “organizational commitment” and “turnover
intention” and when the relationship between employee-supervisor is improved,
it could alleviate the total influence of organisational commitment on turnover
intention, in such a manner to diminish the negative relationship between them
(Zhang et al., 2015).

Kahn (1990) has coined the term from a psychological perspective, claiming that
staff of an organisation appeared to question themselves unintentionally three
questions in the diverse situations and to either “personally engage or
disengage” based on the answers. Hence, “1) How meaningful is it for me to
bring myself into this performance? 2) How safe is it to do so? and 3) How
available am | to do so?” (Kahn, 1990, p.703). Consequently, he proposes that
engaged employees are physically, cognitively and emotionally involved in their
work roles, and encounter a sensation of meaning (reward for investing in role
performance), psychological safety (a recognition of trust and security at work)
and availability (a sense of having the physical and psychological resources

needed for the work). Saks (2006) evolves Kahn’s point of view by differentiating
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between work and organisational engagement, claiming that organisations which
want to ameliorate employee engagement, should concentrate on “employees’

perceptions” of the type of assistance they are given from their organisations.

The terms “employee engagement” and “work engagement” are both used in a
similar way, although there is the belief that the term “employee engagement”
has broader scope than “work engagement” (Saks & Gruman, 2014).
Furthermore, “employee engagement,” being wider, can comprise an
employee’s relationship with their work or professional function, job and
organisation, while “work engagement” mentions particularly the relationship
between an employee and their work (Schaufeli & Salanova, 2011). The top
conditions contributing to employee engagement, according to the findings from
the SHRM Employee Job Satisfaction and Engagement Survey of 600 U.S.
employees, comprise 77% “relationships with co-workers,” 77% “opportunities to
use skills and abilities,” and 76% “meaningfulness of their job” (SHRM, 2016).

Moreover, various related terms and definitions have been proposed by different
scholars and practitioners, created based on their point of view, goals and
context (i.e., Carasco-Saul et al., 2015; Schaufeli et al., 2002; Shuck et al.,
2011). Maslach & Leiter (1997) do not differentiate between the concepts of
burnout and work engagement, stating that the purpose of organisational
strategy is to construct management structures and procedures that enhance
engagement and stop burnout. Alternatively, Schaufeli et al. (2002) differentiate
the concepts of burnout and work engagement, claiming that while engagement
is the positive “antipode” to burnout, it is a separate, different notion and, as
such, is not possible to be measured on a burnout scale. This thesis adopts their
definition of work engagement, which focuses on the relationship between
employees and the work they perform and refers to a “positive, fulfilling, work-
related state of mind that is characterized by vigor, dedication, and absorption”
(Schaufeli et al., 2002, p.74).

Schaufeli et al. (2002) explain work engagement as a more “persistent” and
“pervasive” state of mind, rather than a “momentary” and “specific” state,
which is not centred on any specific thing, incident, person, or way of behaving.
The authors define vigour, dedication and absorption as follows: “Vigor is

characterized by high levels of energy and mental resilience while working, the
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willingness to invest effort in one’s work, and persistence even in the face of
difficulties. Dedication is characterized by a sense of significance, enthusiasm,
inspiration, pride, and challenge” (Schaufeli et al., 2002, p.74). “The final
dimension of absorption is characterized by being fully concentrated and deeply
engrossed in one’s work, whereby time passes quickly, and one has difficulties

with detaching oneself from work” (Schaufeli et al., 2002, p.75).

Based on this definition, dedication is not simply involvement, it is more than
that, both quantitatively and qualitatively. Moreover, absorption is not the same
as “flow,” although it is similar, since it is a more “pervasive” and “persistent”
state of mind, rather than a specific “short-term” experience (Schaufeli et al.,
2002). They also created the Utrecht Work Engagement Scale (UWES) to measure
work engagement in these terms (Schaufeli et al., 2002). The principle model
underscoring the view of Schaufeli et al. (2002) is the Job Demands-Resources
model (JD-R) (Bakker & Demerouti, 2008). This model has guided much work
engagement research (i.e., Xanthopoulou et al., 2009; Hakanen et al., 2005;
Simbula et al., 2011) including meta-analyses (Crawford et al., 2010;
Halbesleben, 2010; Nahrgang et al., 2011).

In this framework, job and personal resources influence work engagement. Job
resources are obtained from organisational structures, social and interpersonal
relationships, work organisation, or the task (i.e., autonomy, feedback,
supportive colleagues, supervisory coaching). Work engagement is “most likely
when job resources are high (also in the face of high job demands)” (Bakker &
Demerouti, 2007, p.323). Personal resources incorporate individual traits and are
positive “self-evaluations” that are connected to “resiliency”. Therefore,
according to the JD-R (Job-demands-resources) model of work engagement both
“job resources” (i.e., autonomy, performance feedback, social support,
supervisory coaching) and “personal resources” (i.e., optimism, self-efficacy,
resilience, self-esteem), “independently or combined,” foretell work
engagement, especially when job demands are at a high level (Bakker &
Demerouti, 2008).

Work engagement also has a positive influence on job performance (i.e., in-role
performance, extra-role performance, creativity, financial turnover) and staff

members who are engaged and do well in their work, are capable of generating
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their own resources, which then further enhance engagement over time. So,
work engagement is forecasted by standard “job resources,” connected to
“personal resources” and results in higher job performance, which makes it a
significant indicator of “occupational well-being” for both staff and

organisations (Bakker & Demerouti, 2008).

Hakanen & Roodt (2010) have observed, in their research, that the degree of
work engagement is not decided based on employee rank or role at work and
that, irrespective of function, work or occupation, it is feasible to feel vigorous,
be dedicated and become absorbed at work. Therefore, they counsel
organisations to centre on ameliorating job resources which, “by definition”,
assist staff to reach their work objectives and enhance individual development,
learning and advancement. Research shows that engaged workers have a better
performance than non-engaged workers for various reasons (i.e., frequent
experience of positive feelings like enthusiasm, joy, they have a better health,
they create their own job and personal resources, they transmit their
engagement to others) (Bakker & Demerouti, 2008). However, positive
influences of job and personal resources could be decreased by job demands
(i.e., unfavourable work environment, role overload and ambivalence, role
conflicts and time constraints) that can lead to unfavourable physical and/or

psychological stress (Bakker & Demerouti, 2008).

Work engagement, when measured in studies by the Utrecht Work Engagement
Scale (UWES) system occurs “on a continuum, from very low to very high”
(Schaufeli & Bakker, 2003 cited in Havens et al., 2013, p.935). It is worth noting
that not always its three dimensions, dedication, absorption and vigour, are
equally high. For example, in a study with nurses, the levels of dedication were
very high and the levels of vigour (energy at work) were very low, and this can
happen simultaneously, since a person can be very dedicated and at the same

time undergo low vigour (Havens et al., 2013).

However, despite the high interest in the concept of work engagement, the
numerous studies undertaken and the creation of definitions and models, many
reports convey a low level of work engagement of employees worldwide. For
example, according to the “State of the Global Workplace” report 32% of

working-age adults across 155 countries are employed full time for an employer,



Chapter 2 Literature Review 53

but only 15% are engaged at work, which is defined as being highly involved and
enthusiastic about the work and workplace. Furthermore, according to Gallup,
businesses with the highest employee engagement are 17% more productive and
21% more profitable than those with the lowest engagement among employees
(Gallup, 2017). High performing organisations have demonstrated that the
driving force behind top performance is an engaged workforce (Harter et al.,
2002). This crisis in the circumstances of innovation, productivity and
performance has also been recognised by the government in the United
Kingdom. The “Department of Business, Innovation and Skills” (2009) has
affirmed the low level of employee engagement in the United Kingdom and the

damaging results of this situation on the economy of the country (Motyka, 2018).

The harmful consequences of the low employee work engagement, is not only
related to the economy and productivity, it is also, and most importantly,
related to the health of the people (psychological, social and mental), since a
high work engagement is demonstrated by research to be very beneficial to
these matters. Engaged staff are full of energy, dedication, and enthusiasm to
persist and finish their work (Schaufeli & Bakker, 2004). Work engagement,
among other results, is positively associated with positive outcomes at the
workplace, incorporating a more powerful relationship between “dedication,”
“commitment” and “turnover intention” (Halbesleben, 2010). Moreover,
research has demonstrated that work engagement is positively related to the
following: job attitudes (i.e., job satisfaction, organisational commitment) (i.e.,
Hakanen et al., 2006; Saks, 2006); job performance and organisational
citizenship behaviour (i.e., Bakker & Bal, 2010; Rich et al., 2010; Saks, 2006); in-
role and extra-role performance (Halbesleben & Wheeler, 2008; Schaufeli et al.,
2006); business unit performance (i.e., Harter et al., 2002); and, client

satisfaction (i.e., Salanova et al., 2005).

Meaningfulness is also an important factor that contributes to work engagement.
Pratt & Ashforth (2003) distinguish between “meaningfulness in work” and
“meaningfulness at work”. Meaningfulness in work results from the kind of work
a person is doing and focuses on making the work and one’s responsibilities
intrinsically motivating. Meanwhile, meaningfulness at work results from a
person’s membership in an organisation and focuses on “whom one surrounds

oneself with as part of organisational membership, and/or in the goals, values,
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and beliefs that the organization espouses” (Pratt & Ashforth, 2003, p.314). The
emphasis is on the procedures that organisations use to assist “meaning making”
in and at work (Pratt & Ashforth, 2003). Studies on engagement focus on
elements that are significant for meaningfulness in work (i.e., job control, task
variety, feedback); meaningfulness at work, conversely, is more likely to be
affected by factors related to the organisation instead of one’s specific tasks.
For instance, Saks (2006) found that job traits anticipated “job engagement,”

and “procedural justice” anticipated organisation engagement.

The notion of work engagement is conceptually associated with the following:
positive organisational behaviour, emphasising positive traits of individuals and
organisations (Nelson & Cooper, 2007); positive psychology, emphasising positive
“subjective experience” and the traits of “life worth living” (i.e., hope, wisdom,
creativity, responsibility, perseverance), contrary to the emphasis on
“pathology” which has predominated the discipline (Seligman &
Csikszentmihalyi, 2000); and, positive organisational scholarship (POS) (Cameron
et al., 2003). Positive organisational scholarship focuses on the study of
particularly positive outcomes, procedures and traits of organisations and their
people, without being one single theory, emphasising the notions of
“excellence,” “thriving,” “flourishing,” “resilience” and “abundance” which
enhance the “positive human potential”. It tries to comprehend what could

constitute the “best of the human condition” (Cameron et al., 2003, p.4).

Work engagement “translates into performance” in numerous industries through
staffs’ interplay with customers, clients, students or patients. “It is in these
interactions that the energy, dedication, absorption, or efficacy that lie in the
heart of work engagement turn into action” (Leiter & Bakker, 2010, p.5). Various
researchers have drawn attention to the importance of employee work
engagement in increasing performance and positive organisational outcomes.
Saks (2006) argues that there was only little empirical evidence to reinforce
these claims. However, research on the association between work engagement
and diverse performance categories has been increasing in recent years, in
various geographical regions, industries (i.e., finance, education, hospitality,
construction) (Motyka, 2018).
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2.41.1 Work engagement in Higher Education

Considering the large amount of research undertaken on work engagement,
especially in the private sector, there are not many studies in the public sector
in general and in the field of education in particular. There are a few examples
(i.e., Jeve et al., 2015; Vigoda-Gadot et al., 2012). However, academics have
expressed the view that the literature has not focused on comprehending the
notion of employee engagement in public sector organisations (Byrne &
MacDonagh, 2017). The majority of empirical studies in the sector of education,
explore engagement among teachers working at primary and secondary
educational levels (i.e., Bakker & Bal, 2010; Hakanen et al., 2006; Li et al.,
2015; Runhaar et al., 2013; Trepanier et al., 2015).

There is a small number of research studies that have examined engagement
levels in higher education institutions (i.e., Barkhuizen et al., 2014; Rothmann &
Jordaan, 2006). For example, a study on academics demonstrated the significant
positive influence of “job resources” (i.e., role clarity, good supervisor relations
and intrinsic task characteristics) among academics, foretelling higher levels of
work engagement and organisational commitment (Barkhuizen et al., 2014).
Another study demonstrated that vigour in particular is characterised by “mental
resilience” and the desire to work hard in one’s work, despite challenges.
Hence, the findings show that female academics put more effort in their job,
despite the challenges they face, in order to complete their tasks and

responsibilities (Bezuidenhout & Cilliers, 2010).

Prior research on work engagement indicates that when lecturers have good
relationships with management, it results in a more favourable connection with
the organisation as a whole and, thus, greater organisational engagement
(Kurtessis et al., 2017). Research including 349 professional staff employees
from 17 different higher education institutions in the United States, to examine
areas of their working conditions that could affect their own work engagement,
suggest the following: employees’ views of “work overload” have a
comparatively minor relationship with their attitudes and behaviours on the job,
while their views of “role conflict” have a comparatively major relationship
(Curran & Prottas, 2017).
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There are some studies on work engagement and role relationships in the higher
education sector. For example, a study indicates that the key to enhance the
right kind of culture is to choose public sector managers who understand the
“complexity of human behaviour” and comprehend the significance of creating
“high-quality relationships” with staff (Byrne & MacDonagh, 2017). Thus, hiring
“good” managers is necessary but not sufficient. They have to be adequately
trained in order to understand the best way to communicate with staff members
and contribute to the creation of these high-quality relationships in the

workplace (Byrne & MacDonagh, 2017).

2.41.2 Work Engagement and Relational Coordination

Job demands and time constraints can be a detriment to work engagement. This
issue is also related to research on work engagement and relational
coordination. There is a growing research interest regarding the contextual
factors that interact with relational coordination including complexity,
uncertainty, time constraints, resource constraints and performance pressures.
The results of these studies are mixed, since some studies indicate that job
demands of various kinds are a predictor of relational coordination while other
studies suggest that they are not, with relational coordination, rather, creating
resilience among employees, enabling them to better handle job demands (i.e.,
Torring et al., 2019). For example, regarding the influence of contextual factors
in “marketizable” universities, teachers and researchers are not sure whether
their work is sufficient, whether they are “doing the right thing,” doing as much
or well comparatively to others, regularly looking to ameliorate, to be superb.
“And yet, it is not always clear what is expected” (Ball, 2003, p.220) (see

chapter one).

Relationships with colleagues have also been connected with work engagement
(Bakker & Demerouti, 2008). Studies have also shown that work engagement is
infectious, which encourages employees to include various people in their field
(Fasoli, 2010). The work engagement literature suggests that high-quality
interpersonal relationships (IPRs), thus relationships that have high levels of all
seven dimensions of relational coordination, shared goals, shared knowledge,
mutual respect and frequent, timely, accurate and problem-solving

communication, enhance work engagement (Warshawsky et al., 2012; Naruse et
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al., 2017). Relational coordination between nurse managers and their colleagues
was positively associated with work engagement. On average, nurse managers
said they engaged with their workforce various times during a week. This
elevated degree of work engagement indicates that nurse managers regard the
type of their labour to be meaningful. Relational coordination of high-quality
interpersonal relationships is as follows: higher among nurse managers and their
colleagues in the same function; lower with colleagues from other functions
(i.e., physicians); highly associated with work engagement; and, constant with
the model of work engagement which mentions that “supervisory and co-worker
relationships are instrumental in building work engagement” (Warshawsky et al.,
2012).

Another differentiation in the literature indicates that high-quality interpersonal
relationships with supervisors are a significant “source of motivation” for nurse
managers, whereas high quality relationships with physicians, exercise more
powerful influences on proactive behaviour (Warshawsky et al., 2012). Proactive

work behaviour is discussed in the following section.

2.4.2 Proactive work behaviour: A brief overview

Proactivity is significant in the workplace nowadays, where there is more
competition and greater pressure for innovation (Crant, 2000; Fay & Frese, 2001;
Parker, 2000; Sonnentag, 2003). People who are proactive execute their main
tasks and responsibilities better (Thompson, 2005). Proactivity is also important
for individual career success (Seibert et al., 1999). Although there has been a
substantial growth in proactive concepts, there is very little known about how
the diverse behaviours connect to one another or about more general procedures
and antecedents of proactive behaviour (Crant, 2000). This maybe the case
because research on proactivity has not come out “as an integrated research
stream in the organizational behaviour literature. There is no single definition,
theory, or measure driving this body of work; rather, researchers have adopted a
number of different approaches...and they have examined them in a number of
seemingly disconnected literatures” (Crant, 2000, p.435). Instead there is a
worry that there is a probability of diverse constructs that might double without
being combined (Parker & Collins, 2010).
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An uncertainty in the field of proactive behaviour is whether or not it is extra-
role. Research shows that the border between in-role and extra-role behaviour is
unclear and claims that there might be a need for reconceptualisation of extra-
role behaviour, considering that it might be diverse between and among people
(Morrison, 1994). Proactive persons tend to interpret their roles more widely and
this more “strategic” and “proactive” viewpoint necessitates the restructuring
of jobs and relevant authority structures (Parker et al., 1997). A change in
power structure is necessary in order to create proactive, “broad-thinking”
staff, “because such a change must be a lived experience and it can be neither
contrived nor commanded” (Aktouf, 1992, p.419). Moreover, proactive persons
tend to redefine their positions to include new tasks, responsibilities and goals
(Frese & Fay, 2001). Adaptivity is different from proactive behaviour because it
involves adapting to change, whereas proactive behaviour involves initiating
change (Griffin et al., 2007).

This thesis examines proactive work behaviour (PWB), which is distinguished
from other kinds of proactive behaviour (i.e., proactive strategic behaviour,
proactive person-environment fit behaviour). Proactive work behaviour refers to
employees’ self-initiated actions that go beyond the tasks and responsibilities of
their role and focus on leading change in organisations (i.e., Bindl & Parker,
2011; Fay & Frese, 2001) (Urbach & Weigelt, 2019). Prior research has
demonstrated that proactive work behaviour is positively related to diverse
advantageous outcomes; for instance, individuals’ “job satisfaction,” and
“affective organizational commitment” (Thomas et al., 2010). One positive view
is to consider proactive work behaviour as taking charge, which demonstrates
that staff members are more likely to take charge when they considered top
management have embraced staff recommendations and staff-started change
(Morrison & Phelps, 1999); or, as a personal initiative, that utilises an “active
approach,” which has a “self-starting” and “proactive nature” that surpasses any
challenges in order to reach an objective (Fay & Frese, 2001). These can be ways
of coping with work stressors, such as time pressure or situational constraints
(i.e., Fay & Sonnentag, 2002; Fritz & Sonnentag, 2009; Ohly & Fritz, 2010; Searle
& Lee, 2015).

Recent research suggests that proactive work behaviour can also have costs for

the proactive individual and examined the potentially negative effects for



Chapter 2 Literature Review 59

people and organisations. For example, researchers proposed that proactive
work behaviour might play a part in “employee stress” especially among staff
members who do not have proactive inclinations or the characteristics that assist
particular kinds of proactive work behaviour; or proactive work behaviour could
play a part in “inter-employee tension” when colleagues do not agree with the
“appropriateness” of it (Bolino et al., 2010). Furthermore, research indicates
that employees who “go the extra mile” might undergo “citizenship fatigue”
which can influence the future manifestation of “organizational citizenship
behavior (OCB)” (Bolino et al., 2015). Organisational citizenship behaviour,
according to Morrison & Phelps (1999), although similar, is different from
proactive work behaviour. The results of several empirical studies on this
potential “dark side” of proactive work behaviour support that it is related to
elevated levels of strain and exhaustion (Fay & Huttges, 2017; Pingel et al.,
2019; Strauss et al., 2017; Zacher et al., 2019).

Scholarly work has identified both “constructive” and “destructive” proactive
work behaviours (Moss et al., 2003). This study focuses only on constructive
proactive work behaviour. Other types of proactive behaviour are also
identified. For example, Parker & Collins (2010, p.636) specify three wide
“targets of impact” to which such behaviours could be administered: “the
internal organization environment (proactive work behavior), the organization’s
fit with the external environment (proactive strategic behavior), and the
individual’s fit within the organizational environment (proactive person-
environment [P-E] fit behavior)”. This thesis focuses on the first type and
defines proactive work behaviour as “taking control of and bringing about
change within the internal organizational environment” (Parker & Collins, 2010,
p.637). It examines proactive work behaviour focusing on “taking charge,”
“voice,” “individual innovation,” and “problem prevention” (Parker & Collins,
2010).

“Taking charge entails voluntary and constructive efforts, by individual
employees, to effect organizationally functional change with respect to how
work is executed within the contexts of their jobs, work units, or organizations.
It...is inherently change oriented and aimed at improvement” (Morrison & Phelps,
1999, p.403). An exemplifying behaviour of taking charge is trying to create

ameliorated processes in the work context (Parker & Collins, 2010). Prior
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research indicates that employees are more likely to take charge when they
recognise that senior management are willing to listen to their suggestions and
to their started actions of change (Morrison & Phelps, 1999). Staff members are
also more likely to take charge to the degree that they have a “high level of
self-efficacy” and an “internalized sense of responsibility” for encouraging
change at work (Morrison & Phelps, 1999). Self-efficacy is a significant
predecessor of taking charge and similar behaviours (Axtell & Parker, 2003;
Speier & Frese, 1997).

Procedural justice is another factor, according to research, that influences the
level of taking charge. Employees are more likely to take charge when they
perceive their organisation to be high in procedural justice. It seems that having
fair policies and regulations makes certain that persons view themselves safe
enough to be proactive. Conversely, the absence of procedural justice might
make them perceive their taking charge as “overly risky” (McAllister et al.,
2007). Moreover, the decision regarding taking or not taking charge is influenced
by both context and personal traits. Thus, even within the same institution,
some persons may be more likely to take charge than others, particularly those

with “high self-efficacy” and “felt responsibility” (Morrison & Phelps, 1999).

“Voice is [a] promotive behavior that emphasizes expression of constructive
challenge intended to improve rather than merely criticize. Voice is making
innovative suggestions for change and recommending modifications to standard
procedures even when others disagree” (Van Dyne & LePine, 1998, p.109). An
exemplifying behaviour of voice is communicating your points of view related to
issues at work to colleagues despite the fact that your perceptions vary and
others do not agree (Parker & Collins, 2010). The emphasis is on voice
behaviours that question the status quo in a constructive manner (Van Dyne &
LePine, 1998). Voice is related to discussing issues that influence an employee’s
workgroup, searching details regarding those matters and presenting “innovative
suggestions” even if others disagree (Van Dyne & LePine, 1998). Prior research
demonstrates that “high-quality leader-member exchange” forecasts voice in

the organisation (Burris et al., 2008).

Scholarly research shows that employees are more likely to behave consistently

with their individual traits if the circumstances activate facets of these
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characteristics. This finding influences the level of voice (Parker et al., 2010).
For example, Fuller et al. (2006) claim that “access to resources” forecast voice
by means of perceived responsibility for change only for persons with certain
proactive traits and not for those who do not possess such characteristics.
Innovation and creativity are similar but not identical. Creativity refers to the
construction of new and useful notions (Mumford & Gustafson, 1988); innovation
refers to the construction or adoption of useful novel notions and notion
implementation (Van de Ven, 1986). The definition used in this thesis starts with
a “problem recognition and the generation of ideas or solutions, either novel or
adopted” (Scott & Bruce, 1994, p.581). Then, the person,

“...seeks sponsorship for an idea...[and] finally completes the idea by
producing a prototype or model of the innovation...that can be
touched or experienced, that can now be diffused, mass-produced,
turned to productive use, or institutionalized...Thus, innovation is
viewed here as a multistage process, with different activities and
different individual behaviours necessary at each stage” (Scott &
Bruce, 1994, p.582).

An exemplifying behaviour of individual innovation is trying to find novel
methods, technologies and/or ideas about products or issues (Parker & Collins,
2010). Persons involved in individual innovation could be expected to be
involved in any mix of these actions at any one time, because innovation in this
sense is depicted by “discontinuous activities” rather than separate, consecutive
stages (Scott & Bruce, 1994).

Problem prevention is defined as follows. “The long-term focus on work enables
the individual to consider things to come (new demands, new or reoccurring
problems, emerging opportunities) and to do something proactively about them.
Thus, problems and opportunities are anticipated, and the person prepares to
deal with them immediately” (Frese & Fay, 2001, p.140). An exemplifying
behaviour of problem prevention is aiming to discover the real cause of issues
that are mistaken (Parker & Collins, 2010).

Proactive work behaviour is not always forwarded automatically, despite its
advantages because it includes “uncertainty” for the future and initiates change
which is not always accepted by others in organisations (i.e., managers,

supervisors) who favour the “status quo” (Wu & Parker, 2017). Features of the
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workplace can interfere to stop proactive persons from being so (i.e., job
control, procedural justice) (Parker et al., 2010). One of the most significant
impediments of proactive work behaviour is the absence of “job control,” since
circumstances low in job control allow little horizon for “individual antecedents”
to affect actions (Parker et al., 2010). For instance, research has demonstrated
a stronger connection between feeling recovered in the morning and acting
proactively during the day for staff members with high levels of job control than
for staff with low levels of job control. Low levels of job control seem to

suffocate peoples’ proactive work behaviour (Binnewies et al., 2009).

Consequently, due to the various possible uncertainties and dangers of proactive
work behaviour, having an encouraging environment is likely to enhance
proactivity (Parker et al., 2010). An encouraging environment inspires and
stimulates people to experiment in diverse manners in order to undertake their
tasks and responsibilities without being concerned regarding potential risks
(Parker et al., 2010). Research indicates that in environments where proactive
work behaviour is significant, chiefs and managers can take action to encourage
and sustain this kind of behaviour. This happens despite the fact that such
actions are not always easy to obtain because they do not always come
“naturally,” particularly in situations with high levels of pressure, where they
are more likely to interfere in order to do things faster with better results.
Therefore, “coaching” or “training leaders” to comprehend what enhancement
of proactive work behaviour signifies and how to give it within the organisation
is helpful (Wu & Parker, 2017).

2.4.2.1 Proactive Work Behaviour in Higher Education

There is not much published in the field of higher education in general and in
particular about employees regarding proactive work behaviour, despite the
extensive literature in organisations. For example, some studies focus on
students and their proactivity in coping with various situations, such as
depression (Bagana et al., 2011), college transition in the case of freshmen
(Wang et al., 2013) or commuting mode choices (Zhou, 2014). The proactive
personality of college graduates is in relation to the following: successful job
search (Brown et al., 2006); “citizenship” and “counterproductive” conduct in
an academic environment (Islam et al., 2018); and, their academic “self-
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efficacy” in education (Lin et al., 2014). The proactive behaviour of university
students and its relation to the following: significant “emotional outcomes”
(i.e., good communication with academics, “school-life satisfaction”) (Cho &

Lee, 2016); and, their development of employability (Clements & Kamau, 2018).

Other studies focus on academics, their proactive personality and the way it is
related to: job behaviours (“task and citizenship”) using the occurring mediator
of “perceived role breadth” (Bergeron et al., 2014); the extent to which
proactive personality is significant in the job adaptation of novel faculty
members in the new academic environment (Wahat, 2009); and, “challenge and
hindrance stress” regarding academic achievement (Zhu et al., 2017). Research
on academics has also examined the influence of both organisational
environment and their proactive behaviour to the research performance of
universities, with “collaboration behaviour” being the most significant factor of

research results (Ryazanova & McNamara, 2016).

Research in higher education has also focused on the “proactive behaviour” of
the university towards its stakeholders, in order to achieve positive results. For
example, a study examined “proactive recruitment strategies” in order to
increase the “capacity” and “diversity” in Japanese higher education toward
further internationalisation in the coming years (Kuwamura, 2009). Another
study examined the “responsive” and “proactive” stakeholder orientation. “A
responsive stakeholder orientation (RSO) would mean an organisational attempt
to understand and satisfy the expressed needs of stakeholders, whereas a
proactive stakeholder orientation (PSO) would represent an organisational
attempt to understand and satisfy the latent needs of stake