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ABSTRACT

The emerging interest in utilizing positive psychology in an organizational environment has increased
attention to its potential in supporting both managers and employees in coping with organizational
change. However, the field still lacks a holistic overview of the role of positive psychology
interventions in enhancing the readiness for change among employees. The present paper focuses on
the literature review of recent researches in resistance and readiness for change, personal resources
impact, and positive psychology interventions as interrelated constructs. The potential directions for
future studies have been discussed, as well as specific recommendations regarding how to enhance
the research on the effectiveness of positive psychology intervention in facilitation of organizational
change.
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1. INTRODUCTION

Positive psychology has become increasingly dominant in an organizational
environment in recent years. It has been noticed that positive psychology interventions
provide many benefits for organizational development, increasing job satisfaction and
commitment among employees. Specifically, companies are concerned with establishing an
appropriate climate at work and providing appropriate support in coping with
organizational changes for employees. However, the positive practices in the organizational
field usually have been neglected and placed in the scope of researchers’ attention just
recently (Peterson & Seligman, 2003).

The recent interest in positive psychology intervention in the organizational field
increased the number of researches and publications in the mentioned area. Some recent
studies (Berson, Oreg, & Dvir, 2008) highlighted that readiness for organizational change is
influenced by job satisfaction, job enrichment (Luna-Arocas & Camps, 2008), employees’
attitudes (Thompson & Prottas, 2006), and affective commitment (Panaccio
& Vandenberghe, 2009). However, there has been no integrated synthesis of such findings
with actionable management implications and interventions for multiple such constructs.

Although, the research on the organizational change is represented widely in recent
literature, a more holistic approach is required to understand the nature of organizational
change and discover the opportunities for its facilitation. Therefore, this paper aims to
gather, analyze and synthesize available studies to establish the deeper understanding of
interrelations between organizational change, personal potential and positive psychology
interventions. The present chapter seeks to begin remedying this gap.
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The semi-systematic review was conducted to address the main goal of this chapter.
A content analysis was applied to identify, analyze, and report patterns in the form of
themes and findings within analyzed sources (Braun & Clarke, 2006). Therefore, the main
contribution could be stated as the ability to map a field of research, synthesize the state of
knowledge, and create an agenda for further research (Ward, House, & Hamer, 2009). The
main strengh of the used methodology is that this review was designed for topics that have
been conceptualize differently and studied by various groups of researchers within diverse
disciplines. However, the current study can be reinforced with appliance of more qualitative
approaches, for example meta-analysis (Greenhalgh, Robert, Macfarlane, Bate,
& Kyriakidou, 2004). The future research willl focus on comparison between different
types of studies on positive psychology interventions enhancing readiness for
organizational change. The particular directions for future research have been indicated in
part 3.

2. BACKGROUND

2.1. Organizational change: Models and factors facilitating readiness for
change
2.1.1. Resistance and readiness for organizational change

Recently, organizations faced various transformations to adjust their functioning to
changeable life conditions. As a result, organizations became more complex structures
which require effective managing organizational change among workers (Pettigrew,
Woodman, & Cameron, 2001). The resistance to organizational change can be viewed as
one of the significant obstacles to successful accomplishing of different types of
organizational change (Avey, Wernsing, & Luthans, 2008).

Traditionally, resistance and readiness for a change were studied in dialectical
approach when both concepts are defined as opposite to each other. The reason for
establishing this approach is the nature of organizational change which is described as a
multileveled construct (Weiner, 2009). In recent literature, resistance and readiness for
change is viewed as different concepts (Holt, Armenakis, Harris, & Feild, 2007).
Furthermore, Self and Schraeder (2009) stated that there are three following domains which
can trigger resistance to organizational change: individual factors, organizational factors
and change-specific factors.

The significant research question focuses on the impact of the nature of organizational
change on the resistance to this change among employees. Recent studies suggested the
following factors that influence the attitudes and employees’ resistance to change: the
communication of change, the level of understanding of change, the consistency of the
management actions with the objectives of the change initiative, and the participation in the
change process (Erwin & Garman, 2010).

2.1.2. Job satisfaction as an organizational factor facilitating employees’ readiness for
change

An increase in job satisfaction is considered as a powerful tool in facilitating the
readiness for organizational change. Based on studies, it has been stated that organizational
culture, climate dimensions and policies are significantly related to employees’ job
satisfaction (Berson, Oreg, & Dvir, 2008). It has been shown that salary and job enrichment
(Luna-Arocas & Camps, 2008), work-family balance strategies (Baltes, Clark,
& Chakrabarti, 2010) as well as employees’ attitudes such as perceived control (Thompson
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& Prottas, 2006) and affective commitment (Panaccio & Vandenberghe, 2009) are
positively correlated with job satisfaction.

The other set of significant variables influencing job satisfaction is related to
employees’ attitudes towards change (e.g. feelings and intentions towards change,
evaluation of the costs and benefits related to organizational change) (Oreg, 2006), to
employee engagement (Marks, 2006), and their problem-solving style (Amiot, Terry,
Jimmieson, & Callan, 2006).

Research on leadership impact at a job satisfaction shows controversial results. It has
been stated that satisfaction with supervisors has a positive impact on the job satisfaction
(Mardanov, Heischmidt, & Henson, 2008). However, according to Avolio and colleagues
(2009), the leadership is a complex construct which includes various aspects such as
supervisors, followers, work context, culture, and the leader itself. The recent data
considers a servant leader to provide a higher level of trust in an organization (Joseph
& Winston, 2005), while transformational leadership increases job satisfaction (Liu, Shiu,
& Shi, 2010), psychological well-being (Nielsen, Randall, Yarker, & Brenner, 2008), and
social support perceptions (Lyons & Schneider, 2009).

2.1.3. Perceived organizational support and employees’ readiness for change

According to Luthans, Norman, Avolio, and Avey (2008), perceived organizational
support enhances employees’ positive psychological capital (PsyCap) and consequently
higher readiness for change. Experiencing organizational support establishes a hope, and
sets goals which will help to accomplish organizational tasks and accomplishments.
Additionally, a supportive organizational climate may reinforce employees’ resilience
(Luthans et al., 2008) and optimism (Bakker & Schaufeli, 2008).

Perceived organizational support facilitates the readiness for organizational change if
employees view it as legitimate and rational (Self, Armenakis, & Schraeder, 2007).
According to recent studies, readiness for change is reflected in employees’ attitudes,
beliefs, and intentions related to the implementation of the change and the organization's
ability to execute organizational change successfully (French, Bell, & Zawadzki, 2004).
According to Eby, Adams, Russell, and Gaby (2000) perceived organizational support and
readiness for change are interrelated, stating that the increase in organizational support
enhances readiness for change (Madsen, Miller, & John, 2005). Consequently, interaction
and social support are viewed as strong and positive components of the organizational
culture, which can facilitate readiness for change.

Perceived supervisor’s support is when employees believe that their organization
appreciates their contribution and values their well-being, which results in an employee’s
commitment to the organization. Perceived supervisor support has an impact on positive
emotions, psychological hardiness, (Cole, Bruch, & Vogel, 2006), job performance
(Kuvaas & Dysvik, 2010) and job retention (Eisenberger, Stinglhamber, Vandenberghe,
Sucharski, & Rhoades, 2002).

2.1.4. Social factors facilitating employees’ readiness for change

Recently, organizations pay attention to establishing and supporting positive
relationships among employees by forming workgroups (Lewis, 2011), encouraging ‘dream
teams’ through role clarity, diversity, advancement potential, supportive leadership,
collective efficacy, and trust (Richardson & West, 2010). Establishing ‘dream teams’
results in enhanced creativity and innovation (Richardson & West, 2010; Shubina
& Kaulakli, 2020), increased work performance (Losada & Heaphy, 2004), engagement
(Weigl et al., 2010), and job satisfaction (Mickan & Rodger, 2005). Recent studies have
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stated that optimism, team efficacy, and resilience contributed to positive relationships at
work overtime.

It has been stated that leaders have a power in promoting positive relationships
between employees through modeling and the contagion effect (Hatfield, Cacioppo,
& Rapson, 1994), via emphasizing the ethical practices and moral identity within
organizations (Cameron, 2008). According to a positive approach to leadership, realistic
optimism, intelligence, confidence, and hope help to manage subordinates and inspire them
more efficiently (Luthans, Luthans, Hodgetts, & Luthans, 2001) and as a result help to
increase job satisfaction and organizational commitment among employees (Kim
& Brymer, 2011).

2.2. Positive psychology interventions and facilitating readiness for
organizational change

Applying positive psychology at the workplace has grown extremely fast within the
last two decades, offering organizations effective strategies and tools directed towards
managing organizational change and maintaining high well-being among employees’.
However, not much details were discovered regarding the mechanism that constitutes
positive psychology interventions at these levels.

Analysis of existing models related to the predictors of work engagement,
performance and overall well-being provides three categories of drivers including personal
resources, organizational resources and job experience. Personal resources are mainly
related to the psychological capital, cognitive flexibility, self-confidence, emotional
intelligence, resilience, and time use. Organizational resources include establishing a
climate of trust, providing managerial support, social interaction and friendly
environmental conditions. Among factors related to job experience, it is possible to mention
autonomy, variety, mastery, structure and relationships (Boniwell & Tunario, 2019).

In accordance with a study conducted by Prochaska, Redding, and Evers (1997), the
self-efficacy of employees is an essential condition for successfully accomplishing an
organizational change. Moreover, employees with positive emotions, higher self-efficacy,
and optimism, will gain more confidence to overcome the obstacles and challenge related to
the organizational change (French et al., 2004; Luthans et al., 2008) and will experience a
decrease of anxiety and resistance about organizational change (Cummings and Worley,
2009).

Among the most significant benefits of having happy workers, the following should
be mentioned: setting more challenging tasks, reaching goals faster, producing more
creative ideas, better interactions with colleagues, providing more support and help,
learning more, getting promoted faster. Happy workers would more focus on promotion
goals vs avoidant goals, they are more cooperative in negotiations, and search for more
concessions, more efficient solutions and results in lower deviance at work (Boniwell
& Tunariu, 2019). Consequently, modern organizations more often focus on well-being as a
strategic goal of implementing an organizational change, increasing employees’
performance and engagement.

Self-efficacy can be developed through mastery experiences of performance
attainments, vicarious positive experiences or modelling, positively oriented persuasion,
and/or physiological and psychological arousal. According to Bandura (Boniwell
& Tunariu, 2019), cognitive mastery modelling, and self-regulatory competences are the
effective strategies enhancing self-efficacy (Shubina, 2018). Workers with higher levels of
self-efficacy will be able to set more challenging goals, put more effort to accomplishing
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their goals and manage obstacles, and facilitate productive teamwork and collective
efficacy of teams.

It is possible to facilitate resilience at an organizational level. Proactive training
provides workers with necessary resources to deal with challenges or obstacles when they
occur. Sutcliffe and Vogus (2003) established strategies to enhance resilience at the
individual, group, and organizational levels. They allow workers’ to enhance competence
and efficacy through increasing their access to personal and external resources, improving
their learning attitude, and organizing their experiences.

Appreciative inquiry is an essential element in organizational development
(Cooperrider & Sekerka, 2003) which approaches organizational change through tends to
focus on individual’s strengths, and organizations attitude towards change. Appreciation
inquiry focus on organizational struggles and identifying the positive behavioral and
strategic examples of organizational practice afterwards enhancing and promoting these
practices. A study by Fry, Barrett, Seiling, and Whitney (2001) has found that appreciation
inquiry facilitates employee’s engagement and helps them effectively managing with the
corporate changes.

Gratitude is considered as one of five qualities of mindfulness, which reduces the
feeling of anxiety amongst workers experiencing employment uncertainty (Jacobs
& Blustein, 2008). It decreases stress (Wood, Maltby, Gillett, Linley, & Joseph, 2008),
raises the feeling of responsibility towards society and their colleagues (Andersson,
Giacalone, & Jurkierwics, 2007), and enhances social relationships and increases their
subjective well-being (Seligman, Steen, Park, & Peterson, 2005).

According to study by Kaplan and Kaiser (2010) positive leadership training is
significantly positive psychology interventions (PPI) enhancing the increase of awareness
among leaders about their own strengths without relating them to possible improvements of
their weaknesses or deficits. Supervisors can improve employees’ PsyCap through effective
interventions (Mills, 2010), including a web-based training program (Luthans, Avey,
& Patera, 2008) instructing employees on the PsyCap components and asking them to
report where they had witnessed such constructs in their own work lives.

Among examples of PPI at an organizational level the successful seem to be delivered
bonuses, open for discussions climate, atmosphere of fairness, flexible work, and focus on
outcomes, valuing exploration, growth opportunities, and effective socializing environment.
All mentioned examples may enhance healthy relationships at work, and openness for a
change (Boniwell & Tunario, 2019).

3. FUTURE RESEARCH DIRECTIONS

While it is clear that much research has identified the effectiveness of positive
psychology interventions in the organizational field, it is considered as an emerging area of
study, with actual research needs to address. For example, more empirical research on the
role of PsyCap and appreciation inquiry is necessary, as both have recently occurred in
literature and are not widely utilized in practice. More specifically, research on how PPI
may use PsyCap to increase its readiness for organizational change is under high demand.
Due to the fact that the majority of studies are focused on some particular areas in using PPI
in the organizational environment, the more complex study on how PPI would facilitate an
organizational change on one hand, increasing awareness about personal potential and its
relation to job satisfaction, employee performance and commitment, and on the other hand,
improving organizational culture, environment, providing support and adjusting policies.
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Longitudinal research must be useful in exploring PPI and its long-term effects on
employees’ readiness for organizational change and organizational support in this matter.
The majority of research investigating various aspects of PPI utilizes self-reported survey
data that limits the understanding of PPl effects and impacts on explored relevant
outcomes. Thus, to gather more objective and reliable data self-reported surveys could be
supported with surveys conducted by managers. Reports on how effective various strategies
are at enhancing workers’ well-being (e.g. setting more challenging tasks, producing more
creative ideas, providing more support and help, getting promoted faster, enhancing
resilience and gratitude, etc.) will help to overcome the mentioned above limitations.

To investigate characteristics of PPI it is important to focus on its effects as complex
and successful approach. Furthermore, increased research attention needs to be given
towards personal resources, positive constructs, and effective interventions targeting these
constructs on an employee and manager level. Finally, to keep objectivity and follow a
holistic approach research on effectiveness of PPl should comprehensively study both
positive and negative aspects of the employee and organizational functioning.
Consequently, for more exploration and more applicable results, research on effectiveness
of PPI must follow a wider angle of consideration of framed constructs.

Negativity is an essential requirement to gain some particular positive outcomes. For
example, to experience resilience, both employees and organizations should go through
certain negative circumstances. In addition, to be able to increase employees’ readiness for
organizational change, detailed information regarding resistance for change seems to be
essential for its overcoming. Therefore, exploring of the negative circumstances’ impacts
and how they integrate with PPl would increase understanding of PPI and the interactive
effects of positive and negative organizational behavior and circumstances in relation to
one another.

4. CONCLUSION

In sum, many employees and organizations are struggling in today’s social and
economic environment. Therefore, fostering organizational change by PPl may be the
essential point that each can apply to increase the organizational success and employee
adaptability to various changes. As explicated throughout this study, the available research
has evidenced that when organizations take a positive approach to their corporate culture
and their employees, the organizational development ultimately benefits. Recent research
has found that using strengths and personal resources increases engagement and enjoyment.
As such, companies and corporations with their management would be efficient if they will
consider the constructs and applications discussed in this paper as well as will implement
such positive interventions and initiatives within their own organizational environment and
structure. Interventions facilitating resilience, enhancing self-efficacy, reinforcement of an
individual’s strengths, enhancing social interactions will result in a decrease of stress and
maintain employees’ well-being. Consequently, these PPl will support employees and
management in facilitating readiness for organizational change through developing personal
potential, increasing job satisfaction, commitment and performance among workers.

This semi-systematic review identified, analyzed, synthesized and reported the main
findings on the effectiveness of PPI in relation with organizational change. The obtained
results allow to extend the future analysis through comparison of different types of studies
and findings on positive psychology intervention enhancing the readiness for organizational
change.
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