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Libor Rostik grew up in Eastern Europe
and through determined effort came to
Texas by way of London and Canada.
Libor was a engineer by professional
training and became part of the corporate
rebels under the leadership of Gordon
Forward, Sc.D., who designed and built
world-class Chaparral Steel Company.
By 1988, Libor was the chief engineer
for Chaparral. He was one of 10 officers
and 25 employees who were interviewed
as part of an organizational assessment
conducted on the company. At the con-
clusion of the interview, Libor was asked
what was the best aspect of his job. He
launched into an excited 15-minute ora-
tion about how exciting, interesting, and
satisfying his job was for him. The inter-
viewer observed the next day to the vice
president for human resources that it
appeared as though Libor Rostik brought
most of his own excitement with him to
the job. The vice president laughed in
affirmative response.
Angeles, California. Within the domain of
This vignette illustrates that we cannot
always make a clear distinction between (1)
our history and experience that we bring to
the workplace and (2) our response(s) to
what is already within the workplace. This
is a chicken-and-egg dilemma that we cannot
resolve in this special issue on healthy,
happy, productive work. However, we do
want to go back to the beginning of an exam-
ination of the relationship between job satis-
faction and job performance—a relationship
with which the field of organizational beha-
vior has wrestled for decades. In addition, we
want to revisit the origins of our preventive
management approach to health and well-
being in organizations. From there, we want
to fast forward to our own leadership experi-
ences during the 1990s, and finally overview
the present contributions which address the
domain of healthy, happy, productive work.
In addition to drawing on our own experi-
ence as professional practitioners as well as
research scholars, we have engaged both
academicians and leading executives in the
seven contributions that follow.

IN THE BEGINNING

Ever since the Hawthorne Studies in the early
20th century (1920s and 1930s) spawned the
Hawthorne Effect – whose twin effect in
medicine is called the Placebo Effect – there
has been a debate in management and orga-
nizational behavior concerning whether
happy workers are more productive work-
ers. As the 20th century wore on, health
became an increasingly major concern in
many organizations because of the rise in
health care costs. Therefore, we have
expanded the domain of happy/productive
work to the larger domain of healthy, happy,
productive work. Let us begin by considering
the comparatively recent origins of these
issues.

The Happy/Productive Worker

Barry Staw was asked by the American Psy-
chological Association to deliver an address
at its 1985 Annual Convention in Los
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organizational psychology, he chose to
address the pursuit of the happy/productive
worker, later turning his invited address into
a now well-known journal article. At the
heart of the dilemma with which Staw
wrestled were the consistency of job satisfac-
tion, or more broadly job attitudes, and the
intransigence of job performance. While
some might accuse him of being a pessimist
in his perspective, he argued for a lowering
of what some see as euphoric expectations
within the psyche to have it all—to fulfill
Abraham Maslow’s concept of self-actualiza-
tion, in which executives and workers alike
are entirely satisfied with how they feel and
what they produce. Staw viewed job satisfac-
tion and job performance as laudable objec-
tives and focused on what was realistically
achievable in addressing both concerns
within organizational psychology. His self-
assessment was what he identified as realis-
tic (i.e., neither idealistic and optimistic nor
darkly pessimistic) in addressing the happy/
productive worker thesis.

His realism led him to be skeptical of
the wave after wave of approaches and
interventions for achieving both happiness
and productivity, from the early worker
participation movement following the
Hawthorne Studies, through the pursuit of
excellence craze, to the high-performing sys-
tems approach. However, through three tar-
geted systems of organizational change, Staw
concluded that it was possible to overcome
the inertia that historically had prevented
much movement on either the job satisfaction
or job performance meters. His three alter-
natives were to build a strong individually
oriented system, or to design a group-
oriented system in which satisfaction
and performance are derived from group
participation, or to use an organizationally
oriented system for organizing work. Staw
concludes that these three motivational sys-
tems have the potential to overcome inertia
and can spur us to action, rather than accept-
ing in resignation the difficulties in moving
both satisfaction and performance. Hence,
happy and productive work is achievable,
despite difficulties to that end.
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Preventive Medicine and
Preventive Management

About the same time that Barry Staw was
wrestling with the happy/productive
worker conundrum, we were busy building
a bridge from public health into an organiza-
tional context, aiming to apply the public
health notions of prevention to the chronic
problems caused by organizational stress.
Using ideas from preventive medicine and
translating them into an organizational con-
text, we framed our early notions of preven-
tive management to address stress in
organizations. We and others later applied
this same set of ideas to other chronic orga-
nizational problems such as workplace vio-
lence, suicide, and sexual harassment. The
core of our concern was health-related. That
is, how do we reduce the burden of suffering
in a working population while we improve
their health and well-being? We frame our
preventive stress management framework
on five guiding principles, the first two of
which are:

Principle 1: Individual and organizational
health are interdependent.
Principle 2: Leaders have a responsibility for
individual and organizational health.

These two principles are broadly applic-
able to issues around health in organizations.

Human suffering, health disorders, and
illness are the antithesis of health, vitality,
and well-being. Further, suffering and health
problems can drain positive energy other-
wise used to achieve happiness and produc-
tivity. While organizational psychology has
been concerned with the core issues of moti-
vation and leadership over the decades, med-
icine and clinical psychology have been
concerned with healing the damage done
to body, mind, and spirit by accident or
intentional harm. Despite the presence of
many bright, enlightened, and humane lea-
ders through the years – such as Dr. Gordon
Forward who lead the building of world-
class Chaparral Steel Company – there are
also Neanderthals in some organizations.



These latter leaders can cause real damage at
work, as Peter Frost so well points out in
bringing attention to emotional toxins at
work. While our preventive management
model makes provision for treatment and
therapy by way of tertiary prevention to
address emotional toxins and other damage
to people at work, the preferred point of
intervention in public health, and for us, is
always primary prevention. That is, we
would rather address the cause of a problem
than keep repairing damage the cause pro-
duces. Alternatively, secondary prevention
is preferred to treatment as well and aims
to address how we can change our responses
to inevitable causes of problems to avert their
negative outcomes.

Authentic Leadership, Posit ive
Psychology, and Posit ive
Organizational Behavior

Principle 2 in our preventive management
framework focuses on leaders and the role
of leadership in enhancing individual and
organizational health. What is new since we
framed our prevention model is an emerging
confluence of the stream of science and prac-
tice in authentic leadership with positive psy-
chology. Positive psychology acknowledges
the two historically well-executed missions of
psychology, which are to care for the suffering
and to prevent mental health problems. How-
ever, positive psychology brings powerful
attention to the third mission of psychology,
which is to build on strength and competence.
The emphasis on this third mission is an
exciting new mainstay of psychology that
blends well with authentic leadership, focuses
on competence, character strengths, and per-
sonal integrity. Positive psychology has been
extended into the emerging domains of posi-
tive organizational behavior (POB) and posi-
tive organizational scholarship.

Leaders’ historical challenge has been to
keep themselves and those with whom they
work healthy, happy and productive in the
service of the organization. Douglas McGre-
gor’s focus on the human side of the enter-
prise always acknowledged that the primary
function of leadership, whether organization
leaders made Theory X or Theory Y assump-
tions about people, was to manage the enter-
prise. McGregor considered both Theory X
and Theory Y assumptions valid, but not
universal. That is, it is essential for a leader
or manager to correctly assess which set of
assumptions apply to which individual(s). A
new challenge for leaders is to help each
other and their employees to grow, develop,
and build on their core strengths, competen-
cies, and virtues.

LEADERSHIP IN PRACTICE

Theory and research are the life-blood of the
research scholar and academician. Practice is
the life-blood of the professional leader. In
addition to our body of philosophical, theore-
tical, and scientifically empirical books, arti-
cles, book chapters, and clinical monographs,
we each have been engaged over the past two
decades in professional practice in public ser-
vice. By the mid-1990s we had each risen to
senior leadership positions respectively in
military service and international public
health. As a result, we were in positions to
put into practice some of our core notions
about who leaders should be and how they
should lead. We leave to those with whom we
served to report on how each of us performed
in our respective leadership roles and take for
ourselves to make some comments on the
leadership challenges we faced concerning
healthy, happy, productive work. Our respon-
sibilities were far more than academic exer-
cises or case studies, and we each were
privileged to serve with and report to leaders
of great character and personal integrity. For
us, the ‘‘rubber met the road’’ in the World
Health Organization and in the United States
Air Force’s San Antonio Air Logistics Center.

World Health Organizat ion

Shortly after Jonathan became a program
director in the World Health Organization,
Dr. Gro Harlem Brundtland became director-
general of W.H.O. with a mandate to lead
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major organizational change and transforma-
tion. The executive directors and the pro-
gram directors compose the leadership core
of W.H.O. through which actions occur
worldwide. However, being an international
drug logistics professional for 20 years did
not necessarily make Jonathan qualified for a
senior leadership position. The international
public health community is like too many
business organizations that do not system-
atically groom their mid-range professionals
for senior leadership. The functions and
behaviors of senior leaders often differ mark-
edly from those of professional experts, as
well they should. All too often organizations
thrust leading professional experts into
senior leadership positions without systema-
tic grooming and preparation for a very dif-
ferent kind of responsibility. Thus, for
Jonathan, the assumption of a program direc-
torship began a crash course in accelerated
development to transform a public health
professional into an effective senior leader
within a several year period. At the core of
the transformation were a strong, positive
motivation to grow and three key mentoring
resources providing information, emotional
support, rapid feedback, and guidance.

Julian Barling at Queens University in
Kingston, Ontario, Canada has concluded
in his extensive leadership training work in
a wide range of business and public settings
that military organizations are about the only
ones which uniformly do an excellent job of
grooming their young and mid-career offi-
cers and noncommissioned officers for senior
leadership positions. Thus, Jonathan’s
experience of being thrown into the fray
based largely on excellent professional skills
with the expectation that he would be an
equally effective leader is not significantly
at variance from much of corporate and pub-
lic organizational practice. The intense, accel-
erated growth curve at work placed his
personal health and family well-being in
jeopardy. Fortunately, neither was lost, and
he was able to experience an intense, posi-
tive, five-year growth period through which
the director-general of W.H.O. was able to
have him take on additional leadership
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responsibilities in the service of the organi-
zation.

San Antonio Air Logist ics Center

Jim’s experience as the senior reserve officer to
the chief financial officer of the U.S. Air Force’s
largest logistics and maintenance depot, and
later the senior reserve officer to the depot’s
commander, was somewhat different and
posed a different set of challenges. With the
signing of the base closure order by then
President Bill Clinton during the summer of
1995, the San Antonio Air Logistics Center
(SA-ALC) began a six year closure process
that was the largest federal military closure
in U.S. national history. How do you keep
over 13,000 federal civil servants and military
personnel healthy, happy, and productive
when their jobs are going away and their
workloads are being transferred to Georgia
and Oklahoma? An $8 billion business enter-
prise at the beginning of the closure process,
the SA-ALC carried 40% of the active U.S. Air
Force logistics and maintenance workload.
Major General Lewis E. Curtis, center com-
mander at the outset of the closure, told Jim he
had one big case study in preventive stress
management over the next six years.

While the years were challenging and dif-
ficult at times, the center’s great leaders and
leadership left a very positive benchmark for
the closing of a large industrial organization,
a much more positive legacy than the sad and
painful demise of Eastern Airlines and its
dozens of suicides. There was not a single
life lost to suicide or workplace violence as a
result of the closure process at the SA-ALC.
There were no major workforce disruptions.
There was over $33 million in cost avoidance
as a result of complaints that never hap-
pened—the result of systemic prevention
initiatives. The prevention of negative out-
comes in a difficult context may itself be
interpreted as positive and was largely attri-
butable to the outstanding work of great
leaders at all levels in this organization and
to the prevention initiatives of the command-
ing general’s organizational clinical psychol-
ogist, Lieutenant Colonel Charles Klunder,



the other side.
Ph.D. ‘‘Doc’’ Klunder coordinated initiatives
from the base chaplains and counseling
resources to public health and civilian per-
sonnel. As Executive Director Phillip W.
Steely said throughout the process, expect
great things from a great team. When the
Air Force Materiel Command’s General Les-
ter Lyles and Texas’s U.S. Senator Kay Bailey
Hutchinson officiated the closing ceremonies
on 13 July 2001, a positive if sad chapter in
U.S. Air Force history came to a close.

PUTTING THE PIECES
TOGETHER

Healthy, happy, productive work is neither a
myth nor a fully achievable reality. We may
think of it as an elusive goal for leaders and
followers in organizations. It is a worthy tar-
get for which to aim, with the understanding
that we cannot necessarily turn it into a metric
and then check off that we have achieved it.
This elusive nature of the age-old quest is first
addressed in the lead article in this special
issue. Thomas Wright and Russell Cropan-
zano pick up where Barry Staw left off in 1986.
Each of the seven contributions offers a
unique perspective or addresses a specific
dimension, adding textural depth to our
understanding of healthy, happy, productive
work. We put the pieces together for the
reader in this overview of the set of articles.

The Holy Grail

Thomas Wright and Russell Cropanzano
pick up Barry Staw’s age-old quest for the
‘‘Holy Grail’’ of management, the belief that
happy workers are productive workers.
Staw’s original conceptualization and mea-
surement focused on defining happiness as
job satisfaction and productivity as job per-
formance. Wright and Cropanzano take the
quest in a somewhat different direction, sug-
gesting that happiness should be conceptua-
lized not as job satisfaction, but rather as
psychological well-being. They have devel-
oped a stream of research that does support
a positive link between psychological well-
being and performance. At the core, the
important questions to think about are: Are
we defining happiness and productivity cor-
rectly? And, once we do, are we measuring
them accurately?

Unintended Consequences

Jerald Greenberg brings our attention to the
darker side of the issue. Specifically, how do
unfairness and injustice in the workplace
serve to cause stress, unhappiness, negative
affect, and – in this stream of consequences –
ultimately cause health and related problems
that interfere with productivity and job per-
formance? Greenberg’s approach offers
executives and managers ways to avoid these
unintended consequences of organizational
actions. Open systems are healthy systems;
when organizational justice processes are
based on accurate, unbiased procedures that
are transparently implemented, it goes a long
way toward avoiding stress and mitigating
negative outcomes. The remaining issues
not resolved by these mechanisms can be
positively addressed when leaders give
employees voice and then listen carefully to
that voice.

Polit ics and Women at Work

Pamela Perrewé and Debra Nelson bring
attention to issues where voice is important.
Politics has historically been one of the more
important soft-copy topics in organizational
life with an underdeveloped research base.
Perrewé and her colleagues have addressed
the importance of political skills to avert nega-
tive outcomes and to enhance positive ones at
work. Nelson and her colleagues have focused
attention on women’s professional stress and
executive health. Together, with their unique
interests and streams of research, they show
how political skill can enhance the perfor-
mance, healthy success, and health of women
in the workplace. As women continue to break
through the remaining glass ceilings that exist
in organizations, political skills become an
essential part of the toolkit for success on
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Aristotle ’s Virtues at Work

Joanne Gavin and Richard Mason bring to
bear the philosophical tradition of Aristotle
and his virtue ethics in addressing happiness
at work. Two case studies, of The Container
Store and TDIndustries, make their point that
‘‘virtuous’’ is a very appropriate, positive
description of a healthy organization. They
neither refer to happiness as job satisfaction in
the organizational psychology tradition nor as
humor in the lighthearted tradition. Rather,
they take happiness more deeply in the Aris-
totle tradition of a virtue, an excellence, a
worthy goal to pursue. Happiness is an
authentic, holistic state of well-being; that is,
both doing well and being well. For Gavin and
Mason, happiness does not rest on material-
ism but rather on a deep sense of respect for
the individual and his or her accomplish-
ments.

One Strategic Virtue

Within the tradition of virtues, Vera and
Rodriguez-Lopez make the case for one of
the virtues as having strategic value for orga-
nizations. Specifically, they advance the case
for humility as a virtue that plays an impor-
tant strategic role as a cornerstone for organi-
zational learning, high-quality services to
customers and employees, and organizational
resilience. For Vera and Rodriguez-Lopez,
humility is the antithesis of narcissism, the
self-absorbed quality which in its extreme
leads to lack of a secure grip on reality. Humi-
lity, as any virtue, can be overdone or under-
done. Humility becomes an excellence in just
the right amount and is a source of competi-
tive advantage for strategic leaders and orga-
nizational cultures that possess it. Humility is
highly compatible with health, with happi-
ness, and with high performance.

The Great Texas Banking Crash

The Great Texas Banking Crash wiped out
the leading banks in Texas, as the Federal
Deposit Insurance Corporation (FDIC)
closed them down or transferred control to
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non-Texans. Frost Bank was the one remain-
ing bank in the state in which Texans were
doing business with Texans. Joseph Grant
and David Mack bring a highly charged
account of organizational crisis into the pic-
ture, with the threat that crises pose to health,
happiness, and productivity. As the chief
executive officer (CEO) of one of Texas’ lar-
gest commercial banks before the crisis,
Grant experienced the crucible of difficult
times and emerged as one of Texas’ new
banking leaders in the 21st Century. Grant
and Mack tell the tale of how, through chal-
lenging experiences and personal insights,
one of Texas’ banking leaders stayed healthy
through the crisis so as to again emerge as a
happy, productive leader.

Balancing Work, Family . . .and
Self

Much has been written about work–family
conflict, and there is the clear potential for
such conflict for leaders, followers, and their
families on today’s highly competitive
industrial battlefield. Jonathan Quick,
Amy Henley, and James Campbell Quick
address the work demands, the home
demands, and the demands that leaders
and followers alike place on themselves as
contributors to the conflict. In addition to
these basic structural demands that may
cause conflict, there are accelerants that
can add fuel to any work–family conflict. It
need not be so! Balancing work, family, and
oneself in a dynamic process may in fact lead
to healthy, happy, and productive results.
Rather than viewing this as a mathematical
problem to be solved, we view it as a
dynamic process in which balance and equi-
librium are essential.

HAPPY/PRODUCTIVE
WORKERS, POSITIVE/
AUTHENTIC LEADERS

The question we asked at the outset of this
introduction concerned whether the positi-
vism, the happiness, the excitement reported



by Libor Rostik was from within him or a
reflection of his positive work environment
at Chaparral Steel Company. Is it in the man
(woman), or in the situation? We suggested
that the pursuit of the happy/productive
worker is a worthy one. That is, the pursuit
of happiness is a worthy quest and, as Max
Weber would argue, there is positive value in
the pursuit of performance through produc-
tive activity.

In addition to the thesis of the happy/
productive worker, we suggest adding the
thesis of the positive/authentic leader. Posi-
tive psychology and POB bring new light
to strengths-based management. Like the
happy/productive worker, the positive/
authentic leader may be less an achievable
goal than a worthy quest for leaders and
executives alike. Character and personal
integrity do make a difference. Character
strengths are identifiable and measurable.
Values, beliefs and attitudes do have conse-
quences in actions and behavior. Therefore,
leaders and workers need to examine them-
selves as much as their circumstances for the
hallmarks of authentic transformational lea-
dership include self-awareness . . . and a
spirit of personal integrity.
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