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Abstract 
The aim of this quasi-experimental study was to analyze the changes derived 
from happiness and optimism interventions in 12 groups of employees cho-
sen at random in two Colombian companies. For the happiness intervention, 
three conditions were applied: Expressing Gratitude, Acts of Kindness and 
Pencil in the Mouth. In the case of optimism, three other conditions were 
used: Breaking the Routine, Reformulating Goals and Resignifying Failure. In 
addition, answers from a control group, a placebo group and another group 
on a waiting list were included. 93 people completed the questionnaires at 
both Time 1 (before the intervention) and Time 2 (after the intervention). 
Testing of related samples was performed to verify the changes according to 
each condition. The results show that the condition of kindness alone and 
combined with the reformulation of goals tended to have more positive ef-
fects on happiness levels. There were differences in the effectiveness asso-
ciated with gender and the employees’ previous levels of happiness and op-
timism. The practical applications of these findings in the work context and 
their influence on work performance are discussed. 
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1. Introduction 

Improving people’s well-being and quality of life requires an understanding of 
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the background and effects of how people think, feel and act. Years of research 
have brought important advances, with literature that explains the psychological 
processes underlying well-being and quality of life. However, the focus on the 
study of psychological pathology has been to the detriment of the study of op-
timal functioning [1]. The same is occurring in the field of psychological inter-
vention, particularly in work contexts. However, there has been an increase in 
research with this approach in the last decade [2] [3] [4] [5]. 

This trend has been different in Latin America. There are few studies on in-
tervention into positive aspects at work. The last reference about it was found in 
Calderón, Álvarez & Naranjo [6]. This does not mean that positive interventions 
are not conducted at Region, but rather we believe that such a practice is not 
documented, which may be due to them being conducted at times with no clear 
idea of the effects they will have or to the difficulty in verifying their effective-
ness in organizational contexts. Another obstacle to undertaking such research is 
the resistance organizations have in giving employees the time to participate [7]. 

1.1. Happiness Intervention at Work 

Happiness is understood as a phenomenon that characterizes people who usually 
feel satisfaction and enjoyment and obtain gratification from what they do in life 
[8]. This can be general or specific and associated with the person’s spheres of 
action, such as work for example [9]. Happiness at Work is defined the same as 
the general, only delimiting its dimensions in that context. Like the general, it is 
susceptible to intervention. 

Seligman et al. [1] designed various actions to increase it. They found that de-
scribing positive events, exploring one’s own strengths and expressing gratitude 
have long-term effects on happiness. Other authors have found that the activities 
related to social issues, membership and the search for support also work [10]. 
On the other hand, the experiments conducted by Abbe, Tkach and Lyubo-
mirsky [11] show that positive changes produce positive emotions that are resis-
tant to the hedonic treadmill and benefit well-being over time. The most effec-
tive conditions indicated by these last authors are the expression of gratitude and 
exhibiting behaviors of goodness and kindness. 

Other activities that have been effective in increasing happiness are those of 
affiliation and participation, mental control, goal-oriented work, actively taking 
advantage of free time or relaxing, being dedicated to religious activities and 
generally direct and intentional attempts at achieving happiness [12]. It was also 
found that asking people to recall three positive events increases it, particularly 
in those who put more effort into the activity [13]. Of all interventions referred, 
only the last one was done in a work context, and it was not mentioned whether 
there were any differences with respect to its effectiveness in terms of gender. 
Other inventions made in organizations have shown positive effects and that is 
an incentive to think that it is possible to generate positive changes in the com-
pany [14] [15].  
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The conditions related to activities that people do for themselves are more 
beneficial [3]. The context-dependent ones or the circumstances have little pre-
dictive power, and the context-dependent ones can also represent long-term 
changes in happiness and overcome the effect of the hedonic treadmill [16]. 
Some circumstances can also have this effect in the long term [17], which sug-
gests that adaptation is not always complete and depends on the circumstance. 

Despite knowledge about the conditions for improving happiness, there is lit-
tle research that reveals if its increase has any effect on people’s work perfor-
mance and productivity [18]. This is only mentioned as a possibility, which 
leaves open the debate on whether happiness affects work performance or not 
[19].  

This discussion is based on studies that show contradictory and inconclusive 
results. Some show no relation [20] [21], while others do [22] [23] [24]. It seems, 
however, that the more interesting question than whether there is a relation or 
not, is when it occurs and why that is. Some authors suggest that it is due to the 
relation being mediated by other variables [25]. Others explain the lack of rela-
tion by arguing that performance requires motivation and a certain “tension”, 
and satisfaction goes against that, because it usually generates a different emo-
tional state, one of calm, with dissatisfaction then being the one that affects per-
formance [26]. The lack of association may also be following the little uniformity 
in the measures of either constructs or methodological reasons [20]. For exam-
ple, it is common to assume the constructs of work satisfaction and happiness at 
work to be synonyms when, in fact, they are different. The former is an affective 
reaction resulting from the contrast between reality and the expectations and in-
terests inherent to work [27]. The latter tends toward stability and is considered 
more a trait.  

All this indicates an interesting panorama for the present study. It shows first 
that it is possible to obtain changes in happiness; second, that these can occur in 
the long term; and third, it contributes to the debate about whether happiness 
does indeed benefit performance. 

In this study, and considering the literature review, the improvement in hap-
piness was treated with the expression of gratitude, actions of kindness and the 
pencil in the mouth. The first two are interventions that are social in nature [1] 
[12] [16]; the last is based on proprioceptive principles [28].  

1.2. Optimism Intervention at Work 

Optimism manifests in the favorable expectations related to the occurrence of 
upcoming events [29]. It tends to be stable, as it is configured as a system of be-
liefs [30] [31], which can be supported by objective or subjective information, 
reliable or not [32] and be general or specific to a particular context, like work 
for example [33]. In that context optimistic people can expect good results re-
lated to what they themselves will be able to achieve or what the team or the 
company can achieve. 
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The concept has been widely investigated and there is information about its 
background and consequences, but the effects of its intervention have scarcely 
been documented [34]. However, being a system of beliefs makes it susceptible 
to intervention. Thanks to the knowledge about its background, some activities 
can be defined that could increase it [34]. 

It is known that optimism is facilitated by the possibility of reaching valuable 
goals. Therefore, a strategy to develop it would be to have people formulate their 
goals as attainable, challenging and sensible objectives [34]. Additionally, it has 
been found that when people begin to think more about others than themselves, 
they are usually more optimistic. Managing to think that their goals respond to a 
greater purpose beyond themselves could then be useful for reinforcing their op-
timism. Other findings indicate that those who cope well with failure and accept 
themselves tend to be more optimistic, which is why helping people to see their 
failure as a learning element could be useful.  

Moreover, there is a known association between optimism and extroversion 
[32], which raises the question whether its development will lead to motivating 
people to share with others and be spontaneous. 

On this basis, three conditions were designed for the optimism intervention at 
work: Breaking the Routine, Reformulating Goals, and Resignifying Failure. In 
addition it was decided to combine some strategies: Reformulating Goals with 
Kindness, Resignification of Failure with Gratitude and Breaking the Routine 
with Pencil in Mouth. The mix was random. Each strategy to enhance happiness 
was paired whit one that increase optimism. This is in order to see if interven-
tion of both at the same time has a different effect. 

The conditions for improving happiness and optimism were implemented 
with the aim of verifying their effectiveness in work contexts. And these were re-
viewed as to whether they are the same in men and women. Differentiation by 
gender was done because in several studies it has been reported that the findings 
in psychology cannot be generalized to men and women [35] [36] [37]. It is 
possible that the effects are different for this reason and that the practices do not 
work the same way [38]. Men and women are exposed to different parenting 
patterns, and on many occasions are treated differently [39]. According to the 
research, activities that involve social contact, such as breaking routine and 
kindness, could be more effective for women, because to the importance they 
attach to contact with others [40]. Reformulation of goals can also be expected to 
be more effective for them, because women, usually, have double shift, and the 
possibility to focusing can help them to find sense of what they do [41]. 

On the other hand, expressing gratitude and resignification of failure could be 
more effective for men, because their social role prevents them from doing this 
frequently, as they may appear weak or sentimental in a culture like Colombian 
[39]. In addition, the development of concrete activities could favor men because 
the way they usually process the information [40], hence it is expected that the 
Pencil in the Mouth will be more effective to them. 
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1.3. Hypothesis 

H1: The expression of gratitude will increase happiness, but we expect signifi-
cant differences depending on gender, with men having the greatest increase 
compared to women.  

H2: The behaviors of kindness will increase happiness, but we expect signifi-
cant differences depending on gender, with women having the greatest increase 
compared to men. 

H3: The pencil in the mouth will increase happiness, but we expect significant 
differences depending on gender, with men having the greatest increase com-
pared to women. 

H4: The Resignification of Failure will increase optimism, but we expect sig-
nificant differences depending on gender, with men having the greatest increase 
compared to women. 

H5: The Reformulation of Goals will increase optimism, but we expect signif-
icant differences depending on gender, with women having the greatest increase 
compared to men. 

H6: Breaking the Routine will increase optimism, but we expect significant 
differences depending on gender, with women having the greatest increase 
compared to men. 

H7: The combination of conditions will have effects on the happiness and op-
timism. 

2. Method 
2.1. Design 

Quasi-experimental study is with pretest and post-test, with equivalent control 
groups.  

2.2. Participants 

197 people from two companies participed in the study, 58.4% from company 1. 
Ninety-three people completed the assessment at time one and two (52.8% of 
mortality). 55.9% were women, 63.2% were between 26 and 40 years of age, 14% 
were under 26, 14% were over 45% and 8.8% were between 41 and 45. 70.2% had 
worked for their company less than 8 years. 

2.3. Instruments 

Happiness Scale General and at Work (α ≥ 0.70; AFC, CFI and TLI > 0.90 and α 
≥ 0.70; AFC, CFI and TLI > 0.90, respectively), adaptations for the Colombian 
working population from the Authentic Happiness Inventory [33]. They are 
completed by choosing one of five possible options that describe the person’s 
mood (e.g. A…, B…, C. I am more happy than sad., D…, E…). The same items 
are answered with life in general in mind first and then in the work context. 
They evaluate Happiness in Life (H_Life) and Happiness at Work (H_Work). 
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Optimism/Pessimism Scale in Life, in the company and at Work (α ≥ 0.70; 
AFC, CFI and TLI > 0.90), adaptation of the LOT-R for the Colombian working 
population [9]. It has 10 test items that must be completed by thinking about life 
in general, then in the company and finally at work. Responses are based on a 
Likert scale with the extremes 4 “Totally agree” and 1 “Totally disagree” (e.g. In 
difficult times, I tend to hope for the best). They assess Optimism/Pessimism 
(O_Life/P_Life), Optimism/Pessimism in the company (O_Company/P_Company) 
and Optimism/Pessimism at Work (O_Work/P_Work). 

Satisfaction with Life Scale (S_Life) (α ≥ 0.70; AFC, CFI and TLI > 0.90) by 
Pavot and Diener [42]. It has 5 items that are answered on the basis of Likert 
scale extremes 6 “Totally agree” and 1 “Strongly disagree” (e.g. 3. I am satisfied 
with my life). It measures the degree to which a person feels satisfied with their 
life in general. 

Performance Rating Scale (PRS). It examines: Intra-role performance (P_Intrarol) 
(α = 0.93), Extra-role performance (P_Extrarol) (α = 0.85) and Compliance with 
rules (C_Rules) (α = 0.84) [43]. 

On the Likert scales, the central point of the original scale was eliminated 
(neither agree nor disagree), as it introduces a value that does not contribute any 
real information about the level of the variable. The recorded scores are calcu-
lated with Colombian scales. 

2.4. Procedure 

The aim and the process were explained in detail to the participants, and their 
consent was obtained according to the parameters set out by Colombian law. 
The ethical management conditions were reviewed and guaranteed by the 
Science Committee of the Cincel Center for Research in Organizational Behavior 
and by the human resource managers in each company. 

In the two companies people who wanted to participate enrolled. These were 
distributed randomly into 12 groups. Table 1 shows the strategy assigned to 
each group and the resulting n after combining the data from the two compa-
nies. 

The people in the twelve groups had the variables measured before beginning 
the interventions. Then they were given the corresponding protocol [44], which 
they had a month to complete. When time was up, the variables were measured 
again. Monitoring took place three months later. Their respective managers were 
also asked to participate in the study. The aim was to evaluate the participants’ 
performance as an indicator of the effect of the practices. 36 managers described  
 

Table 1. Groups, conditions applied and n. 

Happiness n Optimism n Combination N Control n 

Pencil in the Mouth 9 Resignification of Failure 11 Reformulation of Goals/Kindness 9 Placebo 10 

Gratitude 6 Breaking the Routine 9 Resignification of Failure/Gratitude 7 Control 9 

Kindness 6 Reformulation of Goals 3 Breaking Routine/Pencil in the Mouth 6 Waiting 8 
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their staff’s performance at times one and two. Of these only 22 could be 
matched with the participants’ data. The remaining 14 were scores from manag-
ers whose employees did not complete the questionnaires at time two. 

The participants were asked to refrain from practices that contribute to im-
proving their performance in the task during the month in which they partici-
pated in the study to control the effect of the training. 

Once the data were collected, the variables were calculated and their normality 
was verified using the Kolmogorov-Smirnov test. Only intra-role performance at 
times 1 and 2 showed normality (p > 0.050). As a result of this and for being 
small groups, the decision was made to use nonparametric statistics. The test of 
related samples was applied to confirm whether there was any significant change 
in the level of the variables between times one and two. Due to mortality of the 
sample, neither data from the third time nor from that evaluated by the manag-
ers were analyzed. Although a repeated measures multivariate analysis of va-
riance would have been more robust, it was not possible to apply it given the 
sample sizes and group distribution. The software SPSS v.21 was used to calcu-
late the statistics. G*Power v.3.1 was used to calculate the size of the effect (dz). 

3. Results 

Table 2 presents statistically significant correlations between the positive va-
riables, with the highest being those reported between Happiness at Work, Hap-
piness in Life and Satisfaction with Life. There are negative correlations between 
the positive aspects and pessimism. None of the performance types correlated 
with positive effects. 

Happiness at Work improved due to application of the strategy of Breaking  
 

Table 2. Means, Standard Deviations (SD) and Correlations between the study variables at time 1 and time 2. 

 
Mean (SD) 1 Mean (SD) 2 1 2 3 4 5 6 7 8 9 10 11 12 

1. H_Work 52.83 (9.43) 52.80 (9.33) - 0.664** 0.412** −0.221* 0.472** −0.198 0.436** −0.146 0.582** 0.321 0.112 −0.063 

2. H_Life 52.03 (10.74) 53.63 (11.14) 0.607** - 0.250* −0.190 0.195 −0.205 0.528** −0.275** 0.613** 0.052 0.013 0.181 

3. O_Company 50.85 (9.32) 51.07 (9.30) 0.469** 0.333** - −0.099 0.669** −0.150 0.604** −0.084 0.355** 0.335 −0.073 0.174 

4. P_Company 47.01 (8.78) 45.48 (8.07) −0.196 −0.260* −0.169 - −0.165 0.880** −0.236* 0.726** −0.320** 0.173 0.032 0.249 

5. O_Work 50.00 (10.27) 49.61 (10.12) 0.477** 0.360** 0.740** −0.078 - −0.125 0.639** −0.001 0.352** 0.162 −0.281 −0.253 

6. P_Work 47.60 (9.44) 45.37 (8.27) −0.297** −0.301** −0.312** 0.752** −0.346** - −0.237* 0.832** −0.323** 0.109 0.095 0.098 

7. O_Life 50.38 (9.34) 50.96 (9.40) 0.326** 0.432** 0.542** −0.080 0.725** −0.297** - −0.259* 0.528** 0.093 −0.252 0.057 

8. P_Life 46.69 (8.62) 44.77 (8.43) −0.245* −0.311** −0.148 0.692** −0.115 0.775** −0.202 - −0.307** −0.121 0.081 0.017 

9. S_Life 51.64 (9.51) 52.50 (9.70) 0.412** 0.634** 0.266** −0.154 0.282** −0.227* 0.382** −0.172 - 0.071 −0.145 0.049 

10. D_Intrarol 5.04 (0.73) 5.07 (0.75) 0.130 0.179 0.337* −0.099 0.171 0.003 0.289 −0.003 0.110 - 0.003 0.239 

11. D_Extrarol 5.45 (0.61) 5.19 (0.62) −0.120 0.013 0.075 0.111 0.001 0.063 −0.127 0.080 0.011 0.282 - 0.275 

12. C_Normas 5.72 (0.40) 5.61 (0.48) −0.107 −0.209 0.080 −0.037 −0.001 −0.046 0.013 −0.029 −0.197 0.296 0.550** - 

Note: Below the diagonal are the correlations (Spearman) between the variables at time 1, above at time 2. **p < 0.01, *p < 0.05. 
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the Routine (1. x  = 55.0, sd = 8.33, 2. x  = 57.49, sd = 9.20; r = 0.933; z = 
−2.073, p = 0.038; dz = 0.75, power = 0.48), even though this was designed to in-
crease optimism. Happiness in Life was increased as an effect of the strategy of 
Kindness, alone (1. x  = 45.22, sd = 15.58, 2. x  = 53.52, sd = 15.50; r = 0.800; 
z = −2.023, p = 0.043; dz = 0.85, power = 0.29) and in combination with the Re-
formulation of Goals (1. x  = 56.23, sd = 9.57, 2. x  = 59.70, sd = 9.92; r = 
0.850; z = −2.524, p = 0.012; dz = 0.65, power = 0.38). Pessimism in the Compa-
ny and at Work was significantly reduced with the combination of the practice 
of Resignifying Failure and Gratitude (1. x  = 46.08, sd = 6.41, 2. x  = 38.96, 
sd = 3.57; r = 0.272; z = −2.264, p = 0.024; dz = 1.11, power = 0.66 and 1. x  = 
47.38, sd = 7.79, 2. x  = 38.90, sd = 3.60; r = 0.327; z = −2.226, p = 0.026; dz = 
1.14, power = 0.68, respectively). The control group behaved differently than 
expected. The people who comprised it had changes in their Pessimism with 
Work (1. x  = 47.09, sd = 9.36, 2. x  = 41.00, sd = 5.33; r = 0.805; z = −2.220, p 
= 0.026; dz = 1.02, power = 0.74) and with Life (1. x  = 51.65, sd = 8.60, 2. x  
= 40.59, sd = 4.84; r = 0.254; z = −2.692, p = 0.007; dz = 1.27, power = 0.90) and 
in Optimism with the Company (1. x  = 56.11, sd = 5.96, 2. x  = 5.47, sd = 
7.95; r = 0.587; z = −2.111, p = 0.035; dz = 0.71, power = 0.44). This may be the 
result of breaches of some conditions.  

To ascertain the effect of gender, the analyses were replicated by separating 
the data for this category. With the women it was effective: Breaking the Routine 
improved their Happiness at Work, (1. x  = 53.52, sd = 10.43, 2. x  = 58.00, sd 
= 12.14; r = 0.999; z = −2.023, p = 0.043; dz = 0.84, power = 0.45) and combining 
the Reformulation of Goals and Kindness improved their Happiness in Life (1. 
x  = 56.50, sd = 10.19, 2. x  = 59.72, sd = 10.60; r = 0.810; z = −2.371, p = 
0.018; dz = 0.50, power = 0.34). For men the strategy of the Pencil in the Mouth 
improved their Happiness with Work (1. x  = 59.72, sd = 4.07, 2. x  = 56.45, 
sd = 2.98; r = 0.700; z = −2.023, p = 0.043; dz = 1.12, power = 0.64), and Resigni-
fying Failure combined with Gratitude reduced their Pessimism with Work (1. 
x  = 48.82, sd = 7.65, 2. x  = 37.85, sd = 2.04; r = 0.186; z = −2.032, p = 0.042; 
dz = 1.45, power = 0.82). In the control group Optimism with the Company in-
creased in the women (1. x  = 56.11, sd = 7.22, 2. x  = 51.14, sd = 8.22; r = 
0.898; z = −2.236, p = 0.025; dz = 1.37, power = 0.78). 

Finally, it was verified whether there were any differences between those who 
improved and who did not to see if the hedonic treadmill could be limiting the 
effect of the practices. For this each person’s scores were taken at time one and 
time two and then the variance of each item was reviewed. Later, in agreement 
with a chi-squared distribution, the likelihood that this variance was significant 
or not was verified. With this information it was possible to identify those 
people who had indeed improved to then compare them with those who had not 
(Table 3). 

At time one the people who improved presented significantly lower levels of 
Happiness, Happiness at Work and Satisfaction with Life and higher levels of  
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Table 3. Test of independent samples people who improve vs. people who do not im-
prove. 

 
U W Z P 

H_Work1 718.000 1313.000 −2.274 0.023 

H_Life1 614.000 1209.000 −3.104 0.002 

O_Company1 977.000 1572.000 −0.214 0.831 

P_Company1 777.500 2547.500 −1.824 0.068 

O_Work1 952.000 1547.000 −0.419 0.675 

P_Work1 741.500 2511.500 −2.121 0.034 

O_Life1 857.500 1452.500 −1.239 0.215 

P_Life1 734.000 2504.000 −2.184 0.029 

S_Life1 518.500 1113.500 −3.877 0.000 

D_Intrarol1 143.500 549.500 −0.329 0.742 

D_Extrarol1 131.000 197.000 −0.735 0.462 

C_Normas1 152.000 218.000 −0.067 0.946 

H_Work2 773.500 1368.500 −1.831 0.067 

H_Life2 575.000 1170.000 −3.138 0.002 

O_Company2 709.000 1304.000 −2.092 0.036 

P_Company2 787.500 2383.500 −1.395 0.163 

O_Work2 789.500 1384.500 −1.397 0.162 

P_Work2 836.000 2432.000 −0.990 0.322 

O_Life2 685.000 1280.000 −2.399 0.016 

P_Life2 867.500 2463.500 −0.720 0.471 

S_Life2 575.500 1170.500 −3.145 0.002 

D_Intraro2 54.500 225.500 −0.520 0.603 

D_Extrarol2 47.000 218.000 −0.978 0.328 

C_Normas2 57.000 85.000 −0.378 0.705 

Note: U = Mann-Whitney U; W = Wilcoxon. 

 
Pessimism at Work and in Life than the people who did not improve. The dis-
tance was maintained, even after the improvement, in Happiness in Life and Sa-
tisfaction with Life. 

4. Discussion 

The aim of this study was to analyze the changes derived from intervention in 
the levels of happiness and optimism in 12 groups of employees chosen at ran-
dom in 2 Colombian companies. 

What was reported in the literature was confirmed in terms of the link be-
tween Optimism and Happiness [8]. This indicates that those with positive be-
liefs about the future and who see the favorable side of events usually derive 
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greater benefit, gratification and meaning in what they do. This also happens in 
the work context. Optimism is considered a precursor to happiness [45], while 
happiness contributes to people experiencing greater satisfaction with life [46] 
[47]. Optimism (on its three levels) and happiness (on its two levels) were nega-
tively associated with all types of pessimism. Similar findings are reported in the 
literature [34]. This indicates that it is difficult for a person to consider their fu-
ture a problem if a positive idea has already been formed about it. However, the 
absence of negative correlations of greater magnitude indicates to us that al-
though there are competing beliefs [48], these are not conflicting [49] [50]. 

There are no relations between the performance scored by the managers and 
people’s happiness at work, life and optimism; other studies have shown the 
same [20]. This may be due to the relation being moderated by some variable 
not controlled in this study [51]. 

Four intervention conditions had the expected impact: Breaking the Routine, 
Expression of Kindness, Reformulation of Goals/Kindness and Resignification of 
Failure/Gratitude. This partially confirms Hypotheses H6, H2 and H7. 

In terms of the differences by gender, it was found that Breaking the Routine 
served to improve women’s Happiness with Work. Although it was expected 
that this would affect Optimism and not Happiness, the effect on the latter may 
be due to actively doing things out of the ordinary, which implies an effort to 
help recover from work [52]. This is more difficult for women, because they 
must face a double workday, which leaves them more fatigued [53] and nega-
tively affects their health [41] [54]. The improvement can also be attributed to 
the suggestion that these extra-routine activities were undertaken in the compa-
ny of others. The study has revealed that social interaction enhances happiness 
because of the increase in social support [7]. It is also known that women place 
greater value on social exchange than men [40]. 

An improvement was also seen in Happiness in Life derived from combining 
the strategy of the Reformulation of Goals and Kindness in women (H7). This 
may be due to the former contributing to the focus on important things [34] and 
the latter on social interaction [55]. Again, this deals with aspects that are not 
always equal between men and women [39]. 

The Pencil in the Mouth worked for the men to improve their Happiness with 
Work (H3). It is worth noting that this did not work to improve Happiness with 
Life, since the strategy focuses on a general improvement. It is possible that this 
is because, of the three times that the pencil had “to force” the smile, two were 
implemented just before or during work. Therefore, the muscles of the smile 
were being exercised more in a particular context [56]. What improves men and 
not women with this strategy may be due to it dealing with a more concrete task, 
which helps men identify with it [40]. 

Gratitude added to the Resignification of Failure helped the men reduce their 
Pessimism at Work (H7). It could be due to a process of cognitive reorganiza-
tion that helps put failure in perspective as a learning experience [34], a condi-
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tion for psychological growth [57]. In the case of gratitude, the effect is explained 
by our awareness of the good things that have happened to us making it more 
difficult to render that compatible with negative beliefs [7]. 

No evidence was found to confirm Hypotheses H1, H2 and H5. It is possible 
that the instructions in the first two cases did not help people understand well 
what expressing gratitude and acting with kindness and goodness meant. In the 
case of H6, this dealt with a task that perhaps requires more time to see the ef-
fects, because people need to be able to see the effects of reformulating their 
goals. 

It should be noted that, despite not confirming all the hypotheses, the two 
conditions that include kindness affected happiness with life. That shows that 
being kind has an important positive effect. This can be explained by kindness 
being a behavior that unites us with other human beings and promotes the de-
velopment of social support derived from reciprocity [12]. This finding rein-
forces what has been reported in other studies [58] [59]. Improvements were 
even evident by requesting few acts of kindness in the week, even when it is 
known that if these are grouped in a single day the effect will be greater [60] 
[61]. 

Some authors point out that being kind increases happiness because it reduces 
the stress generated if we do not act with empathy; it avoids social sanction and 
increases the likelihood of receiving rewards for being kind, i.e., for selfish mo-
tives. It has also been found, however, that people can be kind for altruistic rea-
sons [55]. From this perspective, happiness is improved by giving life and work 
meaning as these become connected to a greater purpose. 

The general results also showed that of the nine variables that had significant 
changes, four were from pessimism. This may be related to the already demon-
strated fact that it is much easier to bring about changes to what is bad than to 
what is good [45]. This argument is reinforced when it is noted that those who 
improved were people with lower levels of Happiness, Happiness at Work and 
Satisfaction with Life than those who did not improve. This may indicate that 
the improvements are appreciable when there is a greater margin of change and, 
at the same time, that those who are well could require other conditions or the 
same but applied with greater control if real change is desired. What was found 
here partly confirms the difficulty that exists, on the grounds of the hedonic 
treadmill, in generating changes in people’s happiness and optimism levels [7]. 

What has been reviewed until now indicates that there are indeed applicable 
conditions in work contexts. Nevertheless, the analyses by gender showed that 
although this is not a differentiator of people’s happiness [62] and optimism le-
vels [34], it must be taken into consideration when it comes to implementing 
them. 

It was not possible to verify the effects of the improvements in happiness and 
optimism on performance. The sample of managers who assessed their staff at 
times one and two was insufficient. Nevertheless, it became apparent from the 
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beginning that there was an absence of correlations between the managers’ 
scores and their employees’ happiness and optimism, which might be a sign that 
we cannot wait for a direct relationship between these two realities. 

This study has theoretical and practical implications. With respect to the for-
mer, it reflects the importance of testing the already proven conditions in other 
contexts and cultures where there is an intention to implement them. Not all the 
conditions work equally. Additionally, it shows that the effect of the ones that 
work can be different in men and women. From the practical point of view, 
companies can see that it is possible to intervene in the levels of people’s optim-
ism and happiness with simple, easily applied strategies. Organizations could do 
pilot testing with various conditions until they find the ones that best fit their 
culture and personnel.  

Conclusions and Limitations 

The study revealed the success of some conditions for improving happiness, 
happiness in life, optimism, optimism at work, optimism in the company and 
the reduction of pessimism. They are not all equally effective and differ in their 
effectiveness according to gender. Additionally, the intervention faces the he-
donic treadmill. However, the fact that significant changes were found shows 
that it is viable and it makes sense for organizations to strive to bolster people’s 
well-being. 

Although the effect on performance could not be confirmed, the study shows 
that positive changes are possible and that this can be achieved with easily ap-
plied management conditions that can be developed without interrupting work. 

This study has, however, some limitations that must be noted. The small sam-
ple size and number of people who decided to participate in the study mean that 
it is not known how the conditions would work on people who have the applica-
tion forced on them. However, its utility could be seen in those who considered 
participation important. In this sense companies could work on sensitizing 
people before beginning plans of this type, so as to increase their willingness to 
be involved in the exercise. On the other hand, being an exercise outside the la-
boratory, it is difficult to control the real application of the conditions. It is 
possible that with greater control more robust results could be obtained. Many 
people did not develop the process at the three times and many managers did 
not evaluate their employees’ performance before and after implementation of 
the conditions, which limited the scope of the study. 

Nevertheless, the findings of this study show that it is viable and feasible to 
achieve positive changes in people in work contexts, which will have a favorable 
impact on their health and well-being [63]. Furthermore, thanks to this study, 
we understand the importance of bearing people’s gender in mind when imple-
menting conditions to increase their happiness and optimism, because their ef-
fectiveness varies according to this factor. 

It is worth remembering that both people and companies benefit with the de-
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sign and implementation of effective, useful and validated conditions to improve 
workers’ quality of life. These are conditions where everyone wins and that can 
be implemented easily in organizations. Thus it is shown that people’s happiness 
and optimism can be the result of good and serious management. 
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