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Organisational floristics 
and happiness manage-
ment in the healthcare 
sector
Evaluation of a new role concept
An important factor for the intrinsic motivation of employ-
ees is the purpose of their own work. For example, if a 
company primarily aims to create added value for society 
and this purpose coincides with the personal purpose of 
the employees, then this has a positive influence on work 
motivation. However, if the company pursues a purpose 
that is not aligned with the purpose of the employees, for 
example if the company is intended to serve the wealth 
accumulation of the owners and the service is only a means 
to an end, then this has a dampening effect on motivation. 
(Dinos et al., 2016; Teichmann & Hüning, 2018) A purpose-
driven company is a company that aligns all decisions and 
activities with the achievement of its purpose. The private 
interests of the owners are secondary to the achievement 
of the purpose, which is so firmly anchored in the articles 
of association that it can no longer be changed by the 
owners alone. (Hoffmann, 2024; Hoffmann & Schumacher, 
2023; Rey, Velasco & Almandoz, 2019).
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>> In view of the profound changes in the world of work, innova-
tive organisational models are increasingly finding their way into 
the care sector, particularly those based on the principles of New 
Work and which promote the self-organisation of care staff. If all 
employees are aware of the purpose, they can independently and 
autonomously align all activities with it and thus influence the 
organisation's structures and processes. Three prerequisites must 
be met for this: Knowledge, motivation and the ability to act. The 
degree of success depends not least on the degree to which the 
agile way of working is established. (Meyer et al., 2025; Rey, Ba-
stons & Sotok, 2019).

Change processes in organisations lead to orientation and 
uncertainty at the same time. The transformation to a purpose-
driven organisation may have a number of consequences. Conflicts 
can arise within the team as a result of personnel development. 
These conflicts need to be resolved and then have the potential to 
create better team cohesion. The management of conflicts in the 
company is a learning process that is accompanied by personnel 
development and should be actively shaped. (Starker, 2023) It has 

been shown that self-organised care teams in the Born healthcare 
network are able to make decisions independently, shape processes 
and continuously develop themselves further. The key factors for 
success include suitable structural framework conditions, including 
appropriate conflict management options, a high degree of per-
sonal responsibility on the part of employees and a pronounced 
agile attitude. (Meyer et al., 2025) The term 'organisational flori-
stics' was coined by the Born healthcare network while it was in 
a restructuring phase. The term makes a metaphorical reference 
to traditional floristry, as organisational floristry has the task of 
bringing the employees and the company to their full potential. 
The tasks and role of organisational florists (OF) are similar to 
those of happiness managers (HM), in the understanding that hap-
piness management in an organisation should contribute to the 
well-being and growth of all those involved. For this reason, both 
terms are used synonymously in this paper. Although there are 
individual studies on happiness management, the data available in 
the healthcare sector is sparse and is largely limited to the factors 
influencing job satisfaction, but not happiness management per 
se. (Elías Zambrano et al., 2021; Gray et al., 2019; Ravina-Ripoll 
et al., 2021; Ripoll et al., 2021) There are no studies on the topic 
of happiness management in German-speaking countries. The term 
organisational floristics does not appear in previous Medline-listed 
publications (as of July 2025).

The role model of organisational floristry was evaluated as part 
of this study. The company evaluated is an outpatient nursing ser-
vice that provides outpatient intensive care and has implemented 
organisational floristry as a new role in recent years as part of a 
comprehensive restructuring process. This role description resulted 
from the transformation process and is intended to take account 
of the employees' need for development and self-organised team-
work. In addition, two other people were included in the study who 
work as happiness managers in the healthcare sector.

The aim of this survey is to identify which tasks fall within the 
remit of the OF&HM, which issues employees turn to the OF&HM 

Organizational Floristics and Happiness Manage-
ment in Healthcare – Evaluation of a New Role 

Concept
This study evaluated the role of "organizational floristics" or "happiness 
management." The focus was particularly on the activities and tasks 
associated with this role, as well as its influence on a company and its 
employees. For this study, organizational florists or happiness managers 
(hereafter referred to as OF&HM) were interviewed, along with an individual 
who implemented this role. The interviews were transcribed verbatim and 
subjected to qualitative content analysis using the Mayring method. The 
OF&HM had diverse backgrounds and qualifications. Through their work, they 
create better conditions for employees, while also facilitating individual 
development and promoting the advancement and professionalization of the 
company's work culture. Given the demographic change and the precarious 
state of the healthcare system in the face of ongoing challenges, a structured 
analysis and adaptation of working conditions appears to be crucial. OF&HM 
can serve as a starting point to provide employees with attractive frameworks 
that foster a positive work environment, promote a culture of appreciation, 
and facilitate collaborative development.

Keywords
Organizational floristics, self-organization, purpose, personnel development, 
organizational culture



Wissenschaft

Monitor Versorgungsforschung 05/25 / This article was published under the license CC BY 4.0 and can be used

MVF 05/2025 18. Jahrgang 06.10.2025

82

with and which options are available to the OF&HM to enable the 
further development of the company and its employees. In addi-
tion, the aim is to evaluate how the three companies analysed 
interpret the role and implement it in their operations. In addition 
to examining the aspects of employee development, this study will 
also look at the impact of the OF&HM on the company itself.

Methodology

As part of this study, individuals who work as OF&HMs in the 
healthcare sector or who have had a significant influence on the 
implementation of this role were included and interviewed in a 
qualitative interview. The interviews were transcribed verbatim and 
subjected to a qualitative content analysis according to Mayring.

Creation of the interview guide
An interview guideline was drawn up as an orientation for the in-
terview, which best reflects the research questions. The interview 
guide serves to structure the interview, although it can be deviated 
from if necessary. The various aspects from career entry, including 
previous experience and qualifications, to everyday working life 
and the results were mapped. The following questions were used:
- How did the interviewee come to the relevant role?
- What previous training and qualifications did they have?
- What does everyday working life look like, if it can be mapped?
- How is the OF&HM offer accepted in the company?
- What tools and strategies are used?
- What are the results of the OF&HM's work?

Inclusion criteria for the interview partners
The study included people who work as OF&HMs in the health-

care sector or were significantly involved in the implementation of 
this role in the company. The persons consented to the interview, 
the subsequent content analysis and its publication.

Conducting the interviews
The interviews were conducted as a video conference (Zoom or 

Microsoft Teams). After the welcome and introductory words, the 
video recording was started. Following the interview, it was tran-
scribed verbatim using the online software sonix.ai (https://sonix.
ai). After the transcription, a manual check was carried out to 
ensure correct transcription, and minor transcription errors were 
corrected in some places.

Analysing the interviews
The analysis is based on six full-length interviews, which were 

conducted in November 2022 and then transcribed in full. The 
sound quality was good in five cases and of moderate quality in one 
case. This interview had to be cancelled and continued as an email 
questionnaire. The transcripts and the answers to the e-mail questi-
onnaire were subjected to a qualitative content analysis according 
to Mayring; inductive categorisation was used. (Mayring, 2022).

Results

A total of six interviews were conducted and analysed. Four of 

the interviewees were female and two were male. The interviewees 
were between 31 and 46 years old and all work in companies in 
the healthcare sector. Three of the interviewees work as OF&HMs 
in an outpatient care service, another person works for a medical 
device manufacturer and another person works in a maximum care 
hospital. In addition, the managing director of a nursing service 
was interviewed, who helped to develop the role model there.

Job description
The role of the OF&HM is not a fixed construct and is distanced 

from being a personnel manager. The role is seen more as a per-
sonnel developer and creates framework conditions under which 
employees can perform optimally. OF&HMs promote communication 
within the team and act as the first point of contact for questions 
of all kinds.

OF&HM are agile project leaders, have basic knowledge of col-
legial leadership and are members of both the flourishing and 
transformation circles. In one of the companies surveyed, the 
flourishing circle serves as an organisational instrument for the 
upcoming activities of the OF in the context of personnel develop-
ment. The transformation circle, on the other hand, deals with the 
ongoing development of the company. The OF&HM concept is being 
created from scratch and in some cases completely new tools are 
being developed for it.

Teams are supported in improving work organisation and mana-
gers in optimising their business areas. Depending on the inter-
viewee, individual coaching sessions are rare or the order of the 
day, which can be attributed to the different specialisations and 
previous qualifications. In addition, an attempt is made to identify 
the strengths of employees and consideration is given to how good 
framework conditions can be created for colleagues.

Another task of the OF&HM is to represent the staff vis-à-vis the 
management with regard to conflict management and demanding 
the necessary personnel development. In contrast to the activities 
of a works council, the focus here is not on compliance with legal 
requirements, but on the individual promotion and development of 
employees. The function of caring is defined as a large part of the 
OF&HM role. In some companies, OF&HMs are also present at the 
first interview with applicants and represent the company, as well 
as taking on some HR tasks (e.g. supporting onboarding, but also 
contract management).

OF&HM work with systemic methods, especially in the personnel 
development of work teams. Structures and processes are developed 
in workshops. Employees also have the opportunity to point out 
challenges from their point of view and formulate change requests. 
All interviewees attached great importance to the workshops. Feed-
back meetings were established as an early warning system. These 
are intended to determine the mood within the staff and identify 
opportunities for improvement and development potential. At the 
end of the year, a reflection on the past year is often carried out 
and the measures that can be offered are agreed with superiors.

When describing their work as OF&HMs, all interview partici-
pants clearly emphasised that there is never the same working day. 
Everyday work in the OF&HM is characterised by meetings both 
with each other and with other people from the company (e.g. 
employees, management, HR department) and the further deve-
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lopment of the organisation and staff. In addition, many enquiries 
received by email are processed, a lot is organised and presence is 
shown in the company. Previous experience and networking help 
to manage the tasks. OF&HM ensure that change takes place by 
identifying and taking account of needs.

Challenges and solution strategies
It was necessary to develop new formats for personnel develop-

ment for the work as OF&HM in order to meet the requirements of 
the changing world of work. In addition to personnel development, 
the challenges were often of an organisational nature in order to 
simplify day-to-day operations for employees. Another major chal-
lenge for OF&HM is to deal with conflicts arising from the new 
way of working. These challenges arose directly from the work of 
OF&HM; previously, these problems could not manifest themselves 
in all their diversity due to the usual hierarchical structure.

The tools and strategies used are orientated towards the current 
needs of the colleagues. Rosenstiel's model of the motivational 
foundations of behaviour in organisations (Rosenstiel, 1975) is gi-
ven high priority. The organisational challenges, which range from 
providing a fruit basket and organising venues for meetings to 
adapting structures and processes, can often be achieved through 
good networking. Further training in systemic coaching for OF&HM 
was mentioned as a solution strategy in personnel and conflict 
management. A coaching and systemic attitude could become a 
new way of leading. There are also plans to introduce active stress 
management.

Perception within the company
It was particularly emphasised that employees both approach 

the OF&HM and the OF&HM approaches the employees. In some 
companies, the OF&HM is assigned to the HR department and is 
involved in personnel requirements planning and recruitment. One 
of the companies surveyed started with two organisational florists 
in May 2020, but they do not take part in job interviews.

There is rarely negative feedback on the work of OF&HM, 
colleagues react very openly to the offer of OF&HM. It was stated 
that they had received concrete, positive feedback on the work 
as OF&HM. It was also stated that there are too few OF&HMs. 
Colleagues who have already had contact with OF&HMs recognise 
the benefits.

The OF&HM role attracts applicants, but has not been able to 
bring about any noticeable changes in employee turnover in indi-
vidual companies, which in one example could be due to the 'start-
up' type of company.

The OF&HMs stated that they had seen results from their work 
and that conflicts had become more visible since the introduction 
of the OF&HM. The introduction of OF&HM had also led to emplo-
yees leaving the company because the conflicts that had been dis-
closed either could not or did not want to be resolved conclusively.

Qualifications and previous professional experience
The qualifications and previous professional experience of all in-

terviewees varied. Previous training and qualifications in the fields 
of industrial engineering, people and culture, education, health 
and nursing, systemic counselling training, work in management 

consulting, cultural engineering and educational science were sta-
ted. The organisational florists come to this role with a wide range 
of previous experience. The highest qualification is a Master's de-
gree.

The interviewees also stated that they had undergone further 
training in the areas of coaching, leadership, transformational coa-
ching and systemic counselling, in some cases on a part-time basis.

Other personal experiences and skills had been helpful, such 
as 'thinking like an engineer', autodidactics, team-building tasks 
from an association as well as organisational talent, structure and 
flexibility were highlighted.

The interviewees stated that they had either developed as 
OF&HMs within their organisation or had been recruited through 
job advertisements.

Discussion

The healthcare sector is facing major challenges. The transfor-
mation of the healthcare system does not only relate to the digi-
talisation of existing care processes, but also includes fundamental 
changes to care processes and the associated management struc-
tures and staff qualifications.

The decision-making structures in the healthcare sector are of-
ten hierarchical and decisions are influenced to a large extent by 
regulatory requirements. Both hierarchies and excessive regulation 
can slow down the transformation process.

Agile structures, on the other hand, have the potential to have 
a positive impact on the transformation of the healthcare sector, 
as the self-organisation of teams enables faster decision-making 
processes. However, the agile way of working may favour the emer-
gence of conflicts that need to be resolved so that they do not have 
an inhibiting effect on change processes and thus counteract the 
advantages of the agile way of working. (Wiens, 2021)

This is precisely where OF&HM comes in and aims to resolve 
conflicts within a team and promote teamwork and an open com-
munication culture, which also acts as conflict prevention. Other 
tasks may include promoting the personal development of indivi-
dual team members and team development itself, which can boost 
team performance.

In the coming years, the baby boomers will reach retirement 
age. (Sange & Wulffen, 2022) This will mean that there will be 
fewer healthcare staff available, but the number of people requi-
ring care will increase. This will lead to a further shortage of skil-
led workers, who will base their job search on the quality of the 
working environment, among other things. This will also require 
strategies for increasing efficiency in the healthcare sector in a 
personnel-neutral manner.

In times of high staff turnover, high sickness rates and the in-
creasing importance of work-life balance in the healthcare sector, 
there seems to be an urgent need to take measures to retain emplo-
yees. According to the Hospital Report 2021, one in six employees 
is changing or planning to change jobs. (Klauber et al., 2021) In 
view of demographic change and the associated shortage of skil-
led workers, the development and implementation of an employee-
centred work culture appears to be essential.

The statements made in this study are limited, as only a rela-
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tively small number of people were surveyed (six respondents). 
Many of the findings are based on experience and could lead to 
different results in subsequent studies. However, the role model 
is quite new and hardly widespread, so there are currently only a 
few OF&HMs in the healthcare sector who could also have been 
included in the survey.

Further research and continuous development of this role model 
is required in order to develop it into an independent occupational 
profile. Structured qualification programmes and training curricula 
should be established

Conclusion

1 OF&HM can help to make work subjectively more pleasant, as 
employees can be made to feel valued and, depending on how 

OF&HM is organised, it can also have an objectively relieving effect 
on employees through improved cooperation.

2 Through open communication, established formats and the 
structuring of team communication, OF&HM can ensure that 

conflicts are disclosed and worked through, thereby improving 
cohesion within the team and creating a better working atmos-
phere. 

3 Thanks to its highly variable design, OF&HM can be imple-
mented in almost any company and ensure greater motivation 

and employee satisfaction.

4 Structured qualification paths should be created for this role 
or job profile. <<
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