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What Does Managing Emotions in Organizations Mean?

Abstract

In comparison to understanding how individuals nggnideir own emotions, we
know much less about how organizations manage ith@mnbers’ emotions and whether this
kind of management is beneficial for members’ peasavell-being and for organizational
effectiveness. | offer a theory of the mechanidmas tinderlie different approaches to manag-
ing emotions in organizations and propose sombeotonditions that make managing emo-
tions in organizations adaptive and sustainablecifipally, | propose four “ideal types” of
emotion management in organizations: emotion SR, emotional labor, bounded emo-
tionality, and emotional capability. Drawing on $sleeperspectives and the emotion-regulating
literature, | propose several organizing mechanibmiscould facilitate adaptive emotion man-
agement in organizations. These include considerat#ional authenticity, which involves
allowing for spontaneity of emotional expression@y as it is tempered by sensitivity to oth-
ers’ well-being; emotional offsetting, which invels encouraging individuals and groups to
experience contrasting emotional states; emoticmahneling of specific emotions toward spe-
cific organizational goals; individualized carinvghich means adapting generic emotion-
management routines to meet specific needs ofithdhls; pooled local agency to share the
responsibility for and workload of emotion managatmand alternating periods of comfort to
avoid emotional exhaustion. These mechanisms péfesible pathways for scholars to link

psychological research about individuals to orgaional processes.



The fact that a number of organizations seek toegtmanage the emotions of their
various stakeholders, including employees, custepagrinvestors, to increase the organiza-
tion’s resources is well established. In other wpmbmpanies commonly work to influence
specific emotional states that their stakeholdeugs feel or display in order to accumulate
more money, hire and retain better employees, andldp a superior reputation. Many ser-
vice jobs even go so far as to embed an emoti@mmponent, as epitomized in the phrase
“service with a smile ... a sincere smile” (Hochsdhl983: 186). Socially desirable emo-
tional displays can help an organization differatetitself from others and improve its ability
to compete for resources. As a result, many orgéinizs implement emotion-management
training and control to ensure that their employediably “mass produce” appropriate emo-
tional displays (Sutton & Rafaeli, 1988; Tsai, 2DResearch has documented how organiza-
tions in sectors as diverse as airlines (Hochsch®83), information technology (Kunda,
1992; Huy, 2002), bill collection (Rafaeli & Suttoh991), entertainment (Van Maanen, &
Kunda, 1989), hospitals (Locke, 1996), and cosraéiartin, Knopoff, & Beckman, 1998)
have applied deliberate emotion management pradiieg govern interactions between
members or between members and customers.

As research on managing emotions in organizatiomsgy(Brief & Weiss, 2002), so
does the risk of increased confusion stemming fiaok of understanding of how different
emotion-management phenomena work. This confusipaitly due to different theoretical
perspectives. For instance, managing the emotibmslizviduals draws on an extensive psy-
chology literature about stress-coping (Lazarusodkfan, 1984) and emotional intelligence
(cf. Matthews, Zeidner, & Roberts, 2002). By costrgéhe knowledge base about managing
emotions in organizations comes mainly out of ttezdture about how companies select,
train, and control their employees to display conypdesired emotions (e.g., Hochschild,

1983; Rafaeli & Sutton, 1991; Martet al, 1998). Although relatively sparse empirical ac-



counts have shed some light on how specific orgdioizs have managed their stakeholders’
emotions, there has been insufficient theorizinguallnanagement of emotions in organiza-
tions in general, especially the conditions undeiclv emotion management can benefit both
organizational effectiveness and individuals’ weding.

The literature on emotion management in organiratitas been sometimes confus-
ing and at times contradictory about whether enmoti@nagement should be practiced in or-
ganizations, how it should be practiced, whether éffective, and whom emotion manage-
ment benefits. One school of thought maintains énabtions should not play an important
role in business life, and, therefore, managersighgtrive to suppress emotional expression
at work (Weber, 1946; Parsons, 1951). By contabgr researchers described emotions as
crucial to organizational effectiveness, in thatitkble emotional displays help businesses
compete for more revenues (Sutton & Rafaeli, 1888aeli & Sutton, 1991). Still other
scholars have felt uncomfortable with what theyehealled the mass commercialization of
emotions. They have bemoaned the fact that thi$ &irfforced emotional labor can benefit
the organization at the expense of employees’ ahg. Hochschild (1983), for example,
documented the emergence of the false-self andi@mabnumbness experienced by flight
attendants for the benefit of Delta airlines. Ssteneated that one-third of all employees in
the United States perform emotional labor, andrhisber could increase as the service sec-
tor grows.Other scholars have argued, however, that somdisgend of emotion man-
agement can benefit both the individual employe®wkthe organization, as exemplified by
Martin and colleagues’ (1998) research on “boureladtionality” practiced at The Body
Shop. And, although some scholars from the Humdati@as school have asserted that in-
fluencing employees’ “sentiments” increased thatrs$action and work performance
(McGregor, 1960; Hertzberg, 1966), others cashstioubts about the empirical support for

these claims (cf. Perrow, 1986).



Thus, there exists the need for a more clearlgwddgied model of managing emotions
in organizations that begins to flesh out the tegcal premises underlying various perspec-
tives on managing emotions in organizations. Idseas well, to delineate these differing
perspectives and to predict how this managemehaft@ct both individual members’ well-
being and organizational effectiveness.

To begin to address these issues, | will start Bppmg several theoretical perspec-
tives underlying emotion management in organizatidwore specifically, | propose four
ideal types of emotion management, each underiadifferent theoretical assumptions
about legitimate forms of emotional expressionslama they affect individual members’
well-being and organizational effectiveness. Thirawing on the four ideal types and the
emotion-regulating literature, | propose a comborabf organizing mechanisms that could
facilitate sustainable adaptive emotion managenmemtganizations. | will illustrate my theo-
ries with examples from several companies. Herneefitst part of this article will be mainly
descriptive, while the second part will be predorg | will propose the beginning of an
adaptive model of emotion management in organigatibat might open up new angles of
research on this issue.

For the purposes of this paper, | view emotion rgangent as adaptive to the extent
that it enhances the well-being of at least on#éyefthe organization or the individual mem-
ber) without harming the other entity. Before dissing adaptive emotion management in
organizations, it seems useful to clarify first whaotion management in organizations
means and how it differs from that done by andafeingle person (Lazarus & Folkman,
1984; Folkman & Moskowitz, 2000).

Here, | draw orHuy’s (1999: 325) work to define emotion manageniemrganiza-
tions as referring to a set of organizational moegi (Nelson & Winter, 1982) that acknowl-

edge, recognize, monitor, discriminate, and attents stakeholders’ emotions. Stakeholders



include members and other groups outside the argon, such as customers. Routines refer
to organization “behavior that is learned, high&ttprned, repetitious, or quasi-repetitious,
founded in part on tacit knowledge—and the spatyfiaf objectives” (Winter, 2003: 991).
Emotion management routines elicit specific pataifelt or displayed emotional states,
which prime distinct cognitive processing and odike group behavior to achieve specific
organizational objectivesFor example, several airlines apply explicit roas that select,
train, monitor, and discipline flight attendantsdisplay pleasant emotions to increase cus-
tomer satisfaction and loyalty. These companies @ils to influence potential customers’
emotions--and increase sales--with frequent adiegticampaigns such as “service with a
smile” (Hochschild, 1983).

| argue that companies that use the multidimensemation-management routine |
lay out here can achieve both individual well-besmgl organizational effectiveness. The
routines | propose are these: Considerate emotsnhénticity, which involves allowing for
emotional spontaneity so long as it is tempereddngitivity to others’ well-being; emotional
offsetting to encourage individuals and groupsqmegience contrasting emotional states; emo-
tional channeling of these states toward specifiaizational goals; individualized caring,
which means adapting generic emotion-managemetihesuo meet specific needs of indi-
viduals; pooled local agency to share the workleagiired to accomplish emotion manage-
ment; and alternating periods of comfort so an miggdion’s members do not suffer from emo-
tional exhaustion. These mechanisms are depictegjure 1 and constitute some of the possi-
ble pathways for scholars to link individual-levesearch to macro organizational processes.

Insert Figure 1 about here

! While Huy’s (1999) definition involves only the magement of members’ emotions faced with
radical change, | modify his definition here tolirde members’ experience and display of emotions
when members interact with other constituenciesh@udefinition allows to integrate works on the
emotion management of constituencies other thanogeps (Rafaeli & Sutton, 1989) as well as
emotions elicited by organizational events othanttadical change such as routine customer service
and sales (Tsai, 2001).



Little, if any, research has explicated how varieastion management routines (al-
ternatively called organizing mechanisms or prasfiavork together to facilitate adaptive
emotion management in organizations. And even feielies have looked at how positive
emotions can work with negative emotions to infleceedynamic processes such as organiza-
tional learning. If anything, scholars have tenttedxplore how positive (or negative) emo-
tions lead to positive (or negative) group outcoifeeg., Staw & Barsade, 1993; Jehn, 1995;
Huy, 1999, 2002; Isen, 2002).

Because emotions are inner states, one can askeavlikése private states are largely
idiosyncratic. In other words, do various indivithiteel very different emotions faced with
the same event? Or, are there conditions undethwhany of an organization’s members can
feel or display similar emotional states when faa#th a particular event in the organiza-
tion? | call the latter phenomenon patterns of @ngtin organizations. These patterns can
potentially be managed with emotion managementnesit

PATTERNS OF EMOTIONS IN ORGANIZATIONS

The very idea that an organization as a legal fostnacture could have emotions at
all can appear as excessive anthropomorphizing.ederyif we construe organizations as
cooperative systems, in which individuals with éiéint skills and interests cooperate with
one another to achieve shared organizational Balsard, 1968), then an organization’s
members can feel or display similar emotional st§patterns of emotions) thanks to various
social-psychological mechanisms. | explore eadirin.

Patterns of felt emotions

The literature on collective emotions has suggeatedmber of mechanisms that can
create patterns of felt (truly experienced) emati@tates (Bartel & Saavedra, 2000; Todder-
del, 2000). Faced with an important organizati@vant, a large number of employees across

various work roles can feel shared emotions if teye similar beliefs, which lead to similar



appraisals and ways of feeling (Schein, 1992).uCeiltwhen fully embraced, represents a sub-
tle yet powerful form of control that “acts to imfo, guide, and discipline the emotions of or-
ganization members” (Van Maanen & Kunda, 1989: 6@ytain employees in organizations
such as IBM reported feeling more pride when thay their corporate flag on an office build-
ing than when they saw their national flag (Seigegh1975).

Moreover, members who strongly identify themselwveh their organization are likely
to experience similar emotions when faced with &/érat enhance or threaten the identity of
their organization. For instance, Dutton and Duidte(iL991) described how New York’s Port
Authority’ members, who initially identified witprofessionalism and technical expertise,
came to feel frustration that “smelly and dirty'opée were defacing their proudly-maintained
facilities. Perceived threats (e.g., a hostile ¢&ke or competitive price wars) can particularly
increase the need for solidarity among people vélie\e they are confronting the same situa-
tion (Gump & Kulick, 1997).

At the same time, particularly in large organizasianhabited by different groups
with different roles, values, and interests (CygeNlarch, 1992), dramatic organizational
events may not trigger such a coming-together. iyamization’s members may not experi-
ence the same emotions when faced with the sanamiaegional event. For example, Huy
(2002) has documented how different groups of neigddnagers with different goals and
political agendas felt very different kinds of emaots when faced with the same organiza-
tional event, in this case radical change in adanfprmation technology company, “Ser-
vico.” Certain groups felt enthusiastic because ttively played the role of change agents.
Other groups felt angry and fearful because thiylfey were the targets of their change-
agent colleagues.

Members belonging to a same group can feel the samations--a distinct pattern of

emotions--when they identify strongly with one drest for synchrony conveys empathy.



And a group’s emotional charge, when amplified tigto mutual interaction, can also pro-
mote further group cohesion (Hatfield, CacioppdRé&pson, 1992). Because emotions can
spread through various processes, unconsciousaasgious, emotional contagion can also
convert individual emotions into group ones (Mai#li Ozcelik, 2004).

Unconscious emotional contagion occurs throughrg feest process of automatic and
synchronous nonverbal mimicry and feedback (Hatfi€acioppo, & Rapson, 1992), a be-
havior posited to come from an innate human tengemgard mimicking the behavior of
others (Wild, Erbs, & Bartels, 2001). By contrasinscious processes involve cognitive so-
cial comparison in which people compare their fegdiwith those of relevant others in their
social environment and then respond according @t whems appropriate for the situation.
The recipient uses emotion as a type of socialmétion to understand how he or she should
be feeling (Sullins, 1991). Once a group experisrst@red emotions toward certain organ-
izational events, these emotions influence the gjsocognitive processes (Kelly & Barsade,
2001; Pugh, 2001) and motivate collective actianoEons that are shared by many mem-
bers of a group can influence their cognition aedavior even more than emotions felt by
single members (Jehn, 1997; Barsade, 2002).

Patterns of displayed emotions

These patterns arise in organizations to the eitabhfin organization’s members feel
they must display some emotions and suppress dfflars, 1990). The former are those per-
ceived to be needed to sustain the image of themaation or those deemed necessary for ef-
fective collective action. Thus, emotion can beduse a tool of social influence in a variety of
organizational roles, especially in front-line seevfunctions (Rafaeli & Sutton, 1989). For in-
stance, bankers have to display calm to inspist &md confidence. Different emotional dis-
plays are required for Disneyland entertainer®ofuneral parlor workers. Organizations se-

lect and retain their members based on certainfgpemotional habits they want displayed



(Martin et al, 1998). These organizational emotions relatbeégerformance of particular
roles and should not be confused with individualgie emotions (Albrow, 1992).

Thus, members do not necessarily experience piyvide same emotion they display.
They may be required to display or act out a “legite” emotion in response to various organ-
izational events, such as the death of the compdayhder. Being part of a group--rather than
an individual acting alone--moreover, makes it@at® display such an emotion because
group membership boosts people’s feelings of pdwenaking them bolder through ano-
nymity (Barsade & Gibson, 1998). Displaying or agtout emotions—in other words, emo-
tion-related behaviors--can in the long run, beconganizational routines that govern what
emotions membershoulddisplay or feel in their interactions with othéaleeholders —that is,
“feeling rules” (Hochschild, 1979). Table 1 summas some of the mechanisms that give rise
to patterns of emotions in organizations. In adasgganization, moreover, it can happen that
many members belonging to a group can feel sirifaotions, although different groups can
feel different emotions. Thus, different patterfhigmotions can be present at the same time.

Insert Table 1 about here

The causes and effects on organizational and palrsa@ifare related to emotions re-
quired to be displayed and emotions authenticallyldy employees represent a central con-
cern in the literature on emotion management (Elgchschild, 1983; Van Maanen &
Kunda, 1989; Rafaeli & Sutton, 1991; Maréhal, 1998; Huy, 1999, 2002; Grandey. 2003).
To explore the tension between organizational adividual concerns, as well as that be-
tween emotions displayed and emotions felt, | ififem this literature a typology of distinct
theoretical perspectives on managing emotionsgarozations based on two key dimen-
sions: patterns of emotions felt versus emotiospldyed, and whether the latter are viewed
as related to organizational effectiveness or Astwe will see, the meaning of organiza-

tional effectiveness varies according to each peatbge.



A TYPOLOGY OF MANAGING PATTERNS OF FELT AND DISPLAY ED
EMOTIONS IN ORGANIZATIONS

Table 2 depicts four “ideal-types” of emotion maaamgnt in organizations: emotion
suppression, emotional labor, bounded emotionalitg, emotional capability. Although
ideal types allow us to see distinctive overallgrais, some nuances are lost when we reduce
all patterns seen to this schema. Theoretical Bpattdons of ideal types, however, allow the-
ory developers to move beyond the limitations ef¢hrrent empirical world and identify
approaches that may be more effective than thdselicobserved (Doty & Glick, 1994).
Complex phenomena such as emotion managementgacati organizations can be ana-
lyzed or synthesized as the juxtaposition and actéwzn among multiple ideal types (Van de
Ven & Poole, 1995). Thus, a typology of ideal typ#lews me to present clear divergent per-
spectives on managing emaotions in organizationsleotify various theoretical premises un-
derlying each perspective, and to propose a hewehwdgdaptive emotion management that
draws on these perspectives. | elaborate eachqutrgpin turn.

Insert Table 2 about here

Emotion suppression: Neither displayed nor felt emiions are related to organizational
effectiveness

In the early 1950s, the dominant corporate (“buceatic”) model held that organiza-
tional effectiveness relied on impersonal admiatste rules. In this ideal type, emotions are
assumed to interfere with an effective applicabbadministrative rules. Traditional bu-
reaucracies attempt to keep personal and homsgdgarate from work concerns, so that if an
employee experiences difficulties balancing perband work concerns, it is up to the indi-
vidual to resolve these issues, not the organiaaRarsons’s (1951) functionalism asserted
that emotions should play no role in the pursuitask-related goals. Emotions are assumed

to impair good decision making. Cartesian ratidgdiolds that emotionality introduces cog-



nitive biases, inappropriate favoritism among persb, or misallocation of resources on per-
sonal pet projects (Bower, 1986). In this perspecttmotions—either felt or displayed—are
assumed to be unrelated (or negatively relatedydanizational effectiveness, and thus ide-
ally should be banned. Organizations are deemezkssiul to the extent that they eliminate
“all purely personal, irrational, and emotionalrents which escape calculation” (Weber,
1946: 216). For this reason, | term this perspectamotion suppression,” in that felt or dis-
played emotions are largely considered to haveseful; instrumental function in achieving
organizational effectiveness, which mainly refer$\teberian technical efficiency. Organiza-
tions manage members’ emotions by trying to supgpiesir expression.

Emotion suppression does not necessary imply tibatactions within organizations
are always impersonal or unemotional. Displayimgaow range of emotions can be con-
doned. Jackall (1988: 128) suggested that managersish to succeed in bureaucracies are
expected “to mask all emotion and intention betolahd, smiling, and agreeable public
faces.” Display of other types of emotions, sucleyascism, is often unwelcome. For exam-
ple, in a study of a large technology company &1890s, Huy (2002: 49) reported that the
chief operating officer sent a memo to lower lemalnagers stating that “expressions of cyni-
cism [about change] will not be tolerated. We arpasitions of leadership and must display
enthusiasm at all times.” Although the emotion-geppion perspective may appear as an
anachronistic caricature, it still influences thiagtice of many managers today.

Emotional labor: Only displayed emotions are relatd to organizational effectiveness

Starting in the 1980s, empirical research emerigatishowed how certain organiza-
tions control and manage the mass production oflidpday of employees’ emotions to
achieve organizational goals. An example is howinas developed systematic training and
monitoring procedures to have their employees esggpesitive emotions. The goals here

were to enhance the perception of customer semgadiract more customers, and to in-

10



crease sales—as they say, “service with a smiles@Hschild, 1983). By contrast, other pro-
fessions, such as bill collectors, display negagvetions to motivate people to pay their
bills (Rafaeli & Sutton, 1991).

In this strategy, the focus is on the reliabledoiciion of external displays of emo-
tions as necessary for organizational effectiven@asthe other hand, felt emotions, being
hidden, are assumed to be less instrumental. Bngppctive is termed “emotional labor”
(Hoschschild, 1983). Felt emotions are subsent@displayed emotions and should be
worked on and modified if need be--say, througimgetto produce organizationally desir-
able displays (Grandey, 2003). For example, Mary B@auty consultants were told,

“You've got to fake it until you make it—that is¢teenthusiastically and you will become
enthusiastic” (Rafaeli & Sutton, 1989: 14).

Emotional labor has grown in part thanks to indrgasocietal expectations regarding
norms of “civility” in the workplace. Front-line sace employees are expected to smile and
act cheerful with customers, as evidenced by pgsssrasking flight attendants, “Why aren’t
you smiling?” (Hochschild, 1983: 127). Another stddund that doctors were more appreci-
ated and got more cooperation from patients if thisplayed sensitivity and compassion
when they announced unpleasant test results to thecke, 1996). Socially desirable emo-
tional displays have a commercial value in thay thelp organizations increase sales, cus-
tomer cooperation and loyalty, and even organinaticommitment from employees (Martin
et al, 1998). Emotional labor is subject to managemérdn it is monitored by supervisors
or by other colleagues in day-to-day interactiard)y customers who gave feedback on the
quality of such interactions. Organizational efifeeness still involves a dominant logic of
standardized mass production and bureaucraticaaftemotional displays that reflect We-
berian technical efficiency. In addition, organiaas can juxtapose various ideal types: Delta

Airlines can practice emotion suppression whemihes to the relationship between senior
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managers and their employees, yet it can applgntihational labor strategy to interactions
between service employees and customers. Thusrettftypes of emotion management can
be applied to different types of work relations.

Studies have identified the personal costs of soammercialization of emotions, espe-
cially when emotions displayed are decoupled fromtéons felt (Fineman, 1996). Hochschild
(1983: 20) described how some flight attendantee&pced a loss of their ability to recognize
private feelings and the phenomenon of “going rof@notional numbness) when felt and
displayed emotions diverged. Over time these atigisdost touch with their real self, and a
false self emerged. Researchers have also highfighthotional dissonance--the internal con-
flict between genuinely felt emotions and emoticetguired for display--, emotional exhaus-
tion, or emotional phoniness in other organizatiee&ings (Morris & Feldman, 1996). In ad-
dition, requiring too much emotional commitmenatoompany can backfire because it causes
employees to overwork, sacrifice their personallamue lives, and experience burnout (Van
Maanen & Kunda, 1989). A better alternative to eomal labor has not been developed within
this perspective but is proposed in the next one.

Bounded emotionality: Both displayed and felt emotins are related to organizational
effectiveness

In the 1990s, inspired in part by the works of fieisti scholars, who argued for allow-
ing workers to display a wide range of emotionsritbance their own well-being as well as
that of the organization (Morgen, 1994; Meyersd@98), Putnam and Mumby (1993) intro-
duced the concept of “bounded emotionality” asagpratic approach to emotion manage-
ment. Emotional display should be limited to acadonanother person’s subjectivity, which
in turn reflects that individual’s emotional needsl competencies. This approach recognizes
that different individuals have different preferne@des and ranges of emotional expressions.

Some may need to openly express sadness or arfgez balming down, while others may

12



feel more comfortable with more restrained pubkpressions.

The bounded emotionality perspective encouragésiselosure and open discussion
of both work-related and personal feelings. Emergenk feelings that are felt should be
spontaneously displayed within the intersubjectioastraints previously discussed. Emo-
tional spontaneity is valued because it helps im@mutual understanding among members
and helps foster feelings of community. Organizsleeffectiveness is construed as achiev-
ing technical efficiency within a larger systemcoimmunity and interrelatedness (Mumby &
Putnam, 1992). Although emotional labor may alsaéeded, any resulting felt emotions,
such as frustration and anxiety, are to be expetedshould, within intersubjective con-
straints, be displayed (Martet al, 1998). To illustrate, highly aroused bill coliexs tem-
pered their emotional displays when dealing witstomers but were encouraged to express
their natural emotions in “safer” private work pggqSutton, 1991).

In this ideal type, therefore, both displayed agltlédmotions are instrumental, and the
notion of organizational effectiveness is expandedt emotions that are authentically ex-
pressed build a sense of community that facilitatesnal work relations. Display of emo-
tions as emotional labor, meanwhile, serves instntal goals, such as customer service.

Martin and colleagues (1998) found empirical eviaeaf bounded emotionality prac-
ticed at The Body Shop as well as its predictedtipeseffects on employees and the com-
pany. However, they noted that its actual pradetleshort of the ideals of bounded emotion-
ality, which require respecting individuals whosdues differ. These scholars found that cer-
tain individuals who preferred more impersonalitgl @motional distance were pressured to
conform to norms of open emotional expressionsveidd sharing of personal concerns at
work. They risked losing their authentic self, loey had to leave. As a result, diversity of
modes of expression in the company was reduced.sLiggests that open display of felt

emotions does not always enhance the welfare opaaras or that of individual employees.
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Moreover, prolonged displays of anxiety, angeisaness could depress other colleagues,
cause mental depression, and even, some arguekkmiamune systems (Frost, 2003).
This limitation leads scholars to explore the bemaf adaptive functions of felt emotions on
individuals and organizations, which | discuss next

Emotional capability: Only felt emotions are relatel to organizational effectiveness

In 1999, Huy proposed the concept of “emotiorglability” as a type of organiza-
tional emotional intelligence. Emotional intelligenhas been attracting growing interest
thanks to better knowledge on the adaptive rokenodtions (Damasio, 1994; Salovey &
Mayer, 1990; Cameron, Dutton, & Quinn, 2003; Is&d)3). In this analysis, emotions are no
longer being viewed mainly as dysfunctional phenoan@nd emotion management as a
therapeutic measure to restore distressed humagdleack to their “normal”’ selves. Emo-
tions, instead, can be understood to have the paltém energize normal people to surpass
themselves and perform in an extraordinary way. fiome can enable creative thinking, per-
sistence in adversity, and altruistic helping bétvagFredrickson, 1998).

As Huy proposed it, emotional capability is masted in an organization’s routines
and it enables that organization to recognize rulisnate, and attend to its members’ emo-
tions. These routines reflect organizational betravihat elicit certain specific emotional re-
actions from members of the organization. The theothat when members share specific
emotions, they can enable radical change proc@ss$lesir organizations. For example, ex-
periencing hope stimulates mobilization for charigmotional capability, therefore, contrasts
with emotional labor in that emotional capabilibctises on the beneficial, adaptive effects of
felt emotions and pays little attention to emotiatiaplay.

Emotional capability, therefore, is hypothesizedhtrease the ability of organiza-

%2 The potential benefits of emotions were once mebea under general terms such as “sentiments”
and “morale” by the Human Relations school (McGre@860; Hertzberg, 1966; Fiedler, 1967;
Locke, 1976). See Perrow (1986) for a critiquehef tlaims of this school.

14



tions to change, learn, and innovate. Such alsiltenstitute organizational effectiveness in
dynamic environments and may be more important thelmical efficiency (Brown & Eis-
enhardt, 1997); the presumption is that emotiomagdynamic processes, such as receptiv-
ity and collective mobilization to change. For exde emotion management routines that
display empathy are posited to increase receptigithange; actions that elicit hope increase
mobilization (cf. Huy, 1999). These actions camashance employees’ well-being in that
they help re-energize depressed, cynical employbesnight have previously experienced
continuous organizational underperformance andragsdf unsuccessful change attempts
(Reicherset al, 1997). Organizational learning and innovation also enhance members’
well-being in that these processes enable membdesiin and develop themselves.

Subsequent empirical work (Huy, 2002) has begwshtav how emotional capability
could be practiced in one organization. That reseahowed that different groups could im-
plement different emotion management practicesmtlipg on the particular groups’ inter-
ests and competences and, in the aggregate, prbddegtive organizational change. Thus,
emotional capability does not require most indialdonembers to be emotionally intelligent.

However, as much as emotional capability holdgptieenise of enhancing employ-
ees’ well-being and improving organizational effeehess, it presents several potential limi-
tations. First, since empirical accounts of emalaapability are rare, we still have to dis-
cover what its negative (side) effects are. Thok laf empirical validation is exacerbated by
many organizations that seem unaware, unable,witlung to deploy emotional capability
throughout their organizational routines. Secohdsé routines may be difficult to imple-
ment, as emotion management requires specificsskilblome members, such as patient lis-
tening, tact in responding, sympathetic attendamgl other abilities that allow people to at-
tend to others’ emotions with sensitivity and caieese skills may be in short supply in

many organizations, and it will likely take timedapersistent effort to develop them.
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Table 3, therefore, summarizes the theoreticalnagsans behind the four basic per-
spectives on emotion management in organizatidmssd perspectives offer useful insights
that represent the evolution of scholarly thinkamgthis topic over the last half-century.

Insert Table 3 about here

Although it would be unrealistic in one articlettg to resolve all the tensions that exist
between these various perspectives on emotion reared, | will, however, contribute to the
exploration of this complex issue by addressingesofithe important questions that the previ-
ous analysis reveals. First, what does managementlective (or patterns of) emotions in-
volve and how is it different from individual-leveinotion management? Although | have par-
tially addressed this question at the beginnintpefpaper, more elaboration seems warranted.
Second, what are some of the factors that can erakéion management acceptable to a large
number of organization members on a sustainable’biy intent is not to provide an exhaus-
tive and definitive answer to these questionsydiiner to spark further debate and invite other
researchers to devote more attention to this irapbdubject.

To this point, | have mainly provided descriptihedrizing of the different perspectives
on emotion management in organizations. In thergkpart of this paper, | will propose a
number of emotion management mechanisms (or ra&)tihat, in aggregate, could foster sus-
tainable, adaptive emotion management in organizaitiBecause of this aim, my theorizing
will have prescriptive undertones. It draws onghss from the four perspectives on emotion
management and other literatures. To keep theiwegmore tractable, | will focus on emo-
tion management performed between organization reesnand | will not deal with emo-
tional interactions between internal and extertekeholders. Because research in emotion
management inside organizations is still relatiwgdyng, the following discussion represents

speculative theorizing that is subject to futurenement and empirical testing.
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How is emotion management in organizations differerfrom that done by a single per-
son?

Research in such diverse organizations as Delta@s;, which managed emotions re-
lated to customer service (Hochschild, 1983); Amwelyich managed emotions related to
recruiting its members (Pratt & Barnett, 1997); &wivico, which managed emotions related
to radical change, suggests that an organizatiordegelop and diffuse a number of different
emotion management practices at the same timeed@ctisely direct scarce resources to
particularly needy work groups, all to achieve arigational objectives.

In addition, in large organizations such as thassedbed above, different groups of
employees can have different group interests ahasgdCyert & March, 1992), and hence
can experience different emotions when faced viighstame event. These group emotions
may need to be attended to differently. It cannedfective, moreover, for all members in one
organization to feel the same emotions. Dependmgembers’ task expectations, different
groups may need to experience different emotidiades. Work groups with creative roles
(for instance, product developers) may benefitXpeeiencing passion or other emotional
states conducive to creativity (Csikszenmihaly2;9Mainemailis, 2001). In contrast, it may
be less crucial to arouse creativity-priming emagiamong people who work in security or
in jobs that demand consistently reliable resdtg.( maintenance of nuclear power plants).

Thus, companies that seek to elicit appropriatetiemal states that address both an
individual’'s and an organization’s needs can imprthe effectiveness of their actions by
knowing their employees’ personal needs and figuoat how they can be reconciled with
organizational goals. For instance, eliciting mi@a of organizational death in already
change-receptive groups could make them angry ,Thasaging patterns of emotions in or-
ganizations does not necessarily involve attentbragl stakeholders’ emotions with the

same level of urgency and with the same amounffaftend resources, be they attention,
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training, monitoring, or rewarding.

At the same time, the collective nature of organres can give the latter an advan-
tage over individuals. Companies need not relyheneimotion-management skill of any sin-
gle employee. To illustrate, Huy (2002) found tivetny people can share the task of manag-
ing the emotions of one recipient work group. Fa@tance, one group of members (the
change agents) in Servico focused on convincingh@ngroup of workers that there was an
urgent need to radically change the way they haa beorking. Yet another group of mem-
bers (the line managers) attended only to emotielased to organizational continuity—e.g.,
eliciting calm and comfort among the same work grewo that employees could keep at-
tending to the customers. In juxtaposition, the gomomanagement actions of both the pro-
ject champions and the line managers allowed tigetavork group to achieve beneficial ad-
aptation: The group was able to improve the wagitved its customers rather than experi-
encing a decline in customer service because aintoch change happening too fast.

This collective yet distributed form of emotion nagement may help transcend the
need for a company to have a large number of “emally intelligent” individuals in influen-
tial positions who might end up working at crossgmses. Some fear, as well, that such indi-
viduals could use their emotional skills to maxienibeir personal benefit to the detriment of
other colleagues or the company (Jackall, 1988).dlso not realistic to expect most members
of an organization to both master a wide rangedinical and business skills and to possess
such a high level of emotional competence to be tabinanage a staff's emotions.

Table 4 highlights some of the differences betweanaging emotions at an individual
level and managing patterns of emotions in org&inizs.

Insert Table 4 about here

18



What are some of the factors that can make emotiomanagement acceptable to organi-
zation members on a sustainable basis?

Martin and colleagues (1998) reported that eman@nagement at The Body Shop,
which they examined through the lens of boundedtiemality, seemed to help employees’
well-being more than it hurt them. Most employeggraciated being "themselves" at work,
sharing their feelings with others who shared simiblues, and helping each other both at
work and in their personal lives. However, sucleavironment was alienating to certain new
recruits who did not feel comfortable with openrsigof feelings. When these employees
quit, the workforce’s diversity was reduced. Thees also a risk of emotional exploitation, as
the organization could take advantage of employe@stional states to further its productivity,
such as by making people who liked the companker job work longer hours. On balance,
however, most employees seemed to prefer their emmrkonment to other alternatives in
which expression of feelings is curtailed and erypés’ emotional needs ignored. In the eyes
of many of its employees, The Body Shop’s modenubteon management may not have been
perfect, but they had seen no better practicairaltve.

At Delta Airlines, by way of contrast, where emaiablabor primarily informed the
process of emotion management, employees vocaleeddislike of and opposition to such
practices to researchers (see Hochschild, 1983132k So, why was emotion management
more acceptable to employees working for The BduypSsompared to those working for
Delta Airlines? First, the emotion management pcastat The Body Shop seemed more
transparent and are practiced by all levels ottimapany. These practices were discussed
openly, understood widely, and practiced volunydsy many employees, regardless of their
status in the company. The Body Shop founder an@ &aita Roddick appeared authentic
to her employees because she practiced what shehaid-a more egalitarian work commu-

nity and freedom of emotional expression. Althouaggmagers might use “tear-jerker” pres-
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entations featuring pictures of children and porgmausic to encourage employees to per-
form community service (Martiat al, 1998), a large number of employees acceptedfhis
proach because they believed it was authenticabiyvated.

At Delta Airlines, top managers were not requit@gdrve frequently on the company’s
planes or otherwise step into the shoes of itd4ina workers. One can only hypothesize that
its flight attendants might have felt less emotl@ii@nation and suffered less burnout if
Delta’s top managers had understood the operatibradlenges of these workers and had dem-
onstrated more empathy for them. If they had carerk about these employees’ personal
well-being, the company may have openly sharednmition about the negative side effects of
emotional actingand provided appropriate monitoring, training, aegichological support to
restore the emotional well-being of employees wlidgomed emotional labor.

Training and support can help in several waystAf actors can learn to modify their
internal feelings to match the required displaptigh deep acting, they are less likely to ex-
perience emotional exhaustion, which comes fi@guentsurface acting (Grandey, 2003).
Second, Delta trained its attendants to performtiemal acting to please customers but did not
coach them to recognize and deal with its loergn side effects. Third, a good support envi-
ronment helps in that happy attendants need toperfurface acting—displaying positive
emotions while one does not really feel them—Ilesguently.

The dysfunctional side-effects of emotional actimgerent in emotional labor led
Hochschild (1983) to propose emotional authentiagijkey to healthy emotional behaviors.
For Hochschild, authenticity is achieved when imdlinals display their spontaneous feelings
and do not try to change them only to achieve thgartzation’s objectives. For example,

Hochschild argued, inauthenticity arises whenghflattendant who is upset manages this

® Suppression of emotional expression tends to coashe cognitive resources of individuals, which
considerably reduces task concentration (Grossh&,JID98). Worse, suppressing display of authentic
emotions has been found to lead to memory impaitrivareased blood pressure, and heart patients’
mortality rates, mainly because of the effort deddb the suppression process itself and not segifEp
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spontaneous feeling by telling herself that theaamer’s rude behavior might be caused by
his fear of flying, not because of her interactiath him. By trying to reframe the situation
that gave rise to her spontaneous emotions, shéauauthenticity.

But this raises the question of whether there megdnditions under which managing
the display of one’s emotions and emotion-laderatbien can be adaptive? For instance, in
an extreme example, should a policeman who fegsyamhen a crowd of non-armed people
insults, taunts, and dares him to shoot at thenv éra gun? Or rather, should he try to re-
frame his situation as non-life threatening, wiik first duty to calm the crowd, to control his
anger, and to refrain from drawing his gun to awemdaccidental shooting? In addition, if he
displays his genuinely felt anger, instead of calauld he risk diffusing his anger throughout
the crowd--through the process of emotional cootagand end up exacerbating the crowd’s
agitation? As a result, Hochschild’s conceptiospdntaneous emotional authenticity should
be tempered by the recognition that it can sometibpgebeneficial to control one’s displayed
emotion and behavior that arises out of that emotio

Also, although Hochschild (1983) described indisdtllevel authenticity, she did not
articulate what organization-level authenticity Wwbbe. To initiate an exploration of this
subject, | first define an organization’s actiohattcreate a climate of authenticity as those
that express consistency between statements, sctind feelings in members’ interactions.

Employees’ opposition to emotion management ateD&klines versus acceptance at
The Body Shop suggests that authenticity is necgssaustainable adaptive emotion man-
agement. Emotion management is likely to work sustained basis if employees perceive it
as transparent, consistent, and respectful of tlherwise, emotion management appears
manipulative, and workers can become angry or ey@ind grow to oppose people whom

they view as trying to manipulate them (Reictetral, 1997).

emotion (Richards & Gross, 2000).
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Drawing on the bounded emotionality perspectiveo@onal authenticity does not im-
ply uncensored and insensitive venting of feelimgther, adaptive expression of true feel-
ings involves intersubjective responsiveness,ifappropriate timing in communication,
sensitivity, and empathy for others so that onéviddal's feelings can truly be “heard”
(Harter, 2002). It can be adaptive sometimes nekfwess one’s true emotions immediately.
(Consedine, Magai, & Bonanno, 2002). For instanekeaining from expressing a strong
emotion can be beneficial at times when other petgsl psychologically fragile (Leventhal
& Patrick-Miller, 2000), when levels of emotionabasal are already high within a group, or
when prolonging highly unpleasant emotional statgsbe physiologically toxic to individ-
ual colleagues and the group as a whole (Fros8)200

Because of these factors, “considerate emotiortakaticity” cannot always involve
spontaneous emotional expression. Displayed enstiead to be tempered by mindful and
caring consideration for both oneself and othemsgtterm well-being. And although it
seems important for individual well-being to beeatd display one’s true emotions most of
the time, this certainly does not mean all of iheet Surface acting has been found to cause
emotional exhaustion only if it is done frequenpypbably due to the negative effects of
emotional dissonance (Morris & Feldman, 1996) #wumulate when there is inadequate
relief (Grandey, 2003). Training and support meesuelated to emotional labor, such as
those discussed earlier, will likely mitigate arggative effects on members’ well-being.
Thus, considerate individual-level authenticity meaccepting--not denying or repressing--
one’s spontaneous emotions, but also choosingsayi them in a sensitive and respectful
way. In addition, individuals need to recognize plogential costs of such effortful regulation
of internal feelings and emotional display (Riclsa€dGross, 2000) and perform compensa-
tory actions at other times (e.g., counseling, sdppacations) to mitigate possible toxicity

and restore the authentic self.
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For organizations, emotional authenticity referam organization-wide deployment of
routines (e.qg., increasing awareness through sydtetnaining; role modeling; encouraging,
counseling, rewarding) that will help members aghieonsiderate, individual-level emo-
tional authenticity at work. In contrast to the éimn-suppression perspective, achieving
emotional authenticity in organizations involves@mraging and legitimizing a wide variety
of felt emotions that can be legitimately displayednembers’ work interactions.

Emotional authenticity becomes even more impontdregn employees face stressful
events. Major organizational events are likelyrmuae a wide range of intense emotions, and
members are likely to experience emotional disscaamd unhealthy stress if they are al-
lowed to express only a narrow range of emotiamgalrticular, in organizations in which
emotional suppression has been the norm, delibenat¢ion management actions to stimu-
late freedom in expressing emotions are necessdogter employees’ well-being and organ-
izational effectiveness. Research on the technatogypany Servico (Huy, 2002) and on
AT&T (Moses, 1987) suggests that lack of emotiomagement when employees experience
distress can reduce the well-being of both indigldnembers and the organization. Research
on the break-up of AT&T in the 1980s, for examgleowed how inattention to emotion
management resulted not only in depression and pHyehological problems among its
workers but also in a cynical and hostile workimgieonment that impaired organization
competitiveness and innovation (see more detalppendix A). Thus, to the extent that
events such as massive downsizing cause traunmasmbers’ work and personal lives, it
would seem careless and short-sighted for the argigon not to provide emotional support
to its members, which includes encouraging emotianthenticity, through means such as
paid private psychotherapy or other counselingtend to groups’ emotions.

Organizational effectiveness relies in part onitistitutionalization of new and better

ways of thinking and doing (Argote, McEvily, & Reats, 2003), but lack of authenticity has
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been posited to reduce the quality of such orgénizal learning (Argyris & Schoen, 1978).
Organizational learning depends on learning fronh Isoccesses and failures. But an organi-
zation’s culture and reward system may discourageirsg of learning from mistakes (Argy-
ris, 1990), and knowledge gained from failed prddinas often been instrumental in achiev-
ing subsequent successes (Maidique & Zirger, 1988).

Open sharing of failures can be encouraged ondydlimate in which a wide range of
authentic feelings can be expressed without fepuafshment, embarrassment, or shame.
Without that, workers become risk-averse, and aigod about real or imagined group pres-
sures for conformity can lead to dysfunctional gritink (Janis, 1972), especially when such
discomfort is elicited in the context of uncertgiabout appropriate responses and the need
to maintain good feelings with other group memig@rsneret al, 1992).

Moreover, research on procedural justice (Brocletei., 1994), as applied to strategic
decision-making, suggests that employees are ni@ly to accept unfavorable decisions if
they perceive the process to be fair (Kim & Maulmargl 999). A fair process, therefore, in-
volves engaging members in the process of suggesiid debating various alternatives and
how to implement them, including emotion managenseénategies. Then, like judges, man-
agers exert their prerogative to make the finalgiea but also show clearly that they have
carefully considered others’ views and explainyfllbw and why they have incorporated
them (or not). And finally, managers lay out cleapectations for realizing the established
goals as well as incentives for compliance. Assalteof fair process, a large number of em-
ployees are likely to accept the decision and tipathe behaviors conducive to realizing
organizational goals even if some individuals maybe enthusiastic about these gdals.

In sum, | propose considerate emotional autheptagtan important enabler of adap-

tive and sustainable emotion management. This leetiie next question: What kinds of

* Appendix B describes how emotional authenticitglifeerent from procedural justice.

24



emotions should organization members experiena&tease their personal well-being and
organizational effectiveness? A number of schdiare stressed the benefits of positive
emotions (e.g., Fredrickson, 1998; Cameron, Duo@Quinn, 2003) whereas others have
reminded us of the adaptive effects of negativetems (e.g., Lewin, 1947; Schein, 1996).
This tension demonstrates that both positive agatinge emotions can provide adaptive
benefits. This proposition can be supported bygimsi from the emotion regulation literature.
Enabling emotion regulating processes: emotional fsfetting and channeling

Adaptive emotion management at the individual lea# be informed bghe emo-
tion-regulation literature, which asserts that @lqnged experience of any heightened emo-
tional state of the same valence (pleasant or aspl#) can lead to eventual underperfor-
mance (Gross, 1998; Gross & John, 2002, Bagoz@2BR®Because emotions reflect how
people experience their environment, they can petple to adapt to changing situations:
Positive feelings signal a satisfactory state, meghtive feelings suggest a problematic envi-
ronment (Schwartz & Bless, 1991). But too muchwarea good thing is bad. For instance, if
people maintain their happy feelings only, they rhayeluctant to deal with negative stim-
uli, which can result in less learning (Hettal, 1996). Too much joy may distract people and
hinder task completion (Parrot & Spackman, 20ad% $ometimes adaptive to reduce an ex-
treme good mood to avoid unrealistic expectatiotmspncentrate on the work at hand, and
reduce the odds of future disappointments.

Conversely, too much prolonged negative emotioch s1$ sadness, hopelessness, or
fear, can cause apathy, depression, and helples&eggman, 1975; Lewis, 2000) and, in
the extreme, energize destructive actions of aagdmrage against other people (Tangney,
1999; Sarraj, 2002) or weaken one’s own immuneegyst(Frost, 2003). To stave off this
kind of reaction to a bad situation, adaptive peappe with prolonged distress by arousing

positive emotions in themselves, even for short e Temporary positive moods often
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function as a psychological resource, helping pedehl with unpleasant events (Trope, Fer-
guson, & Ragunanthan, 2001).

Thus, decreasing positive emotions and increasaggtive emotions at times can be
adaptive because this kind of alternating helpstaai internal psychological balance
(Feldman Barrett & Gross, 2001). It also helps witkcial appropriateness in that people who
choose to reduce excessive displays of excitentenitaone’s personal successes don't of-
fend less fortunate people. This self-regulati@o aémpers internally felt hubris. For exam-
ple, Verbeke and colleagues (2004) found that adaptlespeople self-regulate the potential
negative effects of excessive pride (hubris) amiretheir urges to be boastful and risk of-
fending important customers by eliciting anticipgtoegative emotions, such as fear of retri-
bution and anticipated regret. Contrasting emotitmerefore, temper one another and pre-
vent people from becoming excessively optimisticamplacent, or overly pessimistic and
depressive, and thus enable sustainable humarstng (Parrott, 1993). Eliciting contrast-
ing emotional states in alternating sequences Ipapple act with humility and moderation
to achieve long term well-being and growth (Par&gpackman, 2000).

In organizations, such emotion regulation candieexed by two complementary
emotion management techniques-- emotional offgettind emotional channeling.

Emotional offsetting refers to the process wheretg@anization members experience
or elicit among themselves and/or other memberdrastingdiscrete emotional states during
a certain time period to attain shared organizatigonals. For example, within the same day
or the same week, employees in one work group expzEs both specific negative discrete
emotions (e.g., fear and sadness) and specifitiosliscrete emotions (e.g., pride and joy).

Emotional offsetting extends the idea of “emoticaabivalence,” which refers to the

simultaneous experience of positive and negativetierms regarding an event (Fong &
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Tiedens, 2002y.“Ambivalence” can connote confused or equivocabomal states whereas
emotional offsetting denotes deliberateness andycla contrasting emotional experiences
that are sometimes elicited for adaptive goals. titmal offsetting differs from emotional
ambivalence in at least three ways: Offsettingreefe a deliberate emotion management or
regulation process, not just a state of emotionkrty. Second, contrasting discrete emo-
tional states are not necessarily experienced samebusly, as happens with ambivalence.
Instead, they can be felt at different time perj@isthe same event can elicit different emo-
tions at different times (Ellsworth & Smith, 1988hird, emotional offsetting represents
mainly an organization-related construct, not atividual one. For instance, fear of organ-
izational decline and death can motivate employdescare about the company to make ma-
jor changes in the way they work. But also expeiieg pride in their ability to contribute to
organizational success can energize them to takeeateps to reverse the causes of decline,
instead of feeling hopeless or paralyzed with fear.

There is partial empirical support for the benefitemotional offsetting in organiza-
tions. Research has found that among businessteanks, those that were flexible and who
performed better experienced both positive andthegamotions (Losada & Heaphy, 2004).
While emphasizing the beneficial effects of moegjfrent positive experiences than negative
ones, these scholars also contend that negatieet &fin enhance the quality of relationships,
to the extent that this negativity is time-boundsd;onnected to specific circumstances, and
can be remedied (Fredrickson & Losada, 2005). Sigyests another complementary proc-
ess at work, which | call emotional channeling.

Emotional channeling refers to the process wheagbgrganization’s members under-

®> Emotional offsetting differs from Huy’s (2002) amept of emotional balancing of continuity and
radical change. In his definition, it is the orgaational processes of continuity and radical change
that seem contradicting, and not the enabling factoo much eliciting of emotions related to cheing
created organizational chaos, whereas too mudhirgiof emotions related to continuity resulted in
organizational inertialn contrast, emotional offsetting refers to speatfbntrasting discrete emotions
as enabling factors of organizational processadgimaot have to be contradicting.
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stand the sources and potential effects of diftadlestrete emotional states and elicit specific
emotional states to achieve members’ shared orggonal goals. Such emotional channeling
does not rely solely on each individual’'s emotieguliating ability, but on a community of
practice in which members help one another undetstach other’'s emotional states and their
effects, and to regulate or elicit specific diseretnotional states that prime distinct cognitive
processing and action that facilitate attainmershaired organizational goals.

According to Mayer and Gaschke (1988), the emotierperience has at least two
components: the direct experience of one’s emotimiasthe metaexperience of them that is
reflective and contains thoughts and feelings abaets emotional state. For emotional
states to serve as input into people’s evaluatidhesr ongoing efforts to adjust and achieve
their goals, it helps for people to recognize thealings clearly (George & Zhou, 2002).
Such recognition also involves understanding thecas that elicit various emotions.

According to Ortony, Clore, and Collins’ (1988) neb@f emotion, the discrete emo-
tions that one experiences depend on how a pepmaiaes a situation in terms of personal
concerns. Many events in life are multidimensioaal different dimensions of a situation
may elicit different discrete emotions (Folkman &8kowitz, 2000§. For example, if people
focus on the consequence of an event and consieumhsequence as bearing future benefi-
cial (or detrimental) prospects for themselves ppeare likely to feel hope (or fear). Alter-
natively, people could focus on agents’ actionsagathan on consequences of an event: The
basic affective reaction will be to approve or gig@ve of the actions of an agent and the
related emotions felt being pride, shame, or adimmaPeople could also focus on aspects of

an object: The affective reaction will be to likedislike the attributes of that object, feeling

® Furthermore, Russel (2003: 158) suggested thamigiet feel only one emotion at any one time but
could perceive many “affective qualities” relatedother events. For example, employees may “feel”
joyful about an emerging innovative product (cutrere affect”) and still “perceive” fear about
their competitors’ aggressive responses that cagdce the innovation’s expected benefits (affectiv
quality associated with another dimension).
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in these cases emotions such as love or hate.

Thus, understanding the sources or objects of ammtsional states can help one to
modify one’s emotions. For instance, if one peresithat another person has intentionally
caused harm, then that person is likely to feeryaagd may seek to retaliate. But if one re-
appraises the event and concludes the harm waseatal, the person will probably feel
sorry and may become more vigilant in the futunedéfstanding the sources of different
emotional states can help people to channel tiffeit® on issues that matter most to them.
As a result, the ability to understand and potdigtraodify emotions could help an organiza-
tion’s members cope with their (and their colleagjuemotional states in an adaptive way.

Combining emotional offsetting (elicitingpntrastingdiscrete emotions) with emo-
tional channeling (knowing theourcesandeffectsof various discrete emotions and acting on
this knowledge) can help an organization’s membegslate their emotional states to prime
subsequent cognitive processing and action to eelsieared goals. For example, R&D
teams may feel frustrated about slow progressIbatfael excitement in developing new
products and interacting with their colleaguessidan lead to increased cooperation and a
greater effort to speed the outplib. enhance group emotion-management abilities nirga
tions can put in place organizational routines #rmdtance organizational members’ aware-
ness and skills about emotion management, thraagtirtg, monitoring, and rewarding.

As the processes of emotional offsetting and cHanghghare some similar functions
with emotion regulation at the individual levetdll these organization-related emotion-
regulating processes. Table 5 highlights someekéy differences between enactment of
emotional offsetting and channeling in organizatigarsus those performed by a person.

Insert Table 5 about here
Appendix C provides an illustration of how emotibatisetting and channeling

worked to reverse the fortune of a car manufactiNessan, when it was headed toward
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bankruptcy. In this case, two contrasting emotiatales--fear and pride-- were channeled
onto two different targets: the organization’s plolesdemise and the need to contribute to the
organization’s success. Combined, fear of orgalizateath plus pride in contributing to or-
ganizational success reduced Nissan employeestaase to disruptive strategic change, re-
stored their self-confidence, and channeled thergy toward producing new products and
cutting costs instead of blaming each other forfsiness performance. Just as emotional
authenticity is believed to aid an organizatiorbdity to learn, adapt, and innovate, so too
can the processes of emotional offsetting and alammn

These regulating processes also facilitated org#inizal learning inside Nissan. Its
middle managers elicited dissatisfaction among work managers by pointing out that most
factory managers knew how many minutes it tookuitda car but had no idea how much it
cost, which explained in part the high operatingts@f Nissan. But these middle managers,
who were championing change and mentored by to@ag®an, also created feelings of safety
in work interactions by actively encouraging otkerployees to challenge the hierarchy and
speak up, no matter their age, gender, and citegnSafety was also created when line
managers cooperated with union leaders in plasirgjs, and spent a lot of time attending to
the details of each worker’s voluntary retirementatocation to a new work location.

Practices similar to emotional offsetting and ctedimg have taken place in several
organizations. Pratt and Barnett (1997) descrilmad Amway recruiting routines involved
eliciting conflicting emotions to induce prospetadreak from their past behaviors (unlearn-
ing) and attach themselves to the new organizéleanning). Veteran members elicited posi-
tive emotions such as excitement for future dredessgned to channel the recruits toward
change, but they also elicited negative emotioch g3 fear of staying in one’s comfort
zone, to break the prospective members of theirtgsts. They also worked to elicit feel-

ings of safety with Amway by conveying warmth anastworthiness to the prospects.
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Similarly, Van Maanen and Kunda (1989) described htanagers of a high technol-
ogy firm, “Tech,” acted deliberately and systemglticto foster a culture of creativity and
loyalty among the mobile engineers. These manadeited employees’ passion in their
projects and the joy of working like free “artistbut also created anxiety with tight dead-
lines that pressured these engineers to work longsh They also evoked feelings of safety
by caring for those who burned out and not layhmgm off. In return, many employees be-
came emotionally attached to Tech. However, whdtiese kinds of emotion management
fostered members’ long-term well-being seems beybadcope of these studies.

In sum, based on the four perspectives—emotionregpn, emotional labor,
bounded emotionality, emotional capability—plus ¢émeotion regulation literature, | have
proposed three processes that could potentially éhptive emotion management in organi-
zations: considerate emotional authenticity, enmati @ffsetting, and emotional channeling.

Obviously, the emotion-based processes propostikipaper are not expected to be
exhaustive, and future research can validate th@real validity of these processes, add nu-
ance, or propose new ones. In the following sectionll reflect on the interaction between
emotional authenticity and emotion-regulating peses. | will also explore some additional
enabling factors for sustainable adaptive emotianagement in organizations.

Interaction between emotional authenticity and emabn regulating in organizations

The idea of emotion regulating on its surface seemn$radictory to emotional au-
thenticity, in that organizations seek to elicit@mns that may not be spontaneously or ini-
tially felt by their members. For example, befdre arrival of Ghosn’s team as described in
Appendix C, Nissan employees might have naturallyanxiety or hopelessness about the
desperate state of their company but did not fe®lidually responsible for their company’s
bad situation. Newly arrived executives initiateti@ans, however, that resulted in individual

members feeling dissatisfied with the underperfaroeaof their own business units as well
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as feeling renewed pride in their ability to do stihing to renew the organization them-
selves. This suggests that adaptive emotion maragamorganizations does not merely
involve dealing with members’ spontaneous emotitrstead, adaptive emotion manage-
ment may at times require deliberate arousal of @wetional states that increase the human
system’s adaptive ability.

Emotion regulating in organizational contexts soadlistinct from task- or problem-
focused coping (Lazarus & Folkman, 1984). In theowa formulation of these means of
coping, a task or a problem is assumed to be dieedeand not modifiable. For example, a
student who is worried about passing an importaatrecan increase his efforts in studying
(task-focused coping), meditate (emotion-focusemrgy), or quit (avoidance coping).

In organizations, however, few organizational aradles are sharply pre-specified
and agreed upon. There could be multiple seriodshatden problems that require discovery
and collective agreement on how best to deal vagimt (Cyert & March, 1992). For example,
Ghosn’s team helped Nissan members identify sedossand design problems that mem-
bers might not have initially believed criticalissan’s renewal. But there could be multiple
ways to reduce costs and innovate (equifinalityyl these solutions needed to be debated to
decide which ones were most appropriate for NigSae Appendix C).

Thus, in practice, emotion regulating in organizasi could include manifestations of
both task- and emotion-focused coping. And thegelating actions can also, by themselves,
influence members’ emotions directly or indireclty Huy’s (2002) account of change in a
technology firm, many of the emotion-managemenbastseem direct. Middle managers
devoted significant efforts to reduce fear and aageong employees so that they could con-
tinue serving the customers, while conveying hdye the radical changes would improve
the competitive position of the organization angtiave employees’ job security.

In the case of Nissan, however, many of the ematiefiects seem indirect. The new
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practice of creating cross-functional teams to wamlorganizational challenges, for example,
can be viewed as task-focused coping. But thi®aaould also elicit multiple energizing
emotions, such as pride in creating a new stra@gyitement to work on innovative projects,
hope of improving the company’s future and onetgeg and attachment to the organization.
Although these elicited emotions differ from théial spontaneous emotions of anxiety,
shame, or hopelessness, they still can be viewadthsntic because they are genuinely felt
and displayed by organization members. Emotionladigu in organizations can involve
eliciting various emotions about distinct organiaaal concerns that might not have sponta-
neously emerged in the absence of intervention, Aadain actions can generate both task-
and emotion-related effects, and not merely therat
Other enabling factors for sustainable adaptive ent@on management in organizations

The idea of developing organizational routinemmage people’s emotions to
achieve business objectives may have implied tiean be relatively easy for organizations,
through strong cultures and emotional controlatetover the lives of individuals, manipu-
late their feelings, and even go so far as to stampheir individuality. But as Van Maanen
and Kunda (1989: 93) pointed out, the story isatatays that simple. People derive their so-
cial identity from organizational affiliations thearve out and maintain. The better they feel
these affiliations are, the better they feel alibamselves and about their ability to tackle the
world at large. Individuals derive their persorggntity from the various ways they influence
these affiliations, and they sometimes resist umity by doing and feeling something dif-
ferent from people around them. As Goffman (19&0)3oted, “our sense of a being a per-
son can come from being drawn into a wider soaiél our sense of selfhood can arise from
the little ways in which we resist the pull.” Femotion management to be accepted by or-
ganization members, who simultaneously are—and teeegmain—individuals, several

enabling conditions seem necessary but not exvaustiithenticity, individualized caring,
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pooled local agency, and alternating periods offooim
Authenticity. | already discussed how a climate of organizatianghenticity, includ-
ing considerate emotional authenticity, combinethwransparency and fair process, is criti-
cally important to sustainable and adaptive emati@magement in organizations. Actions
that are perceived by recipients as inconsistamt;transparent and disrespectful of organiza-
tional members are likely to be resisted and repbct
Individualized caring. Although emotional offsetting and channeling ainestiablish-

ing specific shared emotions to achieve organinatiobjectives, this does not imply that
managers can change employees’ individual emotiomsll. Not every individual is likely
to feel the same emotional state with the sameasitiefor the same period of time. The chal-
lenge of effective emotion management is that #mdtion influencers” must have a close
understanding of each member so that they can #uaiptactions to individual members’
needs. For instance, Nissan’s middle managersecteainfort in work interactions by
closely attending to the details of each of theirkers that needed to be relocated or retired
because of plant closings. Huy (2002: 50-1) illaigts how such caring took place in “Ser-
vico,” a large information technology company:

Every case was different: one service rep. fromallgown emotionally told me in a

public meeting that she could not move to [Dallashediately. In private, she ex-

plained to me that she was going through a divameether one was worried that her

handicapped child could not find a specialized stisw | looked for a job that would

suit her needs. Others have sick parents. Relodat® very emotional thing. We ad-

dressed that by offering them paid visits to the leeation a few months in advance.

The welcoming party appointed sponsors for evanjlieto look after their personal

needs, to take them out to dinner the first weeks tind a baseball team for the kids.
Moreover, the same action can be interpreted eiffity by different individuals and can
arouse very different emotions. A seemingly des$gralstion to get employees involved in

strategy-making projects might make some emplofessneeded. In others, however, it

might arouse cynicism and exacerbate mistrustfinébier. Perhaps in the past, these people
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had felt that their opinions and contributions hatl been acknowledged adequately by sen-
ior management (Reichees al, 1997). As happened in British Airways, an aciimended
to create urgency for change (e.g., announcingelmployee productivity and the need for
cost reduction) elicited the opposite reactiomeétreased opposition to change (Barsoux &
Manzoni, 1997). People respond emotionally to tleammng these actions have for them.

The effectiveness of an emotion-eliciting actidrerefore, depends to a large extent
on how people interpret it, and that subjectiveriptetation grows out of their particular con-
text and history. This means there is no easy ftarau “emotion influencers” to follow.
The effectiveness of actions they choose will bgedieent on previous actions and events
and is tested anew every time it is enacted. Badd us to the next question: Who is more
likely to perform emotion management well in orgations?

Pooled local agencyAs shown in the belated emotion management at A{Mdses,
1987) described in Appendix A, and a more timelg ahServico (Huy, 2002), managers who
recognize the importance of emotion managementybatfeel they do not possess all the
skills and time to do it themselves, could seekstmsce from their colleagues, or could hire
outside professionals to assist théwa.Huy’s (2002) research found, managers with perso
nel supervisory responsibilities could be made awdithe importance of active and appro-
priate emotion management practices and how and vehapply them. Operating managers,
to the extent that they have been appointed teelsag positions because they have proven
to be adept at managing people, are likely to Is¢ placed to manage the emotions of people
who report directly to them; they are the ones whould best know their employees’ indi-
vidual needs and aspirations. Consequently, irelargrarchical organizations, such as “Ser-
vico” or Nissan, middle managers who hold diregesuisory responsibility for their em-
ployees are more likely to be skilled than top exiees at performing emotion management.

Huy (2002) found that a number of these line marggeer a long period of socialization
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within an organization, have developed deep lonalkedge and a personal reservoir of un-
written obligations and favors traded that giveshsignificant informal leverage (Huy,
2001). They also tended to be trusted (McAllist&95), which made them appear more
credible and convincing when they communicated wWitir employees and peers.

Although pooled local agency can emerge spontamgtusugh individual initia-
tives, organizations can promote this mutual hejfmehavior by making members aware that
every person in the organization has limited enargy emotion management skills. They
can assure them that this condition is normal,iaisdeven praiseworthy to recognize per-
sonal limits and ask for organizational assistaM@eover, companies can make available
resources that are necessary for timely and effeetnotion management (e.g., money, per-
sonnel, outside psychological help). They can dis@lop feedback systems to recognize,
celebrate, and reward employees who help managarwiber’'s emotions or a group’s emo-
tional states to achieve individual well-being amdanizational effectiveness.

Institutionalizing emotion management practicestigh training, coaching, and
monitoring of members with personnel responsibtityds the promise of increasing the or-
ganization’s collective well-being. Emotion managgrnat the organizational level may be
more malleable and thus can be developed more/eamllfaster than that at the individual
level. It is still unclear whether individual ematial intelligence can be improved signifi-
cantly (Saloveet al, 2000). More flexibility exists, however, at theganizational level, in
which many members pool their complementary conmpeteto compensate for each other’s
limitations and to achieve shared goals. This c&flpooled local agency. As Huy’s (2002)
research shows, within the same workgroup, somebaetan work to elicit emotions re-
lated to change while others focus on eliciting #oms related to continuity. Together they
achieve adaptive outcomes.

Alternating periods of comfort. Actions or events eliciting intense emotional “evll
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coaster” states, such as fear, pride, and safgiyglonged, can lead to emotional, cognitive,
and behavioral fatigue, not to mention exhaustibtartin and colleagues (1998) reported

that there were worrying signs of stress amongBdaty Shop employees who voluntarily
practiced both bounded emotionality and emotioalabt. Prolonged and excessive emotional
demands on organization members can lead to enabtimmbness and low sensitivity to

new ideas and experimentation (Morris & Feldmarg6)9Some alternating periods of com-
fort, characterized by low emotional and cognif®rts, seem necessary for sustained bene-
ficial emotion management.

Comfort refers to feelings of tranquility and isgdicted by a sense of certainty about
the situation and by the general absence of perdabstacles and anticipated effort (Ells-
worth & Smith, 1988). Comfort motivates people sxbme more relaxed and take it easy for
a while, especially when there is nothing immedyatenstructive that can be done about a
situation? Organizations can elicit comfort among employegesdheduling some cogni-
tively easy or emotionally calm tasks in work roes and providing calm and restful physi-
cal surroundings (Elsbach & Hargadon, 2005).

Comfort can also prime learning and creative thigkiMoments of comfort allow
members to detach momentarily from the urgencyeif tcurrent tasks so that they can en-
gage in the kind of reflective and divergent thimkthat allows members to question their
routine ways of dealing with issues and imaginep#iternatives (Leonard & Swap, 1999;

Elsbach & Hargadon, 2005).

" Even if organization members feel (psychologisalety in work interactions, organization
learning could still involve intense debate andllelnging each other’s perspective, which demands
high cognitive efforts andlicits high emotional activation levels.

® Most patients undergoing surgery, for examplenoado much to ensure that their opera-
tion goes well, and it turns out that those whoecbp not ruminating about the seriousness of the
procedure have fewer complications and are diseldasgoner that patients who worry about all the
details of their operation and are vigilant toth#ir symptoms (Cohen & Lazarus, 1983).
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Conclusion: Toward a model of adaptive managementf@motions in organizations

In Figure 1, | propose the beginning of an adaptiv@lel of managing emotions in
organizationsOrganizational life teems with many emotion-elimitievents (Weiss & Cro-
panzano, 1996), and consequently there are myppdrtunities to employ emotion-
management practices and routines (Magtial, 1998) to generate patterns of felt and dis-
played emotional states that can be shared by manybers and groups in an organization.
Given this reality, how should emotion managemenased to enhance employee well-being
and organizational effectiveness?

Adaptive emotion management may at times requitgusb reducing the negative ef-
fects of “naturally” occurring emotional states laigo deliberately arousing new emotional
states that increase the human system’s adaptiNy.abhe regulating process of emotional
offsetting of contrasting emotions provides us vatte way to think about tempering the po-
tentially dysfunctional effects of either positiwenegative emotions alone. The regulating
process of emotional channeling reminds us thatabgs of these contrasting states deter-
mines whether they are adaptive or not.

For emotion management to work and be acceptaldegamization members on a
sustainable basis, it has to be done with condiel@henticity—spontaneity tempered with
sensitivity to others’ long-term well-being--anchis to be individualized and caring. To
overcome the limited skills and energy of singlambers to take on the complex task of
emotion management, | proposed pooled local ag&xy.because prolonged emotional
offsetting and channeling can generate emotiomsidas that can exhaust both the emotion-
helpers and the helped (Frost, 2003), periodsnsid@s should be alternated with periods of
comfort to allow members to rest, recover, ancertflIBecause the elements of the model can
work in parallel with one another and do not havee used in some kind of pre-determined

sequence, we can construe it as a variance modeltimen a process model.
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The proposed emotion management practices ofaenase emotional authenticity, off-
setting, channeling, individualized caring, podiechl agency, and alternating periods of com-
fort can be codified at least in part, refined tlglo accumulative use and experience, and im-
parted to organization members as additional pesananagement practices that enhance or-
ganizational effectiveness and members’ well-bé@ajlins & Clark, 2003). Members with
personnel responsibilities could be made awarkeoimportance of these emotion manage-
ment practices and how and when to apply them thi@ln employees. By doing so, members
can co-create a facilitating emotional contextt thaa work environment in which there are a
large number of members who understand the reasmhsonsequences of these deliberate but
transparent emotion management routines, not teiomerwho aspire to experience certain de-
sirable emotions such as pride, hope, or joy fteagt some moments at work. This aspiration
seems especially desirable in companies whereigegahotions prevail and where a climate
of hopelessness or cynicism (Reichetral, 1997) stifles members’ focus and energy and saps
collective performance (Bruch & Ghoshal, 2002).

My proposed model of management of emotions glamizations could open new ave-
nues for research in the under-explored intersedf@motion management and organiza-
tional theory. Many important questions remain: ®te proposed model apply to all kinds
of emotions? Because emotional states eliciteddrk &nd private lives influence each other
and work behaviors (Hersey, 1932), to what extbatkl organizations expend resources to
manage their members’ emotions, especially whesethee elicited by non-work related
events? What are the ethical and legal implicatfonsuch emotion management? Where
does an organization’s responsibility begin andiesdfar as the emotions it stirs in its
members or customers—including by its advertisigpaigns? Are there any specific emo-
tions or emotion-eliciting actions that companikeiwdd not be involved with? Is it more

dangerous to elicit intense negative emotions siscdnger, shame, or fear than to elicit high-
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activation positive emotions such as excitementaation? Although arousing anger can
help mobilize members to fight competitors, how tlaa anger be tempered to prevent ex-
treme or illegal actions? How can members devdiep tbilities to manage one another’s
emotions? What monitoring mechanisms should béaicepto detect and rectify incompetent
or unethical emotion-management attempts? How wdidfierences in organizational or na-
tional cultures affect what employees consider piat#e when it comes to managing their
emotions? The limited number of emotion-managerpestesses, organizational contexts,
and boundary conditions explored so far represaple@opportunities for scholars to con-
tribute to this vastly under-explored area. Belbsyggest a few research methods that can
help scholars begin to tackle these questions.

Emotion management in natural work settings--amate importantly, the organiza-
tional consequences of such actions--can be studi@ciumber of different ways, both ob-
jective and subjective. For instance, the levarginizational attention to the development
of emotion-management practices may be measurdtelyroportion of organizational re-
sources allocated to emotion-management activitiekyding budget, support groups, emo-
tion training, and monitoring.

In addition, the overt nature of emotion managenamds itself to outsider and peer
observation and assessment (and thus to enhancstiumt validity) via triangulation of pri-
vate interviews, survey methods, company repons,edhnographic research in natural set-
tings, all of which allow researchers to validatel @nrich participants’ self-reports (see Huy,
2002). Even though | posit that certain actionsnaoee likely to elicit a specified discrete
emotion based on cognitive appraisal influenceddwyal-psychological assumptions (Or-
tonyet al, 1988), there is also the risk that, dependinthercontext, different groups could
appraise the same action differently and experiéifterent emotions (Hochschild, 1979;

Parkinson, 1996). In other words, the effectiversdssach emotion-management action can
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be assessed by both the intended emotional stdtdhamesulting behavior or cognitive proc-
essing that emotional state is intended to prirae &gure 2). Similarly, multi-method re-
search, including perceptual survey questionnanesinterviews, can be applied to the study
of organizational processes such as organizatleaaiing.

Insert Figure 2 about here

Private emotional states can also be studied g¢ifraLtriangulation of methods that
includes self-report accounts and surveys, nonalatservations, and expressions of such
states in support groups or focus groups (Cf. lrar&g-redrickson, 1999). A valid measure
of discrete emotion requires capturing multiple e@nsions such as core affect, cognitive ap-
praisal, and physiological cues (cf. Russell, &fehn Barrett, 1999; Russel, 2003). Shared
emotional states are important to assess as wdlegy could serve as mediators of behavior
and help predict the direction of organization mersbthinking and behavior in regard to
facilitating an organizational process. Shared @mnat states could act as precursors to other
consequential organizational behavior, such as \gorlips’ mobilization, learning from ex-
periments, development of knowledge, and creatit@iives.

Emotion management, like many other managementipea, can help or hurt indi-
viduals and organizations depending on how it eduB8ecause emotion management has
been practiced by many organizations already eitnsefruitful to recognize this fact and ex-
plore, as fully as possible, the various implicasidhat this has on individuals and organiza-
tions. This research is a call to scholars to omtiexploring this complex but interesting
phenomenon, especially the conditions under whiahaging people’s emotions not only
help companies achieve their business objectivealba enhances the welfare of individuals
and societies. Only by accomplishing both aimserantion management in organizations

allow the sustainable flourishing of social comntig@si to which we all belong.
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Appendix A

When Emotion Management Is Not Done In An Organizabn

In 1984, AT&T faced a government order to breaktsimillion-person-strong institu-
tion into smaller units (Tunstall, 1985). AT&T’s @hoyees had been proud of their company’s
achievements and values, and they could not fulletstand or accept the forced break-up of
what they considered to be a great American ingtituThe physical aspect of the massive
structural breakup was implemented quickly. Howggrecutives in the post-breakup phase
were eager to move on to a new phase and did gohpah attention to the emotion manage-
ment of their employees. This resulted in lingemidespread emotional stress among em-
ployees and caused lasting organizational undenmeaince for various AT&T offsprings, as
the internal report on AT&T employees written bysychologist revealed:

‘We have very “disturbed” managers. Managers who fareed to make work force
reduction decisions without any guidance, trainitg, support are becoming cynical. Or
those who really care are being torn apart when imgikdecisions that they are unprepared
to make. Open hostility is surfacing as never kefand its focus is toward the company
rather than toward the competition or the marketglavhere such energies can be produc-
tively channeled. The amount of suppressed, ctwstility lurking just below the surface in
many people is truly frightening. Unfortunately, ehwof the frustration, anger, and depres-
sion are taking its toll on the non-work lives ofr people. Frequently, its manifestations are
deteriorating physical and psychological healtheTimpact on managers’ health in the fu-
ture can't be ignored and may be approaching crsigportions. At the same time, we have
noted a marked increase in symptoms of depressimng@ managers we have studied. To-
day’s survivors are often disillusioned, frustratddtter, and, most of all, lacking in hope ...
One can’t help wondering what kinds of managersy thid be like in the future as they popu-

late senior levels at AT&T{Moses, 1987: 35-36).
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Appendix B

How Emotional Authenticity Is Different From Procedural Justice

Emotional authenticity is distinct from procedujtice in many ways. Procedural
justice refers to the perceived fairness of thegse whereas my definition of emotional au-
thenticity does not involve perceived fairness. &ese procedural justice refers to subjective
perception of fairness in the process, the latser assumes interacting partsdsare beliefs
about criteria related to procedural fairness. Eomall authenticity does not require these
shared beliefs. For these reasons, proceduratguistiikely to be less effective in situations
in which wide divergences in systems of beliefsefe.g., democracy versus theocracy and
totalitarianism; gender equality in some religions)

| further hypothesize that procedural justice reggicalm or positive emotional states
to work. Interacting parties who feel anger or feach other are unlikely to perceive fairness
because emotions influence subsequent cognitiveaesah Agitated emotions are likely to
cue events that validate these negative feelingsramease people’s vigilance about the
other party (Izard, 1993; Isen, 1999; Loewensgtial., 2001).

For procedural justice to work, both parties havbdlieve that each other is sincere
(authentic) in what they express. Otherwise, eactypvill mistrust the other party’s ex-
pressed intent and try to discover the other pauttidden motives. In this respect, authentic-
ity (including emotional authenticity) can represamecessary but not sufficient enabling
condition for procedural justice.

Conversely, emotional authenticity can be faciitaby perceived fairness but that it
is jJust one among many other enabling factors. Gtimelude: (a) individual preferences in
emotional expressions—some persons may feel mdes®icomfortable to express a broad
range of feelings to their colleagues at work (leet al, 1998); (b) employees’ variance in

complying with perceived organizational “feelindesi’ (Hochschild, 1983): Some people
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may feel they should only display a narrow rang&atbwed” emotional states, such as en-
thusiasm and optimism, and avoid displaying othetes, such as cynicism and depression.

Moreover, although procedural justice may encomfragsexpression of people’s
true emotional states, the latter has not beefothes of the literature, which tends to be
mainly cognitive. For example, Brockner and colieesg)(1994) proposed that procedural jus-
tice in the context of layoffs can be operatioredizhrough clear and open decision rules
based on a logic that is acceptable to organizatiembers, and through the advance notice
that gives people time to prepare psychologically materially for change.

Put differently, theories of emotion have not bedagrated extensively to the litera-
ture on procedural justice, nor has there been reagbirical exploration of the interaction
between procedural justice and emotional stateseXxample, within the procedural justice
literature (e.g., Brockneat al, 1997;Kim & Mauborgne 1998; Mishra & Spreitzer, 1998),
there have been very few empirical studies thakoegpeither the conditions under which
employees feel free or less free to express therémotional states or the interaction be-

tween employees’ felt or displayed emotional states$ perceived fairness.

44



Appendix C

lllustrating Emotional Offsetting and Channeling at Nissan®

In 1999, Japanese Nissan was a non-innovative eawdbankrupt car manufacturer.
French Renault was the only company that decidéavist to rescue Nissan, much to the
derision of analysts who commented that “two mudles’'t make a racehorse” (Hughes, Bar-
soux, & Manzoni, 2003). Both organizations werensecome from countries that have
strongly nationalistic cultures, and each natiolieles its way is the right way to do things.
Yet, by 2002, Nissan became one of the most innavand profitable car manufacturers in
the world. How did this come about?

When Renault’'s Carlos Ghosn arrived at Nissandd Its turnaround, the new top
team elicited among Nissan’s workers fearful fegdiof imminent organizational death. For
example, it kept reminding employees that Nissaalss had fallen by 800,000 units, which
equaled Mercedes’ worldwide sales; the debt lexasd 8o high that additional borrowing
would be difficult; and this could be the last nes@ttempt. An insider observed that Ghosn
painted a credible picture so bleak that recalaittamions felt compelled to accept unprece-
dented massive downsizing and plant closings. Butyarrived French executives also
worked to elicit feelings of pride among the sanwrkers. As Ghosn noted, “the biggest
challenge when the company has been depresseddiog ime is self-confidence. [l had] to
help people believe that they are capable of daiggeat job.” The French declared that this
was an alliance between two equal companies andmatquisition by a stronger company.
The top team formed nine cross-functional teamspos®d of more than 400 veteran Japa-
nese middle managers who were trusted by theit pEExs to develop strategy. When he un-

veiled the renewal strategy to investors, Ghosditaé the strategic recovery plan to these

° | use the example of Nissan and the effects ofrasting emotional states such as fear and pride;
dissatisfaction and feeling safe in other unpublispapers. However, the theory of emotional offset-
ting and emotional channeling is presented inghjzer only.
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managers. He declared, “the strategy is develogédisgsan people for Nissan people.”
These managers were also encouraged to reviewriidsatory for moments of success:
They resurrected the old design model that firtl@shed Nissan’s reputation in the U.S.--
the “Z” car--and made it into a quick win. This Isbed workers’ pride and allowed them to
regain some self-confidence. In sum, Ghosn’s teararsed the potentially high resistance of
Nissan employees to needed change in large patidying respect for Nissan’s identity and
eliciting Nissan employees’ pride.

So, what kind of emotional processes helped camviapanese Nissan employees to
support French executives in their plan to turruatbthe organization? One could use a “ra-
tional-political” perspective (Kotter, 1995) to dam that Nissan employees easily accepted
painful radical change because the urgency forgharas high. Such an interpretation as-
sumes that many of the 150,000 Nissan employee=riexgedndividual feelingsof urgency
and personal ownership for radical change actawhgh would have been unusual for a
large organization. Indeed, when the French exeesifirst arrived at Nissan, they discov-
ered that every business unit contended that itash®ving its objective and that the com-
pany’s problems lay witbtherunits. Many business unit managers did not feeliigency for
change until they experienced contrasting emotofrisar and pride that were channeled onto
concrete company problems.

Fear differs from more generalized anxiety in ihags a specific object (Ohman,
2000). Fear is a future-directed emotion and hpduple respond to existential threats by
helping them focus their personal resources upethifeat, to avoid unwanted dangers, and
giving them the extra energy to act (LeDoux, 19@B)er time, the functional value of fear
becomes social as well: it keeps people aware io$acial values and alerts us to the dangers
related to what we cherish (Ben-Ze’ev, 2000). Thoshe extent that people associate their

personal well-being with that of the organizatieristential threat to the organization could
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be experienced as existential threat to self, whickurn, arouses fear. Here, the concern is
less with one’s existential survival but with ons&df-esteem, material and emotional well-
being shaped by one’s social environment. The sgemd unpleasant experience of fear
primes people to attend to the future.

While fear is elicited by evaluation of an unplaadaturesituation, pride emerges
from pleasant evaluation of past actions. Prigdeasure aroused when a person interprets
that a positive outcome can be attributed to hecifip actions (Lewis, 2000). Pride serves a
social communicative function inasmuch as this eondbelps people to convey enhance-
ment of their identity by taking credit for an aelment and their desire for others to adjust
their opinions upwards in accordance with the adneent (Parkinson, 1996). The opinions
of significant others enhance or validate our pratel organizations can harness this power
to their benefit.

Workers who feel pride are less resistant to rddicange because many people in
organizations are fearful of receiving negativeinfation about themselves (Ashford &
Cummings, 1983), and, when they do receive i, thay try to ignore the message, dismiss
it as inaccurate, or attack the credibility of Huirce (llgen, Fisher, & Taylor, 1979). Nega-
tive feedback often arouses feelings of discomfdytrestoring “feelings of control” (Jack-
son & Dutton, 1988) between deliberate actionsosgitive outcomes, people feel less de-
fensive and helpless. As their self-esteem risesnbers grow in confidence and are willing
to experiment and learn from both failures and ssses (Peterson, Maier, & Seligman,
1993). And, to the extent that members identifgrsgty with the organization (Duttoet al,
1994), collective success can be experienced ds owa and elicit pride. As Albert (1984)
has noted, a proposed change can be resistedIgdiearause the future is unknown and
feared, but because the proud past is under-appeeci

In sum, to energize Nissan employedbs, French team took actions that elicited both
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negative and positive emotions, nhamely fear of mgdional decline and death and pride in
contributing to organizational success. These emnaetiiciting actions seem to reflect two
distinct but interrelated emotional processes akwieirst, these actiorshannelNissan em-
ployees’ focus and energy toward achieving comnuaptive organizational goals, such as
cost reduction and product innovation as opposéakéo-unit rivalry and finger-pointing. |
conceptualize this processamsotional channelingemotional channeling is present when
the sources/objects of emotions are clear in meshbends (e.g., “organization de-
cline/death” and “contributing to organizationatsess”). Second, the French team'’s actions
elicited both contrasting positive and negativedite emotions, such as fear and pride, and

not just positive or negative emotions alone. | tta emotional offsetting
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Table 1

Mechanisms That Can Create Patterns of Emotions i@rganizations

Mechanisms

Patterns of 1. Organizational culture
2. ldentification with an organization as a whole
Felt 3. Salient issues (e.g., threats)
4. Group identification and cohesion, as distinct frotiher groups
Emotions 5. Unconscious emotional contagion
6. Conscious emotional contagion
Patterns of 1. Rules imposed on an organization’s members onitigslof emo-

Displayed

Emotions

tions they should display

2. Job requirements

3. Individual anonymity functioning within a group
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Table 2

Ideal Types of Emotion Management in Organizations

Patterns of Emotions Displayed emotionkess Displayed emotionsore

related to organizational | related to organizational ef-

effectiveness fectiveness
Felt emotiondessrelated to or- Emotion suppression Emotional labor
ganizational effectiveness
Felt emotionsnorerelated to Emotional capability Bounded emotionality

organizational effectiveness
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Table 3

Ideal Types of Emotion Management in Organizations:

Theoretical Underpinnings

Emotion Sup- Emotional Bounded Emo-| Emotional Ca-
pression Labor tionality pability
Rationale/goal Actively Influence cus- | Allow the or- Allow the or-

suppress emo-
tional expression
inside the organi-
zation

tomers

ganization to
recognize, dis-

criminate, at-
tend to its mem;
bers’ emotions

ganization to
recognize, dis-

criminate, at-
tend to its mem;
bers’ emotions

What does or-

Technical effi-

Technical effi-

Interrelated

Able to change,

ganizational ciency ciency community & learn, innovate
technical effi-
effectiveness ciency
mean?
What makes an 1-Impersonal 1-Impersonal 1-Mutual un- 1-High recep-
organization 2-Standardized | 2-Standardized derstanding | tivity to chgnge,
processes processes among employ- organizational
effective? 3-Personal issues 3-Personal issues ees improves | learning, and
not allowed at not allowed at work collective mobi-
work work 2-Work and lization
4-Private life 4-Private life non-work emo-
adapted to work | adapted to work| tions matter to
life life business
How do emo- | Felt or displayed, Displayed emo-| Felt and dis- Felt emotions

tions affect an

organization’s

emotions are bad
for business. The
promote bias, fa-
voritism, misallo-

y

tions influence
perception of
quality of interac-
tions with stake-

played emotion$

are good for
business. They
create cooperat

energize organ
izational proc-

esses such as
organizational

effectiveness? cation of re- holders tive work rela- | learning and
sources tions inside the change
organization
and influence
customers
How do emo- Not relevant 1- False self | 1- Personal au{ 1-Energizing
tions affect in- 2-Emotional dis- thenticity 2-Promotes pert
dividual em- sonance 2-Enjoy free- sonal growth
ployee’s well- 3-Exhaustion | dom of expres-| 3-Personal au-
being? sion at work thenticity
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Table 4

Individual-Level Emotion Management versus

Managing Patterns of Emotions in Organizations: KeyDifferences

Individuals Organizations
Nature Emotions | 1-Felt emotions can be shared by all or most omgdion
of are felt by | members, or
felt one person
emotional | in different | 2-A large number of members of a group feel sinelawo-
states moments or| tions (that is, group emotions), or
simultane-
ously 3- Different groups in the same organization fetécent
emotions
1- Different members elicit different emotions argatiffer-
Individuals | ent groups using different emotion management joexct
draw on 2- Emotional competence is aggregated: Many mesntzer
Process their own contribute different elements of the collective ¢iomal
of personal competence
emotion resources tg 3- Collective emotional competence can be developed
management | recognize, | through organization-supported training, coachimgnitor-
distinguish, | ing, and rewarding
or modify | 4- Emotion management routines are applied cominge
their own or| organizational goals, task expectations, and gemapper-
others’ sonal needs
emotional | 5- Sustainability requires authenticity, transpaggmand fair
states process
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Table 5

Emotional Offsetting and Channeling in Organizatiors versus

Emotion Regulating at the Individual Level: Key Differences

Individual
Emotion

Regulating

Emotional Offsetting and Channeling in Organizatiors

1- The same contrasting and channeled emotiorfglare

Nature Contrasting by many members of an organization or a work graup
of emotions felt
felt by one person| 2- In a given group, some members can feel onheeit
emotional | in different positive or negative emotions that are channeléd difr
states moments or | ferent targets (contrasting & channeled emotions #xist
simultaneously only at the group level) or,
are channeled
(by that indi- | 3- Different work groups in the same organizatian teel
vidual) onto | different kinds of contrasting emotional stated tra
the same or | channeled onto different targets (e.g., one wodugrex-
different tar- | periences fear of organization death and prid@mirdbut-
gets ing to organizational success; another group egpees
passion and fun in creative work and frustratioslaw
production of creative output)
1- Emotion regulating routines that recognize,idggtish,
and elicit contrasting emotional states and thahokl
them onto different organization goals are diffuaed
Process Self-regulation| practiced by a large number of members
of 2- These activities can be distributiong various mem;
emotion bers (e.g., one attend only to eliciting positineotions;
management another member elicits only negative emotions)

3- Emotion regulating competence is aggregated: bézg)
can complement each other in various emotion réiggla
abilities and assist one another; does not relgrgnsingle

member’'s emotion regulating competence
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Figure 1

Model of Adaptive Management of Emotions in Organiations
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How emotions mediate emotion eliciting actions andxpected behavior

Emotion
eliciting
actions

Patterns c
emotions

-

-

\

Collective
behavior &
cognition

J

67



