
Emotion 
Mood 

an 

Time cool , time clarlfle ; no 

mood can be maintained 

qu te unaltered through t he 

~ourse of hours. 

-MarkTwain 

LEARNING 
OBJECTIVES 

Aft.er studying this chapte'1 you should be able to: 

J D fferentlate emotions from 
moods ond list the bd!.•C emouom 
and mood• 

2 D,s,uss whether emotions are 
rauonal and what functtons they 
serve. 

5] Identify the sources of emotions 
and moods. 

1/ Show the impact emotional 
labor has on employees. 

r: 
• ) Describe affective events theory 
and identify Its applications. 

(j Contrast the evidence for and 
against the existence of emotion I 
Intelligence. a 
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C
an _revenge be a motivator? Absolutely. 

Consiclr>r what Terry Garnett sc1ys. "I do hold 

grudg<'c.. Am I rnollvr1t0.d by that7 Absolutely." 

111 t lw I <J90s, C,arnr~tt wa~ a SE' n,or v,ce 

fH l'':>ld<'rH c1t Or c1rlP, rPf)ort iny to Orc1cle CEO Larry 

l:lli5on 1 IH.' l wo tr,wPIP.d around the world together, 

rubbed elbow" with media cmd movie moguls, 
t1nd became friends. T hf' families even vacationed 

together in Japan. Ellison, an ardent admirer of all 

things Japanese, invited Garnett to join him in the 

famed Philosopher s Walk to the Ginkal-.uj, Temple 

in Kyoto. 
A fpw week" i.1tler 1etu111inq from the,r tnp to Japan. 

C:11,,on c,11led (1-1rnNt into his office t1nd <;urrtmnnly fired 
him. reeling numb Jnd l,Kking a cle.11 explanatiori tor his 
clismiss,ll, Gt.1r nett walk~d the ,O feet from Ellison s office 

to his own, pcKkt•d uµ hi-. thin 1s, ,md left.' I tried to keep 

, ompowct" lw s,11d. Pt 1vatdy thouqh, he was seething, 

telling trnnself," 1 he,~ w,11 be c1 clay of rec.koning." 

(h,rn1wl1119 his anger, Garnett started competing 
direc.tly with Fllison Jnd Ordcle by investing in promis

ing start up projects. A recent exarnple is Ingres, a low

cost software provider that Garnett hopes will compete 
directly with Oracle's bread-and-butter offering: its 
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the exam le of Terry Garnett shows, emotions can spur w lo~ a Se1ve further into emotions and moods, get an a~5e!srncnt 
Betbreoodwe . ht n'"'"" Take the following self-assessmenc to find.-rour m state ng .,... ...... 

what son of mood you 're in. 

HOW ARE YOU FEELING RIGHT NOW7 

tn the Sslf-Assessment Library (available online), take assessment 111.D 1 ;.;cv. .. rp 

You Feeling Right Now?) and answer the following questions. 

1 W1tat was higher-your positive mood score or negative mood score? Hov. r!a t ese ;,s 

compare with those of your classmates? 
2 Old your score surpnse you? Why or why not? 
3 WIJIJ1 sorts ofthmgs influence your positive moods? your negative moods? 

Given the obvious role that emotions play in our work and e,·en da, li,-es 
might urprise you to learn that, until recem.lv, the field ol OB "las g.,en the 
wpic of emotions little or no attention.!? How could this be? \\'e c-.u1 offer t'A 

pou:ablc explanations. 
The fint II the myth of ratitmality.3 From the late nineteemh cenmn .1nd mt 

rue of idcntific management until ven· rec.-enth, the prowcol of the \\l)tk ~wk! 
waa w keep a damper on emotions. A well-nm organiz.uion didn't J.lll>W 
rmployect to cxpre frustration, fear, ang<-r, Ion•. h,ne. jo,. g-rid .. mtl :-1mibr 
fttlinp The prev:..iling thought was tha1 Slll'h <'motions \H'Tt~ rht' ~urnthe 'ol 
radonalia, Even though rcararchers and managers knt·w that t'nwu1.m, \\t'lt' 311 

--~ pan of everyday life, they u·ird to cre,llt' organi1,ui0n~ th.u weft 
enMJaOD free 11w, of coune. waan't possible. 

11Mr ~ nplanauon ia ma, many believed chat t"motion!\ ot .un kind art 

dia'updN When rnearchm conliderec:t emotions the, looked a1 strong net 
... ..... ..... J1)' • .Ii lO _..L anarer-chat interfered with an emplovee·~ abi. 0 ~ 

I 4 rarctly Ylowed cmaodon as constructive or conuibutinl 
Jll~W 



Most experts believe that emotion• arc more fleeting rhan moods.
8 

f'or 
example, if someone i$ rude to you, you'll feel angry. 1l1a1 inrc·n'K.' frc ling of 
anger probably comes and goes fairly quickly. mayhc <~·,·n m ., 11M1tc·r of M 'C· 

onds. When you 're in a bad mood, though, you can feel ood for M~cral hnnf"'. 
Emotions are reactions to a person (for example, seeing a friend a, work m.'l) 

make you feel glad) or event (for example, dealing with a ru<fr clienr 013} make 
you feel angry). You show your emotions when you're "happy about :$<,rncthmg. 
angry at someo ne, afraid of something . ..., Moods. in contras!. arcn ' r l.L,i;ttally 

directed at a person o r an evenL Blll emotions can turn into moo<ls when \ O U 

lose focus on the event or object that started the feeling. And. I~· the s.1me {{)ken, 
good or bad moods can make you more emotional in rc:.pon!>C..· to an e,cnL St) 

when a colleague criticizes how you spoke to a client, ,·ou might becom,· an~ at 
him. That is, you show emotion (anger) wward a '>pecific 01:tiecr (HHat cnll1..~--i1~ • 

But as the specific emotion dissipaces. you might just feel i?;cneralh <li,piricccl \o 1 

can't a ttribute this feeling to any single even t:: yo u·rejusc not ,oltr nonnal -.ell. 
You mighr then ove1Teact to at.her events. T h is affect <.uue dc.·,cnl~ a mood. 
Exhibit 8-1 shows the relationships among affect.. em otions. and mood. 

ififfliji:§ • Affect, Emotions, and Moods 

Affect 
Defined as a brood range of feelings thol people expenence 
Affect con be experienced in the form of emQlions or moods 

7 
Emotions 

• Caused by $pacific event 
• Very brief in duration (seconds 

or minutes) 
• Specific and numerous 1n nature 

(many specific emotions such os 
anger, fear, sodneu, hopp,ne», 
dl19111I, iurprise) 

• Uauolly occompon1od by d11hnct 
faclol eJCpre11lona 

.a Action Ot'lenfecl In nature 

\ 
Moods 

• Cou$e ,s o~ genera -ood Qfl\.-lear 
• lost Ol'ger than erootiol'IS ~ 
°' do\ $} 

• M Oie genorol (r,,,,Q mo,n dim~ns~ 
pos,h\ e o~I and 11eos,:,t1ve ofte...-t-
thor ore comp,;»ed of mv ~ ~fk 
on\Ol,ons) 

• Generali r>ol nd><:oied by d shn,t 
"-'Pr.»Sion$ 

• C ogn1h11e an no!Ure 
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"'
~pfe,~)n 

ih tadal expressions (for eY~"~ 

waiett spetulat~ that .emotio.ns may 
~rm¥.;,aytead us to some 1mmed1ate action-while 

c ~ ~ ·l~ e meaning they may cause us to think or br 
mv oe ~ co..,,-uv ' 
wlille.11 · d d Fi all th exifbit shows that emotions an moo s can mutually infl 

ch 
nthy, T:-. er ~-!-ple an emotion, if it's strong and deep enough, r 2 n 

ea o er . .l'O c:;:.JUU.. • • t th · ...... , 
into a mood: Getting your dream JObL". may genelrdaa e se· e~I otl10~ of joy, 
it also can put you in a good mood 1or seve_ra ys. 1~ ar y, if you're 
a good or bad mood, it might make yo~ expenence a more intense positive 
negative emotion than would otherWise be the case. For example, if you' 
in a bad mood, you might "blow up" in respo?se to a_ coworker's commC: 
when normally it would have just generated a mild react1on. Because emoti 
and moods can mutually influence eac~ other, there wi_U be m:; 
points throughout the chapter where emouons and moods will be closeJy 

connected. · 
Although affect, emotio~s. and moods are separable in theory, in practice 

the distinction isn 't always crystal clear. In fact, in some areas, researchers 
have studied mostly moods, arid in other areas, mainly emotions. So, when 
we review the OB topics on emotions and moods, you may see more informa
tion on emotions in one area and moods in another. This is simply the state of 

the research. 
Also, the terminology can be confusing. For example, the two main mood 

dimensions are positive affect and negative affect, yet we have defined affec1 
more .broadly than mood. So, although the topic can be fairly dense in places, 
hang m there. The material is interesting- and applicable to OB. 

The Basic Emotions 
How ~any_ emoti~ns are there? In what ways do they ,·ary? There are dozens of 
en:ouons, including anger, contempt, enthusiasm envy fear frustration disap-
pomtment embar di · ' ' ' ' . , . rassment, sgust, happiness hate h ope 1·ealousv J·ov to,t. 
Pnde surprise and s d Th ' ' ' •' ·' li · ' d d fi ' th a ness. ere have been numerous research effort.S 10 

t"mit ~~ B e ne e dozens of emotions into a fun dam en tal or basic set of emo-
1ons. ut some researchers argue th · k f b ·c emotions because ev . at it ma es no sense to think o asi 

en emobons we rarely e · h ck ha,t 
a powerful effect on us 12 0 h xpenence, such ass o ·. can 
there are universal emotion t er researchers, even philosophers, argue thal 
the founder of modern sh~~mmon t~ all of us. Rene Descartes, often ~td 
pauions"-wonder, love, hitr:;s~p~y, 1~entified six "simple and prinll~ 
the othen are composed of so ' e;ire,Joy,.and sadness-and argued that 
philosophers (Hume. Hobbe:~ 0 • these ~1x or. are species of them. "

13 
~did 

Although lbcae philosophe pmoza) idenufied categories of emouo 
,vidcnce ~ lheexlatence 

0
~::. helpful, the burden to provide concl 

~ r~. c set of emotions still rests with conte 

ID. 



phm 1YIU ever com,uretf~ 
ttber it ma.left sen~ to think ~ 

~Jtve agreed on she eMentialJy univeral 
)appJness, disgust, and surpn,e-with most e 0$ I f one of the.se AiX categorie1.J7 Some 

ra e\Feil plot i'eae emotions along a continuum: happineas-
fear--sadness-ange.r-disgust.18 The closer any two emotions are 

:eacb ll~er on this continuum. the more likely il is that people will confuse 
em. For instance, we sometiJ:nes mistake happiness for surprise. but rarely do 
~ confuse happiness and disgusL In addition, as we'll see later on, cultural 

ors can also influence interpretations. 

The Basic Moods: Positive and Negative Affect 
On~ .way to classify emotions is by whether Lhey are positive or negati\'e. 

19 

Po~ttve emotions-such as joy and gratitude-express a favorable evaluation or 
~ee11?g. Negative emotions--such as anger or guilt-express c.he opposite. Ke~ 
m mind that emotions can't be neutral. Being neutral is being nonemotional. 

When we group emotions into positive and negative categories. they 
become mood states because we are now looking at them more generallr 
instead of isolating one particular emotion. In Exhibit 8-2, excited is a specific 
emotion that is a pure marker of high positive affect. while boredom is a pure 
marker of low positive affect. Similarly, nervous is a pure marker of high nega
tive affect, while relaxed is a pure marker of low negative affect. Finall~·- some 
emotions-such as contentment (a mixture of high posilh·e affect and lo,\· neg
ative affect) and sadness (a mixture of low positive affect and high negathe 
affect)-are in between. You'll notice that this model does not include all emo
tions. There are two reasons. First, we can fir other emotions such a~ enthu
siasm or depression into the model, but we're short on pace. Second. ·ome 
emotions, such as surprise, don't fit well because thev're not as clearh positive 

or negative. 

[xhih1t 8-2 1'he Structure of Mood 

High Negative 
Affect Nervous 

Tense Alert 

Elated 

High Positive 
Affect 

Happy 

Content 

Serene 



J>.elfi 
a,cllen label than.) 

-, out at work (and be; 
, and these perceptions can 

- jilt, on,, tligbt -~t pc$d an anon)'IIIOUs 
'M,b,t)i)l:iilJi "t ,..dt Iii a~ a1u,nmum _ tube :"'d the emir 
,1c1e my~· cannotllJlllUD buinan life· n,at t,eu,g saJd, the human life. 
not-"' ..,...ining sometimes ... In &<4 ~· pa,oengers can be jerks, 
I am often treated with no respect. nobody listens to. ~e · · · until I threaten 
them off the plane. 1121 Clearly, if a flight at~n~t _is m a b~d mood, it's g 
influence his perceptions of passengers, w?1ch will, m turn, 1~uence his 

Imporumtly, negative emotions are hkely to trans_late m to_ negative 
People think about events that created strong negauve emotions five ti 
long as they do about events that created suong po,;tive ones.

22 
So, '"' 

expect people to recall negative experiences more readily than positive 
Perhaps one of the reasons is that, for most of us, they're also more un 
Indeed, research shows that there is a Positivity offset, meaning that at zero· 
(when nothing in particular is going on) , most individuals experience a 
positive mood.23 So, for most people, positive moods are somewhat more 
mon than negative moods. The positivity offset also appears to operate at 
For example, one study of customer-service representatives in a British call c 
(probably a job where it's pretty difficult to fee l positive) revealed that 
reported experiencing positive moods 58 percent of the time. 24 

The Function of Emotions 
~o Emot.io~s Mak_e Us Irrational? How often have you heard someone 53\ 

Oh, you re JUSt being emotional"? You might have b een offended The famOII 
astronomer Carl Sagan once wr t 'Wh · we' re liable to fool ours " o e, e re we haYe strong emocioll.\ 
nality and . ~Ives. These obser vations sugaest th:11 r,u:io, 

emouon are m conn· · h 
0 

j h

.b. . ice wll one another and thal if, 
ex 1 1L emouon you are Iii.<, 1 . 

.,..__.,;_...----------·-------~ argues that displaving ~ Y to act irrationally. One team of auth . , . emotions such as d . f . 1s so toxic to a caree th sa ness, to the point o er 
others co witness our emotio~al ~! we s~~uld leave the ro om rather than 
women should avoid being e _isplay. ' The author Lois Frankel advises 

th . motional at work b . . . ~ en rate their competence."" These . ecause lt ,-,II underoune 
uon or even experience of cm . . p~rspecuves suggest tha t che drtuo 
i . al H ouons is hkely t ak . ti rrauon . owever, the resea h d" om e us seem '"eak. bnt e. 
emotions are actually critical t re . asagrees and is increasino-lv showing 
de f h o rauonal think" 97 o ' nee o •uc a link for a long time mg. - In fact, there has l)eefl 

Take the example of Ph" . 
Sep

·-~A- meas Gage .1 . acq~·-, in 1848. while Gage was ' ~ nu road worker in Vermont 
ttoo bafi ita,u, bia lowe.i,.left ja setnng an explosive charge at worlt. 

d h11 lnjury. ~ and out through the top of b' 
lliillt,~ ... - ~ • e was still able to read and s~ 

tive ability tests. However. it 
~QJl). Be was em~· 



What Functions Do Emotions Serve? Why do we have emotions? What role 
do they serve? We just discussed one function-that we need them to chink 
rationally. Charles Darwin, however, took a broader approach. In The Expression 
of the Emotions in Man and Animals, Darwin argued that emotions developed 
over time to help humans solve problems. Emotions are useful, be said. because 
they motivate people to engage in actions that are important for sunn-al
actions such as foraging for food, seeking shelter, choosing mates, guarding 
against predators, and predicting others' behaviors. For example, disgust (an 
emotion) motivates us to avoid dangerous or harmful things (such as rouen 
foods). Excitement (also an emotion) motivates us to take on situa tions in 
which we require energy and initiative (for example, tackling a new career). 

Drawing from Darwin are researchers who focus on evolutionary psycliologr. 
This field of study says we must experience emotions-whether they are positive 
or negative-because they serve a purpose.29 For example, you would probably 
consider jealousy to be a negative emotion. Evolutionary psychologists would 
argue that it exists in people because it has a useful purpose. Mates may feel jeal
ousy to increase the chance that their genes, rather than a rival's genes. are 
passed on to the next generation.30 Although we tend to lhink of anger as being 
"bad," it actually can help us protect our rights when we feel the, 're bemg 
violated. For example, a pe rson showing anger when she's double-cro.:sed bv a 
colleague is serving a warning for 01.hers noc to repeac the same beha,ior. 
Consider another example. Rena was a secretary at a prominent l.lw firm. Her 
boss wouldn' t stop t0uching and gra bbing her. His o·eam1t'nc of her made her 
angrr So she did more than quit-she sued, and won a nmllhnillion-dollar 
case. 1 Jt's no t that anger is always good. But as with all ocher emotions. it e'1sts 
because it serves a useful purpose. l)ositive emotions also ·erve a purp<.n,e. For 
example, a service emplO}'CC who feels empath,· for a custome1· m:l, proYide 
better custome r service than an secming-ly un feeling t·mptovce. 

But some researchers are not firm bdicw, of evolutionarv ps,cholog'I. \ \11,? 
Think about fear (an emotion). Jr 's j ust as easr to think of tht' han nfnl effe<-·ts of 



Personality Moods and emotions have a trait compone~t-most peop1t 
built-in tendencies to experience certain m?ods_ and ei:nouons more fre 
than others do. Moreover, people naturally differ m how m tensely they expe · 
the same emotions. Contrast Texas Tech basketball c~ach Bobby Knight ro 
Microsoft CEO Bill Gates. One is easily moved to anger, ~hile. the othe~ is relatndJ 
distant and unemotional. Knight and Gates probably differ m affect mten.ty, or 

· 33Af£ · I · how strongly they experience their emotions. ectlve y intense people expen. 
ence both positive and negative emotions m ore deeply-when they're sad, thev'rc 
really sad, and when they're happy, they're really ha ppy. 

WHAT'S MY AFFECT INTENSITY? 

In the Self-Assessment Library (available online), take assessment IV.0.2 'Whats 
My Affect Intensity?). 

DayoftheWeekandTimeofthe Day Are people in their best moods on the wed., 
ends? Well, sort of. As Exhibit 8-3 shows, people tend to be in cheir worst m<:>Odi 
(highest negative affect and lowest positive affect) early in the week and in iheu 
best moods (highest positive affect and lowest negative affect) late in the week. 3-l . 

What about time of the day? (See Exhibit 8-4.) We often think t11ac people di!· 
fer, depending on whether they are "morning" or "evening'' people. Howerer, thc 
vast majority of us follow the same pattern. Regardless of what time people got() 

bed at night or get up in the morning, levels of positive affect tend to peak around 
the halfway point between waking and sleeping. Negative affect. however. sh(lll~ 
little fluctuation throughout the day.35 This basic pattern seems to hold whether 
people describe themselves as morning people or eveni\1g people.36 . 

What docs this. mean for organizational behavior? Monda~ morning •~~: : 
ably not the best ume to ask someone for a favor or convey bad ne,,s. Oun, i 
plac.c interactions will probably be more posh,ve from midmorning orl\l',lfd ,int 
aho later in the week. 



What Are Emotions and Moods? 281 

! I I I -.. • -~ • ""' ..... :( 

• • 1 1 l 8 j, I , ~I"' . .... , ... /;~~ 

n htghest ot1 Sundays and 
1
··-

1
-.i Jtiroughout the weelc High 

r 4 
Positive moods are highest 
of the end of the week 

low 

Sun. Mon. Tues. Wed. Thurs. 

Day of the Week 

_.._ Negative affect L -<)- Positive affect 

---- ------------
Source: D. WOhon, Mood and Tem~t (New York: Guilford Pre», 2000) 

Exhibit 8-4 Our Moods Are Affected by the nme of the Day 

Fri 

Hig_h 

Positive mood peaks during 
the middle pan of the day 

Sot. 



emotions and mood~ ,, ,, rc,r Mi 
an exam, but their fr·;u r1;11, , :irri~ 

dilllyeventA (for exampJ,-, .i n:t,
1
11111,.,,lll~ 

w.bli ..ae. being reprirnand(·rf hy y,,11; ,'/''"'' 
411 , the effect, of "ln·,i" boil<! ,,..,1.r ,· 1\\) s~ 

•rrw \! ·~ 
~t dfet of even lo~-1<-vd tslr c!l,ful t·v,.·' '~it 
to experience gradually tnrn·a11ing lc'.Yt1 nt1~.q 

Jcvets of stress and istrain a t w<,rk r t1n we' '11 ,1,41 • • ,. . • ,rv,l'l ce more negauve emouons. v<m ,,cl<'r rhe f< 
11 

'•r.r 
, 1'm in a bit of a blah mood today . .. phy,ir ~I 'r,, a 

er out combined with the amount of per~ ;.,r.d 
are getting to me." Although sometime, we rhn~tan~ 

11 n,c tt ]Ike this blogger, stress takes a to on our rnood 41', 

I)() you tend to be happiest when you are om with fri 
· · d d h en<i_. IOdaJ activities increase pos1t1Vc moo an ave little effr 

bOC)d. But do people in positive moods seek Oul social interacu~ · 
tmerudons cause people to be in good m oods? I l seems that br~ 

~ And does the type of social activity matter? Indeed it does. ~rd 
that physical (skiing or hiking wi~~ ~riends), informal (going 

104 .. , ........ ,,,,tF~icurean (eating with others) acuvices are more strongly a~ 
'Wfih bldtQea in positive mood than formal ( attending a meeting) or sederu... 
(wati:bing1Vwith friends) evenrs.42 

5laep W"tth businesses spread over in several counu·ies, toda), people ger".tr· 

~ sleep less and have longer working hours than the\ did wliet 
~ it b8$ been noted that people work longer hours, whether ot mx 
itilf ftCJUired., because it is viewed as a good thing in India. Does thi~ ladai 
alt!iepmake people grumpier? Sleep quality does affect mood. Lndergraduau, 

QOt his world-class bathroom in Chicago but chances a>SC 
are that it didn't make him as happy as he thought it v.ooiO 

A second area where we are not very good at attec· '~ 
ifoNcesting 1s negative events Just as positive events we 

to make us feel as good as we thin~ they \\ ill negar~e 
don't make us feel as bad as we rh,n, the, w, 

\Many different studies have suppor ted our poor a••e(' 
Ol',NUtlng 1b11it1es· College students overes1,m3te 

or unhappy they 'll be after being assigned to a 
4*1 oormttory, people overesumate how unh3PP'l 

fflQfflha after a break-up, untenured t.'01!998 D<~~ 
h tt'OUI~ how happy they w,11 be w it 1 ~-.a ct ,) - •~ mete the eniot1onal 11n?J 

nancy rest..i3 . true 
bad news ,n this story 11 s r,al 
M think. but it 's also true I as 

Odds are. the future is~ 
~ tt II bleak as y0u tear 



Y 
organizations _b~lieve that 

1y4an ·ncreases pos1t1ve mood~. 
eser~ise [n happier, healthier, and 
,t111H1n9 cductive employees Anil 
,nare P~ai Ambani, CEO, Rcli.:in<1..' 
phirubrnniunications, 1 lJns .,lmosl 
re1cC0 everydav to keep lit. 

source. Fotncorp 
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and adt1\1 ll'orJ..cp, ,d10 are ,kcp dep1 ivcd repon ~rl'atn feel in~, ot tad'!uf·. 
,mgcr. ,Ille\ lw,tilit, . 11 One ol 1h<' rt'a,on~ jp,,_ ,let·p. w pnor ,kt>p q iahC\. put~ 
people in ,l had mood i, 111,11 i1 impair.., ckti<.1011111.1ki11!_; and m.11-.t·, it riit,1, 1h tn 

<, •ntrol t 111111i111h. ,-, \ rt'< en! -;1uch Sll!~!!,C"l' th,11 pno1 ,kep tlu. pr~, 1 11, r1 _hr 

al,u 1111p,111, pn,ph< jnb ".iti..,laClion lht· nc,t d,n. 1110,th b,:1..,111, t' penplt lc:d 
l.!tig11<·d. 111 i1.1hlc. ancl k.,.., ,tll rt. 1' 

In lndi,1 11 ith 111<>1 <· .rncl 11101, HHmg {H'npk 11111 king ·1 tlw Bl'O '<'l tt11. 

llwr ,. l1,11e lwen t 1>11tc111-, rcg,11d111:.:?; til('ll lw.1l1h .mcl p,H lll1lt1~1t,1I \H·ll-bdn~. 
I .ttk ol ,1elcq11a1I' ,k1 p t,111 1,n1-.l' pn ma111rc <1!4it1~ .rnd .1ttnt me .di pert 1r-

111,mn· a1 \\ork. l llt' pc1 fo1 m.1111 ( 1111rning pctipk 11t1rk1ng 111 Ill-! t , h,lt, 11, 

BP(), i-. a/kLLed· dll'it dti1i1·m1 .11111 ,tlcnn, ,.., 1, k,, 111111)',ll<.:d to tlll"t' \._h._, 

rr1 l ',llffi< It Ill ..,(t,,·p. 17 
,.., 

Exercise \011 0111·11 l1e:11 1\i.11 pl'nplt- ,IHlllld t·,1·H 1't 11, 11npr1)\1 th1: 11 Hhhld 

Bill cl1J<'" ,111·al 11 1<·1,,p, 11·,ilh \1111k, l1.1ppe.11,,n Rt't',Hl h l·pu,\'>tc·1uh , htl\\ ' 

lli,il 1,x1 I<'" 1·111l.111c <'' pcnpll'< 1111,i11,1· 111ornl 
1
' It .,ppt'.11 , th,\\ tile thc'r,\peu-

11, dll'C I', ol ('"\( I( 1,1· ,Ill' ', (l <>llJ.;l''>I In, 1h11,(' ,1\111 ,lit' dt'jlH'" t'd \llhP\l~h the
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',Y.Y.'"1 .. ..,_~ eklml~ed how quickly 

1111 ~fa<elY wfl can reed the facial 
e>:tl)i'8lslOtl$ t>f people of differe.nt . 
cultural backgrounds. Although md1· 

United States for an &Yi 
years were better at 1i 
facial expressions ot u. 

onat Recognition: 
Net!ial or Culture 

Specific? 

Early researchers studying how we 
understand emotions based on oth
ers' e)(J)fess1ons believed that all 
individuals, regardless of their cul
rure, could recognize the same emo
tion. So. for example, a frown would 
be recognized as indicating the emo
tion sadness. no matter where one 
was from. However, more recent 
research suggests that this universal 
approach to the study of emotions is 
incorrect because there are subtle 
differences in the degree t-o which 
we can tell what emotions people 
from different cultures are feeling, 
based on their facial expressions: 

v,duals were at first faster at_recog
nlt lng the emotional expression of 
others from their own culture, when 
living in 8 different culture, the 
speed and accuracy at which they 
recognized others' emotions 
increased as they became m0re 
familiar with the culture. For exam
ple, as Chinese residing in the 
United States adapted to their sur-
roundings, they were able to recog
nize the emotions of people native 
to the United States more quickly. In 
fact, foreigners are sometimes bet
ter at recognizing emotions among 
the· citizens in therr non-native 
country than are those citizens 
themselves. 

Interestingly, these effects begin 
to occur relatively quickly. For exam
ple. Chinese students living in the 

than they were at reading, 
expressions of Chinese 
Why is this the case? 
the authors of the study, if 
that because they are fim 
speaking the language, they 
more on nonverbal comm 
What is the upshot for 0 8? 
conducting business in a tori 
countr~, the abili~ to correctJi 
recognize others emotions 
fadlita~e interacti?ns and f~ 
less m1scommurncation. 
a slight smile that is intended Qj 

communicate disinterest rnaybJf 
mistaken for happiness. 

Source: Based on H. A. Elfenbein am 
N. Ambady, "When Familiarity Breedt 
Accuracy: Cultural Exposure and Facial 
Emotion Recognition." Journal of 
Pers9nality and Social .Psychology, 
August 2003, pp. 276-290. 

they tend to "hold onto" emotions longer than men, and they display more~ 
quent expressions of both positive and negative emotions, except angerr 
Although there may be innate differences between the genders, researchsut 
gests that emotional differences also are due to the different ways menill!S 
wom~n h_a~e been_ socialized.52 Men are taught to be tough and brave.ShOlillf 
emoDo_n 1s mco~s1stent with this image. Women, in conrrast, are socialized wit 
~urtunng. F? r mstance, women are expected to express more positive ell)} 
twos on the JOb (shown by smiling) than men, and they do.03 

Emotional Labor 
J_f you've ever had a_.iob working in retail sale or w.uting on tables in 3 ~ 
1 an L, you knpw the rm ponance of projecting a friendly demeanor and snu ~ 
Even lhough there weni days when you didn 't feel cheerful you 1,.new ~~--1lt 
men I. expected you lo b b 1 . . · ' S ,011 r"""' d . . e up eat w 1en dealing with customers. o) 
an m so do~ng: :ou expressed emotional labor. ,f 

I 
~ve,} employee expends physical and mencal labor w}len ~:,i 

4- J t 1e1r bodies and · t· b· i· . · theirJ0 ~ 
S
h the impact emotlonaf lsbor has ]. obs I cogrp we capa 1 1ties, respectively, ,nco plof 
ow a 8? req uire emotional labor. Emot ional labor is an ein 

on empfoyBeS. express,? n of orgflnizationally desired emotions during inte 
Lransact1ons al work.5·1 

- - The concept f · d·es of 
J
'<.>l)s A"1 ·I' 0 e mouonal lab or emerged from stu I o t! 

, ' mes expect th · fl ' 1 cht"' · e rr rg H at tendants, for instan ce, to be 



VJhel1 ,Apple's iPhone first went on 
sale at an Apple Store in San 

cisCO. empl?yees enthusiastically 
frafl reeted the first customer~. Giving 

gcustorners a warm reception with 
smiling faces and applause 1s an 
example of displayed emotions, 
those an organization req1.mE!s 

employees to show and considers 
appropriate 1n a given job. 

lal,or A situation in which an 
expresses organizationally 
otions during interpersonal 

'nBBtwork. 

Emotional Labor 285 

expect funeral staff to be sad; and we expect doctors Lo be emodonally neurral. 
But really, emotional labor is relevant to almost every job. Your managers 
expect you, for example, co be cou rteous, not hostile. in interactions ·with 
coworkers. The true challenge arises when employees have to project one 
emotion while simultaneously feeling another.55 This d isparity is emotional 
dissonance, and il can take a heavy toll on employees. Boltled-up feelings of 
frustration, ano-er, and resentmem can eventually lead lO emotional exhaustion 
and burnout.5~ It's from the increasing importance of emotional labor as a key 
component of effective job performance that an understanding of emotion has 
gained heightened relevance within the field of OB. 

Cathay Pacific Smile Strike 
Flight attendants are required to deliver 
services with a smile. In 1999, flight 
attendants of Cathay Pacific refused to 
smile for one hour during every flight to 

emotional dissonance lnconsist8ncies 
between the emotions people feel 
and the emotions they project, 

show unhappiness over the manage
ment plan to eliminate automatic pay 
increases. Attendants had to remember 
not to smile during this period. This 
"smile strike'' raises some interesting 
questions. For instance, if the flight 
attendants felt like smiling during the 
strike hour. did they expand emotional 
labor by, say, thinking of a negative 
emotional situation to control the smile? 
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E i al labor creates dilemmas for employ<'es. Then• ar . 
mot on . 1 · ...i , l'k M e J>eo 1 l l htlVC to work that you JU St p am ucm t ~ <' . ayhc You c . p e 11ft 

w mm yoal~ .. brasi've Maybe ,1ou know tlwy'vc sald negative th,·nons1<ftr 
person 1ty u • ' . · • . gs al 
behind your back. Regardless, t olll)Ob rcq111 ~ cs y,~u lo .1n1erac:1 .>o111 
people on a regular basis. S~ you re f~rcccl. to fe1g~ fr1~ndhntss. With th 

It can help you, on the .1ob espenally, .1f ~0~1 se ~mate emotions in1 
displaytd eniotions.r,1 F~ll emotions are ~n ind1v1_d~a( _s. a_ctual t:motiont ?th 
trast clispla"ed emottons are those that the 01ganizat.Jon require. ll t()l). ' , . . . . b Th , is W<>rk 
show and considers appropriate in a g iven JO · ey re not innat . ersr.i 
learned. '1'he ritual look of delight on the face of the first runner-u _e, lhey'rt 

· d r· h d' 1 p as the Miss America is announced 1s a pro net o t e 1sp ay rule that los lltis 
' · ·. f . r.: th . · n5B · ers sho 1. mask Lhcir sadness with an exp1 ess1on o JOY ior e wmne1. S1milar) u., 

us know that we're expected to act sad at funerals, regardless of w~ ~~lfi 
con side r the person 's death to be a loss, and to pretend to be ht erwt 
weddings, even if we don 't feel like celebrating.59 appy at 

Effeclive managers have learned to be serious when giving an em 1 , · d h'd I · p O)ee~ negative performance ~valuauon an to 1 e t 1e1r anger when they've be 
passed over for promotion. And a salesperson who hasn't learned to sm·i en 

f h . .c 1· I ieand 
appear friendly, regardless o 1s true 1ee rngs at t 1e moment, isn 't h'P' ,it 

. b f f . ~K~ going Lo last long on most sales JO s. ow we experience an emotion isn ;t alwa,i 
the same as how ,qe show it.60 , 

Yet an olher point is that displaying fake emotions requires us to suppr~t1tt 
emotions we really feel (not showing anger toward a customer, for example).fu 
other words. the individual has to "act" to keep her job. Surface acting is hidill! 
one's inner feelings and fo rgoing emotional expressions in response to dispi; 
rules. For example, when a worker smiles at a customer even when he doesn't 
feel like it, he is surface acting. Deep acting is u·ying to modify one's Lrue inner 
feelings based on display rules. A health care irovider trying to genuinelr fet! 
more empathy for her patients is deep acting. 1 Surface acting deals with onr'1 
dispia,ypfl emotions, and deep acting deals with one's fell emotions. Research 
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shows that surface acting is more str~ssful to employees than deep acting 
because it entails feigning one'!I true ernotions.62 

One of lhe ways in which one can alter one's felt emotions while se.rving a 
customer is by adopting Mahatma Gandhi's view of lhe customer. According to 
him, the customer is the most important visitor and is not dependent on us. 
Rather, we are dependent on him. He is doing us a favor by giving us an oppor
tuniLy lo serve him.63 

Interestingly, as important as managing emotions is to many jobs, it seems that 
lhe market does not necessarily reward emotional labor. A recent study found 
that e motional demands matter in setting compensation levels, but only when 
jobs are already cognitively demanding-such as j obs in law and nursing. But, for 
instance, child-care workers and waiters--holders of jobs with high emotional 
demands but relatively low cognitive demands--receive little compensation for 
the emotional den;iands of their work.64 Exhibit 8-5 shows the relationship 
between cognitive and emotional demands and pay. The model doesn't seem to 
depict a fair state of affairs. After all, why should emotional demands be rewarded 
in only cognitively complex jobs? One explanation may be that it 's hard to find 
qualified people who are willing and able to work in such jobs. 

Affective Events Theory 
As we have seen, emotions and moods are an important part of our lives, especially 

our work lives. But how do our emotions and moods influence our job 

Describe affective events theory and 

identify its applications. 

performance and satisfaction? A model called affective events theory 
(AET) has increased our understanding of the links.65 AET demonstrates 
that employees react emotionally to things that happen to them at work 
and that this reactio11 influences their job performance and satisfaction. 

An indlvidusf't1 actual 

Exhibit 8-6 summarizes AET. The theory begins by recognizing that 
emotions are a response to an event in the work enviroument. The work 
environment includes everything surrounding the job- the variety of tasks 
and degree of autonomy, job demands, and requirements for expressing 
emotional labor. This environment creates work events that can be hassles, 
uplifting events, or both. Examples of hassles are colleagues who refuse to 
carry their share of work, conflicting directions fron1 different managers. and 
excessive time pressures. Examples of uplifting events include meeting a 
goal, getting suprort from a colleague, and recejving recognition for an 
accom pHshment. 6 

These work events trigger positive or negative emotional reactions. But 
employees' personalities and moods predispose them to respond with greater 
or lesser intensity to the event. For instance, people who score low on emo
tional stability are more likely to react strongly to negati,ve ewms. And their 
mood introduces Lhe reality that rhe ir gene-ral affect cycle creates fluctuations. 
So a person's emotional response to a given event can change. depending on 
mood. Finally, emotions influence a number of performance and satisfaction 

surface acting Hiding one~ inner 
feelings and forgoing emotional 
expressions In rssp<;ms, to display 
rules. 
detp acting Trying to mQdify on, ~ 
true Inner fttel/ng, bJJSed orr dlilplay 

'"'"· 
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• ,k)b demands 
• Requirements for 

emotional lobor 

Work events 
• Daily hassles 
• Daily uplifts 
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• Mood 
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• Positive 
• Negative 

_ Jobsotis~ 

Job perf°::::J 

Source: Based on N. M ruhkono,y and C. S. Dou,, "Emolfon in the Workplace: The New Chollel\ge for Moooge,s,' hodtmyol 

~nr becvtive, Felxuory 2002, p. 77 

va1iables, such as organizational citizenship behavior, organizational comma
mem, level of effort, intentions to quit, and workplace deviance. 

Jn addition, tests of the theory suggest that (1) an emotional episode isaClll
ally a series of emotional experiences precipitated by a single event. It conrains 
elements of both emotions and mood cycles. (2) Current emotionsinfluencejd> 
satisfaction at any given time, along with the history of emotions surroundinglbt 
event. (3) Because moods and emotions fluctuate over time, their effect on per· 
for ma nee also fluctuates. ( 4) Ernotion-d1iven behaviors are typically short ill 
duration and of high variability. (5) Because emotions, even positive ones, tend.Ill 
be incompatible with behaviors required to do a job, they typically have a nega!llt 
influence onjob performance.67 

An example might help better explain AET.68 Say that you work as an a~ 
nautical engineer for Boeing. Because of the downturn in the demand forcOOJ
merciaJ jets, you've just learned that the company is considering laying off 10.C,O.l 
employees. This layoff could include you. This event is likelv to make you frd 
negative emotions, especiaUy fear that you mio-lu lose )'Ou;· J"ob and priniafl 

(
• • 0 bO'll 

source o income. And because you're prone to worr)' a lot and obsess a. 
bl . l.h" · al 1,~utlll pro ems,. 1s event increases )'our feelings ofinsecw·ity. The layoff sopl ~ J)1II 

place a sen es of smaller even ts tJ1at create an episode: You talk with y01u bo~ igb 
he assu~es you lhat your job is safe; you hear rumors that your deprot111enc is_h fl 
~n Llw l1St to be_ e lin~ina ted;

1 

a~d you run into a fonner colleague who ",as 1~~J 
6 months ago and sun hasn t (?uncl WOl'k. These events. in tnrn, creat~ en10;,

11
1io 

ups and down!i. On~ day, you re feel ing upbeat and that you'll stu·vwe _1
11 ia).t 

The next d?Y• you might be depressed and anxious. These emotional s,,'lnf.'Sd r.l;, 
your au.cntmn away fro1 k ce an ' ., 

'

. . . n your wor' and lower }'OU1' J'ob perforrnan 1a1tJ1 
actJon Finally yo . · . I· "(rest '· · . • ur I esponse 1s magnified because this is tl1e fourth- ate, 

Ulat Boemg has initiated in the past ~~ years. 
1
~ 

In summary AET off , . · ns prO 
valuable ins· , . e1s two important mcssages.69 First. emouo dfJliOlti 

h 
tghu; m to understanding cmplo)'Ce behavior. The model 

strates ow workplace I , I ~ . • l yee ta)ls es and uplifting events influence emp O i 
mance and satisfi t · s Id 't . ac 1011 • econd, employees and managers shoU 0 
emotions and the ev h ' bt because th en ts l at cause them, even when they appear to 

ey accumulate. 
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Emotional Intelligence 
Diane t\hrsl ·. ll · f • 11 ft d h ' . • , u 111 an n he<· manager. t•r awarcnc•,1,11 o 1ll'f own an or er! emo-
t ions is a ln1os1 nil. Shl•'s moody and 11nahk to l(<·ncrnt<- much enthm1iasm or 

~ - - intc1·est in hl'I cm1ployccs. Sh e clm•1111 'L undersrand why <·mployecs get 
· U ~~:~:~:::.~/ence for and against l ~tp:sel with her. She often ovcrrcaCt.'1 10 problems and ch0(1'1(:s rhc most 
,,.,x;sr,11ce of emotional intelligence. mclfrctual responses tc> cmotionaJ siruations.7'' Diane Marshall ha., low 

_ __ _ _ emollona.l iutelligcnce. Emotional inteUigence (El) is a penon'~ ability 
~ lo ( I) bt' self-aware (to recognize her own emotions when she experi-

encfs Lhem), (2) detect emotions in o thers, and (3) manage emotional 
~ues _and information. People who know their own emotions and arc good at 
teadmg e moLion cues-for instance, knowing why they're angry and how to 
express Lhemselves without violating norms--are mosl likely Lo be effective.71 

Meg Whitman, CEO of eBay, is a 
leader with high emotional 

intelligence. Since eBay founder 
'Pierre Om,dyar selected Whitman to 

t:'a!Bform his start-up into a global 
El'l!e!pfise. she has emerged as a star 

perfonner in a job that demands 
vneract.ng socially wsth employees. 

customers, and political 
leaders throughout the world. 

Whitman is described as 
se'f<onfident yet humble, 

trustworthy, culturally sensitive, and 
fMpett at bwlding teams and leading 

change. Shown here, Whitman 
welcomes Gloria Arroyo, president 

of the Phihppine Islands where eBay 
has an auctio n site, to eBay 

headquarters. 

Several studies suggest that EI plays an important role in job performance. 
One study looked a l d1e characteristics of engjneers at Lucent Technologies who 
were r~ted as stars by their peers. The researchers concluded that stars were better 
at relatmg to others. That is, it was EI, not IQ, that characterized high performers. 
Ano?1er illuminating study looked at the successes and failures of 11 Ameri~ 
presidents-from Franklin Roosevelt to Bill Clinton. They were evaluated on SIX 

qualities--commm1ication, organization, political skill, vision, cognitive style, and 
emotional intelligence. IL was found that the key quality that diffe rentiated the 
successful (such as Roosevelt, Kennedy, and Reagan) from the unsuccessful (such 
as Johnson, Carter, and Nixon) was emotional inte lligence.72 

EI l1as been a controversial concept in OB. It has supporters and detractors. 
In the following sections, we review the arguments for and against the viability 
of EI in OB. 
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• A study oo S23 educators demon
strated that El ,s an important pre· 
d1ttor of work affectivity and job sat· 
1sfaction Positive and negative 
affect at work substantially mediate 
the relationship between El and job 
satisfaction, with positive affect 
exertmg a stronger influence. Use of 
emotion and emotion regulation 
were significant predictors of affect 
at work whereas perceiving others' 
emotions was uniquely associated 
\\'Ith Job satisfaction. 

• P"SltJ\ e affective display in service 
nteractions, such as smiting and 
conveying frie11dliness, are positively 
assoctated with important customer 
o'.!tcomes such as intention to return, 
ntention to recommend a store to 
others, and perception of overall 
service quality. 

• Top-performing sales clerks are 12 
11mes more productive than those at 
the bottom and 85 percent more pro
duct ve than an average performer. 
About one-third of this difference 1s 
c e to technical skill and cognitive 
ab ny while two-third 1s due to emo
uonal competence. 

Ith ltlah work pres•ures 
Wa,tt111,~ management sklllt are 
ih~pootll:.~to miss work: employ· 
twl :;! h'ave strong 191f-manage· 
~·:l'u iklll• cope hotter wlth work 

pressurat. . f · m 
I f t'onal consulting ir , 

• In a mu t na ' h vved high emotional 
partners who s o . rned 
intelligence competencies i9a El 
139 percent more than the ower-

partners. . 
9 • After supervisors in. a ~anufac~urrn 

plant received training in em?t,onal 
competencies, lost-time accidents 
were reduced by 50 percent, formal 
grievances were reduced from an 
average of 15 per year to 3 per Y_e~r, 
and the plant exceeded product1vrty 
goals by $250,000. . 

• American Express tested emotional 
competence training on financial 
advisors. Trained advisors increased 
business 18.1 percent compared to 
16.2 percent. and nearly 90 percent 
of those who took the training 
reported significant improvements in 
their sales performance. Now all 
incoming advisors receive four days 
of emotional competence training. 

• Another study reveals that employ
ees' display of positive emotions is 
indeed positively related to cus
tomers' positive affect. 

• After a Motorola manufacturing facil
ity used HeartMath's stress and EQ 
programs. 93 percent of employees 
had an increase in productivity. 

• In the Whitbread Grou~ Of the u
Kingdom, restaurants with high-E(L 
managers had higher guest S8ti1t9 
tion, lower turnover, and 34 perca: 
greater profit growth. 

• Compassion Lab has found that coin. 
panies who have a more "touchy, 
feely" approach generally have flJor 
positive and engaged employees. 1~

1 

one company, the CEO iniim on 
being told within 48 hours if any 
employee has suffered a close 
bereavement. This means that man
agers have to oe alert to what is 
going on with their people, and can 
sense the "emotional temperature" 
of their teams. 

Source: Based on K. Kafetsios and LA 
zampetakis, "Em~tional lntell!gence andJOll 
Satisfaction: Testing the Med1atory Role of 
Positive and Negative Affect at Work," 
Personality and Individual Differences, 44,110 l 
(2008), pp, 710-720; A. Parasuraman. V.A. 
Zeithaml, and L. L Berry, "SERVOUAl: A 
Multiple-Item Scale for Measuring Custoorer 
Perceptions of Service Quality," Jouma!af 
Retailing 64, no. 1 (1988), pp. 12-40; ·ausinm 
Research on EQ, • http://fredmcgrath.com hlm s1 
approach.html; S. D. Pu~h. ·_service wi~ a 
Smile: Emotional Contagion mthe SerVIC: 
Encounter,· Journal of Vocational Behal/l(/r63 
(2001), pp. 49o-509; ~The lmpacrotHeartMa:ns 
Stress Reduction Programs and Technolog1 ~ 
Health Outcomes across Diverse Popufanor.; 
HeartMath 2003, p. 6, http://www.heartmalh ~ 
corporate/lmpact_HeartMath_Corporate_ 
Programs.pdf; Reuven BarOn and Geetu Orme. 
reported in Orme and Langhorn, Lessons,. 
learned from Implementing El Progremm~~ 
Competency & Emorional lntelflgenc;e 10 t,(IJ:!l 
pp. 32-39; "Emotional Temperature." ~ 
Professional Manager 16, no. 3. May 7.007 P. 

The Case for El 

T_l,.e a_,~u.11'.~n ls in favo r of EI includ(' its intuitive appeal, the fact that El pn~ 
ell£ ts er nci ta lh,tl rnara er, and the idea lhat £1 is biologicallv ba C'd. 

Intuitive Appeal Tht.·i-.. •., ., 1 1 f . . . EI -»l'>t ;\ln1<~ 
... , • o o tnllH Uve a1)peal to the • cOnt'-r · . ellt c·ve, yu11c wm1ld a,J,e . LI . · · , ·at ,111 

"' t l,ll IL is good to posst'ss street smarts and soci ·011s. genre. People· who nn I , . . . e
1
noo 

I II . ' c Clect c mouons in others control their own ·11~ ,Hid l;tll( (' sonar i111cr· •j' II . ' , h bUSI .1 
I I I . . ac ions Wt' "'111 have a powerful le<T up 111 t e. ·otlil' wo, ( ' NU I lt· thtnk111u· g A. • t, 1uoall a 

I . 1· ,.., ot•s. HS Just one example p·\rtners in a n1u d fl-~ c onsu tm~ inn who scored ah II . ' d j'vere 
million more in ha . · • . · o~c le lllc<lian on an EI measure e 1 

l!ltll<:Ns tha n chd th.c other pai·tners.73 



El Pr•dlcts Crlterl1 
a high levrl of F.l That M1tt1r More and more evidence i. ,ugadng chat 
tlt~t El prcdkt<·;~j'" 11 ~~r"r,n WIii Ju rfm m wrll on rh, One 11udy round 
Chm a. '7 1 Anoll le pcrforrnun(e of t·mploy,·u In i1 cagarcue factor)' in 
fadal CX(>rcs!I' tei lllllcly foun<l 1ha1 being able ro recnanb:e emotion• in other•' 
l 

,, 10 1111 and lo <·111 I II .. " • •-a >out pcopl , 11 11111,1 > < avt·Mh op" (thar l" p,ck up subtle tignaia 
wen~ to lhci ~s cmotion!I) precllctccl p<'rr ratlng1 of how 

1

w luable those .,..ople 
11 

• organliation 'Tr. Fl II , r -a , El corrchted ·•
1 

· ' na Y, ,1 rr v1<'W of 59 ~tnclk, indiratrd rhal. mff-
• moc crat<·ly wi1h job performance.?" 

El Is Biologlcall B pan of th e b , . Y ased One 11tudy ha11 shown that people with damage ro the 

P
refronl· 

1 
1 am lhal gove rns c11101io11al processing (lesions in an area of the 

a conex) score• · ·,- , I I these brain-d · sigm 1can1 Y <>W<·r than ,, thc ni on EI test•. Even though 
gence H amaged_ people scored no lower on '.tandard meaJmre, of inte lli
no, . 

1
1dan people w1thou l the same brain damagt>, thc.-y were still impaired in 

1 ma ec1s1on 11 k" s ifi • wh · 
1 

th , . la mg. pee 1cally, when people were playing a card game m 
. 

1 
ic 1 et e 1s a reward (money) for picking certain types of cards and a p un

lS 1ment (a loss of mo ) c · ,. : th · · · 'th b . ney 1or plCtung o er types of cards, the par uc1pants wi 

~o . ram damage learned to succeed in the game, while the performance o f the 
l ra~n-damaged ~roup worsened over time. This study suggesLS that EI is neur~ 
ogically based m a way that's unrelated to standard measures of intelligence 

and that people who suffer neurological damage score lower on EI and make 
poorer d ecisions than people who are healthier in this regard.7

; 

The Case Against E• 
For a ll its sup por ters, EI has j ust as many cri tics. I ts critics say that EI is vague 
and impossible to measure, and they question its validity. 

El Is Too Vague a Concept To many researchers, it 's not clear what EI is. ls ic 
a form ofintelligence? Most of us wouldn 't think that being self-aware or self
motivated or having e mpathy is a matter of intellect. So. is El a mi·nomer? 
Moreover, many times different researchers focus on different kills. ma.king it 
difficult to ge t a d efinition of EI. One researcher may tud, elf-di cipline. 
Another may study empathy. Anoth er may look at .elf-awareness. As one 
reviewer noted, "The concept of EI has now become so broad and the compo
nents so variegated that ... i t is no longer even an in1elligible concept. ..-; ' 

El can't Be Measured Many critics have r:1ised questions abou t mea.urin.g El. 
B a se El is a form orinte lligence, for instnnct', there must be right and "Ton g 
ai~~w~rs abot1 t ii on 1ests, they argue. S~ine tests ~lo have right and wro n_g 

, a llho iigh 1hc vtl lidity of somt' o f the questions on these meas\u·e 1s 
answ~ t s, 

1 
Jt• For e,nmi)IC one measurr nsks you to associate par ticular feel-

q ues1 w n11) • ' ' , . 
1 

. ·fie colors as if J) t11•pk ahvn}S makes us tee l c-ool ,u,d not warm, 
·ngs w1 l 1 speer 1 • · . . • J • • "l't' s•·lf-re1Jor letl mt' anang there 1s no nghc or wrong answec 
Oche r measu1 cs " , • · . 

I 
, r;J ,csl q11es1lon m1g h1 a~k you to respond lO the statement, 

Fo r examp e, ,rn 1', • " l h f EI , .. dt'np' other peo1llt.·. 111 genera , t e measure' o are 
"J' rn good at I e,1 " . . ·I ci·"' 1nvr 1101 snbJ'c•rte,1 them to as rnuc-h ngorous stud)' as 

d
. and r eseat c 1 " ' • . • 1<1 
1verse, . • .. >f personality and ge11t'rnl mtelhg't'nCt'. · 

they have n1 eas111 t s < 

115 
suspect Sonw critics urgut• thal because El is so closely 

The Validity of E cl l)ersonalif)' 0 nct• you control for these factors, El 

d 
· icJli1rc11c<· an · ' . . relate 10 1n . " l'l't• i· Tht•J't' is so111t' foundation to this argument. El 

· niq11t· 10 0 · • • • has n othing u . 
1 1 

, ·relaiecl with measures of personahty, especially emo-
appears to be ~(Jig 1 Y c

1
o• . Jnsn 't been enough research on whether El adds 

al tbl.lt'Lyo Butt1e1e, 
tion s a · 



f >crsonality and general inrelligence in 
insight beyond '!1~;t~~r~:.1~0 1{g conimlting firms and in the popular P;,tdicu~ 
job pct Cormnncc. • '. ' le one company's promo tional material p t""· P.r• 
wildly popuiar, Fo.~ .cx,~;i11;ls for more I han 85 pcrcen t of star perri r or an~ 
measure clau~e~, ~J atl, , k ·tsl it's difficult to validate th is st.aternenthlanct

111 top leaders." 1 0 say t: ' ' \vith the 
resc·uTh literature. · El ·t· ' t'll 

' . . h. . men ts for and against , t s s 1 too early to tell h Wetghmg t c argu , i... • h w c1t.. 
. 1- l ll is cle'ir though, that u1e concept 1s ere to ~tay •icr the con(ept 1s use u · ' ' · . 

WHAT'S MY EMOTIONAL INTELLIGENCE SCORE? 

In the Self-Assessment Llbrarv (available online), take assessment I.£. 1 (Wharsi\fy 
Emotional Intelligence Score?). • 

OB Applications of Emotions and Moods 
In this section, we assess how an understanding of emotions and moods 

--Jl"}l . _ __ _ _ ----- can improve our abilit-y to explain and predict the selection pr00$in 
( Apply concepts aboutemations and l organizations, decision making, creativity, motivation, leadership. 

d ifi OB . interpersonal conflict, negotiation, customer service, job attitudes. moo s to spec 1c issues. _j d . k 1 b h . d £ · · · · T,· .1_ 
ev1ant wor p ace e av10rs, an org1veness m orgamzaoons. , e -

- - - - look at how rnanagers can influence our moods. 

Selection 

One implicacion from the evidence to date on EI is that employers should 
consider it a factor in hiring employees, especially in jobs that demandz 
high degree of social interaction. In fact , more and more emplovers art 

starting lo use EI measures to hire people. A study of U.S. Air Force recn~~en 
showed Lhat top-performing recruiters exhibited hirrh levels of EI. l'mg 
these fmdings, t.he Air Force revamped its selection crit;ria. A follow-up in,-esn
gation found 1hat future hires who had high EI scores were 2.6 times more sue· 
cc~ssful than those who dicln'l. At L'Oreal, salespersons selected on El sco~ 
~111s~lcl th_?_se .. hired using the. company's old selection procedure. 01:; 

~urn~al bas11-;,. salespeople selected on the basis of emotional comp~ten~e (I{ 
$91,370 mo, e I han other salc~peop\e did for a net revenue increase 
$~,551:!,~{G0.82 ' 

Decision Making 

~s you sa.w i? Ch;ipLer n, traditional appro,;1ches to tl1e study of decision ,na:;: 
tn 1,rgan1zat1?ns .have emphasized rationality. More nnd more OB reseai; dt<i
ihough, ~re: f 1t1d mg thal moods and C1T1otions have important effeccs 0 
idem lll~~111g. . ~ 

Po~111~e moodli and. cm~Lions s~cm to help decision making. People 10 !isto 
mobds o,. tl~o11e e)(penenc1ng posuivt! emotio ns are more likely than oth ic~ 
use . ht·un1111c~, or rnles of thmnb,H!I 10 help make good decisi~1~s qll , 
Po1111lve emottcJJ.111 also e11hant·<1 pl'Oblcm~solving skills so that pos1uve pe<> 
find better solutions to problcms.R·I oat'! 
. OB. r~searchers continue lo debate Lhc role o f negative emotions and~ 
m dec1&on making. Although one often-cited study suggested that dep 



The US. Air Force u ses emotional 
lotelhgence as a selection cn\enon 

fof recruiters. whose Jobs dern.--nd a 
high degree. of soc(al in~er a<.tto,,. By 
hiring recruiters with high El s<.orl'\ 
the Arr Force has reduced t11, nove~ 

rates among new , l?Cr urt~l l> ,lrld 

decrea~ed hinng dnd trc11n1ng co~ts 
The recruiter shown here interacts 

, th J new enhstee by teaching her 
the proper way to salute before: she 

r~ports to boot camp. 
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people reach mo1·e accurate judgmentS,85 more recent e,idence has sugge ted 
that people who are depressed make poorer decisions. '\\1w? Because depressed 
people are slower at processing information and tend t0 weigh all possible 
options rather than the most likely ones.86 Although it would seem !hat weigh
ing all possible options is a good thing, the problem is that depressed people 
search for the perfect solution when rareh is any solution perfect. 

Creativity 
People who arc in good moods tend to be more:' creache than people in bad 
moods.87 They produce more ideas. others think their ideas are 01iginal. and 
they tend LO identify more creative option\ co problems. ·s It eems that people 
who are experiencing positive moods or emotions are more flexible and open 
in their thinking. which may <.·xplain "lw the\''rc in.ore rreative.c9 upeni ors 
should actively try to keep employee · happy bemuse doing so cremes more 
good moods (employees like their kaders Lo encourage them and provide 
positive feedback on ;i job ,,ell done). whirh in turn k,,d · pt'vple to be more 
crcativeY0 

Some 1csean.hcrs, IH>WCH'r, do not bdicYe th.u a positive mood makes peo-
ple more crca1ive. The) argue that when pt·opk ,Wt' in positiVl' mood . they may 
relax ("II r'm in a good mood, thin~s mu~t br going o\..av. and 1 must not need 
to rhink or new ideas") and nut engage in the critical thinkmg necessary for 
some forms oi cn·a tivitvY1 l l owevt-r. this vil'W is controvt.'rsi,u-9~ Until there are 
n,ore st11dics on 1hc s11hjt.·cl, wt.· rnn 1,,1('(,h conclude that for man) task , positive 
moods increr1se 0 111' nt•a1ivi1\'. 

Motivation 
Two stuclit ·11 haw highlighted th(' itnportanrc or moods and emotions on moti
vation. T h{' fir sl s111dy had two groups of people solve a number of word puzzles. 
One.· group saw a funll )' video clip. which was intended to put the group in a 
good mood bcfor(' having to solve the pu~1les. The other group ~vas not shown 
the clip and just started working on so\vm g the word puzzles n ght away. The 



CHAPTER a l motlons i nd Moods 

Known as an enthusiastic 
cheerleader for Microsoft, CEO 

Steve Ballmer travels the world 
dellvertng impassioned .speeches t~ 

inspire employees and business 
panners. Through his emotionally 

charged speeches, Ballmer presents 
a road map for employees and 

partners of Microsoft's competitive 
focus and company vision. "I want 

e~ryone to share my passion for 
our products and services," he says. 

"I want people to understand the 
ama-zing positive way our software 

can make leisure time more 
en1oyable and work and businesses 

more successful." 

results? T he positive-mood group reported higher expectations of being able: 
solve the puzzles, worked harder at them, and solved more puzzles as a result. 

The second study found that giving people feedback- whether real or 
fake-about their performance influenced their mood, which then influenced 
their motivation.94 So a cycle can exist in which positive moods cause peoplec~ 
be more creative, which leads to positive feedback from those observing ~eir 

work. This positive feedback then further reinforces their positive mood, which 
may th.en make them perform even better, and so on. . 

Both of these studies highlight the effects of mood and emotions on mom, 
tion and suggest that organizations that promote positive moods ar work are 
likely to have more motivated workers. 

Leadership 
!lb[ EffecLive leaders 1·ely on emotional appeals to help convey their me' ages: u 

fact, the expression of emot·ions in speeches is often the critical element th~! 
makes U:i accept or r~ject a leader's message. "vVhen leaders feel excited. enthrn•; 
astic, and active, they may be more likely to enero·ize their subordinates.an 

I. r·r. o ·'96 P rtic:1ai1s. convey ~j ~ense? c ncacy, competence. optimi m,, and enjoyment. · 0 1 eir 
as a case 111 potnt, have learned to show enthusiasm when talking about th 
chan.ces ofwinni11g ~n e lection, even when polls suggest otherwise. ..rretO 

C..orporale cxeq1l1vcs know lha1 emotional content is critical if employe<"-li' . rn 
b . .1 • • • f I . h'crht:f4lr uy into u1e1r vision o I 1eir company's future and accept change. 'When 11:> • is 

rr . . . II ·us ti oner new v11uon1,, espena Y when 1he visions contain distant or ,rague go,. · ~ 
f. d·t1· I " 1 'II bnng.vi o ten . I 1w t , ~1· emp oy~es ~o accept those visions and the changes they . (Ile 

~rm~smg ernouons and hnkmg thcrn to an appealing vision , leaders mcre,\SC 
hkehhoo<l 1ha1 managers and ernployces alikt· will ac•c.ept change.97 

Negotiation r1 
N . . . . gotiat 

egouaucm 111 ,tll t•mu11onal process; hO\vevcr, we often say a skilled ne , t.n'-li 
h " k f' " 'r l · · · N1ew· aa a po er an·. 1c founder of Britain's Poker Chan nel. Crispin 



nal contagion The procBB• by 
pp/es' emotions ars caussd 

, llmotions of othsr,. 

stated, .. It i$ a game; of bluff an_d thert J!MWtic..hl.l~~ ' 
seeing who can bluff the longJst. t!OS Seveilfttudies fuw.~ Jn~ 
who feigns anger has an advantage ovet the opponent. ~'Bi n a 
negotiator shows anger, the opponen t concludes that the 11egotia~ ~:eon
ceded all that she can, so the opponeot gives in .99 

Displaying a negative etnotion (11t1ch as anger) can be effective, but (eeling 
bad about your performance appearii. to impair f~turc ne~otiations. lndividu~s 
who clo poorly in a m·gotiation cxp<·rl<'ncc negative cmouons, develop negauve 
1wrccp1io 11s o f their c·o11n1c:rpar1, and arc k sii willing to share information or 
he coopcra1ivc- in fu1 11rc nc•gotiat iom,. '°" lnt<·rcstingly, then , while moods and 
etnolio111) have hc1w!its a t work, in negotiation , unlcsii we're putting up a fa lse 
front (fe ign ing anger) . il seems tha t <·motio11s may imi,a ir negotiator pe rfor
mance. ln fact , a 2005 study found that peopk who suffe rt·d damage to the 
emotional centers of t he ir brains ( damage t<> the same part <,f the bra in as 
Phineas Gage) may be the best n egotia tors because they're not likely lO overcor
rect when faced with negative o utcomes.101 

Customer Service 
A worker's em otional state influences customer service, which influences levels 
of repeat business and levels of customer satisfaction .1 (12 Providing quality 
customer service makes demands on employees because it often puts them in a 
state of emotional dissonance. Over time, this state can lead to job burnout, 
declines in job performance, and lower job satisfaction.103 

In addition, employees' emotions may transfer to the customer. Studies indi
cate a matching effect between employee and customer emotions, an effect that 
is called emotional contagion- the "catching" of emotions from others.104 How 
does emotional contagion work? The primary explanation is that when some
one experiences positive emotions and laughs and smiles at you. vou begin to 
copy that person's behavior. So when employees express positive emorions. rns
tomers tend to respond positively. Emotional contagion is importanl because 
when customers catch the positive moods or emotions of emplovees the} shop 
longer. But what about negative emotions and moods? Are che; contagious. 
too? Absolutely. When an employee feels unfairly creaced bv a customer. fo~ 
example, it's harder for him to display the positive emotions hi~ organization 
expects ofhim.105 

Job Attitudes 
Ever hear lhe advice "Never _take your work home with YOH.~ tl\t"~ming that peo
ple should forget about their work once the" go home? .\sit mn1s ,)m, that' 
easier said th,rn done. ?everal studies have shown that people who h,,d a good 
day a 1 work tend Lo be 111 ~ better mood at home:' chat e,ening. A~1d p~ople ,, ho 
had a bad day tend lo be in a bad mood once the\'·re at home. lot- E, idence also 
suggests that people who havt' a stressful dav at work h,we croublt· reta.,dn~ after 
1 hey ge l uff work. 1117 ' 

Even tho ugh people do c11101ionally rake their work home,, ith them. b, the 
next day, 1l1c e ffect is 11sua ll)' gone. 10~ So. although it ma, be ctil1kult or ·even 
1111na tural to "never 1akl' yo\lr woi k h()me with ·ou." it doc:-~n·1 appe.u- that, for 
rnosl fJ<'uple, a neg,1t ivC' mood rei-ultfog from a bad chn m wurk c.u-tics over to 
th e next d ay. 



lmotlol\1 lftd Mood, 

Deviant Workplace Behaviors . . 
I 11 .1 ntimlwr oJ deviant workplace bchavj0 .... N l tint1S C"tn (' ilC O ' · · • ••, 

egut vr. emo 1. s\ wnl much time in an organizat ion reah1.es that Pt! 
, Anyone wl.10 ~ · ~ ·tll rtl violute established nonn,s anrl that threaten the 

often IJcll.\Vl' 111 w, Y· ' . b ti Au w<:· saw in Chapter J, these actions a 
· · ' t nembcrs 0 1 o 1. 0 

• re 
mtauon, 1 s 1 

'. mo M r these devian l behaviors can be 
wmkpln.t'f deoia11t bdwviorJ. any O ' tractcf 
negative emotions. h 

F . etlvy ·15 ' Ill emo tion that occurs w en you resent 80me ....... ,_ or msrnnce, c J d · ~·~llllf 

I . 1 · that you don't have but that you strong y es1re-such"" 1a.vm g~omet11ng , . 110
1 

.. , 

' 
k · meIJt larger otlice or high er salary. t can lead to maliri-)ettcr wor assign , • -·-. 

deviant behaviors. An envious employe.e, for ~xample, could, then act h°"tilelyflt 
backstabbing another employee, negauvel~ ~1sto:ung others successes, and~ 
lively distorting his own accomplishments. Ev1dence suggests tha_t people1'ho 
feel negative emotions, particularly th?se who _feel angry or ~ostile: are mort 
lik.ely than people who don't feel negauve emonons to engage m deviant beha,. 
ior at work. 112 

Forgiveness in Organizations 
The examination of forgiveness in organizations has emerged from the new 
field of study callee\ positive organizational scholarship (POS).113 POS advo
cates the investigation of what goes right in organizations rather than what 
goes wrong. what is life-giving rather than life-depleting, what is experienced 
as good rather than bad, what is inspiring rather than distressing, and what 
brings joy and inspiration rather than anxiety and stress. Forgiveness in o~ 
nizations occurs when emotional, attitudinal, cognitive, and beha,ioral 
changes transpire after harm or wrongdoing has been experienced. Negame 
feelings, bitterness, resentment, desire for revenge, or retaliarorr beha~or 
are abandoned and replaced by a neutralized positive at a minimum, and m 
an increase in positive emotions, affirmative moLivations, and prosorul 
behavior in the ideal. 

. A forgiving respor1se is more likely, for instance, when three couditiot" 
ex~st: ( 1 )_ the o~fender asks for forgiveness or expresses contrition. {~) th( 
eflecL: oi .the offense are not severe, and (3) the offen e L tmimentionaJ.WA 
~rudy 1ncl1c.:ucd _L11a1 organizaliona\ forgiveness i ignificantlv associated liith 
m,prov,·menls in productivily after downsizino' as \\'ell a. '1ower ,oluutlfY 
c.n,ployN·. l um over. Forgiveness transforms lH:'ga~ve emorions tO posici\'t' ea10-
ll<JJ1~. I lw, lead" lo ;'I rCf)liC t' f · . · :u~t> 11 l · 11r, p . . a 1011 0 \Ill lUousness and an elevaciou 111 post 
wi· . ~ Willi{, • . osuive e motions b11ild high-quality relationships and inn't'J.i( 
',i()C l ,ll tOllllC ( IICIII', i\lllo11g orn-111 1·1·11 ·, ) I b l I'' 

n' • i 1 1nern ers. ,, 

How Managers Can Influence Moods 
In gt.·11c•1 al, )'til t can impi ovr peoples' . . v ,idet> 
, lip. givi11K 1hcm a !>mill I 1 · moods by showmg them a hinn bt"'' 
c·a aoc· .111 n111 wt . 1· .' M~ 

0 c;~ndy. or even having them t.\ste a ple.isaut 
1
.l 

,.., ia ( ,ll\ , nau p·m It's l . . \O~:;; 
f,fanaKcl i,; t,rn ll!it' 1, ,,n1, 1 1 •1 

· t II to mi p rove their employees n , 
0 
.. ,11 1 <1111 I{ \t' Utt'ir I , fCla "'' fo, wo1 k wrll clf,11 ... Al . t'lllp oyees sn,all tokens t)t appr _,1 

' ' · so I t'se·1rrh I I' ' g()\."" moc,'111, group nwmht'rs a~ , n, tcatt•s I h,\l when leaden: iue in -ooP' 
Ptal.t' mun• trH t• mort' positive, and as a result, tht> mernberS l 

Finally, lif'l~ccing poi;it ivt< t •. ~ 
llvt' mood, traruimh fr t ,am memht-rs rnn h ,we a contagion effect as rofet 
MlonaJ crkket t.c-auu, ,::"' 

1t':1' m~nil>ei 10 temn member. One study of~ of 
thelr team tnemben a~~(. 

1
1
. till P ?t'ni' •.mppy llloods affected the JllO 119 JI 

IIIIMI len.ae thtn f " 80 pos lively mfluenced their performan~~~Lt 
c~ ;.,..., •• :_ or milnagen to select team members who are predispq'""'' .--. .... niooda. 



'have noted. many employers dis-
rage the expression of emotions at 

especially when those emotions 
negative. Recently, though, there 

are signs that the situation is starting to 
change. 

One day, only 4 months into her first 
Job, Hannah Seligson, now 24, was 
cafled into the big boss's office and told 
1bat her immediate supervisor was not 
happy with her work. She bawled on the 

~ot. 111l iN11• fost ffoored,'" ah• 1ald, 
w1 had baan working so hard." 

Kathryn Brady, 34, Is a finance man· 
ager for a large corporation in Atlanta. 
Occasionally she has had bosses who 
have dri\len her to tears. Brady argues 
that when she has cried, it has been out 
of frustration, not weakness. "The mis
interpretation that I'm whiny or weak fs 
just not fair,'' she says. 

To many, however. these emotional dis
plays are signs of weakness, On the reality 
show The Apprentice, Martha Stewart 
warned one of the contestants notfo cry. 
"Cry, and you're out of here,'' she said. 
"Women in business don't cry, my dear." 

Although that "old school" wisdom 
still holds true in many places, it is 

Global IHUfi 29'7 

Source: P. Kitchen, #Experts: Crying at Wadt 
on the Rise,# NeW$day, June 10, 2007;and 
S. Shellenbarger, "Read This and Weep; 
Wall Street Joumsl, April 26, '2IXf1, p. 01. 

Global Issues 

Contrast the experience, interpretation, 

md expression of emotions across cultures. 

Does the degree to which people experience em otions vary across cul
tures? Do peoples' intnpretations of emotion s vary across cul tures? 
Finally, do the norms for the expression of emotions differ across cul
tures? Let's tackle each of these questions. 

Does t he Degree to Which People Experience Emotions Vary Across 
Cultures? Yes. 1n China, for example, people report e},.-peliencing fewer Po5itiYe 
and negative emotions than people in other cultmes, and the emotions they expe
rience are less intense than what other culttu-es repon. Compared with Mainland 
Chi nese, Taiwanese are more like U.S. workers in their e>..-pe1ience of emotions: On 
average, Taiwanese r<'pm't more positive and fewer n.egative emotion than their 
Chinese counl<'rpans.111) In general, people in most culu u·es appear to experience 
cermin positive and negalivc emotions, bHt the freq\lency of their e.,-perience and 
their in tcnsityva,;es 10 W111l" degrct·.121 

Do Peoples' Interpretations of Emotions Vary Across Cultures? In gen
e ra l, people froni all over Lhe world inrerpret neg~tive and p o icive emotions 
ihe same way. We a ll vie\-1' negative emotions, . uch as hate , terror. and rage, as 
d ~ ngerm 1s :rnd clestl"uctive. And Wl~ nil d esirt' positive ernotions, such as joy, 
love, :;i nd happiness. n owcver, some C\llturcs value certain emotions more than 
o lhc rs. For example. tr.S. c,1ltun: va lues cmhusiasm. while the Chinese con
Rid er nega ti ve e ,rnnio ns to he mnrt· use ful and co nstructive than do people in 
th e U ni1 ecl Sn11 es. rn gcn c ml, prick is seen as a positive emotion in Western, 
individ,1nlis1ic cul111n. .. 1> snrh as the United States, but Eastern cultures such as 
Chim, a ncl .Japn n t<:•nd h) view pl'ide as undes-irable. l

22 

oo the Norms for the Expression of Emotions Differ Across Cultures? 
Absolutely. For example, Muslims sec smilin~ as a sign of sexual attraction, so 
wome n have learned not to smile at men. 12 And research h as shown that in 



)r(, likdy in hclit·vc the emotional . 
Pie arc rnc · , 

U- dvisl counules pco 1 'itlt their own rclat1on!ih1p with th co '"~ hinlf to c o w . • , . 1 e 
another have sornet " 1 .1 "Pk in inchvtduahst1c cu tu res don't th tlon w 11 c pc<, 1 ,., . 1 e pres.lllng the cmo • . / .... c directt'd al L wm. c.v1c c:ncc lndic , • t cxprcss1011 .. "' . . a 
another's cmouona 

1 
., '\ hhs acrainst exprcssmg emotions es 

. d States t 1crt s ~ • o . , in 1hc Umte · . . 1,. nch retail cktks, m ron1 rast, arc infarn 
. mottons . ... re h F h intense ncgauve e (A report from l e 1 rcnc govcrnmen 

being surly toward custome~sl.so i·er"orts that serious German shoppe l 
· ) Tl ere are a .J rs 

confirmed this. 
1 

al~Mart's friendly greeters and helpful pcrsonneJ.124 
bt•en turned o£Tby W . .· ·ngly it's easier for people to accurately re 

·al d not SUI pi JS! ' 
In_ gene,_ •. an . wn culLUre than in other cultures. For example, a • 

cmouons w1t1un .thetr; tikel to accurately label the emotions underlyin 
bu~inesspers~n 15 mf 

O c\ow 6hinese colleague than those of a U.S. colle;irn! 
faaal expressions o a te c d d U S . ,, .. e. · . c Jtures lack words JOf scan ar .. emot1ona1 

Interesu~gly,d,epsome_ u and "'1ill. Tahitians, as a case in point, don't I..~ 
snch as anxiety, res.non, o.. . . d h . •iav, a 

. tl ·va1 t to sadness When Tah11Jans are sa , r eir peers attribu word dU'ec y equ1 en · . . h It 
. h · al 1·uness 126 Our discussion illustrates t e need to con.;.i~ their state to a p ys,c · . . ·-uq 

the fact that cultural factors influence what managers thm k 1s emotiona0r 
appropriate.127 What's acceptable in one culture may seem extre~elyunlJsu.1i 
or even dysfunctional in another. Manag~rs need to kno:v the emo_llOnal nonns 
in each culture they do business in or with so they don t send unmte~ded sig
nals or misread the reactions of others. For examp~e, a U.~ .. manag~~ in Japan 
should know that while U.S. culture tends to VleW sm1hng pos1nvel}, the 

· · ] k f. 11· 128 Japanese attribute frequent snuling to a ac o mte 1gence. 

Sununacy and Implications for Managers 
Emotions and moods are similar i11 that both are af[ective in nature. But thev're 
also different-moods are more general and less con textual than emotions. 
And evencs do matter. The time of day and day of the week, stressful events. 
social activities, and sleep patterns are some of the factors that influence emo
tions and moods. 

Emotions and moods have proven themselves to be relevant for ,~rtualh 
e-very OB topic we study. Increasingly, organizations are selecti.n<1 emplovw 
they believe have high levels of emotional intellio-ence. Emotio;s, especial~ 
posil ivc moods, appea~· to fa~ilitate effective dec~ion nlaking and cre~ri110. 
AhhcJugh 1.hc: resear~h 1s relaL1vely recen(, research suggests that mood is h~k~ 
w !nCJ1tvauon, especially through feedback, and that leaders rely on emouotl) 
10 111<.r<>Mc 1he1r effectiveness Tl 1· I f . . . ,11orla-. . . . · · 1e t 1sp ay o emottons 1s 1mpornull to 11t::<> 
~run_ ar~d cusicmter serV1cc, and I he experience of emotions is closely linked. lll 
thla111rudc~ a11d l>eltaviors I hat follow from atlitudes such as deviant beha1tof 
1H t 1e workplace. '' '' 

C<ln managers control LI · II , r1 ()()C!..1 
r· .. 1a.1· 1 1 · . . tcu co cagues and emplo)•ees' cmotjons a1w n1 

.1 
'-A:I 11 y L1c11_·arcl1,n11s ) " 1, 1, . • " at1Lf"' 
pan of au in<livi<lu·1l' '. 1krnc 1ca ,ind elh1cal. Emotions and moods m ~.in .,1·k· 

' s 111•1 c111l Where · · · · J •1r t:011" er!,' and e,111Jloyet·s' . · manc\gers err 1s m 1gnon11g· l it .,111r · crnouons and ass"' .. · • . ·t· · were c, plc1.dy ralJoual A. ' - ~ • .,sing others behavior as I tt 1.,.,,1]) ' . ns one· cuni,ulLnnt a ti . ., • . (ons ,v 
the workplact hcnutse O , .P Y put 1L, You can t divorce e1n?, 1 ·ige~ 

I · Y u can I drvo . • . .. 12~ Man, . 
w 10 undc:1 "tand the rol 1 . 1 cc emotions from people. dttlf 

abili1y lo ex1,lain ·ind p .~d<~ ethn,o_l1ons and n1oods \\~ II significantly iu1pro¥t' 
' I{' ICI t'lf co, .•. I • • 

•"0 1 "-ers <l11d ernployces' behav101, 



0 
rganizations today realize that good cu t . 

. s omer service 
means good business. After all who wants t d 
. . ' o en a shop

ping trip at the grocery store With a Sllrly checker? 
Research clearly shows that organizations that pro'·i'de d 

• v goo cus-
tomer service have higher profits than those with poor cust 

. tll . . omer 
semce. An integral part of customer-service training is to set 
IDr!h disp1ay rules to teach employees to interact with customers in 
a friendly, helpful, professional way-and evidence indicates that 
such rules work: Having display rules increases the odds that 
l!llljJioyeeswill display the emotions expected ofthem_131 

As one Starbucks manager says, "What makes Starbucks dif
ferent is our passion for what we do. We're trying to provide a great 
aperience for people, with a great product. That's what we all care 
about ·132 Starbucks may have good coffee, but a big part of the 
Clllllpany's growth has been the customer experience. For 
llltance, the cashiers are friendly and will get to know you by 
llllleifyou are a repeat customer. 

Asking employees to act friendly is good for them, too. Research 
ilowsthat employees of organizations that require them to display 
l!Oltiveemotions actually feel better as a result.133 And, if someone 
taelathat being asked to smile is bad for him, he doesn't belong in 

.. lel\lite industry in the first place. 

Summary and Implications for Managers Z99 

0 r~anizations_ have no business trying to regulate the emo
t,ons of their employees. Companies should not be ·the 
thought police" and force employees to feel and act in 

ways that serve only organizational needs. Service employees 
should be professional and courteous, yes, but many companies 
expect them to take abuse and refrain from defending themselves. 
That's wrong. As the philosopher Jean Paul Sartre wrote, we have a 
responsibility to be authentic- true to ourselves- and within rea
sonable limits organizations have no rightto ask us to be otherwise. 

Service industries have no business teaching their employees 
to be smiling punching bags. Most customers might even prefer 
that employees be themselves. Employees shouldn't be openly 
nasty or hostile, of course, but who appreciates a fake smile? Think 
about trying on an outfit in a store and the clerk automatically says 
it looks "absolutely wonderful" when you know it doesn't and you 
sense the clerk is lying. Most customers would rather talk with a 
"real" person than someone enslaved to an organization's display 
rules. Furthermore, if an employee doesn't feel like slapping on an 
artificial smile, then it's only going to create dissonance between 
her and her employer.134 

Finally, research shows that forcing display rules on employees 
takes a heavy emotional tolL135 It's unnatural to expect someone to 
smile all the time or to passively take abuse from customers. 
clients, or fellow employees. Organizations can improve their 
employees' psychological health by encouraging them to be th8m
selves, within reasonable limits. 



ons for R view 
What a~ the 1lmllarltles end differences between emo· 

tlons and moods? What are the basic emotions and the basic 
maoct dimensions? 

2 Are emotions and moods rational? What functions do 
emotions and moods serve 7 

3 What are the primary sources of emotions and moods? 

-!./ What is emotional labor, and why is it important to 
underst~nding 08? 

;J What is affective events theory? Why is it important to 
understanding emotions? 

Think and Do 
1 Have you observed that emotions and moods matter in 
explaining individual behavior? Give examples. 

2 What, 1f anything, can managers do to manage their 
employees' emotions? Are there any ethical implications in 
any of these actions? If so, what are they? 

Experiential Exercise 
WHO CAN CATCH A LIAR? 

In rhl!, chapter, ,,e di'>Cussed how people determine emo
tions from facial exprc:s!iions. There ha<; been research on 
i\\he1.her people can tell whetJ1er someone is lying based 
on facial l'xprt:s\1011 Let' '> see who is good at catching liars. 

Split up iuw ceams and foll<>w Lhet>e ins1ruc1ions. 

I. Randomly ch<Jose -.om,·<>Jle- lo bC' 1he Learn organi1cr. 
H.aH.: thh per.s<J11 write down on a piece of papt'r 'T" 
for uuch and "L" to, lie ff 1het1· are, say, six pcopk in 
tJie group (otfwr than th<' orgai1izc•1 ), rhcn 1h1 ce pt'o
ple Mill gel a ~lip with a 'T" and Ll11ee a <j fip with an 
"L" It's impon:rnt 1ha1 all team members ket>p wha1'i. 
1111 their 1,ape1 a !W< , el. 

2 . Each u:arn mc:mlx·r who holds a 'J slip n eed" 11, ro111<' up 
with a IJ'u<• 1,tau.·m<·n1 , arid t',il h lt:,1111 nwmht:1 who ht)ld~ 

Ethical Dilemma 
ARE WORKPLACE ROMANCES UNETHICAL? 
A large percemage of married individuali,; li1 st mer in tht• 

k lace. A 2006 survey revealed that 40 percen t of all wor p . 1-c A I 
¢mployees have been 111 an o uce romance. not 1er survey 

6 What Is emotional Intelligence, and what aret 
ments for and against its importance? 

7' What effect do emotions and moods have on dlffi 
OB Issues? As a manager, what steps would you take to 
Improve your employees' moods? 

8 Does the degree to which people experiencee~ 
ry across cultures? Do peoples' interpretations of e~ 

v\y across cultures, and do different norms across cult.~ · 
va . 1 '""fl govern the expression of emotions. 

3 Give some examples of situations in which the oven 
expression of emotions might enhance job performance. 

an L slip needs to come up ·with a false statement Trvooc 
to make the statement so ouu-ageous that no one \\'Olii 
believe it (for example, "l have flown to the moon1, 

3. The organizer will have each member make his or~ 
staternenL. Group members should then exrunint the 
person making the state111em closely to 1,ry 10 ~ttr· 

mine whether he or she is telling the truth or h'illS 
Once each person has made his or her scacem~nl. lbt 
organizer will ask for a vote an(! record the tallies. 

4. Each person should now indicate whether the stalt' 
int•nt \\'as the tru1J1 or a lie. 

5. l low good was your grntip at catching- the lia~:. 
some people good liars? \Vhat did you look 
de tl•rmi11e if someone w.1s lying? 

of singles showt•d that most em p loyees would bed 
such a romance. Given the am ount of time people 
work, this isn ' t terribly surprising. Yet office roroan 



ethical issues for organlzatl 
t ngbts and responsibilities do ons and employee,. 

the romantic lives of their organization, have to 
e the example of Julie R.oe::ployeea? 

lt'• hard to keep them out of th«i 
organizational life. 

• at Wal-Mart, who began dat' ' senlor VP of tnar
:11' communications architectu:~g ~~n Womack, VP 
learned of the relationship, it fired b tn Wal-Mart 
Vtbtnack, arguing that the undi!ldosed ~: ~ ~oeh~1 a~d 
lated its policy against workplace roman latA,<f>n!l.lup v,_o-

Que1tlon1 

1 d W I "l Cl's. let her hr-
;.,a Roe 1m sue a "l" an. claiming tl . 1 - · 1 ,1t l 1c company a.-ached her contract and damaged he . . 
"'" r ' eputat1011 Wal-
~art then countersued, alleging that R 1 · . · w , oe 1m showed 
ravontt m on omac k s behalf. Eventu"ll R h 

ed) I . . " y, oe m 
dropp H'!r awsmt m exchange for Wal M d . . • art roppmg 
itscountersmt. 

The Wal-Mart, Julie Roehm and Seat~ u r k . ' • v, omac saga 
shows that wh ile workplace romances are pe s al r on matters, 

1. Nearly three-quarters of organizations have no 
pollcie11 governing workplace romances. Do you think 
organliati()n1111hould have such polides in place? 

2, Do you agree with Wal-Mart's policy againat work
place romantic relationship,? Why or why not? 

5, Do you think it is ever appropriate for a supervisor to 
date an employee under his or her supervision? Why 
or why not? 

4. Some companies, such as Nike and Southwest 
Airlines, openly try to recruit couples. Do you think 
th is is a good idea? How would you feel working in a 
department with a "couple"? 

"-·rrt·J. Geenwald "Employer Are the Lo · h · .,... · ' sers mt e Daung Game," WfJTkforce Week,June 3, 2007, pp. 1-2; and ·M y Year at Wal-Mart," 
Businr.ss\\rck., February 12, 2007. 

Case Incident 1 
THE UPSIDE OF ANGER? 
A researcher doing a case study on emotions in organiza
tions interviewed Laura, a 22-year-old customer-service 
representative in Australia. The following is a summary of 
the interview (with some paraphrasing of the interviewer 
questions): 

lmeniewer: H ow would you describe your workplace? 

lnteniewer: 

Laura: 

Interviewer: 

Laura: 

hitervitwer: 

l.Qura: 

Very cold, unproductive, [ a] very~ umm, cold 

environment, atmosphere. 

What kinds of emotions are prevalen t in 
your organization? 

Anger, hatred towards other people, other staff 

members. 

So it seems that managers keep employees 

in line using fear tactics? 

v h [The General Manager's} Javorif P saying i.1, 
r.ea . "I • 1 
"Nobody's indispensablP. "So, it\ likP, ran It 0 

'l ,. d'" thll.t bew11se I l g,t sac1<l' · 

How do you su, vive in this situation? 

You have to cater your mwtion.\ to th,• fhrl o{ .ulll· 
• . . M((lll\l' ,, \ )II 1/ 

ation the sp,cifit !)t/11atton · · · 1 surh ~ hostile mtJironmmt, thi1 if so,-t aj tlif m1 "i 

way you ran rurr1ive. 
. . c haw 10 hide? Are there cmouons Y >U 

• liki wm lo sllow your nnutwm . ... 
Managers_:~ ~ -duJJ Ihm u atiythi11g wro,1g 
They dim_ t • s l . tht worlcing muirrm,rumt. 
or anything emottona in 

Interviewer: Why do you go along? 

Laura: I Jul I have to put on an act because ... to show 
your true emotions, especially towards my man· 
agers [Laura names two of her smior managm], 
it would be hatred sometimes. So, you just can't 
afford to do that because its yqur ;ob and you need 
the numey. 

Interviewer: Do you ever rebel against this S't'Stem? 

Laura: You sort of frut on a happy fact just so y<1u can 
annoy [the managm). lfind that they don't lilte 
peoplt being happ_,;, so you just annt.ry them b-y 
being happy. o, yeah. It )llSt makes you laugh. 
rou just .. /mt it on" jtlSt because you know it 
MlilO)'S [management]. lt's pretty l'indictive and 
manipulative but )'OIL just need lo do that. 

Interviewer: Do you e, er find that this gets to , -ou? 

Laum: l dill rnre in the beginning <md I thinJc it jwt got 
me wto more trouble. So ,iow I just tell myself, •1 
tlon 't rau. "If ~·ou t,ll yours,lf so-nuthingfor long 
mough. n•entually yoti believe it, Yeah, so now I 
just g() .. Oh wtU. • 

lntt·rviewer: Do vou inte nd lo keep working here? 

/.twm: It's" means to ,rn nid now. So eutry time I go [to 
worlt/ aud ~ 11/fflt I just go. •well, one wu1 
down, one wttk ws until I go away. • But if I 
kntw that I didn't hav, this goal. I don't ltnow if 
I could handlt it, or if I would even be there now. 



l!"'otlons and Moods 

hlterviewer: Is there an upside to workinK ht'rt•? 

Loum.: l 'ttt. so mt1rJ, lllf'tlf't" at tt'llillg />m/1/r of/ 1111111 ''"'" 
1 

rtJf't· ,,std lo br. I mu /ml />t>t>JJlr in /Jitter i11 "'""'' 
tlull* .\n,t'°'1m. Uk,. i ,r,\ler,d t>/, brfcm• J wmtfd rt!/dl, 
tJU1t1)'/n1m ;,. Rt1l ,w11• I ;mt .\lm1d tl,rn· onrl fif.!ht. · 
•. I dm> l kP1m11 if tlmt \ ,, ~ thiug 01 a f1t1d thi11g. 

Questions 

1. Do \ '0\1 think L.tnr.\ is justified in Jw1· responses to 

her o rganimrion ·s cultu re? \\1w o r why not? 

2, l)o you think I.aunt's ~tratcgi~ uiie and dis 
,•m otiun o; iwrw to pro tecL hert' 

3. Asst1111i11g that Lmara 's de sc rip tion is aceur.-lt! 
wmild yuu r<:t1Cl to the orga11 ization 's culture?' 

4. Rcse.ir,h sh ows that ac1.s o f coworkers (3? Perr-\. 
an<l management (22 percent) cau~ more n-'"".'.19 
e mo tions for e mployees lha n cto acts of C\ls~ 

(7 percen t) .136 ~ at ca.n La':ra's companyd; ·,q 
change its e mo uon a l chmalei' to 

"-- . · 1..1 ·1 Workplace: An Exemplar Case "EmM-·t D •. 
"""1mo;.J. Pc:·-rrol \e and M. H. \ 'id.ers. UEmotions n~ Su-.itcgrc Game m a c,OSll c ' l'""J e •>Q~ 

on.d Righ~.f011rr1nl 16, no. 3 (2004), pp. 167-178. 

Case Incident 2 
ABUSIVE CUSTOMERS CAUSE EMOTIONS TO RUN HIGH 
Telephone customer-service representatives have a tough 
time these days. With automated telephone systems thal 
create a labyrinth for customers. result in lon g hold times, 
and make it difficult for them to speak to an actual human 
being. a customer's frusrration often settles in before the 
representatiH: has had time to say "he llo ." Says Donna 
Earl, an 0\\1ler of a customer-sen~ce consulting firm in 
San Francisco, .. B) the time you get to the person you 
need to talk to. you're mad." 

Erin Calabrese knows all too well just how mad cus
tomen can get. A cuslomer-service repr esentative at a 
financial ~nices company, she still vividly recalls one of 
her ~·orst experiences--with a customer named J ane. J ane 
cdlled Calabrese over some charges on her credil card and 
began ·ranting and raving.·· WYour #%#% company, who do 
)OU think you are?" yelled Jane. Though Calabrese t1fod to 
console the irate customer by offering a ,-efund, J ane only 
c.-alled Calabre~ an ·idiot." The: heated c<>nversation con
tinued for -almost l O minules before Calabrese, shaking. 
banded tl1e phone to her supervisor and left her desk. 

Sometimes cust.omer11 can be duwnrighl racist. One 
ouuomer-1,e, vice represenuicive fi11a1Jy quir he, job at ,\ 
!'\ew Jersey company because she constan1Jy lwa1 d racial 
remarks from cuswmers af ter, '>he comends, thl'y h r a rcl 
lwr Spanish ac.cent. · By the time: you leave, your head is 
spinning with aJI the complaims," she said . 

Un fonunately, 1.he1,e e mployees have liuk <.hoke hut tu 
take Lhe abuse. Many compauics requir(· cu,;wrner-service 
e mployees co display positivt- emotions al all umcs to m,1in
tain satisfi ed customcr11. Bul Lile I t>11ull cou ld he .m emu
tionaJ nighunarc tha t d ocsn'1 nrccs~adly end once Lhe calls 
stop. Calabrese stated that she-- would fi eque n1ly take her 
negative emotions home. T he day alter slw u·tt· iw cl lhl· 

abusive caJl from Jane, Calabrese Wl'lll homt- and start ed a 
fight with her roommate. II waii "an all-our bat1le," recalls 

Calabrese, "I just blew up." The former customer-5entt 
representative who worked in New Jersey also recalbfht 
effects of the abusive calls on her family. "My childnu 
would say, 'Mom, st0p talking about your work. You·rt 
home.' My husband would say the same thing." she said. 

Emma Parsons, who quit her job as a customer-serm 
representative for the Lravel ind us try. was frustrated~ !ht 
inabili ty to do anything about abusive customers and tbt 
mood they'd put her in. "Sometimes you'd finishaall 
and )'Ou'd want to smash somebody's face. I had l)ll 

escape, no way of releasing." She said that if she did rem
ate wward an abusive customer, h er boss would punish 
her. 

Some companies train their representatives to drfust 1 

customer's anger and to a,·oid taking abuse pen;ooalh. 
but the effort isn 't e no ugh. Liz Aherarn of Radcbfft 
Group, a consulting firm in Lincoln Park, NewJerse\;~ 
customer-service employees who work the phoneP~ 
absent more frequently, are more prone lO i\ble~. ~ 
are more like ly to make sn·ess-related d1sabilit} d.ulll' 
th,rn other emplovees Thus it is apparem that intll< 

, • ' • Q\llll 
world of customer service, particularly when un~rac and 
•akc pl.'1re over the phone, e1uotions can run high,·ill< 
tltc Pflec ts can be damaging. Although the adage 

1 
c1istumer comes first" has been heard by many. cot1i~ 
11 ies shon lei empower em ployees to decide wtiell ·sr, 
·i . d 0 1 tier\\1 ' ppropnate 10 put the customer secon · 1(1( 

employees arc l'orcecl to deal with ab11 ive c\lsron1e.~dt"1 
ef fec ts ol which c:111 be detrimental to both the iodt\

1 

and th(' companr. 

Questions 

l. l•rom a n emo tio nal labor per spective, howdoes dJ' 
• • no1d 
mg with an c1busivc customer lead to stress .... 
burno ut? 



lfvtlU W!;}:e a recruiter for a CUSlo me~nrvl all ., - h a1· .-.... ce c cen-
ter, w at person ity types would you prefer to hire 
and ~hy? ln other words, what individual differences 
are hkely to affect whether an employee can handle 
customer abuse on a day-to-day basis? 

S. 'Einotional im~lligence is one's ability to detect and 
manage emouonal cues and information Ho · h • • 

11
. . • w mtg l 

emouonal mte 1gence play a role in responding lo 

abusive customers? W)Jal. facec. 9f emotiomil iJ!telli
gcncc might employees who are able to handJe abu
sive customers poa!ICss? 

4, What step11 !lhould companies take to ensure that their 
e m ployees are not victim!I of cuswmer a~ ? Should 
companies allow a certain degree of abwie if that abuse 
results in satisfied customers and perhaps greater 
profit? What are the ethical implications of this? 

---SollnY." Based on S. Sh ellenbarger, ~Domin o Effect: T he Unintended Results of Telling Off Custom er-Service Staff. - Wi1ll Strr.et j uurnal. 
Februar)' 5, 20<H. p. D.l. 
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