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People are emotional.  Hebb1 once called humans “the most emo-

tional of animals.”  Thus it is not surprising the people are emotional at 

work.  They experience anger at co-workers, superiors and their computers.  

A survey conducted by Mori, "Rage against the Machine", found that four 

out of five computer users had seen colleagues hurling abuse at their PCs, 

three quarters admitted that they swear at their computers, and more than half 

had been on the verge of fisticuffs with their IT systems. 2  Complaints about 

mobbing and violent behaviour at the workplace abound, and a study by In-

tegra Realty Resources (2000) suggests that one in ten Americans say they 

work in an atmosphere where physical violence has occurred, with 42% say-

ing their workplace is a place where yelling and verbal abuse takes place.  

The employees in this survey blamed stress for this state of affairs. 

 

At the same time people fall in love at the workplace, are jealous of 

their co-workers, afraid of the team bully and happy about a success.  In fact, 

the workplace is just as emotional as any other place in our life.  Nonethe-

less, business tends to uphold the idea of the rational, i.e., unemotional em-

ployee, discourages emotions in work teams, and generally tries to portray 

the ideal workplace as one where calm and rationality reign.  Yet, emotions 

are also in demand.  Thus, the sales person is expected to be enthusiastic 

about their products, the receptionist is expected to be genuinely happy to see 

a client, and health care professionals should express real distress at the mis-

ery of their patients.   

 

The present report aims to look at emotions at the workplace – what 

is good about them, what is bad about them and what we have learned about 

them in recent years.   

 

The report is divided into three sections.  The first section attempts to 

define emotions and to distinguish it from other, related but different phe-

nomena, such as satisfaction and stress.  The second section discusses good 

and bad emotions – and situations where good emotions are bad and bad 

emotions are good.  The third section considers the question of whether emo-
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tions and their consequences are the same for everyone.  In this section, I 

will also touch on the use of emotion in the context of transformational 

leadership.   

 

            What are emotions?  
Emotions are many splendored things (Averill, 1994) 3 

 

This is the response of one well-known emotion researcher to the 

question.  In the field of emotion research, one problem is posed by the vast 

number of definitions that have been proposed in the course of the over 100 

years since Charles Darwin’s seminal book, written in 1872: “The expres-

sion of the emotions in man and animals.” 4 Although it is true that there is 

no one single definition, there is nonetheless a consensus regarding the key 

elements of what an emotion is -- as well as what emotions are not.  Emo-

tions are triggered by an individual’s interpretation of an event.  Thus the 

sight of a bear may elicit fear and terror in me but pleasant anticipation in a 

hunter with the appropriate hunting license.  When emotions are triggered,

they elicit reactions in many bodily systems.  They can increase our heart 

rate or make us sweat.  Emotions are often shown in the face, the voice or 

the body.  Although these expressions are genetically based, they are in 

adults usually strongly influenced by culture.  Thus our natural tendency to 

eject an awful tasting food will be restrained when we are served – to name 

an example - Brussels sprouts for dinner at our boss’ house.  We may even 

manage to smile.  Importantly, emotions communicate information.  Thus 

sadness communicates a sense of loss, whereas anger communicates the 

presence of an obstacle.  Finally, emotions are adaptive, they are processes 

that allow us to respond to changing environmental and social challenges.  

And finally, emotions are not irrational.  In fact, in order to behave ration-

ally we need emotions. 

 

This is illustrated by a group of people who – through accidents or a 

stroke – have a damaged emotion system.  These people generally do well 
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on a range of tasks that involve memory and certain types of logical reason-

ing, such as are demanded by standard intelligence tests.  Yet, at the same 

time, they have trouble to make rational decisions in real life.  For example, 

they may not be able to arrive at simple decisions such as how to decide what 

to do when two people want to see a different TV program at the same time.5  

While successful before the accident or stroke, they now choose unsuitable 

friends, enter inadvisable business relationships and engage in ill-advised ac-

tivities. 6 This behaviour rapidly leads to financial losses, career termination, 

and loss of affection of family and friends.  Antonio Damasio has described 

vivid examples of this lack of rationality in his book “Descartes Error”. 7  He 

shows that emotions allow us to avoid potentially problematic choices be-

cause we have a “feeling” or a “hunch” that something about a certain choice 

is “off.”  Without this feeling we might not notice anything amiss or we 

might get lost trying to reason out unimportant differences between options.   

 

 

Satisfaction and stress 

 

Although emotion researchers do not always agree on what emotions 

really are, they tend to be clear on what emotions are not.  Emotions are dis-

tinguished from such states as moods, long lasting feeling states without 

clear cause, and sentiments, such as likes and dislikes.  In this sense two clas-

sic domains concerned with “emotion” at the workplace, job satisfaction and 

stress, are not truly dealing with emotions per se.  That is, a satisfied worker 

is not the same as a happy worker nor is a stressed worker necessarily the 

same as an unhappy worker.  Rather, satisfaction represents a value judgment 

about the workplace.  One important issue is that the things we think of as 

good do not necessarily make us feel happy.  For example, we may think of 

exercise as being good for us and still hate every moment of it.  The impor-

tant elements of job satisfaction are beliefs about the job, and an evaluation 

of the job in terms of these beliefs.  Employees have beliefs about the right 

amount of compensation for the amount of work they do, the proper level of 

respect that a supervisor should show them, and the amount of freedom to do 
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things the way they prefer.  Job satisfaction represents the evaluation in 

terms of these beliefs of the job as satisfactory or not.   

 

For stress, the situation is somewhat different.  A good case for stress 

as emotional can be made.  In fact, the eminent stress researcher Richard 

Lazarus suggests doing just that. 8  The problem is rather that stress is not 

just one emotion.  Although we usually think of stress in terms of anxiety, 

sadness, and anger, it can also be experienced as a positive emotion by those 

who perceive the stressor as a challenge. 9 These emotions have all very dif-

ferent consequences.  The stressed employee who feels anxious is likely to 

react with avoidance and show increased absenteeism. 10  The employee who 

feels angry is more likely to react with counterproductive work behaviours as 

a form of vengeance. 11  The employee who feels invigorated by stress shows 

yet another reaction.  And these reactions all have very different implications 

for the enterprise.  Interestingly, there is a tendency for people in general to 

distinguish between stress and emotion.  The term stress is used with an ori-

entation towards the future and an expectation of effort.  Emotions are used 

to describe situations in a more reactive way, and with a focus on past 

events.  In this context, women tend to opt more often to describe an event as 

emotional, whereas men prefer to describe an event as stressful. 12 

 

The question of whether satisfaction and stress are good measures of 

emotion at work is important because, as we will see below, the actual emo-

tions that managers and employees feel have an important impact.  Thus, it 

makes a difference whether someone is dissatisfied versus angry or satisfied 

versus enthusiastic.  And it makes equally a difference whether someone 

feels anxious, sad or angry in response to work stress. 

 

Further, an employee’s emotion does not necessarily stay restricted to 

that employee.  Emotions are contagious.  Just watching the emotions of 

someone else is often enough to share these emotions to some degree. 13  For 

example, Peter Totterdell has studied groups of nurses, accountants and 

Rapport bourgogne Page 6 

“Emotions are contagious.  Just 
watching the emotions of someone 
else is often enough to share these 

emotions to some degree.“ 

“Although we usually think of 
stress in terms of anxiety, sadness, 

and anger, it can also be 
experienced as a positive emotion 
by those who perceive the stressor 

as a challenge.“ 



cricket players and systematically found the team members’ moods to be 

linked, especially for those who were more committed to the team. 14  And 

whether what is shared is enthusiasm, anger or fear is certainly of interest – 

yet all can be products of stress or (dis)satisfaction. 

 

In sum, the workplace is an emotional place and it is of interest to 

managers and researchers alike to better understand these emotions, their an-

tecedents and their consequences.  In the next section, I will present a short 

overview over the various consequences of emotions at work. 

 

Feeling emotions at the workplace 
Emotions, when are they good and when are they bad? 

 

“In decades past, workers were, in effect, told to leave their emotions at 

home and most complied.” 15  This remark by Pamela Johnson and Julie Ind-

vik, well describes a common stance towards emotions in the workplace.  

This stance is based on a belief in Western philosophy, which goes back to 

Plato (c. 429-347BC), that the rational mind is distinct from the emotions, 

which in turn present an impediment to rational thinking.  In Plato’s Repub-

lic, the ideal of the philosopher-king represented the rational mind, whereas 

emotions were the domain of soldiers and “men of action.”  The notion that 

emotions are opposed or even harmful to rational thought was further ce-

mented by Renée Descartes (1596-1650), who associated the passions with 

the animal in us.  From this tradition stems the notion that only the cool, un-

emotional mind is able to form rational thought and to think logically.  Just 

as Mr. Spock and Data in the Star Trek universe.  In this tradition, Max We-

ber describes the ideal of administrative bureaucracy as one that has suc-

ceeded in “eliminating … love hatred and all purely personal, irrational, and 

emotional elements, which escape calculation.” 16 

 

            In fact, there is no doubt that certain emotions that emerge at work 

are clearly disruptive to the work at hand and have to be contained.  Thus, a 

surgeon cannot be squeamish when seeing blood and a fireman cannot afford 
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panic at the sight of fire.  Anger leads to counterproductive behaviours such 

as theft, vandalism, and aggression towards co-workers, 17 sadness makes 

employees want to quit their job, 18 and envy and jealousy are a source of 

stress and also lead to a propensity to quit. 19 Employee-client relationships 

are especially fraught with the potential for conflict and the resulting nega-

tive emotions, which generally need to be contained as well.  Yet, a job that 

does not arouse emotions may become boring and boredom also leads to job 

dissatisfaction, turnover, accidents, and performance decrements. 20  And of-

fice romances, despite the positive emotions they may engender for the prin-

cipal actors, can have very disruptive effects on work group effectiveness. 21 

 

Organizations dispose of a variety of mechanisms to neutralize emo-

tions at the work place.  These mechanisms aim to either prevent emotions 

from arising in the first place or to “safely” control those emotions that arise.  

Thus, medical students learn how to consider a cadaver an object rather than  

a person, doctors and lawyers are protected from upset clients by reception-

ists, and humour and jokes are used to dispel fear and disgust in the face of 

danger and tragedy. 22 

 

However, there is also a realization that emotions can have positive 

effects.  Positive emotions increase creativity, 23 encourage helping behav-

iour and cooperation 24 and reduce aggression both against the organization 

and against people. 25  For example, pride motivates people to organizational 

citizenship behaviours 26 and a feeling of happiness is part of the experience 

of flow, which occurs when a person is optimally challenged and works at 

optimal levels of productivity. 27 And the concept of intrinsic motivation is 

characterized by the fact that those thus motivated love their work.    

 

And negative affect does not have only negative effects.  In the emo-

tion literature, it has been noted that negative mood leads to a more thorough 

treatment of information and hence to better judgments in situations were 

difficult and complex problems need to be solved.  People who are sad seek 
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and consider more information and process persuasive messages more thor-

oughly. 28 In contrast, positive affect leads to a reduction of deliberative or 

systematic processing of information.  People who are in a positive mood 

tend to prefer the use of simple heuristics and decisional shortcuts, or to base 

their judgments on stereotypes. 29  Showing negative emotions also is not al-

ways bad.  Some negative emotion expressions lead to positive conse-

quences.  This is especially the case for anger.  Although anger can lead to 

counterproductive work behaviours as shown above, and often has a disrup-

tive effect, anger is also a sign of power. 30  In a series of studies, Larissa 

Tiedens has shown that people confer more power to a leader who shows an-

ger than to one who shows sadness. 31 Also male leaders are perceived as 

more efficient when the show anger than when they show sadness or react 

with a neutral expression. 32  

 

Emotion norms  

One of the areas where emotions are not only accepted, but are de-

manded, is in contact with clients.  The goal of service encounters is to at-

tract new customers and to keep the loyalty of existing customers.  In turn, 

customer satisfaction or dissatisfaction is largely dependent on the emotional 

climate of the service interaction.  Simply, positive emotions such as positive 

surprise, pleasure and contentment make satisfied customers, and negative 

emotions such as disappointment and especially irritation, make dissatisfied 

customers. 33  Hence, customer service interactions tend to require high emo-

tional control on the part of the employee to maintain positive relations with 

the customer. 

 

For other jobs, emotion management is considered a central part of 

work.  At the forefront of these are the “caring” professions such as health 

care, social service work and teaching, who all require emotions as integral 

part of the job.   

 

All of these jobs require direct interactions with other people, which 

are frequently “emotional” and the “appropriate” means to express emotions 

is controlled by organizational norms and rules rather than the individual em-
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 “...some jobs simply cannot be 
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first.” 

ployee.  The reasons why jobs require specific emotions from employees 

also vary.  Apart from the reasons just mentioned, these include ensuring 

smooth interactions within an enterprise and with people outside the enter-

prise or even obtaining confessions from criminals and motivating people to 

pay their bills.  Also, some jobs simply cannot be done, if emotions are not 

dealt with first.  For example, Karen Locke describes how paediatricians 

need to first reduce the fear of their youthful clients to be even able to per-

form any diagnosis or intervention. 34  

 

Emotion work 

What happens when the employees’ job description contains an obli-

gation towards specific emotions? What happens to the receptionist and the 

call centre employee who are required to keep smiling and the bill collector 

and policemen who are demanded to remain stern and forbidding?  Arlie 

Hochschild, whose groundbreaking book, “The managed heart”, was the first 

to draw attention to this question.  She concluded that emotional labour is de-

manding and leads to dissatisfaction and in the long run to burnout. 35 Emo-

tional labour or emotion work is the “effort, planning and control needed to 

express organizationally desired emotion during interpersonal             

transactions.” 36  The type of emotion work required in different jobs differs 

with regard to the frequency of customer contact, the intensity and sincerity 

with which the emotion is to be expressed or felt, the duration of the interac-

tion, and the variety of expressions that are demanded.  On one hand of this 

continuum, we can imagine a cashier who briefly interacts with each cus-

tomer in a stereotypic way that demands only a mildly positive emotion ex-

pression such as a brief smile when handing back change.  On the other 

hand, we can imagine a teacher, whose job requires frequent, often lengthy 

interactions with students.  Further, the teacher is expected to show a whole 

range of emotions such as stern disapproval with the goal to maintain disci-

pline and cheerful playfulness with the goal to motivate students to an activ-

ity.   
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Client service encounters usually fall somewhere in between these 

extremes.  Also, as in the case of the teacher, not all emotion work consists 

of showing positive emotions.  Some professions, police officers, prison 

guards, and bill collectors for example, require the expression of negative 

emotions as part of the job.  However, most jobs require some level of emo-

tion work – if only to assure smooth interactions with internal clients, one’s 

superior and other members of a work group.  It has been estimated that 

emotion work is performed in almost two-thirds of workplace communica-

tions, including those not directly involving clients. 37 

 

The good side of emotion work 

 

The requirement to show organizationally demanded emotions was 

originally thought to be a source of stress leading to burnout. 38  However, it 

turned out that frequency, duration and intensity of client service contact 

were not systematically related to burnout. 39  In fact, Andrew Morris and 

Daniel Feldman in a frequently cited article on emotional labour argue “…

that emotional labour need not to be uniformly damaging or equally damag-

ing to all employees.” 40  They point out that not only are there cases were 

employees simply go on automatic pilot -- the cashier who smiles when 

handing back change, but, more importantly, that there are situations were 

emotional labour reduces uncertainty or helps avoid embarrassing interper-

sonal situations and hence may actually lead to increased job satisfaction.   

 

Research has supported the notion that emotional labour is not uni-

formly damaging.  Some individuals in jobs with high levels of emotional 

labour may actually report higher levels of satisfaction and of personal ac-

complishment, and suffer less from burnout. 41 This may be due to the char-

acteristic of the job or the person.  Simply showing positive emotions or am-

plifying positive emotions is positively related to job satisfaction. 42  Some 

personal characteristics also may modulate how emotional labour is per-

ceived.  Thus, individuals who are more aware of their emotions and more 
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emotionally adaptable show no relationship between the level of emotion 

work they do and the negative health symptoms they experience. 43 And fi-

nally, emotion work can simply be very rewarding for those that do it. 44 

 

In sum, emotion work in itself does not have to be a bad thing. Yet, 

on average employees in jobs that require ‘people work’ and are high in emo-

tional labour tend to suffer more frequently from burnout.  This leads to the 

question, what is it about emotion work that causes burnout? 

 

The bad side of emotion work - emotional dissonance 

 

Emotions can be regulated in different ways.  The employee’s goal in 

a service encounter is to maintain a positive relationship with the customer. 

For this, a person who may feel vaguely positive towards others may amplify 

this feeling to appear enthusiastic in front of a client.  In other situations, no 

real emotion is demanded.  A sales clerks’ smile when giving back change 

can be completely automatic to the point that the person hardly notices the 

act.  In contrast, a customer service employee who feels insulted and irritated 

by a client and who needs to maintain a friendly and helpful façade is faced 

with a very different form of emotion regulation.  Here, emotion regulation 

requires both the suppression of negative affect and at the same time the ex-

pression of positive affect.  Again, this may be easier for some employees 

than for others.  An employee who firmly believes in the importance of 

maintaining good relations with others, or who attributes the client’s irrita-

tion to irritation with the product and does not take the insult personally, 

might find it easier to express positive emotions and suppress negative emo-

tions than someone who feels personally hurt and who believes in “not tak-

ing shit from anyone.”  In contrast, women are generally expected to smile 

more in a variety of situations. 45 Although this may make them better at 

smiling and suppressing negative affect, it also puts them up to a higher stan-

dard giving them less leeway to not smile. 46 
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In short, what can make good emotions poisonous in the long run is 

the conflict between the two components that influence the emotions shown 

at the job.  The first component are the organizational rules and norms that 

require specific emotions in specific contexts and the second are the person-

ality and the feelings of the employee. 47  When these two are in conflict and 

the employee feels compelled to “fake” emotions, the result is what has been 

called emotional dissonance.  In this sense, employees who engage in “deep 

acting,” that is, who use emotion regulation strategies that let them re-

evaluate the client’s behaviour or their own reactions to the client’s behav-

iour in ways that allows them to actually feel the required positive emotions, 

are less likely to experience emotional dissonance. 48  However, when emo-

tional dissonance occurs, the result is unequivocal, emotional dissonance has 

negative consequences for employee satisfaction and well-being and is 

strongly associated with burnout. 49  Those employees who express their true 

feelings while interacting with clients are healthier, feel a stronger sense of 

personal accomplishment, and feel more attachment to their work.  Hence, 

Susan Kruml and Diana Geddes call on employers to allow employees to ex-

press their own emotions in situations where client encounters are typically 

positive.  For situations in which client encounters are typically negative, 

they call for more training to help employees to learn how to change their 

emotions, by helping them to better understand the customer.  50 

 

Bad emotions ? 

The previous section dealt with good emotions at work.  That is emo-

tions that the organization wants employees to feel – even though these emo-

tions may not in the long run be good for the employee.  I now turn to the 

bad emotions – those that organizations don’t want employees to have. 

 

Anger is one negative emotion that has most consistently been stud-

ied at the workplace.  Anger is disruptive.  Angry employees attack their 

computers, insult and sometimes even attack their colleagues, sabotage 

equipment and steal from their employer.  Yet, from the perspective of emo-

tion theory, anger is a fascinating emotion because it is not necessarily a 
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negative destructive emotion, but can be a positive emotion.  Anger is a posi-

tive emotion when it motivates people to address injustice and to demon-

strate against slavery, apartheid, war and social injustices.  Anger is also a 

positive emotion when it motivates to find solutions and to confront obsta-

cles.  Anger can empower an individual and angry individuals are perceived 

as powerful.  Anger is also informative.  Employees are not angry at nothing.  

The most pervasive cause of anger is injustice and lack of moral behaviour in 

general.  Thus, angry employees are like beacons that illuminate organiza-

tional problems.   

 

 

 

 

 

 

 

 

 

 

What makes people angry? 

 

Anger is usually perceived as destructive.  Anger hinders effective 

decision making, may lead people to reject advantageous offers out of re-

venge, disrupts work groups and keeps people from working together in the 

future. 51  Anger is also common.  A 2002 survey found that 41% of US 

workers felt in general at least a bit angry at the workplace. 52 

 

However, anger should not be confused with conflict.  Although 

many conflicts lead to anger and anger leads to conflict, conflicts per se are 

not necessarily bad.  In fact, conflict can lead to such productive outcomes as 

more vigilant problem solving, more effective task completion, and im-

proved relationships.  53   
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Not everyone gets angry at the same things.  Within an organization, 

status is one of the factors that distinguish who gets angry at what.  For ex-

ample, superiors are angered by morally reprehensible behaviours and job 

incompetence, co-workers are angered by morally reprehensible behaviours 

and public humiliation, and subordinates are angered by unjust treatment. 54  

One of the most potent elicitors of anger is injustice.  Employees tend to re-

spond to perceptions of unfair treatment with negative emotions, such as an-

ger, outrage, and resentment, which in turn lead to a desire for retribution 

and such behaviours as theft, vandalism, sabotage, but also reduction of or-

ganizational citizenship behaviours, withdrawal, and resistance.  Who reacts 

with theft and vandalism and who reacts with withdrawal depends among 

other things on personality factors such as negative affectivity and agreeable-

ness. 55 Aggression against supervisors also can be linked to perceptions of 

injustice, whereas personality is an important factor when it comes to aggres-

sion against co-workers. 56  

 

Counterproductive work behaviours 

 

Susan Fox and her colleagues asked the question of what makes peo-

ple destructive. They studied counterproductive work behaviours.  These are 

behaviours that are harmful to the organization by directly affecting its func-

tioning or property, or by hurting employees.  They found that organizational 

stressors such as constraints and injustice were associated with anger and 

anxiety, which in turn were associated with organizational types of CWB.  In 

contrast, interpersonal conflict also led to anger and anxiety, but was more 

closely associated with personal CWB.  In short, injustice and conflict make 

people angry and anxious and lead them to engage in destructive behaviour.  

But as mentioned above, anger is not always bad.  Also, expressing anger 

may have beneficial effects for leaders. 
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Are a leaders’ emotions special? 
Leaders’ emotions – transformational leadership 

 
In fact, leader’s emotions have strong effects on others’. Thus 

“Leaders who feel excited, enthusiastic, and energetic themselves are likely 

to similarly energize their followers, as are leaders who feel distressed and 

hostile likely to negatively activate their followers.” 57  For example, a 

leader’s sad emotional expressions make them appear less efficient 58 and 

followers who observe a sad leader feel less enthusiasm and more fatigue.   

 

The power of a leader’s emotions as a leadership tool is appreciated 

for leadership styles that prone the “charismatic” aspect of a leader.  Thus, 

charismatic leaders 59, resonant leaders 60, and, to the degree that a charis-

matic style is part of the transformational leadership style 61, transformational 

leaders all use emotion to motivate employees, to communicate a vision, and 

to excite followers to work towards long-term ideals and strategic  objec-

tives. 62  Transformational leaders are not only meant to be responsive to 

subordinates’ needs and to give, or at least give the appearance of giving, in-

dividual attention to them – tasks that require emotional involvement, but 

also to feel and show optimism. 63  That these leadership styles can be ex-

tremely successful is without doubt.   

 

However, there is a danger to promoting emotions as tools.  First, a 

leader who strategically uses his or her emotions risks to have to “create” the 

right emotions for the right purpose on a regular level.  But those who on a 

daily basis feel obliged to ‘fake’ emotions and to play act an emotional role 

will experience emotional dissonance and hence be at risk for burnout in the 

long run. 

 

A second problem stems from the fact that the success of transforma-

tional or charismatic leadership is intrinsically based on the perception of the 

genuineness of a leader’s emotions.  That is, emotional behaviours that are 

simply used as tools may not work, they may even have perverse side effects.  
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Just as the stereotypical obnoxious used car salesman who greets everyone 

by their first name – without regard to the preferences of those so greeted, 

and whose fake friendliness creates just the opposite impression of the one 

intended.  Thus, followers react negatively to a leader whose verbal message 

does not match their emotional expressions in emotional tone -- an incongru-

ence typical for faked interest or faked liking. 64   Also, leaders who unsuc-

cessfully try to mask negative affect are likely to be perceived as manipulat-

ive and as having self-serving intentions. 65  Hence, transformational or char-

ismatic leaders must be especially adept in regulating their emotions per-

fectly at all times – a tall order indeed. 

 

A third problem and one that is increasingly important in a more di-

verse business environment, is that emotional expressions are not the same 

for everyone.  The same emotions shown by a man or a woman or by a mem-

ber of a different ethnic group are not perceived in the same manner. This ef-

fect has been demonstrated with regard to female leaders. 

   

 

And when the leader is a woman? 
 
Women’s emotional expressions are not perceived in the same man-

ner as are men’s.  This is true for leaders as well.  I have already mentioned 

that anger expressions when shown by a male leader are perceived as a sign 

of higher job efficacy then when sadness expressions are shown.  The same 

is not the case for female leaders.  For female leaders, no difference between 

showing anger or sadness was found, only by showing a non-emotional, neu-

tral, expression could female leaders gain increases in perceptions of job effi-

cacy. 67 Gender and job status can also influence how intense a specific emo-

tion expression is perceived to be. 68  In addition, high status individuals’ 

emotional expressions are often perceived differently.  For example, anger is 

perceived as more legitimate when shown by a high status individual.  To the 

degree that women are frequently perceived as having lower status or that the 

status they have is more often perceived as less legitimate, female leaders ex-
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pressions may not have the same effect as male leaders.  Finally, women are 

generally considered to be more nurturing, whereas men are perceived as 

more agentic.  This difference also makes smiling and the expression of posi-

tive affect more normative for women, and gives men more leeway in the ex-

pression of anger. 69  

 

In sum, emotions can be used as tools to motivate and to express indi-

vidualist attention and caring.  However, this use of emotions as tools may 

come at a price for those leaders who are less apt at emotion regulation.  

Also, it may be difficult to predict which emotions are in fact the best to be 

used in a specific situation, especially in a diverse business environment 

where men and women with different cultural background work together. 

 

Conclusion 

Emotions are ubiquitous in the workplace.  In recent years, the ideal 

of the non-emotional workplace has slowly given way to the realization that 

emotions not only are an indelible part of work life but have an important 

role to play.  The present rapport aimed to show that emotions at the work 

place are implicitly divided into good emotions – those that are conducive to 

the goals of the enterprise and bad emotions – those that are perceived as de-

structive.  This distinction is not fully realistic.  In fact, the emotional work 

that is required to produce ‘good’ emotions reliably and in particular the risk 

of emotional dissonance associated with this endeavour, leads to employee 

dissatisfaction, lack of well-being, and eventually burnout.  In turn, not all 

bad emotions are always bad.  Finally, the risks of good emotions turning 

bad also apply to charismatic and transformational leaders.  This form of 

leadership makes high demands on a leader's emotion regulation ability and 

failure at projecting the right emotion at the right time may lead to loss of le-

gitimacy in the eyes of the employees.  And this task may not be the same for 

male and female leaders because of the overarching societal norms that gov-

ern men’s and women’s emotion expression. 
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In summary, emotions at work are an exciting reality.  Emotions at 

the workplace are not only ubiquitous but may be employed to foster organ-

izational goals – but this need to be done wisely.  Emotions can be faked but 

this faking comes with a price.  The good emotional leader seeks ways to 

make employees’ natural feelings those that are good for the job.  Helping 

employees to be more empathic in their relations with clients and creating an 

environment that is perceived as just are two important means to this goal.   
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