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ABSTRACT

A Holistic Emotions Measurement Model: Using the Viable System

Model to Diagnose Workforce Emotions

Research PurposeThe current study attempted to 1
the research on the causes of workforce emotional experiegceslizing the

cybernetic Viable System Model (VSM) framework, and developing a reference

model to facilitate the integrated view ofhe related aspects of affective

workplace environment.

Methods: Based on VSM distinctionsan analytical tool (named as Holistic
Emotions Measurement ModelHEMM) was developed for gauging the broad
range of the causes of emotional experiences pregailithe work environment.

It facilitated the joineelip functional and the relational view of the entire working
environment adequate for holistic diagnosis of the antecedents of emotions within
the work settings. HEMM was tested empirically by conductsugvey in
Pakistan corporate sector. The development and test of the reference model was

guided by the constructivisimositivism philosophy respectively.

Results: The functional and relational view of the workplace environment
captured by the reference de helped in comprehending the causes of emotional

experiences holistically. The field testing results confirmed the potential

vi



utilization of the tool in diagnosing the antecedents of affective experiences of the

employees while at work.

Conclusion: The current study provided an empirical account on the effective
utilization of organizationalcybernetis principles in the field of organizational
behaviour which has remained largely unexplored till date. VSM framework has
been proposed as a tool for understanding work environment and diagnosing the
causes of the workforce emotions generation, which haaneet the statef-art
theories on emotions managemenhe application of the reference model on
field provided evidence about the convenient use of VSM in conjunction to

Affective Events TheoryAET) as emotions measurement tool.
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{ Chapter 1 J

INTRODUCTION

1.1 BACKGROUND

Emotions have been progressively acknowledged and repased vital

element of social organizations. Organizations are full of emotions due to the
emotional oriented nature of the empl o)
Ozcelik, 2004; Ashforth and Humphrey, 1995). Organizational members have

affective persondéles and affective experiences (Kelly and Barsade, 2001)
making organizations the O6demotional ar e

identified by the empirical research that emotions need to be engaged for



better understanding of the important work aspe€hey are significant for
development and maintenance of group sustainability and their commitment
towards the goal achievement (Chekroun and Brauer, 2002). Therefore,
several researchers and practitioners have been engaged in exploring and
understandig the role of emotions in the organizational context (i.e. Fisher,

2002; Weiss and Cropanzano, 1996).

Emotions experienced by the workforce during work are found to have
significant influence on their work related attitudes, impacting even the most
simple judgmentslike the views they form about their tasks, colleagues, etc.
(Forgas, 2001; Georget al, 1998). The positive emotions (like enthusiasm
and contentment) and negative emotions (like anger and disappointment) have
been found linked with the inddual variations in job satisfaction (Fisher,

2000).

Likewise, emotions have also been confirmed to have influential strength in

i mpacting employeeds work related behay
e.g. productivity, work efficiency, task quality and@o (Martin, 2005; Staw,

Sutton, and Pelled, 1994; Staw and Barsade, 1993). Whenever employees
confront issues while at work, the triggered emotions impact on their
organizational citizenship and counterproductive work behaviours (Belschak

and Hartog, 2009 Negative affect has been found significantly related to

more withdrawal behaviours (LeBret@t al, 2004) whereas positive affect

facilitates the adoption of positive work behaviours like defending the

organization, giving productive recommendationsyoiving in personal



learning and development process, increasing good will and supporting their

colleagues (Haidt, 2000; George and Brief, 1992; George, 1991).

Employees work individually as well as in groups, teams, committees etc.
creating interactionswith other organizational members i.e.-workers,
managers and their clientele. The social connections developed within the
work settings comprise an exhibition of emotions, which in turn have effects

on the organizational functioning (Gobel and Law, 20Research studies

have longestablished that behaviours adopted by the managers can incite
emotional reactions (Humphr ey, 2002;
behaviours within the organization create emotional undercurrents, which
need to be well unddmod for the comprehension of the behavioral
mechanisms within the organization (Vince, 2006). Similarlywookers can

al so stress each another by alienating

confidence (Hackman, 2002).

The positive emotions prort® being helpful to others (Ashkanasy and
Cooper, 2008; Wrzesniewski and Dutton, 2001; Carlson, Charlin, and Miller,
1988). Positive feelings stimulate cooperative, enthusiastic and positive
attitude towards interpersonal tasks (Waugh and Fredrickson,) 2896
compared to negative feelings, which generate distrustful, destructive and
hostile attitudes and behaviours (Forgas, 1999). Organizational members
holding negative feelings exhibit an awkward behaviour specific to other
members and frequently exprgssssimism, anxiety, insecurity and irritation.

A single Otoxicbd organizati ondelel member



dysfunction by influencing the thoughts, feelings and behaviours of others

(Felpet al, 2006).

The research also confirms that eron$ like, happiness, affection, pride,
enthusiasm, anger, guilt, worry etc. can be experienced simply from thinking
about onebds own sahséiouyemeatians grise e dugtd .
arbitrary and subjectivgudgments or evaluations of self (lay and
Buttermore, 2003; Mascolo and Fischer, 1995). ThesecsaBcious emotions
result in seHregulation of social behaviours. They guide people in exhibiting
behaviours and motivate them to observe the ethics and norms (Baueteister

al., 1994).

Sel

Tosum wup, peopl eds emotional experi ence

significant influence on their attitudes and behaviours, having substantial
implications for individuals as well as organizations (Weiss, 2002). The

findings support that understanding of@ions can help management as well

as employees themselves, to explain and predict attitudes and behaviours

within the work settings (Barsade and Gibson, 2007) whereas their neglect and

marginalization can have negative consequences for the whole otgamiza
(Mumby and Putnam, 1992; James and Arroba, 1999; Clarke,-Haitey,

and Kelliher, 2007).

Despite of the nomegligible significance of emotional aspects of the
workforce, the availability of methods for comprehending them are rather
marginal (Fishg 2000). Scholars in organizational behaviour discipline are

constantly faced with challenging question of model utilization to best

investigate the emotional phenomena. Several methods have been adopted by

4



them for understanding the emotional experierafeébe employees, with few
oriented towards the comprehension of the emotions structure while others
focused on the measurement of its causes and consequences. However, the
research on emotions has overemphasized the consequences of emotional
states, athte expense of examining the causes (Weiss, 2002) resulting in the

limited understanding of the causal factors behind the emotional experiences.

For understanding the workforce emotions phenomena, the comprehension of

the reasons behind emotions elicitatare as important as its implications for

the organizati on, creating the O&ébal ance
increased awareness of the reasons behind the experiencing of emotions by the
employees and its subsequent impact on their work relatembroes can
provide management a mean for recogni zi
space and resources to support individuals most exposed to stressors, in order,

to avoid injuring the health of the organization (Nicholson, 1998).

Wei ss and QlOgbpAdfectve Events Sheory (AETS iknown to

be the major endeawdor developing a comprehensive framework capable of

mapping the path of emotional experiences from its causes to consequences
(Erol-Korkmaz, 200; Weggeet al, 2006; Briner, 1999). lestablished that

t he features of t he organi zationodos W O
occurrence of certain work events (Weiss and Cropanzano, 1996) which

provide stimuli, perceived and appraised, inducing positive or negative

emotions (Fox, 2002). The ational experiences, due to these affective work

events, may have immediate influence on work actions or may influence work

attitudes or behaviours over time (Grandey, Tam, and Brauburger, 2002).



Since the development, it has been held as a pivotal peseriof the

workforce emotions, affecting attitudes and behaviours within the workplace
(AshtonJames and Ashkanasy, 2005; Weiss and Beal, 2005). Work events
phenomenon has been used by several researchers in their studies for the
empirical investigatoron t he rol e of work events in
emotions and its subsequent impact on their attitudes and behaviours towards

the organization (e.g. Fisher, 2000; Basch and Fisher, 1998)

Neverthel ess, AET only offers a Omacro
and results of emotions experienced by employees at work (Weiss and Beal,

2005; Weggeet al, 2006). Its explanation of emotional antecedents present

with in the work environmeris more general in nature and needs to be known

better (Brief and Weiss, 2002). It is also limited in conceiving the emotional
antecedents external to organizati on,
affective phenomenon (Ashtalames and Ashkanasy, 200 Ashkanasy and

Daus (2002) suggested that affective events causing emotions must not to be

ignored even if they seem to be unimportant.

The study of emotions in organization
determinants of emotional states spedifiche work environment (Brief and

Weiss, 2002). Work environment is known to have a significant influence on

workers emotional experiences by disposing certain events. Brief and Weiss

(2002 2 9 9) stated fiwe know | ess than we s
environment that are likely to produce particular (positive and negative)

emotionso amongst the individuals (Lind:



Briefand Weiss (2002 99) suggested that dAwhat we d
theories that guide us in identifyirgpecific kinds of work conditions and/or

events (physical, soci al or economi c)
(Lindebaum and Fielden, 2011). In order to meet this requirement, we need to

look for qualitatively rich practical approaches (Fineman, 199®)u i | t from
the ground up rather than i mported from
Weiss, 2002, 300). As the better understanding of the working environment

and its related aspects can lead to enhanced conceptualization of the influence

it holds onworkforce emotional experiences.

It is imperative to take the major aspects of the working environment inherent
to the organizational existence into consideration for assessing their influence
on workforce emotions collectively. These aspects might be functional or
social in nature, botinternal and external to the organization. Focusing on

single aspect in isolation, cannot give the in depth view of the interrelated
organizational work environment characteristics responsible for employees

emotional experiences and reactions.

We need @ take a holistic view of the organizational work environment,
incorporating its main work or operations, management functions, social

relations built within as well as the environment in which it operates. Along

with the affective organizational factos,n e mpl oyeebs affectiywv
also needs to be taken into considerations due to its motivational
characteristics (e.g. Weiss and Cropanzano, 1996). In essence, a complete
understanding of the workforce emotions phenomena within the organizational

sydem requires the composite view of the intennectedness amongst the



everyday organizational functions performed, the social relations built within
and the personality attributes of its members. This integrated view would be
able to provide the bettenderstanding of the composite reasons behind the

emotional experiences of the employees within the organizational settings.

The study proposes that one of the systems approacloeganisational

cybernetics can be useful inwideningt he exi steésgod On@ar it diwen
understanding of workplace determinants of emotional experiences. It offers a

holistic view of the entire functioning and performance of the organization

gaining insights into the present situation and future requirements of the

organization (Epinosa and Walker, 2011).

The concept of system can be understood
with a purpose that work together to cr
Walker, 2011, 6). The purpose of adopting systems approach relates to its
ability to produce a clear holistic acc
social settings (Ackoff, 1971). The systemic interconnectivity amongst

different aspects of the work environment would permit to observe the

collective impact of the workpladeatures on the emotions of the employees.

Beer6s cybernetic Viabl e SylanguagetoMod el (
represent complex soci al systemso6 by ma
organization and the patterns of interaction existing amaihgsh and the

environment (Espinosa and Walker, 2011). Several investigations proposed

VSM as a valuable, effective and stafethe-art reference framework capable

of diagnosing and designing the structure of an organization from a variety of

perspectivesfacilitating managers in coping with complexity more efficiently

8



(Espinoseet al, 2011, Gmuet al, 2010, Leonard, 2007). The use of Viable

System Model (VSM) can significantly aid in gaining a consolidated

functional and social account of an organizadl working environment,

including its operations, management and the external environment. This
functional and relational aspect of the organization together with the

i ndi vidual 0s personality di mension <can
reasons behindhe production of emotions within the organization at the

individual level. In essence, the VSM can provide a holistic comprehension of

t he wor k environment eliciting empl oy

reactions.

The study proposes that VSM can faciktdhe integrated view of the related

aspects of the working environment of the sysiteffocus i.e. its operations,

managerial functions, external environment, social relations and the social

beings embedded within. This holistic view of the organizati@ysitem

offered by VSM will aid in the development of an analytical tool aiming to

develop a broader view of the antecedents of the emotional experiences,
which will of fer a better under standi ng¢

influence on work relatedutcomes (George and Jones, 1996, 1997).

1.2 PROBLEM STATEMENT

Wor kf orce emotions constitute a signif.]
Emotions not only escalate the individual performance within organization but

also further develop his intellectuaapabilities (Bless and Fiedler, Z8)0

playing a significant role in increasing the organizational competitiveness in

the market and sustaining its growth (Forgas and George, 2001).
9



Despite of the significance of emotiortee problem of assessing thauses
behind the workforce emotional experience has remained unsolVes. T
current methodologies and frameworks available for understanding the
antecedents of workforce emotions lack in explaining the work environment
and its features adequately (e.g. AETThis deficiency results in the
fragmented investigation of the affect oriented work related aspects. This
partial view of work environment alsondermines the comprehension of its

effect on the work related outcomes

Therefore, to understand the compleork environment and its interrelated
aspectdunctional, relational, personalve need a guiding framework which
can provide a holistic understanding of the work environmenttaridtegral

features responsible for triggering emotions amongst the gegdo

Over last 50 years, a body of knowledge has been accumulatatied
systems theory which is based on the principle of holistic view, applicable
and transferable across the domains in all the firms of organizblmwever

the application of systns approach to the diagnosis of the antecedents and the

management of workforce emotions is rather marginal.

Beer6s Viable System Model (VSM) inspir
human beings offers a clear basis for the diagnosis and design of canglex

dynamic social organizations (Pfiffner, 2010; Gnetial, 2010; Rios, 2010).

The VSM framework offers an integrated view of the functional, relational

and human perspective inherent to the organizational working environment.

Its structural descriptin of the systembés operations,

environment in which it exists, gives a holistic view of all the members

10



functioning together and the interactions amongst them. Together with the
personal aspect of the employee who makes the smallestof any

organizational system.

The study proposes the adoption of the theory of organisational viability (i.e.
VSM) - to comprehend the interrelated aspects of the working environment for
diagnosing the widespread causes of workforce emotions withime

organization, thus providing a base for its effective management.

1.3 OBJECTIVES OF STUDY

The study of emotions is one of the most densely populated fields of
organizational behaviour academic research. However, there has been
surprisingly marginalresearch on the application of systems theory to the
diagnosis and management of workforce emotions. Similadgpite the
growing research interest in Viable System Model, no study has been
undertaken addressing the potential of VSM framework for githegholistic
accountof the workforce emotional experiences impacting their work related

attitudes and behaviours.

The current study attempts to adopt the cybernetic Viable System Nwodel
comprehend the complex work environment and its interrelated aspect
functional, relational, personalfor the holistic diagnosis of the work
environmentand its features, responsible for triggering emotions amongst the
employeesThis study reflects the appropriateness of the approach adopted by
the management and academi ans f or assessment of

emotional experiences, wigpread in the work environment. The conceptual

11

t

h €



basis of the study is that reasons behind the emotional experiences of the
employees within the organization need to be observdidtibally for its

better conception and management.

The current study attempts to redressthear r owness o6 (Brief and
and O0i mbal anced (Weiss, 2002) i n the r
states by exploring the functional and social anth&éin aspects of the work

environment. lattempts to fill the existing gap by using the VSM framework,

facilitating the integrated view of the related aspects of the working
environment i.e. operations, managerial functions, external environment,

socialré ati ons and empl oyeeds pdevelegpmgmal ity ¢
an analytical tool capable of gauging the broad range of the causes of

emotional experiences prevailing in the work environment.

Following are the objectives to be achieved throughstiigdy:

1. To improve the current understanding of the work environment and
related workforce emotional experiences by reinterpreting them from a

systems perspective.

2. To develop the model for diagnosing the causes of workforce
emotional experiences based thie systems principles of the VSM
used as a conceptual device for producing a holistic understanding of
the work environment producing workforce emotions; such a model
would enhance and complement stat@art theories on emotions

management.

12



3. To test theexplanatory power of the suggested emotions measurement
model to determine the potential benefits for its use in understanding

the affective work environment and its related features.

In nutshell, the study aims to complement the stéi@rt theories ormotions
management by offering a better depiction of the work environment and its
related aspects fatiagnosingthe underlying causes behind the production of

workforce emotions within organizational settings.

First, the study illustrates the potentidlthe VSM as a conceptual device for
classifying the causes of workforce emotional experiences wagebad in

the organization; it develops a tool capable of giving the snapshot of the entire
working environment and its aspects for identifying the arasbehind the

emotional occurring at the individual level within the organization.

Later, the study describes the use of the developed model to assess the impact
of personal and workelated emotional experiences of employees on their

work-related attitdes and behaviours within the organization.

1.4 RESEARCH QUESTIONS

The current investigation addresses the following questions:

1. How the VSM theory can provide a framework for Dbetter
understanding of the entire working environment, and the events in

partc ul ar i nfluencing the employeeds er

2. How VSM, in complement to other stadéart theories of emotions

measurement, can illuminate the existing understanding of the causes

13



behind t he empl oyeeso affective st

e mp | o atteuded and behaviours?

1.5 SIGNIFICANCE OF STUDY

The important contribution made by the current study is development of a
theoretical framework for emotions measurement, capable of giving the
holistic view of work environment and workforce emotions the
organizational settings. The formal studies specific to this knowledge domain
have been marginal. The use of cybernetics approach in emotions
measurement methodologies have been adopted for the first time since the

initial development of this field ahvestigation.

Likewise, the theory of viability i.e. VSM has been proposed for the
management of emotions which is unique in its kind as it has not been done

before.

In the study, VSM framework has been proposed as a tool for classifying the
causes of th workforce emotions generation, which enhances the tate

theories on emotions management.

Al so, Affective Events Theory has been

which is relatively new study in its kind.

1.6 SCOPE OF STUDY

This research s connotation for practitioners and researchers. It gives
empirical evidence on the significance of VSM as a guiding tool for

diagnosing the antecedents of workforce emotions from the functional and the

14



relational perspective, inherent to its sustaingbiland performance.
Corporate heads and managers can implement VSM to manage the emotions

by its effective comprehension and understanding.

1.7 ORGANIZATION OF THESIS

The thesis is based upon seven chapters illustrated below:

UntroductiorQ RA &OdzaasSa G(KS 2LISNI GAZ2ylLt [oF Ol INER
1 statement, the objectives of the study, research questions, its significance, and the
organization of the thesis.

s - R A . L
Witerature Revie@ A Yy Of dzRS& SEUSYaAdS UKS2NBUAOIFE 0o
personality related antecedents and consequences of workforce emotions; the

2 gaps in existing emotions measurement methods and the systems solution tg the
problem.

s

Wheoretical FrameworkHolistic Emotions Measurement Model (HENIM)

elaborates on the development of the model capable of diagnosing the work

3 environment holistically and also outlines the research model for the ground
testing of HEMM.

Wlethodology? KA IKf AIKG&a GKS addzRé RS&aAAY | R2 L

objectives. It discusses the research philosophy, approach, strategyhtineon,

4 data collection methods and data analysis techniques. Further it highlights the
measurement models development and pilot testing.

Pata Analys® RAaOdzaasSa Fo62dzi GKS FTRYAYARINI GA 2y
5 collection for main survey leading to statistical analysis of the proposed
measurement and structural models of the study.

/
'Discussioinchapter deliberates on the findings of the statistical tests to determine
6 the utility of the suggested model (HEMM).
7 W 2 y Of drchidey/tie study with the critical review of the objectives

accomplished and the contribution made to the knowledge along with the
limitations of the study and directions for future research.
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Introduction

The chapter encompasses the literature review pertaining to the workplace
emotions and the systeneinciples of the theory of organizational viability

(i.e. VSM). The first section (2.1) of the chapter presents an overview of the
workforce emotions within organizational settings. It presents details on the
workplace specific causes of emotions eligitatamongst the employees
(2.1.1) and also highlights the role of personality in these emotional
experiences (2.1.2). It proceeds further with the literature pertaining to the
infl uence of i ndi vidual 0s emotions
behaviours(2.1.3). The next section of the chapter delineates on workforce
emotions measurement methods: structure based methodologies (2.2.1) and

event based measurement (2.52fopted for measuring emotions.

Subsequently, section (2.3) introduces the field of systems approach for the
holistic understanding of the workplace environment and summarizes on the
cybernetic Viable System Model (VSM) developed by Stafford Beer (2.3.1). It
highlights onits applications for the diagnosis and design of social systems
(2.3.11). It also discusses its structural arrangement (2)3dnd the main
principles of requisite variety (2.33).and recursivity (2.3.4). Finally, the
chapter deliberates on the applioat of VSM for workforce emotions
management (2.3.2) by suggesting the utilization of its principles of requisite

variety and recursivity for emotions management (2.3.2.1 and 2.3.2.2).

*kkkk
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2.1 EMOTIONS WITHIN ORGANIZATIONAL

SETTINGS

Over time, emotins have been viewed under a number of lenses by a variety
of disciplines, including psychology (Cornelius, 1996), sociology (Williams,
2001), biology (Damasio, 1994), computing technology (Gratch and
Marshella, 2006) and management (Fineman, 2000; Her2i@®1) with
emphasis on its physiological underpinnings (Frijda, 1986), cognitive and
affective accounts(Lazarus, 1991; Plutchik, 1980and social meaning

(Averill, 1980).

The naturalistc onsi der emotions as O6basicdé and
physological mechanisms of an individual (Plutchik, 1980); as stated by Jin
(20009) t hat nf el t e mo tvii @ mughysialegeal det er mi
reactions to environmental information, and once an underlying physiological
mechanism is induced, so Iis a specific
(pg. 8) On the contrary, the social constructivideiberatethat emotions are

socialydef i ned and dep einterpretationgFimechany1938u al 6 s

i.e. physiological arousal to environment information can relay to different felt

and displayed emotions amongst the people involved.

Emotions may be unconditioned responses to theuktimith intrinsic
affective properties or may be conditioned responses based on emotional
values learned fronthe society; in both conditions they involve several
appraisal processes that evaluate the implication of stimuli to the current goals

(Schereret al., 2001). Scherer (1993) has defined emotions as "a sequence of

18



state changes in all of fiviefunctionally defined organismic subsystems i.e.

the cognitive system (appraisal), the autonomic nervous system (arousal), the
motor system (expression),ethmotivational system (action tendencies), and
the monitor system (feeling), occurring in an interdependent and interrelated
fashion in response to the evaluation of a stimulus, an event, or intra
organismic changes as being of central importance to ther meeds and
goals of the organism".

Emoti ons have been identified as Ocent
attention towards the unattended goals through interruption (Simon, 1967).
The studies have confirmed that emotions and cognition work together t
process information and execute action (Gratch & Marsella, 2By, 2001;
Cacioppo & Berntson, 1999 making emotions an essential component of
normal, adaptive decision making and behavior in a variety oflifeal
contexts (Gray, 2004; Adolphs & Dasio, 2001; Bechara, Damasio, &
Damasio, 2000). The functional accounts of emotions suggest that they are
particularly helpful in decision makingBeer, Knight, Esposito, 2006).
Damasio and colleaguenfirmed that damage to ventromedial prefrontal
cortex prevents emotional signals from guiding decision making in an
advantageous direction, particularly for social decisi (Bechara, Damasio,

AntonioDamasio, & Lee, 1999).

The study of role and effect of emotions at work became the topic of interest
for organizational behavior researchers before World War Il (Weiss and Brief,
2001).Emotions and managing emotions in the workplareainedmplicitly

at the core of managemeptactice and development but its importance in
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organizational life has long been underestimated by management theories

(Brief and Weiss, 2002; Sturdy, 2003)or several years, the management

literature emphasized the rationality of business and sugigesianizational

regul ators to Omanaged emotions out of
Pappas, 2008)They were treated as something marginal, idiosyncraioe:

routine and perceived as negative, causing interruption in rational approach,

both by reseahers as well as practitioners (Fineman, 2060he scholarly

research of emotions within work settings published by Hochschild (1987,

2003) which identified that the expression of explicit emotions are extremely
important as part of job performancer fmaximizationof organizational

productivity,t i t | ed & e molLater,othre antroddcterb af the ddncept

of 6emot i on ay Mayenanad Saloveg1®Ivc-kedf i ned as fAth
ability to perceive emotions, to access and generate emotions smssidt

thought, to understand emotions and emotional knowledge, and to reflectively

regulate emotions so as to promote emotional and intellectual grcamith'its

followed popularization by Goleman (1995)irected the interest of

researchers towards thevestigation of emotions within work settings

exponentially.

Recent research into emotions within work settings has identifegcpositive

and negative emotions are intrinsic part of our daily lives due to which they
constitute a vital element of owocial life in general and our behaviour in
organizations in particular (Forgas, 1995, 2000). Work is the most frequent of

our | ifeds activities, but it is not an

basic behavioral processes (Weiss, 2002)th@ncontrary, it is a place where
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all of our basic processes perform daily e.g. cognitive processes, emotional
processes, perceptual and behavioral processes and so on. People feel angry,

anxious, happy, embarrassed, worried etc. while at work (Weiss).2002

Organizational research has increasingly recognized the emotional nature of
organization and organizational life (Barsade and Gibson, 2007; Ashkeinasy
al., 2002; Brief and Weiss, 2002; Fisher and Ashkanasy, 2000; Elstbath

1998) resulting in the immense increase of these investigations since last
decade (Von Glinovet al, 2004; Yukl, 2002; Fineman, 2003; Ashkanasy

al., 2000). There is an obvious development of an ematorric
organizational research (Hochschild,799 1983). The emerging research
specific to the influence and role of affect has unfastened an exciting area of
investigation (Ashkanasy, Hartel, and Zerbe, 2000). Rather, the studies of
workplace emotions have taken a shape of the main area of devetopme
management research and practices in twenty first century (Ashkanasy and

Daus, 2002).

The research findings have wdibcumented the affiliation of emotions and

work role (Rafaeliand Sutton, 1987; Gibson, 2006) influencing attitudes and
behaviours of the employees (Ashforth and Humphrey, 1995; Fisher, 1998;

Cote and Morgan, 2002; Baumiester, Vohs, and Dewall, 2007). Locke and
Latham (1990, 230) st at eologidalaftel fdir e mot i on
actiono, making the emotions at work ub
Several findings have identified the connection of emotions with leader

member relationships, change management, learning management, customer

relationship mamgement and so on (George, 1990; Fineman, 1993).
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The impact of workforce emotional experiences on their attitudes and
behaviours is imperative for individual as well as organizational performance
Research has confirmed t haperforemamoet i ons
Sever al studies have solidified that
vividly to his/her creativity (Amabileet al, 2005), perceptions (Isen and
Baron, 1991), attitudes (Judege al, 1998), performance (Staw and Barsade,
1993) sodal behaviour (George and Brief, 19929 well asdecision making

(Cyert and March, 1992) by involvimqsychological factors (Pettigrew, 1992),
sucha®i nt ui t i ons;Minziiee am 8Vestdey, 20D Br3y&ining

O6bounded (Simdnjle57al i t y o

The inquiry concerned with feelings and emotions of workers is broadly
focused on two dimensiond) how organizations affect therand 2) how

they affect organization (Brief and Weiss, 2002). Organizational research on
emotions has overgrhasized the consequences of emotional states, at the
expense of examining the causes. The imbalance created between the two has
increased the need of deliberate investigation of the causal factors existing

within the working environment (Weiss, 2002).

Recent researchers have identified several work andvook related features
as the antecedents to emotional experiences during work, e.g. organizational
change, job characteristics, affective personality, role conflict, performance

monitoring, organizatioal status are amosghe few (Weiss, 2002).

An individual entering into the organizational setting carries along with him
his’/her affective personality and a variety of affective components such as

moods, emotions, emotional intelligence, sentimentd, skills (Kelly and
22



Barsade, 2001) shaping Hisr attitudes and behaviours while at wokte
interacts with other employees within the same or other unit for the fulfilment
of delegated tasks. This coordination and interaction amongst the
organizational rambers is substantial as employees create emotional reactions

to the behaviours of the other people.

Cowor kers can influence each otherads pc¢
behaviours at work. As Kahn (200&uggests that close interpersonal
relationshig with cowor ker s have a positive impac
related perceptions (Ibarra and Andrews, 1993) and attitudinal and behavioral
outcomes (Bommeet al, 2003; Mitraet al, 2008) meaning that cevorkers

actions can influence their peers work attitudes such as job satisfaction,

organizational commitment, and intention to remain within the organization.

Employes also interact with people constituting management who regulate
the waking of the unit by providing directions and resources for goal
attainment. The research studies have -Hestgblished that behaviours
adopted by the managers can incite emotional reactions (Humphrey, 2002;
Pescosolido, 2002). The communication networkwben workers and
regulators creates the internal environment of the organization. To reduce
uncertainty, information and cues leading to attitude formation are derived by
employees not only from the intrinsic characteristics of the task but from the
supevisor (Salancik and Pfeffer, 1978) and from theacwrker (Pollocket al,

2000) as they are in frequent contact with the employee and therefore

information provider on regular basis (Thomas and Griffin, 1983).
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This interaction is not only confined to thiaternal members of the

organization but it also extends to the people they interact with from the

external environment i.e. customers, suppliers, agencies etc. These relations

are a natural part of the work environment which might be pleasant or
frustratel in nature (De Drewet al, 2003). Within organizations, emotions

serve as the soci al glue that can pote
(Fineman, 1993, 15). Emotions play a pivotal role in developing and
regulating the relationships developed witlthe organizational internal as

well as the external members.

Beer (1979), the father managerial cybernetiightly said that the separate

things increasingly become connected together, receiving complexifying
interference from every other level too diwewhich complexity proliferates

and becomes unmanageabl e. He further
complexity is bound into the world of
understoodat t h e A p h yisthedeleba whchathe whote ystém is

awholeior not at allo (1979, 29 & 36).

The following sections (2.1.1 and 2.1.2) present the literature review of the
personal and work related characteristics identified by the previous
organizational behaviour research as crucial to emotional activatil
experiences amongst the employees; to buyiich case for the utilization of
systems approach for understanding wsgecad causes of emotional

experiences within the work environmeras a whole.
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2.1.1 Work Features and Emotional Experiences

The work features combined to make work environment are known to have

significant relationship wi t h empl oy ee

workplace endogenous factors have been found to produce moods and
emotions (George, 1996; George and Brief, 1992; §vaisd Cropanzano,

1996) e.g. stressful events, leaders, workgroups characteristics, physical
settings, organizational rewards and punishments etc. (Brief and Weiss, 2002).
These worlfeatures and issues related to them can result in emotional
inducementswi ch may i mpact on empl oyeeos
organizational citizenship and/or counterproductive behaviours (Belschak and

Hartog, 2009).

The comprehensive literature review outlines the main features related to

]

ob

working environment havingpeer cussi ons for empl oyeeobs

categorized as: work context, management functions, interpersonal relations,

and external environment. Each one of them has been discussed below:

2.1.1.1 Work Context

The job assigned to the employee leadiogards the accomplishment of
organizational goals holds significance not only for the organization but for
the employee who is performing it. The work context characterized by job
overloading, role conflict and ambiguity interfering with job activities and
performance are the potential stressors (Spector and Fox, 2005) leading to
aggressive behaviours to reduce unpleasant emotional experience (Penney and

Spector, 2005).
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Basch and Fisher (1998) reported that employees feel positive emotions due to
successfutask completion, involvement in challenging tasks and by having
higher influence and control over their work. They further reported the
negative emotions felt by the employees due to the lack of their influence or
control over their work. Judge athmmeyer-Mueller (2008) in their study
found that amongst atraffic controllers the higher level of workload was
related to increased negative affect and decreased positive affect (Repetti,
1993). Similarly, Weggeet al (2006) in their investigation on unngity
employees found that high workload along with task problems have positive
correlation with negative emotions. Also, Rafaeli and Sutton (1990) finding
supported that store busyness was rel af

positive emotions.

On the other hand, several classical studies have well documented the
relationship of job characteristics with affective response (Cummings and
Burger, 1976; Dunham, 1979). Jongeal (2001) in their twewave panel
study of health care professionals foundeampirical support for the influence

of job characteristics on psychological wiedlings of the workers. Saavedra
and Kwun (2000) viewed through a felactor measurement scheme that job
characteristics including task significance, task autonomy and ¢aslodick

were positively and significantly related to positive emotions.

Along with the influence on affective experiences, job characteristics also hold
direct as well as indirect impact on personal and work outcomes (Renn and
Vandenberg, 1995). Sokoy@000) reported that job characteristics regulate

the level of job satisfaction. Adler (1991) supported that employees reported
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higher levels of satisfaction when they had higher perceptions of skill variety,
task significance, autonomy and feedback. Janaed Tetrick (1986)

confirmed that job characteristics are the solid reason for job satisfaction.
Judge, Erez, and Bono (1998) suggested the mediating relationship of job

characteristics between core selfaluation and job satisfaction.

The emotions felby employees are not limited to the job undertaken by them.
The management activities (discussed in next section) embarked for goals

accomplishment play a significant role in triggering their emotions as well.

2.1.1.2 Management Functions

Managerial ativities coordinate the efforts of employees to accomplish
desired goals and objectives using available resources efficiently and
effectively. Management comprises the interlocking functions of formulating
policies, planning goals and objectives, orgargzicoordinating, controlling
and directing a firmds resources t
inherent to the managerial activities (Clarke, Héfaley, and Kelliher,
2007) . They play a substanti al rol e

during work.

The goals and the plans, together with policies and procedures which shape
the behaviour of the individuals in organizations (Beer, 1979) have been found
to elicit employees6 emotions (e.g.
Bash and Fishie 1998). The studies conducted by Hartel, Hsu, and Boyle
(2002) and Kelly and Barsade (2001) emphasized the close connections

between organizationd#vel policies and emotional outcomes (Ashkanasy,
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2003). Ashkanasy (2003) suggested that organizatioradigso can impact
directly on employees in shape of affective events triggered by the managers

(Weiss and Cropanzano, 1996).

Likewise, prior research confirmed that the process of resource allocation
provokes strong emotions (Johansson, Eek, Caprali anthg;a2010). Job

resources including physical, social, psychological, or organizational aspects

of the job are functional in achieving work goal®émerouti and Bakker,

2011). Abundance of job resources trigger affective experiences which in turn
mayassoci ate posit i \Denterouti widBakker,@0hx|l oyeeds
Xanthopoulouet al, 2012) and organizational outcomes as they induce

employees to meet their work goals (Meijman and Mulder, 1998).

Schaufeli and Van Rhenen (2006) identified in a esmstonal study that
employees working in resourceful working environments feel enthusiasm,
pride and joy while working (Xanthopoulat al, 2012). On the other hand,
lack of resources restraining employees for completing their job is associated
with negatve emotions and counterproductive work behaviours (Etdal,
2012). Also, the expectations of the employee from the empspgificto
competitive wages, promotional opportunities, job trainings in lieu of his
energy, time and skills can result in @mnal and behavioral reactions if

unfulfilled (Kickul, 2001).

Performance assessment is the most important managerial tool to assess the
performance levels within the organization in order to sustain it or increase it
to its optimum (Zhu and Dowling, 98). Several studies have supported the

relationship between organizational control mechanisms e.g. punishment and
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rewards and emotional experiences (Brief and Weiss, 2002). When employees
perceive that the managerial processes and decisions are unfamedhital,
it results in anger and frustration among the employees (Morrison and

Robinson, 1997) and vice versa.

Saavedra and Kwun (2000) conducted a study on 360 managers and found that
task feedback was positively and significantly associated witlxagbn.
Similarly, Grandey, Tam, and Brauberger (2002) found in their study of young
workers with part time jobs that recognition from supervisors for work
performance (Tenhiala and Lount Jr, 2012) was the main cause of pride

whereas its absence causedai®we emotions (Bash and Fisher, 1998).

On the other hand, Kiefer (2005) identified that the change adapted and
implemented by the organizational management have the potential of eliciting
negative emotions within the employees, due to their percepbbresn

insecure future, inadequate working conditions and mistreatment by the

organization.

Nevertheless, leadership practices facilitating positive emotional climate in an
organization is conducive of positive organizaticleziel outcomes in terms

of performance (Ozcelik, Langton, and Aldrich, 2008).

2.1.1.3 Interpersonal Relations

Interpersonal relations at work constitute the day to day interaction between
co-workers, managers and employees. These interactions and relationships
with their ceworkers, managers, etc., both within and outside the workplace,

are likely to be emotionallsaturated as compared to typical task performance
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(Judge and Kammeyddueller, 2008) and influence the work outcomes

(Grant 2008; Pratt and Ashforth, 2003). As Kahn (1998) noted that

Afempl oyees form emotional attachment s
relationships and beneath the layer of formal organizational structure, these
relationships and emotions shape how they engage in their work
environment 0. Friendships and hel pful [
empl oyeebs attit umdand jobl corkmatmentdMorrisbrgt i sf ac
2009; Zagenczylet al, 2010) but also impact work outcomes by establishing
supportive climate, i ncreasing empl o
organizational productivity and so on (Crabtree, 2004; Song and Olshfski,

2008).

On the contrary, the absence of helpful social interactions can create stress and

tension (Steotzer, 2010). Interpersonal relationship problems at work lead to
6conflictéo. Sever al schol ars have rep
associations between dewji with conflicts and performance (Jehn and

Mannix, 2001). Conflict has been suggested to interfere with organizational
performance and reduce satisfaction due to the tension and bitterness created

which further distracts the people from performing thek téDe Dreu and

Weingart, 2003). Carnevale and Probst (1998) explained it in terms of
6cognitive |l oaddé that as conflict i nten
which influences on the reasoning and creative thinking capacity of the
individual, hanpering the information processing and the resultant team

performance (De Dreu and Weingart, 2003).
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Positive interpersonal relationships at work foster a variety of beneficial
outcomes for individuals as well as organizations as good interpersonal
relationdiips at work helps to reduce depression (Stoetzer, 2010). The
emotional quality of interpersonal relationships at work needs to be positive

for making the organizational climate supportive.

Research findings suggested that employees experiencing anger e

co-worker often indulge in aggressive behaviougs screaming, assaulting

leaingt he wor kpl ace to O6cool downod (Gl omb
suggests the significant role of interpersonal relationships in provoking
emotions at work wigh contribute enormously to the individual and/or

organizational productivity.

2.1.1.4 Environment

An environment consists of the general and the specific agents with whom the

organization interacts directly or indirectly.

The general environment inclesl economic, social, technological, legal and

political aspects. The events pertaining to external environment like inter
organizational negotiation, economic transactions, legal, political and social
changes, may | mpact on e nghtbondameseadds mood s

Ashkanasy, 2004).

The operational environment of any organization includes the suppliers,
buyers, competitors and the industry. The empirical investigations done by
researchers identified that mistreatment from the client/customer elicited

negative feelings of anger amongst the workers (Grandey, Tam, and
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Braubuger, 2002). Similarly, clients/customers also trigger the positive affect

of the organizational members.

Likewise, the environment also includes the commuhity | di ng empl oy e e
families, friends, social groups and so on. Life events have important effects

on people (Clark and Oswald, 2002). The person experiencing crisis in his/her

personal life may react to the situations and occurrences in organizational

settings more intensely asmpared to the one who is contented and happy in

his life. The research also supports that the relationship between job

satisfaction and life satisfaction is reciprocal (Judge and Watanabe, 1994). If

someoneb6s job experi emrcanewgyitmadygother 1 nt o
ot her way as wel |l Il .e. a happy or wunhap
or 6evaluation6é (Saari and Judge, 2004)

In essence, the workplace aspects encompassing daily work, routine
organizational functions, managerial adieg, interpersonal relations with

other members and external environment actors play a dominant role in
triggering emotions amongst the employees. However, emotions elicitation

amongst the workforce members is not restricted to working environment

featurs b ut an individual s own personalit

process.

The next section (2.1.2) details on the influence of personality on emotional

experiences of the employees at work.
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2.1.2 Personality and Emotional Experiences

Personality plays a crucial role with respect to emotional experiences and
reactions in workplace contexts (Spector and Fox, 2005). People appraise
work context and link specific patterns of appraisal to specific emotions and
behavioral tendencies (Capraaamd Cervone, 2000) on the basis of their
personality characteristics. The prior research provides evidence that
personality traits are related to the affective experiences or states (Judge and

KammeyerMueller, 2008; Mooradian and Olver, 1997).

Studies investigating longerm psychological distress associated neuroticism
with being depressed, angry, embarrassed, worried etc. (Matzler and Renzl,
2007) and tend to show greater reactivity to negative events (Ormel and
Wohlfarth, 1991). Henle and Gross (20i8ported that employees with lower
emotional stability or conscientiousness experienced more negative emotions

and perceived higher level of abusive supervision.

Researchers have stressed the importance of assessing individual differences
specific to persnality (Fida, et al, 2012) as personality characteristics
intervene in the perceptions, emotional responsiveness and behavioral re

activities (Bolger and Schilling, 1991).

There is empirical work that postulates that affective personalities explain
variation in attitudes and behaviour at work (e.g. Isen, 2000; LeDoux, 1998;
Judge and Kammeydiueller, 2008; Alarcon, Eschleman and Bowling,
2009). An investigation conducted by Judge,zEaed Bono (1998)using a

core selevaluation (CSE) construct which e pr esent s an
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fundamental beliefs about his or her own competence andwseh-
confirmed that the people holding positive evaluation about themselves are
more driven to execute their jobs. Joo, Jeung and Yoon (2010) in cross
sectional surwe of a Korean company reported 37% variance in job

performance due to core selWaluation and intrinsic motivation.

Together with affective disposition, the work specific causes of emotions
production within work settings contribute considerably to ttikudes and

behaviours adopted by the workers while at work (discussed in next section.).

2.1.3 Employees Emotions and WorkRelated Outcomes

In the previous sections, we identified the work features and the personality as

the potential factors forelii t i ng t he empl oyeebds emoti ol

study presents in detail the i mpact

their work related attitudes and behaviours.

Emoti ons thmev@®ni ngpave the <capacity

(Callahan, 208). Lazarus (1991) stated, when people are reacting to the
emotions, coping with it becomes the priority which takes precedence over
other behaviours (Weiss and Cropanzano, 1996). The role of emotions as
important factors in understanding the workforcétwates and behaviours is

well-established (Zerbe, Ashkanasy, and Hartel, 2006) as their better
understanding is not possible without taking into account the affective aspect
related to it (Ashforth and Humphrey, 1995). The propensity to experience
positive emotions has been associated with success in everyday life

(Lyubomirsky, King, and Diener, 2009stradaet al (1994) confirmed that
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positive affect have been displayed to increase the level of intrinsic
motivation; whereas negative affect lead to lowerels of expectation and
valence for rewards, resulting in lesfective performance (Erez and Isen,
2002). On the other hand, negative emotions like sadness in response to work
events are significantly predictive of intentions to leave the job andinaith

from the work environment (Grandey, Tam, and Brauberger, 2002).

Contemporary research suggests that affective traits (Judge and Larsen, 2001)
and experiences (Weiss, Nicholas and Daus, 1999) lead to emotions
exhaustion, resulting in poorer work perfance (Cropanzano, Rupp and
Byrne, 2003). The researchers have been increasingly exploring the role of
emotions in the attitudes and the behaviours of the employees (e.g. Ashkanasy,
2004; Weiss, 2002). The prior research findinggardingattitudinal and

behavioral outcomes have been highlighted in section 2.1.3.1 and 2.1.3.2.

2.1.3.1 Attitudinal Outcomes

The attitudes may be described as the viewpoints of the employees towards
their job, organization and so on. Classical and contemporary researchers have
insisted that attitudes and reasoning of employees cannot be fully understood
without taking emotionaaspect into the consideration (Simon, 1967; Frijda,

1993).

Job Satisfaction:

On the basis of previous research support it can be safely said that much of the
variation in job satisfactions may be due to the variation in mood and

emotions (Weiss and Quanzano, 1996; Fisher, 2002). Fisher (1998) stated
35



that both positive and negative emotions make unique contribution to job
satisfaction. She further identified that the frequency (net) of positive
emotions is a better predictor of satisfaction than itensity. Cote and
Morgan (2002) reported that the amplification of pleasant emotions increases
the job satisfaction whereas the suppression of unpleasant emotions decreases

the job satisfaction.

Likewise, a majority of affeepriented research has estabid a strong link
between personality characteristics and job satisfaction directly (e.g. Judge,
Heller and Mount, 2002; Judge and Bono, 2001; Judge, Bono and Locke,
2000) as well as indirectly (e.g. Watson, 2000; McCrae and Costa, 1991). The
metaanalytical study conducted by Judge and Bono (2001) identified the
relationship between job satisfaction and personality traituroticism, sel

esteem, locus of control and generalized-s#itacy.

Organ and Ryan (1995) also suggest that job satisfacti@orrelated with
organizational citizenship behaviours. Similarly, a comprehensive review of
301 studies by Judge, Thoresen, Bono and Patton (2001) supported the

correlation between job satisfaction and performance.

Organizational Commitment:

A large group of researchers accept that affective responses in organizations
hold influence in Ilinking organizational daily work experiences to
organizational commitment (Klger, 1977; Klinger, Barta, and Maxeiner,

1980). Organizational commitment (OC) has béefined by Mowday, Porter,

and Steer (1982) as A an i denti ficat.i
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organization, a desire to belong to the organization and a willingness to

di splay effort on behalf of the organi z
typesof commitments have been proposed including identification, normative,

affective, continuance, value, moral due to which an employee prefers to

continue working in the same organization. Research has established that a
committed employee exerts more effan performing his/her job. The

commitment of the employee has certain implications on the performance of

the organization as lack of it increases the chances of turnover and search for

other options (Mathieu and Zajac, 1990).

Rhoadeset al (2001) stad that organizational features like rewards,
supervisor support and justice dispensed within organizational procedures play
influential role in forming organizational commitment. A midvel study
conducted in China Mainland by Li, Ahlstrom, and Ashisné&010) found
positive relation of the feelings of guilt and determination with organizational
commitment thus, supporting the relationship between commitment and

emotions in the organizational setting.

2.1.3.2 Behavioral Outcomes

Organizational membes 6 behavi our has been known
influence on the performance of the organization. Emotions being conscious,
intense, specific have been claimed a strong predictor of the behaviour as they
preoccupy the individual and direct his/her behari@Veiss and Cropanzano,

1996).
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Organizational Citizenship Behaviour:

Organizational Citizenship Behaviour (OCB) is often described as-et&a

behaviour that benefits organization and its members (Organ, 1988; Van Dyne

et al, 1995). Podsakofet al (2009, 124) stated, nOC
behavior al cues of an empl oyeeos comm
organi zationo. Some research findings h
with organizational performance and viability (Podsakoff and MacKenzie,

1997). William and Anderson (1991) testified the two dimensions of OCB:
interpersonal (OCB) and organizational (OCB®). OCB/ classification is

directed at the individuals e.g. supporting workers in performing their tasks

etc. whereas OCB is targeted dwards the organization as a whole e.g.

suggesting improvements to the organization.

Research supports that positive affect

of extrarole behaviours (George and Brief, 1992). George and Brief (1992)

stat ed, vd imdo@ camp leaslita O®CBs as protecting organization,
making constructive suggestions, develo
(Lee and Al Il en, 2002, 132) . Forgas (19
generate a more optimistic, cooperative, and confidapproach to

interpersonal tasks, while negative moods promote a more pessimistic,
competitive, and antagonistic approachc¢
positive affect promotes helping attitude towards others (Carlson, Charlin, and

Miller, 1988). Sinlarly, George (1991) in his study found that sales people in

the retail organizations who experienced positive affect at work were more

spontaneous and helpful toward theirvorkers.
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Counterproductive Work Behaviour:

On the other hand, Spector and hidleagues concluded in their study that

negative emotions laid foundations for counterproductive work behaviour
(CwB) (Spector and Fox, 2005) . CWB refe
i ntends t o harm organizations or peop
Diefendorff, 2009, 260). It is prevalent in workplace and one of the biggest
challenges faced by the organizations (Chappell and Di Martino, 2006).
Robinson and Bennett (1995) made a distinction between different aspects of

CWB categorized as interpersomalorganizational. The interpersonal (CWB

I) aspect covers the behaviours directed towards thveockers e.g. hurting a

coworker; whereas organizational (CW®B) dimension included the

behaviours towards the organization as a whole e.g. showing no réspect

work timings.

The research evidence suggested that undesirable occurring within the
organization resulted in negative emotional experiences hampering the
interpersonal cerdination required for performing job (Bagozzi, 2003).
Likewise, Foxet al (2001) found that the negative affectivity mediated the

relationship between CWB and job stressors, fully as well as partially.

2.2 EXISTING EMOTIONS MEASUREMENT METHODS

In the previous section (2.1) we summarized what current research has
identified as pant i al per sonal and wor k rel at e
emotional experiences and its subsequent influence on their attitudes and

behaviours which necessitates effective handling of workforce emotions
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Emotionsfree workplace is unrealistic which puts ardiéidnal responsibility

on management for adopting appropriate measureddtier dealing with
emotional situations.If the managers remain unsuccessful in reducing
damaging emotions, the work environment may become hostile leading to
low-morale, sukstandard performance and high turnover of the employees.
The emotions management process starts well with the comprahehsioe
underlying causes which triggered the workforce emotions and emotional
behaviors.Thus, n this part of the study we attempt to explore about the

methodologies and tools available fecognizingand measuring emotions

In recent years, severalahces have been made specific to the measurement
of individual level components e.g. physiological response patterns
(Stemmler, 2003), brain processes (Davidstnal, 2003), evaluation of
situations (Schereet al, 2001), and expressed behaviour (Hpmiet al,
2005). However, the availability of methods for assessing the affective states
or experiences of a person, while confronted with particular events, is rather

marginal (Scherer, 2005).

The existing emotions measurement methods used for compiirbe
workforce emotions can be broadly categorized as: structure based methods
and event based methods. The structure based methods focus on the structure
of affect for conceptualizing and analyzing the affective experiences of the
employees; whereas evemased methods emphasis on the causes and
consequences for comprehending and measuring workforce emotions within

the organization.
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The existing methods have their own pros and cons. There are a number of
conceptual and methodological challenges assatiaith the measurement of
emotions as a dynamic variable (Gsteal, 2012). There is no single geld

standard method for measurement of emotions (Scherer, 2005).

Predominantly researchers have focused on the structure of affect for
organizing, compreheimt and measuring the affective experiences within the
organization. The most prominent affect oriented methodologies or tools have

been highlighted in section (2.2.1 and 2.2.2).

2.2.1 Structure Oriented Methodologies

Researchers long relied on dimensiomaodels of affect to investigate
emotions. Dimensional models assume that emotions such as anger, sadness,
fear and so on, share a common set of more basic psychological properties that
are defined by two dimensions. Various dimensional models of afteat h

been proposed (e.g. Watson and Tellegen, 1985; Thayer, 1986; Larsen and
Diener, 1992). Most of the research focused on two: the valence/arousal
dimensions associated with circumplex model of affect (Barrett and Russell,
1999) and negative activation A\ and positive activation (PA) dimensions
associated with a simple structure model of affect (Watson and Tellegen,

1985).

A | arge class of assessment i nstrument s
130 itemsMoods Adjective Check List (MACL); followed by Zuckerman
and Lubinds ( IMRlBpte ) Affedt 3Adjectivet @hetk List

(MAACL), developed by with three subscales: depression, anxiety and
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hostility. The revised version nam&tAACL -R allowed for several pleasant
emotion scores as well. D67 based on activation, arousal and affect theory,
Thayer publishedActivation-Deactivation Adjective Check List (AD
ACL). Later in 1977, I1zard develop@&ifferential Emotions Scale (DES)or
evaluating various discrete emotions. In 1988, Watson, Ctrét Tellegen
developedPositive Affect Negative Affect Schedule (PANASjocused on
positive affect (higharousal pleasant) and negative affect (Fagbusal
unpleasant); grounded on affect circumplex model. Mattetval (1990)
developedMood Adjective Checklist (UWIST) representing affect along the
two bipolar dimensions of Energetic Arousal, which ranges from pleasant
activation to urpleasanteactivation and Tense Arousal which ranges from
unpleasantctivation to pleasardeactivation (Geeet al, 2012). It was not
optimal for capturing momentary fluctuations in affect over short periods of
time. To remove this discrepancy, Geteal (2012) developedlomentary
Affect Scale (MAS)based on UWIST to measure variations in affect at the
with-in person lgel over time. It is a two item scale that measures Energetic
Arousal and Tense Arousal at a single moment in tifuethermore, Warr
(1990) presented a model of wenddated affective welbeing with anxiety
contentment and depressienthusiasm as the kendicators.Also, Geneva
Emotion Wheel (GEW) was developed based on 20 distinct emotion
families, to obtain selfeport of felt emotions elicited by events or objects;

having its roots in Schererbd6s (2005) Co

The above mentioned scales comprised of several wdesgeribing feelings

and emotionsto be numbered based on the Likert scale (with different point
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formats) provided, indicating to what extent you are feeling like this at present
moment or have felt @r the past week (Watsaet al, 1988; Larsen and

Fredrickson, 1999).

Whilst some measures attempted to assess a range of emotions/moods, other
concentrate on single emotion such as anger, envy, jealousy and so on. A
technique is simply to ask researchtiggants to rate how they are feeling on

a specific emotion, e.gthe StateTrait Anger Expression Inventory -

STAXI (Spielberger, 1996Dispositional Envy Scale’ DES (Smith, Parrott,
Diener, Hoyle, and Kim, 1999); -Qonner et al. (1997) measure of
interpersonal guilt, to measure anger, envy and interpersonal guilt among
individuals respectively. Nevertheless, capturing the dynamic aspects of
workforce emotions by keeping the focus limited to affect structure is

inadequate.

The emerging research viewsdhemotions as valenced respomseexternal
stimuli and/or internal mental representations involving changes across
multiple response systems including experiential, behavioral and peripheral
physiological (Gross, 1998, 1999; Camioet al, 2000). Depicting that
emotion is actually a reaction to an event (Weiss and Cropanzano, 1996). This
view is consistent with many schools of thoughts, such as the cognitive
perspective of emotion (Lazarus, 1991), and the evolutionary view ofe@mot
(Plutchik and Kellerman, 1980), as well as the social constructive approach of
emotion (Thoits, 1989). Frijda (1993) argues that the experience of affect is
intricately tied to the appraisal of the event. These appraisal result in

experiencing differenemotions (Smith and Ellsworth, 1985, 1987) e.g. if a
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person identifies that he has not been willingly treated well by someone, he is
likely to experience anger as a result to this appral$edorists also support
that an emotion includes action readsés deal with environment through

increased arousal and vigilance.

The understanding of emotional experiences without taking into account the
causes behind their provocation and the subsequent reactions cannot
illuminate their implications within organiganal settings. Focusing merely

on affect structure at the expense of their proximal causes and consequences
may result in partial understanding of the emotional phenomena; as affective
structure may capture something necessary but not sufficient eredaggdrto

the appraisal of events/objects or the causes and the consequent attitudes
and/or behaviours in relation to these events (Barrett and Russell, 1999).
Therefore, event based measurement of emotions can provide a better
conceptualization of the emons phenomenon in work settings and this
understanding can be utilized further for increasing individual and/or

organizational productivity.

2.2.2 Event Based Measurement

Emotions are object oriented (Frijda, 1993) and therefore it is imperative to
undestand the object/event i.e. cause of specific emotional experience for
understanding and predicting responses (Weiss and Cropanzano, 1996).
Therefore, based on appraisal model, the current organizational behavior
research proposdethat working environmenpredisposes the occurrence of
work events, which are the proximal causes of affective states and reactions of

employees (Weiss and Corpanzano, 1996; llies, Keeney, and Scott, 2011);
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implying that one way to measure emotion is to measure cognitive apgpraisa
of specific situations or events. As

about his/her emotional experiences indirectly (Larsen and Fredrickson, 1999).

Work events have remained a significant method of measuring workforce
emotions (e.g. Basch andsker, 1998; Fisher, 2000; Wegge al, 2006;
Grandery, Tam, and Brauburger, 2002). Researchers attempted to explore
specific events that might arouse emotions at work. Studies on daily hassles
and uplifts also gave an insight into event level phenommrauated either
positively or negatively (e.g. Kanner, Coyne, Schaefer and Lazarus, 1981).
Several studies tried to explore which type of work events lead to the
experiencing of particular set of negative and positive emotions e.g. anger,

happiness etcB@sch and Fisher, 1998).

Based on work eventtheory Weiss and Cropanzano (1996@gveloped
Affective Events Theory (AET; figure 2.1)which attempted to combine the
investigation of the structure of the affective experience as well agotfkéng
environmeét behind this affective experiencéffirming them equally
importan) and focused on work events as the main indicator of the causes of
emotional experiences within work settingshtonJames and Ashkanasy,

2005).

AET is known to be the first attemgbr developing a comprehensive
framework capable of elucidating emotional experiences of employees with
adequate focus on the causes as well as the consequences of these emotional
experiences at work (Erlorkmaz, 2010; Briner, 1999). It offers a

0 ma crruocsttur ed f or better understanding
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with adequate focus on its causes, structure and consequdiess @nd

Cropanzano, 19968Veggeet al, 2006).

Affective
Disposition

Affect-Driven
Behavior

Affective Work Attitudes
Work Events

”?| Reactions

Judgment-Driven
Work Environment Behavior

Features

Figure 2.1: Affective Events Theory Framework
Source Weiss & Cropanzano (1996, 12)

Central to the theory is that the causes behind the dynamic workforce
emotions can be endogenous (i.e. affective personality) as well as exogenous
(i.,e. work environment) in nature (Weiss and Cropanzano, 1996). AET
postulates that personaliholds the potency to influence the experiencing of
emotions along with work environment, which disposes certain tg®ven
eliciting emotional state§econdly, thevork environment predisposes certain
work events, which are the proximal causesatiective exyeriences and
reactions of the organizational members (Weiss and Beal, 2005). The concept
of 6eventd6 has been defined by Weiss ar
t hat occurs in a certain place during ¢
Fisher (1998)d f i ned wor k event as fAan incident
an emotional reaction to a transitory or ongoingfellated agent, object or
event o. For exampl e if an employee 1is

appraisal of this situation due to which telt happiness or contentment.
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The consequences of thesmotioral experiences can be attitudinal as well as
behavioral (Weiss & Cropanzano, 1996llhe consequent behaviors are
grouped intotwo categories titled as affedtiven and judgment driven
behaviors, where the former is driven directly from affective experiences
while the latter is mediated by wodktitudes.It is also suggested that few of
the work features which dispose work events may have direct influence on

empl oyeebs attitudes.

At thetime of the development of this theory, the research related to influence
of moods(i.e. diffused affective state®n organizational consequences was
predominant as compared to discrete emotion (i.e. focused affective states);
whi ch di dn 6 tlarifiirg impre pregisely whicln affective states are
related toparticular attitudes and behaviorshérefore, Weiss & Cropanzano
(1996) emphasized more on the discrete emotional stateimvestigating

their causes and consequences on organizational sefifejss and Beal,

2005)

Since its publication, AET has come to be regarded as a seminal explanation
of the role that affect plays in shaping the attitudes and behaviours of the
empoyees in workplace (Ashtediames and Ashkanasy, 2005; Weiss and
Beal, 2005).The AET framework has been used by several researchers for
empirical investigation of the influence of emotions on attitudes and
behaviours of employees (e.g. Weggteal, 2006;Basch and Fished 998
Grandey, Tam and Brauburger, 2002; Richards and Schat, 2007 Téie.).
researchers hawssessethe causes, affect and consequences structure of the

model as per their requirements. Some of the studies have explicitly tested
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aspets of the macro structure laid out in AET, while others have used AET as

framework for guiding their research efforts.

Weggeet al (2006) conducted research on a large data set of 2091 employees

from UK call centerindustry to test the influence of specific work features

(i.e. autonomy, participation, supervisor support, employee welfare and work
overl oad) on arousal of emotions at wor
satisfaction Job Affect Scale developed WBurke et al (1989) was used for

measuring negative (i.e. guilty, scared, nervous, jittery and afraid) and positive
emotions/moods (i.e. strong, inspired, determined, attentive, and adtnes).

findings supportedhe basic assumptions 8ET and founditas a O6f rui t f u

framework for the study of affect at work.

Grandey, Tam, and Brauburger (2002) investigated the influence of
positive/negativeaffectivity andrelated positive/negative emotional reactions

at work associated with job satisfaction and leayiintentions of pastime
employeesusing AET frameworkPANAS (Watsonet al, 1988 20 emotion

termg and JES(Fisher, 2000; 16 emotion termgjere usedfor measuring

empl oyeebds emot i onladnd tiene2ms@wvey respectiwedy. i n t i n
The reseaifter concluded that AET does not provide the best way to aggregate
emotional reactions across evefus each individuawhich is important for

predicting individuallevel attitudes However, AET predicted the

relationships of dispositional negative apdsitive affectivity with negative

emotional experiences and positive emotional reactions respectively.

AshtonJames and Ashkanasy (2008) used AET to incorporate the impact of

the affective states on the cognitive processes in their conceptual model of
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strategic decision makingThe researchers extended the scope of AET
analysis of affective work events (construed as {otganization only) by
including extraorganizational events i.e. organizational change, -inter
organizational negotiations and economiegal and political events,
impacting on organization. Thaafluence of these events a assessed on
individuals emotions includinganger, sadness, disgust, fear, anxiety and
joy/happinessto determine how they may affect behavior, cognition and
decisionmaking process. The results determineditijgacto f oneds emot i o
on his/her information processing style and valence of environmental
evaluationinfluencing thecognitive decision making procesg/alter and
Bruch (2009) used the AET framework to représéhe current state of
knowledge on the individual and contextual antecedents of charismatic

leadership behaviour.

Along with causes and consequences structilve,affect structure of the
model hasalsobeendesignedoy investigatorsas per their requementsusing
circumplex structure (e.g. PANA®ositive AffectNegative Affect Schedule
scale; Watsomt al, 1988), affect emotion terms of particular relevance to job
(e.g. JESJob Events Scale; Fisher, 2000), discrete or specific emotions and so

on.

These studies illuminate and support the significance of AET framework for
comprehensiorof antecedents and possible consequences of the emotions
experienced by the workforcelowever there are still critical pieces missing

in the model (Lindsay, 2003}t is limited in explaining discretely the aspects

of working environment generating the affective events (Brief and Weiss,
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2002). The AETs explanation of the working environment is more general in
nature. The connection drawn between work events and erabteactions is
more like a placénolder for better understanding of affect instigation (Brief
and Weiss, 2002). Not much is offered by AET about the specific features of
work environments that are likely to produce positive or negative emotions
amongst e individuals. AET has also been reported, as theoretically as well
as empirically, limited in conceiving the external antecedents of workforce
emotions which gives the restricted view of the affective behaviours of

employees within the organization (Astmasy and Ashtedames, 2005).

Weiss and Cropanzano (1996) developed the theory with the objective to
integrate what was then known about basic research on emotions into an
organizing framework to help identify key issues and directions for the study
of enotions in the workplace. It encouraged researchers to think about event
as proximal causes of emotions and other work phenomenon, focusing more
on the way work is experienced by employees, rather than the features of the
work environment (Weiss and Bealp(5). The expectation was that the
macrostructure would help guide researsb that micro structures would
develop out of focused researfiling in the macro arrangements (Brief and
Weiss, 2002). However, not much of the explanation pertaining to work

environment ascended till date.

Very few researchers have attempted to categorize the-averis for
understanding the affective causes within the working environment. For
example, Basch and Fisher (1998) attempted to develop an-emetibn

matrix showing relationship between categories of job events and the
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corresponding emotions experienced by the peolplethis study, hotel

employees of ten international hotels from Australia and Asia/Pacific region

were asked talescribethe recent workeventor stuation which caused them

to experience any of the given emotionséoh f f ect i on, pl easur e,
pride, optimism, enthusiasm, frustration, anger, disgust, unhappiness,
disappointment, embarrassment, worry, relief, fear, hurt, bitterness,
annoyance, shn e s s a n (emotonswsealedmprised on 20 terms

selected from the studies of Fish@997), Shaveet al (1987) and Hunt

(1998)). 736 events were reportdry 101 respondentshich were classified

into meaningful sets of 27 categories, composed of 14 positive job events and

13 negative job events.

Fourteen categories of positive job events that emerged from the study were:
acts of colleaguesacts of managemenacts of customer§.e. the appraised
positive behaviours towards oneself or othege)al achievementreceiving
recognition(i.e. positive feedback from manager); five categories of positive
involvement -involvement in challenging tasks, decision making, problem
solving, panning, interaction with customersnfluence or contro(on work
colleagues, managers, supervisors and work situatiomg)anizational

reputation, goal progresanddisconfirmation of negative expectations

Thirteen categories of negative job eventdudedacts of colleagues, acts of
management, act of customéeppraised negative behaviour towards oneself
or others),lack of goal achievement, lack of receiving recognition, task
problems(difficulties faced while performing taskghaking mistakesatk of

influence or controlon work colleagues, manager, supervisor or situations),
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company policiegdictating actions)external environment, physical situations
(appraised as threats towards individual while at wowprkload and

personal probleméeflections about personal issues at work).

Also based on existing literaturBrief and Weiss (2002) attempted to classify
the affect producing workplace events producing emotions into five broad
categories, namely, stressful events, leaders, workgrhgracteristics,

physical settings and organizational rewards and punislBment

Likewise, ErotKorkmaz (2010) classified the work events into five categories
i.e. 1) taskrelated, 2) relations with the supervisor, 3) relation with the co
workers, 4) relabn with the subordinatesand 5) organizational policies. The
impact of these work events was assessed on tripartite affect structure
(pleasure, calmness & energy) and subsequently on attitudes and behaviors of

the employees.

However, the categorizatiasf work events, undertaken by the researchers in
their respective studies for understanding the work environment features
producing emotions, remained incapable of giving a comprehensive view of
the work settings. The influence of workforce emotions canhet
comprehended well in either situation: by taking into consideration only few
of the factors of internal working environment in place of all its intéated
aspects or by gauging only the internal working environment and excluding
the external enviranent. As the interelated aspects of the internal
environment along with the external environment events and actors, tend to
influence the people working within. The study based on either one of the

above mentioned situations (i.e. assessing internata@maent (completely or
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partially) and excluding external environment or vice versa) would give the
fragmented view of the role of workforce emotions in influencing

organizational outcomes.

Few studies have attempted to explain or explore the work enwamnm
holistically (Basch and Fisher, 1998; Fisher, 2000; Hamkmaz, 2010).
Predominantly, studies have been found focused on few of the workplace
features, which are thought to produce emoti(mg. Weggeet al, 2006;
Grandeyet al, 2002; Ashtorlamesand Ashkanasy, 2008 etcAs work

related events could be several in numbers and their inclusion in the
investigation at one point in time, can be time consuming, cumbersome and
costly. Nevertheless, this fragmented assessment of the emotions does not
mgorly contribute to the understanding of its impact on individual and work

related outcomes as a whole.

The study of emotions in organizations is narrow in its research on the
determinants of emotionselated towork environment (Weiss and Brief,

2002). When it comes to understanding emotions from an organizational

context, we need to understand affective causes relevant to individual
functioning in work settingasstalediby hol i s
Brief and Weiss (2002 n study of the causes of em
have been appropriate if it was the consequence of thoughtful examination of

the breadth of basic research followed by the series of judgment about what is
andisnotrelevanttonder st andi ng behaviour in org:
investigation of causes of emotions elicitation needs to be broadened by

encompassing the interrelated features of the working environment.
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Brief and Weiss (2002) asserted that qualitatively richoriee or
methodological approaches can guide us better in ascertaining the work
conditions and everqshysical, social or economi@associated with affective

states.

Since 1960s, an approach has been evolving that is known for solving

complex problems, rgineering or human, in an objective and logical way
called the O6Systems Approachd (Ramo and
systems theory and cybernetics (Schwaninger, 2000). It provides a scientific

way for studying the invariant features of compleystsms as a whole

(Schwaninger, 2000) . Beer (1979, 7) sta
of el ements dynamically related in time
Hence the O0systems approacho I s being

scientific agproach for application to social problems where every part
contributes to the whole in a way that seems inevitable (Peters, 2005). Its
principles and rules allow for an integrative, holistic effort to design the

complexities of the organizations and sosidtems in general (Ulrich, 1987).

Senge (1990) suggested the escalating n
managers to deal with intensifying complexity. Likewise, Jackson (2003)

advised that organizations are complex in nature and the relatidretinpen

its parts is of ut most i-rmpotham&e nwai ¢
addressing the reaorld management problems. Accordingly, the systems

approach yields an increasing ability to make better analysis of complex
situations by incorporatinthe interrelated aspects of the environment leading

to better comprehension and/or designing of the social systems. It starts by
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defining the goals with the description of optimum ensemble of humans and
infrastructure and the network of information ando@rces flow required for

the system to operate well and solve the problems. Thus, it offers more
reasoned and integrated, rather than a fragmentary, look at the problems

(Ramo and St.Clair, 1998).

The next section explores the literature related to utatetmg of the holistic
approach offered by systems theory for determining the interrelated aspects of
work environment features and affect oriented events produced within an

organization seen in a holistic way.

2.3 SYSTEMS APPROACHT FOR A HOLISTIC

UNDERSTANDING OF THE WORK ENVIRONMENT

The current study attempts to use the systems approach to understand the

wor kpl ace antecedents of emotions by f
rather than one specific component. The concept of system can be understood

A aa collection of interrelated parts with a purpose that work together to
create a coherent wholeo (Espinosa and
(1994, 1) define systems approach as .
the whole and considering thenfc t i ons of a systembs par
relation with one another and within th
approach has drawn its roots from several traditional disciplines including

Biology-to understand the processes pertaining to suryiadaptation,

growth, Neurophysiologyto comprehend brain processes and its patteumd
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Psychologyfor learning about the behaviours of people in their organizations

and other social unit_eonard and Beer, 1994).

Systems thinking hold the ability to qauce a clear holistic account of
organizational procedures (Ackoff, 1971). It views organization as a range of
interdependent subsystems that must work efficiently together and share
resources in order to maintain operational stability (Reynolds, 200@. T

emphasis needs to be laid that the internal stability within any independent
system relies upon its individual capac
contributed to the whole system (Schwa
systemic view of the npblem or opportunity by viewing organization as a

subset of the environmental system in which it operates. This approach helps

to determine the interrelationships with the economic, political and social

stakeholders within the environment.

One of the sstems approachesorganizational cybernetie®ffers a holistic

view of the entire functioning and performance of the organization gaining

insights into the present situation and future requirements of the organization
(Espinosa and Walker, 2011). Leond2d04, 14) definegybernetics as the

s t u d vhe lmehavidur of wholes and part in interaction rather than of parts

i solated and measur edo.

It was introduced by Norbert Wiener as the study of communication and
control in animals and machines (Peppa@)%). Within few years, several

disciplines i.e. biology, engineering and mathematics started adopting the
principles of communication and control from the science of cybernetics.

However, t he concepapplyoolyf to lwojobi@lrancet i cs d
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egi neering systems but expanded to the
1995). This science is dedicated to the domain of social systems exhibiting

high degrees of complexity (Schwaninger, 2004).

Stafford Beer in his work Oidirpdueed neti cs
the concept of cybernetics in management and organizations which opened

new horizons for the application of cybernetics in the managerial domain.
Management cybernetics concentrated on the application of the natural laws of
cybernetics in orgamations, enterprises and institutions. Beer viewed
cybernetics as O0a science of effective
principles of cybernetics for addressing the concern of designing the
organizations capable of seHgulation and complexitynanagement (Beer,

1959). Cybernetics aims to unify the role of individualism within
interdependent systems, actively striving to accommodate individual

autonomy within the organizational system.

Managerial Cybernetics began with the vital conceptcomplexity and
perceived management in terms of its proficient handling (Schwaninger,
1989). This approach made progress towards the development of models and
methods facilitating an integrated and holistic management of the organization
(Schwaninger, 2004 Stafford Beer made advancement in the field by
introducing a topological model, known as Viable System Model (VSHI)
universally valid approach to the modeling and design of human organization
(Beer, 1979, 1981, 1985). He defined the structural fueddes for the

viability of organizations in the VSM (Beer, 1994). VSM was developed to

57



better understand and improve efficiency and viability of human organizations

(Schwaninger, 2006).

The theoretical framework of the VSM offers a holistic view ofwioeking of

the organization as a whole, taking into consideration operations,; meta

systemic management as well as environment and the interactions amongst

them (Espinosa and Walker, 2011; Leonard, 2009). The structure of VSM
organizes the five functionshwi ch ar e i ntegr al to the ol
despite of its size, its business type and environment in which it exists (Espejo

and Schwaninger, 1993; Espejoal, 1996).

It has been extensively used by the researchers and professionals as a guiding
framework to comprehend and revise the organizational structure
(Schwaninger, 1989). They proposed VSM as a useful, innovative, and

effective reference framework for diagnosing and designing the structure of an
organization from a variety of perspectivéacilitating managers in coping

with complexity more efficiently (Gmuet al, 2010; Leonard, 2007). VSM

accounts for the different interpretations of organizational problems from

mul tiple observers by accessingmthe 060so

(Espejo and Gill, 1997).

The next sections present a detailed account on the VSM structure, its

principles and applications.

2.3.1 Viable System Model

The Viable System Model (VSM) developed by Beer is the theory of viability
that supports organizatis in managing their complexity (Schwaninger,
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2006). It attempts to recognize the crucial constituents of a social system that
ensure the viability of the organization (Schwaninger, 2006). Based on the
structure of the human nervous system (Umpleby, 28868)examined from

the view of autopoietic systems (term applied by Maturana and Varela, 1980

to living things), VSM specifies the set of functions which provide the
6necessary and sufficient conditions
organizations (Tsucha; 2007). Any function-missing or incompetent in

performance may impair the viability of an organization (Schwaninger,

2004).
- . Figure 2.2 Basic Components of VSM
Source: Walker (2006)
. O
Beer6s model of organi zational viabilit

environment within which the organization exists, and a wagséemic

management, which provides services to the operations (figure 2.2).

The Operation 060é, 6B8gstbmcadsoit uhes VSM
primary tasks of the system-focus. (i.e. those directly responsible for

producing products or services that implement the organizations purposes). It

might contain one or several operational units depending on \taealb

complexity of the organization.
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Metasyst emi ¢ management OMO includes Sys
avoids oscillation between System 1s, e.g. by dealing with information co
ordination and conflict management; System 3 deals with tasks of ssergi

between S1s, and their performance and accountability; System 3* performs

the task of audit at sporadic basis; System 4 deals with the functions of
environmental forecasting for keeping up with the change in the external
environment; System 5 is entredtwith the task of policy making and giving

closure to the entire organization. M&tgstemic management (M) has the

task of providing services to System 1 for facilitating the accomplishment of

systemds purpose.

Environment OEG® crathe specificsageats in thehwearkinge ner a l
environment with which the viable system interacts directly or indirectly.

These three main parts of VSMperations, metaystemic management and
environmert interacting with each another illustrate the organizationa

functioning in totality (Walker, 2006).

In VSM development, Beer focused on the effective organization of the
system to facilitate the establishment, preservation and enhancement of its
viability while coping with its internal and external complexiGnjur et al.,

2010). It concentrates on the interconnectedness of the whole system without
compromising the autonomy of its parts, along with the illumination of the
boundaries between the parts of the system and between the system and its

environment (Espe and Kuropatwa, 2011).

Espinosa, Har nden, and Wal ker (2007)

ounprecedented power so f o r-hierarchicala g i n g C
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organizations and networks by laying down a -geWerning standard of
control. They further tested that VSM theoretical framework, based on
complexity sciences, offers more holistic approach to the concept of
sustainability (Espinosa, Harnden and Walker, 2008). It has been proposed
and reaffirmed as a powerful tool for diagnosing organizationsdemdifying

the existing strengths and weaknesses prevailing within them; also for
(re)designing organizational structures on the basis of necessary and sufficient
conditions for the viability of any complex system, to cope with the internal
and externalariety that the system must handle (Leonard, 2009). It has been
extensively used by the researchers and professionals as a guiding framework

to comprehend and revise the organizational structure (Schwaninger, 1989).

During 1950s, Stafford Beer was worgim British Steel as Manager. He was
discontented with the outdated approaches of organizational management; and
in order, to form a generic framework to explain and analyze the
organizational viability he combined his proficiency in the field of
Cyberngics (a science of communication and control) and Biological systems
(Brocklesby and Cummings, 1996He identified a source of effective
organization in the natural process i.e. the brain, and carried his inspection on
how the brain manages the functiapiof the muscles and organs within a
viable human system (Walker, 2006). The findings resulted in the
development of structural model of organizational viability, i.e. Viable System
Model, based on the techniques adopted by the central and the autonomic
nervous systems for managing the functioning of organs and muscles (Walker,
2 0 0 @nformation flows and autonomous homeostatic control systems were

supposed to mimic those within the human body, with all sorts of filters,
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redundant flows and feedback loopsading to and from the board of
directors, which Beer thought of as the

VSM attempts to capture the vital functions that make up a viable system.

To summarize, the VSM was i nwolpgcaled by n
control in higher organi smo as Beer fo
viable organization and the nervous system of viable human organisms exhibit

i in a welldefined sensé i dent i c al basic structur al

2006).

Beer and hisfollowers have used the Viable System Model in many
organizations over the vyears (Espejo and Harnden, 1992). Several
organizations have used VSM criteria to design their formal organizational
structure, and many consultants have used the VSM as a guidiedaosing

the way an organization is operating and where improvements are needed
(Umpleby, 2006). VSM has been applied both in public and private sector
(Schwaninger, 2006). The next section specifies various applications of the

VSM at micro as well mao level.

2.3.1.1 VSM Applications

Several applications of VSM have been made by public authorities and private
organizations to design and diagnose firms of all kinds and &/&¥d. has
beenapplied andproved useful in improving ways of dealing withe soft
aspects of the organizationcluding, knowledge sharing, cultural and ethical
issues, political behaviorand so on. However, no single application of the

VSM is available pertaining to workforce emotions in prior literature.
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Therefore, éw of the applicatios specific to soft attributes of the
organizational systemshave been documentedvithin this section a

comprehensive list of VSM applications have been given in appendix (5).

The key application of VSM by StaffoBleerwas its implementatioin Chile

under the regime of Salvador Allende in year I19RL (Beer 1979, 1981;
Umpleby, 2006). The project intended to create the network oftineal
information between the factories within the national sector and the
government of Chile However, theproject was not completed as the
government was over thrown and the project was cut off by the Pinochet coup

(Pickering, 2002; Medina, 2006).

The application of VSM framework, starting from national level projects and
private businesses, has been extengeaviding solutions at community and
ecological level Espinosa and Walker (2006) presented an application of the
VSM framework in Columbian environmental sector for diagnosing and
dealing with environmental problems. Leonard (2008) explored three lgvels
recursion i.e. household, the neighborhood and the city using the VSM
framework to design human communities that foster adaptation to conditions
of sustainability in natural and social environment. Leonard (2007) suggested
the significance of VSM framewvk, due to its biological roots, for the
application of the symbiotic concepts from biological and environmental
sciences to the social environment; it could find ways to help economically
and socially challenged countries to make them viable in the Igloba

marketplace.
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Espinosaet al (2008) used the Il nsights of
sustainability from the perspective of complexity management and second
order cybernetics, in order to synthesize andasign the social structures and
institutions, in forms that are better prepared to foster sustainability.
Subsequently, Espinosa and Walk@013) adopted VSM in an action
research community project as hermeneutieabbler of the Irish eeo
community learning process concerning seljanization. The dyamics of
selforganizing process over a period of three years depicted improved
viability and sustainability of the communitigspinosa (2006) demonstrated
examples of successful VSM application in designing and measuring socio
economic development progranmn Columbia.Joneset al (2007) proposed

the use of VSM in simulating society using miagent system for solving the
social problems faced by the region of TijugBan Diego due to its occupancy

by multiple ethnics and cultureSlood and Zambuni (199 applied VSM for
diagnosing and reorganizing a tourism service company in a developing
country Zania. The reorganization helped in increasing the viability of
business in unstable political environment by removing corruption and

amplifying democracy anigarning in the Fleet.

Davies (2002) demonstrated the significance of the holistic view offered by
VSM for understanding and evaluating complex models of governance. He
found VSM as a useful tool for conceptualizing the design of governance and
inferring the common issues of role overload and role conflict ascending

amongst the governing members.
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The VSM framework hasilso been recognized for structuring information,
managing knowledge and communication flows within the social systems.
Yang and Yen (20Q7proposed VSM as a basis for constructing a knowledge
management framework for knowledgased organizations. VSM facilitated

in capturing the knowledge structure at different management hierarchies
using systems view. Ramirez (2007) proposed a methgidalooutline
encompassing the VSM and the constructivist approach to enhance learning
capacity amongst groups and societies. Achterbergh and Vriens (2002) applied
VSM to knowledge management by diagnosing, designing and implementing
the knowledge processeo confirm the availability and repository of viable
knowledge within organizations. Likewise, Yolles (2000) particularized VSM
approach for structuring knowledge creation, within the organization, as a set
of stages which are constantly verified andnexeed using feedback. Leonard
(2000) supported the strength of VSM structure for managing knowledge by
giving a holistic view of the organizatiotderreraet al (2011) modeled
productdriven system based on VSM framework reinforcing its worth in

modelingintelligent product systems in different industrial applications.

Cezarino and Beltran (2009) appligte VSM in the financial company in
Peru for analyzing the soft problems relevant to identity, communication and
autonomy. The findings suggested the emdning of the organizational
framework by reducing unnecessary hierarchical levels and balancing the sub
and over optimized areas for reducing complexiigpinosa, Harnden, and
Walker (2007) suggested the unprecedented powers of the VSM for
supporting  orrhierarchical organizations and networks and its

complementarities to complexity sciencekikewsie, Rosenkranz and
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Feddersen2010) used VSM in exploratory case study of scommercial
virtual communitiesd management t eams
demonstrating information channels and communication amongst them.
Assimakopoulos and Dimitriou (2006) used the VSM cohedpframework

for diagnosing and designing virtual enterprises information and

communication systems.

Also, VSM has been predominantly applied to the management of complexity
in systems. For example, Devine (2005) delineated the use of VSM framework
for managing the complexity of National system of Innovation by directing on
the purpose and external variety on the system and aligning it better with the
external environment. Shagt al (2004) used VSM to investigate the concept

of Smart Business Networks iUK electricity market, highly complex in
nature. Meuer (2009) used VSM for applying Smart Business Network (SBN)
concepts i n Chinabs bi ophar maceuti cal
processes. The findings supported the value of VSM subsystems in reducing
the complexity of the industry by constraining it into an integrated layout and
also suggested its use in the study of integral industries and strategic business

networks.

VSM has also been applied in conjunction to other frameworks or models
(figure 23). Espinosa and Porter (2011) identified the internally consistent and
complementary insights of the VSM and Complex Adaptive Systems (CAS) to
address the issues of selganization and adaptive management for
sustainability improvement. Donairest al (2010) proposed VSM in

conjunction with CSH (Critical Systems Heuristics by Ulrich, 1983) as a
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systemic model for diagnosing social group, public authorities and support
entities pertaining to the micro and small companies of the region of Ribeirao

Preto ad Sertaozinho.

Vriens and Achterberg (2011) demonstrated the complementary use of the

VSM and de Sitterds Design Theory in co
viable organizations. Espejo (2008) adopted the VSM and the Mipédinod

as observational instruments for increasing the ability to observe and diagnose

shortcomings in the management for handling complexity.

Schwaninger (2000) proposed the combined use of VSM, Model for Systemic
Control and Team Syntegrity Model foevkloping the framework to design
intelligent organizations. He further suggested that combined use of three
models enabled more effective response to complex situations as compared to

pragmatic approaches to Aintegrative ma

Also, Yolles (2001yecommended that the functionality of Boundary Critique
Theory (developed by Midglest al, 1998) used for resolving conflicts can be
enhanced if paired with cybernetics theory of viable system i.e. VSM, for
generating viable boundary critic analysis which shall enable better

exploration of differentiable social multiplicities.

Kinloch et al (2009) proposed a solution to information starvation in a UK
Police Authority by developing a generic model, integrating Soft Systems
Methodology (SSM), Viable System Model (VSM) and Geographical
Information Systems (GIS), equipped with the functionalftgrone detection

and operational planning. Luckedt al. (2001) used the VSM along with Soft
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System Methodology (SSM) in a participatory action research undertaken at
communitybased organization in South Africa, to address the design of an

effective maagement system.

Bogndary
RS {Ad d%‘i\l@#}eé SoftSystem
Design Methodolog
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iplan System

Method M Odel Heuristics
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Systemic Order
Control Cybernetics

T C | . . . .
syntearity i Adaptive Figure 2.3 VSM used in Conjunction

Model — Systems with other Methodologies

The briefing on the wideanging applications of VSM framework for
diagnosing and retructuring the public bodies, private firms, sustainable
communities, environmental issues, etc. for solving existing problems,
confirmed the VSM as a powerful tool fopg@lication to any collective or
group of people, with focus on improving the performance and viability of the
organization. The examples of VSM applications stated above confirm that the
focus of VSM has not remained limited to diagnosing structural atifural
problems but also the relational and related soft issues for organizational
designing (e.g. Espejo, 2008); thus, providing a support for its selection and
implementation in the current study with the purpose of dealing with the
psychological and Weavioral issues inherent to the social organizatiolms.
essence, the VSM is a o6fractal 6 model o]

issues related to the structure of networked organizations (Espabcesa
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2007). It explains relationships between @pens, environment and meta
systemic management, in a recursive model of organization, based on
complexity management principles. The next section corroborates on the

structural distinctions offered by the VSM.

2.3.1.2 Structural Lens of VSM

As mentoed earl i er, VSM is compystamcd of 0 [
management systemdb and the environment
The operational units working with the
(S1) while the metsystem entrusted witthe task of providing services to

facilitate the objective accomplishment undertaken by the operational units
include 6System 26 (a&d33*) ,60 SySysetne 3 4dabn d( ¢
@ystem B (S5) encompassing different sets of management functiRees,

1979, 1981, 1985).

The functions referred as S1 through S5 are—_

Eri:[—z;amem l] System 5
necessary and sufficient conditions for the j) "o 4; N\
\ \ e — ) )
viability of organization (Beer, 1981;) e fﬁﬁ Srstems (L
{ |

[ )
I\ y
Schwaninger, 2000). The viability of thq __)2 N oy Systemd /

Present

LN S

\ \ Sy
functions is either missing or not performing ¢ T j)\fkj heics
™ = — T
g i
well (Schwaninger, 1989). The subsyster’rﬁsg j‘ i T

)DQC ld

are connected via a network of Flgur82.4. Viable System Model

Striictiire

communication channels, which carry and share information amongst them

(figure 24).
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The functions undertakey each of the five VSM subsystems are discussed
below:

a. System 1 (S1)

Often referred as operations S1 carries the primary activities of the business
(Peppard, 2005; Espinosa and Walker, 2011) i.e. the product or the service
sold to the customer (Leorthr2007). S1 might contain several operational
units depending on the number of businesses undertaken by the organization
(Walker, 2006). Each operational unit is a complete viable system at the next
lower recursion level; therefore, it includes not omgyworking infrastructure

but also its own management for providing regulatory services to its primary
units (embedded S1s) for regulating the functioning of operational activities.
S1 is connected to the present (Leonard, 2007) working environment and

implements the purpose of the system.

b. System 2 (S2)

The function of S2 is often described as coordination function (Peppard, 2005)

or 6damping oscillationsd (Espinosa an
conflicts between the different operational units tbe departments by

coordinating their activities through the information sharing mechanism.

Common standards, protocols, policies, procedures and guidelines facilitate

the information sharing process amongst the working units allowing them to

perform moresynergistically (Beer, 1981).
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C. System 3 (S3)

S3 is referred as synergy optimization channel, which regulated the overall
functioning of the operational units (S1). It is the channel through which the
resources are negotiated and allocated to \&itking units for performing

tasks related to the accomplishment of organizational objectives. In turn, S1
performance is reported to the higher management on regular intervals to keep

it informed about their performance (Espejo and Gill, 1997).

d. Systan 3* (S3*)

S3* works together with S3 as an accountability channel (Espinosa and
Walker, 2011). It monitors the activities of operational units (S1) directly at
sporadic intervals Il nstead of relying
management to audit thecairacy of the information provided by them

(Espejo and Gill, 1997).

e. System 4 (S4)

S4 is entrusted with the task of creating the doghlled link between the
present activities of the organization and its external environment (Eapejo

Gill, 1997) for performing the function of intelligence and future envisioning
(Leonard, 2008). It undertakes the environmental scanning on regular intervals
to provide the feedback on market conditions and suggest plans for adapting to

the environmetal changes.
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f. System 5 (S5)

S5 expresses the identity and purpose of the system through its policy making
function. It gives closure to the whole organization (Leonard, 2007; Espinosa
and Walker, 2011). It monitors the balance between the presevitiestof

the organization and the future demands of the environment (Leonard, 2007).

Subsequent to the discussion on the VSM structural distinctions, the next
subsections will illuminate the two fundamental principles inherent to the

VSM framework for deling with complexity.

2.3.1.3 Variety Principle of VSM

Beer6s work incorporated the basic | aws
fractal organization with a view to deal with ever increasing complexity in

social organizations (Espinosaal, 2007)Beer used Ashbyés (191
Requisite Variety 1. e. 6only variety ca
variety can absorb varietyo, as a corne
1982; Beer, 1981)The term o6évarietyo, @iositeed by A
possible number of states in a situation used to measure complexity (Espejo,

1997; Beer, 1985). The LORV states if the complex system has to maintain

viability within its environment and the management is to continue to steer the
organization, the the variety of responses displayed by organization should at

least equal that emerging from its environment and the variety of responses of
management should at least equal that of the organization; as variety can

absorb variety (Ashby, 1964; Espejo, 30figure 25).
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Beerused Ashbyos l aw to point towards t
between the organization and its environment and the organization and its
management, clarifying that thenvironmental complexity is always higher

than the organizational complexity and the organization is always more
complex than its management (Achterberg & Vriens, 20@described how

complexity can work to overpower a system of management explainéng t

Il imited regulatory capeaqg the grgaroshtional syst e

manager (Ashby, 1964; Hayward, 2002).

The variety balance can be achieved between the organization and its
environment and the organization and its management, at a detesadlef

perfor mance, by I mpl ementing t he str
6amplification (Espej o, 1997). AAtten
vari ety of the possible disturbancesbo
handl e wher eas diiacnepsing tha regalataryovarietynte a n

| evel needed to cope with the remaining
needs if it is to remain regulatefighterberg and Vriens, 200981).Both, the

amplification and the attenuation of variety will reguthe variety differences

between environment and the organization as well as the organization and the
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environment . Hence, Amanagerial, operat
tend to equateo (Beer, 1985, 35h . An ef
achieves this balance at a minimum cost to organization and management

(Espejo, 2003).

In essence, to deal with the complexity, a variety of regulatory strategies and
actions need to be adopted by the organization and its management to regulate
the varety flowing from the situation causing disturbances to the elements

essential for the viability (Achterberg and Vriens, 2009).

23.14 Recursive Strength of VSM

VSM is based on a principle of O6structu
a viable systen at increasing levels of complexity, like a series of Russian

dolls; where both subystems & supesystems have the same structural

principles and each of the viable system maintains its autonorgwssits

environment and contribute to the productadriarger viable system (Espejo,

2003).

The assertion of recursiveness is that the principle structuration of all the
systems at different levels of recursion is fundamentally the same. Irrespective
of the business type and the size, all the viable mgsteave the operational

unit performing the primary activities, the management regulating and
facilitating the operational units and the environment in which the
organization exists and perforniBhe protocol of recursivity provides a way

forlookingatte systemds complexity in manageahb
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The amazing strength of the VSM lies in the basic comprehension of a system
or organization as series of nested systems. Each viable system is embedded
in larger viable systems and contains smaller viable system in it (Walker,
2006; figure HA), e.g. a large corporate organization having two business
units, one of the business containing three pctdn units, one of the
production unit holding three departments and so on. These levels are called
the levels of recursion.

oalition of

G
Organizations
Professional

7 ]
A dge J-
] WY
—'—r/ lembership™,/™

QOrganizatiol

ational
| Organiz

P
| in Chapter
ation

Figure 267: Level of Recursions
Source: (A) Corballis, M. (2011) ; (B) Leonard, A. (1999)

The recursion principle is mutimensional suggesting that same
organization or its unit can function simultaneously bothudssystem as well

as supesystem within the framework of different recursive organizational
configurations; not necessarily running from top to bottom but can also be

circular (Schwaninger, 2000; figure B§.
2.3.2 Workforce Emotions and VSM

Some critics considered the VSMngchanisticapproach more interested in

technological than social aspects of organizations which is, according to
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Espejo and Gill (1997) completely misleading. Prof. Beer was never unaware

of the significance of human aspettached to any viable system by declaring

human beings as the o6dheart of the enter
the significance of workforce within organizational system by asserting that
Amanagement based on (.p.l.e)s,pramfdo d mdklkys S0
in the sense of human concer n, wi || n
concepts of autonomy, sekgulation, seHawareness, cohesion, coordination,

synergy, value, norms, identity and so on which makeup the Viable System

Model gve acumen to the recognition of soft attributes specific to people

working within the organizations. Managing people and their soft issues

within the organization for the achievement of viability is at the heart of VSM.

It is the people within the systeinteracting among themselves for creating
policies and regulating them and producing goods and interacting with other
bodies formal or informal (Espejo, 2003). They organize themselves as they
wish, the VSM offers categories of functions to map the wegpfe seHl
organize thus, providing a holistic view of the collective behaviour within a
social system (Espejo, 2003). Over the years, VSM researchers have gained
insights into the strength of theory of dealing with humanistic aspects of the
social orgargations. However, the literature of viability theory does not offer

detailed understanding of workforce emotions.

The VSM offers a holistic understanding of an organization and its
management of complexity; and a métaguage that allows identifying
different types of structural patterns of interaction, which may be very helpful

to categorize current research findings on emotional management in the
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workplace. The realm of emotions management can be enriched by the
application of the various features oetiiSM, e.g. its structural classification
and the principles of law of requisite variety and recursivity for managing the

complexity.

The categorization of emotions in the workplace following VSM distinctions
for understanding emotional experiences arattiens will be discussed in
detail in chapter 3 being the main focus of the study. However, the potential
applications of the principles of law of requisite variety and recursivity for
managing workforce emotions have been discussed, suggesting futaehes

paths.

2.3.2.1 LORV i Balancing Inhibitors & Enablers

The theoretical discussion made in the initial sections of the chapter suggested

that people experience a large variety of emotions and affects due to personal

and work related factors (e.g. kés, 2000; Basch and Fisher, 1998). The

emotions felt and expressed by people during work have far reaching
repercussions on their behavioral response (Weiss and Cropanzano, 1996). As

a result o f ounmanagedd behavi or al r

managemt, the complexity increases.

The handling of affective behaviour adopted by employee is fundamental for
managing organizational compl exity. Be e
complexity in the organization can overpower its regulator and make its
maragement problematic (Beer, 1979). The comprehensive measure of

affective experiences and behaviours is highly complex because of the
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uncertainty inherent to it. The high variety of emotions disposed by people
within the organization need to be well undeest by the management as they
are inseparable and have long enduring effects on the behaviours of the

people.

Based on prior literature we may broadly classify emotions as enablers and
inhibitors. Enablers may be understood as positive emotions (enthusiasm,
pl easur e, pride etc.) which increase
towards the target whereas intors can be known as those emotions (hatred,
anger, depression etc.) which obstruct the accomplishment of set target. On the
basi s o f t his approach, empl oyeesod
attenuating the performandaghibiting emotions and amplifyingthe
performanceenabling emotions in the working environment. The balance
between the two sets efmotions (i.e. inhibitors and enablers) can be achieved
amongst the main parts of the viable system i.e. operations;systtanic
management and environmeRbr examplethe balance inside operations (i.e.
between an employee and the operational workers) can be achieved through
the implicit and explicit norms of the organizatidoy informing its culture or
climate, values, and policies; which may facilitatee amplification of

enabling (positive) emotions and attenuation of inhibiting (negative) emotions

Operation (System 1)

Inhibitors

Balance

Internal Environment

Figure 2.7: Balancing Emotions-
Employee and Operations
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(figure 2.7.

Work environment features can play a {enabling role in making the
enabl ersdé6 amplification and iHBvdnisbi t or so
Theory proposed that stable work environment features such as job
characteristics, job design etc. result in the occurrence of different types of
affectproducing events e.g. enriched job might more often lead to events like
performance feedback,pttmal challenge, and task accomplishment which
may result in experiencing positive emotions such as happiness, enthusiasm,
or pride (Weiss and Cropanzano, 1996). Basch and Fisher (1998) stated that
affective experiences at work may also contribute unigagance to the
prediction of other important decisions by employees, such as how much
effort to exert, or whether to be absent or quit a job. Their findings suggested
how the work related factors are evaluated as positively or negatively by the
employees.The existing knowledge may be used by the managers as a
yardstick for reducing the incidence of events provoking frustration, anger,
disgust, and disappointment, while increasing those that produce happiness,
enjoyment, enthusiasm, contentment, and plkeastich might go some way

toward positive work outcomes (Fisher, 2000).

The amplification of enablers (positive emotions) will increase the job
satisfaction of an employee and motivate her/him towards achieving the goals
rigorously. Similarly, the attentian of inhibitors (negative emotions) by
managing the work events and contents will prevent the employee from
emotional exhaustion, which will help her/him further to utilize her/his

creativity and energy towards increasing her/his work performance.
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Organizations can be roughly divided into two sets of people, one who
actually do the action to achieve goals, and others who provide services to
make this goal achievement possible i.e. operation @aredasystemic
management. The actual performers or employees interact with the
management or regulators on regular basis with the purpose of seeking
support, information, knowledge, or other resources for meeting the
organizational purpose.h& manager sponsible for regulating the activities

of the operational units should have the capacity to produce adaptive
responses to all those disturbances produced due to the emotional setbacks
amongst workforce (e.g. conflicts, stress and so on), likely to dethate
employees from the work targets. In other worthee negative emotions
experienced by employees must be attenuated by the manager by amplifying

his moral support (Ashkanasy and Daus, 2002; figu8e 2.

=) ¢
A System 2 A System 3

MetaSystems

|
|
|
|
|
J

Enablers
Inhibitors

Balance

Operation (System 1)

Inhibitors

Figure 2.8: Balancing Emotions-
Operation & Management

Balance

Internal Environment

The work events responsible for generating pesigmotions amongst the

employees may include receiving recognition from the management,

80



involvement in decision making, involvement in planning and involvement in
problem solving and so on (EfBlorkmaz, 2010). The events at the
managerial level responsbfor producing negative emotions may include
lack of receiving recognition, lack of influence or control, company policies,

physical situationsyr workload (Basch and Fisher, 1998).

The management needs to amplify the work events stimulating positive
emotions amongst the workforce and neénl develop intervention strategies
for minimizing and controlling the work events producing negative emotions,

hampering the workforce performance.

Likewise, the people working within the viable system interact thi¢hactors
of external environment for the fulfilment of organizational purpose. With few
of them the interaction is more on regular basis e.g. customers, suppliers

without whom the achievement of organizational goal is not possible.

The external envimmmental actors express emotions during their interaction
with the organizational members, which directly or indirectly may impact on
their emotions and subsequent reactions (Weggd., 2006). Fisher (1998)
reported that the employees experienced pesds/well as negative emotions
due to their interaction with the customers and the acts of customers.
Therefore, the emotions proliferating from the external environment must be

balanced (figure 9).

Though organization exercises little or no controltlo@ actors prevailing in

the environment but despite of this deadlock, system needs to devise strategies
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Figure 2.9: Balancing Emotions- System & Environment

for attenuating negative emotions transferred from the actors in the external
environment; so that positive emotions could be amplified amongst the
organizational workforce as the satisfaction of employees is having a positive

co-correlation with customer sstaction (Robbins, Judge, and Sanghi, 2009).

In essence, amplifiers and attenuators embedded to VSM can reduce the
complexity within the system and help in making the organizational emotional
climate positive and conducive of high performance. The negtiose
provides a glimpse of the potential utilization of VSM recursive principle for
future studies to provide an integrated analysis of emotional phenomenon at

multiple levels within work settings.

2.3.2.2 Recursivity T Diagnosing Multi-Level Emotions

The emotions investigation in the organizational behaviour domain has not
remained confined to the individual level of analysis but has gone up to the
aggregate level e.g. dyadic (between two individuals), group (a set of

individuals interacting directly with temporal continuity), and
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system/organization (within large group sharing norms, values and culture)
(Keltner and Haidt, 1999). Earlier studies mainly focused on intrapersonal
aspect of emotions concerned with determinants and responses of emotions
with respect tan individual. Neverthelessince last decadg new wave of
research and theory has been evolved in organizational behaviour discipline on
the connections between emotions and the social environment (Mesquita and
Frijda, 1992). This broadeddield of investigation has resulted in the greater
awareness on how emotions inform and are informed within organizational

social settings.

Emotions can be linked and interrelated at different levels of analysis (Wilson,
1998). Meaning, the affect orimad information offered at different level of
analysis (from individual to culture/system) can be put together to create a
more complete understanding of the role of emotions while at work. This
integrated view of organizational behaviour has been strelsgeseveral
researcherse.g. Ashkanasy (2003), Barsade al (2003), Brief and Weiss
(2002); suggesting that emotions investigation should be extended upward to
organizational level and downward to inprarsonal level. Ashkanasy (2003)
suggested the ftirer extension of the level of emotions investigation up to
industry and region, to determine the difference in emotional climate between
manufacturing and services industries and so on. Similarly, Baetadé
(2003) suggested a further higher levetadssnational comprehension of the
norms of emotional expressions i.e. how Eastern cultures hold different

approach in expression of emotions as compared to Western cultures.
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Viable System Model framework holds the capacity of integrating the -multi

level investigation of emotions phenomenon within work settings. One of the

core aspects of organizational cybernetics is its capacity to understand the
recursive nature of nested viable systems, achieved through the principle that a

viable system belongs taa consists of other viable systems (Beer, 1981).

Hence, the principle of recursivity allows the analysis and the understanding

of the peopleds emotions within the or
organization of the nested viable systems permitsuestigate the emotions

at the individual, dyadic, group, organizational and/or higher level based on

the observes requirement.

Subsequent to an implicit appreciation of VSM for managing the workforce
emotionsconstituting the subtle softness of humantays (lvanov, 1991,
Wang and Ahmed, 2002); the nexthapter (3) corroborates on the
development of Holistic Emotions Measurement Model (HEMM) based on the

conceptual basis of VShnd personality factors.
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Summary

Based on literature, affective work events appear to be significant in assessing
workforce emotions (Weiss and Cropanzano, 1996; Fisher, 1998 Ashkanasy
and Daus, 2002; Ashkanasy and Ashi@ames, 2005; Wegget al, 2006;
Weiss and Beal, 2005) promoting skorelated attitudes and behaviours
(Fisher, 2000, 2002; Grandest al, 2002; Mignonac and Herrbach, 2004;
Erol-Korkmaz and Summer, 2012) like job satisfaction, commitment to
organization, citizenship and deviant work place behavidthis. workplace
aspets encompassing daily work, routine organizational functions, managerial
activities, interpersonal relations with other members and external
environment actors play a dominant role in triggering emotions amongst the
employees. Nevertheless, emotions ditin amongst the workforce
members is not restricted to working
own personality plays an important role in this process laid down by

Affective Events Theory

The consequences tfis workforceemotional experiences are substantial in
terms of work related attitudes and behawguegulating work performance;
making it vital for managers to deal with them effectively. The process of
managing workforce emotions starts with the assessment afnidherlying

factors which let the emotions trigger in the first haAdcording to Weiss
(2002) organizational research omorkplace emotions assessmenthas
overemphasized the consequences of emotional states, at the expense of
examining the causes. The ialnce created between the two has increased

the need of deliberate investigation of the causal factors existing within the
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working environmentHowever, the comprehension of working environment
pre-disposing the affective events is still unclear (Brietl aveiss, 2002) and
there is no single golestandard method for diagnosis of the wepeead

antecedents of emotions within the workplace.

Affective Event Theory (AET; Weiss and Cropanzano, 1996) is known to be
the first attempt for developing aomprehensive framework capable of

elucidating emotional experiences of employees with adequate focus on the

causes as well as the consequences of these emotional experiences at work.

However, It only offers a Omacheostruct

emotions in the workplace. It is limited in explaining discretely the aspects of
working environment generating the affective events. Rather, its explanation
of the working environment is more general in nature. The connection drawn
between work eventand emotional reactions is more like a ptaoéder for

better understanding of affect instigation.

Since AETO0s development, very few r
the workevents for understanding the affective causes within the working
environment. Predominantly, studies have been found focused on few of the
workplace features, which are thought to produce emqgtiwhde ignoring
significant others Nevertheless, this fragmented assessment of the emotions
does not majorly contribute to the derstanding of its impact on individual

and work related outcomes as a whole.

Hence, the study aimed at the development of a reference model capable of
giving a better and consolidated understanding of the work environment and

the antecedents of emotioredperiences relevant to individual functioning in
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work settings; thus, filing the existing gap in organizational behaviour
literature and practice. The qualitatively rich theory of viability i.e. Viable
System Model (VSM) was proposed by the current stadya guiding
framework for ascertaining the working environment and its predisposed
events- social and economi@ssociated with workforce affective experiences.
VSM provides the holistic view of the functionality of the organization as a
whole, taking mto consideration the operations, management as well as

environment and the interactions amongst them

Despite of the wideanging applications of VSM across the business sectors
for diagnosing and designing the orgational structuresit has never bee

used for diagnosing affective work environment and causes of emotional
experiences of employees within organizational settings. This contribution

makes the study novel
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Introduction

This chapter presents the development of a model suitable for gaining a
comprehensive view of the core aspects of the work environment that influence

emotional experiences at the individual level.

It demonstrates the utilization of the main distinctioritered by the Viable
System Model for categorizing workplace events. This conceptual framework
offers an integrated view of the crucial constituents of the social organization
encompassing its internal and outside work environment. The proposed model
will enhance and complement stafeart theories on emotion management within
the social work settings by illuminating the important aspects of the working

environment triggering employeesd emoti on

The chapter furtheprovides an overview of theesearch mael leading to

structural model specification and the hypothesized relationgbipsmpirically

verifying the suggested model for diagnosing affective antecedents within the
workplace. The affective antecedents, organizational as well as personal, will be
testedby examining their i nfluence on empl o
subsequent reactions; in order to synthesize the ability of the VSM in
encompassing the widanging workplace events substantially shaping the work

related outcomes. VSM has beased as a mefanguage for organizational

viability. All the work events and the consequent emotional reactions may
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contribute to organi zational viability,

literature so far.

To accomplish the above stated objedijvibe current chapter is divided into two
stages: Stage 1, presenting the development of emotions measurement model
capable of comprehending widanging work environment aspects causing

workforce emotions (Section 3.1);

Stage 2, outlining the studyeserch modelfor field-testing of the developed
model for workforce emotions measurement to confirm its proposed utilization

(Section 3.2).

*kkkk

3.1 HOLISTIC EMOTIONS MEASUREMENT MODEL

I n order to resolve the concern of Onarrtr
determinants of emotions existing within work environmémg section attempts

to develop the reference model, based onstnectural fundamentals ofSM

framework capableof capturing the interrelated aspects of the work environment
featurestriggering workforce emotions. The aim is to develop an emotions
measurement model capabledignosing thevide-ranging affective workplace

and personal antecedents of emotional agpees the researcher has named it a
Oholistic emotions me & lsisufrareemerkowould be d e | ( HE

capable of assessing affective causes relevant to individual functioning in work
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settings more holistically, thus filling the existing gap in orgational behaviour

literature and practice.

Emotional reactions within organizations seem to be unpredictable and the

obvious reason is that the interactions among different aspects of the
organizational system do not add up in a simple manner. Thesgsaape well

observable and understood when taken as a whole instead of studied in isolation.

As acknowledged by complexity theory #ftfF
produce a big effect i f their i mpacts mu
eventsc an dramatically change the probabilit

and Cohen, 2000, 14).

The attempts made so faby the researchers for understanding the work
environment features producing emotions (e.g. Bash and Fisher, 1998; Weiss and

Brief, 2002; ErolKorkmaz, 2010) remained incapable of giving the
comprehensive view of the work settings. Taking into consideratidy the

internal working environment factors and excluding the external environment

actors or work based social relations at the expense of work operations and its
managemenprovides a fragmented view of the role of affect in organizational

outcomes. L k e wi s e, an individual 6s personal it
influence on his/her affective states and work behavi¢eugs AET) Research
supports that individual 6s personality heé

and behavioral reactionsithin the workplacgJudgeet al, 1998; DavisBlake
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and Pfeffer, 198Pmaking its inclusiorsubstantial to the better understanding of

workforce emotions and subsequent attitudes and behaviours.

Therefore, theinvestigation of the causes of emotionsed® to be broadened,;
encompassing the interrelated view of the organizational functioning, its social
connectedness, and individual traits for better understanding of the cohesive

antecedents of employeesd emotional exper

The qualitatively rich they of viability i.e. Viable System Model (VSM) has
been proposed by the current study as a guiding framework for ascertaining the
working environmat and its predisposed evers®cial and economi@ssociated

with workforce affective experiences. As thgstems approach allows us to
explore existing situations by linking the events in time, helping to see the big
picture of the patterns of relationships and processes existing within
organizational system (Espejo and Reyes, 2011). It helps to avoid uramgcess
fragmentation and discuss the parts or components of the system organized
together, constituting a network of relations and organizational processes (Espejo

and Reyes, 2011).

Accordingly, the VSM offers a holistic view of the functionality of the
organization as a whole, taking into consideration the operations, management as
well as environment and the interactions amongst them (Espinosa and Walker,
2011; Leonard, 2009)which has beenused as a guiding framework for

comprehending the interrelated anjzational aspects (i.e. work, management
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functions, external environment and social relations) and categorizing the related
work events accordingly. The dimension of ceedf-evaluation has also been
included in the model for gauging affective persdgadttributes along with
workplace events assessing affective working environmegibllowing the

recommendations of Judge, 2009 and Hwotkmaz, 2010)

The following sections (3.1.1 and 3.1.2) explain the development of an emotions
measurement model suitable for gaining a comprehensive view of the emotional
experiences at the individual level. The resultant framework should be capable of
diagnosing workm@ce emotions more holistically, corroborating both the
organi zational as wel | as personal di men s

of influencing their attitudes and behaviours towards the workplace.

3.1.1 Workplace Events(WE) i Organizational Dimersion

The prior research suggests that the emotional impacts on workforce may incur

from several work events produced due to features of the working environment
(Weiss and Cropanzano, 1996; Gray and Wa:
t he i n dgoalsjodpoaisedtsdo so, yield positive emotions whereas events

that harm or threaten the individual 6s cc
1988, 349). Wirk events have remained a significant method of measuring

workforce emotions (e.g. Baschdafrisher, 1998; Fisher, 2000; Wegge al,

2006; Grandery, Tam, and Brauburger, 20@&&sed on whiclthe study proposes

the inclusion of work events in the holistic emotions measurement model for
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measuring peopl eds emot iveapprhisaloftspetifces basec

events and/or situations occurring within the organization.

Previously, several studies have tried to determine the work events leading to
positive and negative emotional experien¢eg. Kanner, Coyne, Schaefer and
Lazarus, 1981Basch and Fisher, 19p@&ith Affective Events Theory (Weiss and
Cropanzano, 1996) the most prominent amongsttdtbcused on work events as

the main indicator of the causes and consequences of affective experiences at
work but the connection drawn between work events and emotional reactions is
more like a place holder for better understanding of affect instigation (Brief and
Weiss, 2002). It does not provide with the theoretical basis upon which to predict
which organizational factions and features impact on work employees affective

states and their subsequent responses.

Hence, a great variety is found in the operationalization of work events and its
measurement for understanding the workforce emotions in all the studies
undertken. The studies have remained focused merely on few of the work
aspects, which have been thought or found relevant to emotions elicitation. This
fragmented understanding of the emotional phenomena has remained limited in
giving an integrated view of thenterrelated aspects of the work environment
causing production of emotions while at workAlso, the internal working
environment has remained the main focus of researchers in isolation of external

environment of the organizatipwhereasexternal eventske interorganizational
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negotiation, economic transactions, legal, political and social changes, the
relationship of employees with the customers, suppliers, stakeholders etc. may

i mpact on employeeds emotions anmd consequ

Similarly, the socialaspectof the organizationincluding the relationsamongst
co-workers, managers and other organizational membesghe vital parts of the
organizational settings. Everyday working with them creates the work events,
which maybe affective in nature and hold the capacitytrigger emotional

reactions

A holistic view of emotional underpinnings within the organization cannot be

achieved unless both the external as well as the internal environment of the
organization, both fronoperational and socialational perspectives, are taken

into consideration (figure 3.1). Focusing on one aspect of the organization, while
understanding the factors influencing workforce emotions, provides a limited

view of the phenomena. An inadequattapr ehensi on of emoti ol

work environment factors can result in its poor management.

WORKWLACEVENTS
ORGANIZATIONA S Einctional S EMOTIONS
DIMENSION - Relational

Figure 3.1: TheoreticalConception of Workplace Events (WE)

The present study proposes the utilization of a sound theoretical model of

organizational viability (the Viable System Mod&/SM) as a framework for
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designing an analytical tool to categorize workplace evespecific to its

functional as well as relati@al aspec(internalandexternal to the organization)

for better understanding of working environmeMSM -operations, meta

systemic management and environmenteracting with each another illustrate

the organizational functioning in totality, encomgiag the necessary and

sufficient conditions for organizational viability (Beer, 1979, 1981, 198hijs
holistic view of the organizationds worKk
facilitate in exploring its main featuraepecific tothe functions perfoned and the

social relations embedded within the organizatiagntributing to the

development of holistic emotions measurement model for delineating the wide

spread account of affectiexperiencegfigure 3.8)

We may use the criteria of operational &anagement activitieggiving a
functional accountor social relationships developed amongst the organizational
memberggiving the relational accounto classify the work events eliciting the
emotional experiences of the employees at the individual., Alsanay use both

the accounts conflated in a single explanation of the emotions phenomenon,

which would not be contradictory but complementary to each another.

The following sections (3.1.1 and 3.11.2) give an account on the classification
of affective work events under VSM framework from the perspectives of
operational processes (giving functional view) and social interactions (giving

relational view) within the organizational settings.
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3.111 Functional View

During the VSM development, Beer focused on studying patterns of effective
organization to improve its viability, while coping with its internal and external
complexity (Gmuret al, 2010). The core organizational functions described by
VSM as System 1 (S1) through System 5 (S5): are the necessary conditions for
achieving and maintaining organizational viability (Beer, 1981, 1985;
Schwaninger and Rios, 2008). The viability of the organization is reduced if any
one of the functions is eithenissing or not performing well (Espinosa and
Walker, 2011; Schwaninger, 1989). It concentrates on the interconnectedness of
the whole system without compromising on the autonomy of its parts along with
the illumination of the boundaries between the parthe system and between

the system and its environment (Espejo and Kuropatwa, 2011).

VSM has been adopted by several researchers and practitioners for diagnosing
organizational performance, and/or for (re)structusngial organizations based

on the fators essential and adequate for its kbagn viability (Rios, 2012;
Espinosa and Walker, 2011; Leonard, 2009; Schwaninger, 2009; Espejo, 2003).
Therefore, this study attempts to utilize the diagnostic capabilities of the model
for categorizing the work @nts based on the operational description provided by
VSM. As Espejo and Reyes (2011) suggest that operational description are

required for assessing the autonomous systems well in comparison to linear
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predictions; as the systems behaviour can be detedniiatter by its internal

capabilities and coherence as a whole.

The VSM subsystems (S55) will facilitate the categorization of affective work
eventsspecific to the organizational functions and its operations necessary for
maintaining viability. This ategorization would provide an insight into the events
occurring due to everyday functions taking place within the work environment,

causing affective experiences and reactions.

Beer didnoét | i-dystems (dbhaerdnged within YSMeas naminy
could possibly attenuate the interpretation of the functions performed by them
individually (as well as whole) and thus always preferred to keep them generic.
Therefore, the research decided not to label them as well. However, labels have
been used for #hdiscussion, with the purpose of making research findings easily

comprehendible to other organizational behaviour scholars.

a. System 1 (S1IWE

System 1 (S1) depicts the primary activities of the organization, oriented towards
the accomplishment of organizational goals and implementation of its purpose.
For example in a university, S1 delivers education services and research projects.
S1 might intude one or several operating units depending on the number of

businesses undertaken core tasks, the variety of tasks undertaken, the

geographical scope and the size of the organization.
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Typical S1 dayto-day activities include questions, like what ne¢alde done,

who will do it, how it would be done and so on (Espinosa and Walker, 2011). The
answers to these questions result in the
the workplace goals. This advancement towards the goal accomplishment
embraces thgeneration of different work events depicting the tasks scope and/or
characteristics, e.g. task autonomy, task completion, work over load, flexible
timings, challenging task and so on. These work events, in turn, provoke
emotional states at work resulting affective reactions (Weiss and Beal, 2005)

based on its appraisal (Bash and Fisher,
work load as positive by appraising them as a chance of showing their capabilities
whil e empl oyee 0BO& nmaspmesiiationethevemotional as u

reactions of two people might be different based on the appraisal of situation.

The quality, context and characteristics of work have been known well for
triggering workforce emotions within the organizational psycholeggarch. The
empirical findings reported that events pertaining to work context like
successfully completing the task, given undesired work, high workload and so on,
provoked the emotional experiences of the employees (Mignonac and Herrbach,
2004; Weggeet al., 2006). Likewise, research has also documented that
characteristics of the jobs assigned to the employees have direct as well as
indirect influences on their affective reactions (Saavedra and Kwun, 2000;
Sokoya, 2000; Renn and Vandenberg, 1995; Bomh1979; Cummings and

Burger, 1976).

99



These work contextual aspects, generating affective events, can be categorized
under S1 of the VSM for comprehending waecific causes of emotions

experienced at the individual level.

The dayto-day tasks undertan while performing these primary activities
include the regular interaction of S1 actors (i.e. employees, management,
operational environment) for work performance, developing relationship networks
amongst them. These networks provide the view of thealsoelationships

inherent to any system (disgsed in detail in section 3.12).

Each operational unit (under S1) is in itself a complete viable system, as
autonomous as possible regarding-tiagay work, and capable sElf-regulation
(Espinosa and \ker, 2011). Meaning, that it has its own msjestemic
management (S35) supporting the local interactions, fostering -setfulation

and connecting it to the above and lower recursive system; and in this way,
significantly reducing the complexity of treontrol at higher level management
(Espinosa and Walker, 2011). The operational units work autonomously, making
its own decisions based on the level of discretion provided by the organizational

governance, until it keeps on delivering goods and servicagraed upon.

b. System 2 (S2WE

In order to maintain stability in S1 units and their primary activities, System 2
ensures that there are ways to deal with the arising conflicts amongst them during

their everyday functioning and interactions; thushgang oscillations developed
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within dynamic settings (Espinosa and Walker, 2011). S2 attempts to keep
everyhing running smoothly by sharing the information (Espejo and Reyes, 2011;
Schwaninger and Rios, 2008) with operational units gained from senior
mangement. e variety of tools used are operational policies & procedures,
commons standards and protocols, information manuals, and so on, creating the
shared o6l anguagedé6 (Espinosa and Wal ker,
the people performing in dégfent operational units (Hoverstadt and Bowling,
2002).This information expedites the collaborative work and-tiea¢ feedback

in case of any instability in any unit. It plays a significant role in preserving
organizational solidarity without compromigirthe autonomy of S1 (Morlidge,

2010).

The lack of S2 activities result in process bottlenecks, failed production planning,

wars among departments, and so on leading to competition and conflict amongst

the work units and the people within (Espinosa Kiaimani, 2010). The aroused

conflict comprises of the affective or emotional responses, usually in the shape of

disliking established for one another (Hammer, 2001). Conflict has been
suggested to initiate the spiral of negative emotionality jeopardizivey t

organi zational performance and reduce th
Mannix, 2001). The tension and bitterness created, in turn, distract the people

from performing the task (De Dreu and Weingart, 2003). Therefore, the conflict
createdwithin aubnomous units or departments or teams need to be resolved for

managing effective performance. The more the teams hold mutual principles,
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methodologies and standards, the likelihood for unprompted communication is
higher, leading to more chances otauerdion (Espejo and Gill, 1997) among

the workers thus increasing the performance.

Thus, the antbscillating function of S2 accommodates the work events related to
information sharing and eordination activities within work settings e.g.
availability of common policies and procedures, availability of common

i nformati on and so on, as they have

emotions (Bash and Fisher, 1998; Herzberg, Maunser and Snyderman, 1959).

C. System 3 (S3WE

System 3 (S3) is entrusted with tride of performance optimization by creating
synergy amongst the operational units (S1) working as a whole. It influences the
performance of working units (S1) through its three channels of resource bargain,

accountability and command (Espinosa and Walket 1)

As a resource allocation channel, it negotiates and provides the resources
(financial, physical, technological and human) required to operating units (S1) for
accomplishing the tasks entrusted to them. S3 ensures that the operational plans
and dedaions at operational level are in alignment to the strategic standards set by

the senior management (Espinosa and Walker, 2011).

It also performs as an accountability channel; monitoring the performance of the

operating units (S1) and its compliance witie conditions of resource bargain.
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These performance reports are forwarded to the higher level management (Espejo,
2003; Morlidge, 2010) and also used as the basis for fresh negotiations on

resource bargaining and subsequent allocation (Espinosa andr V2alke).

Also, as a command channel S3 assures the compliance of operating units (S1)
functions and activities with the corporate norms and policies agreed at the

normative level management (Peppard, 2005).

The most common work events related to S3 ggyeptimization functions are

performance reporting, appraisals and feedbacks along with resources allocation.

The work events specific to synergy optimization functions taking place within

the organization can be classified under S3 for comprehendinigfthence of

these performance controls on empl oyeeds
influential in workplace affect production by the literature review (Xanthopoulou

et al, 2012;Demerouti andBakker,2011; Johansson, Eek, Caprali and Garling

2010; Kickul, 2001; Zhu and Dowling, 1994).

d. System 3* (S3*)WE

Several events happening within operational units might remain unreported to
senior management due to the reporting standards of the assessment systems
(Espinosa and Walker, 2011), whiclan be lethal to organizational viability.
Therefore, another important chana8B*- works adjunct to control channel as

an alternate approach to collect the information directly from the operational units

whenever required. S3* fills the gap for S3 atlgering the information missed
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out in the reporting done by operational units (S1) to higher management (S3)
(Schwaninger, 2000). The role of S3* is sporadic in nature and not regular

(Espejo and Harnden, 1992) triggered as required by S3.

The most commo work events related to S3* include the direct intervention of
senior management for collecting information at irregular intervals or in case of
emergency. These sporadic events can be classified under system 3* for

comprehending their influenceonempog 6 s emot i ons.

e. System 4 (S4WE

In order to survive and progress, an organization should be able to adapt itself to
the changes taking place in the environment in which it operates. These changes
are related to the products, business processespemént, identity and so on
(Hoverstadt and Bowling, 2002). In VSM, this job of gathering external

information for ensuring lorterm viability is performed by System 4 (S4).

The externalenvironmental scanning (Espinosa and Walker, 2011) function
conduced by System 4 includes the different maenvironmental factors like
social, technological, political, economic, ecological, legal and any other
detrimental or beneficial to the organizational viability. These external events
produced by the general emMiment can directly affect organizational outcomes
by inhibiting or facilitating the organizational goals (Ashkanasy and Ashton

James, 2005).
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It monitors the existing and upcoming trends within the environment along with

the potential threats and opponities prevailing. On the basis of information

gained, S4 devise the plans and recommend the changes to higher level, required

in the current setting of the organization to enhance its capabilities for future
competition(Clemens, 2009). However, thesendaannot be made appropriately

unless S4 is not completely aware of the internal capacity of the organization.
Therefore, S3 and S4 continuously exchange the information regarding the
systembs internal capaci ti eTsheand ogt eSrdndas
i nterest i n the future of the organizat.i

situation of the organization.

Typical S4 roles are strategic planning, product development, market research and
research and developmefiEspinosa and Walker, 2011Yhe work events
occurring under this subsystem are launching a new product, entry to new
markets, introducing change in business strategy, involving people while
introducing change and related activities. These situations amtisenatated to
change and adaptation within the work settings are known to have the capacity for
triggering emotional states amongst the employees having repercussions for work
attitudes and behaviours (Kiefer, 2005; Goldsmith and Cyboran, 2012).
Accordingto Hammer and Champy (2009),-88% of all restructuring fails not
because of strategy but due to the lack of appreciation of human dimensionality of
the organization. Therefore, the events specific to change and adaptation can be

classified undersysteth t o assess their influence on
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f. System 5 (S5WE

System 5 is responsible for the policy making and giving the organization:
closure, identity and ethos (Espinosa and Walker, 2&id¢ring it towards one

direction.

It exercisesthe overall control and gives the direction to the entire system by
making policies and setting goals respectively (Devine, 2005)provides a
normative framework foorganization activities and accredits the purpose to the
organization (Schwaninger, @0). It also defines the mission, values and the

ethical stance and gives closure to the system (Morlidge, 2010).

It makes sure that the balance i s mainta
(S4) while making decisions regarding core strategies and polic@svides an

ultimate authority along with the views of the stakeholders involVée. work

events unde65 functioning pertain to goal setting and policy making activities,
determining the identity, values, norms and culture of the organization. The

literature has identified that the policies made by the higher management holds

the potential to arouse empwye 6 s positi ve/ negative emoti
and West, 2004; Herzberg, Maunser and Snyderman, 1959). Hence, in order to

assess their affective influence on workforce, they can be classified under system

5 function of VSM.
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To sum up, the subsysteniS1-S5), wellconnected with outside environment,
demonstrate the functional view of the social organization offered by VSM

distinctions depicting the interrelated workplace aspects as a whole (figure 3.2).

System 5 WE
&
1
E 4
N System 4 WE
Y « L
| 1
R ( )
ORGANIZATIONA e} System 3 & 3* WE
DIMENSION  |-I™ N | L )
(Functional View)| |- E System 2 WE
Figure: 3.2 T TN I —
A—] systemiwe |
- = = Meta-Systemic Management < >
----------- Operations

The workplace events classified under the functional componentSXSbf

VSM, allow viewing how (a) primaryactivities (b) damping oscillations(c)

synergy optimization, (d) audit, (e)environmental scanningand (f) policy

making activities contribute in the production of workforce emotions in totality.

This holistic account of themotions generation within organizatiasth respect

to its functional processes will help to determine the collective subsequent
influence of the employeedbs emotional e X

behaviours.
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3.11.2 Relational View

Social sygems hold a network of recurrent interactions and relations produced by

people working together (Espejo and Reyes, 2011). An effective work
organi zati on s up poordtisniatharacter@ededy feequend, n a | Co
timely problem solving communicat and helping, and mutual respect among

workers (Gittell, 2000). This network of communication and relationship ties

among the workers is a form of organizational social capital having the potential

to enhance organizational performance (Leana and VaanBa©99). They also

hold the potency of hampering tbeganizational working. Similarly, the relations

with the external actors (customers, suppliers, competitors etc.) can have severe

implications on employees as well as organizational performance.

During the stages of VSM development, Prof. Beer was well aware of the
significance of human beings working within the viable system and declared them

as Othe heart of enterpriseb6 and also a
human beings (Beer, 1979, 42).His reflections on dealing with the complexity

related to the management of people working within the emdergre perceived

syst emrichlpi nbteerfic onne ct e dthe camplexity(. eboumdy ni zed ¥
into the world of interacting systemgBeer, 199, 38 & 36 respectively).

Moreover, the concepts of autonomy, seljulation, selawareness, cohesion,

coordination, synergy, value, norms, identity etc. which makeup Viable System

Model, give acumen to the recognition of soft attributes specific tplpe
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working within the organizations. The applications pertaining to VSM might have
dealt with humari soft - elements implicitly; but the VSM theory itself deals
with human beings explicitly by designing of segulation, autonomy,
coordination, communation, conflict management and so on as vital principles
of the theory of viability (Beer, 1979, 1981). It reveals that VSM does not hold
mechanisticapproach and the management of people and the related soft issues

are at the heart of the VSM.

The theoretical framework of VSM based on its three components (O, M, E) and
five systems (SB5) actually organize the people under different organizational
functions. It is the people within the organizational system interacting among
themselves for créimg policies and regulating them and producing goods and
interacting with other bodies formal or informal (Espejo, 2003). Likewise, t
system corresponds with its external environment constituted of suppliers,
customers, competitors, regulating bodiesd aother stake holdersThese
interactions result in the formation of emotional bonds amongst them. This
perspective solidifies the power of VSM of giving a holistic view of the collective
behaviour within the social systems (Espejo, 2003)e main compomds of

VSM i.e. operations, management and environment enable perceiving the
interactions and relations (a) amongstwaarkers inside operations, (b) amongst
workers and management, and (c) amongst the organizational members and the
external environment &wrs, respectively. These interactions and relationships

with coworkers, managers and customers/clients are likely to be more
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emotionally loaded than typical task performance (Judge and Kamuiviexsler,

2008) and influence the work outcomes (Gya008 Pratt and Ashforth, 2003).

As Kahn (1998) noted that people working together form emotional bonds and
underneath the cover of formal organizational structure, these emotional
relationships shape their engagement in the working environment. The potential
provision of VSM for organizing these social relations under its framework has

been discussed below:

a. Inside Operations (In O) WE

The Ooperationsd el ement of he VSM are

activities performed by employees together for the

fulfilment of organizations purpose. The ovk

INSIDE
OPERATION/

g 8-/0

undertaken by the employees is often highl

interdependent and requires reciprocal, iterative

interactions amongst the -weorkers rather than the . .
Figure 3.3: Relationships

sequential Andoffs performed (Gittell, 2000). inside operations

Employees modify their work related and other discretionary behaviours in

response to their eworkers behavioral exhibits (Bommet al, 2003; Robinson

and Oé&Eellg, a998). The helpful interactions at work, natly improve

empl oyeeds attitudes | i ke job satisfacti

Zagenczyk et al, 2010) but also influence organizational outcomes by

establishing supportive and innovative climate and increasing organizational

110



productivity and mdirectly (Crabtree, 2004; Ellingwood, 2001Song and
Olshfski, 2008). On the contrary, problems in interpersonal relationships amongst
co-workers at work lead to conflict, interfering with organizational performance
by reducing job satisfaction and incsgay the intent of turnover (De Dreu and

Weingart, 2003).

Therefore, the relationships amongst thevavkers can be organized under VSM

framework for assessing the workforce emotional experiences due to these

interpersonal rel atii mmso 8 fiisgumeg D nsi de
b. Operations & Management (GM) WE
The Omanagementd® component VSM indi c:

the services provided by medgstemic
management for the successful running of

6operations?od (Espinosa and\W,‘ker, 2011
—_—

I\
xR
OPERATIONS
(@)

He o

ensuring their coherence and goal accomplishment.

The managers (from mesystemic management)

interact with the employees (working inside

operations) frequently to provide directions and

resources for attaining the assigned goals. The
Figure 3.4: Relation Between

communication network between workers and VWorkers & Managers

regulators/managers creates the internal environment ofdheipation. The

quality of relationship between workers and managers hold a significant place in
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i mproving empl oyee ®tbal, g0l Rastgaet ak,12012; ( Car t e

Chapman and Goodwin, 2001).

Hence, t he operati ons campdnentsnafn\dSyle ment 6
determine the relations between the employees and the managers (fljure 3.

working towards organizational goals.

C. Operations & Environment (O-E) WE

The 6environmentd component of VSM indic
relevant to the systein-focus, better known as external environment of the
organization. It includes the diverse range of the people from the external
environment with whom the organizational members interact. These
environmental actors may hold explicit and/or implicit influence on the
organization and its members. Along with operations and its management, the

environment also constitutes a significpatt of the VSM focus of study.

/ \
o A © FEENS -— o
: ‘ F - SubSystem
A S
A _-‘/ _. : SubSubSystem
\.;' P -

Figure 35: Environment Arrangement in VSM
Source: Espejo (2003)
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The operational unit (S1) workers interact with the external actors, e.g. customers,
suppliers, competitors, regulating agencies, industry and so on, while performing

their purpose. The events specific to general and operational environment actors

hold thepotency of triggering emotions of the workplace members. The reviewed

literature supports that the acts of customers have been recognized to trigger the

positive emotions amongst the organizational members whereas mistreatment

from the customers may elicnegative feelings of anger amongst the workers

(Bash and Fisher, 1998; Grandey, Tam and Braubuger, 2002). Therefore, the
relations and/or interactions between the organizational members and the
customers/ clients can be @at eegnovriirzoendmeunnm c

interactive account offered by the VSM.

It is important to remember, that each viable system has its own uniquely defined
environment. Thereforewh i | e defining anyh deasitden vi r onm
combination is acceptaldleas stated by Bedd 985, 60). Meaning, that it may

include the diverse range of the environment with which the systdatus has

to deal or interact, extended upward to global level and downward to the

employees family unit (figure 3)5

An employee working within the ganization is regarded as the smallest unit
prevailing within the system through the recursive principle of the VSM; and the
activities undertaken by him/her at the workplace are directly linked to his

performance, contributing to the achievement of theganizational goals
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(D6Amato and Zij | str ajlfe a3 JuggestR ¢hate ar ¢ h
problems at home can affect performance of the employee while at work
(Forthoferet al, 19949. Life events have important effects on people (Clark and

Oswald, 20@). The person experiencing crisis in his or her personal life may
comprehend the situations and occurrences in organizational settings more
intensely as compared to the one who is contented and happy in hiBhkfe.

empl oyeesd per s oneslitantcstresxost rempdoyers & dhuget he r
amount every year in lost productivity (Jacobstral, 1996).An estimation by

employee assistance professionals suggest that around 20% of any workforce is
affected by the personal problems that affects their peénce Bagwell, 2000.

The attention paid to the mpl oyeeds personal l i ve can
productivity (Bagwell, 2000). The VSM facilitates the inclusion of life evemts

its environmental explanation for assessing the external causes behindeynp e 0 s
emotions production and subsequent affective reactions. However, the current

study keeps the external environment limited to work related aspects, leaving the
VSM6s explanation of the role of affecti

emotionsand work outcomes for futuresearch

Hence, the environmental component of the VSM explains external environment
events at the organizational level facilitating the relational view of outside people
with organizational members. The work relations deriactions between the

organizational members and the outside people hold the potency of influencing

the workforce emotions and affective reactions.
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Theinteractive components of VSM, i.e. (a) inside operations, (b) operations and
management, and (c) operations and environmgie a consolidated account of
the relations inherent to the collaborative functioning of the social organizations
(figure 36), useful for comprehending the influence of organizational relations on

empl oyeebs emotions.

ORGANIZATIONA
DIMENSION

(Relational View)

Figure 3.6

ENVIRONMENT

3.12 Core Self Evaluationi Personal Dimension
As discussed in literature review chapter, the research suggests that personality
plays a crucial role in appraising situations and subsequent emotional and
behavioral reactions of the people (Spector and Fox, 2005; Caprara and Cervone,
200Q Weiss and Cneanzano, 1996 The empirical investigations postulate that
affective personalities explain variation in attitudes and behaviour at work (Judge
and KammeyeMueller, 2008; Isen, 2000; LeDoux, 1998). Researchers have
stressed the importance of assessingiddal differences specific to personality

for understanding the affective behaviours of the employees éFala 2012).

115



Therefore, the distinct personalities held by the employees need to be taken well
into consideration for understanding their sabstt i a | rol e i n e Mg
assessment of workplace events and situations, provoking emotions and

subsequent reactions.

Judge and coll eagues ( 2-6 0 8 ) u-asttuiogabneds t t h
personality traitis capable of capturing the fundamental aspéthe self in the
realm of human performance (Nikola@t al, 2007; Judge, Van Vianen, and

Pater, 2004). Qre selfie val uati on can be described as

oneds worthiness, effectivenetda,2003)and cap:
Thesearéif undament al premises that individual
functioning in the environmento (Judge, E
as imperative in peopledbs appraisals of t

and Judge, 2003; Judge, Vianen and Pater, 2004; Judge, Locke and Durham,
1998). Hence, situation specific appraisals are affected by these deeper and more
fundamental selfppraisals and most of the time people are not even aware of the
influence of theirself-evaluation on their perceptions and behaviours (Bono and

Judge, 2003).

The concept of core sedivaluation was introduced by Judgeal (1998) as a
broad, latent, higheorder trait constituted of four personality traits i.e. self
esteem, generakz selfefficacy, neuroticism and locus of control. Judge and

colleagues (2003, 305) illuminated each one of the personality traits as:

116



(1) selfest e e m, Aithe overall wvalue that one p!|
1892; Harter, 1990);

(2) generaliedselfe f f i cacy, fAan evaluation of how v
vari ety of situationsao (Bandur a, 1977,
Knight, 1996);

( 3) neurotici sm, Afithe tendency to have a
and to focusomegati ve aspects of the selfo (E
Robinson, 2012; Watson, 2000); and

(4) | ocus of <control, Abeli efs about the
internal when individuals see events as being contingent on their own hehlado

(Rotter, 1966; Barlow, 2013).

Judge (2009) suggests that core -sgHluation predicts many work and other

applied outcomes better than the individual trditbas been found correlated to
organi zational psychol ogy 6ise sttesn(Hrel me nt al
Korkmaz and Sumer, 2012), job satisfaction (Bono and Judge, 2003),
organizational commitment (Judge al, 1999) and job performance (Bowling,

Wang, Tang and Kennedy, 2010).

Judgeet al (2002) reported the relationships between the sefkevaluation
traits and happiness, stress (selforted stress on the job) and strain. The
weighted average correlations across all four traits and samples were 0.56 for

happiness; 0.23 for stress, and 0.24 for strain (Bono and Judge, 2003).
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Research findings also established the relationship between cosvalethtion

and the level of job satisfaction. Judefeal (1998) found in their study of three
diverse samplea correlation of 0.48 (both sakéported) and 0.36 (reported by
significant others) between job satisfaction and core-eedfuations. Likewise,
Judge and Bono (2001) conducted a naetalysis of 169 correlations and found
that the correlations of the core traits with job satisfaction ranged from 0.24 to

0.45.

Previous reseah findings also support the correlation between core- self
evaluation and job performance. Judge, Erez, and Bono (1998) stated that
individuals with high core selévaluations and positive seliews tend to perform
better, due to higher level of motivatidowards job and increased confidence in
self and ones abilities (Bono and Judge, 2003). Similarly, Judge and Bono (2001)
examined the link between core selfaluation traits and job performance in a
metaanalysis of 105 correlations. The average caditeiaacross the four traits

was 0.23.

PERECINAL CORESELF 5| EMOTIONS
DIMENSION EVALUATION

Figure 3.7: Theoretical Conception ofCore SeltEvaluation

Based on prior literaturecore seHevaluation appears to hold significant

relationship with e mp | aydeadféctive reactiorisi o n a |
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(figure 37), due to whichit has been included in the holistic emotions
measurement moddfigure 3.8) for explaining the impact of personality on

emotional states and work related outcomes
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Figure 3.8: Holistic Emotions Measurement Model

3.2 RESEARCH MODEL FOR VALIDATING HEMM

Subsequent to the development Holistic Emotions Measurement Model (HEMM
figure 3.9, the current studgetermines tassess the explanatory power of the
referencemodel by its field testing, in order to identifys potential benefits in

comprehending wideanging affective antecedents of emotional experiences
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The Affective Events Theory (AET) has beesopted for the ground testing of

the holistic emotions measurement model as it provides an appropriate theoretical
framework for investigating the individual differences in the manifestation and
consequences of emotions in the work place. The current stuwy the test of

AET. However, it has been adopted to test the significance of reference model
(HEMM) developed in the studyhat how well does idiagno® the wide-spread

causes oéffectiveexperiences at theorkplace.To do so, the impact alffective
personality and work events produced in working environment (categorized by
HEMM using VSM distinctions has been evaluated on workforce emotional
states and their subsequent work attitudes and behawsisy the macro
structures of AET. &verd researchers have reported the usefulness of the
framework for the investigation of moods and emotions in work settings (Wegge

et al, 2006; Ashton) ames and Ashkanasy, 2005). It
understanding of the workforce emotions exgeces by identifying the
antecedents and consequences of the emotional experiences encountered by the
employees while performing jobs (Weggeal, 2006). The macrestructure of

the affective antecedents in AET has been operationalized by the referesele mo
developed by researcher HEMM, including workplace functional and relational
events (referring to organizational causes of emotions production) and cere self
evaluation (referring to personal causes of emotions production). Their influence

is gauged ore mpl oyeeds e mot The cuarént seidy preasuredln c e s .
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emotions because unlike moods, emotions are more intense and more attributable

to an event than moods (Weggfeal, 2006; George, 1996).

The consequences of these emotional experiences assexss® work related
attitudes and behaviours of the employees, i.e. job satisfaction and organizational
commitment (measuring the work attitudes); organizational citizenship and
counterproductive work behaviour (assessing the work behaviours of the

employees).

The researcher selected job satisfaction and organizational commitment as work
attitudes in the study framework because emotional experiences are reported to

have direct influence on job satisfaction (Weiss and Cropanzano, 1996). Also,

both of themhave Dbeen reported as significant/
performance (Saari and Judge, 2004; Juelgal, 2001; Schappe, 1998) and

desirable behaviours (Bolon, 1997; Bateman and Organ, 1983; Mangoine and

Quinn, 1975).

On the other hand, organizata citizenship behaviour has been found to be
directly influenced by empl oyeeds emotio
included in the study framework for determining the influence of emotional
experiences on work behaviours. McNeely and Meglino (19$84gested that

OCBs oriented towards individuals (O€PB and those directed towards

organization (OCBO) should be distinguished. Therefore, the study adopted the

high-order construct of OCB and included the distinct-dubensions of OCB
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(towards indviduals) and OCEO (towards organization). Dalal (2005) suggested
that extrarole behaviours (OCB) and counterproductive work behaviours (CWB)
exhibit distinct patterns of relationships with antecedents. Therefore,
counterproductive work behaviour variableas also included in the study
framework for assessing the deviant workplace behaviours as suggested by the
researchers (Milest al, 2002; Dalal, 2005%pecific toindividuals (CWBI) and

organization (CWBO).

The high-level research moddfigure 39) has been proposed by the study f

field testing thediagnostic capabilities diolistic emotions measurement maqdel

to determine the significance of personal attributes and workplace related events
on empl oyeesd emotional veoskpatitudee and e s ,
behaviours. Based on affective work events of functional (FWE) and relational
(RWE) types and core setivaluation (CSE), the proposed model contends that
workplace events (specific to organizational functions and embedded social
relations) and core selvaluation impacts on employees emotions (Emo), which
further influences their work attitudes and behaviours i.e. job satisfaction (JS),
organizational commitment (OC), organizational citizenship behaviour (OCB)

and counterproductive wotkehaviour (CWB).
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Figure 3.9 Study Research Model (Overview)
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The hypothesizedausal relationships amongst the exogenous and endogenous

latent variables are discussed in subsequent section.

3.2.1 Structural Model Specification

The structural model depicts the testable relationships between the latent variables
(Hair et al, 2013). As discussed earlier, the goal of the study is to examine the
impact of functional (FWE) and relational (RWE) workplace events and core self
evaluation (CSE) on workforce emotions experiences (Emo) and the subsequent
impact of emotions experierke ( Emo ) on employeebds job
organizational commitment (OC), organizational citizenship (OCB) and

counterproductive work behaviours (CWB).

The theoretical components of the model comprised of:
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1. Exogenous Latent Constructs: Functional wexlents (FWE), relational
work events (RWE) and core sealuation (CSE), representing key
determinants of target constructs.

2. Endogenous Latent Constructs (target constructs): Emotions experience
(Emo), job satisfaction (JS), organizational commitmer®C),
organizational citizenship behaviour (OCB) and counterproductive work

behaviour (CWB).

3.211 Exogenous Latent Constructs

In order to assess the affective influence of work environment, two exogenous
latent constructs of: (1) functional work events (FWeé&jresenting organizational
functioning and (2) relational work events (RWHepresenting social relations
embedded withinorganizational settings have been used. The affective
personality aspect has been assessed through the exogenous latent construct of

core selfevaluation (CSE).

Based on theory, the above stated exogenous latent variables have been
operationalized as higorder constructs involving secowdder structures (figure
3.10, thus containing two layers (Ringé al, 2012) leading to more theoretical

parsimony and reduced complexity (Hairal, 2013).

On the basis of literature, the study identified six-dirbensions of functional

work events: (a) the primary work activities undertaken by systeipi(b) the
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coordination and conflict management functions performed by sysiS@&) &)
synergy optimizabn function performed by syster&8, (d) audit function
performed by system 3%3* (e) change / adaptation function performed by
system 4S4 and, (f) policy making function performed by syste®® Therefore
functional work events (FWE) construct hasrbe®deled as higbrder construct
formed by six loworder constructs (LOC) based on VSM functional distinctions
(S1-S5) (Beer, 1981, 1985). Each LOC captures a specific attributes of
organizational functioning, together forming a single mdilthensional fgh-

order construct (HOC) of functional work events (FWE).

Likewise, based on VSM components, three-dimbensions of relational work
events were identified: (a) relationship betweemookers (InO), (b) relationship

of workforce with managers (®) and (c) relationship of workforce with
external environment actors{€). Hence relational work events (RWE) construct
has also been modeled as haider construct formed by three leswder
constructs based on VSM parts (InOM) O-E) (Walker, 2006; Espirsa and
Walker, 2011). The LOCs capture the specific aspects of social relationships
inherent to social organizations, together forming a single ‘duttensional

high-order construct of relational work events (RWE).

Similarly, core seHevaluation (CSE) &s been defined as higinder construct
formed by four loworder constructs (i.e. neuroticisNe, selfesteersSE,

generalized seléfficacyGS and locus of contrdlC) as suggested by Judge and
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colleagues (2003).

3.21.2 Endogenous Latent Constructs

The above stated exogenous latent constructs i.e. FWE, RWE and CSE served as
predictors of emotions experience (Emo) endogenous construct. An emotions
experience construct further predicted job satisfaction (JS), organizational
commitment (OC), citizenshipehaviour (OCB) and counterproductive behaviour

(CWB) endogenous variables.

High-Order Exogenous Variable

Relationships amongst the Constructs

JS

OCBO

Cse ) cse cws

LC

Figure 3.1Q Proposed Structural/Relationship Model (Research Model)
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Thus, emotions experience construct held dual relationship in the model as both
dependent and independent variable (figBwH), where it served as dependent
while being predicted by core se#valuation, functional and relational work
events and independent while predicting the job satisfaction, organizational

commitment, citizenship and counterproductive behaviours.

Hypothesis 1 Functional workevents (&) have signifcant impact on the
empl oyeebs emotions experience,; (a) syst

system 3%, (e) system 4, (f) system 5.

Hypothesis 2 Relational workevents (ec) have significant impact on the
empl oyeeos emotions eratipns, r (Ib) eopecatons aKda ) i ns

management, (c) operations and environment.

Hypothesis 3 Core sele val uati on has a significant i

emotions experience.

Hypothesis 4 Empl oyeeds emotional experiences

job satsfaction.

Hypothesis 5 Empl oyeeds emotional experiences

organizational commitment.

Hypothesis 6 Empl oyeeds emotional experiences

organizational citizenship behaviour.
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Hypothesis 7 E mp | o gtienal Ge¥perienoes have a significant impact on

counterproductive work behaviour.

The demographic variables i.e. gender, age, education, marital status, work
experience, current position and industry type, have been taken well into

consideration to detelime their influence on endogenous constructs.
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Summary

The chapter demonstrated the theoretical development of holistic emotions
measurement model (HEMM) using system principles of VSM for diagnosing the

wider angi ng causes of employeesd emotions
The VSM has been adoptedy lseveral researchers and practitioners for
diagnosing organizational performance, and/or for (re)structuring organizations
based on the factors essential and adequate for itgdomgviability. Therefore,

this study attempts to utilize the diagnosticpalailities of the model for
categorizing the work events based on operational and relational views of the
systems provided by the VSM. The chapter provided atepth view of the basic

functional components of VSM framework used as a base for diagndsng t

functions and socialelations inherent to the viable social systems.

Functional view: The subsystems (835), wellconnected with recursive
environmental layout, demonstrated the functional view of the social organization
offered by VSM distinctionglepicting the interrelated workplace aspects as a
whole. The workplace events classified under the functional componeS5S51

of VSM, allow viewing how (a) primary activities, (b) damping oscillations, (c)
synergy optimization, (d) audit, (e) environnnscanning, and (f) policy

making activities contribute in the production of workforce emotions in tatality

Relational view:The basic components of VSM i.e. operations, management and

environment enabled perceiving the interactions and relationsm@hgst ce
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workers inside operations, (b) amongst workers and management, and (c)
amongst the organizational members and the external environment actors,
respectively.The interactive relationships between the components, i.e. (a) inside
operations, (b) opations to management, and (c) operations to environment

gave a consolidated account of the relations inherent to the collaborative
functioning of the social organizations, useful for comprehending the influence of
organi zational r eeimationis.o Aleng with furetiomeal and/ e e 6 S
rel ational aspects of the work environme
personality (core sekvaluation) was also included in the emotions measurement

model for understanding tIBassessmenubdist ant i

workplace events and situations, provoking emotions and subsequent reactions.

The holistic account of the affective personality and workplace eyeatsded

by HEMM, have been proposed to provide a better understanding of the causes of
emptions within the workplace environmerftherefore,in order to empirically
validate HEMM ,the chapter further demonstrated tdverview of research model
leading to structural model specificatibor empirically testing the benefits of
utilizing the refeence model fodiagnosing the wideanging causes behind the
workforce emotionl experiences. To do so, the influence of personality and work
events (categorizeds functionaFWE and relationaRWE in HEMM using

VSM distinctions)was assessed on workforce emotional experiences and their
subsequentvork attitudeg(i.e. job satisfaction & organizational commitmeaid

behaviours(citizenship behavior and courproductive work behavioy)where
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emotions experience construct had dué o the model i.e. target variable being
predicted by functional WE, relational WE and core -sghHiluation constructs
and predictor variable for target variables of job satisfaction, organizational

commitment, citizenship and counterproductive work behas.
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Introduction

The methodology chapter describes the proposed research design adopted for
addressing the research objectives. The logical flow of the chapter starts with the
discussion of research design adopted for conducting the study (4.1) highlighting
the researclphilosophy (section 4.1) and approach (section14) adopted for

the research, heading towards the research strategy and time horizon (section
413 and 41.4) and the data collection methogsection 41.5). The chapter
further proceeds with the questnaire development process used for collecting
primary data (section 4.6). It delineates the study sample design and the steps
undertaken to select the study sample (sectidn7@.and the data analysis
methods applied to examine the data collected dohnieving the research

objectives (section 2).

Subsequently, the chapter demonstrates the measurement model specification
(section 43) andpresents the pilot testing (sectiod)conducted to validate the

scales and indicators for further use in themsarvey.

*kkkk

RESEARCH OBJECTIVES REVISITED

As discussed earlier in Chapter 1, the following objectives are planned to be

achieved through this study:
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OBJECTIVE 1: To improve the currentinderstanding of the work environment
and related workforce emotional experiences by reinterpraétiegn from a

systems perspective

OBJECTIVE 2: To develop the model for diagnosing the causes of workforce
emotional experiences based on the systems plascof the VSM- used as a
conceptual device for producing a holistic understanding of the work environment
producing workforce emotions; such a model would enhance and complement

stateof-art theories on emotions management.

OBJECTIVE 3: To test the exp@natory power of the suggested emotions
measurement model to determine the potential benefits for its use in

understanding the affective work environment and its related features.

4.1 RESEARCH DESIGN

Research methodology holds a significant role in linkhgtheory and argument
enlightening the research (Nachmias and I
printdé facilitating researcher setaln achi ev
2007). Research design outlines the set of guiding activitiesdltecting and

analyzing data (Churchill, 1999) leading to valid and reliable research findings. A
well-defined research design ensures the relevancy of the investigation
undertaken to the problem identified and the usage of economic procedures for

doingso (Churchill, 1999).

134



Il n this chapter, the discussion of t he
model 6 s ugge seta (R00B figurS4al) fordlescribing the research

framework design. Beginning with the choice of philosophy informing research

approach and strategies, the discussion moves forward towards the data collection

methods and sampling techniques.

Figure 4.1: The Research Onion
Source: Saunders et al. (2003)

Each one of thenmas beerdiscussed below, highlighting the research design
adopted by the author for answering the research questions and accomplishing the

objective outlined in the beginning of the current chapter.
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