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Emotion in strategic management has attracted increasing scholarly interest during the past
twenty-five years. Researchers have demonstrated the nature and significance of emotion in
strategic management from a broad range of perspectives across different levels of analysis. Given
the expanding research on the topic, the time is ripe to synthesize this diverse and multifaceted
body of knowledge. In a thematic synthesis of the literature, we address the following questions:
how does emotion influence strategic management, and how can the field be further developed?
We review emotion constructs used in the extant literature and identify three themes related to
how emotions influence strategic management: the nonconscious influence of emotions, emotion
regulation, and collective emotions. Based on these themes and our analysis, we propose three
areas of future research to inspire the field to develop further: (1) scope conditions of emotion
research in strategic management; (2) capturing emotion in strategic management; and (3) the
ethics, power and politics of emotions in strategic management.

1. Introduction

Emotion has long been overlooked in strategic management research, which traditionally did not focus on who strategists are, what
they do, and how they think and feel. Instead, research has typically focused on understanding the content of strategy and its rela-
tionship to organizational performance (e.g., Chandler, 1962; Porter, 1980, 1985) and the processes of strategy formation and change
at an organizational level (e.g., Mintzberg et al., 1976; Pettigrew, 1977). However, we have recently witnessed a shift of attention
towards the interplay of cognitive, behavioral, and emotional dynamics of significant actors in strategic management (e.g., Hodg-
kinson and Healey, 2011; Jarzabkowski, 2008; Maitlis and Lawrence, 2003; Rouleau, 2005; Spee and Jarzabkowski, 2011).
Acknowledging that strategic management consists of daily interactions (Jarzabkowski et al., 2007; Johnson et al., 2003; Pettigrew
et al., 2006) has led to the recognition that emotion has a major bearing on strategic management processes and outcomes (Brundin
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and Liu, 2015).

Currently, the role of emotion in strategic management is an expanding research subject that has been addressed from multiple
perspectives. For example, the bulk of the work in strategic management focusing on behavioral strategy' (Powell et al., 2011) has
drawn on concepts, theories, and tools from the behavioral and social sciences to explicate the nature and significance of emotion in
the analysis of strategic decision making and strategic change at both the individual and collective levels (see, for example, Fugate
et al., 2002; George and Jones, 2001; Hodgkinson and Healey, 2011; 2018; Scheck and Kinicki, 2000). These streams of research have
drawn on various branches of psychology—primarily the cognitive and social cognitive perspectives of emotion and behavioral
economics but also, to a lesser extent, sociology and philosophy (see e.g., Fineman, 1996; Hodgkinson and Healey, 2011; Huy, 2002;
2011; Loewenstein, 2000; Powell et al., 2011; Samra-Fredericks, 2003; 2004; Vuori et al., 2018).

Our understanding of emotion in strategic management has been enhanced by these works, which draw on different theoretical
approaches and different methods and have left a considerable mark on the work of strategy scholars and practitioners alike. For
instance, research agendas have now expanded from top management position(s) to shared and multilevel emotions across different
levels of the organization (e.g., Huy, 2002; Huy et al., 2014; Sanchez-Burks and Huy, 2009). Within this widening scope of research, we
learn that emotions play a critical role in social interactions among a broad range of strategic actors. For example, studies in the
strategy-as-practice literature have opened the door to board rooms and top management teams to allow the direct observation of the
effect of emotion on what strategists do (e.g., Brundin and Melin, 2006; Brundin and Nordqvist, 2008; Liu, 2013; Liu and Maitlis,
2014).

The plethora of different approaches leaves readers with a scattered impression across levels and units of analysis and makes it
difficult to synthesize this diverse and multifaceted body of knowledge into a more coherent and focused overview with a clearly
articulated agenda for future work (cf. Durand et al., 2017). Our paper addresses these challenges in the form of a thematic synthesis of
the existing literature on emotion? in strategic management. Given that the first studies were published more than twenty-five years
ago (see Fineman, 1996; Vince and Broussine, 1996) and in light of increasing scholarly interest in the topic, a thematic synthesis of
emotion in strategic management seems timely to answer the following questions: 1. how does emotion influence strategic man-
agement? and 2. how can the field be further developed?

Our review makes the following contributions. First, we integrate the findings of extant research by sorting them into the major
strategic activities of strategic decision making, strategic planning, strategic change and implementation, and strategic failure and
turnaround (see Appendix). Second, we discuss and disentangle the constructs and definitions of emotion previously used in the study
of emotion and strategic management. From this, a synthesis of the literature enables us to identify three themes related to the way
emotion influences strategic management, namely the nonconscious influence of emotions, emotion regulation, and collective emo-
tions, all of which have an effect on strategic management. By organizing the literature into these three themes, we are able to observe
valid opportunities for future work.

2. Review method

In line with our goal of synthesizing a body of literature that is scattered across different research approaches as well as different
levels and units of analysis, we followed the recommendation by Hodgkinson and Ford (2014) to complement systematic review
techniques with narrative elements. On one hand, systematic review techniques feature an explicit and transparent procedure that
includes open communication about the search strategy, the criteria for excluding or including literature, and the research synthesis
approach (Tranfield et al., 2003). The procedures allow independent readers and reviewers to identify potential omissions of relevant
literature and remedy these in future work. On the other hand, merely reporting the outcomes of systematic reviews is unlikely to
provide adequate theoretical contributions (Hodgkinson and Ford, 2014). Complementing narrative review elements can partially
remedy these issues and allows us to abstract from the outcomes of individual studies and to build new theory, highlight conceptual
and theoretical limitations in extant work, and illuminate future research directions (e.g., Hodgkinson and Healey, 2018). However,
narrative reviews alone typically lack an explicit and transparent procedure that guides the inclusion and exclusion of relevant
literature, so “the principal drawback of the narrative review is its inherent subjectivity” (Hodgkinson and Ford, 2014, p. S1). The
transparent procedures of systematic reviews and the theory building affordances of narrative reviews thus complement each other.

Following common practice in management and organization studies, our review passed through three stages: (1) planning the
review, (2) conducting the review, and (3) reporting and dissemination (Tranfield et al., 2003). Fig. 1 provides an overview of the three
main stages and related activities.

Beginning with the planning stage, the third author performed an initial search of the literature building on a prior literature review
about emotion in strategizing (Brundin and Liu, 2015). Our goal was to expand the prior review’s focus on strategizing and provide an
“integrative synthesis” (Rousseau et al., 2008) of knowledge concerning the role of emotions in strategic management at large.
Accordingly, we formulated the following review question: “How does emotion influence strategic management?” At this stage, our

1 According to Powell et al. (2011), “behavioral strategy merges cognitive and social psychology with strategic management theory and practice.
Behavioral strategy aims to bring realistic assumptions about human cognition, emotions, and social behavior to the strategic management of
organizations and, thereby, to enrich strategy theory, empirical research, and real-world practice” (p. 1371).

2 We use emotion as an umbrella term to include affect, mood, and emotion. In line with Barsade and Gibson (1998), we regard these as
semantically similar terms for people’s feeling responses and suggest that strategic management involves intense affective states directed towards
significant objects and therefore that “emotion” can be used generally (Huy and Guo, 2017).
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1. Planning the review
* Initial search of the literature, building on Brundin & Liu (2015)
» Formulating review question:
How does emotion influence strategic management?
* Defining conceptual boundaries

RIS SRR S S 2. Conducting the review ----------=--=-=--=-------

2a. Identifving research
*  Setting keywords
» Searching within electronic databases: Web of Science and Scopus
* Including all publications before January 2021

2b. Assessing quality of research
* CABS Journal Ranking (3 and above)
* FT50 Journal Ranking
* Relevant niche journals
* Book chapters

2c. Article selection
» Independent evaluation by all researchers
» Applying exclusion criteria (focus on emotion without strategic management;
focus on strategic management without emotion)
» Comparing evaluation results
+ Estabilishing measure of inter-rater reliability
* Revisiting coding after dicussion of discrepancies

2d. Data extraction and organization
» Reading the selected papers
* Summarizing all selected papers according to strategic descision-making
strategic planning, strategic change, and stragic turnaround/failue
+ Listing emotion theories, other used theories, and study design
» Adding missed papers form reference lists of included papers

2e. Data synthesis
» Thematic synthesis of evidence (Boaz et al., 2006)
» Sorting and comparing emotion constructs (see Table 1)
+ Step-wise inducitve coding of topics and themes of all articles (see Table 2)

3. Reporting the findings
* Grounding discussion of emotion constructs in previous literature
* Grounding the discussion of our three identified themes in previous literature
* Suggesting a future research agends based on the discussion of emotion
constructs and the identified three themes

Fig. 1. Review summary.
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primary aim was to create a list of keywords and refine the research question and not to identify relevant articles.

The second stage involved identifying research, assessing the quality of research, selecting research, data extraction and moni-
toring, and data synthesis (cf. Tranfield et al., 2003). We identified research through keyword searches. After several rounds of it-
erations, the final search syntax® included “emotion” and related terms and synonyms, a list of six discrete emotions following Ekman*
(1992), and 15 affective experiences5 representing emotions following the circumplex model of affect (Posner et al., 2005). We
combined these keywords with variants of strategy and strategic management as well as a list of common strategic activities (e.g.,
strategic decision-making, strategic change). We used the search syntax to identify research in the two databases Elsevier’s Scopus and
Clarivate Analytics Web of Science™ Core Collection. These databases allowed us to search across journals and book chapters published
by different publishers. The search was not limited to a specific timeframe, meaning that we included all possible entries.

Concerning quality assessment, we followed similar reviews and focused on top-tier journals, which allowed us to effectively
identify major research trends in each subject field (e.g., Atewologun et al., 2017; Radaelli and Sitton-Kent 2016). We used the
Chartered Association of Business Schools’ (CABS) Academic Journal Guide 2018 and included all 3-, 4- and 4*-ranked journals related
to general management, ethics, social responsibility, strategic management, entrepreneurship and small business management,
organizational psychology, and organization studies. To ensure that we did not miss out on any relevant journals, we cross-checked the
resulting journal list with the Financial Times ranking of the top 50 academic journals, excluding finance, accounting, economics,
marketing, and operations/information systems journals. We did not identify additional relevant journals on the Financial Times
ranking that were not already included in our journal list based on the CABS list. In addition to journal articles, book chapters were
identified via the two databases using the same procedure. The selection of book chapters was not subject to specific quality re-
strictions; we included all book series that were listed in either of the databases. The total sample included 1663 journal articles and
460 book chapters.

For article selection, we decided to proceed in two steps. First, we checked and refined our selection criteria based on a subsample
of abstracts, which each of the authors evaluated separately. All authors read the abstracts of 490 journal articles and 65 book chapters
and classified the articles as “relevant,” “maybe relevant,” or “not relevant” based on their fit with our research question, that is,
whether they had a pronounced focus on emotions and strategic management. We evaluated the interrater reliability by keeping each
evaluation separate before a subsequent discussion and calculated three measures of interrater reliability. We performed Krippen-
dorff’s alpha test (Hayes and Krippendorff, 2007), which showed borderline acceptable interrater reliability (a = 0.6717). We
calculated the one-way random intraclass correlation coefficient; the single measure of 0.717 with a 95% confidence interval from
0.681 to 0.751 (F = 8.616, p < .000) suggested moderate to good reliability (Cicchetti, 1994; Koo and Li, 2016). Finally, we calculated
Kendall’s coefficient of concordance. The value of 0.786 (p < .001) suggested a reasonable degree of reliability. Although the results
were acceptable, there was some variance in ratings. Therefore, we jointly evaluated all articles marked “relevant” and “maybe
relevant” by at least two of the authors. We then refined our inclusion and exclusion criteria and decided to exclude articles that
discussed emotions and organizational behavior, industrial work psychology, or organizational change but did not draw specific
connections to strategic management topics. We also excluded papers that focused exclusively on intuition or empathy or other similar
emotion-related constructs but not emotion per se.

We then proceeded to the second step of our analysis. Following the refined criteria, we divided the evaluation of all remaining
abstracts that were not included in the first subsample (1173 journal articles/395 book chapters) among the research team. Ultimately,
we identified 140 articles and 25 book chapters for deeper reading. The reason for the high drop-out rate was that many articles either
merely mentioned emotion or synonyms without conceptualizing or problematizing the concept or focused on managerial strategies
that could not be classified as strategic management according to the definition in our review.’

The deeper reading further narrowed the selection to 51 articles and 6 book chapters. It also revealed an additional 16 articles and 4
book chapters that authors referenced in the topic area but that our database search failed to identify. After careful reading, we
considered 78 entries (68 articles and 10 book chapters) relevant and hence within the scope of this review.

Before synthesizing the data, we summarized all entries in the Appendix and categorized the entries into strategic decision making
(e.g., Fodor et al., 2016; Treffers et al., 2020), strategic planning (Dunk and Cutcher, 2019), strategic change and implementation (e.g.,
Erkama and Vaara, 2002; Holstein et al., 2018), and strategic turnaround (incl. failure) (e.g., Mantere et al., 2013). The reviewed

3 The full search syntax was as follows: (“emotion*" OR “mood*" OR “feeling” OR (“affect” AND “emotion™) OR “positive affect” OR “negative
affect” OR “affective” OR “affectively” OR “anger” OR “disgust” OR “fear” OR “joy” OR “happiness” OR “happy” OR “sad*" OR “surprise” OR “alert”
OR “excited” OR “elated” OR “contented” OR “serene” OR “relaxed” OR “calm” OR “bored” OR “depressed” OR “upset” OR “stressed” OR “nervous”
OR “tense™) AND (“strategy” OR “strategic change” OR “strategic management” OR “strategi?ing” OR “organi?ational change” OR “strategic
leader*" OR “strategic transformation” OR “strategic implementation” OR “strategic decision-making” OR “strategic planning").

4 Ekman’s (1992) six basic/discrete emotions are love, joy, surprise, anger, sadness and fear. Although multiple lists of basic emotions exists, we
decided to use the original list by Ekman, which is also the most common (and most cited) list. This list has also been thoroughly scrutinized since its
origin in 1972.

5 The 15 affective experiences are alert, exited, elated, happy, contented, serene, relaxed, calm, bored, depressed, sad, upset, stressed, nervous,
and tense. These affective experiences correspond with the fifteen of the 16 affective experiences of Barrett and Russell, 1998), and Russell and
Barrett, 1999. In this way, we covered the fifteen overlapping affective experiences of all three circumplexes, except for lethargic in the former and
fatigue in the latter. Sad and happy overlap with Ekman’s emotions of sadness and joy.

6 We rely on Naq, Hambrick and Chen’s (2007, p. 944) definition: “The field of strategic management deals with the major intended and emergent
initiatives taken by general managers on behalf of owners involving utilization of resources to enhance the performance of firms in their external
environments.”
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Emotion
Construct

Subconstructs

Individual
level

Collective level

Definition

Examples from the literature review

Affect

Emotional
Labor

Meta-
emotional
Abilities

Emotion-
fueled
Construct

Mood

Discrete
Emotion

Dispositional
(Trait) Affect

Emotional
Labor

Emotional
Balancing

Emotional
Recognition

Emotional
Aperture

Emotional
Energy

Emotional
Ambivalence

Collective Emotion
(Group or
Organization)

Emotional
Capability
(Organization)

Emotional Energy

An umbrella term encompassing a broad range
of feelings that individuals experience,
including feeling states, such as moods and
discrete emotions, and traits, such as positive
and negative affectivity (all defined below) (
Barsade and Gibson, 2007)

Generally, mood assumes the form of a global
positive (pleasant) or negative (unpleasant)
feeling and tends to be diffuse rather than
focused on a specific cause with a medium
duration (from a few moments to a few weeks
or longer) (Barsade and Gibson, 2007)
Emotions focused on a specific target or cause
that are relatively intense and short lived (
Barsade and Gibson, 2007).

Such emotions may be experienced (felt) as
intrapsychic states or displayed, i.e.,
manifested in observable facial expressions,
bodily gestures, tone of voice, or language (
Bartel and Saavedra, 2000; Elfenbein, 2007;
Rafaeli and Sutton, 1989).

Examples of the discrete emotions examined
include anger, frustration, happiness, sadness,
fear, shame, guilt, and excitement

The overall personality tendency to respond to
situations in stable, predictable ways. A
person’s “affective lens” of the world (Barsade
and Gibson, 2007)

The affective composition of the various
affective attributes of a group’s members (
Barsade and Gibson, 2007)

The “effort, planning, and control needed to
express organizationally desired emotions
during interpersonal transactions” (Morris and
Feldman, 1996, p. 987); the management or
modification of emotions as part of the work
role (Grandey, 2000)

The ability to monitor one’s own and others’
feelings and emotions, discriminate among
these emotions and use this information to
guide one’s thinking and actions (Salovey and
Mayer, 1990)

Individuals’ attempts to “influence which
emotions they have, when they have them, and
how they experience and express these
emotions” (Gross, 1998, p. 189)

The (leader’s) ability to recognize the
composition of diverse emotions in a collective
(e.g., group or business unit) (Sanchez-Burks
and Huy, 2009, p. 22).

An organization’s ability to acknowledge,
recognize, monitor, discriminate, and attend to
its members’ emotions; emotional capability is
manifested in the organization’s norms and
routines related to feelings (Schein, 1992)
Emotions are generated in social interactions
and are built over time into emotional energy,
which is a long-term feeling of attachment to a
group. A continuum exists ranging from
confidence, enthusiasm, and good self-feelings
to depression, lack of initiative, and negative
self-feelings (Collins, 1981, 1990)
Experiencing both positive and negative
emotions simultaneously (Raza-Ullah, 2020)

Hodgkinson and Healey (2011; 2014)

Garvin and Roberto (2005); Fodor et al. (2016)

Brundin and Melin (2006); Brundin and
Nordgvist (2008); Hodgkinson and Healey
(2011); Huy (2011); Huy et al. (2014); Kiefer
(2005); Kisfalvi and Pitcher (2003); Liu and
Maitlis (2014); Mantere et al. (2013);
Samra-Fredericks (2000, 2003, 2004); Vince
(2006);

Vuori et al. (2018).

Delgado-Garcia and De La Fuente-Sabaté
(2010); Delgado-Garcia et al., 2010; Kisfalvi
and Pitcher (2003)

Kerosuo (2011); Huy (2011); Vuori and Huy
(2016)

Bryant and Wolfram Cox (2006); Clarke et al.
(2007)

Huy (2002); Huy (2012b)

Kim and Mauborgne (1998)

Sanchez-Burks and Huy (2009).

Huy (1999); Huy (2005a)

Brundin and Nordqvist (2008)

Raza-Ullah (2020)
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articles and book chapters focused on one of the four activities, mirroring the scope of the role of emotion in strategic management that
we conceptualized. In the Appendix, we also list the strategic actors involved and the arenas in which they acted. Additionally, we list
the emotion theories, other theories used, and study designs.

With regard to the literature synthesis, our review did not adopt a meta-analytic synthesis due to the lack of extensive, comparable
quantitative data and common research questions and showed a diverse use of epistemological approaches and research methodol-
ogies (Denyer et al., 2008; Hodgkinson and Ford, 2014; Tranfield et al., 2003). We therefore performed a thematic synthesis of evi-
dence (cf. Boaz et al., 2006) with the aim of producing a meta-level interpretation of a phenomenon by identifying its underlying
higher-order themes, similar to other qualitative meta-synthesis approaches such as meta-ethnography (Noblit and Hare, 1988; see
also Denyer and Tranfield, 2006; Denyer et al., 2008). Put differently, the goal was to achieve synthesis by “summarizing the findings
of a group of studies” (Tranfield et al., 2003, p. 214). We started the coding procedure by sorting and defining the emotion constructs
used in the strategic management literature. We then examined the topics and findings of each paper, searching for patterns. Table 2
summarizes the stepwise and iterative procedure, which moved from individual papers to first-level and second-level codes before
eventually identifying the following three themes: nonconscious influences of emotion, emotion regulation, and collective emotions.
The classification into themes was individually performed by the researchers. The individual classifications were compared, and the
final decisions were based on joint discussions until agreement was achieved. This step and the associated reporting thus reflect the
narrative element of our review.

3. Emotion constructs in strategic management

The diversity of emotion constructs that we found in the literature on strategic management is both a blessing and a curse. On one
hand, a diversity of constructs can indicate the development of a field in terms of its sophistication. On the other hand, a lack of clear
definitions, inconsistent definitions, and missing boundary conditions may lead to confusion and confounding effects (Suddaby, 2010).
Clarity is especially important since the field comprises both qualitative and quantitative studies with different epistemological and
ontological assumptions and inherent paradigm tensions (cf. Fineman, 2005). Researchers face the option of treating emotion in an
essentialist way as an a priori concept or considering the meaning and social construction of emotion. Studies following a psychological
approach are representative of the former approach in our review (e.g., Fugate et al., 2002; Hodgkinson and Healey, 2011; Netz et al.,
2020). Such studies often use predesigned questionnaires, a circumplex model of affect, or laboratory experiments. Studies following
social-psychological or sociological approaches represent the evolution of emotion in social interactions (e.g., Brundin and Nordqvist,
2008; Samra-Fredericks, 2004; Smollan, 2012; Vince, 2006), and interviews, real-time observations, and ethnographic and longitu-
dinal studies are prominent.

Across the reviewed literature, the most commonly used construct is discrete emotions, i.e., emotions focused on a specific target or
cause that are relatively intense and short lived (Barsade and Gibson, 2007); the individual’s interpretation of the target event de-
termines how he or she will feel and behave (Fineman, 2003). Discrete emotions may be experienced (felt), disguised, or displayed, i.e.,
manifested in observable facial expressions, bodily gestures, tone of voice, and/or language (Bartel and Saavedra, 2000; Elfenbein,
2007; Rafaeli and Sutton, 1989). Examples of discrete emotions examined in the strategic management literature include anger,
frustration, happiness, sadness, fear, shame, guilt, and excitement (e.g., Huy, 2011; Kisfalvi and Pitcher 2003; Liu and Maitlis, 2014;
Samra-Fredericks, 2000, 2003). Additionally, secondary emotions that emerge from social interactions (Kemper, 1987) are repre-
sented in our review and are exemplified by pride, pity, and confidence (e.g., Brundin and Nordqvist, 2008; Harbour and Kisfalvi,
2014; Maitlis and Ozcelik, 2004). Here, both the target and the nature of the interaction matter; that is, with whom the interaction
occurs, the prevailing norms, the nature and extent of previous interactions, and the physical setup (e.g., the presence or absence of
background noise).

Furthermore, the strategic management literature has borrowed predefined emotion constructs from psychology and organization
theory. For example, the emotions experienced during the five stages of grief (Friedrich and Wiistenhagen, 2017) are a typical case that
examines the relationship between an existing emotion construct and aspects of strategic management. Researchers have also created
new emotion constructs inductively, building upon previous emotion literature. For example, emotional aperture describes a leader’s
ability to recognize collective emotion (Sanchez-Burks and Huy, 2009), and emotional balancing is the ability to balance one’s own and
others’ emotions by “(1) emotionally committing to personally championed change projects and (2) attending to recipients’ emotions”
(Huy, 2002, p. 31). Huy and colleagues’ concepts thus contribute to organization theories concerning emotion.

Table 1 summarizes the emotion constructs used in the strategic management literature to date. In the application of this diverse set
of constructs, we found some emerging problems. First, constructs are introduced to the strategic management field as broad umbrella
constructs (Hirsch and Levin, 1999) to describe affective phenomena without clearly defining the construct used or differentiating
between discrete emotions, dispositional traits/affect, or moods. The interchangeable use of “affect” and “emotion” in the strategic
management literature is an example in which emotion, instead of affect, has become a construct that encompasses emotion, moods,
and traits in many of the articles that we reviewed (cf. Barsade and Gibson, 2007, who use affect as an umbrella term and explain the
relationships between the affective terms). For example, Stanley (2010) developed propositions about positive and negative emotions,
although the ideas better match dispositional trait affects that differ in duration and in how they are experienced. Other researchers
have extended the notion of emotion even further to include constructs such as commitment (e.g., Korsgaard et al., 1995). This
development reflects that emotion at times has become an empirical and intuitive umbrella term used to describe affective phenomena
in the strategic management literature.

The second issue is that researchers use the same emotion constructs to refer to different emotion phenomena. An example is the
concept of emotional recognition. As part of their intellectual and emotional recognition theory, Kim and Mauborgne (1998) argue that
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emotional recognition as part of proper human conduct entails making people feel appreciated for who they are and is a trait of
emotional intelligence (cf. Petrides, 2010). In contrast, Huy (1999) defines emotional recognition as a set of abilities that entails
perceiving one’s own and others’ emotions. Here, emotional recognition refers to a leader’s skill rather than to a trait related to caring
for and recognizing one’s own and other people’s emotions. An example of the use of different concepts for a similar phenomenon is
when researchers seem to reinvent the wheel. In our review, we noted the use of the concept of emotional ambivalence by Raza-Ullah
(2020) to refer to the simultaneous experience of positive and negative emotions. In the literature, similar concepts have been labeled
emotional messiness (Brundin and Sharma, 2012) or emotional complexity (Rothman and Melwani, 2017), showing how confusion
and possible confounding effects may occur if the relationship between concepts is not problematized or clarified (cf. Suddaby, 2010).

4. Three themes of emotion in strategic management

Our analysis of the extant research identified three overall themes that address how emotion influences strategic management. The
first theme — nonconscious influences of emotions and their effect on strategic management- builds on the notion that emotions can be part
of “automatic processes” that are less conscious yet have a significant impact on strategic management. The second theme - emotion
regulation and its effect on strategic management— shows that emotion can effectively be managed or properly displayed and, at times, can
also be a “useful tool” for strategic management. The third theme — collective emotions and their effect on strategic management-— illustrates
that when emotion is experienced by a group, it has the potential to be a strong driving force in strategic management. Table 2
summarizes our core arguments pertaining to each theme and cites relevant key references. Since the themes are not an exclusive way
to sort the literature but rather a way to slice the literature in three different ways, in some cases, we categorized an article into more
than one theme when the article explained how emotions influence strategic management in more than one way. In the following text,
we summarize the literature in line with these three themes and thus create connections among separate foci of different strategic
activities.

Table 2
Emotion themes in strategic management.

Emotion theme Second-order code First-order code References

Emotion affects decision- Treffers et al. (2020)
making and risk

propensity

The influence of
non-conscious
emotions

Happy managers in urgent situations produce fewer original
and feasible strategic ideas and sad managers make better
quality decisions

Positive affective traits are associated with the adoption of a
new strategy that further results in positive emotion

A CEO’s trait affective characteristics and displayed emotions
have an impact on the TMT and can ease or delay decisions
Positive emotions and positive emotional experiences in the
start-up of family firms lead to lower levels of risk taking than
in non-family firms

External and internal affective events trigger emotions and
moods and may influence information intake and risk
propensity with the willingness to spend, e.g., more financial
means

Héakonsson et al. (2016)
Kisfalvi and Pitcher (2003)

Stanley (2010)

Ashton-James and Ashkanasy (2008)

Emotions as an
antecedent or mediator
in strategic change

Emotion helps to sense threats and opportunities in risky
decision-making scenarios

CEOs’ negative affective traits lead to risk aversity, whereas
positive affective traits make CEOs more creative

Positive emotions lead to a higher level of risk taking (or do
not influence), and negative emotions lead to risk aversity
Solutions to institutional pressures on an organization about
environmental issues are mediated by managers’ emotional
meanings of the issue

Unfair treatment in a change process is an antecedent to
negative emotions, which serves as a mediator for lack of
trust or less commitment to the organization

Employees’ emotional valence and intensity go through
different stages in a strategic change

Strategic change can trigger employees’ negative emotions,
and employees address these dependent on how they are
appraised in relation to their coping possibilities
Employees’ positive affect (as a mediator for psychological
resilience) works as a mediator between organizational
inducement and affective and normative commitment to
strategic change

Happiness, pride and relief are part of positivity and increase
emotional attachment to the organization and strategic
change

Hodgkinson and Healey (2011; 2014);
Hodgkinson et al. (2015); Hakonsson et al.
(2016)

Delgado-Garcia and De La Fuente-Sabaté
(2010); Delgado-Garcia et al. (2010)
Fodor et al. (2016); Delgado-Garcia et al.
(2010)

Fineman (1996)

Kiefer (2005); Smollan (2012)

Kiefer (2002); Klarner et al. (2011); Liu and
Perrewé (2005); George and Jones (2001);
Harris and Gresch (2010)

Scheck and Kinicki (2000); Fugate et al.
(2002)

Shin et al. (2012)

Raitis et al. (2017)

(continued on next page)
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Table 2 (continued)

Emotion theme Second-order code First-order code References
Emotion Managing own emotions  Emotional labor is a way to suppress inappropriate emotions ~ Bryant and Wolfram Cox (2006)
regulation in strategic change in order to not lose benefits
Managers’ awareness of their own emotions will help them Huy (2002); Vince (2002); Vince and
understand the role of emotions and ease strategic Broussine (1996)
management

It is necessary to understand emotional and political tensions ~ Vince (2002)

to understand change and that fear of change decreases the

likelihood of change

Discourses are forceful tools in change but can be regulated Garrety et al. (2003)
by emotional involvement by employees and then form

powerful means in the change process

Managers’ rationalization of emotions eases their strategic Vince (2006)
management and helps them to justify a strategic failure
Organizational members develop narratives and use Mantere et al. (2013), Smollan (2014, 2017)

metaphors as coping mechanisms to make sense of and

manage their emotions

Managers’ masking of emotion can lead to Vuori et al. (2018)
misunderstandings and, ultimately, to strategic failure in an

integration process

Emotion management and managers’ self-regulation of their =~ Hodgkinson and Healey (2011; 2014)
emotional capacity (in addition to their cognitive capacity) Healey and Hodgkinson (2017)
allows them to better sense, seize and reconfigure

opportunities and increases the organization’s competitive

advantage

Employees use different coping mechanisms to regulate Smollan (2017)

negative emotions

Emotional exhaustion as a consequence of strategic changeis  Paulsen et al. (2005)

mediated by personal control

Top managers’ own emotion regulation may be changed by Vuori and Huy (2021)

other power groups’ regulation of the top managers’

emotions
Managing others’ Negative emotions during change are to be regulated by Kiefer (2002); Smollan (2012)
emotions managers

Managers need to manage employees’ emotions and moods Garvin and Roberto (2005)

in failure

Managers can help employees manage their emotions by Barner (2008)

letting them visualize them
A manager’s ability to manage his or her own and employees’  Clarke et al. (2007); Gunkel et al. (2015);

emotions in a change process eases the change process Garvin and Roberto (2005); Huy (2001,
2002); Huy et al., 2014
Leading by managing Display of emotions shows priority to top management Samra-Fredericks (2000, 2003, 2004); Haag
emotions teams, and displays of emotion serve as a means to influence and Getz (2016); Liu and Maitlis (2014)

strategic choice and action

Managers who regulate their own and others’ emotions can Huy and Zott (2019)

mobilize human and social capital for a specific purpose

Appealing to ‘hope’ can help with easing tensions between Holstein et al. (2018)

historical and new narratives in strategy development

A strategic leader’s authentic display of emotions supports Brundin and Melin (2006, 2012); Haag and
the strategic change process Getz (2016)

High emotional energy creates power and status dynamicsin ~ Brundin and Nordqvist (2008)

groups, which makes strategic managers influential, whereas

low emotional energy makes the strategic leader powerless

Managers’ commitment and ability to create positive Kimberley and Hartel (2007)
emotions help employees to be committed to change

Support from managers’ side during an M&A reduces the Gunkel et al. (2015)
potential of negative emotions in employees

Leaders’ attention and a fair process make team members Korsgaard et al. (1995)

more committed during the decision-making process

Managers’ ability in change processes to recognize emotion Sanchez-Burks and Huy (2009)
patterns in groups, considering psychological, cultural, and

other contextual factors, eases the change process

Managers’ meta emotional abilities, including emotional Huy (1999, 2002, 2005b, 2008, 2012a);
aperture and emotional recognition, facilitate strategic Sanchez-Burks and Huy (2009)

change for the individual as well as the organization as a

whole

Middle managers’ balancing of their own and others’ Huy (2002)

negative and positive emotions eases their sensemaking of
emotions and thereby eases the radical strategic change
process on an organizational level

(continued on next page)
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Table 2 (continued)

Emotion theme Second-order code First-order code References
Emotion management can create a link between employees’  Huy (2008)
emotions and organizational dynamic capabilities
In an emotionally capable organization, collective, Huy (2008)

contrasting emotions can be developed and can increase

strategic agility

Emotional intelligence on the individual level interacts with ~ Huy (1999)
emotional dynamics on the organizational level; together,

they create commitment to change

Emotional capabilities on the organizational level can Huy & Guo (2017)
increase the effect of middle managers’ emotion

management as a link between top management and

employees
Collective Identity, trust and Collective negative and positive emotions coupled with Fiol and O’Connor (2002); Huy (2011)
emotions collective emotion collective identity threats from ‘outsiders’ may obstruct

change on a group level with implications between ‘insiders’

and ‘outsiders’

Middle managers’ perceptions of their top managers’ Huy et al. (2014)
legitimacy can lead to lack of trust and a threatened identity

and result in resistance to change. Emotional censorship

intensifies negative emotional reactions and resistance

Fair decision-making processes in TMTs affect idea- and Kim and Mauborgne (1998)
knowledge sharing and lead to commitment and trust and

improved team performance on different levels, whereas the

opposite leads to anger and obstructive behavior and to

decreased performance

Attention to group emotions and the sharing of emotions Sloan and Oliver (2013)
build trust and facilitate change; otherwise, tensions occur
Shared fear among top managers can influence shared fear Vuori and Huy (2016)

among middle managers and harm long term strategy/
innovation/development if it is misaligned
Emotional contagion Negative group emotions as part of toxic decision processes Maitlis and Ozcelik (2004)
travel across decision makers and organizational members,
whereas positive emotions create emotional attachment
Emotional appeals from employees and media can mobilize Erkama and Vaara (2010)
resistance to change
Expressed shared emotions of powerlessness on one level can ~ Kerosuo (2011)
lead to change on the organizational level
The intensity of emotional displays can spread to the whole Liu and Maitlis (2014); Netz et al. (2020)
group and lead to a uniform strategic direction

4.1. Nonconscious influences of emotion and their effect on strategic management

Emotion may play a supportive or an obstructive role and can occur anywhere at any time in strategic management. Emotion can be
an antecedent of strategic leaders’ decisions and actions, and it can be a mediator or an outcome of strategic management. As such,
emotions are not always easy for managers to foresee; they can change from one moment to the next, and they can be more or less easy
to identify. Many of these processes occur within individuals, where the influence of emotion takes place in a nonconscious way and
has an effect on strategic management. The literature on this theme mainly followed Fineman’s (1999) position on emotion as either
interfering with rationality when strategic leaders are not fully aware of their emotions or as serving rationality, that is, assisting the
individual in starting to think about what is relevant or irrelevant. Emotion and rationality can be regarded as entwined when
cognition and affect become one, for example, when strategic managers are worried and therefore simultaneously engage in problem
solving. Research within this theme is largely grounded in psychological theories and methods.

4.1.1. Emotion affects decision-making and risk propensity

Studies show that emotion affects decision-making in general and risk propensity in particular. Strategic managers’ discrete
emotions can be difficult to observe and yet have a decisive effect on strategic processes. For instance, happy and sad managers under
time constraints propose fewer original and feasible strategic ideas than neutral managers under no time constraints (Treffers et al.,
2020). Self-reported and psychosociological measurements show that positive emotions of strategic leaders encourage the decision to
adopt new strategies (Hakonsson et al., 2016). In addition to contemporary emotions that managers experience during a particular
situation, past emotional experiences influence strategic decision making (Kisfalvi and Pitcher, 2003; Stanley, 2010). Research has
illustrated how a CEO’s past emotional experiences were so strong that colleagues during TMT (Top Management Team) discussions
could not change the CEO’s stance to either ease or delay decisions (Kisfalvi and Pitcher, 2003). This example underlines the complex
interaction between affect, cognition, and behavior and its effects on strategic management.

Within this theme, past research has pointed to the effect of emotion on risk propensity as a particularly important decision-making
variable in strategic management. For example, research on how trait affect influences strategic actors’ risk propensity and decision
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making suggests that individuals act according to emotions’ valence: CEOs’ negative affective traits or states, such as being distressed,
upset, nervous, or afraid, render decision makers less prone to take financial risks and lead to more traditional strategic decisions with
risk-averse behavior (Delgado-Garcia and De La Fuente-Sabaté, 2010; Delgado-Garcia et al., 2010; see also Barsade and Gibson, 2007).
In contrast, positive affective traits and states, such as being interested, enthusiastic, proud, determined and attentive, do not lead to a
higher level of risk taking (Delgado-Garcia and De La Fuente-Sabatée, 2010) but affect the ability to think outside the box strategically
(Delgado-Garcia et al., 2010). Thus CEOs with positive affective traits take strategic paths that differ from those of their peers who lack
such traits; therefore, CEOs with positive affective traits are inclined to adopt new strategies, which may lead to additional positively
experienced emotions (Hakonsson et al., 2016).

In addition to affective traits that tend to have a more long-term and stable effect, affective events can trigger emotion that affects
risk taking and strategic adaptation. Thus, workplace events of a strategic character can trigger anger, sadness, joy, and happiness,
making TMT members principally more inclined to take risks, whereas disgust, fear, and anxiety should make them less inclined to do
so (Ashton-James and Ashkanasy, 2008). Sensing, seizing and reconfiguring opportunities are not only rational but also affective
events as theorized in a couple of conceptual papers (Hodgkinson and Healey, 2011, 2014). In such situations, high anxiety may limit
strategic managers’ attention to sensing relevant opportunity signals, whereas being overly optimistic may lead managers to ignore
them (Hodgkinson and Healey, 2011). Mental images of success may give rise to excitement and hope and may promote the seizing of
opportunities, whereas negative images of failure may give rise to fear and feelings of uneasiness. Identity-related negative affective
responses of strategic leaders and teams may be so strong that they impede the reconfiguration of the opportunity, whereas positive
affective responses lead to the opposite effect. Thus, affective reactions can—at least in theory—increase a firm’s competitiveness
when handled correctly by strategic managers (Hodgkinson and Healey, 2011).

4.1.2. Emotion as an antecedent or mediator of strategic change

Studies have identified factors that interact with emotion during strategic change and have suggested that emotion, as an ante-
cedent or mediator, combines with cognition, supporting the interpretation and sensemaking of change. For example, negative
emotions can obstruct trust due to perceived injustice (Smollan, 2012), and daily perceptions of insecurity, inadequate working
conditions, or unfair treatment in the organization can trigger negative emotions among employees (Kiefer, 2005). In a recursive
relationship, these negative emotions further diminish employees’ trust in management and perpetuate a negative cycle. Emotions of
anger, resentment, sadness, and guilt can also work as mediators when employees experience a lack of control or coping efficacy in a
strategic change situation, affecting their choice of coping strategy (Scheck and Kinicki, 2000). For employees who receive incentives
such as career development opportunities and other perks, positive affective states work as a mediator between psychological resil-
ience and affective and normative commitment to strategic change (Shin et al., 2012).

Similarly, employees’ emotional appraisals play a large role in the merger and acquisition literature, although with different foci
and results. Negative emotions such as anger, resentment, guilt, frustration, anxiety, distraction, worry, or helplessness have shown the
potential to linger over time and remain the same from the initial to the final stage of the acquisition process, even if the negative
appraisal of the merger changes over time (Fugate et al., 2002). In contrast, positive appraisals of happiness, pride, and relief, activated
by personal and organizational growth expectations, trigger emotional attachment in employees as part of identification building
during an acquisition and integration process (Raitis et al., 2017). However, mergers may also give rise to both positive and negative
emotions simultaneously (Kiefer, 2002; Lawlor, 2013); for example, feeling happy about making change happen while at the same time
feeling fear of a loss of status (Kiefer, 2002).

4.2. Emotion regulation in strategic management

The second major research theme related to emotion in strategic management is that emotions can be regulated. This theme ad-
dresses strategic managers’ ability to manage or cope with their own emotions or those of others. An individual may or may not be
aware of his or her own emotion regulation on a continuum from controlled and effortful awareness to awareness without reflection
(Gross, 1998). Disguising one’s emotions, displaying an emotion that one does not feel, or displaying what is regarded as an appro-
priate emotion for the occasion are examples of emotion regulation. However, emotion regulation is not limited to the strategic
manager modifying his/her own emotion; emotion regulation can also target someone else’s emotion (Gross, 2014), meaning that
managers may strategically regulate other managers’ and employees’ emotions. Processes that regulate emotions may change the
latency, intensity, and duration of an emotion or the emotion itself (Gross, 2014). In this theme, the psychological approach is
prevalent in discussions of the intraindividual regulation of emotion. However, overall, social-psychological approaches are most
common since this literature mainly involves emotion regulation in interindividual encounters.

4.2.1. Employees’ and managers’ management of their own emotions

During strategic change, employees may suppress the display of what they regard as inappropriate emotions, such as frustration,
anger, and fear, because such displays could lead to the loss of decision-making power, career growth, and promotion opportunities
(Bryant and Wolfram Cox, 2006). In such situations, managers can better understand their employees’ emotions and their resistance to
change if they become more reflective about their own emotions during change (Huy, 2002), for instance, by becoming aware of and
managing their own fear and anxiety as part of emotional and political tensions (Vince, 2002; Vince and Broussine, 1996). Similarly,
managers who, in response to an organizational change discourse, regulate their emotions and rationalize their defensive emotion of
fear and self-conscious emotions such as shame and pride can change or reproduce power relations (Garrety et al., 2003). Managers
who acknowledge change as something powerful rather than negative and are given time to manage emotional and relational issues
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seem better suited for change (Vince and Broussine, 1996).

For strategic leaders, emotion can also serve as a regulatory mechanism to rationalize and justify the outcomes of strategic ini-
tiatives. For example, rationalizing strategic failure can make difficult emotions, such as anger, shame sadness, fear, and pain, more
manageable (Vince, 2006). Rationalization is also a way for managers to avoid feelings about their own managerial responsibilities and
the entrenched conflicts and company politics that can be triggered by the failure of a strategic initiative. These managers argue that it
is legitimate to place oneself first to minimize their own emotional burden and to be able to carry on. Similarly, the strategic use of
narratives and metaphors has been shown to be a successful way to manage intense negative emotions in response to strategic out-
comes and therefore to understand failure (Mantere et al., 2013) or change in general (Smollan, 2014). The suppression or masking of
managers’ emotions as part of emotion regulation and emotional labor can also affect the success or failure of strategic initiatives. For
instance, when both parties of an acquisition (i.e., managers of the acquiring and the target firms) mask their emotions of dissatis-
faction, this may lead to misinterpretation by the opposite party, and strategic failure can occur when neither party communicates
openly or addresses problematic issues (Vuori et al., 2018).

Self-regulation of emotion can also play a role in the competitive advantage of the firm. It has been argued that managers who can
control their emotions in sensing and seizing opportunities and regulate their self-protective emotions in reconfiguration situations are
managerially more dynamically capable, relative to their counterparts lacking such skills (cf. Hodgkinson and Healey, 2011). This
capability could then be extended throughout the organization and lead to preparedness to sense and adapt in strategic change sit-
uations (Hodgkinson and Healey, 2011; 2014) where emotional mental processes (hot cognition) and cognitive processes (cold
cognition) are balanced (Hodgkinson et al., 2015). The time aspect is also crucial since initial emotions may take a new shape during
strategic change. Top managers who are embedded in boundary-spanning structures such as the board of directors, analytical teams,
and strategic partners (Vuori and Huy, 2021) gain access to data and information over time. Such data intake may require top
managers to self-regulate their initial emotions, altered by other group members’ input in a process of socially distributed emotion
regulation, leading to the top managers’ reappraisal of the strategic situation. In turn, this reappraisal may influence the outcome and
the company’s competitive advantage.

4.2.2. Managers’ management of others’ emotions

In general, it is considered necessary for managers to regulate employees’ negative emotions in organizational change processes
(Kiefer, 2002; Garvin and Roberto, 2005), mainly because their emotions can obstruct change (e.g., Smollan, 2012). Managers
therefore play a role in regulating employees’ emotions during strategic change since managing and balancing employees’ emotions
can help to increase the likelihood of a positive outcome of the change process (Clarke et al., 2007; Huy, 2002).

There are several strategies that managers can use to regulate employee emotions. For instance, managers may regulate employees’
negative emotions by addressing employees’ concerns and fears during the change process (Gunkel et al., 2015). Managers can also
regulate employees’ negative emotions by letting them use metaphors as a tool to make sense of strategic change (Barner, 2008). Under
such circumstances, strategic leaders can also ease the emotion regulation of organization members by (1) managing and balancing the
ebb and flow of employees’ emotions and moods, (2) finding a balance between positive and negative messages, (3) acknowledging
feelings of depression while promoting positive feelings about the future, (4) providing time to grieve, and (5) conveying caring
feelings that help employees understand and make sense of the process (Garvin and Roberto, 2005). In contrast, when top managers
engage in “emotion censorship” to prevent middle managers from displaying fear or anger during an implementation, these middle
managers react with disappointment (Huy et al., 2014), which can lead over time to a rejection of the top managers’ authority.

4.2.3. Leading by managing emotions

The literature further demonstrates that managers can use emotions as part of their leadership strategies. The “deliberate use” of
emotion regulation by strategic actors can influence others and facilitate strategic management outcomes. A manager’s ability to know
which emotions to express and when and how to express them can influence far-reaching strategic actions during apparently mundane
interactions. For example, a TMT member who combines linguistic skills and the display of appropriate emotions can shape the team’s
interpretation of the importance of the strategic message being conveyed and the actions that should be prioritized (e.g., Samra--
Fredericks, 2000, 2003, 2004). TMT members can emotionally engage colleagues, evoke sympathy in colleagues, and prompt a series
of further actions and decisions by drawing on emotions such as frustration, worry, anger, despair, or exasperation and providing a
logical and rational account of concerns and worries regarding the future (Samra-Fredericks, 2004). To pursue strategic opportunities,
it can be useful for managers to regulate their own emotions to mobilize human capital resources in others, whereas their regulation of
emotions of employees and external stakeholders mobilizes social capital (Huy and Zott, 2019). Top managers can also emphasize hope
to regulate fear when they propose a new strategic direction (Holstein et al., 2018). This approach helps management resolve the
tension between the two emotions of hope and fear among employees and indirectly functions as a regulatory measurement.

Middle managers’ emotional balancing between organizational continuity and change is another way to lead with emotions (Huy,
2002). Middle managers’ emotion-based abilities to buffer their negative emotions ease the strategic change process when they make
sense of their own emotions and pay attention to the emotions of employees. Their emotional commitment and their ability to share
feelings of disappointment and frustration motivate others, thereby avoiding chaos or inertia on an organizational level. Hence,
attending to employees’ emotions (e.g., Garvin and Roberto, 2005; Gunkel et al., 2015) and the balancing of emotions (Huy, 2002)
supports inducing positive emotions or reducing negative emotions.

The choice managers make to lead via surface vs. deep acting can influence the level of trust in the strategic management team and
have an impact on the success of how managers “lead with” emotions. Studies have shown that when a CEO engages in surface acting,
emotions can be interpreted as inauthentic; employees may sense the discrepancy and become confused about how to act, which can
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result in unintended strategic outcomes (Brundin and Melin, 2006). However, when the CEO engages in deep acting (congruence
between displayed and experienced emotions), the trust between strategic leaders and employees increases, and the process of
achieving the intended strategic result is facilitated (Brundin and Melin, 2006, 2012; Haag and Getz, 2016). This occurs regardless of
whether the displayed emotions are positive or negative.

The regulatory aspect of emotion can be influenced by the body language associated with emotional energy. Brundin and Nordqvist
(2008) present evidence of how emotional energy influences power and status dynamics during board meetings at times of strategic
change. When managers express high emotional energy, displayed as commitment, satisfaction, or frustration, they are more likely to
gain increased control during the change process, while expressions of low emotional energy, displayed as sadness or resignation, lead
to the loss of power and status and alienation from discussions and decisions.

Emotionally skilled managers are thus essential for working towards a beneficial result for the organization as a whole (e.g.,
Brundin and Melin, 2006; Haag and Getz, 2016; Huy, 2002; Sanchez-Burks and Huy, 2009). Managers who possess meta-emotional
abilities, such as emotional balancing (Huy, 2002) or emotional aperture (i.e., the skill of recognizing emotion patterns and regu-
lating them; Sanchez-Burks and Huy, 2009), are supposedly better equipped to regulate and influence how their employees make sense
of their emotions and interpret the strategic activities in which they participate. It is conceptually argued that an organization becomes
emotionally capable through organization-based emotion management routines exercised by managers dealing with contrasting
emotions (e.g., fear vs. pride; dissatisfaction vs. feelings of safety); in this way, strategic agility may be increased (Huy, 2008), and
managers’ regulation of emotions can be seen a link between top management and employees (Huy and Guo, 2017). Ultimately, these
abilities supposedly facilitate the strategic change process (Huy, 1999, 2002, 2005b, 2008, 2012a; Sanchez-Burks and Huy, 2009).

4.3. Collective emotions in strategic management

Strategic management has become a collective effort with collective goals (Huy and Guo, 2017), and it is recognized that orga-
nizational life involves the emotional interdependence of individuals in groups (Elfenbein, 2007). Accordingly, “groups are emotional
entities” (Barsade and Gibson, 1998, p.81); therefore, emotion is not only an intraindividual or interindividual phenomenon but also a
collective phenomenon (Barsade and Gibson, 2007) that encompasses groups and organizational levels (Ashkanasy, 2003; Elfenbein,
2007). Collective emotions occur for different reasons, such as similar interpretations, experiences, and identities, a common orga-
nizational culture, strong identification with the organization, affective and cognitive control in the organizational culture, or
emotional contagion (Huy, 2012b). The source of collective emotion differs depending on whether researchers adopt a top-down or
bottom-up perspective (Barsade and Gibson, 2007). Top-down approaches stipulate that emotions first arise in a group as a group
emotion and that each group member joins in with the emotion; bottom-up approaches stipulate that individual group members’
emotions lead to collective emotions when others join in (Barsade and Gibson, 1998). These two approaches share similarities with the
notion of emotional contagion, that is, the interpersonal transmission of emotions, mainly via complementary nonconscious and
nonverbal clues (Barsade, 2002). However, other mechanisms underlying collective emotions may be the inclination to share emo-
tions, the interaction per se among group members, the institutionalization of sharing the same emotions, and processes of identifi-
cation (Menges and Kilduff, 2015).

4.3.1. Identity, trust, and collective emotions

One source of top-down dynamics of collective emotions is identity threats. Identities have been shown to be particularly
ambiguous among groups and are triggered by emotions during strategic change (Fiol and O’Connor, 2002; Huy, 2011). Identity
threats can trigger collective emotions that favor or disfavor strategic change. For example, within the same corporation, workers and
local communities may be considered insiders and managers may be considered outsiders. Workers’ and communities’ beliefs about
“who we are” may become contested by managerial outsider beliefs about “who they are,” triggering collective emotional tensions
between the two groups’ collective identities (Fiol and O’Connor, 2002). Similarly, Huy (2011) study shows how senior executives’
change implementation actions contested the collective identity of middle managers with a shared culture and professional identity.
This led to top-down collective emotions among the middle managers when the implementation actions threatened certain aspects of
their collective identity, such as their tenure-related social identities (organizational loyalty, experience, and competence) and their
language-related social identities (French-speaking managers vs. English-speaking executives).

Paired with middle managers’ lack of trust in top managers’ legitimacy as change agents, identity threats can lead to frustration,
disappointment, and anxiety and create collective resistance to change or dampen collective actions to implement change initiatives
(Huy et al., 2014). In contrast, when top executives attend to middle managers’ negative emotions, middle managers feel that their
social identities are valued, positive emotions are generated, and middle managers become engaged in implementing strategic change.
Trust and commitment can also be achieved or jeopardized through collective emotions depending on whether team members perceive
decision-making processes as fair or unfair (Kim and Mauborgne, 1998). Similarly, if strategic leaders do not attend to group emotions
and share emotions in the effort to build trust (Sloan and Oliver, 2013), tensions may occur that spill over among groups and across
levels. The underlying aspects of power and a lack of trust can lead to the back-and-forth movement of negative emotions between two
groups as a collective phenomenon that takes the form of fear and results in strategic myopia, i.e., short-term thinking at the expense of
long-term strategic thinking. For instance, Nokia’s struggle during the process of smartphone innovation demonstrates this role of
shared group emotions when middle managers’ and top managers’ fears are attributed in completely opposite directions (Vuori and
Huy, 2016). Top managers feared external competitors and shareholders and therefore placed substantial pressure on middle man-
agement to develop quick and adequate solutions. In turn, the middle managers’ judgment was influenced by fears of negative con-
sequences for their personal careers; therefore, negative information was kept from top management.
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4.3.2. Emotional contagion and collective emotions

In contrast to the top-down group emotional dynamics triggered by identity and trust issues, emotional contagion describes a
bottom-up process of how group emotions emerge. Emotional contagion can occur in informal settings, such as during small talk
between managers or employees, and then escalate to encompass whole groups. For instance, a study reported that sensitive,
ambiguous, and nonurgent issues triggered toxic decision-making processes in which negative emotions became widespread over time
through recursive everyday activities, empathetic transmissions of emotions, and emotional clues (Maitlis and Ozcelik, 2004). These
negative emotions influence organization members’ interpretation of events and their subsequent behaviors, highlighting the detri-
mental effects of emotion in strategic management.

However, emotional contagion can also be a strong driving force for change, as in Erkama and Vaara’s (2010) study where em-
ployees, the local community, and the media joined forces in emotional appeals to stop the shutdown of a local factory. The change
force of emotional contagion is also illustrated by the case study of a surgical unit in which tensions between a growing waiting list of
people who needed operations and the pressure of treating them properly triggered collective emotions that empowered the employees
to implement new working processes, which improved the situation (Kerosuo, 2011). Among group members with the same occu-
pation and collective mind, shared emotions of powerlessness can thus work as a force to transfer the situation from “I” to “we” and
collectively facilitate change at the macro level of the organizational structure (Barsade and Gibson, 1998).

The intensity of emotion in a group can travel in many ways and can have important implications in strategic management (Menges
and Kilduff, 2015). When multiple TMT members displayed intense positive or negative emotions in a dynamic and cyclical manner
over time, these emotional dynamics influenced the process and outcome of the TMT’s strategic decision making (Liu and Maitlis,
2014). These dynamics were influenced by the nature of the issues discussed (i.e., urgent vs. nonurgent), and they achieved their
functions by either pulling the team members together or pushing them apart. Furthermore, in crisis decisions, the intensity of affective
displays among group members of a crisis team was shown to be of importance to members without previous experience with business
disruptions, whereas the valence of affective displays (positive vs. negative) played a more prominent role in teams with at least one
member with previous experience (Netz et al., 2020). The affective reactions by each individual crisis team member thus shaped the
interpretation of the group’s displayed affectivity.

5. Future research directions

The subject of emotion in strategic management has received increasing scholarly attention. The extant literature has focused on
relevant issues that have changed our view of who the strategists are, what they do, and — how they feel. Our review has shown that
emotion can trigger or delay strategic decisions, make strategic managers favor or avoid adopting strategies, ease or obstruct strategic
change, support or obscure communication, and grant or deny power to the strategic manager. Thus, emotions have a decisive impact
on strategic management.

Despite the increasing knowledge about emotion in strategic management, there are topics that require further attention. Emotion
in strategic management is often considered “a given,” that is, something that strategic managers (or employees) have or something
that is inherent or triggered by, for example, strategic change. Emotions themselves are less often addressed in relation to underlying
organizational conditions or external factors that may play a role. It has long been argued that emotional reactions only make sense
when placed in their spatial and temporal contexts (Mesquita and Frijda, 1992). However, based on our review, we note that the
contextualization of emotion is limited. Cultural dimensions of emotions on the national level may be acknowledged during an M&A
(Gunkel et al., 2015), but they are seldom explicitly addressed as having an influence on the organizational or the group level, with a
few exceptions (e.g., Fineman, 1996; Huy, 2011; Klarner et al., 2011; Sanchez-Burks and Huy, 2009).

Furthermore, the implications of organizational boundary structures on emotion are in their infancy (Vuori and Huy, 2021). We
have also observed that most strategic actors are top or middle managers, particularly in large organizations (e.g., Delgado-Garcia and
De La Fuente-Sabaté, 2010; Fineman, 1996; Haag and Getz, 2016; Holstein et al., 2018; Huy, 2011; Samra-Fredericks, 2003; Vuori
et al., 2018), leaving room to focus on other strategic actors and other contexts. These aspects matter since strategic managers face
different cultural and organizational settings due to increasing globalization and digitalization. A contextualized understanding of
emotions and their valuation is thus crucial for strategic management. Strategic actors also face an increasingly stressful context where
external critical incidents have an effect on how all employees, including strategic actors, feel. This was made painfully clear during
these last two years when the pandemic caused a societal transformation of our way of working, with effects on emotions in strategic
management in various organizational settings. For these reasons, we address this in our first future research avenue: scope conditions of
emotion research in strategic management.

Research on strategic decision-making and its role in risk propensity has made much progress by showing how emotion interacts
with cognition (e.g., Delgado-Garcia et al., 2010; Hodgkinson and Healey, 2011; 2014). The literature has reached beyond the need to
justify the emotive strategic manager. However, other challenges lie ahead. For example, emotion may vary from one minute to the
next and may be only partially under control (Ashkanasy, 2003), may be contagious between individuals and may become collective
(e.g., Liu and Maitlis, 2014), and may travel between levels of the organization (e.g., Ashkanasy et al., 2017). Since intraindividual
emotions are less visible (e.g., Bryant and Wolfram Cox, 2006; Hékonsson et al., 2016; Stanley 2010; Vuori et al., 2018) and the spread
of emotions is difficult to follow, it remains challenging to trace cause-and-effect chains. Even when emotions are displayed and
expressed (e.g., Barner, 2008; Erkama and Vaara, 2010; Garrety et al., 2003; Liu and Maitlis, 2014; Maitlis and Ozcelik, 2004; Treffers
et al., 2020), in general, it is a challenge to capture them. More elaborate and novel methods as well as combinations of approaches
may be helpful to address these challenges. We address these issues in our second future research avenue: capturing emotion in strategic
management.

13



E. Brundin et al. Long Range Planning xxx (xxxX) XXX

The theme of emotion regulation, describing how managers can influence which emotions to express, as well as when and under
what circumstances to experience and express them, also raises concerns. For instance, the suppression of emotions and surface acting
may be a way to protect oneself and one’s self interests, either as an employee or a strategic manager. For strategic managers, this is a
challenge since “change is a managed process, one which assumes that forces can be both under the control of, and beyond the control
of managers at the same time” (Vince and Broussine, 1996, p. 2). However, research within the strategic management field has thus far
not addressed such implications in detail for either employees or managers. Stress and well-being are contemporary worldwide
concerns, and accepting the state of affairs without careful problematization may lead to an unwarranted emotional climate where the
strategic outcome is prioritized rather than possible emotional side effects. Although strategic politics and power issues of emotion
suppression and surface acting have been considered (Vince, 2002, 2006; Vince and Broussine, 1996), neither the ethical nor the
health-related issues of regulating one’s own and others’ emotions are problematized at large and in relation to other practices of
emotion regulation. Furthermore, novel approaches with a critical outlook are important because a field will not develop unless it is
critically scrutinized. We turn to these concerns in our third research avenue: the ethics, power and the politics of emotion in strategic
management. Fig. 2 presents a summary of our review, including identified issues and avenues for future research.

As shown in Fig. 2, the identified issues are compiled into three avenues of future research that emerged from the review: (1) the
scope conditions of emotion research in strategic management; (2) capturing emotion in strategic management research; and (3) the
ethics, power and the politics of emotions in strategic management. The suggested avenues are meant to provide inspiration rather
than being exclusive.

5.1. Scope conditions of emotion research in strategic management

Our review of emotion constructs reveals that a majority of the entries did not consider the role of context. Following Suddaby
(2010, p. 348), we agree that “few constructs in organization theory have universal application” and argue that it is essential to discuss
space, time, and value constraints in the theorization of the emotion and strategic management literature. A contextualization of
emotion should take into account space (cultural setting, type of organization), time (time scales, possible organizational fads), and
values (taken-for-granted assumptions) (Suddaby, 2010).

Concerning space constraints, research on emotions in strategic management seems primarily limited to the Western discourse on
emotions, which has consequences for the application of the research results. We know that emotions differ across cultures (Matsumoto
et al., 2002) because they depend on culturally taught emotional behavior (Mesquita and Frijda, 1992). For example, emotions are
considered more important in East Asia than in the West. However, even within the broader Western context, differences exist: Western
Europeans are more analytic and sensitive, while North Americans appear to be more expressive of authentic emotions (Masuda et al.,
2008). Strategic managers moving across different cultures must be sensitive to other contexts when displaying their emotions and
interpreting the emotions of others. However, most of the reviewed research has been conducted in a Western context (Western
Europe, North America, Australia, and New Zealand), with a few exceptions, including Guatemala (Fiol and O’Connor, 2002) and
South Korea (Shin et al., 2012).

In addition to the Western context, future research concerning strategy and emotion should develop novel grounded theories
related to the contextual effects on strategic management and emotions in other geographical and cultural contexts or should question
existing theories. The key is not only to conduct research in different cultural settings but also to theorize and explicitly problematize
how cultural dimensions of emotion affect strategic management. In the Ethiopian context, for example, the organizational culture is
hierarchical, and the leadership approach is often regarded as “management by fear” (Beugré and Offodile, 2001), placing emotion and

Emotion and strategic management

Avenues for future research

Identified themes Identified issues
Scope conditions of emotion research
- Contextualization of emotion is limited n - Space
- Time
,,,,,,,,,,,,,,,,,,,,, ) Emotion studies are mainly reserved for top- - Values
Nonconscious and middle managers as strategic actors
ianuenFe of Capturing emotions:
emotion Emotion studies do not follow gender - Combining approaches
representation of strategic actors - Traditional and new quantitative
Emotion Gt ) methods
X — Emotion is not always problematized and/or — - Traditional and new qualitative
_____ " egulatlon defined methods
- Capturing emotions in collective
Emotion is hard to capture interactions and across levels
Collective
emotions Limited knowledge of how emotions travel Ethics, power and politics of emotion
between individuals and how emotion on one - Emotional stamina
level has an effect on another level - Ethical and power issues related to
= emotion regulation

Limited problematization about implications of Deviant behavior
regulation of emotion - Critical approaches to emotion

Fig. 2. From review to avenues for future research.
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strategic management in an alternative light. Some exceptions in this review are Sanchez-Burks and Huy (2009) and Gunkel et al.
(2015), who take cultural and psychological contextual factors into account.

Space constraints can also involve the type and size of an organization. Except for a few studies conducted in the context of
medium-sized companies and/or family businesses (see Brundin and Melin, 2006; Brundin and Nordqvist, 2008; Liu and Maitlis,
2014), research has mainly focused on large or multinational companies, and much less effort has been made to investigate small
businesses and family businesses. It can be assumed that such arenas offer rich opportunities for the study of emotions because, by
necessity, the actors must cooperate in closer proximity to one another, and conflicts are more difficult to avoid or conceal. Future
research concerning such arenas can closely focus on emotions and how they affect strategy not only at the interpersonal and group
levels but also at the organizational level. Furthermore, a focus on different types of organizations can also include the ownership
perspective. We know that different types of owners (e.g., family business owners vs. industrial owners) operate under different logics
(Arregle et al., 2007; Brundin et al., 2014) that likely have implications for strategic practices related to ownership, including emotion
patterns. However, research on emotion and strategic management thus far has not problematized the dimensions of ownership and
size.

Time is an additional contextual factor that has captured less attention in the reviewed literature, although time can be a relevant
dimension in connection to emotion (Fugate et al., 2002; Treffers et al., 2020). In situations characterized by time constraints and
stress, team members are likely to react to their strategic leader’s emotional expressions (Netz et al., 2020), which shape their
judgments, decisions, and behavior (Van Kleef, 2009). For example, a strategic leader under stress who displays anxiety may trigger
emotional contagion within the group. Such shared anxiety is likely to affect group behavior and can lead to paralysis or listlessness,
thereby decreasing the possibility of adopting the best possible actions or decisions. Under other contextual conditions in which the
strategic manager is able to allow team members time to process information and to become more familiar with the situation, a
strategic leader’s emotional expression of anxiety can lead to an inferential process in which the team members process the message of
anxiety and then possibly engage in motivated action to support the leader. This is only one hypothetical example in which emotion
and the time dimension may play a decisive role in the strategic outcome that can be further developed. The above reasoning builds on
the EASI model (Emotion as Social Information; Van Kleef, 2009), which is a relevant tool to understand the role of emotions as af-
fective signals or inferential processes, that is, whether time is provided to make sense of affective signals. In particular, contextual
factors guide which of the two processes, affective signals or inferential processes, will develop (Van Kleef et al., 2012).

Finally, constraints of values are most difficult to identify because they refer to the underlying assumptions of the researchers
(Suddaby, 2010). One issue we identified in the review is that strategic actors are most often white males of Western heritage. This
portrayal is problematic because it risks discrimination and promotes a discourse of typical male attributes (cf. Ahl, 2004) instead of
including other relevant representations of strategic actors. This creates an opening for future research to a) focus on a wider array of
possible strategic actors other than Western white males and examine the role of their emotions when they conduct strategic activities
and to b) apply emotion and gender theories that are contextually sensitive. Gender has been associated with differences in emotions
due to men’s and women’s status and identity in their role performances (Kangas and Meyerson, 2008) and is therefore worthy of
future research on the relationships among and between strategic actors.

Relatedly, we found that many papers indirectly assume that engagement in strategic activities is primarily reserved for the upper
echelon of an organization (e.g., Haag and Getz, 2016; Kisfalvi and Pitcher, 2003; Samra-Fredericks, 2000), for middle management (e.
g., Huy, 2002; 2012; Netz et al., 2020; Shin et al., 2012), or for both (e.g., Huy, 2011, 2014; Korsgaard et al., 1995, Vince, 2006, Vuori
and Huy, 2016 Samra-Fredericks, 2000). An option for moving away from the assumption that strategic actors are members of top
management would be to ascribe strategic responsibility to employees and explore how their emotions have an impact on strategic
management in a more straightforward fashion (Jarzabkowski, 2005). This implies that any person in an organization is a strategic
actor if his or her actions or behavior have an impact on the strategic outcome. Therefore, examining the emotions experienced and
displayed by organization members other than top managers and designated strategic actors (cf. Kerosuo, 2011), who are not readily
identified as strategic actors, could provide opportunities to identify processes in which emotions affect less-visible strategic actors and
their activities that have a bearing on the organizational level.

5.2. Capturing emotion in strategic management

Searching, finding, and capturing elusive, short-term emotions that are affective, dramatic, and interruptive (Ekman, 1992; Collins,
2014) has been shown to be a challenge. As mentioned earlier in this review, it is further complicated by the different ontological and
epistemological positions of different emotion researchers (Fineman, 1999), leading to differing (or a lack of) definitions of emotion.
For instance, Kouamé and Liu (2021) observe that psychological perspectives tend to focus on within-person reaction(s) to a stimulus,
the social-psychological perspective focuses on the social functions of emotions in daily interactions, whereas sociological perspectives
focus on the social construction of emotion and the intersubjective and collective nature of emotions. Therefore, in addition to the
obvious recommendation that researchers clearly define emotion and emotion constructs, we note researchers’ efforts to combine
approaches. For instance, a fruitful way forward could be to combine embodied cognition with embodied emotion (Hodgkinson and
Healey, 2011; Healey and Hodgkinson, 2017). Here, social neuroscience is in focus with a critical realism approach that can inspire the
reconciliation of two seemingly conflicting epistemological and ontological views. Whereas we appreciate these authors’ innovative
ways of combining approaches, we argue that, as Kouamé and Liu (2021) noted, researchers’ different approaches are not “incom-
mensurable”; rather, they capture and analyze different dimensions of a “multifaceted phenomenon” (Jakob-Sadeh and Zilber, 2019).

There are additional methodological concerns to be considered in future research for researchers following different approaches.
Researchers who follow a psychological approach to studying intra person felt emotions have relied on experimental settings, verbal
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accounts, or survey data, which can be subject to retrospective rationalization and other bias. However, emerging methods can offer
researchers a way to “catch the unknowable” (Sturdy, 2003) in action. For example, Ashkanasy et al. (2017) suggest measuring
physiological changes, such as heartbeat, blood pressure, sweating, and facial movements, to determine what is occurring emotionally.
Others have suggested using functional magnetic resonance imaging (fMRI) (Laureiro-Martinez et al., 2015) to scan and detect the
brain activity of strategic managers while they make choices. Such methods can help to draw connections between emotion and
behavioral strategy, answering recent calls for more “neurostrategy” research (e.g., Powell, 2011; Healey and Hodgkinson, 2017;
Hodgkinson and Healey, 2014; 2018). Drawing upon neurological theories of emotion can contribute to examining intrapersonal
processes in greater detail and increase reliability (e.g., Ashkanasy et al., 2017; Waldman et al., 2011). Such theories of emotion
stipulate that emotions are related to certain activities in brain areas that direct attention, motivate behavior, and determine the
significance of events (Healey et al., 2017; Laureiro-Martinez et al., 2015). Strategic management research can draw upon these
theories to directly observe the interplay between cognition and emotion and explore how and why certain strategic managers tend to
make specific decisions. By using the methods suggested above or similar methods, researchers can directly examine the current
largely theoretical arguments to connect positive and negative emotions to the ability to sense opportunities and threats in the
environment (Hodgkinson and Healey, 2011).

Academics with a research interest in intrapersonal emotions are encouraged to find additional methods to capture connections
between emotions and the brain and/or physiological changes. For example, recent developments in machine learning and video
technology allow for automated analyses of basic emotions as expressed through facial expressions (Lewinski et al., 2014). With in-
creases in video resolution and storage capacities, it even becomes possible to use such automated analysis for naturalistic video (e.g.,
Jiang et al., 2019). Such technological advancements offer unique opportunities to capture subtle emotion in more naturalistic set-
tings. Other technological advances make smaller gadgets readily available to capture individuals’ bodily changes (e.g., Apple watches
capture changes in heartrate) and others’ activities and emotions (e.g., gadgets such as Google Glasses; see Lahlou, 2011). Methods that
include novel techniques used for emotion research should be critically scrutinized from an ethical point of view, and questions related
to philosophical and existential issues are not farfetched: how private are emotions, and how closely should researchers be allowed to
come to an individual’s most private sphere?

The downside of experimental and laboratory settings and the use of technical equipment is that it is difficult in these settings to
account for the contextual circumstances we have problematized in the previous section and that are prevalent in day-to-day orga-
nizational and managerial settings. A large proportion of the reviewed literature follows a social-psychological approach to emotion
and uses qualitative methods such as video filming and audio recording (Liu and Maitlis, 2014; Samra-Fredericks, 2004), observations
and diaries (Brundin and Nordqvist, 2008; Clarke et al., 2007), storytelling (Bryant and Cox, 2006), or drawings (Vince and Broussine,
1996) to examine how emotions play out interpersonally. Such methods have much more to offer, and we encourage researchers to be
creative and daring by combining these methods, preferably in real-time studies, to “catch” emotions in context where and when they
occur. For instance, Jarrett and Liu (2018) proposed a three-pronged, video-based approach for studying top management team in-
teractions that can be used to study emotion. After recording top management team meetings, it is possible to “zoom in” to examine the
detailed emotion displayed in strategists’ meetings, to “zoom out” to see patterns of displayed emotional dynamics across multiple
meetings and explain how these emotional dynamics influence strategy management over time, and finally to “zoom with” the
strategists by having them watch emotional episodes in which they are involved in the meetings to receive their own interpretations of
the episodes including the contextual influence and effect of emotions.

Although many of the reviewed contributions suggest that emotion plays a role at different levels (e.g., Erkama and Vaara, 2010;
Fiol and O’Connor, 2002; Huy, 2011; Kerosuo, 2011), knowledge is limited concerning how emotions at the micro level result in meso-
and macrolevel outcomes, i.e., how emotion affects strategic management across different levels. In addition, little is known about how
to capture collective emotions in an organization. Understanding the implications of the effects of emotions and the processes and
dynamics between levels and among individuals is a challenging task, especially since emotion is personal and can vary from 1 s to the
next (Ashkanasy, 2003).

Future research can consider using theories related to microsociology, which stipulates that aggregates of microevents translate to
the macro level (e.g., Blumer’s, 1969 symbolic interaction theory; Collins’ interaction ritual chain theory, 1981; Schatzki’s practice
theory, 2001). Such theories can help researchers conduct detailed research that “reveals the empirical realities of social structures as
patterns of repetitive micro-interaction” (Collins, 1981, p. 985). Although scarcely represented in this review (cf. Brundin and
Nordqvist, 2008; Liu and Maitlis, 2014; Netz et al., 2020; Samra-Fredericks, 2003), the application of the strategy-as-practice (SAP)
perspective can capture and study the role of emotion across organizational hierarchies as well as among individuals, especially when
combined with a processual perspective (Kouamé and Langley, 2018). SAP research stipulates that strategies evolve in the “detailed
processes and practices which constitute the day-to-day activities of organizational life and which relate to strategic outcomes”
(Johnson et al., 2003, p. 4). In addition, this perspective allows for a detailed focus on contextual factors.

Capturing collective emotions and how they travel when they occur in real time is an extremely challenging task methodologically.
Researchers need to develop tools that capture when emotions are shared between individuals through interactions and mutual in-
fluence (Kouamé and Liu, 2021). Strategy researchers can borrow from institutional theory researchers’ practices, such as ethno-
graphic investigations and direct observations, to capture collective emotions, as suggested by Zietsma et al. (2019). The authors
propose using interviews as a complementary method; when direct observation is impossible, they use archival videos, texts, photos,
and social media posts to reconstitute episodes of social interactions and to capture collective emotions that occurred in the past (e.g.,
Farny et al., 2019; Toubiana and Zietsma, 2017; Vuori, 2017). In line with these suggestions and the SAP approach, the “zoom
in-out-and with” approach (Jarrett and Liu, 2018) in combination with refined technical equipment for emotion research has the
potential to further uncover the complexity of emotion. An alternative is to use computer simulation models such as agent-based
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modeling to better understand affect-cognition interactions across organizational levels (Healey et al., 2017).

The theoretical approaches and methods described above, or a combination of them, can also be used to study other complex
patterns of emotions. For example, it is reasonable to think that individual actors experience different emotions not only at different
points in time during the strategic process but also at the same point in time. Detailed accounts of microactivities and experienced
emotions or affective reactions can help researchers understand how the emotions of strategic managers can be pointed in different
directions. Emotions may be directed toward oneself (self-focused, e.g., sadness), toward specific members (other people-focused, e.g.,
anger), toward the group (group-focused, e.g., trust), toward the organization as such (organization-focused, e.g., frustration), and/or
directed toward the content or the process of the strategy (strategy-focused, e.g., worry) (cf. Brundin and Hartel, 2013). Even if such
emotions can be overlapping, disentangling the mix of emotions and affective reactions in this way can provide an understanding how
they play out in different patterns in individuals or group settings having a bearing on the strategic outcome at the group and/or
organizational level. These issues can be challenging for strategic managers and may require the management of emotional complexity
not only for the well-being of others and that of the manager him- or herself but also to achieve strategic outcomes. Thus, future
research that accounts for complex emotion patterns is warranted.

Emotions can also be approached in an alternative way, for example, by acknowledging the performative nature of emotion
(Brundin and Melin, 2006; Latour, 1998). This means that emotion is not primarily something an individual has; rather, it depends on
what other people decide to make of it. In essence, the interpretation is in the eye of the beholder. A strategic actor who screams is
regarded as being angry when people in the environment interpret the scream as anger. Emotion is thus an effect rather than a means.
All actors are therefore equally important, and it is in the social interactions of displayed and expressed emotions that emotions occur,
are interpreted and are acted upon or not acted upon and therefore have implications for strategic management. Viewing emotions as
performative can illuminate the dynamics of emotional processes and determine whose interpretations are granted preference and why
and how such preferences are determined. Methodologically, this approach may be inspired by Brundin and Melin (2006): immedi-
ately before the meetings they observed, they asked all participants what they expected of themselves and of others attending the
meeting; immediately afterwards, they asked all participants how they interpreted other members’ emotions during the meeting and
how they reacted/or intended to react to these emotions. Interpretations were thus made by the strategic actors involved.

5.3. Ethics, power and the politics of emotion in strategic management

From the review, we observe a need to address the dimensions of ethics, power, and politics, which emerged primarily from the
literature that deals with the regulation of emotions. A large number of the entries included in the review describe how emotion is —
and could be - regulated (e.g., Bryant and Wolfram Cox, 2006; Hodgkinson and Healey, 2011, 2014; Huy and Zott, 2019; Kiefer, 2005;
Samra-Fredericks, 2003; Smollan, 2012; Vuori and Huy, 2021; Vuori et al., 2018). Regulation of emotion is a way to “use” emotion as a
tool to manage and to control one’s own emotion and attempt to manage others’ emotion. This is often portrayed as positive, with the
emotionally intelligent strategic manager supporting the achievement of strategic goals and the firm’s success (e.g., Huy, 2008; 2011;
Kerosuo, 2011; Sanchez-Burks and Huy, 2009).

Selfregulation of emotions can however lead to unwarranted consequences such as a depletion of energy or to selfregulatory fatigue
(Baumeister et al., 2000). For example, a strategic manager’s masking or suppression of emotions as part of his or her identity work (e.
g., Bryant and Wolfram Cox, 2006; Clarke et al., 2007) in affective situations could be detrimental for the strategic manager. The
reason may be that the strategic actor does not want to show weakness or lack of knowledge. If this continues, it may lead to a situation
of emotional stamina, that is, the strategic manager’s surface acting over a long period of time (Hochschild, 1983). This can harm his or
her ability to express authentic emotions. A balance between “normal” and dysfunctional uses of surface acting may occur naturally
among most strategic leaders; however, strategic actors may have difficulty finding a balance and may engage in emotional stamina as
a regulatory act to grant them perceived power over the situation. Thus, emotional stamina may lead to illness or dysfunctional
behavior in the worst case (Grandey, 2003). Further investigation of the presence of emotional stamina, the circumstances under
which it occurs, and its implications is warranted.

The extant literature also raises several ethical questions. Is it ethical to up- or downregulate the feelings of others for the good of
the business? Is it ethical to put restraints on one’s own feelings? Huy and Guo (2017) touch upon the issue of ethics in managing
groups during strategic change and refer to practical wisdom that builds on showing respect for other people’s individual differences.
This practical wisdom can provide a basis for middle managers to act ethically in their mediating role between employees and top
managers in their endeavor to fulfil organizational strategic goals. From our review, we understand that both strategic actors and
employees are influenced by norms, values, traditions, organizational culture, and morality. Social interaction, which is fluid and in
constant flux, also creates possibilities to take advantage of these relationships and to exploit them. Vuori and Huy’s (2021) model of
socially distributed emotion regulation during strategy making shows how top managers regulate their emotions through the influence
of governance, advisory and boundary-spanning structures over time. As noted by the authors, the effect of emotion regulation may be
negative if there is no shared appreciation of emotion regulation. Such emotion regulation processes may be imbued by power plays
and politicking for different reasons and may create ethical dilemmas. Explaining how emotions play out and work as power or
submission mechanisms would add an alternative angle to emotion regulation. We thus see value in future research that explicitly
addresses ethical and power issues related to emotion regulation.

Furthermore, individual or collective emotions may be colored by individuals’ self-interests and special agendas that are not in sync
with those of the organization. Politics may, to a greater or lesser degree, be part of the character of any organization, as suggested in
studies by Liu and Maitlis (2014) and Vince (2006). However, when politics are of a psychodynamic nature, as in cases in which
deviant behavior is rooted in emotions such as fear of the individual’s identity, security, and self-worth (Fineman, 1999), strategic
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managers may need to manage such politicking or to become aware of their own possible politicking. For instance, Hodgkinson and
Wright (2002) illustrate how a strategic leader used politics in a dysfunctional manner in an effort to derail a strategizing workshop.
Fineman (1999) notes that psychoanalysts have found that childhood experiences can lead to relived feelings of embarrassment,
vulnerability and fear in group processes. Therefore, feelings of security and insecurity and threats to self-identity come and go in a
group setting and may jeopardize strategic intents. In line with this reasoning, we believe that the politics of group behavior combined
with an emotion perspective are worthy of future research endeavors. Such studies can address the emotional climate (the perceived
emotional state or view of the group; Ashkanasy, 2003), which can provide answers to the questions of how subconscious experiences
play out, lead to deviant behavior, and affect the emotional climate.

Finally, critical approaches to extant strategy research could be beneficial for a field that is reaching maturity. In the literature,
emotion at times appears to be a commodity, “something that can be negotiated, manipulated or pushed aside” (Fineman, 2008, p.1). A
concrete example is the seemingly taken-for-granted concept of emotional intelligence (EI) (see, e.g., the works of Huy and colleagues).
Shields and Warner (2008) claim that EI is gender biased because previously acknowledged female emotional competences are not
captured by its measurement items; rather, the measurement is gender biased to favor men, who are already in a power position. This
and similar critical scrutinizing of existing emotion research in strategic management studies would benefit not only gender research
but also the entire strategic management field.

6. Concluding remarks

In this review, we addressed two research questions: how does emotion influence strategic management, and how can the field be
further developed? We initially structured the role of emotions based on strategic activities, sorted the different emotion constructs
used in the strategic management field, and identified three themes of emotion that influence strategic management. Finally, we
suggested three research avenues. Taken together, the results show that emotion in strategic management is an exciting research field
that deserves focused attention in the future.

The identified themes of emotion (i.e., nonconscious influences of emotions, emotion regulation, and collective emotions in
strategic management) have both theoretical and practical implications for managers and organizations. Strategic managers need to be
aware of emotions, anticipate their likely presence and effects, and manage the situation as necessary. Acknowledging the multifaceted
role of emotion is a first step towards being more prepared. The regulative effect of emotions shows that emotions can be actively used
as a means of achieving personal, group, and organizational goals; however, managers should pay attention to possible ethical di-
lemmas and/or power issues. For strategic actors who come across as inauthentic, emotion regulation can lead to uncontrollable
negative and surprising outcomes. In contrast, strategic actors who express authentic emotions can create commitment and reduce
emotional turmoil on and across all levels in an organization. We look forward to a plethora of future studies to widen the scope of
topics and deepen our understanding of emotion in strategic management.
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APPENDIX. Emotion and strategic management: Review summary

Reviewed Literature about Emotion and Strategic Planning (Total 1 entry)
Discrete emotions (1 entry)

Author/s Actors Arenas Emotion approach Study design Role of emotions
Theoretical approach
Affective phenomenon

Dunk and Cutcher Leaders and One large Australian Social-psychological One-year longitudinal Strategy documents
(2019) employees from 16 university Discourse theory study of strategic make interwoven
Book chapter: planning process at a appeals to readers based

(continued on next page)
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(continued)
Contemporary faculties of the large Australian on logic, authority and
Issues in Work and university university emotion. Emotional
Organizations: reasoning and
Actors and credibility
Institutions considerations are

similarly crucial for a
persuasive argument.

Reviewed Literature about Emotion and Strategic Decision Making (Total 24 entries)
Discrete emotions (20 entries)

Author/s

Actors Arenas

Emotion approach
Theoretical approach
Affective phenomenon

Study design

Role of emotions

Ashton-James and
Ashkanasy (2008)
Research on
Emotion in Org.

Friedrich and
Wiistenhagen
(2017)

Business & Society

Haag and Getz (2016)
Research on
Emotion in Org.

Harbour and Kisfalvi
(2014)
J. Business Ethics

Hakonsson et al. (2016)
Strategic Mgmt. J.

Healey and
Hodgkinson
(2017)

Top managers

Senior executives Energy plant (nuclear
phase-out)

Top managers

42 CEOs of the 100
largest publicly
traded companies in
France & seven
board members

France

General managers Five general managers
of financial
cooperatives in

Montreal, Canada

Strategic decision- Denmark

making teams

Strategists and
executives in
general

Examples from
different kinds of firms

Psychological
Affective events theory
Positive and negative
emotions: anger, joy,
sadness, fear, disgust,
anxiety; Mood

Psychological
Institutional theory
The five stages of grief

Social-psychological
Intergroup Emotions
Theory (IET)

Authentic emotions and
CEO’s emotional
intelligence

Social-psychological
Courage as a moral,
philosophical,
psychological, and
managerial concept
Negative emotions of
anger, fear, anxiety;
positive emotion of pride

Psychological
Organizational decision-
making theory

Positive vs. negative
emotions

Psychological

A parallel between
dynamic capabilities’

19

Conceptual

Conceptual with an
illustrative case

Theoretical model
developed from case
study vignettes

Interviews & document
analyses

Laboratory,
quantitative
experiments
Russell’s circumplex
model of affect

Conceptual with
illustrative examples

Emotions caused by
internal and external
affective events give rise
to affective reactions
and have an effect on
managerial perceptions
for strategic decision
making.

The role of emotions
related to a strategic
issue changes over time
concerning risk
perception and decision
making. Depending on
their grief stage and
when there is a general
positive trend towards
change in the field,
managers are more or
less willing to change
their organization
Builds the inBoard
Emotional Contagion
Model (BECM).

In situations of affective
events and discussions,
an emotionally
intelligent CEO can
initiate an emotional
contagion process to
homogenize board
members’ shared sense-
making, which increases
the board’s performance
Pride may be used to
regulate the
experienced negative
emotions (fear, anger,
anxiety) when faced
with the challenges of
exercising managerial
moral courage in
strategic decision
making. Anticipation of
positive and negative
emotions may inspire
the authors’ developed
concept of managerial
moral courage.

Positive experienced
emotion is associated
with adoption of new
strategy, which further
results in positive
experienced emotions.
Strategists’ ability to
regulate their own and
others’ emotions is

(continued on next page)
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(continued)
California in different industries sensing, seizing and important for enhancing
Management and countries transforming and an organization’s
Review emotional mechanisms strategic adaptation.

Hodgkinson and
Healey (2011)
Strategic Mgmt. J.

Hodgkinson and
Healey (2014)
Industrial Marketing
Management

Hodgkinson and
Healey (2018)
Book Chapter:
The SAGE
Handbook of
Industrial, Work
and Organizational
Psychology

Hodgkinson et al.
(2015)

Book Chapter:
Cognition and
strategy

Kim and Mauborgne
(1998)
Strategic Mgmt. J.

Korsgaard et al. (1995)
Academy Mgmt. J.

Liu and Maitlis (2014)
J. Mgmt. Studies

Strategic actors in
general

Strategists and
executives in
general

Directors and senior
managers

Senior team
members

Teams of middle and
upper level
managers

Top management
team members

Small and medium
sized businesses in UK,
range of sectors

Formal or/and
informal contexts
Large firms

Fortune 500

Medium-sized
computer game
company,
Western Canada

Psychological

Dynamic capability theory
Hot cognition = high
affect

Cold cognition = low
affect

Psychological
Dynamic capability theory

Psychological
Dynamic capability theory

Psychological

Social neuroscience
Dynamic/managerial/
capability theory
Personal construct theory

Psychological

Justice theory

Trust, confidence and
commitment vs. anger,
indignation and
discontent

Psychological

Procedural justice theory
Commitment, attachment,
and trust

Social-psychological
Discourse theory
Displayed positive and
negative discrete
emotions, e.g.,

20

Conceptual

Conceptual

Review paper

Semistructured
interviews

The repertory grid
technique used in a
series of questionnaire
booklets

Russell’s circumplex
model of affect
Empirical exploratory
field study interviewing
senior managers from
different companies

Experiments in 20
intact management
teams

Qualitative, video
ethnography, real-time
observations
Strategy-as-practice
Group level

Affect is important to
effectively sense
opportunities and
threats since it provides
motivation for cognitive
adaptation. Excessively
high and low affect may
lead the individual to
neglect them; allowing
for negative affect may
lead to less over-
commitment

Cognitive approach to
decision making is
limited. Emotional
capabilities of
individuals and groups
are important for
successful radical
innovation.

Emotion is important in
every aspect of strategic
management. Explains
how emotion plays a
role in main strategic
management models.

Emotion management is
a dynamic managerial
capability in strategic
decision making.
Information processing
is manifestly driven by
emotions.

The authors build the
intellectual and
emotional recognition
theory: people’s need to
be recognized for their
ideas and for their
human value in
strategic decision
processes in order to
experience them as fair.
A fair process leads to
trust and commitment;
the opposite leads to not
sharing ideas and
induces emotional anger
and foot-dragging.
Leaders’ attention to
team members’ input in
the decision-making
process is perceived as
fair; it makes the team
more committed to the
decision and leads to
higher attachment
among the members and
higher trust in the
leader.

Different kinds of
strategic issues trigger
different types of
emotional dynamics
among top team

(continued on next page)
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Maitlis and Ozcelik
(2004)
Org. Science

Netz et al. (2020)
Long Range
Planning

Raza-Ullah (2020)
Long Range
Planning

Samra-Fredericks
(2000)
Corporate
Governance: An
International
Review

Stanley (2010)
Entrepreneurship
Theory & Practice

Top managers and
other organizational
members

Middle managers

Senior coopetetive
managers

Top managers/
board members

Founders of family
business

Formal as well as
informal arenas
Multiple symphony
orchestras

Great Britain

A big international
corporation

High-tech
manufacturing and
knowledge-intensive
services industries in
Sweden, firms
involved in the
simultaneous pursuit
of competition and
cooperation with each
other

Manufacturing
company

Large for-profit
Great Britain

Family business
Country N/A

excitement, contempt,
annoyance

Social-sychological
Decision process
Displayed and
experienced negative
emotions

Anxiety, fear, shame,
anger, humiliation, pity,
distrust, suspicion, guilt,
embarrassment, and
defensiveness

Social-psychological
Strategy-as-practice
Circumplex model

Psychological

Paradox theory
Emotional ambivalence:
experiencing both positive
& negative emotions at
the same time when facing
paradoxical tension
Emotional capability:
Accept and allow the
simultaneous existence of
contradictory feelings

Social-psychological
Linguistics and
conversation analyses
theories

Displayed emotion in the
form of rhetoric
Frustration and anger
Psychological
Experienced positive vs.
negative emotions

21

Ethnographic,
longitudinal,
qualitative, interview
and observation

Observations of middle
managers’ simulation;
interviews, documents
analysis, and
quantitative analysis.
39 crisis management
teams (400
participants)

Quantitative
questionnaires (404
firms)

Qualitative
ethnography of talk-
based interactive
routines spanning
between 5 and 12
months Real-time
observations
Conceptual

members. These
emotional dynamics
shape the process and
outcome of the strategic
issue discussions.

Each phase of a toxic
decision process is
characterized by
distinctive sets of
negative emotions and
interactions among
decision makers and
other organizational
members and by
emotions that shape and
are shaped by these
interactions.

Middle management
teams’ affective
reactions (both type and
intensity) not only
hinder but also aid
crucial information
exchanges between
MMT and corporate
levels while making
strategic decisions
under extreme time
pressure during
business disruptions due
to unforeseen events.
Paradoxical tension
faced by senior
managers creates a state
of emotional
ambivalence, which in
turn contributes
negatively to
coopetitive
performance. This
relationship is
influenced by the
organization’s
emotional capability
and balancing
capability.

Strategists’ displayed
negative emotions
influence decisions
made by the board.

a) Positive emotions are
hypothesized to lead to
lower levels of risk-
taking behavior during
the start-up process of a
company, b) family
founders’ positive
emotional experiences
lead to lower levels of
risk-taking behavior
than nonfamily
founders,

c) family founders’ early
emotional experiences
influence the
organization’s culture,
strategy, and decision-
making processes.

(continued on next page)
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Treffers et al. (2020)
Long Range
Planning

Vuori and Huy (2021)
AMJ

Managers

Top managers
Expert groups

Psychological

Affect infusion model
Discrete emotions of
sadness and happiness

Psychological
Cognitive and emotion
processual perspective
Appraisal theory

Experiment, pretest
with students and main
study with 174
managers. Scenarios

Longitudinal
Qualitative
Interviews, informal
discussions, emails

Under time constraints,
managers who are
happy produce fewer
original and feasible
strategic ideas and
worse original strategic
choices compared to
managers in a neutral
emotional state under
low time constraints.
Compared to managers
in a neutral emotional
state under low time
constraints, sad
managers under high
time constraints make
better original strategic
choices.

A model of socially
distributed emotion
regulation shows how
top managers’ initial
emotional reactions
during strategic
decision making may
change over time,
regulated by
information from board
members, expert groups
and/or potential
external partners

Moods (1 entry)

Fodor et al. (2016) Entrepreneurs Entrepreneurs selected  Psychological Field experiment Entrepreneurs are
J. Managerial from a Romanian Ecologically rational influenced by affective
Psychology entrepreneur club heuristics appraisal dimensions:

Positive vs. negative when they make

moods (affective states) strategic decisions and
experience negative
affective states, they
prefer the safer option;
when they experience
positive affective states,
they prefer the riskier
option.

Affective traits (3 entries)

Delgado-Garcia and De ~ CEOs For-profit companies, Psychological Quantitative cross- CEOs’ negative affective
La Fuente-Sabaté banking industry Institutional theory sectional survey traits lead to more
(2010) Spain Positive (e.g., determined, conformist strategies
Strategic Mgmt. J. enthusiastic, proud) vs. with more typical

negative (e.g., afraid, performance, and

distressed, upset, guilty, positive affective traits

nervous) trait affect promote more out-of-
the-box performance.

Delgado-Garcia et al. CEOs For-profit companies, Psychological Quantitative cross- Negative affective traits
(2010) banking industry Upper echelon theory sectional survey lead to less risk taking,
British J. Of Mgmt. Spain Positive vs. negative trait while positive affective

affect traits do not influence
Emotional congruency of risk taking one way or
positive and negative trait another.

affect

Kisfalvi and Pitcher CEO & TMT Poland Social-psychological Observations and A CEO’s trait affective
(2003) members Decision making literature interviews characteristics forestall

J. Mgmt. Inquires

Power

CEO displayed intense
emotions

Anger, excitement,
anxiety

top management teams’
participation in
organizational decision
making.

Reviewed Literature about Emotion and Strategic Change & Implementation (Total 49 entries)
Discrete emotions (displayed/experienced emotions) (37 entries)

22
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Author/s Actors

Arenas

Emotion approach
Theoretical approach
Affective phenomenon

Study design

Role of emotions

Barner (2008)
Journal of Org.
Change Mgmt.

7 employees and
managers of an
operations team

Brundin and Melin CEO
(2006)
Int’l Journal of
Work Org. &
Emotion

Brundin and Melin CEOs
(2012)
Book chapter:
The work of
managers

Bryant and Wolfram
Cox (2006)
Journal of Mgmt &
Org.

Employees

Clarke et al. (2007)
European Mgmt. J.

Managers

Erkama and Vaara
(2010)
Org. Studies

Organizational
members from all
levels

Fineman (1996)
Org. Studies

Top executives

Large US firm

Medium-sized private
manufacturer of
furniture components,
Sweden

Manufacturing &
equipment developer

Cross-industry
Australia

Aerospace engineering
company
UK

Large for-profit bus
body manufacturer,
Finland

Supermarkets, large
for-profits
UK

Sociological
Metaphors and sense-
making

Displayed and
experienced emotions
Frustration, anger, fear

Social-psychological
Strategy-as-practice
Emotional dissonance
Emotional authenticity
Confidence, frustration

Social-psychological
Strategy-as-practice
Deep acting and surface
acting of emotions

Sociological

Change management
Emotional labor
Frustration, anger and fear

Social-psychological
Change management
Emotional labor

Social-psychological
New rhetorical theory
Experienced and
displayed emotions (from
lower-level employees
and media).

Sociological

Emotion related to a
specific kind of strategy:
greening

23

Participant observation,
visual metaphor,
narrative analysis

Qualitative,
longitudinal study of 18
months

Interviews,
observations, diaries
Individual level

Illustrative qualitative
cases

Qualitative
Story telling
Retrospective

Longitudinal

Case study
Observations, diaries,
interviews

Interviews, company
documents, media
reports

Interviews

Strategic change
triggers negative
emotions in employees.
Managers should let
employees express these
emotions to ease the
change process.
Visualizing change
through metaphors can
help employees to
express emotions and to
make sense of the
change.

A persistent discrepancy
between displayed and
experienced emotions
on the part of the
dominant strategist
counteracts strategic
change activities;
consistency between the
two drives the change.
Deep acting drives
strategic work, whereas
surface acting
counteracts strategic
work.

Employees’ emotional
labor serves to suppress
inappropriate emotions
in order to not lose
decision power and
opportunities for
growth and promotion.
Managers’ ability to
manage their own and
other employees’
emotion following a
change process is
important for a
successful change
process.

Employees, media, and
local community’s
emotional appeal to
human concerns helped
to rally local support for
resistance to the
shutdown decision of a
firm; however, it was
inadequate to
ultimately resist the
shutdown.
Implementation of a
new strategy initiative
can trigger different
kinds of emotions in
different organizations
where external pressure
and corporate culture
are entwined to
influence the kinds of
emotions triggered in
managers. These
emotions, to a large
extent, determine the
organization’s

(continued on next page)
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Fiol and O’Connor
(2002)
Org. Science

Fugate et al. (2002)
Personnel
Psychology

Garrety et al. (2003)
Human Relations

George and Jones
(2001)
Human Relations

Gunkel et al. (2015)
Int’l Business
Review

Harris and Gresch
(2010)
Research on
Emotion in Org.

Holstein et al. (2018)
Strategic
Organization

Change recipients
and change agents

Community
development (Peace
Corps) in Guatemala
and a production plant
of General Electric

A national
organization in the
aerospace industry

Employees

Top executives and
other employees

Large for-profit
industrial plant,

Australia
Individuals facing Not applicable
organizational
change

Employees in an
acquisition

3 firms in Germany,
The Netherlands, &
Luxembourg that were
acquired by one US
firm

Branch managers,
assistant managers
and tellers

A merger between two
banks

Senior management 2 UK universities
team, policy makers,

functional heads,

individual academic

leaders, academics

Social-psychological
Identity theory

Psychological adaptation
literature

Stress and coping model
Negative emotions (anger,
resentment, guilt,
frustration, anxiety,
distraction, worry and
helplessness averaged out
to form a negative
emotion scale)
Social-psychological
Discourse theory
Symbolic interactionism
Fear, embarrassment,
shame, guilt, anger, pride

Psychological
Individual sensemaking
theory

Positive and negative
emotions; positive and
negative moods

Psychological
Managerial stimuli and
Hofstede
Dissatisfaction and
insecurity

Psychological
Change management
Pleasure

Social-psychological
Strategy as narrative
Fear, hope

24

Conceptual with
reference to the
empirical background
under Arena

Survey at four stages of
a merger

Two-year study
Interviews,
observations in
meetings, participation
in workshops
Experienced emotion
(recalled in interview)
and displayed emotion
(observed in different
activities)

Conceptual

Questionnaire

Builds on Liu and
Perrewé's (2005) model
(see below)

Interview, text analysis

implementation of this
new initiative.
Emotions serve as both
barriers and enablers to
collective identity
claims and thereby to
change.

Employees experience
constant level of
negative emotions in
four stages of a merger
(anticipatory, initial
change, final change,
and aftershock stages)
and use coping tactics to
manage their negative
emotions.

The power of discourses
is mediated through an
active, reflexive and
often emotional
engagement by
individuals. By being
involved, power
relationships are
reproduced, resisted or
reconfigured. Social
controls are mediated
through emotions.
Affective and cognitive
elements of
sensemaking are sources
of emotional reactions
leading to potential
resistance to change or
to inertia.

Managerial support
during the acquisition
process reduces
employees’ feelings of
dissatisfaction and
insecurity and leads to
less resistance behavior
and lower employee
turnover. [the authors
follow earlier literature
that considered
dissatisfaction an
emotion]

Positive felt emotion
(pleasure) mediates the
relationship between
cognitive appraisals of
the change and
attitudinal and
behavioral relations.
Strategic directions of
universities are set in an
emotional context of
fear and hope: fear of
losing (e.g., competitor
countries were raising
their game & loss of
traditional university)
and hope for the future
(e.g., universities to
improve quality of life
and contribute to
society). Hope resolves
this tension by framing
the strategic direction of

(continued on next page)
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Huy (2002)
Administrative
Science Quarterly

Huy (2011)
Strategic Mgmt. J.

Huy (2012b)
Strategic Org.!

Huy et al. (2014)
Academy of Mgmt.
J.

Kerosuo (2011)
J. Org. Change
Mgmt.

Kiefer (2002)

Managing Emotions

in the Workplace

Middle managers &
lower-level
employees

Top executives
Middle managers

Top mgmt.
Middle managers
Organizational
groups

Top executives
Middle managers

Staff at the surgery
unit

HR managers

Large for-profit
technology service
firm, Canada

Large for-profit firm,
Canada

Organizations in
general

Large for-profit firm,
Canada

Health care, hospital,
Finland

M&A
Service sector
Switzerland

Social-psychological
Change management
Emotional balancing

Social-psychological
Social identity theory
Discrete displayed and felt
emotions: anger,
unhappiness, sadness,
disappointment, fear
contempt

Social-psychological
Social identity theory
Experienced emotions

Social-psychological
Legitimacy theory
Discrete displayed and felt
emotions:
disappointment, fear,
anger

Planned radical

Social-psychological
Activity theory
Shared emotions

Psychological

Change management
Fear, joy, anger
Management of emotions
in change

25

Observations

Informal conversations
Individual & group
level

Interviews
Observations

Conceptual

Interviews
Observations

Interventionist &
ethnographic
observations
Interviews, video

Interviews

the university as a
source of strength in the
new knowledge-based
economy and the
protector of the
fundamental value of
knowledge creation for
its own sake.

Middle managers’
ability to balance their
own and other
employees’ emotions
can facilitate
organizational change;
otherwise, inertia or
chaos result

Senior executives’
strategy
implementation actions
can elicit individual-
level, privately felt,
group-focused emotions
that are associated with
middle managers’ social
identities (group-level
constructs) and
organization-level
outcomes (strategy
implementation
success).

An essay to suggest
future research
regarding collective
emotions and
organizational
emotional capability in
different organizational
contexts, such as M&A,
downsizing, new
strategic alliances and
other radical change.
Collective emotions are
formed through similar
interests, experiences,
identities, the
organizational culture
and/or emotional
contagion.

Change agents’
attributes and actions
(e.g., relational, moral
and judgment
legitimacy) play an
important role in the
emotional reactions of
change recipients. Top
executives’ lack of such
attributes leads to
middle managers’
resistance to change.
Team members’ shared
negative emotions (so-
called double binds) are
a driving force for
organizational change.
Emotions are natural in
change and signal that
the change is important
to the individual and
help the individual to
make sense of what is

(continued on next page)
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Kiefer (2005)
J. of Org. Behavior

Klarner et al. (2011)
Scandinavian J.

Mgmt.

Lawlor (2013)
Personnel Review

Liu and Perrewe (2005)
Human Resource
Mgmt. Review

Raitis et al. (2017)
Emotions and
Identity

Samra-Fredericks
(2003)
J. Mgmt. Studies

Samra-Fredericks
(2004)
Human Relations

Scheck and Kinicki
(2000)
J. of Org. Behavior

Employees

Employees in
repeated change

Academic

employees

Change agents
Employees

Employees who
experienced an
acquisition and
integration process

Top executives

Top executives

Employees

For-profit German-
speaking sample,
online HR-services

Organizations in
general

Irish higher education
institution

Organizations in
general

For-profit firm, UK

Large for-profit firm,
UK

Large for-profit firm,
UK

High tech firm in
southwest US

Psychological

Trust theory
Negative emotions:
feelings of insecurity,
unfair treatment

Psychological
Change management
Mixed emotions

Social-psychological
Change management

Psychological
Transactional model of
stress and coping

Social-psychological
Positivity identity theory
Positive emotions:
happiness, pride and relief

Sociological
Conversational analysis
Display of discrete
emotions

Worry, frustration,
concern, anger, despair,
exasperation
Sociological
Conversational analysis
Display of discrete
emotions.

Frustration, despair, anger
and sympathy

Psychological
Lazarus-Folkman’s
cognitive-
phenomenological coping

26

Cross-sectional data
with a follow up. A
single organization
where 115 respondents
answered a
questionnaire

Conceptual

Qualitative
Interviews
Phenomenology

Conceptual

Interviews (face to face
and Skype audio) with
32 employees

Real-time observations,
audio recording of
strategists’ daily
interactions

Real-time observation,
audio recording of
strategists’ daily
interactions

Survey

happening. Both
positive and negative
emotions drive action in
specific directions.
Working conditions,
personal situation/
future and
organizational
treatment mediate the
experience of negative
emotions with an
outcome of lack of trust
or withdrawal from the
organization.

Emotions should be seen
as a process during
repeated or sequential
changes. The impact of
coping behaviors on the
change may differ in the
different phases of the
change and may be
sequential or
simultaneous.
Organizational merger
triggered positive and
negative emotions in
employees and a more
pragmatic view on
organizational change.
Employees’ emotions go
through four sequential
steps, primary
appraisal, secondary
appraisal, coping and
outcome stages, that are
distinguishable in the
organizational change
process, each
characterized by
different types and
intensity of emotions.
Three positive emotions
triggered by acquisition
and integration
influence an
individuals’ self-
concepts and strengthen
their attachment to the
organization.

Top executive draws on
rational argument and
intense negative
emotions to persuade
others to support
proposed strategic
actions.

A top executive draws
on rational argument
and intense negative
emotions to emotionally
engage colleagues,
which evokes sympathy
and prompts a series of
further actions and
decisions.

Employees’ different
appraisals of an
organizational
acquisition trigger
negative emotions,

(continued on next page)
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Shin et al. (2012)
Academy of Mgmt J.

Sloan and Oliver
(2013)
Org. Studies

Smollan (2012)
J. Org. Change.
Mgmt

Smollan (2014)
J. Managerial
Psychology

Smollan (2017)
Int. J. Work
Organisation and
Emotion

Vince (2002)
Human Relations

Vince and Broussine
(1996)
Org. Studies

Vuori and Huy (2016)
Administrative
Science Quarterly

Middle managers
and lower-level
employees

Multiple players
from different
organizations in a
partnership
Government
officials, employees

Employees with

varying experiences

of functional roles,
hierarchical levels,
industries and
organizations.
Ethnic groups

24 participants.
Senior/middle/
junior managers &
employees

200 staff

Senior managers

Managers

Top managers
Middle managers

Large for-profit IT
company, South Korea

For-profit,
government, and
aboriginal
organizations

Organizations in New
Zealand

Organizations in New
Zealand, different
functional
departments,
organizations and
industries

Health authority in
New Zealand, staff
who went through
significant
organizational change

Large for -profit
infrastructure
provider,

Wales

Six public service
organizations

Nokia

model of stress

Sadness, anger
Psychological
Organizational
inducement and
psychological resilience
Normative and affective
commitment

State positive affect
Social-psychological
Trust theory

Emotional engagement
Examples: sadness, anger,
shame, guilt, fear,
confidence, trust

Social-psychological
Trust theory

Positive and negative
emotions

Social-psychological
Metaphors in discourse
Fear, frustration, anger,
guilt, irritation, sadness,
anxiety, pleasure,
excitement

Social-psychological
Stress coping theories
Stress, anxiety,
frustration,
embarrassment, negative
emotions.

Social-psychological
Power theory
Fear

Psychological
Change management
Pessimism, optimism
anxiety, attachment

Social-psychological
Attention-based view of

27

Longitudinal survey

Case studies over six
years

Participant
observations
Interviews
Videotaped group
discussions

Interviews with 24
participants from
different organizations
and hierarchical
positions and with a
variety of change
experiences.

Interviews

Semistructured
interview

Action research

Participative research
Visual drawings
Observations of
workshops

which in turn influence
their coping behaviors.
Employees’
psychological resilience
is mediated by positive
affective states and
leads to affective and
normative commitment
to strategic change.
Trust building is a
dynamic process in
which emotionality
plays a central role.
“Emotional engagement
practices” enable the
partners to connect on
an emotional level and
can transform negative
emotions into positive
emotions.

Positive and negative
emotions are related to
trust in the ability,
benevolence and
integrity of immediate
supervisors and more
senior change
managers. Negative
emotions of distrust are
more intensive than the
intensity of positive
emotions and trust.
Employees on different
hierarchical levels use
different metaphors to
make sense of change.
These metaphors have
emotional dimensions
that are mostly
negative.
Organizational change
causes stress at different
stages. Employees use
different coping
strategies, including
managing their own
negative emotions
(optimism, locus of
control, resilience and
self-efficacy). High
emotional intelligence
employees manage
stress better.

Fear of change and the
defenses created from
fear decrease the
likelihood of change.
Thus, managers should
be aware of emotion in
order to manage the
change process.
Managers who become
aware of their own
unconscious
experienced emotions
during change will be
more successful in
managing the change.
Top and middle
managers’ shared fear
during the smartphone

(continued on next page)
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Wolfram Cox (1997)
Org. Studies

Employees, across
three shifts
Management staff

Large for-profit
manufacturing
organization,
Australian subsidiary
of US company

the firm
Fear

Social-psychological
Identity theory

Loss and other related
emotions.

Regret, relief, return,
release

Interviews among three
shifts

innovation process
caused cycles of
behaviors that harmed
both the process and its
outcome. It resulted in a
focus on short-term
product innovation at
the expense of long-
term innovation
development.

Recall of experienced
emotions in interviews.
The retrospective
analysis of the concept
of “loss” and its different
outcomes.

Meta-emotional abilities (9 entries)

Huy (1999)
Academy of Mgmt.
Review

Huy (2001)
Harvard Business
Review

Huy (2005a)
Advances in
Strategic Mgmt.

Huy (2005b)
Emotions in Org.
Behavior

Individuals and the
organization
Multilevel

Middle managers

Individuals and the
organization

Middle managers
and employees

Organizations in
theory

Organizations in
general

Organizations in
theory

Organizations in
theory

Sociopsychological
Change management

Emotional intelligence at

individual level;

emotional capability at

organizational level

Social-psychological
Change management

Social-psychological

Emotion based dynamic

capabilities

Authenticity, sympathy,
hope, fun, and attachment

Social-psychological
Change management

Emotional balancing and

emotional capability
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Conceptual

Conceptual

Conceptual

Conceptual
Group & organizational
level

EI on the individual
level interacts with
emotional dynamics on
the organizational level;
however, the latter is
not dependent on the
former. Together they
create receptivity and
mobilization to change,
leading to learning,
which in turn affects
receptivity and
mobilization.

A reflection on middle
managers’ role during
radical change. Middle
managers’ role and
potential during radical
change are
underestimated. Middle
managers are equated to
tightrope artists who
can find the right
balance between own
and employees’
emotions during radical
change to balance
between change and
continuity and avoid
inertia and chaos.
Emotion can help
organizations achieve
renewal and growth.
This ability is rooted in
developing emotion-
based dynamic
capabilities that
facilitate organizational
innovation and change.
These increase
receptivity to change,
organizational learning,
collective mobilization,
organizational
creativity, and retention
of key personnel.
Emotion management
(emotional balancing at
the group level and
emotional capability at
the organizational level)
is critical to create
organizational contexts

(continued on next page)
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(continued)
that foster innovation
and rapid change.

Huy (2008) Organizations in Social-psychological Conceptual Groups that experience
Book chapter: general Dynamic capability Group & organizational  contrasting emotions (e.
Research Emotion patterns and level g., fear vs. pride or
Companion to emotion management dissatisfaction vs.
Emotion in Fear vs. pride; feelings of safety) are
Organizations dissatisfaction vs. feelings more likely to

Huy, (2012a)
Book Chapter:
Handbook of
Positive
Organizational
Psychology

Huy and Guo (2017)
Book chapter:

Handbook of middle

management
strategy process
research

Huy and Zott (2019)
Strategic
Management
Journal

Sanchez-Burks and Huy

(2009)
Org. Science

Middle managers

Middle managers

UK entrepreneurial
firms, participants
from all levels of the
organizations

Top and middle
managers managing
strategic change

Organizations in
general

of safety

Social-psychological
Change management
Emotional balancing and
emotional capability
Empathy, sympathy,
authentic emotions, hope,
playfulness, attachment

Social-psychological
Theories of emotion,
strategy process and
middle managers

Social-psychological
Dynamic managerial
capability

Emotion regulation (ER)

Social-psychological
Dynamic managerial
abilities

Conceptual
Group level

Conceptual
Group level

Longitudinal interviews
with 29 founders (5
times in 7 years), 37 co-
founders, senior
executives, employees,
chairmen of the board,
middle managers, &
investors in 26 firms

Conceptual

contribute to
organizations’ strategic
agility than feeling
either type of emotional
state alone.

Requires emotional
capability on the
organization’s side.

A combination of
managing change
agents’ and change
recipients’ emotional
balancing (broad
categories of emotions)
and an organization’s
emotional capability
(specific discrete
emotions) is important
for major change and
innovation to be
implemented. It also
enhances learning
during change.

A conceptual model of
middle managers’
emotion management
during the three sub
processes of definition,
impetus and
determination of
strategic and structural
contexts. The model
builds on middle
managers’ emotional
balancing as change
agents and change
recipients and the
organization’s
emotional capability.
Managers’ ER of the self
helps them mobilize
human capital resources
by creating psychic
benefits, whereas their
ER of others helps
mobilize social capital
by facilitating
legitimacy judgments.
This further influences
the extent to which they
can mobilize resources
to pursue market
opportunities.

An important role for
managers in change
processes is to develop
the ability to recognize
emotion patterns in
groups. This ability
needs to take into
account psychological,
cultural, and other
contextual factors.
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Develops the concept of
emotional aperture.

Emotion fueled constructs (3 entries)

Brundin and Nordqvist
(2008)
Corporate
Governance: An
International
Review

Kimberley and Hartel
(2007)
Research on
Emotion in Org.

Paulsen et al. (2005)
Human Relations

CEO & board
members

Senior managers

Lower-level
employees

Family business
Manufacturing
Board room
Sweden

Organizations in
theory

Health care, large
psychiatric hospital,
Australia

Social-psychological
Interaction ritual chains
Emotional energy

Joy, confidence,
satisfaction, frustration,
sadness, distrust

Social-psychological
Social exchange and
justice theories

Emotions as mediators for
employee perceptions of
justice and trust

Psychological
Personal control
Emotional exhaustion

Longitudinal, board
meetings over a period
of 18 months
Observations,
interviews, diaries
Individual & group
level

Conceptual

Three cross-sectional
surveys: immediately
before the
announcement of the
redeployment of staff,
during the
implementation of the
downsizing, and
towards the end of the
official change program

A board member’s
emotional energy
creates power and status
dynamics between the
CEO and the board.
Depending on the
interplay of emotional
energy, this has an
influence on the board’s
task performance and
effectiveness.
Managers’ commitment
and supportive behavior
and ability to create and
sustain positive
emotions prepare for a
change-ready
organization.
Employees who
perceive that their
managers can create
trust and justice will
show positive emotions
and positive behavior
during change.

Personal control
mediates the
relationship between
job uncertainty and
employee emotional
exhaustion.

Reviewed Literature about Emotion and Failure & Turnaround (Total 4 entries)

Moods (1 entry)

Author/s Actors Arenas Emotion approach Study design Role of emotions
Theoretical approach
Affective phenomenon
Garvin and Roberto Leaders Teaching hospital Social-psychological Interviews Leaders need to manage
(2005) Us Change management employees’ emotions
Harvard Business Mood and moods in failure
Review and explain the
implications.
Discrete emotions (3 entries)
Mantere et al. (2013) Entrepreneurs, hired  Three failed case Social-psychological Interviews Organizational
J. Business executives, organizations from Grief theories members develop
Venturing employees Northern Europe Sadness, guilt, various narrative
disappointment, shame attributions to address
the emotional process of
grief recovery and the
cognitive process of self-
justification after
failure.
Vince (2006) Top executives and Big UK listed company  Social-psychological Interview Managers rationalize

J. Mgmt. Studies

senior middle
managers

Two firms in a merger

Power and politics
Anger, shame, fear,
sadness, pain, frustration

30

their negative emotions
triggered by strategic
failure in order to make
these negative emotions
more manageable.
These rationalizations
trigger further emotions
and political dynamics.

(continued on next page)
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(continued)
Vuori et al. (2018) Top managers, Social-psychological Interviews, emails, Masking of negative
Strategic Mgmt J. middle managers, Strategy as practice Facebook pages, annual  emotions in one party
employees Negative emotions reports leads to a belief of
satisfaction by the other
party. This is escalated
by efficiency driven
communication tools
and leads to a failure of
the integration process.
Distribution (%) of activities
; _ in relation to approach
Strategic activity Planning  Decision-  Change Turn-
% in each approach % making % % around 45
% 40
Theoretical approach 35
Psychological 36% total 61 39 30
Social-psychological 57.5% total 2 15.5 73.5 9 25
Sociological 6.5% total 100 20
15
; i
5
; — | [ [
Planning Decision making Change Turnaround
u Psychological ~ mSocial-psychological ~ m Sociological
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