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Y. Introduction

That crucial and perhaps painful question is more likely to be answered by organi-
zational researchers who take emotion seriously than by those who think emotion is
important only because it interferes with efficient cognitive performance. (Weick, 1985; 15)

* Author: Assistant Professor, School of Management, Sebul National University.




1. Preface

Recently, the role of affect in cognition and cognitive processes has been
a compelling issue in the field of organizational behavior as well as in that
of cognitive social psychology. While the recent trend of affect-related
research in cognitive psychology represents ‘an important new contribution
(affect as both a dependent and a;n independent variable), the fundamental
issue of affect has not been totally ignored previously in organizational
behavior,

Some research in organizational behavior has been concerned with affective-
like variables, such as satisfaction, valence, and preferences. For example,
job satisfaction ‘as an emotional response has been a very important and pre-
vailing variable in more than 3000 studies of organizational research (Locke,
1976). In the expectancy model of organizational behavior (Vroom, 1964;
Mitchell, 1974), positive or negative valence as an affective reaction to
expected outcome has been a powerful component for the understanding
of human behavior for over two decades. Even in the bounded rationality
model of decision making (Cyert and March, 1963), preference has been
considered as an important variable. More recent research in decision making,
such as the garbage can model (Cohen, March, and Olsen, 1972), gives
serious attention to so-called “non-rational” components in choice processes.
In most of these lines of research, preference has been thought of as an
important variable in decision making or choice processes (March and Olsen,
1976; March, 1978), and in rationalization of action (Weick, 1979).

Little research, however, has focused on the role of affect and its relation-
ship with cognitive or other variables within a social information processing
framework, especially in regard to the major organizational behavior themes,
such as motivation, leadership, performance appraisal, and decision making,
Thus, the present research focuses on the role of affect and its relationships

with cognition and behavior in managerial judgment, particularly in leadership

and the performance appraisal situation. Recent research on leadership and




performance appraisal has emphasized and attempted to understand its processes
in terms of social information processing. For this line of research, affect and
affect-related variables may provide a more comprehensive understanding of
leader behavior and\ the performance appraisal processes. Before further
discussion of the role of affect in the leadership and performance appraisal
context, meanings of “affect” and related theories will be reviewed to enhance
our understanding of affect in that situation.
2. Purpose of the Study

Affect, as a meta variable, has taken new importance in cognitive psychology
and, potentially, in the study of organizational behavior. In addition to asking
how individuals process information, related iﬁvestigat\ions have explored the
nature of feelings, moods, and emétions, and how these forms of affect, in '
turn, influence behavior. These recent viewpoints on affect from cognitive
psychology provide the challenge to explore the potential of affect in the
realm of organization research. .

Thus, the overall purpose of this study is.to investigate how affect and
cognition are related to each other, and how these variables are useful in
explaining leader’s actions toward a subordinate, especially in regard to
performance rating. More practically, this study aims to show how the
leader’s overall feelings and specific affect toward a subordinate might result
in biased, inaccurate ratings. [Note: In this study, affect is generated by
manipulations of a subordinate prosocial or citizenship behavior which influ-
ences the leader’s affect toward the subordinate.]

With this overriding purpose, this study focuses on some major research
issues: (1) the effect of subordinate objeétive performance and prosocial beha-
vior, together, on leader performance ratings, (2) this effect on leader attri-
butions, emotional responses, and managerial decisions, (3) the potential role
of mood in these relationships, (4) the relationship between attributions and

emotional responses, and (5) the relationships among attributions, emotional

responses, performance ratings, and managerial decisions.




In pursuit of this purpose, first, the relevant theories on affect are reviewed.
Some might questidn whether affect should be a part of cognitive psychology,
since the term of “cognition” implies thought, while “affect” implies feeling.
For this question, the primacy of affect will be discussed. Moreover, the rela:
tedness of affect to some cognitive processes, such as categorization and attri-
butions, will be reviewed to enhance our understanding of the role of affect in
the cognitive processes as well as in judgmental processes. This literature
review is to explore the interaction and relatedness between affect and cognition.

To focus on the role of affect in cognitive and judgmental processes in
organizations, a specific organizational event, performance rating as a leader
managerial judgment, is used. The cognitive social information processing
approach to leadership and performance appraisal will be discussed to demon-
strate how the leader as a rater actively seeks and processes information of a
subordinate in a judgmental situation, and to explore the potential of affect
in this context.
~ Next, some hypotheses and research questions that can be derived from this
literature review will be suggested to pursue the overall purpose of this study.
Also, an experimental method with experienced organizational professionals
is applied to test these hypotheses and research questions. Finally, discussion
of the results and implications of this study for theory development, future

research, and managerial practice will be provided.
IL Review of the Literature

In this chapter, some of the important contributions emerging from affect
research in cognitive psychology are reviewed to speculate how affect research
might provide important insights into behavior in organizational situations.
The first section of this chapter explores distinctions of meanings and nuances

among such concepts as affect, emotion, feeling, and mood, and then discusses

the primacy issues between affect and cognition,




The next section describes some selected recent t}}eoretical developments
that center on affect as an important component of h;lman cognition and
behavior. For thfs, the interrelationshib between affect and cognition is dis-
cussed in terms of (1) schema-triggered affect as differentiated affective
responses toward a subordinate, (2) mood as ﬁndifferentiated affect and
memory, (3) a speéiﬁc emotional response as a type of differentiated affect
based on causal attribution, and (4) the role of affect in cognition, behavior,
and decision making.

The final section suggests how these concép,ts and theories might be usefully
applied to organizational behavior, with a particular emphasis on a leader’s
managerial judgment and performance rating. For this, a cognitive social
information processing approach to leadership and performance evaluation is
discussed to explore the potential of affect in this context. |

1. On Affect

There have been many confusing and contradictory concepts utilization and
theories of affect (emotion). In order to help our understanding of affect in
organization, before further review and discussion, it seems to be desirable to
introduce two things briefly. One is to clarify the confusing concepts or
meanings of affect by recategorizing two types of affect as undifferentiated
affect and differentiated affect. Another is to examine the relationship between
affect and cognition in order to understand the role of affect within complex
cogniti{re processes. For this, the debate for the precedent between affect and

cognition is shortly reviewed (although this issue is not the direct Concern of
this research). )

1.1. Affect as a Meta-Variable
The literature in affect-related research has often used the term “affect”

-]

interchangeably with “emotion,” “mood,” “affective state,” “feeling,” and
“feeling state.” Here, it is useful, first, to clarify these concepts and to

examine their interchangeability with one another. Of course, this is not for

their linguistic or philosophical meaning, but for a more pragmatic definition




of affect and ‘its relationships with other variables within a cognitive social
information processing framework, and especially as relevant to the field of
organizational behavior.

Arnold (1960) defines affect broadly as a function .of perception and app-
raisal which has numerous qualitatively different emotions. According to him,
emotion is “the felt tendency toward anything intuitively appraised as good
(beneficial), or away from anything intuitively appfaised as bad (harmful)”
(1960; 182). Arnold distinguishes emotion from feeling in that emotion is
a‘roused by an object or a situation as a whole rather than by a specific aspect
of it as is the case with feeling. He also suggests that feeling is different
from mood. Feeling is a positive or negative reaction to some experience, but
mood is a feeling response to an extended or continued change in organismic
functioning.

Ewert (1970) also suggests that three concepts—mood, feelings, and emotion
(affect) —should be distinguished. According to Ewert, mood is “background
experience of a diffuse nature” (1970; 233), and it has no differentiation of
experienced self and experienced world. Mood does not refer to persons,
things, or events, and its processes have no object reference. Ewert defines
feeling as “the emotioﬁal coloring of conscious contents” (1970; 234), and
emotion as “affective experiences” (1970; 235) different from feelings or
intensified feelings. Emotion is not ground but figure, and has object references,
such as a person or social events. According to him, mood does not have an
objective reference, but both emotion and feeling have it even though it is
different. While feelings represent aﬁ individual’s pleasant or unpleasant
reaction to sensation and perception, emotion is an individual’s attitude toward
a person and experienced social environment.

According to Izard(1965), feelings, -as the elementary subjective experiences,

form the foundation for the more complex processes which are referred to as

emotion. Kleinginna and Kleinginna (1981) attempt to solve the resulting

terminological confusion in the definition of emotion by complying and cate-




gorizing 92 definitions from a variéty of sources in the literature of emotion.
In spite of their endeavor, the result seems just to recategorize existing
definitions rather than to clarify the confusing and complex concents of emotion.

More recently, Clark and Isen(1982) distinguish feeling state from emotion.
They used feeling state and mood as interchangeable concepts, which are
induced by pleasant or unpleasant experience, or by recalling positive or
negative experiences from memory. They distinguished emotion from mood or
feeling state by suggesting that emotion tied to a specific object and behavior
disrupts ongoing behavior, and involves arousal. ‘ |

All of the above research has attempted to distinguish concepts or mea-
nings among emotion, feeling, and mood. However, this kind of conceptual
or nuance distinction among emotion, feeling, and mood is, of course, not the
main focus of this study. Rather, this study conceptualizes these into two
types of affect, differentiated affect and undifferentiated affect, since it is
believed that two kinds of affect are more useful for the study of the role of
affect and its relationship with cognition and behavior in an organization.

1,2, Differentiated Affect and Undifferentiated Affect

Affect is a generic term for a whole range of feelings and emotions (Fiske
and Taylor, 1984), and it is frequently used as an overriding concept that
" encompasses more specific terms, such as emotion, mood, and feeling. For the
purpose of this study, it is convenient to distinguish between two categories
of affect: differentiated affect and undifferentiated affect.

Differentiated affect (emotion) is aroused by a specific target or situation
(Arnold, 1960; Ewert, 1970; Clark and Isen, 1982; Roseman, 1980; Fiske,
1981), describes an individual’s affective reaction toward a person or stimulus
(Fiske, 1982; Zajonc, 1980), and is caused by specific cognitive processes,

such as attribution (Weiner and his associates, see 2.3. in this chapter),

arousal or attention (Schachter and Singer, 1962; Norman, 1975; Mandler,
1975), and categorization (Isen and Daubman‘, 1984; Cohen, 1981; Srull,
1984). This differentiated affect is an emotional response to a specific target,




person, and situation, and, in turn, this affective response is thought to cause
changes in ongoing behavior.

Since diﬁ‘e;ent targets, people, or situations lead to different affective
reactions, it is possible to distinguish these affective reactions according to
their degree of or strength of simplicity or specificity. Also, even though
emotion and feeling may be used interchangeably in certain situations, some
definitions (Arnold, 1960; Ewert, 1970; Izard, 1965; Clark and Isen, 1982;
Fiske and Taylor, 1984) suggest that feeling is a simple and global evaluative
reaction to others or stimuli, such as good or bad, pleasant or unpleasant,
liking or disliking and that emotion is a more specific and complex assortment
of affect than simple good (positive) or bad (negative) feelings.

In this regard, two kinds of differentiated affect are discussed in this
research. One is schema-triggered affect, and the other is attribution-based
affect. Schema-triggered affect is similar to the concept of feeling in the
sense that it is a simple, automatic, global, configurational, and unconscious
evaluative affective reaction, As Fiske >and her colleague suggested, this
schema-triggered affect is interpersonal affect since it is an affective reaction
toward a target person (for more detailed discussion, see section 2.1. in this
chapter). Schema-triggered affect is evoked as part of a categorization process.
On the other hand, attribution-based affect,is similar to the concept of &motion
in the sense that it is a complex, slow, specific, controiled, and conscious
affective reaction to stimuli, targets, outcomes, or situations. Some examples
of differentiated affect are anger, pride, guilt, joy, regret, fear, pity, and
sympathy.

In addition, -another type of affect, undifferentiated affect, is also important
for this research, Mood as a feeling state is an “undifferentiated or gene-
ralized affective state” that has no specific target (Clark and Isen, 1982;

Fiske, 1981), involves no differentiation of experienced self or experienced

world (Ewert, 1970), is pervasive and ongoing for some period (Zajone, 1980;
Clark and Isen, 1982; Bower and Cohen, 1982), and pervades all one’s
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experiences (Fiske, 1981). In most research, mood as an undifferentiated
affective state has been studied binarily, such as good or bad, positive or
negative (Bower, 1981; Bower and Cohen, 1982; Clark and Isen, 1982;
Wright and Mischel, 1982; Isen et al., 1982). Also, the generalized affective
states (i.e. mood) are also heterogeneous in determinants with a highly inter-
wined nature (Plutchick, 1980), and sometimes they have been studied in
terms of anxiety, depression, or hostility (see Zuckerman and Lubin, 19653
Arkin, Dechon, and Maruyama, 1982; Gotlib and Robinson, 1982; Polivy,
1981; Pretty and Seligman, 1984, ‘Park, 1984).

Thus, this research focuses on three kinds of affect: (1) schema-triggered
affect, (2) attribution-based affect as differentiated affect, and (3) mood (or
feeling state) as undifferentiated affect. ‘

1.3 Affect and Cognition

At the subjective-experiential level, affect and cognition are understood as
separate but interrelated, interactive, and interdependent systems. However,
there has been .much debate regarding to the issue of precedent between affect
and cognition. One point of view regards affect as a consequence of cognitive
processes. Many researchers have suggested that cognition elicits affect or that
affect results from the evaluation of a stimulus (Arnold, 1966; Arieti, 19703
Lazarus, Averill, and Optin, 19703. Also, some suggest that emotion (affect)
is experienced or elicited through the perception of unique physiological
changes (Tomkins, 1970), or through the cognitive interpretation and
evaluation of a general arousal state (Mandler, 1975; 1982 Royce and
Diamond, 1980; Roseman, 1980). And more recently Lazarus (1982; 1984)
argues that cognition is a necessary precondition for affective arousal. Another
viewpoint is that emotion precedes cognition, and affective responses can occur
without extensive prior cognition or in the absence of thoughts (Zajonc, 1980;
1984; Zajonc and Markus, 1982; 1984).

Even though there is no full agreement whether cognition is a necessary

precondition for affect, it is generally recognized that, under certain con-




ditions, cognitive factors contribute strongly and sufficiently to the emotional
processes, such as emotional expression, symbolization, and labeling of
emotion. Actually, parts of the problems of this argument would seem to be
semantic differences in the definition of affect(emotion), and perhaps different
research methods. Also, Zajonc does not assert that affect always precedes
cognition, but he suggests that affect can be generated without a priori
cognitive processes “in a certain situation” (1981), and affect precedes
cognition “at times” (1984). Royce and Diamond (1980) also siggest that
this argument for the precedent between affect and ctognition is not a critical
issue if we understand each of them in terms of “cognitive basis of emotion”
and “affect-laden cognition.” Weiner (1982) also suggests that even though
affect-cognition order is logically possible, this argument is of secondary impor-
tance since this order does not explain why a particular affect is experienced.

Thus, the problem of the relationship between affect and cognition should
not be reduced to the issue of its sequential causality, but might be best
understood in terms of how they interact with each othe;. The relationship
between affect and cognition should be represented in terms of “the cognitive-
emotional fugue” (Lewis, Sullian, and Michalson, ]1984) that each continually
and progressively chases the other, weaving separate threads of behavior into
a single composition. Also, as suggested recently, “reason is a subtle emotion
and every feeling is a bit of knowledge” (Weick, 1985; 13). In any case,
these lines of reasoning suggest the interactive and interdependent relationshif)
between affect and cognition. Affect and cognition exist as independent iden-
tities, but the processes or activities of each of them include each other’s
cognitive processes or affective component. Their relationship should be under-
stood as a cognitive basis of affect and an affective basis of cognition rather
than as a one-way deterministic relationship as a separate dichotomy, Thus,
with regard to the issue of precedent between affect and cognition, their

relationship should not be described as a one-way deterministic causal relation-

ship.




Regarding concepts and meanings of affect, if we understand affect in terms
. of the two kinds of differentiated affect discussed in the previous part of this
section, these two a;'guments seem not to be an issue of primacy of affect or
of cognition, but a matter of intensity in their relationship and effects on
" each other. Affective reactions considered by Zajonc and his colleague, which
are similar to feelings or preference, are for the most part unidimensional,
binary, and stimulus-related, such as good or bad, liking or disliking, positive
or negative, while affect defined by Lazarus requires cognition as a necessary
precondition (1982; 1984) and’ is elicited as a higher cognitive process
dependent upon a different level of cognitive dimension (Roseman, 1980). |
For example, this emotion is an intensively differentiated affect, such as
anger, pride, joy, pity, regret, and frustration, which is based on higher
cognitive processes or attribution.

2, Schema, Memory, Attribution, and Affect

Recent research has focused on the role of affect or mood and its relationship
with cognition in t’he context of social information processiﬁg. Among the
more prominent, these lines of research propose(l) differentiated affect toward
a target stimulus which is evoked by schema or category prototype matching
(Fiske, 1981; 1982; Fiske and Linville, 1980; Fiske, Beattie, and Milberg,
1983; Abelson, Kinder, Perters, and Fiske, 1982), emotion schema and pro-
totype (Leventhal, 1980; Lang, 1984), automatic aﬁd controlled processing -of
emotion (Clark and Isen, 1982; Gilligan and Bower, 1984), affect and cate-
gorization (Isen and Daubman, 1984; Cohen, 1981; Srull, 1984), (2) a rolé
of affective state or mood as a retrieval cue for memory and thinking (Bowef,
1981; 1983; Bower and Cohen, 1982; Srull, 1983; Gilligan and Bower,
1984), (3) emotional responses as differentiated affect based on causal attri-
bution (Weiner, 1980a; 1980b; 1982; 1983; 1985; Weiner, Russel, and
Lehrman, 1978; 1979; Weiner, et al.,, 1983; Weinet aﬁd Graham, 1984;
Weiner and Brown, 1984; Weary, 1982), (4) the role of affect in judgment
and decision making(Clark, 1982; Isen, et al., 1978; Isen and Shalker, 1982;
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Isen, et al., 1982; Isen and Means, 1983; Wright and Mischel, 1982; Isen,
1984a; 1984b; Isen and Daubman, 1984), and the relationship among affect,
cognition, intention, and behavior (Bagozzi, 1982; Motowidlo and Lawton,
1984; Reibstein, Lovelock, and Dohson, 1980; Clark, 1982). The following
parts of this section discuss each of these aspects.

2.1. Schema-Triggered Affect (Differentiated Affect)

Some concepts, such as schema, category, prototype, and categorization,
have recently received considerable attention in social psychology and have
been extended to the context of performance evaluation. Thus, before further
discussion, some basic concepts of theses cognitive terms will be useful to
understand the role of affect in the context of cognitive information processing
of performance rating.

A schema is a generalized cognitive framework or knowledge structure in
social information processing. Taylor and Crocker(1981; 3) defined a schema
as “a cognitive structure which consists in part of a representation of some
defined stimulus domain.” A schema can be viewed as a mental organizing
system or memory structure that serves as a guideline for the interpretation
of information, action, and expectation. This schema can be identified into
many different classes, such as person schema, role schema, event schema,
ete. (Taylor and Crocker, 1981). .

A category is a collection of items that the perceiver considers to be equi-
valent or strongly related on some salient dimensions (Rosch, 1678). A cate-
gory is “a ‘fuzzy set’ of objects considered equivalent, in which membership
in one set is defined by family resemblance” (Ilgen and Feldman, 1983:152).
This family resemblance structure defines the prototype, or best example of
the category. A prototype is an abstract analog, or image, summarizing
resemblance among category members(Ilgen and Feldman, 1983). A prototype
serves as a symbol and reference point for the category by capturing the

meaning of the category(Cantor, Mischel, and Schwarz, 1982), and it reflects

the attribute structure of the category as a whole(Rosch, 1978). The category
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prototype is-an abstract set of features‘mmmonly associated with members of
the category.

Categorization is the process of grouping or labelling the external stimulus
world dccording to similarities in order to reduce information from the
environment to make it meaningful, structured, and stable (Hastorf, Schneider,
and Polefks, 1970; Cantor and Mischel, 1977; Rosch, 1978). Thus, catego-
rization is base_d on the extent to which features of a given stimulus overlap
with those features that comprise the category prototype (Rosch, et al., 1976).
Prototype malching is the process of comparing the degree of similarity bet-
ween the target stimulus and the category prototype(Feldman, 1981) to make
inferences or judgments about the target stimulus.

In ‘the followings parts of this section, affect is discussed in terms of its
relatedness with these cognitive concepts, such as schema, category and pro-
totype, categorization, and prototype matching.

2.1.1. Piecemeal-Based and Schema-Based Affect .

Fiske and her colleagues (Fiske, 1981; 1982; Fiske and Linville, 1980;
Abelson, Kinder, Peters, and Fiske, 1982; Fiske, Beattie, and Milberg, 1983;
Fiske and Taylor, 1984) suggest that affect is linked to cognition, such as
categorization or schema by propoéing two alternate modes of response in
perception. One is category-based or schema-triggei'ed affect which results
when a target person or stimuli fit an affect-laden category, and the other is
piecemeal-based affect which results when a target person or stimuli fail to
fit a clear category.

In piecemeal-Based affect, affective reactions are based on the information
given and bits of information accumulated independently, each with its own
valence. This piecemeal-based affect is slow in its processes, consisting of
attribute-by-attribute judgment (Fiske, Beattie, and Milberg, 1983). And this

posits that the valenced information is retrieved and summarized algebraically

1) Fiske suggests two kinds of piecemeal-based mode: one is a retrieval-based piecemeal model,
and the other is an on-line plecemeal model (see Fiske, 1982; 58).



and that affective judgments are based on memory of the relevant data only
- when demanded (Fiske, 1982)." In contrast, a schema-triggered affect results
when a target person “matches” with an affect-laden category (i.e. prototype

matching). It is a rapid, configural judgment. That is(Fiske, 1982;60):

Implicating schematic processes in interpersonal affective responses is a novel extension
of schema concept. Simply put, affect is assumed to be stored with the generic knowledge
structure. The affect is available immediately upon categorization, that is by fitting an
instance to a schema. In this view, a perceiver first comprehends an input, by assimi-
lating it to an existing knowledge structure, and then evaluates the instance on the
basis of the affect linked to the schema. ,

Thus, according to this schema-triggered model, affect is stored at the
top level of the schematic structure . and affective response is category-
based. Affect is intégral to the schema. In the processing of this affective-
cognitive structure, first, an individual tries to fit a person to a category pro-
- totype. If the categorization is successful (good match), then affect is triggered
directly by activating the schema. If the catégorization fails, the person
accesses each attribute’s affective tag and piecemeal affective responses are
activated. ‘

According to the empirical findings of Fiske and her colleagues, good
matches of stimuli or a person to the schema elicit stronger positive or
negative affect than partial or no matches. The partial matches trigger mode-
rated affect or an ambivalent combination of positive or negative affect.

Other empirical research(Fiske, Beattie, and Milberg, 1983) supports the
hypothesis of schematic efficiency (e.g. stereotyping efficiency), that schema -
enables more rapid affective responses than are possible without such social
categories. They are efficient because the affective response can be activated
“from the top,” without having to access each relevant attribute’s affective
tag and without having to combine them algebraically, attribute by attribute.

Thus, a schema-triggered model of interpersonal affect suggests two inter-

esting propositions. One is that perceptions of other people are represented
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as instances of categories, and that affect is embedded within this categori-
zation. This affectively triggered 'schema explains how people might actually
process component evlaluations into a summary reaction; for example, the
summary reaction might come first (Longenecker, 1984, found executives
commonly did this in performance appraisal). The other proposition is that
schema-triggered affect is efficient and quick in the sense that the affective
reactions do not require complex procedures. As Fiske and her colleague
argued, “neither model is exactly wrong or exactly right. It is not a question
of which model fits, but of when each fits” (Fiske, Beattie, and Milberg,
1983;3-4). Therefore, when a target person fits an affect-laden category (or
schema), schema-triggered affect results, when a target person fails to fit
schema, however, piecemeal-based affect results.

This line of schema-triggered affect is somewhat similar to the research of
Zajonc’s and Weiner’s. A schema-triggefed affect_ of Fiske is similar to the
“preferenda” of Zajonc(1980) in the sense that affect results rapidly from
configurational judgment of an immediate stimulus, and that affective responses
are “effortless, inescapable, irrevocable, holistic” (Zajonc', 1980; 169). As
Zajonc(1980; 1984) suggests, there must exist a schema that can combine
more rapidly with affect and can allow affective reactions quite early after the
onset of sensory input. Thus, in both researchs of Zajonc and.of Fiske, affect
is a result of the initial categorization of stimulus without extensive per-
ceptual, cognitive processes, and has influence on later cognition or information
processings. In contrast, piecemeal-based affect is similar to Weiner’s attri-
bution-based affect since affect results more slowly from éttribute-by-attribute
judgment.

2.1.2. Emotion Prototype and Automatic Processing of Emotion

Fiske’s concept of schema-triggered affect is similar to the concept of the

emotion prototype (Lang, 1984) and the concept of schematic processing of

emotion(Leventhal, 1980), or automatic processing of affect (Clark and Isen,

. 1982; Gilligan and Bower, 1984). Lang defines the emotion prototype as “a
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conceptual network of propositionally coded information, related by association,
which has as functional output a visceral and somatomotor program” (1984;
197). Lang(i984) also regards the emotion information network as a sort of
prototype or schema, which is processed as a unit when a critical number of
propositions are assessed. According to this concept of the emotion prototype,
emotional information is coded in memory in the form of propositions and
these propositions are organized _an_d used as emotional schema. His empirical
findings suggest that when there is better matching of input stimuls infor-
mation to the emotional prptotype, the emotion response is be more accessed
and run. This emotional response is be accessed differently according to a
degraded‘stimulus input situation and the individual’s conversion of an input
stimulus into the structural code of the emotion prototype. For example, as
Lang(1984) suggests, watching a film about 2 poisonous snake at a safari
camp in a jungle is more likely to prompt fear than watching it in a large
city, '

Thus, Lang’s research on the emotion prototype is much the same as Fiske’s
schema-triggered affect. His research gives us impiications that emotion or
affect is triggered by the degree of match of an input stimulus to the emotion
prototype, and this emotion protoype is importantly accessed or activated by -
instruction or description of provocative events in an everyday life situation.

Leventhal (1980) suggests two kinds of cognitive processes of emotion
based on the perspectives of emotion as a subjective perceptual experience
and information processing processes. One is schematic processing of emotion,
and the other is conceptual processing of emotion. Schematic processing of
emotion, which is similar to Fiske’s schema-based affect and to Lang’s emotion
prototype, integrates specific situational perceptions with an automatic, sub-
jéctive, expressive, patterned, and image-like memory system. Conceptual pro-
cessing is more sequential and volitional in nature, corresponding more closely

to social labeling processes. According to Leventhal(1980), emotional schema

is “a memory of the emotional experience itself” (1980; 171), and represents
A




a form of automatic recognition. Emotional schema, like other schema or cate-
gorization, acts as a selective device, develops new emotions, and organizes
emotional experiences. This emotional schema, like the emotion prototype of
Lang(1984), has the function of linking feeling to objects and situations and
the function of establishing stable object relationships which are important
for maintaining or changing positive or negative attitudes. '
These two kinds of processing of emotion(i.e. schematic and conceptual)
are also supported by Clark and Tsen (1982). They have suggested the effects
of feeling states on cognition and hehavior in terms of such a cognitive infor-
mation processing mode classified as automatic and controlled processes by
Posner and Snyder(1975). Clark and Isen(1982) suggest that a person exper-
iencing a feeling state or cognitive processes leading to that feeling state has
automatic or controlled processes, and these two processes may be influenced
by a positive or negative feeling state. When a person is experiencing a
feeling state, thoughts, items, or events associated with that feeling state, he
-may automatically (i.e. without intention or without'awareness') cue similarly
toned materials in memory, or may have controlled processes (i.e. more
effortful, conscious, intentional strategies) to maintain or to alleviate that
feeling state.? For the a‘utomatic processing of a feeling state, Clark and Isen

describe that(1982; 92):

the more positive or negative items that exist in memory regarding -an impression
or decision, and the greater the member and the strength of interconnections between
such items, the greater the impact that positive or negative feelings should have oft
these impressions and behavior through automatic processing.

Also, the distinction between automatic and controlled processing of emotion
is suggested as useful for understanding emotion by Gilligan and Bower

. (1984). They suggest that control processes are useful for changing an

9) According to Isen and Clark, controlled and automatic processing are expected to lead to the
same prediction regarding effects of a positive feeling state, but these processing modes are
different in a negative feeling state (see Isen and Clark, 1982; 101-102).




attitude or values as well as for evaluating ‘an emotional event. Thus,
automatic processing of a positive or negative feeling state is constrained by
the amount of affectively toned material in the memory associated with the
item, concept, or decision as well as the number and strength of the inter-
connection of similarly toned materials.

In sum, this line of research on the emotion prototype(Lang, 1984), on
schematic processing of emotion (Leventhal, 1980}, and on automatic processing
of emotion (Clark and Isen, 1982) is highly similar to the schema-triggered
affect of Fiske and her colleagues in the sense that affect or emotion is a
result of initial categorization of a target person or stimulus, and its intensity
is associated with the categorization or prototypicality of that target person
or stimulus. For the most part, affective responses based on schema, cate-
gorization, prototype, and automatic processing mode are unidimensional and
sometimes binary, such as positive or negative, liking or disliking, good or
bad.

2.1.3. Prosocial Behavior as a Person Schema _

One of the chéllenges of this research was how to manipulate affect. In
essence, affect is a response, and cannot be manipulated directly. Some-
thing must be done in the external environment that elicits affect. That is,
an affect-laden schema must be operationalized. One area of organizational
behavior that shows some potential in this regard is “citizenship” or “prosocial”
behavior,

Prosocial behavior is conceptualized as employee behaviors that cannot be
prescribed or required in advance for a given job and can reflect performance

beyond the role requirement (Katz and Kahn, 1978; Bateman and Organ
1983). Katz and Kahn(1978) suggest five examples of this prosocial behavior:
cooperative activities, protective action for the organization, creative sugge-
stions for organizational improvement, self-training behaviors, and behavior

related to the creation of a favorable climate for the organization in the

external environment.




Recently, some research has suggested that positively experienced‘ affect has
positive effects intention or behavior (Smith, Organ, and Near, 1983; Bateman
and Organ, 1983: Moore, Underwocd, and Rosenham, 1984; Mofowidlo,
1984). This line of research suggests that the citizenship behavior or prosocial
beha.lvior of an employee is strongly and positively related with the affective
state of a leader. The prosocial behavior of an individual is a good example
of a person schema in organizations where a leader and a subordinate work
together on a daily basis. Forfexample, Fiske and her colleagues used a model
of a politician as a kind of person schema based on its citizenship behavior
or prosocial behavior. Also, prosocial behavior has been used as a person
schema in the research of mood and social judgment(Bower, 1983; Gilligan
and Bower, 1984).

Thus when we understand leadership as a reciprocal determinism of
causality between leader and subordinate in an everyday life situation (Sims
and Man'z, 1984), subordinate prosocial behavior is a good example of a
person schema. Therefore, theories related to schema-triggered affect, emotion
prototype, and automatic processing of emotion discussed earlier are relevant
to this idea of subordinate prosocial behavior. In other words, subordinate
prosocial behavior(as a schema) evokes a leader’s affective predisposition
or responses toward a subordinate.

2.2. Mood and Memory (Mood as Undifferentiated Affective State)

The role of subjective mood states on ’the processing of information has
been recently researched in the relationship among mood and mémory,
thinking, social leaning, and social judgment(Bower, 1981; 1983; Bpwer and
Cohen, 1982; Srull, 1983; Gilligan and Bower, 1984; Clark and Isen, 1982;
Wright and Mischel, 1982; Blaney, 1986). Bower and his ' c_c;lléagues suggest
Iﬁood as affective tags to other cognitive elements in the knowledge repertoire.

These affective tags are linked to each other in a rich associative network®

3) Bower describes an associative network theory 6f memory and emotion, by applying a general
semantic-network theory of long-term memory in cognitive psychology, He suggests that




of concepts, schema, and events. In this associative network, emotion serves
as a memory unit, and activation of this emotion unit retrieves events asso-
ciated with it.

To explain how an emotional mood state may influence such cognitive pro-
cesses as learning, memory, perception, and judgment, Bower (i981) describes
two basic phenomena for the role of mood in cognitive processes. One is the
“mood-congruity effect,” which means that materials or events matching the
emotional state or tone with the subject’s mood are more attentive and learned
best—this is the encoding stage. The other is “mood-state-dependent retention,”
which means that superior memory occurs when the mood state at the time
of recalling matches the mood state experienced during learning—this is the
retrieval stage.

In addition to these two phenomena, Gilligan and Bower (1984) suggest
two more propositions related to mood and cognition: “mood-intensity hypo-
thesis” and “thought-congruity hypothesis.” The mood intensity hypothesis
means that learning is positively correlated with the intensity of a mood.
According to their empirical findings, there is an interaction effect of mood
intensity and mood-relevan{: items on learning (Gilligan and Bower, 1984).
For example, intensifying a happy state impfoved the learning of a happy
item but had little influence on the learning of mood-irrelevant items. However,
intensifying a sad mood impeded the learning of mood-relevant items. The
thought-congruity hypothesis means that subject’s thoughts, such as associations,
interpretations, and judgments are thematically congruent with his/her mood
state. In other words, an individual’s mood has a strong influence on how
he/she perceives, thinks, and behaves in everyday life situations. As supported
by empirical research (Bower and Cohen, 1982; Gilligan and Bower, 1984;
Wright and Mischel, 1982), this thought-congfuity hypothesis is very relevant

emotion has a specific node or unit in memory. This network theory of emotion is the basis
for explaining the role of mood in cognitive information processing and his four proposi-
tions: mood-congruity effect, mood-dependent retention, mood-intensity, and thought con-
gruity.
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in explaining how people’s mood may influence their evaluation and judgment
of others or themselves, their experiences, and their social behavior.

The effects of mood on evaluation and judgment with biased encoding,
memory, and recall have been empirically examined. Bower and Cohen (1982)
found that happy people tend to be positive in their evaluation of others,
while depressed people tend to exaggerate the slightest criticism, to overinter-
pret remarks as personal, or to be pitying. And angry people tend to be
negative, such as uncharitable, offensive, and ready to find fault. Wright and
Mischel (1982) also support that a positive mood tends to bias recalling more
positive. events and tends to evaluate them more positively than a .negative or
neutral mood. Also, Isen, et al. (1978) suggest that an individual in a good
mood tends to think about pdsitive events or cognitions and that his/her
‘thoughts and feelings about these cognitions tend to be more positive than
they might be at another time. In a study investigating the role of a sub-
Jjective mood state on the processing of information, Srull (1983) suggests
that individual’s evaluations are strongly influenced by the subjective mood
state at the time of information acquisition and by the interaction between
the mood state at the time of retrieval and the tfpe of information provided.
Finally, in, qualitative research, Longenecker (1984) found anecdotal evidence
that executives recognized the potential effects of mood in their own perfor-
mance appraisal practices. This line of research suggests that mood state and
the intensity of mood can bias cognitive processes, such as memory and recall,
learning, and evaluation and judgment.

In sum, the roles of mood in cognitive processes, such as memory, learning,
perception, and judgment, studied by Bower and his colleague may be sum-
marized as follows: (1).mood biases encoding, memory, and recall of affec-
tively toned events or materials as a selective filter, (2) mood makes events
or materials cohgruent with it become more salient, and enhances attention

and the learning of mood-congruent materials, (3) the intensity of mood is

related to the memorability and the learning of affectively toned events or
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materials, and (4) the mood state and intensity of mood biasing encoding,
memory, and recall influence perception, thinking, and judgment when people
evaluate themselves or others.

2.3. Attribution and Emotional Responses

One of the more compréhensive theories of affective consequences of achieve-
ment-related attribution has been suggested by Weiner and his associates
(Weiner, 1980a; 1980b; 1982; 1983; 1985; Weiner, Russel, and Lehrman,
1978; 1979; Weiner, et al.,, 1982; Weiner and Graham, 1984; Weiner and
Brown, 1984; Brown and Weiner, 1984; Russel and McAuley, 1986; Weary,
1982). They suggest that emotion in an achievement-related context is a
function of performance outcome and a specific causal ascription for this
outcome. With the distinction between cognition about outcomes and about
the causes of outcomes, Weiner (1980b; 1982) differentiated two kinds of
affect: “outcome-dependent affect” and “attribution-dependent affect.” Qutcome-
dependent or attribution-independent affect represents broad positive or negative
affective reactions (e.g. happy or upset) to success and failure regardless of
the causes of these performance outcomes. This outcome-dependent affect is an
intensively experienced emotion, and is independent from causal attribution,
but not free from other cognition.

In contrast, an attribution-dependent affect is discriminably related to
particular causal attributions, and it is an intensively differentiated affect,
such as anger, pride, pity, guilt, and surprise. This attribution-dependent
affect may be of larger duration than an outcome-dependent affect, and it may
be a more cognitively mediated reaction to a positive or negative outcome than
an outcome-dependent affect (Weiner, et al.,, 1977; 1978). For the attribution-
dependent affect, different causal ascriptions elicit qualitatively distinct affective
experiences. And causal dimensions representing the basic properties of
cause also play an essential role in affective reactions (Weiner, 1980; 1982;
1983; Brown and Weiner, 1984; Weiner and Graham, 1984).

Some general findings of this line of research suggest emotional responses




as differentiated affect associated with causal factors and dimensions as follows '

(Weiner, 1980a; 1980b; 1982; 1983; Weiner, Russel, and Lehrman, 1978;

1979;
1984;

1

@

)

C)

Weiner, et al,, 1982; Weiner and Graham, 1984; Weiner and Brown,
Brown and Weiner, 1984; Weary, 1982):

Attribution of success to internal causes, such as ability or effort, leads
to pride, satisfaction, or feelings of competence, while attribution of
success to an external causes, such as task or luck, leads to gratitude,
thanks, or surprise. But attribution of failure to an internal cause (e.g.
lack of ability or lack of effort) leads to guilt, fear, or unhappiness, and
a feeling of incompetence, while attribution of failure to external causes
(e.g. bad luck or difficult task) leads to anger, surprise, or sadness.
Attribution of success to both a controilable cause (e.g. effort) and an

uncontrollable cause (e.g. ability or luck) leads to positive affect, such

" as pride, gratitude, or pleasure. But attribution of failure to a con-

trollable cause (e.g. lack of effort) leads to anger, guilt, or shame, and
attribution to an uncontrollable cause (e.g. lac;k of abilitjr or physical
handicap) leads to pity or sympathy.

Attribution of success to a stable cause (e.g. ability or task) leads to
pride or gratitude, while attribution of success to an unstable cause

(e.g. good luck) leads to relief or satisfaction. But attribution of failure

to a stable cause (e.g. lack of ability or dlfﬁcult task) leads to guilt,

unhappiness or anger, while attribution of failure to an unstable cause
(e.g. bad luck) leads to fear or surprise.

Attribution of success to the attributor (self) leads to pride, and attri-
bution to the actor (others) Ieads»rto pleasure or gratitude. But attri-
bution of failure to the attributor (self) leads to guilt, and attribution

to the actor (others) leads to anger, pity, or sympathy.

Thus, in this line of attribution-affect-related research, the causal attribution
and consequent affective response are more salient in the attribution of failure

than of success. Also, the major causes focused on in this research are ability




and effort, and some prevalént affective responses to these causes are pride,
anger, pity or sympathy, and guilt.

In relating causal attribution to affective experience, Weiner has thought
of this kind of differentiated affect as a major dependent variable in his
research, and distinguished this affec£ from preference. By discussing a number
of methodological errors in attribution research related to its causal dimension
and éffect, Weiner (1983) points out that preference cannot be used equally
with affect. He ragards preference as an indicator of affect, which cannot
be a substitute for the distinctive examination of affective reactions. This
viewpoint suggests that attribution-dependent affect is a more differentiated
affective response than outcome-dependent affect, such as feeling or preference,
andthis differentiated affect should be used in the study of emotional responses
to causal attribution of perforinance outcome.

In addition to this line of reasoning that affect is elicited as emotional
response to the causal attribution, another line of reasoning in Weiner's
research is that affect is the cue to infer causal thought of others (Weiner,
1980b; 1982; Weiner, et al., 1982; 1983). Given certain affective reactions
by others, some kinds of attribution associated with that affect are inferred.
For example, if anger is displayed by someone due to failure outcome, then
the displayer of this affect is inferred to believe that the failure of the per-
former is attributed to lack of effort. If it is pity or sympathy, then the
displayer of this affect is inferred to attribute failure of the performer to the
lack of ability. This affect-attribution link is specially useful for research on
self-perception and self-esteem, even though it is not the focus of this research.

In sum, according to this line of research, the outcome, success or failure
in performance, and the nature of the causal attribution influence affect
differently. Outcome-dependent emotions are elicited regardless of particular
causal attribution. The causal beliefs for the performance or outcome determine

the affective reaction to the perceived level of task performance and expectancy

of future success. Also, in this line of research, attribution elicits some kinds
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of affect concerning the postulated cognition-affect sequences from an attri-
butional framework. But, in certain situations, affect might be a kind of
conditioned reaction as a cué_ of attribution. Thus, affect antecedes causal
thoughts. And, the perceived importance of an outcome or events as well as
the causal dimension (or causes) in attribution determines the intensity of
affect. \'

2.4. Affect in Judgment, Decision Making, and Behavior

These theories show clearly that affect has taken an importamnce as a variable
in cognitive processes. The role of affect in cognitive processes and its rela-
tionship with cognition are now regarded as a very compelling issue. Now, in
this section, relationships among affect, cognition, and behavior, and the
effects of affect on evaluation, judgment, and decision making are discussed.

Some recent research on affect and cognition has focused on the influence
of affect on problem solving or decision making, judgment, and evaluation
(Isen, et al., 1978; Isen and Shalker, 1982; Isen, et al.,, 1982; Isen and
Means, 1983; Isen, 1984a; 1984b; Isen and Patrick, 1983; Isen and Daubman,
1984), Most of the research done by Isen and associates has dealt with the

everyda& life feeling state rather than intensively differentiated affect, and
has focused more on the effects of a positive affect on evaluation, judgment,
or decision making than those of a negative feeling state.

By suggesting a “positive cognitive loop” among mood, memory, and
behavior, Isen, et al. (1978) explained that good mood influences memory of
more positive events or cognition. And this enhances decision making which,
in turn, affects the person’s mood and cognitive prdcesses.‘ Isen, et al. (1982)
suggest that positive affect influences the processes in problem solving and
choosing alternatives. According to their research, the subject who feels
positive is more likely to be efficient in decision making by reducing the load
on the working memory, lowering the complexity and diﬂi_culty of decision

making, and adopting the simplest strategy. This suggestion is also supported

by Isén and Means(1983). They also suggest that an individ}ial in a positive




mood is more likely to be an efficient deci\sion maker through an efficient
use of information related to decision making strategy than to be an impulsive
or careless one. In general, a person feeling good is better able to come up
with solutions to problems requiring creative ingenuity than he/she is at
other times (Isen, 1984a).

For the influence of affect on . risk taking, recent research (Isen, et al.,
1982; Isen and Patrick, J983) suggests that positive affect increases the
tendency to take risk when risk is l;ow, though under high risk its effect is
not conclusive. Positive affect, through its influence on memory and judgment,
leads to improved expectation about the possible outcome, and this expectation
is related to the decision for risk takiﬁg (Isen and Shalker, 1982; Isen, et
al., 1978). Also, the problém-solving process is not a straightforward and
solely cognitive process, and it includes a éyclic rise and fall of enthusiasm
and energy varying according to the emotional phase and state (Hill, Lippitt,
and Serkownek, 1979). ' At the group level, Guzzo and Waters(1982) also
suggest that the timing of affective expression by a member of a decision-
making group influences generating alternatives in decision making and per-’
formances of that group. _

In terms of the relationship of affective state on memory and related
judgment, it is suggested that positive affect or good mood influences cogni-
tive organization (e.g. categorization) and related evaluation or judgment
(Isen, et al, 1978; Isen, 1984; Isen and Daubman, 1984; Cohen, 1981;
Srull, 1984). According to their findings, it is proposed that there is a
relationship between positive affect and more efficient cognitive organizatiomn,
such as categorization, memory, and word association. For example, for a
person feeling positive affect, categorization includes more related materials
and the less prototypic examplars seem to be more a member of that category
by that person. Accordingly, memory and word association are more en-

hanced by positive affect. Thus, this research suggests that affect influences

not only memory but also cognitive organization and interpretation of cognitive




materials, and consequences of these cognitive processes.

In sum, this line of research c.)f Isen and colleagues suggests that affect
can influence cognitive processes, such as organization and interpretation of
cognitive materials, and influence evaluation, judgment, and decision making.
Under positive affect, cognitive organization, judgment, and decision making
or problem-solving strategy .tend to be more efficient and simplified. Also,
positive affect results in more positive expectation, ’evaluation, and judgment,
and these influence decision making or risk-taking behavior.

Another line of research related to affect attempts to explore the relationship
among affect, cognition, intention, and behavior. Wright add Mischel (1982)
examine the influence of individual immediate affective state on person varia-
bles within a cognitive social learning formation of personality. They suggest
that individuals who are in a positive feeling state tend to recall more positive
past performances and to evaluate more posittvely themselves and their per-
formances, and their expectancies for future performance than those who are
in a negative feeling state. Reibstein, Lovelock, and Dobson(1980) investigate
the relationship among perception, affect, and behavior regarding choice of
transportation mode. They suggest that perceptions and behavior mutually
influence each other when affect is included as an intervening variable
between them. Motowidlo and Lawton (1984) also suggest that satisfaction has
a causal effect on the expectancy, and that satisfaction influences intention
indirectly through expectancy in the turnover situation. Thus, according to
their research, affective variables influence the following cognition and inten-
tion. Also, Bagozzi(1982) suggests the sequential effects among cognition,
affect, intention, and behavior. His empirical research supports the recursive
Sequence of effects from expectan;y-value judgment, to affect, to intention,
and finally to behavior in the field investigation to test the causal relationship
among them. On the relationship between expectancy and mood, Clark (1982)

suggests that an unexpected positive (or negative) event is more likely to

produce an ongoing positive (or negative) feeling state than an expected




positive or megative event, Also, in the study of the relationship between
mood and behavior, Isen, et al.(1978) proposed that a certain behavior is
more likely when one is feeling good, and it, in turn, affects the person’s
mood state and cognitive state.

Thus, this line of research suggests that there are causal or sequential
relationships among affect, cognition, intention, and behavior even though the
direction of causality may be different according to different situations.

2.5. Summary

In summary, all of these lines of theories z;md research related to affect and
cognition may be classified largely into two lines. One viewpoint is that affect
is automaﬁcally triggered by stimulus and schema, such as Zajonc’s pre-
ferenda, Fiske’s schema-triggered affect, Leventhal’s emotional schema, Lang’s
emotional prototype, Clark and Isen’s automatic processing of affect, and
Weiner’s outcome related affect. In this regard, affect is thought of as an
independent variable in this research which is conceptualized as “Jifferentiated
affect” toward a target person or stimulus and “undifferentiated affect” as
mood or a feeling state in everyday life situations. Another viewpoint focuses
on affect which results from high cognitive processes, such as Lazarus’ the
primacy of cognition, Fiske’s piecemeal-based affect, Leventhal’s conceptual
processing of emotion, Lang’s control of emotion, Clark and Isen’s controlled
processing of affect, and Weiner’s attribution related affect. In this regard,
affect is thought of as a dependent variable in this research which is referred
to as differentiated emotional responses.

Therefore, in this study, these two lines of reasonings will be examined.in the
same situation, a simulated performance appraisal event. All of this research
suggests the irhportance of mood or affect both as dependent and indépendent
variables in understanding and explaining individual behaviors within an
organization. Yet, little resarch has focused on the relationships among

affective variables and cognitive variables in organizations. Moreover, there

is a large and relatively unexplored territory of affect-cognition relationship
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in a leadership and perforinance appraisal context.

3. Performance Appraisal as a Leader’s Managerial Judgment

This literature highlights the importance of affect of mood as a major set
of variables in understanding and explaining individual behavior within the
‘organization. Yet, little is known about how affective variables and cognitive
variables interact to shape behaviors in an organization setting. Nor is much
known about their effects especially on evaluative, judgmental, and decision-
making processes in organizat‘ions except a few pioneer studies(Park, Sims,
and Motowidlo, 1986; Jaccoud, 1984; Longenecker, 1984).

Of the many potential behavioral and judgmental issues in organizational
behavior that might be analyzed according to effects of the interplay between
affect and cognition, the issue of leadership is of particular interest in the
present study. The study of the relaﬁioriship between affect and cognition in
organizations may help us understand the leadership as a reciprocal deter-
minism between leader and subordinate. Moreover, performance evaluation,
as one practical example of this reciprocal determinism between  leader and
subordinate, has substantial potential for considering the role of affect in
cognitive information processing processes. In this cognitive information
processing context of performance evaluation, the leader as a rater is a
cognitive information processor, an active information seeker. Thus, an
analytical perspective that draws from the literature on affect and cognition
in human behavior has the potential to help illuminate the processes that
govern leader. performance evaluation in an organization.

In the following section, a cognitive social information processing approach
to leadership and performance evaluation is discussed to show how theories
of affect can be applied to leader performance evaluation of a subordinate,
Next, the relationship  between affect and cognition, and their usefulness for
understanding the complex process of leader evaluation for subordinate perfor-

mance is explored.

3.1. Leadership as Reciprocal Determinism
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In spite of decades of efforts in the study of leadership, there is still dis-
cussion and argument to explain and understand the complex phenomena of
leadefship. In addition to Stogdill’s(1974) summary of seven decades of
leadership research, House and Baetz(1979) suggest significant empirical
generalization on leadership traits, leadership behavior, and determinants of
leader behavior. They suggest that the additional efforts should be made
to identify the leader’s behavior which would be effective across different
situations. More recently, the perspective of management as a symbolic action
(Pfeffer, 1981) and leadership as the management of meaning(Smircich and
Morgan, 1982) provides insight into leadership as a symbolic interactional
process and as. a socially constructed reality with shared meaning and values.
Some research on leader attribution has focused on the information pro-
cessing processes of attribution seeking behavior. An attributional approach
suggests that leadership is a process of attributing or inferencing a causal
explanation for behavior in the particular interpretation of a situation (Calder,
1977; Pfeffer, 1977; Green and Mitchell, 1979; Mitchell and Wood, 1980;
Mitchell, Green, and Wood, 1981). This app}oach to leadership does not
require that actual behavior be observed. The attribution approach to leade-
rship focuses on how a leader influences and selects a causal explanation
for behavior. A leader uses an attributional process of information search to
explain subordinate performance and to decide cn a response to that perfor-
mance. Also, these studies have focused on the relationship between subordinate
performance and leader behavior by -using leader attribution as a mediater.
(Mitchell and Wood, 1980; Mitchell, Green, and Wood, 1981; James and
White, 1983; Gioia and Sims, 1986).
Also, recent social information processing approaches ‘to organizational
behavior have been applied to understand leadership as perceptual and cogni-
tive processes, and thus, have providéd a somewhat more comprehensive view

in understanding leadership perception and the measurement of leadership,

Lord and Alliger(1984) suggest a different viewpoint on leadership perception
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" based on an information processing model of social perception. According to
them, the simple model of social information processing focuses on the
freqtlency of information based on social interaction. This frequency of infor-
mation has been studied in traditional leadership research in terms of the
frequency of leader behavior (e.g. Ohio State studies of leadership), and has
been recéntly reexamined in leadership activation theory(Sheridan, Kerr, and
Abelson, 1982).

A more sophisticated model than this frequency of information is based on
the match of a stimulus or behavior to a salient prototype or schema. This
model of social information processing has been applied in leadership research
in order to understand leadership perception and measurement of leadership,
such as attribution theory and implicit theory of leadership. Implicit leader-
ship theories have been used to explain leadership perception and to understand
the relationship between leader behavior and outcome, such as subordinate
satisfaction and performance (Gioia and Sims, 1981; Weiss and Adler, 1981;
Larson, 1984; Lord 1985). This approach to leadership perception emphasizes
automatic information processing and explains the formation of leadership
perception with implicit theories based on everyday life interaction, such as
leadership categorization (Lord, Foti, and Phillips, 1982; Phillips and Lord,
'1982; Lord, Foti, and Devader, 1984; Lord, 1985) and leadership labels and
prototype (Foti, Fraser, and Lord, 1982; Fraser and Lord, 1983; Phillips,
1984). '

Thus, the social information processing approach to leadership éttempts to
analyze leadership perception according to cognitive information processing
stages, such as selective attention, encoding, memory and retention, ‘retrieval
and, judgment. This approach has e:xplored the implicit theory of leadership
based on the information processing mocie, categorization and schema, and
the measurement of this perceived leadership. Also, this approach regards

leader and subordinate as a social information processor in the complex cogni-

tive processes.




More recently, Davis and Luthans(1984) suggest that leadership exits as a
behavioral construct which is conditioned by personal causation, observed
relationship between behavior and its effects, and the substantive performance
outcome. They also suggest that the effects of a leader are influenced by the
organizational environment, the leader’s cognitive peréeption, the performance
outcome, and the behavioral alternatives. According to them, leadership exists.
as a causal variable in subordinate behavior and organizational performance.
This research is consistent. with the social learning approach to leadership
(Weiss, 1977; Manz and Sims, 1980; 1981) which emphasizes the reciprocal
determinism and cognitive processes in the mutual influential context among
environment, leader, and subordinate. .

More recent research on leadership has attempted to meld both the cognitive
approach and behavioral approach to leadership by focusing on the leader’s
cognitive attribution and leader behavior. Sims and Manz(1984) recently have
suggested that leadership should be understood in terms of a reciprocal deter-
minism vie\proint of causality, where both leader and subordinate influence
each other. In this reciprocal determinism, subordinate performance acts as an
influence on subsequent leader behavior. Also, Gioia and Sims(1986) suggest
that subordinate performance and work history are important cues for leader
cognitive attribution and verbal behavior. Thus, this line of research has
attempted to explore the linkage between leader cognition and leader behavior
in a reciprocal determinism of causality between leader and subordinate.

All of these lines of research provide the conceptualization of leadership as
an interactional and reciprocal process between leader and subordinate, and
includes perceptual and cognitive processes. Also, within the context of these
perceptual and cognitive processes, leader behavior is regarded as being
influenced by subordinate performance and their interrelationship in the beha-
vioral construct. This cognition-behavior linkage also has potential for consi-
dering the role of affect. Thus, when we understand leadership as a interactive

perceptual and cognitive process and as a behavioral construct between leader




and subordinate, the role of affect or mood and its relationship with other
variables in this context is a very compelling issue for the research of
leadership. |

Therefore, this study explores the issue of affect and 'cognition in the
leadership, and investigates the role of affect(mood) and its relationship with
cognition, behaviof, and decision making of a leader in the context of perfor-
mance evaluation.

3.2 Social Information Processing Approach to Performance Appraisal

Some recent research on performance appraisal has focused on the cognitive
components of a rater as a rational decision maker (Borman, 1978; Coopér,
1981). Even though this research describes the cognitive components of a
rater, such as organizing, storing, and recall of pefformance related infor-
mation, they do not discuss in depth cognitive social information processing

processes. Landy and Farr(1980) suggest a process model of performace rating

which integrates the context components, the cognitive process of a rater, and

the administrative rating process of the organization. In this model, they
spggest a rater’s cognitive processes, such as observation, storage, recall, and
judgment, but, this is not fully developed to explain the rater as an cognitive
information processor. Subsequently, this process model of performance rating
has been well developed and extended into a more comprehensive cognitive
process model (Feldman, 1981; Landy and Farr, 1983; Ilgen and Feldman,
1983; DeNisi, Cafferty, and Meglino, 1984). :

This cognitive view of the performance appraisal process describes the way
that raters process performance-related information and make rating decisions
about ratees by applying the basic concepts developed in the cognitive human
information processing -model. They characterize the performance appraisal
as a membry-based judgment pfoéess(llgen and Feldman, 1983) rather than
stimulus-based judgment. And they also regard raters as cognitive information
processors (Feldman, 1981), or as active seekers of information (DeNisi,‘

Cafferty, and Meglino, 1984) who carry out some cognitive task, such as
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attention, categorization, memory, recall, and integration of performance infor-
mation. According to these cognitive process models of performance appraisal,
performance appraisal consists of the four major steps: observation and atten-
tion, information organization land storage, information recall and search,
and information integration and judgment. | |

In the first stage of information observation and attention, raters get some
relevant input information about ratees. In this step, two attentional mecha-
nisms, automatic and controlled process (Schneider and Shiffrin, 1977; Shiffrin
and Schneider, 1977) operate according to the degree of consistency between
information about ratees and raters’ expectation.

In the stage of information organization and storage, raters organize and
store the information according to their interpretation or translation. Cate-
gorization is the basic and most efficient manner in the organization of infor-
mation. Information or observed behavior of a ratee may be assigned automati-
cally to a category when (it satisfactorily fits the category prototype (or
schema), and memory-based judgment is made for that ratee. However, when
this automatic categorization is unavailable, or recategorization is required
due to a great discrepancy between a ratee and category prototyp’e, a confrolled
categorization process requires more information for stimulus-based judgment
through attribution processes (Feldman, 1981; Ilgen and Feldman, 1983;
Landy and Farr, 1983). This categorization is likely to have a stronger impact
on trait rating rather than on behavior rating since traits are more deeply
embedded as a part of the category prototype in performance rating(Ilgen
and Feldman, 1983).

At the stage of information recall and search, raters recall relevant infor-
_ mation in memory for judgment. This recall process is also influenced by
categorization (Feldman, 1981). The degree of consistency of input infor-
mation of ratees to the category prototype enhances differences in recall of

information about that ratee. In the information search process, raters tend to

seek confirmation of their hypotheses about ratees (Feldman, 1981; Landy




and Farr, 1983).

Finally, in the stage of information integration and judgment, for the final
judgment about ratees, raters integrate information retrieved from memory.
Cognitive integration occurs when performance rating requires a controlled
attribution process or other behavioral prediction, while evaluative integration
is concerned with the way of generating overall affective response to ratees
from disparate bits of information (Feldman, 1981; Ilgen and Feldman, 1983).

Thus, according to this line of research, the performance evaluation is a
complex cognitive information processing process of raters about ratees. The
job-related behavior or information of ratees is observed and recognized by
cither the automatic or controlled attention process. This information is
organized and stored through initial categorization, and this categorization,
in turn, influences memory, recall, and the information search for a subsequent
judgment about ratees’ performances. If the information processing about ratees
fits the category prototype as in the automatic mode, their judgment is made
through a schema-based judgment. If it does not fit the schema, the controlled
process enhances an active search for additional information or recategorization
until the fit is adequate, and then. performance judgment is made. This
output of performance evaluation, in turh, is restored and influences the next
performance appraisal by influencing later observation and attention, cate-
gorization, memory, recall, and integration of information. This cognitive
process model of performance appraisal describes how raters use their existing
knowledge structure in each cognitive stage as an active information seeker
and proceésor.

3 3. Leader Affect in Performance Evaluation

The cognitive process model of perfermance appraisal describd above enhances
our understanding of how the cognitive process of a leader might influence
or bias the accuracy of a performance rating. Nevertheless, this focus only on

the cognitive process is not sufficient to provide a comprehensive explanation

of a leader’s rating behavior. One improvement might be the consideration
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of affective components in this process. In general, when we understand a
leader as an active information seeker and an information processor in a
complex cognitive information processing process, theories and research of
affect described in the previous part suggest strong implications for the process
of performance evaluation. In particular, affective processes that influence
and, in turn, are influenced by cognitive factors are especially important to
consider.

For example, undifferentiated affect, or mood states of leaders, may influence
the way they process information about subordinates. As suggested by Bower
and his colleagues (Bower, 1981; 1983; Bower and Cohen, 1982; Gilligan and
Bower, 1984), mood biases encoding, memory, recall, and judgment of affec-
tively toned events or material. People are more likely to attend to and recall
information that is consistent with their mood. This means that a leader in
a positive mood would be more likely to first notice and second, recall good
things that a subordinate has done. Thus, the leader is likely to rate the
‘subordinate more favorably. This happens because positive mood acts like a
filter which selectively reinforces the salience of information connoting high
levels of performance effectiveness. Note that mood can act in this manner
at both the attention and retrieval stages of information processing. Mood can
thus be a source of bias. In an unpublished qualitative study, Longenecker
(1984) quotes executives who recognize this potential source of bias in them-
selves, and describes some of their self-developed strategies to control it,

Mood might also influence cognitive processes in a more controlled mode.
When searching actively for additional information to enable the performer to
fit an available category prototype, leaders are likely to bias their search in
favor of information consistent with their mood. As a result, leaders in
positive moods operating in a controlled mode are more likely to find evidence
of effective performance; leaders in negative moods are more likely to find

evidence of ineffective performance,

In regard to differentiated affect, we might also expect a causal effect in




the other direction. That is, performance information might have reciprocal
effects on leader affective states. As Fiske and her colleagugs suggest (Fiske,
1981; 1982; Fiske and Linville, 1980; Fiske, Beattie, and Milberg, 1983), if
social information leads to a close match with a category prototype currently
in memory, the affective tone associate@ with that prototype is automatically
elicited. For examplé, if the leader observes information about the subordinate
that closely resembles characteristics of a category, such as “effective perfor-
mer,” and if that prototype is associated with a positive affective response,
such as liking—that is, the leaders want effective performance from their
subordinates and like subordinates who perform effectively—this liking response
is evoked and attached to the ratee under consideration. . Essentially, the rater
comes to-like the ratee because the ratee fits the prototype of “effective per-
former.” [Note: Longenecker, Gioia, and Sims(1983) have actually investi-
gated and identified attributes of an “effective performer” category prototype. ]
Differentiated affect may also be evoked by factors not directly related to
job performance itself (for example, dress, hairstyle, race, gender, courtesy,
and so on), As discussed earlier in this chapter, subordinate prosocial or
citizenship behavior, which can reflect performance beyond a role require-
ment, also evokes leader schema-driven affect. If the pérformance information
is sufficiently dramatic and if it leads to a sufficiently strong differentiated
affective response, the leader’s subsequent mood could also be influenced.
Furthermore, this affective response, liking for the ratee, influences subsequent
cognitive processes (Zajonc, 1980), and perhaps influences categorization (Isen,
1984a; Srull, 1984), in the direction of more favorable evaluations of subor-
dinate performémce. In this way, performance-related information and associated
cdgnitions can influence both differentiated and undifferentiated affective states
through a complex reciprocal interaction mode of iﬁformation processing.
These affective states then act to influence subsequent stages of the process

leading ultimately to a judgment about performance effectiveness. The major

point is that both undifferentiated and differentiated affect can be a source of




unsuspected bias in the final rating.

The leader affective states can also be influenced through controlled modes
of information processing. When information does not fit any category proto-
type in memory, leaders search for additional information so that a category
fit can finally be achieved. While searching, they make causal attributions for
examples of successful or unsuccesful performance which they observe. These
attributions, as mentioned, can elicit differentiated affective responses, such
as pride, pity, sympathy, or anger. If sufficiently strong, they may also lead
'to positive or negative moods.

In sum, the judgment process is likely to involve a complex and dynamic
interplay between various forms of affective responses and cognitions related
to information about the subordinates and their job performance, -Through
both automatic and controlled modes of information processing, performance
information and associated cognitions can elicit both differentiated and undiffe-
rentiated affective responses, which distort subsequent attention, categorization,
and retrieval processes. This explains how factors that lead to positive affect
in leaders and positive regard for subordinates operate to inflate the favora-
bility of performance evaluations and how negative affect and negative regard
for subordinates deflate evalqation favorability. Most of all, does an. initial
schema evoke a concurrent differentiated affect toward a target person? Will
differentiated affect influence subsequent performance ratings or managerial
decisions? And, since rating favorability can be increased or decreased by
these mechanisms, rating accuracy must be affected as well.

Thus, in the cognitive process of performance appraisal, both undifferentiated
affect(mood) and differentiated affect are important independent and depen-
dent variables. Mood of raters as undifferentiated affective states influence the
cognitive information processing of réters, such as attention, categorization,
memory, recall, attribution, and judgment. Further, a differentiated affective

response of a rater may be elicited as a result of a schema matching process

or causal attribution about a ratee’s performance. More direct application of
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the role of affect in the leader’s performance appraisal context is discussed in

the next chapter through hypotheses and research questions.
III. BYPOTHESES AND RESEARCH QUESTIONS

The previous chapter has reviewed the current theories and research related
to affect and cognition and to leadership. This study has suggested leadership
as an interactive cognitive process in the behavioral structure between leader
and subordinate. In this context, affect and mood are considered to be poten-
tially important variables in explaining and understanding leadership and
leader behavior. Moreover, when we understand a rater as an active information
seeker and an information processor in a complex cognitive information pro-
cessing process of performance rating, theories and research of affect described
in the previous part have a strong implication on the process of a leader’s
performance rating of the subordinate. Thus, the overriding research purpose
of this study is to investigate how objective performance, cognition, and affect
are related to one another, and how these variables are useful in explaining
leader behavior toward the subordinate, especially in regard to performance
rating. ' | ‘

With these overriding research questions, the overall research framework in

this study is suggested in Figure 1, Figure 1 presents the main flow of rese-

Fig. 1. A Framework for Overall Analysis
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arch issues, not the causal relationships among variables. For example, the
first part of this research is to examine the effect of independent variables on
leader performance ratings. Two kinds of schema are used in this study as
independent variables: one is subordinate objective performance as a “role
schema,” and another is subordinate prosocial behavior as a “person schema.”
As described in the previous chaﬁter, prosocial behavior as a person schema
is regarded to evoke leader schema-driven affect. That is, the main effects of
independent variables and their interaction effect are of interest. More strai-
ghtforwardly, the potential biasing influence of subordinate prosocial behavior,
which is assumed to evoke leader schema-driven affect, is of interest, both as
a main effect and as an interaction effect.

The second part of this research is to investigate the effects of these inde-
pendent variables on other dependent variébles, such as attributions, emotional
responses, and managerial decisions. Also, the effect of mood on these depen-
dent variables(both as a independent variable and as a moderator) is of
interest. Finally, other “process” relationships among dependent variables such
as attributions, emotional responses, performance ratings, and managerial
decisions are explored. Further exploratory analysis examines some possible
sequential relationships among the set of independent. and dependent variables.

I. Primary Hypotheses: Performance Rating as a Dependent Variable

The first research issue is to examine the effect of the independent variables
on leader performance rating. Here, two kinds of main effects of independent
variables and their interaction effect on performance rating are of interest.
First, subordinate objective performance is thought to be the most salient
information for the leader performance rating of the subordinate. The follo-

wing main effect hypothesis is offerred:

Hypothesis 1. Leader performance rating will be positively related to the objective
performance of the subordinate,

The second hypothesis deals with the effect of leader schema-driven affect

~




toward the subordinate. Since affect is a response within the leader rather
than a direct treatment, some means of evoking affect had to be found. The
literature suggested the potential of prosocial behavior as a means to evoke
leader affect (see II. 2. 1.3). Prosocial behavior could be operationalized as an
experimental treatment (see Chapter IV), A

Thus, prosocial behavior of the subordinate is likely to elicit an affective
response, which, in turn, is ﬁkely to influence performance rating. As sug-
gested by some empirical research (Cohen, 1981; Wright and Mischel, 1982;
Srull, 1983), positive affect leads people to be more pos1t1ve in" their
evaluation, and negat:ve affect leads people to be more negative in' their
evaluation. Thus, we can propose that leader affect toward . the subordinate
is evoked by prosocial behavior which is independent from actual objective
performance of the subordinate. And this evoked affect toward the subordinate
influences the sub_seciuent leader performance rating. In this vein, the following

" hypothesis is generated:

Hypothesis 2, Leader performance rating will be posmvely related to subordinate
prosocial behavior,

Objective performance and prosbcial behavior are separate and independent
treatments, but their role or process in the leader’s information procéssing
may intercat ‘to influence the dependent variables. Objective performance and
prosocial behavior as a schema are believed to influence ratings (Feldman,
1981; Ilgen and Feldman, 1983; Landy and Farr, 1983; Lord and Smith,
1983). While observing the behavior of the subordinate, schema-triggered
information procéssing assimilates such behavior into leader’s existing cognitive
structure. In other words, schema-triggered affect may strengthen or weaken
categorization and rating about subordinate behavior, As hypothesized in the
previous part, subordinate objective performaﬁce is the most salient information

for leader performance rating. It is believed, however, that leader affect based

on prosocial behavior of subordinate biases the information processing processes




Fig. 2. Planned Comparison for Performance Ratings
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in performance rating by inflating or deflating the objective performance

information. This bias may be most pronounced when the objective performance
is neither especially high nor low,

In order to investigate this idea, planned comparisons will be conducted as
illustrated on Figure 2, Overall, Figure 2 assumes. that positive prosocial
behavior inflates the performance ratings, and negative prosocial behavior
deflates the performance rating. But more specifically, it is proposed that
when the objective performance level is medium, the prosocial behavior of
subordinate has a more pronounced distorting influence on the leader per-

formance rating, Thus:

Hypothesis 3, The overall biasing effect of the subordinate prosocial behavior on
the leader performance rating will be stronger under the medium level of performance
than in the high or low level of performance.

Little research, if any, has investigated whether positive or negative affect




leads more biases in the rating. In this study, it is possible that the biasing
effects of positive vs. negative prosocial behavior on performance rating may

be different from each other within the medium performance condition. Thus:

Hypothesis 4. Under the medium level of performance, there will be differences
between the inflating effects of positive prosacial behavior and the deflating effects of
negative prosocial behavior on the leader performance rating.

2. Secondary Hypotheses and Research Questions

2.1. Attribution, Emotional Responses, and Managerial Decisions as Depen-
dent Variables

" Some empirical research has suggested subordinate performance as a cue
for the attribution of a leader toward that subordinate performance (Mitchell
and Wood, 1980; Mitchell, Green, and Wood, 1981; James and White, 1983;
Gioia and Sims, 1986). This research suggests that leader attribution is
different according to subordinate performance, fhat is, whether performancé
is success or failure, Leader attribution is more likely to occur under the
failure situation than the success situation. As one éxample, the leader tends

~

to attribute subordinate failure to internal causes such as lack of effort or
lack of ability. Thus:

Hypothesis 5.1. Under conditions of high performance, leaders are likely to attri-
bute subordinate success to effort or to ability. *

Hypothesis 5.2. Under conditions of low performance, leaders are likely to attribute
subordinate failure to lack of effort.

As in the case of performance rating, the leader’s schema-driven affect
stemming from subordinate prosocial behavior may also influence leader causal
attributions. Even though there is no conclusive empirical findings about how
schema-driven affect influences controlled information processes, such as causal
attribution, it is believed that positive and negative prosocial behavior have

different effects on leader causal attribution. For example, with positive sub-

ordinate prosocial behavior, a leader tends to make more internal causal
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attribution of subordinate high performance. On the other hand with negative
prosoc1al behavior, success is llkely to be attributed to external factors. In-

this vein:

Hypothesis 6. 1. ‘Under positive prosocial behavior, success is likely to be attributed

to subordinate effort.

Hypothesis ¢, 2. Under negative prosocial béhavior, success will be likely to be

attributed to external factors such as good luck, easy job, or good circumstances.

Moreover, under negative prosocial behavior, subordinate failure will be
more likely to be attributed to lack of internal factors such as, lack of ability

and lack of effort, than to external factors. Thus:

Hypothesis 7. Under negative prosocial behavior, subordinate failure will be likely
to be attributed to lack of ability or lack of effort.

Overall, the analysis will be directed to investigate the notion that causal
attribution as a dependent variable is different according to different mani-
pulated situations of objective performance and prosocial behavior.

This line of reasoning will be similarly directed toward the other dependent
variables such as, emotional responses and managerial decisions. For example,
it is proposed that both objective performance and prosocial behavior influence
leader’s managerial decisions related to training, promotion, liaison, and salary.
In this research, the leader’s managerial decisions include different kinds of
personnel decisions. Some decisions may be influenced more by subordinate
objective performance, and others by subordinate prosocial behavior. For
example, a decision for salary or promotion might be more related to subor-
dinate performance, but a decision for liaison might not. In this sense, the

following question is of interest:

Research Question 1, Is each type of managerial decision influenced differently by
subordinate objective performance and/or prosocial behavior?

In this research, the leader’s emotional responses, such as differentiated
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affect, are supposed to be evoked as a result of schema matching as well as
causal attributions. Thus, it is of interest to investigate whether leader diffe-
rentiated emotional response such as pride, anger, pity/sympathy, surprise,
guilt, and liking, are related directly to subordinate objective performance.

In this vein:

Research Question 2, Is leader emotional response toward the subordinate related -

to subordinate objective performance and/or prosocial behavior?

2.2. Mood

As suggested by Bower and his colleagues, mood may bias leader cognitive
processes such as encoding, memory, recall, and judgment about the infor-
mation of the subordinate. In a performance appraisal situation, the mood
state of a leader might influence the overall cognitive process (especially ‘

recall) in processing relevant information about subordinate performance.
One issue is the role of mood in the schema-matching process or categori-

zation (Isen and Daubman, 1984; Srull, 1984). Mood enhances attention and
the learning of mood-congruent materials. When the mood state at the time
of recalling matches the mood state experienced during learning, superior
memory occurs. Bower(1983) suggests that subjects who are in a good mood
perceive more positive, prosocial actions than negative  actions. Also, the
biasing effect of mood on the social perception of others is suggested (Gilligan
and Bower, 1984; 575): -

The mood biasing of social perception of others or of oneself is predicted by the
network theory, since social judgments are so heavily determined by the trait categories
and schemata used by the observer. If the observer is happy, he tends to lock for
evidence of “positive” social behaviors in his target: If he is angry, he is biased to
look for “negative” antisocial behaviors,

Thus, it is proposed that the mood state of a leader influences the schema
matching process about subordinate prosocial behavior and performance, and

the affective response of a leader toward a subordinate based on this prototype

matching event.
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Another issue is the role of mood in cognitive processes such as, causal
attributions, and in decisions. The leader mood state might bias leader
cognitive attribution of the subordinate and also influence leader behavior and
performance rating for the subordinate. For example, as suggested in mood-
state-dependent retention (Bower, 1981), leader rating of subordinate perfor-
mance is influenced by the leader’s mood state at the time of evaluation.
Since the mood of the leader is not manipulated in this research and is mea-
sured as a naturally occurring emotional state, this mood state may influence
cognitive processes and may also have some chronic effect on other affective

responses of the leader. Thus, a research question in this regard is:

Research Question 3, What is the effect of leader mood on emotional responses,
-attributions, performance ratings, and managerial decisions?

3. Tertiary Exploratory Analysis

Wheq schema matching is unsuccessful, the leader tends to search for
additional information about the subordinate or to recategorize through the
controlled processing mode. In this process, the leader makes causal attribution
of the successful or unsuccessful performance of the subordinate. As Weiner
and his colleague suggest, this causal attribution, in turn, elicits differentiated
emotional responses of the leader such as pride, surprise, pity or sympathy,
anger, and guilt. Further, this causal attribution and related emotional
resp¥nses influence the leader’s subsequent cognition or actiens such as, expec-
tation for future performance of the subordinate or specific feedback behavior..
In turn, this leader behavior (based on attribution and emotional response)
toward the subordinate may influence the self-esteem and motivation of the
subordinate for future performance. Thus, it is proposed that different types
of leader attribution about subordinate performance evoke specific differentiated
emotional responses of the leader toward the subordinate. We might think of

this as a “process” type of question.




4

Research Question 4. What kind of leader attributions of subordinate performance

are related to leader emotional responses toward the subordinate?

Some recent research has suggested leader attribution as a mediator in the
relationship between subordinate performance and leader behavior (Mitchell,
Green, and Wood, 1981; James and White, 1983). In more recent research,
Gioia and Sims(1986) also suggest that the pattern of leader attribution and
verbal behavior may vary according to different conditions of success or failure
of subordinate‘performance. Thus, it is proposed that leader attribution of
subordinate performance may be an important mediator between subordinate
performance and leader behavior.

As further suggested by Weiner’s research, emotional responses based on
attribution may influence subsequent cognition and behavior such as, expec-
tancy, self-esteem, and motivation for future performance. Also, some research
suggests that emotion influences the next cognitive processes (Zajonc, 1980),
such as intention and decision making (Isen, et. al.,.1978; 1982; Wright
and Mischel, 1982; Motowidlo and Lawton, 1984). An implication of this
research is that leader emotional response toward a subordinate may act as a
mediator between leader attribution and behavior toward a subordinate. Some
recent research has focused on the relationships among subordinate perfor-
mance, leader attribution, leader behavior, and intention, but the issue of
emotion is generally neglected. Thus, with an attempt to explore the pot%ntial

of affect in these relationship, the research question is:

Research Question 5, What are the relationships among subordinate objective per-
formance, prosocial behavior, leader attributions, emotional responses, performance

ratings, and managerial decisions?

IV. METHOD

1. Subjects and Overall Procedures

Subjects for this study were experienced professionals who were recruited



as volunteers from organiéations in the northeastern area of the United States.

They were asked to participate in an in-basket exercise designed specially for
this study and to respond to questionnaires included with an in-basket exercise.
The overall design of this field experiment was a 2X3 between-subject
factorial design with manipulations of two independent variables: objective
performance and prosocial behavior (see IV.2.1. for the definition and manipu-
lation). Objective performance was manipulated into three levels: high,
medium, and low. Prosocial behavior was manipulated into two conditions:
positive vs. negative. The experiment was performed on a small group basis,
with 6 to 18 subjects for each group. A total of 137 subjects were utilized,
and the number of subjects for each treatment was 21 for high-positive, 20
for high-negative, 28 for medium-positive, 24 for medium-negative, 20 for
low-positive, and 24 for low-negative.

An in-basket is a simulation exercise where a subject Is requested to take
the role of an actual manager with appropriate materials and with the
necessary background information. Subjects in the exercise were instructed to
respond to the items of an in-basket exercise. Similar in-baskets have been
widely used, mainly for managerial assessment, but also occasionally for data
collection in a research design related to social | cognition (Orpen, 1981;
Jaccoud, 1984). In-basket exercises have shown concurrent validity in that a
subject’s performance on an in-basket exercise corresponds to actual perfor-
mance in an on-the-job situation when appropriate scoring categories are used
(Brass and Oldham, 1976), and also have shown high face validity (Casio,
1982). In-basket exercises seem to be especially useful as a method for data
collection in research designed to investigate the sequential processes of infor-
mation processing without being interrupted, and under somewhat controlled

conditions free from unnecessary or confounding information.
%
Thus, a modified in-basket exercise was used for this study. In this re-

search, in-basket materials were designed to create the context of leadership

and performance appraisal. Each subject in this exercise was required to



respond or to make a decision sequentially as instructed. This in-basket
exercise featured manipulation of subordinate performance and leader affect
toward a subordinate through the use of videotape stimulus materials (see
Fig. 3). ,

‘While the subject proceeded through the in-basket materials, a videotape
involving two kinds of manipulation sequentially interrupted the subject to
show a target person (a subordinate) and to give information related to this
target person. The first interruption was to introduce the target person. Then,
three interruptions showed prosocial behavior (positive vs. negative) of target
person as a manipulation intended to evoke leader affect toward the subor-
dinate (target person). After this, another two interruptions occurred to
provide information about the objective performance (high, medium, low) of
the subordinate. Thus, the videotape medium manipulated information about
the subordinate, |

The overall procedure of this in-basket exercise was composed of sequential
steps as shown in Fig. 3, Mood was measured before the in-basket exercise
began. After the mood measure, a brief introduction of this exercise was
presented to the subject. The first step of this in-basket exercise was the
introduction of the subordinate to the subject with in-basket materials. During
this step a short interruption of a videotape introduced the target person.
After a few minutes, the second step was three videotape interruptions accor-

ding to a preset time to introduce the prosocial behavior of the target person.

Fig. 3. A Procedure for In-Basket Exercise
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The next step was two ofher videotape interruptions to provide information
about the objective performance of the target person. Finally, a questionnaire
was administered to record the subject’s responses at the end of the in-basket
exercise. The total required time for this exercise was about an hour. Several
trial runs of the experimental protocal were performed in order to fine tune
the sequential timing of the various sequential parts.

2. Variables '

The overall design for this field experiment was a 2x3 between-subject
factorial design with manipulation of two independent variables. Other vari-
ables were measured through the questionnaires developed especially for this
research. Some of these variables were measured sequentially according to the
information processing process of a subject within the in-basket exercises. For
example, leader attributions were measured before leader emotional responses,
and these emotional responses were measured before measures of performance
rating and managerial decisions.

2.1. Main Independent Variables

The first independent variable was a manipulation of subordinate behavior
which was intended to trigger the leader’s schema-based affect toward the
subordinate. This independent variable was called prosocial behavior. Through
videotape, two levels or kinds of prosocial behavior were utilized: positive
and negative. As one example, “citizenship behavior” for volutary service
on the United Way Planning was used. Each of these behaviors was shown as
positive or negative in the videotape. Thus, a leader’s favorable affect toward
a subordinate was elicited from the positive prosocial behavior, and an unfa-
vorable affect of a leader was elicited from negative prosocial behavior. Thus,
prosocial behavior is operationalized as a subordinate prosocial or “citizenship”
behavior which was totally unrelated to the target person’s actual performance.

The second independent variable was called objective performance. Since
the target subordinate was a salesman, this variable was operationalized as

the so-called “objective” sales performance of the subordinate. The performance
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of the subordinate was manipulated into three categories: high, medium, and
low performance. In order to avoid the confounding effect with preference or
affective judgment toward the subordinate, only objective performance infor-
mation was used in these manipulations.

Performance was manipulated in the videotape with two different kinds of
information. The first was the actual sales performance of the target person
as represented through a quarterly sales report ranking all salesmen. The
second was an event where an important sales contract was achieved (or not
achieved) through the orders from a specific customer. This performance infor-
mation was manipulated as high, medium, and low. Thus, a high perfor-
mance was manipulated by both hiéh sales performance ranked as near-top
among salesmen and success in an order from a specific customer. A low
performance was manipulated by both a low sales performance ranked as
near-bottom among salesmen and failure in an order from a specific customer.
A medium performance was manipulated by a sales outcome ranked as average
among salesmen and neither an increase nor a decrease in an order from a
specific customer.

2.9, Main Dependent Variable

The main dependent variable of interest was performance rating, defined
as a multi-trait leader rating of subordinate performance. The performance
rating -designed for this study includes a diversity of items that included both
"subjective (rating based on traits of the subordinate) and objective (rating of
actual subordinate sales performance). The specific rating items were shar-
pness, work energy, communication ability, initiative, social presence, coope-
" ration, identifying prospects, presenting products, closing sales, keeping
records, planning and organizing, and sales revenue. All of these items used
the same 7-point rating scale with anchors ranging from “extremely low” thr-

ough “average” to “extremely high” (see Appendix B for the complete scale).
For some analyses, a single overall performance rating dimension was used.

However, factor analysis was performed to see if the performance rating ins-




trument decomposes into subjective vs. objective dimensions (see section V. 1, 2).

2.3. Secondary Dependent Variables

Attributions were operationalized as a leader’s conscious and intentional
inference about the causes of subordinate performance. In this study, attribu-
tions were treated as a group of sub-variables, each according to a specific
cause. The attribution measurement questionnaire, although developed especially
for this study, was closely based on the earlier work of Weiner (1979), Gioia
and Sims (1986), and Jaccoud (1984). The specific attributign items included
eight sub-variables: ability, typical effort, sp‘eciﬁc effort, luck, job difficulty,
mood, co-worker influence, and supervision(Gioia and Sims, 1986). Specifically
for this study, four more veriables related to personal and social behavior
within the organization were included. These were cooperation, personality
fit, circumstances, and experience.

All of these items use the same 7-point rating scale ranging from —3
through zero to +3. The score of zero means “no influence” of the specific
causal attribution in explaining subordinate performance. The extreme points
of —3 or +3 represent the maximum influence of the causal attribution in
explaining subordinate performance. According to the nature of causes, one
extreme represents the strong positive influence of that cause, and the other
extreme denotes the strong negative influence of that cause(e.g. lack of effort).
A second form of attributions measure was also used, based on the work of
Jaccoud (1984). This second attribution questionnaire used the same attribution
items as the first one, but the questions were asked in a different way.
Subjects were asked to first indicate the direction of attribution and, second,
the intensity of the attribution. For example, two opposite directions of
attribution (e.g. lack of effort vs. effort) and no attribution (e.g. not
relevant) for each item were suggested, and a three-point scale was anchored
to measure the intensity of the attribution on each item(e.g. some, a great

deal, and.‘completely). Jaccoud (1984) earlier found a strong degree of

convergence (i.e. concurrent validity) between the two methods of attributions




—80 —
-measurelﬁent. These two rating scores on the different questionnaires with
the same items were averaged to enhance the reliability through two-item
measures.

Emotional Responses were operationalized as a leader’s differentiated affect
toward a subordinate. This emotional response includes such differentiated
affect as pride, liking, hope, anger, frustration, dzsgust guilt, pity, and surprzse.
For the measure of differentiated affect, Izard (1971 1977) has developed
the Differential Emotions Scale (DES). This DES is a self-report scale inclu-
ding three adjectives for each of 10 fundamental emotions. The criterion-
related validity and construct validity has been evaluated by Kotsch,' Gerbing,
and Schwarz (1982). |

Thus, to measure leader emotional responses toward a subordinate, a slightly
modified version of the DES was utilized for this study. This questionnaire
included three adjectives for each differentiated affective response. For each
item, the question of “How do you feel right now about your subordinate?”
was asked on a 5-point intensity scale from “not at all” to “very strongly”
(see Appendix B). This leader emotional response was measured subsequent
to the measure of leader attribution toward subordinate perfofmance.

Managerial Decisions were operationalized as a leader’s personnel decisions
toward a subordinate and included personnel decisions for salary, promotion,
training, and laison. Salary and promotion were two decisions of greatest
interest. This personnel decision of a leader is measured by asking him/her '
to report on such questions as “Will you promote...?” or “Will you recom-
mend...?” For the questionnaire of promotion, training, and liaison, a three
‘categorical scale (yes, no decision, and no) was used. The salary decision
was asked by a response of a percentage of salary decrease or increase scaled -
from —6% to 15%.

2.4. Mood

Another variable of interest was leader mood. In this research, mood was

defined as a leader’s undifferentiated everyday life emotion which is not related




to the target stimulus. For this measure, a short form of the Multiple Affect
Adjective Check List (MAACL; Zuckerman and Lubin, 1965) was used. This
MAACL is designed to especially measure negative or “bad moqu,” such as
anxiety, depressién, and hostility. Thus, high scores mean a high negative
mood state. This mood measure was administered at the very beginning of
the in-basket'éxercise to measure the subject’s initial mood state unrelated
to the target person or to specifics of the experimental procedures.

All of these variables and their operationa! definitions used in this study
are summarized in Table 1,

3. Analysis

Prior to the main analysis for hypotheses testing and research questions, a
preliminary data analysis was performed to examine the factor structﬁre of
performance ratings and attribution measures. Also, reliabilities were estimated
for each measure of mood, attribution, emotional responses, and performance
ratings. The experiment in this study was basically treated as a 2 X 3 between-
subject factorial design with the crossed treatments of objective performance
and prosocial behavior.

To test the primary hypotheses, which were generated to examine the effects
of independent variables on pérformance ratings, an analysis of variance
(ANOVA) was the primary technique. With this ANOVA, the main effects
of objective performance and prosocial behavior as well as their interaction
effect on performance ratings were examined. Especially, to test the magnitude‘
of a biasing effect of prosocial behavior, an a priori contrast was used. A
T-test was also used to test the direction of a biasing effect under the medium
performance condition.

For the test of the secondary hypotheses which were related to the effect
" of independent variables on attribution, a T-test was performed to examine
the significance of each attribution within a certain conditions as well as to
compare the difference of attribution across different condition. To examine

the main effects and the interaction effect of manipulated treatments, ANOVA
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Table 1. List of Variables

YVariable Name

Operational Definition

Independent Variables:
Prosocial Behavior

Objective Performance
Dependent Variables:

Performance Rating
Attributions

Emotional Responses

Managerial Decisions

Mood

subordinate prosocial or “citizenship” behavior which is not pre-
scibed or required in advance for a given job{positive vs, negative)
subordinate's actual sales achievement (high, medium, and low)

leader’s rating of subordinate performance

leader’s conscious and intentional inferences for the causes of subor-
dinate performance: specifically includes specific effort, typical effort,
ability, personality fit, cooperation, mood, co-worker influence, expe-
rience, luck, job difficulty, circumstances, and supervision.

leader’s differentiated affect toward the subordinate: includes pride,
hope, liking, anger, frustration, disgust, guilt, pity, and surprise.
leader’s personnel decision toward the subordinate, such as decision
for salarw, promotion, training, amli liaison. ,
leader's undifferentiated everyday life emotion which is not related
to the target stimulus '

was also applied.

meaning of “correlation

To investigate the relatedness of independent variables to the multiple
dependent variables such as emotional responses, multivariate analysis of
variance (MANOVA) as well as ANOVA was performed. For the managerial
decisions, such as promotion, training, and liaison, which were anchored with
a category scale, a contingency table was used with a Chi-square test. A
correlation analysis and a hierarchical (moderator) regression analysis were
used to examine the effect of mood on other variables.

To explore the tertiary research issues which were directed at the possible
relationships among dependent variables, correlation analysis was the primary
technique. The relationship between attribution and emotional responses was

examined through correlation analysis. In this correlation analysis, the =

coefficient” should be interpreted differently according

to the condition of success and failure, since attribution of success was

measured in the opposite direction to attribution of failure (this is explained




more in detail in the next chapter). Also, some relationships of attribution
and of emotional responses with performance ratings and managerial decisions
were investigated with correlation analysis, Moreover, to explore the possible
sequential relationship among variables, including independent and dependent

variables, some preliminary exploratory path analysis was performed.
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