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Al Boosts Performance but Affects Employees' Emotion

Abstract

Drawing on Lazarus’s appraisal theory, the current research provides an integrative review of
Al (artificial intelligence) and discusses its implication on emotion. Although prior studies have
praised the merits of AI-M (Al-driven management), how AI-M affects employees and their
emotion is not always clear. To respond to the knowledge gap, we conduct a new research and
seek for answers through the amalgamation and analysis of both theoretical viewpoints and
empirical studies. Through this process, we have learnt that AI-M brings diverse triggers of
negative emotion, affecting both managers and employees. To employees, AI-M may lead to job
insecurity and less career development opportunities. To managers, AI-M may take over the
ownership of decision-making and compromise their influence in the workplace. In order to cope
with negative emotion, we review the literature of emotional intelligence (EI) and propose three
El-embedded strategies to the employees. We also propose three managerial schemes, enabling
managers to guide their subordinates in coping with negative emotion. Research findings not only
bring new insights into the Al-emotion literature, but also support managers in alleviating AI-M’s

impact on employees. The article concludes with the directions for future research.
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Introduction

Artificial intelligence (Al) appears both interesting and ubiquitous in the modern life. Al has
been applied to marketing strategies, energy saving, weather forecast, risk analysis, customer
services, education and business solutions (Brown, Ling & Gurdeniz, 2017; Jaiswal & Arun,
2021; Tuli, Gill, Xu et al., 2022). Al processes smart technology, assisting both entrepreneurs and
organizations in delivering better-quality service and more efficient performance (Chang, Abdalla
& Lasyoud, 2021; Smith & Anderson, 2014; Haefnera, Wincenta, Parida, & Gassmann, 2021).
Recently AT has started to show its influence in the field of employee management; for instance,
managers have improved employee performance through the Al-driven techniques, such as
performance-tracking and KPI-monitoring software (Ernst & Young, 2018; Vrontis, Christofi,
Pereira et al., 2021). Different from the conventional approach that focuses on the target
achievement, AI-Driven Management (AI-M) adopts a more holistic and interactive approach,
enabling both managers and subordinates to monitor the performance progress more effectively,
from the initial goal-setting stage to the final completion stage (Chang, 2020; Gonzales, Capman,
Oswald et al., 2019). Businesses and enterprises also adopt big-data in their employee
management practices, with a view that Al offers better insights into how to execute and operate
in performance appraisal, staff recruitment and succession planning and performance
management (Pan, Froese, Liu et al., 2021; Wang, Wang & Huang, 2017). Inspired by the
aforementioned Al studies, we are intrigued to know whether Al affects employees, and if the
answer is positive, how?

In the current research, we focus on the emotion of employees, with the following rationale.
On the one hand, emotion is a subjective and conscious experience that is characterized by
psycho-physiological expressions, biological reactions and mental states (Kleinginna &
Kleinginna, 1981; Lazarus, 1991). Emotion is reciprocally influential with mood, temperament,
personality, disposition, and motivation (Ortony et al., 1988; Pankseep, 2005). More specifically,

negative emotion refers to an affective state that is characterized by physiological and
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neuro-hormonal changes arising from a challenging situation, leading to feelings of stress,
anxiety, anger, loss, disappointment, and sadness (Lampert & Phelps, 2013; Lazarus, 1998).
Negative emotion is contagious and detrimental, causing various behavioral and physiological
outcomes (Goleman, Boyatzis & Mckee, 2002). Although different in nature, previous research
has implied that emotion is crucial to the individuals and affects their life.

On the other hand, emotion has an ability to affect employees’ attitudes and behaviors,
generating different impact on their organizational commitment, job loyalty and lying tendency at
work (Celse et al., 2016). Emotion is related with employees’ organizational identification and
deviance behavior in the workplace (Chang ef al., 2013). More specifically, emotion reacts to the
stimuli and affects health swiftly (Gross, 1998), and people with stable emotion can better cope
with threat and stress (Haplerin et al., 2009). Emotion is also related to the individual differences;
to be exact, people express their emotion differently and hence different outcomes may follow
(Ortony et al., 1988). Following this logic, Goleman (1998) explains that emotional intelligence
is crucial to the expression of opinion and behavior. Compared to the managers with lower EI,
those with higher EI are more capable of inspiring and motivating their subordinates, which in
turn improves both employee engagement and job commitment (Goleman et al., 2002). Similarly,
Goleman (1998) claims that employees with higher EI are more welcomed by their colleagues
and often keep good interaction with their managers. Although prior studies have different
research aims and objectives, jointly they have conveyed a message that emotion is vital to the
employees and affects their workplace.

Overall, scholars generally appreciate the importance of emotion at work, but actually little is
known about the influence of AI-M on emotion. Prior studies have attempted to analyze the role
of emotion from personnel perspectives (e.g., Celse et al., 2016; Jaiswal, Arun & Varma, 2021),
but whether their findings are applicable to the Al-managed workplace is not always clear.
Previous research has investigated the formation of emotion and clarified its implication on

behavior (e.g., Mayer et al., 1999; Turner et al., 2002), but whether the formation is affected by
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AI-M is barely known. To respond to these knowledge gaps, we have therefore conducted a new
research and our goals are threefold: 1). To explore the benefits and limitations of Al-driven
management; i1). To analyze and critically discuss the potential relationship between AI-M and
emotion; and, finally, iii). Based on the research findings, we are keen to advance the knowledge

of AI-M, hence bringing new insights into the Al-emotion literature.

Literature review

What is emotion? Is emotion an internal perception or external behavior? Is emotion related
to conscious- or unconscious-experience? In order to answer these questions, scholars have
conducted a variety of studies and proposed numerous perspectives. Each perspective has its
unique character and merits, interpreting the nature of emotion from different viewpoints.
Broadly speaking, scholars have attempted to explain the construct of emotion through three
perspectives. These are: feeling-, motivation- and appraisal-perspectives.

From the feeling-perspective, emotions are intentional feelings of importance, which could be
either pleasant or unpleasant (Pugmire, 1998). Emotional feelings are ‘inextricably intertwined
with the world-directed aspect of emotion, so that an adequate account of an emotion’s
intentionality... will at the same time capture an important aspect of its phenomenology’ (Goldie,
2002: 242). From the motivation-perspective, emotions are irreducible and related to judgments
and perceptions, which are crucial to central motive states and behavioral outcomes (Frijda,
1986). From the appraisal-perspective, emotions are extracted from individual appraisals of
events, such as subjective evaluations and explanations of events; simply put, emotions are
determined by personal appraisals of the stimulus, in which the appraisals lead to different
reactions in different people (Lazarus, 1991).

In the current research, we have adopted the appraisal-perspective to discuss the construct of
emotion, with the following reasons. To begin with, compared to other two perspectives, the

appraisal-perspective offers a clearer cognitive construct of emotion, allowing the diagnosis and



interpretation of emotion (Ortony, Clore & Collins, 1988). Second, through the
appraisal-perspective, researchers are able to measure the elements of emotion and analyze its
subtle influence (Scherer, 2005; Kuo & Chang, 2021), which is important to the current research
and helps interprete the relationship between emotion and AI-M (Al-driven management). Third,
one widely-accepted way to understand the construct of emotion is through the examination of
emotion components, such as evaluative-, physiological-, phenomenological-, expressive-,
behavioral- and mental-components. Through the appraisal of different components, researchers
can further discuss the construct of emotion and analyze its impact on behavior (see fu!ll
discussion in: Prinz, 2004).

The literature on the appraisal-perspective has expanded considerably over the past two
decades, primarily under the influence of Richard S Lazarus (1991, 1998, 2001). Lazarus (1998)
defines emotions according to 'core-relational-themes' which are intuitive summaries of the
moral appraisals (e.g. of relevance, goal conduciveness) involved in different emotions. These
themes may help define both the function and eliciting conditions of the emotion. Specifically,
Lazarus (1991) identifies five distinct themes, including: Anger (a demeaning offense against me
and mine), fear (facing an immediate, concrete, and overwhelming physical danger), sadness
(having experienced an irrevocable loss), disgust (taking in or being too close to an indigestible
object or idea) and happiness (making reasonable progress toward the realization of a goal). At
the heart of Lazarus's theory is what he called appraisal; to be exact, before emotion occurs,
people make an automatic, often unconscious, assessment of what is happening and what it may
mean for them or those they care about (Lazarus, 1991). That is, emotion is not only rational but
also a necessary component of survival, an informative and imperative element in guiding one’s
thought and behavior in daily life (Goleman, 1995).

Following this line of research, Pankseep (2005) defines emotion as a biological state
associated with the nerve systems, which are brought on by both neuro- and

physiological-changes. Scholars indicate that emotion is associated with temperament,
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disposition, and behavioral motifs (Cabral & Almeida, 2020; Kuo ef al., 2020). According to the
component process model (Scherer, 2005), emotion comprises five elements, including: cognitive
appraisal, bodily symptoms, action tendencies, expression and feelings. Scherer claims that
emotional experience requires all components to be coordinated and synchronized for a short
period of time, and that the expression of emotion is driven by one’s appraisal processes.
Similarly, Kleinginna and Kleinginna (1981) describe emotion as a complex set of interactions
between subjective and objective factors, regulated by the neural-hormonal system. Moreover,
emotion has versatile roles and affects people in many ways; for instance, it helps rising affective
experiences, generating cognitive processes, activating physiological adjustments to the arousing
conditions, and leading to the goal-directed behavior (Goleman, 1995; Goleman, 1998). To sum
up, although different in nature, prior studies altogether have conveyed a message that emotion is
based on evaluative and subjective appraisals, deriving from one's judgement of circumstances,
interpretation of mood, as well as the interaction with the environmental factors.

Aligning with the development of emotion-oriented research, scholars are also intrigued to
know the role of emotion in the workplace. Scholars have conducted conceptual and empirical
studies, producing both informative and meaningful research findings. Scholars first claim that
emotion facilitates a healthy balance between one’s negative- and positive-energy; that is,
emotion acts as a buffer, venting out unpleasant energy and hence protecting one’s well-being
(Gross & John, 2003). Scholars also indicate that emotion does not confine itself at the individual
level. Although emotion may commence from individuals, its effect is often wide and contagious;
for instance, positive emotion from one employee can generate positive momentum and affects
other colleagues, which in turn promotes team stability and teamwork (Goleman, Boyatzis &
Mckee, 2002; Gomez-Mejia, Balkin & Cardy, 2008; Itegboje & Chang, 2021). Although different
in nature, prior studies jointly have affirmed the importance of emotion in the workplace; that is,

emotion is crucial to both employees, colleagues and their organizations.



Al, AI-M and employee’s emotion

During the literature review, we have learnt that emotion is an influential factor to the
employees, affecting their feelings, behaviors as well as overall performance. Based on the
analysis of prior studies, we have also learnt that understanding emotion and its implication on
employees is not only necessary, but also practical to any managerial practitioners. Since Al has
exercised its influence into practices and policies of employee management (c.f. Ernst & Young,
2018; Vrontis, Christofi, Pereira et al., 2021), analyzing emotion in the context of Al-driven
management has become a vital and timing matter. We believe it is necessary to conduct a new
research in this important field, as both employees, managers and their organizations can benefit
from the research findings. In the current research, more specifically, we ponder whether
Al-driven management (AI-M) is related to employee’s emotion. Particularly, we ask: Does AI-M
affect employee’s emotion in anyway? If the answer is positive, we wonder: Is there anything that
managers should know before they implement AI-M ?  In the following section, we would like to
seek for answers to the aforementioned questions through scrutinizing the relationship across Al,
AI-M and employee’s emotion. Details follow.

Based on our observation, Al has gradually exercised its influence into the field of employee
management. Researchers also have noticed the potential of AI-M and discussed its applicability
in personnel management (e.g., Jaiswal et al., 2019; Gonzales et al., 2019; Vrontis ef al., 2021;).
For instance, AI-M helps managers to analyze the best performance models and understand how
employees interact with Al (Ernst & Young, 2018). AI-M assists managers in understanding how
different digital-technology can be constructed and implemented into the existing managerial
practices (Malik et al., 2019). Inspired by this line of research, Chang (2020) proposes an APM
model, explaining how AI-M helps produce competitive advantages at the organizational level.
Due to the influence of AI-M, employees shall upskill themselves in data analysis, complex
cognitive and continuous learning skills (Jaiswal et al., 2019).

Regardless of its opportunities and numerous merits, however, AI-M may still affect
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employees and their organizations in different ways. For instance, Al may replace human labor in
mechanical and routine tasks of a job, such as manual and non-heuristic duties (Huang & Rust,
2018). When bearing the likelihood of job-replacement in mind, employees easily develop
concerns about their job security and career development, leading to the negative feeling about
AI-M (Chang, 2020). Some managers may also worry about the possibility that Al may
compromise their job roles and affect their influence in the workplace; to be specific, Al has an
ability to take over the ownership and responsibility of decision-making (Duchessi, O'Keefe &
o'Leary, 1993), and Al acts as career threat rather than opportunity in the eyes of some managers
(Chang, Abdalla & Lasyoud, 2021). After reviewing the findings from conceptual research and
empirical studies, our proposition is: although AI-M has many merits, it still affects emotion in
various ways. AI-M may carry different triggers of negative emotion to both employees and their
managers. For the sake of clarity, we have presented potential triggers in Table I, explaining the

characteristics of different triggers and their subtle influences.

< Table I Near Here >

As it is shown in Table I, we have presented numerous triggers of negative emotion into two
broad categories. These are: employees’ viewpoints and managers’ viewpoints (we acknowledge
the limitation of our categorical approach and will discuss its implication later). At the first
categories, we discuss the characteristics of triggers at the individual level, explaining how
different triggers affect individual employees. At the second category, we discuss the
characteristics of triggers at the managerial and organizational level, explaining how different
triggers affect managers and their organizations. On the basis of core relational themes (appraisal
theory; Lazarus, 1991 & 1998), we then link potential triggers to the corresponding themes,
explaining the influence of triggers on emotion. By doing so, we believe the relationships
between potential triggers and corresponding emotional responses can be established and

examined in a systematic manner.



Take the first trigger for instance, when employees perceive a threat of labor replacement,
they may develop a feeling of fear, such as the fear of job-share, job-taken-over, or even job-lost.
According to Chang (2019), job-share means that some of the job tasks are shared by the Al,
whereas job-taken-over means that some of the job tasks are replaced by the Al, allowing
employees to work on separate tasks, such as more cognition-demanding or judgment-required
tasks. In the situations of ‘job-share’ and ‘job-taken-over’, although employees are still employed
by the organization, employees may feel a bit uncertain and worry about their future career
opportunity (Chang, 2019); after all, the autonomy and ownership of jobs are not completely
decided by the employees themselves, but affected by the Al (Wang et al., 2017). Moreover,
‘job-lost’ means that the jobs are completely replaced by the Al, in which human workers are no
longer required and hence become unemployed. As a result, the unemployed people may feel
unfair about the situation and develop a feeling of anger. Further details are outlined in Table 1.

In view of what has preceded, we have learnt that Al is not always welcomed at work, and
that AI-M is like a double-edged sword in employee management. On the one hand, AI-M assists
organizations in improving the overall performance, leading to better organizational competitive
advantages (Ernst & Young, 2018; Vrontis ef al., 2021). On the other hand, however, AI-M also
possesses the ability to take over the ownership of decision-making and contains some risks of
job redundancy, affecting one’s career opportunities and well-being (Chang, 2020; Duchessi et al.,
1993; Jaiswal et al., 2021). AI-M may sound omnipotent, but its side-effect requires close
attention from the managerial side. Our proposition is: if not handled well, the abrupt
implementation of Al-oriented policies and practices may cause negative emotion to both

employees and managers; and, consequently, every member in the organization will suffer.

Solution to the negative emotion: Emotional intelligence
Given that emotion is significant to the employee (Celse et al., 2016) and negative emotion is

detrimental in the workplace (Goleman et al., 2002), this article now turns to review the strategies



that managers may possibly adopt, assisting their employees in coping with negative emotion. In
particular, we recommend the construct of emotional intelligence (EI; Goleman, 1998) and our
proposition is: employees with higher EI are more capable of dealing with negative emotion, and
managers can also adopt EI-embedded strategies to support their employees in coping with
negative emotion. Our rationale is further discussed below.

EI, EQ (emotional quotient) and EIQ (emotional intelligence quotient) are interchangeable
terms, in which EI is defined as an ability to recognize, understand and manage one’s emotion
(Goleman, 1998). One decade later, Colman (2008) revises the definition to one’s ability to
monitor his/her own emotions, as well as those of other people, to discriminate between different
emotions, and to label them appropriately. The evolution of definitions has conveyed two
meaningful messages: First, in Goleman’s definition, the construct of emotional intelligence is
like a trait, such as a unique individual character, or a dimension of one’s personality; and,
Second, in Colman’s definition, EI possess a wider scope and carries deeper influence on
behavior. EI not only helps individuals to judge one’s and other’s emotions, but also integrates
the observational and evaluative cues in interpreting emotion and its influence. EI involves the
assessment of emotional states, expression of emotions, as well as the behavioral demonstrations
(Higuera, 2018). Although different in nature, prior studies jointly have conveyed an important
message that EI is associated with subjective evaluation and decision-making process. Following
the same logic, we may propose that EI is related to behavior and, to some extent, EI may have an
ability to generate subtle impact on behavior. Our proposition is: EI can be interpreted as a
trait-based ability, helping individuals to conduct subjective evaluation on their own and other’s
emotions (this viewpoint is congruent with Goleman’s and Colman’s definitions). At the same
time, more relevant to the current research, EI may also help individuals to decide what to do, and
how to do, following their own interpretation of emotions (this viewpoint is congruent with
Higuera’s research findings).

Aligning with the research of emotion, scholars are intrigued to know the composition of EI,
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but their views remain inconclusive; for instance, the trait model explains that EI is composed of
multi components, such as self-awareness, behavioral dispositions and perceived abilities
(Petrides & Furnham, 2001). Scholars also claim that self-awareness affects people’s
decision-making and ethical standard (Chang, Max & Celse, 2021). Next, the ability model
highlights the imperativeness of individual's ability in processing emotional information, which is
then used to help people to navigate the social environment (Mayer, Salovey & Caruso, 2004).
Finally, the emotion recognition model focuses on the process of identifying human emotion
(Bénziger, 2014); more specifically, scholars indicate that EI is involved with the capacity to: 1).
perceive emotion; ii). integrate emotion to facilitate thought; iii). understand emotions and; iv). to
regulate emotions to promote personal growth (MacCann, Joseph, Newman & Roberts, 2014). To
sum up, although prior studies have analyzed the composition of EI through different viewpoints,
jointly they have offered preliminary credence to support a relationship between EI and emotion.
That is to say, previous research has affirmed a phenomenon that EI plays a salient and
imperative role in adjusting people’s thought and behavior.

Actually, among conceptual research and empirical studies, the relationship between EI and
its influence has received some academic attention. In daily life events, for instance, people with
higher EI tend to have better mental health, well-being, leadership skills, and overall performance
(Goleman, 1995; Joseph & Newman, 2010). People with higher EI often interpret their life
problems (e.g., life challenges and career obstacles) more optimistically, and they are willing to
consider whether their problems could be converted into opportunities (Stoltz, 1997). Moreover,
EI has shown its merits in the workplace too; for example, employees with higher EI are more
likely to observe the variance in their own emotions, acting as a preventive mechanism of burnout
(Mayer, Caruso, & Salovey, 1999). Goleman (1998) indicates that EI is more practical and
valuable than intelligence quotient (IQ) in management, as leaders with higher EI are more
capable of understanding their subordinates’ emotional changes, facilitating a healthier

interaction between managers and subordinates. To summarize, prior studies have conveyed an
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important message that, when people have higher EI, they are more likely to understand what
happens and where they stand in their environment. EI helps people to stay calm and evaluate the
reality from a more objective and positive manner; that is, EI provides people with important
psychological comfort and energy to deal with the problems and challenges that they have
experienced (Mayer et al., 1999). Overall, empirical studies have offered ample support to our
proposition that employees with higher EI are more capable of dealing with negative emotion.

Following the literature review and discussion above, we have learnt that EI is not only
crucial to the employee, but also offers them an opportunity to understand their emotion and
cognate influences. For the same reason, the current research is keen to recommend two types of
strategies, aiming to assist employees in coping with their negative emotion (see Table II for
summary). As it is shown in Table II, the first type is EI-embedded and targeted at the individual
level, whereas the second type is for the managerial level, allowing managers to guide their
subordinates in coping with negative emotion. The first type (employee’s strategies) comprises
three strategies, including: cognitive reframing, classical conditioning process, and positive
reinforcement. The second type (manager’s strategies) comprises three schemes, including:
focus-group scheme, mentor-mentee scheme, and pilot scheme. Details follow.

< Table II Near Here >

Cognitive reframing

Cognitive reframing is a psychological technique that consists of identifying and then
changing the way situations, experiences, events, ideas, and/or emotions are viewed (Robson Jr &
Troutman-Jordan, 2014). Cognitive reframing is like a tactic that trains people to think differently
about difficulties that they cannot actually change, and then adopt a more positive attitude to find
out the marginal benefit. Cognitive reframing is related to the appraisal theory (problem-focused
coping; Lazarus, 1991); specifically, when the problem cannot be resolved immediately, the
problem-evaluating process matters; and, when the problem can be evaluated with limited

interference of emotion, it is more likely to be resolved.
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For instance, if doing mundane jobs under the sunshine is unavoidable and unpleasant,
reframing the situation can help. One way to do this is by thinking: ‘I got an opportunity to leave
the tedious office and embrace fresh air outside, so doing the jobs under the sunshine is not that
bad’. In the future workplace, Al will become influential and ubiquitous across sectors (Ernst &
Young, 2018; Vrontis et al., 2021); as such, avoiding Al seems not the best strategy for the
employees. Following the logic of cognitive reframing, we recommend employees to get
themselves familiar with Al and, if possible, upskill themselves with digital knowledge and
continuous learning skills (Jaiswal ef al., 2021). In particular, if Al does imply negative impact, it
would be practical and sensible for employees to explore its potential benefit and maximize such
benefit. By doing so, employees will be able to appreciate AI’s benefit and concurrently vent out

their Al-related negative emotions, restoring their confidence in the AI-M workplace.

Classical conditioning process

Classical conditioning process involves learning about the association of two or more events
(Turkkan, 1989); for example, if events A and B often emerge about the same time, when event A
emerges, people would expect event B to follow. According to Turkkan (1989), when two events
(or stimuli) generally occur together, encountering one can bring the other to mind; and due to
effect of expectancy, people tend to interpret such events more neutrally. The neutral effect of
‘classical conditioning process’ can be further explained through the appraisal theory (Lazarus,
1991); more specifically, if the problem (such as Al challenges in the AI-M workplace) and
cognitive outcome (such as negative emotion) often occur together, people shall appraise the
association between the two events more neutrally; in other words, when people are able to
‘expect’ the outcome of Al challenges in advance, people shall be less affected by the outcome.

Following the logic of ‘classical conditioning process’, we advise employees to adopt a more
proactive attitude to respond to the potential side-effect of AI-M. Our proposition is: when people

are willing to associate AI-M with its side-effect (i.e., putting two events together), they would be
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more likely to interpret such side-effect in a neutral manner; as a result, people would feel more
psychologically prepared to respond to the side-effect. Based on above reasoning, the ‘classical
conditioning process’ offers a protective mechanism, acting as psychological buffer and
preparedness (Wills & Isasi, 2007). As such, when people could expect what problems may arise,
or when people are told what may come in advance, they would feel more confident and
better-prepared in coping with the problems. Our viewpoint is: the implementation of AI-M needs
to be planned carefully, as abrupt implementation may cause problems and bring triggers of
negative emotion (Duchessi ef al., 1993; Chang, 2019). For the same reason, if managers can
inform their employees of the possibility that AI-M may cause problems (such as negative
emotion), allowing employees to associate AI-M with negative emotion in advance, we believe
that employees would be more prepared and feel more confident in dealing with the arrival of

negative emotion.

Positive reinforcement

Behavior can be strengthened through positive reinforcement when something pleasant or
desirable occurs following the behavior (Schwartz & Reisberg, 1991); the heartland of positive
reinforcement is: when people receive the reward after performing a particular behavior, they
tend to associate the behavior with the reward and, consequently, they will repeat the same
behavior more often. The aforementioned association and its influence can be further explained
by the component process model (Scherer, 2005). Scherer indicates that emotion comprises
different elements, such as cognitive appraisal, bodily symptoms, action tendencies, expression
and feelings. Emotional experience requires different components to be coordinated and
synchronized for a short period of time, and the expression of emotion is often driven by one’s
appraisal processes (Scherer, 2005). Following this logic, it is reasonable to infer that, apart from
the effect of positive rewards (such as receiving rewards after performing a particular behavior),

positive emotion can also increase the frequency of such behavior.
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As aforementioned in the literature review, managers and organizations are keen to apply Al
in their business operations and personnel management (Gonzales et al., 2019; Malik et al., 2019).
Therefore we encourage employees to adopt a more positive attitude and appreciate the potential
rewards during their interaction with Al. After all, Al does bring positive merits to the individual
employees, such as time-saving, efficiency-improvement, and accuracy-enhancement in their job
duties (Ernst & Young, 2018; Vrontis et al., 2021). Our reasoning is: when employees understand
the potential of Al and receive its benefits (such as positive reward), they would be more likely to
form a positive emotion about Al, and they would be more willing to interact with AI. When
employees accumulate more positive experiences in interacting with Al, they are more likely to
develop their confidence in applying Al into their job duties. It is also important to note that,
compared to the people with limited Al-experience, people with Al-knowledge and positive

attitude will be more welcomed in the future job markets (Jaiswal et al., 2021).

Reflection of employee’s strategies

The three strategies proposed above do not target the sources of ‘negative emotion’ directly;
instead, they have offered employees alternative perspectives to neutralize the influence of Al on
emotion (e.g., positiveness, optimism, positive emotion). One might argue, for instance, that these
strategies do not tackle with the sources directly, so their coping efficacy might be questionable;
nevertheless, we believe these strategies are still valid for two reasons. First, emotion is not a
constant variable but flows with the environmental factors (Cabral & Almeida, 2020). Second,
emotion is not a physical element and cannot be removed easily (Pankseep, 2005). Rather than
tackling with the negative emotion directly, adding more positive- and optimistic-elements to
neutralize the negative emotion seems more feasible (We are aware of the drawback of such
neutralization approach and will discuss its implication later).

Following the discussion of three EI-embedded strategies, this article now turns to introduce

three emotion-coping schemes, which can be adopted to deal with the negative emotion resulted
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from AI-M organizations and workplace. The three schemes are proposed for the managerial
level, allowing managers to guide their subordinates in coping with negative emotion. The three

schemes include: focus-group scheme, mentor-mentee scheme, and pilot scheme. Details follow:

Focus-group scheme

In plain language, focus-group is a group-oriented activity, discussing on pre-assigned
theme(s). Morgan (1996) indicates that the discussion could be guided by a moderator, or
following the natural interaction between group members, hence providing rich information to
the participants. Focus-group allows participants to share views and exchange experiences in a
flexible and socially supportive way (Morgan, 1996). As such, prior to the implementation of
AI-M, we recommend managers to conduct focus-group for their employees, in which managers
can introduce the information of AI-M and, simultaneously, gather employees’ expectation and
concerns of AI-M. Managers can use focus-group to analyze the readiness of the employees for
AI-M, guiding their employees to prepare for the implication of AI-M. Moreover, during the
implementation of AI-M, managers may also use focus-group to collect feedback from the

employees, monitoring the progress of AI-M from employees’ perspectives more accurately.

Mentor-mentee scheme

Mentoring is a common development tool, in which a mentor (more experienced member of
staff) supports a mentee (less experienced member) through knowledge-sharing activities. Viney
and Mckimm (2010) explains that a good mentor-mentee scheme allows mentors to support the
development of mentees and, when undertaken properly, mentoring can be a highly effective
empowerment tool, supporting mentees to solve problems and progress in their career. During the
implementation of AI-M, when managers detect that their subordinates are influenced by AI-M,
we advise managers to consider a mentor-mentee scheme in two steps: First, managers shall

identify the staff who can better cope with AI-M’s influence and train these employees to become
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mentors. Second, after the mentors are well trained and equipped with mentoring skills, managers
may assign the mentors to the concerned mentees, i.e., those who are struggling with or affected
by AI-M. In addition, managers shall provide a clear framework that outlines the details of
mentor-mentee schemes; for example, duties of mentors and mentees, frequency and duration of
meetings. A clear framework helps both mentors and mentees appreciate their respective roles
during the mentoring activities, facilitating the effectiveness of mentoring schemes (Viney &
Mckimm, 2010). It is our hope that, with the support from the mentor-mentee schemes, mentees

can cope with AI-M’s influence more effectively.

Pilot scheme

Pilot scheme is a small activity which is carried out as a test to see if an idea may work.
Bryman and Bell (2006) explains that a pilot scheme helps prove the viability of a proposed idea,
analyzing the potential obstacles and identifying its possible solutions. Following this logic, we
advise managers to consider a pilot scheme prior to the implementation of AI-M, with three
benefits. First, in the field of employee management, a pilot scheme allows managers to observe
the influence of a proposed policy in a small-scale context (Mathis, Jackson, Valentine & Meglich,
2017). Our viewpoint is: if managers can pilot AI-M through a small sample, they shall be able to
estimate whether AI-M generates any negative impact on their workforce, business operations or
other aspects of the organization. Second, if AI-M does carry side-effect and cause problems to
the employees, fixing the problems within a small-scale context would be easier. As a rule of
thumb, bigger problems usually mean higher cost, so the expense of rectifying smaller problems
would be more economical and bearable. Third, a pilot scheme usually offers a chance of
trial-and-error, enabling managers to find out the best way to reach a desired result. Scholars
have commented that Al and its application on employee management is still at its infancy stage
(Malik et al., 2019; Vrontis et al., 2021), so running pilot schemes shall help managers to explore

the best applicability of AI-M.
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Reflection of manager’s strategies

Overall, we have proposed three strategies at the managerial level, providing managers
different ways to support their employees. The first strategy (focus-group scheme) provides
employees a great opportunity of experience-sharing between group members. For those who
suffer from AI-M’s influence (such as negative emotion), they can learn the coping skills from
their colleagues and apply skills to themselves immediately. The second strategy (mentor-mentee
scheme) offers a more personal support in problem solving (such as solving negative emotion).
With the guidance from more experienced mentors, the mentees (i.e., those who suffer from
AI-M’s influence) shall feel more confident in dealing with their negative emotion. The third
strategy is more proactive, as managers could use pilot schemes to probe whether AI-M may
cause any problems to the employees (such as negative emotion). To sum up, although different
in nature, the three strategies aforementioned are all practical and inexpensive, allowing

managers to guide their subordinates in coping with negative emotion.

Conclusion

Drawing on multi-disciplinary literature (e.g., appraisal theory, EI theory and component
process model), the current research provides an integrative review of Al and discusses its
implication on emotion. Prior studies indicate that Al-driven management (AI-M) has great
potential in personnel management, such as better managerial practices (Ernst & Young, 2018;
Vrontis ef al., 2021) and more holistic appraisals (Chang, 2019; Gonzales, Capman, Oswald et al.,
2019). Although prior studies have demonstrated the merits of AI-M, how Al affects employee
management is not always clear, and how AI-M affects emotion is still unknown. To respond to
these knowledge gaps, we conduct a new research and seek for answers through the
amalgamation and analysis of both conceptual research and empirical studies. Research findings

are meaningful in several ways, bringing innovative and valuable insights into the Al and
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employee management literature.

To begin with, the current research has found that AI-M may imply diverse triggers of
negative emotion, affecting both employees and their managers. During the literature review, we
have examined and critically discussed the causal nexus between Al and employee’s emotion.
Specifically, we have learnt that AI-M may affect employees in their perception of job security,
career development and well-being (Huang & Rust, 2018; Vrontis et al., 2021). We have also
found that managers may suffer from AI-M in the aspects of workplace influence,
decision-making responsibility and career opportunity (Duchessi et al., 1993; Chang, 2019). That
is, AI-M can become a salient trigger of negative emotion.

Next, as it is analyzed in the literature review, scholars generally agree that people with
higher EI (emotional intelligence) are more capable of coping with negative emotion (Joseph &
Newman, 2010; Mayer ef al., 1999). Individuals with higher levels of EI are more likely to have
better interpersonal relationship in the workplace, leading to higher job satisfaction, better
well-being ad career satisfaction (Goleman, 1995; Goleman, 1998; Kuo & Chang, 2021).
Following this logic, we have proposed three El-related strategies to the individual employees.
These are: cognitive reframing, classical conditioning process, and positive reinforcement.
Although different in nature, these three coping strategies all assist employees in dealing with
their negative emotion. Based on the literature review, we have also learnt that EI is a crucial and
significant element in neutralizing negative emotion, supporting employees in the context of
AI-M. These findings have advanced the knowledge of the ‘El-emotion coping’ relationship.

Moreover, as discussed in the literature review, the concerns (of job insecurity and
compromised career opportunity) may result in negative consequence, such as poor job
satisfaction and deteriorated well-being (Goleman, 1995; Chang, 2020). These concerns may also
become triggers of negative emotion (as outlined in Table I). In order to deal with negative
emotion, we have proposed three coping schemes (focus-group, mentor-mentee and pilot),

enabling managers to support their subordinates in coping with negative emotion. Based on our
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knowledge, the current research is the first of its kind in analyzing AI’s implication on emotion,
and we have offered practical solutions in coping with negative emotion. The proposed coping
schemes have important implication on employee management, particularly in the context of
AI-M. It is our hope that, when implementing AI-M, both managers and organization can benefit
from our research findings in their managerial policies and practices.

Last but not least, following the reviews of previous research findings, we have learnt that the
design and implementation of AI-M is crucial to both employees and their organizations, in
which managers play an important role in executing AI-M (Chang, 2020). We have also found
that, if the AI-M is not handled well, employees may develop concerns over job security and
career development opportunity (Duchessi et al., 1993; Chang, 2019). To some extent, these
empirical findings are congruent with the prediction of job replacement model (Huang & Rust,
2018), thus providing an important line of support to the Al-job replacement literature. Yet, recent
studies actually claim that job replacement phenomenon may not necessarily happen if employees
are willing to upskill themselves in data analysis, complex cognitive and continuous learning
skills (Jaiswal, Arun & Varma, 2021), and if employees regards AI-M as career opportunity rather
than threats (Chang, Abdalla & Lasyoud, 2021). To integrate both previous and recent studies, the
current research has critically discussed the characteristics of AI-M and analyzed its positive- and

negative-impact on employees, hence contributing to the ‘AI-M and employees’ literature.

Suggestions and limitation

During the analysis of coping strategies, we recommend a neutralization approach to cope
with negative emotion, and our analytic rationale is based on the variance of emotion (Cabral &
Almeida, 2020) and its removability (Pankseep, 2005). Nevertheless, adopting a neutralization
approach does not eradicate the sources of negative emotion. As long as the sources remain intact,
the chance of negative emotion still exists. For the same reason, we therefore encourage

managers to pilot AI-M in advance of the full-scale application. By doing so, at least, managers
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shall be able to locate the sources of negative emotion more accurately and offer intervention
strategies in a timely manner.

The current research does not consider the possibility of positive emotion resulted from AI-M.
Our viewpoint is: if AI-M causes positive emotion, both employees, managers and their
organizations shall be pleased about it; after all, positive outcomes (such as positive emotion) are
generally welcomed in the workplace. From a different but similar perspective, one might assume
that negative emotion is only detrimental in the workplace. However, scholars seem to have
different views about the function of negative emotion. For example, feelings of shame, guilt, and
embarrassment may lead to positive outcomes for employees and organizations, such as better
communication between sellers and customers (Kim & Sullivan, 2019) and more organizational
citizenship behaviors (Turnipseed & Vandewaa, 2012). Future researchers may conduct new
studies, analyzing both positive- and negative-function of negative emotion.

The current research does not consider individual differences during the analysis of
emotion-coping. Given that individual differences are crucial in behavior (Gomez-Mejia, Balkin
& Cardy, 2008), we recommend future studies to include individual differences as research
variables, perhaps by examining the implication of individual differences on emotion-coping.
Similarly, the current research does not consider different composition (e.g., nature, elements) of
emotional intelligence during the discussion of EI. Whether different composition of EI affects
the efficacy of emotion-coping is still unknown. Future research may adopt different emotion
models to continue this line of research, such as trait model (Petrides & Furnham, 2001), ability

model (Mayer, Salovey & Caruso, 2004) and recognition model (Bénziger, 2014).
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Table |

Potential triggers of negative emotion

Viewpoints Manifestation Core relational
themes'

Employee’s  AI-M may imply triggers of negative emotion at the individual level:
viewpoints ¢ Al has an ability to replace human labor in mechanical and routine tasks of a job, such as manual and Fear, Anger
non-heuristic duties.
e AI-M implies the likelihood of job-replacement, in which employees may develop concerns about their ~ Fear, Disgust
job security and career development opportunity, leading to the negative feeling about AI-M.
e Negative feeling in the workplace (e.g., job insecurity, limited career opportunity) may cause poor job Fear, Anger, Sadness

satisfaction and deteriorated well-being.

Manager’s AI-M may imply triggers of negative at the managers’ level:
viewpoints e Al has an ability to take over the ownership and responsibility of decision-making in managerial policies Disgust, Sadness

and practices.

¢ Al may compromise managers’ job roles and affect their influence in the teams, groups and the Fear, Anger, Sadness
organization.
e Al acts as career threat rather than opportunity in the eyes of some managers. Fear, Disgust

Note. Al = Artificial intelligence; AI-M = Al-driven management.
T. The core relational themes are proposed by the Appraisal Theory (Lazarus, 1991 & 1998), including: Anger (a demeaning offense against me
and mine), Fear (facing an immediate, concrete, and overwhelming physical danger), Sadness (having experienced an irrevocable loss), Disgust

(taking in or being too close to an indigestible object or idea) and Happiness (making reasonable progress toward the realization of a goal).
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Table 11

Summary of employee’s and manager s strategies

Level Manifestation
Employee’s e Cognitive reframing: This is a psychological tactic that trains people to
strategies think differently about the challenge(s) that they cannot actually change. If

AI-M implies some negative impact in the workplace, individuals may find

out its potential benefit and maximize such benefit.

e Classical conditioning process: When two things generally occur together,
encountering one can bring the other to mind; when the association is
established, people tend to interpret such association more neutrally. When
employees are told what problems (such as AI-M’s side-effect) might
come, they would feel more confident and better-prepared in coping with

the problems.

e Positive reinforcement: Behavior can be strengthened through positive
reinforcement when something desirable occurs following the behavior.
When employees understand the potential of Al and receive its benefits,
they are more willing to interact with AI. When employees have more
experience in interacting with Al, they are more likely to develop their

confidence of applying Al into their job duties.

Manager’s e Focus-group scheme: First, prior to the implementation of AI-M,

strategies focus-groups help managers to evaluate the readiness of their employees for
AI-M, in which managers can provide further information and support,
guiding their employees to prepare for the potential impact of AI-M.
Second, during the implementation of AI-M, managers may use
focus-groups to collect feedback from the employees, monitoring the

progress of AI-M from employees’ perspectives.

e Mentor-mentee scheme: During the implementation of AI-M, managers
may provide a clear framework that outlines the details of mentor-mentee

schemes, such as duties of mentors and mentees, frequency and duration of
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mentoring meetings. A clear framework helps both mentors and mentees
appreciate their respective roles during the mentoring activities, facilitating
the effectiveness of schemes. With the support from the mentor-mentee

schemes, mentees can cope with AI-M’s influence more effectively.

e Pilot scheme: With a sensible pilot scheme in place, managers are able to
estimate whether AI-M generates subtle impact on their workforce,
business operations or any other aspects of the organization. Pilot schemes
also offer a chance of trial-and-error, enabling managers to find out the
best way to reach a desired result and understand the best applicability of

AI-M.

Note. Al = Artificial intelligence; AI-M = Al-driven management.
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