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Why Emotions make a difference 
 
Emotions are the glue that holds people together in a team and that commit people to 

any organization. When leaders fail to empathize with, or read the emotions of a group 

accurately, they create dissonance, sending needlessly upsetting messages: People feel 

off-balance and thus perform poorly. 

How will leaders manage and direct their feelings depend on their level of Emotional 

Intelligence (EI). 

 

Since the time of Max Weber (1864-1920) articulated the principles of a rational 

bureaucracy, rationality emerged as the prevailing business paradigm. As Ashford and 

Humphrey state in “Emotions in the workplace: A reappraisal” (Human Relations, 48, 

1995), the overrationalized view of organizations, the consequent attempts to regulate 

emotions, have made it difficult to recognize the pervasiveness and utility of emotions in 

organizational life and how qualities of the heart give value and meaning to 

qualities of the head. 

 

The world of business is changing dramatically, requiring greater skills and abilities in 

managing relationships and the emotions generated in relational work. If organizations 

are strongly oriented to using rationality in these organizational aspects, then the ability 

of employees to use emotional information in problem solving becomes inhibited. 

According to B. A. Cryer “emotions not intellect, is the fuel which drives the engine 

of business. Mismanaged emotion drives it crazy. Intellect provides the direction, not 

the fuel” (Re-engineering the human system: A new model of personal and 

organizational intelligence” – Inst. Of HeartMath – 1997). 

 

We live in complex adaptive systems composed of people working in relationships needed 

for business success. Adaptive systems are nonlinear processes with professional, 

motivated people who care, providing the competitive advantage. If the organization 

does not value the role of caring and acknowledge the emotional work of caring as work, 

then even individuals with high emotional intelligence ability will feel overwhelmed by  

intense levels of emotional labor -  the consequences being  burnout, withdrawal 

behavior, absenteeism and illness. 

 

It is humans’ open-loop limbic system that makes our own emotional stability dependent 

on connections with other people. Even though the open loop is so much a part of our 

lives, we usually don’t notice the process itself. Scientist have captured this attunement 

of emotions – mood sharing – in the laboratory by measuring the physiology, such as 

the heart rate – of two or more people as they have a good conversation. Researchers 

have seen again and again how emotions spread irresistibly in this way whenever people 

are near one another, even when the contact is completely nonverbal.  For example, 

when three strangers sit facing each other in silence for a minute or two, the one who is 

most emotionally expressive transmits his or her mood to the other two – without 

speaking a single word. 

 

The same effect holds true in the office, boardroom, or shop floor; people in groups at 

work inevitably “catch” feeling from one another. The more cohesive the group, the 

stronger the sharing of moods; mood sharing can actually have very extreme outcomes: 

Cardiac care units where the nurses’ general mood was “depressed” had a death rate 

among patients 4 times higher than on comparable units (B. Schneider and D.E. Bowen 

Winning the Service Game – Boston Harvard Business School Press, 1995). 
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The Transformational Leader 
 

To be successful, business leaders need to be transformational leaders – leading with 

the heart and being able to identify and manage the emotional aspects of work-related 

issues. 

 

According to G. E. Bader and J. O’Malley (“Transformational Leadership in action” 1992 p. 

39), transformational leadership is really about people, managing corporate culture, 

strategy and changes. A transformational leader is truly powerful and one who knows 

how to make change happen successfully. Transformational leaders have an innate ability 

to create vision in the minds and hearts of others. They view risks as opportunities and 

empower staff at all levels of the organization. And most importantly, a transformational 

leader is a master at managing change – one who has sort of a magical ability to commit 

people to action, and convert followers into leaders. 

 

From the perspective of Eastern civilization, emotions and rational thinking are not 

considered separate. For instance there is only one symbol for mind and heart in Chinese 

and the Buddhists have one word for mind and heart “citta”. This perspective creates 

paths to the unconscious that also create a very different reality of emotional experience 

and how it affects us. 

 
The five Criteria for Transformational leadership: (Bass and Avolia – The 

implications of transactional and transformational leadership for individual, team and 

organizational development – Research in organizational change and development, 1990) 

 

1. Challenging the Process. Leaders search for opportunities to change the 

status quo. They look for innovative ways to improve the organization. In doing 

so, they experiment and take risks. And because leaders know that risk taking 

involves mistakes and failures, they accept the inevitable disappointments as 

learning opportunities. 

 

2. Inspiring a Shared Vision. Leaders passionately believe that they can make a 

difference. They envision the future, creating an ideal and unique image of what 

the organization can become. Through their magnetism and quiet persuasion, 

leaders enlist others in their dreams. They breathe life into their visions and get 

people to see exciting possibilities for the future. 

 

3. Enabling Others to Act. Leaders foster collaboration and build spirited teams. 

They actively involve others. Leaders understand that mutual respect is what 

sustains extraordinary efforts; they strive to create an atmosphere of trust and 

human dignity. They strengthen others, making each person feel capable and 

powerful. 

 

4. Modeling the Way. Leaders establish principles concerning the way 

constituents, colleagues, and customers should be treated and the way goals 

should be pursued. They create standards of excellence and then set an example 

for others to follow. Because the prospect of complex change can overwhelm 

people and stifle action, they set interim goals so that people can achieve small 

wins as they work toward larger objectives. They unravel bureaucracy when it 

impedes action; they put up signposts when people are unsure of where to go or 

how to get there; and they create opportunities for victory. 

 

5. Encouraging the Heart. Accomplishing extraordinary things in organizations 

is hard work. To keep hope and determination alive, leaders recognize 

contributions that individuals make. In every winning team, the members need to 
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share in the rewards of their efforts, so leaders celebrate accomplishments. They 

make people feel like heroes. 

 

 

Quantifying the impact of emotions 
 
Common wisdom holds that employees who feel upbeat will likely go the extra mile to 

please customers and therefore improve the bottom line. Quantifying the effect has 

generally been difficult. However, there is actually a logarithmic function that predicts 

that relationship: For every 1 percent improvement in the service climate, there’s a 2 

percent increase in revenue (Lyle Spencer’s paper presented at the meeting of the 

Consortium for Research on Emotional Intelligence in Organizations – Cambridge, Mass. 

April 2001).  

 

According to D. Goleman and his associates (PRIMAL LEADERSHIP – LEARNING HOW TO 

LEAD WITH EMOTIONAL INTELLIGENCE – Daniel Goleman, Richard Boyatzis, Annie 

McKee, 2002), social climate at work accounts for 20 to 30 percent of business 

performance and 50 to 70 percent of how employees perceive their organization’s climate 

can be traced to the actions of one person: the leader. More than anyone else, the leader 

creates the conditions that directly determine people’s ability to work well. 

 

A leader’s primal emotional impact manifests itself in many ways: Leaders give praise or 

withhold it, criticize well or destructively, offer support or turn a blind eye to people’s 

needs. They can frame the group’s mission in ways that give more meaning to each 

person’s contribution – or not. They can guide in ways that give people a sense of clarity 

and direction in their work and that encourage flexibility, setting people free to use their 

best sense of how to get the job done.  

 

How does emotional intelligence enable leaders to accomplish his or her fundamental 

tasks? Each of the 4 domains of emotional intelligence – self-awareness, self-

management, social awareness, and relationship management – adds a crucial set of 

skills. However, Self-awareness is both the most overlooked and yet the most 

fundamental dimension: Without recognizing our own emotions, we will be poor at 

managing them, and less able to understand them in others. Self-aware leaders are 

attuned to their inner signals. Self-awareness also plays a crucial role in empathy and 

sensing how someone else sees a situation. 

 

 

Emotional Intelligence and HorsEcutive 
 

If emotions play a so crucial part in human relations, how can we become more familiar 

with our own emotions? Unless we decide to consult a psychoanalyst, which is of course 

a totally different approach, learning to interact with horses helps us familiarize with our 

reaction patterns. In the HorsEcutive Program we train our emotions and simultaneously 

enhance self-awareness of how we tend to react under stress. 

 

This interaction happens without judges. Gone is the all-human obsession of being 

scrutinized and evaluated, gone is the need to use the masks we humans often feel 

ourselves obliged to wear, to protect ourselves from being judged negatively. In the 

interaction with the horse we learn to draw on the vastly unutilized potential of our 

genuine emotions, thus improving our ability to: 

 

 Improvise  

 Innovate  

 Listen  
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 Inspire 

 

HorsEcutive hinges upon the value of the Metaphor; that is the metaphor inherent in 

carrying out a number of exercises with one or more horses that are free in a paddock. 

Both the human and the horses are free in this area. As the program has nothing to do 

with horse riding and one can go through the entire program virtually without touching a 

horse, this means that anyone can participate. 

 


