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MANAGING EMOTIONS: EMOTIONAL LABOR OR EMOTIONAL ENRICHMENT
ABSTRACT

Concept of ‘emotional labor’ has undergone many transformations since Hochschild (1983)
described it. Researchers have broadened its scope by including emotion management by
professionals in different roles, exploring its positive or beneficial aspects, and studying the
contingency factors influencing the process of emotion management. In this paper we attempt to
relate both positive and negative aspects of emotion management by exploring factors that may
affect the outcomes. Self selection into the role which involves emotion work is identified as the
key factor which determines whether it will be perceived as positive or negative, thus influencing
the outcome of emotion work. Concept of “emotional enrichment” is introduced to describe a
process diametrically opposite to “emotional labor”, resulting from job satisfaction and personal
accomplishment, leading to physical, emotional and psychological well being. The two aspects
of the consequences of emotion work and the antecedents and moderating factors are represented

in a comprehensive model.



MANAGING EMOTIONS: EMOTIONAL LABOR OR EMOTIONAL ENRICHMENT

INTRODUCTION

In 1983, Hochschild introduced and described the concept of emotional labor when the
management, driven by the profit motive, tries to ‘manage’ the emotional expression of the
employees. Occupational role generates expectations on the part of the person to behave in a
certain manner/ display certain emotions, termed as ‘display rules’ (Ekman, 1973; Rafaeli and
Sutton, 1989). Morris and Feldman (1996, pp 987) define emotional labor as “effort, planning
and control needed to express organizationally desired emotions during interpersonal
interactions.” Emotional labor is characterized by (a) face to face or voice to voice interaction,
(b) attempt to influence other person’s behavior, emotions or attitudes and (3) expression of
emotions has to follow certain rules (Hochschild, 1983; Morris and Feldman, 1996; Zapf, 2002).
It involves regulation/management of emotional display by the individual (Hochschild, 1983;

Morris and Feldman, 1996).

With the rise of the service sector, increasing number of employees are involved in face to face
and voice to voice interaction with the client and in these occupations, expression of appropriate
emotions during the interaction is a job requirement, implicitly or explicitly (Igo and Totterdell,
2007; Zapf, 2002). Researchers have broadened the scope of emotion work to include emotion
management by professionals, to satisfy customer expectations, even in absence of any
institutional pressures like in medical practice (Larsen and Yao, 2005) and have also included
non-relational task oriented jobs (Tolich, 1993). Expectations regarding the emotional display
may vary, depending upon the occupational context, the type of service, and the personal needs

of the customers (Zeithaml, Parasuraman and Berry, 1990). For example, the expectations



arising from doctor-patient relationship, essentially a long term one, will vary drastically from
those from a brief one off relationship between an employee and a client in a call center (Dollard,

Dormann, Boyd, Winefield, & Winefield, 2003).

Hochschild (1983) introduced the term ‘emotional labor’ to signify ‘managing one’s emotions’
as a job requirement, positing that it can result in emotional dissonance and can have
psychological consequences like low self esteem and psychosexual effects. Since then many
studies have provided evidence that emotion work can have psychological consequences like
depression and burnout (See for example, Agervold, 2009; Brotheridge and Lee, 2003; Pugliesi,
1999;). However, other researchers like Wouters (1989) consider the harmful effects of emotion
work to be only one side of the coin, positing that it can result in favorable outcomes for the
organizations as well as individual, like predictability in behavior (Ashforth and Humphrey,
1993), and job satisfaction (Adelmann,1995; Morris and Feldman,1997; Schmutte, 1999, q.v.
Zapf, 2002; Wharton,1993). Thus emotion work may act as a double edged sword facilitating
performance and satisfaction on one hand or causing psychological dissonance and morbidities
on the other (Ashforth and Humphrey, 1993; Zapf, 2002). As emotional labor carries a negative
connotation, in this paper we will use the term ‘emotion work’ (Zapf, 2002) to signify that

emotion management may result in both, negative and positive outcomes.

We attempt to bring the two sides of the coin together, exploring the contingent factors which
may lead to negative or positive consequences of emotion work. We argue that if an individual
has chosen a profession requiring emotion management, for example a physician choosing a
clinical branch, then he/she will be self motivated and willing to perform emotion work,
volunteering to manage the emotional aspect, and to build an empathetic relationship with the

customer/patient, making virtue of necessity. In this case, rather than experiencing emotional



dissonance resulting in burnout, the employee will experience job satisfaction, increasing his/her
overall wellbeing. This will not classify as emotional ‘labor’, which is a term predominantly
associated with negative consequences. To capture the intensity and significance of such positive
impact, we labeled the process as ‘emotional enrichment’, to signify a concept diametrically
opposite to emotional labor. On the other hand if the emotion work is forced on the
employee/professional, then it may result in emotional dissonance, stress and burnout (Van

Maanen and Kunda, 1989).

The structure of the paper is as follows. First we take an overview of the literature on emotion
work exploring both, the negative and the positive consequences of emotion work, the
conceptual and the empirical support for the two outcomes in the literature. Then we look at the
contingent factors influencing the two outcomes, with a special reference to ‘self selection’ into
the jobs requiring emotion work as an important factor, which has not been explored in the
literature. Further, we proceed to propose an integrated model, and attempt to incorporate the
antecedents to, and the two polar consequences of, emotion work from the extant literature

(Figure 1).

EMOTION LABOR: AN OVERVIEW

Goffman (1959) posited that people follow some rules while interacting socially and in
dramaturgical analysis of face to face interaction, he compared peoples’ behavior in day to day
life with theatrical performances, contending that there may be a gap between emotions
expressed and emotions felt. There are societal norms, organizational rules and culture, client

expectations about ‘an appropriate behavior’, which determine the emotion display in



interpersonal interactions. Ekman (1973) called them ‘display rules’: standards of behavior that
indicate which emotions are appropriate for a given situation and how they should be expressed.
Complying with these display rules, the person performs as an actor to suit various situations
faced by him (Putnam and Mumby, 1993). To display certain emotions which are not
spontaneously felt, an individual may resort to surface or deep acting (Hochschild, 1983).
Surface acting occurs when the person consciously displays a particular expression different
from his inner feelings, realizing and accepting that there is a mismatch between the two (Cote,
2005; Hochschild, 1983). In “deep acting”, on the other hand, he actively indulges in the role,
manages his emotions to actually comply his internal and expressed feelings (Cote, 2005;
Hochschild, 1983). Hochschild (1983) contends that employees resort to both, surface and deep
acting to manage their emotion. But Ashforth and Humphrey (1993) argue that this contention
presumes that the ‘emotion work’ necessarily entails acting, deep or surface. There may be
instances where required emotions are genuinely felt and spontaneously expressed, like a nurse
who expresses sympathy towards an injured person. Ashforth and Humphrey (1993) called this
“automatic emotion regulation”. The fact that these expressions need not be enacted, are
spontaneous and in sync with the display roles, may put in question the qualification of every
emotion work as ‘labor’. Diefendorff, Croyle, and Gosserand (2005) posit that such natural and
spontaneous expression of emotion can be a distinct strategy of performing emotion work and is
based on dispositional and situational characteristics. Igo and Totterdell (2007) in their study on
medical practitioners, demonstrated that automatic emotion regulation was associated with
satisfaction with their patients, decreasing the chances of emotional exhaustion, while both
surface and deep acting involved psychological efforts, leading to emotional exhaustion. Yet

another form of strategy for emotion regulation, described in the literature is “deliberative



dissonance acting” which entails different rules for the display of emotions and for inner
feelings, for example a detective who feigns an emotional outburst externally, while remaining
calm inside, to trap the criminal, thus performing emotion work to attain a professionally desired
outcome (Zapf, 2002). Briner (1999) called this tendency to maintain a particular emotional

display while feeling differently, a special type of ‘professionalism’.

Hochschild (1983) coined the term “emotional labor” in “The Managed Heart”, to explain the
implicit coerciveness on the part of management to manipulate the employees’ emotions for
profit purpose and use of employees’ emotions as a commodity. It represents an essentially
negative and forced aspect of service work. Since then many authors (For example Brotheridge
and Grandey, 2002, Dollard et al, 2003; Lewig and Dollard, 2003; Pugliesi, 1999; Van Maanen
and Kunda, 1989) have described this dark side of emotion management leading to emotional
dissonance, stress and burnout. However, studies on the negative aspects of emotion work have
shown equivocal results, for example, Adelmann (1989), g.v. Morris and Feldman, (1996) found
that high emotional work resulted in poor health, lesser job satisfaction and lower self esteem in

one study but not in the other.

Authors like Wouters (1989) posit that ‘labor’ or the ‘cost perspective’ of emotion management
is only a partial picture of the whole. The focus on emotion management in fleeting, short term
interactions like in flight attendants cannot bring out the depth and breadth of emotional labor as
compared to the jobs which involve humanistic roles like nursing (Darbyshire, 1990).
Occupations, like those involving human service work, may offer the potential for emotion work
to be performed spontaneously and willingly, out of concern for the client and not just because of

role requirements by the management for profit motive (Ashforth & Humphrey, 1993; Morris &



Feldman, 1996). Emotion work, in these instances, may involve automatic emotion regulation

(Ashforth and Humphrey, 1993), which may not qualify as ‘labor’.

Conrad and Witte (1994) and Tolich (1993) have looked at the positive side of emotion
management and the psychological and physiological benefit accruing out of it. Ashforth and
Humphrey (1993) contend that emotional labor produces more predictability in interpersonal
relationships reducing the stress. It also helps the employees to psychologically distance
themselves from distress and think logically and rationally (Ashforth and Humphrey, 1993); and

increases job satisfaction (Wharton, 1993).

Scholars have also explored the role of contingent factors moderating the effect of emotion
management; for example, the dimensions of emotional labor like frequency, variety,
attentiveness and duration; job autonomy; and social support. These aspects will be dealt with in
the section ‘contingent factors’. First we compare the two opposing yet complementary views on

consequences of emotion work, presenting arguments for the two schools of thought.

EMOTIONAL LABOR: VICE OR VIRTUE

Positive aspects of emotion management

Emotion work makes the outcomes of the interactions predictable, reducing the stress and
uncertainty associated with the tasks involving the interaction (Ashforth and Humphrey, 1993). It
also helps to build trust in the organization, thus, strengthening the relationships within the
organization and between the organization and customers, a critical aspect in service industries
(Ashforth & Humphrey, 1993; Nerdinger, 1994, g.v. Zapf and Holz, 2006). Emotion work may
also influence the behavior of the client positively, enhancing the organizational performance
(Zapf, 2002). Grandey, Fisk, Mattila, Jansen and Sideman (2005) demonstrated that perception
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of authenticity in an emotional display enhanced the customer satisfaction. Further, emotion
work may serve as a secondary task, facilitating another primary task, for example, soothing
words by a nurse, while she performs a wound dressing of a child, will decrease the anxiety of
the child and facilitate the primary task of wound dressing. Strauss, Farahaugh, Suczek and
Weiner (1980) g.v. Zapf (2002), who carried out their research on emotion work in hospitals,
where the primary task was the diagnosis and treatment of patients, call this aspect of emotion

work facilitating another primary task as ‘sentimental work’.

Apart from facilitating the performance of the task and the organizational level benefits
described above, an important aspect of emotion work is the benefits at the personal level. Sass
(2000) argues that unlike the inauthentic context of airlines studied by Hochschild, if the context
of emotional regulation involves genuine voluntary and spontaneous emotion work, like in
nursing home care takers, then the positive affective inputs from the work can lead to job
satisfaction. Igo and Totterdell (2007) demonstrated that in medical practitioners, automatic
emotional regulation was associated with satisfaction with the patient. The positive correlation
between emotion work and job satisfaction has also been established in various other
occupational contexts as in table servers (Adelmann, 1995), and banking employees (Schmultte,
1999, q.v. Zapf, 2002). Schuler and Sypher (2000), in their study on 911 emergency call center
found that workers seek emotional labor and they considered it to be fun and rewarding.
Wharton’s (1993) study in a bank and teaching hospital also failed to support Hochschild’s

contention and rather found emotional labor to be positively related to job satisfaction.



Scholars have demonstrated the link between specific aspects of emotion work and positive
outcomes. For example, Morris and Feldman (1997) found a positive correlation between the
frequency of emotion work and job satisfaction. Similarly, Schmutte (1999, g.v. Zapf, 2002)
found positive association between ‘expressing positive emotions’ and job satisfaction. Studies
have also established the positive relationship between emotion work and personal
accomplishment (Kruml and Geddes, 2000). The positive aspects like job satisfaction and
personal accomplishment arising out of the emotion regulation may lead to increase in the
overall well being resulting in possible health benefits, rather than being detrimental to health

(Cote, 2005; Rafaeli and Sutton, 1989; Igo and Totterdell, 2007).

Positive feedback

The health benefits due to sense of accomplishment and job satisfaction from emotion work may
accrue even if the positive emotions are not genuine and feigned (Conrad and Witte, 1994).There
exist evidence that feigning positive emotions actually accentuates the feeling of positive
emotions. That is, a person having phony smiles may end up having true smiles (Zapf, 2002).
Strack, Stepper, and Martin (1988), in an experiment demonstrated that a group of participants
whose facial muscles for laughing were stimulated, found a movie funnier than the other group
in whom these muscles were inhibited. This could be explained by facial feedback hypothesis
which states that subjective feelings can be initiated and affected by facial expressions through
physiological feedback (Adelmann, 1995).

Cote (2005) argues that emotion work is an interactive process and hence studying intra-
individual factors alone misses out the relational dimension of the phenomenon. According to

Cote’s social interaction model, the clients’ response to the emotion work itself influences the
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individual’s own behavior, emotional effort, job satisfaction and well being. Studies have shown
that despite involving emotional effort, positive emotions are associated with lower strain (Cote
and Morgan, 2002). Mere display of positive emotions may invoke desired responses in the
interaction which may then foster the development of true feelings in the actor (Zapf, 2002). This
might also be explained by positive feedback loops, or social exchange theories (Buunk &

Schaufeli, 1999).

The above contention can be exemplified by conceptualizing a physician who initially feigns
empathetic relationship with the patient, derives job satisfaction from the emotion work,
eventually ‘learns’ in the process and over time it becomes automatic emotional regulation,
though the method initially adopted by him/her may fit the description of superficial or deep
acting as posited by Hochschild (1983). The prime purpose of the efforts towards this direction is
for optimal treatment outcomes. But he/she values the professional satisfaction derived when a
combination of emotion and cognition goes into the treatment. The feeling of satisfaction spill
over into his/her personal lives as well, thus enhancing the overall feeling of wellbeing. This in
turn acts an additional positive reinforcement. This situation, where the desired emotion is
experienced and expressed spontaneously, effortlessly and in an automatic mode, without
conscious attention to what is being expressed, is conceptualized as ‘emotional harmony’
(Rafaeli and Sutton, 1989). The emotional harmony of positive nature links the cognitive and
affective aspects of the care giving and results in the feeling of job satisfaction and personal

accomplishment (Rafaeli and Sutton, 1989).

This highly positive aspect of emotion work by professionals such as those involved in medical

care has not been comprehensively conceptualized in the extant literature on the positive aspects
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of emotional labor. To capture the intensity and significance of such positive impact, we labeled
the concept as ‘emotional enrichment’, to signify a process diametrically opposite to emotional
labor. While the former leads to well being, the latter is associated with emotional dissonance

and burnout.

Negative Aspects of emotional labor:

Emotion work can lead to emotion dissonance and burnout (Pugliesi, 1999). ‘Emotion
dissonance’ occurs when a person is required to express emotions which are not genuinely felt
and it is ‘the’ factor which is implicated by researchers as a primary cause of negative effects of
emotion work (Hochschild, 1983; Zapf, 2002). It has been extensively explored in the emotional
labor literature (Agerwold, 2009; Abraham 1998; Brotheridge and Lee, 2003; Hoppa,
Rohrmann, Zapf, and Hodapp, 2009) but has been conceptualized differently by different
scholars: as a dimension of emotional labor (Morris and Feldman, 1996); as a dependent variable
arising out of emotion work (Adelman, 1995) and as an environmental variable (Zapf, Vogt,

Seifert, Mertini, and Isic, 1999)

Deep acting, in particular, can cause a dissonance between their ‘true self’ and their ‘expressive
self’ (Ashforth and Humphrey, 1993). This estrangement results in a feeling of ‘being phony’,
hypocritical, and disconnectedness from self, leading to cynicism, low self esteem, and
depression (Zapf, 2002). These effects can have physiological effects on the employee including
psychological (Pugliesi, 1999) and psycho-sexual affects (Hochschild, 1983). Van Maanen and
Kunda (1989), concurring with Hochschild, believe that the discordance between what one feels
and what is displayed, and suppression of one’s true feelings can result in physical illnesses,

emotional numbness and burnout. Lewig and Dollard (2003) demonstrated that emotional
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dissonance led to greater job stress and decreased job satisfaction in call center workers. Noe
(1995, q.v. Shuler and Sypher, 2000) found that “emotional labor’ by emergency medical

technicians resulted in problems in their other relationships too.

The detrimental affective consequences of emotional labor can lead to stress and burnout as
described by Montgomery, Panagopolou, Wildt, & Meenks (2006) in their study on Greek health
care professionals. Burnout consists of emotional exhaustion, depersonalization of individuals
and feelings of low personal accomplishment (Maslach and Jackson, 1986). Emotional labor can
lead to burnout when the stressors are unavoidable and the sources of relief and job satisfaction

are unavailable (Brotheridge and Grandey, 2002).

CONTINGENT FACTORS

Studies have shown that many contingent factors affect the consequences of emotional labor. In

this section we take a look at those factors which can determine the outcome.

Self selection

According to social identity theory, a person with a predominant social identity is more likely to
confirm to display rules rather than a person with a predominantly personal identity (Ashforth
and Humphrey, 1993). Further, on the basis of person—environment fit theory (Caplan, 1983) and
dispositional approach to attitudes (Arvey, Bouchard, Segal, & Abraham, 1989), it can be posited
that certain group of people may self select into jobs requiring emotion management and that
they may be more likely to enjoy and seek emotion work, and experience the positive
consequences of emotion management (Ashforth and Humphrey, 1993; Morris and Feldman,

1996).
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According to the framework by Super, Savickas, & Super (1996) self concept concerning the
domain of occupation is a determining factor in the career choice by adolescents. But the studies
have shown that other institutional influences like those from the parents and the school are also
important determinants of career choice (Noack, Kracke, Gniewosz, and Dietrich, 2010).
Further, studies in children have shown that though there is some correlation between interest
and perceived competence (the child is interested in what he is competent at), there is little
relation between the occupational aspirations and both, interests and competence (Primé, Nota,
Ferrari, Palladino Schultheiss, Soresi, and Tracey, 2010). Hence it can be inferred that though
self concept, interests and competence may drive the career choice in some cases (self selection),
there may be situations where the choice of the occupation is under external influence (forced
selection). Further the occupation may have been chosen without contemplating the nature of the
work involved (Such cases will also be like forced selection). These concepts can be transposed
to the choice of occupations requiring emotion work and it can be conceived that there may be a
difference in the perception of emotion work depending upon whether the employee has been

forced or has self selected into the job.

For example, it is reasonable to believe that ‘service’ driven physicians and nurses, self select
into those professions which require emotion work, and seek emotional bonding with the
patients. Further, deriving from the social interaction model (Cote, 2005) described above, those
who initially feign empathetic relationship by performing emotion work may also experience
greater satisfaction in their professional roles once they start relating to the patients, and then
they too start valuing empathetic relationships with the patients and eventually ‘seek’ emotion

work.
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Emotional intelligence, consisting of the components of self awareness, self-regulation,
motivation, social skills and empathy (Goleman, 2006), is an important factor that may influence
(1) the self concept of the individual, hence the occupation choice; (2) the effort involved in
emotion work and (3) the perception of emotion work as positive or negative (McQueen, 2004).
Though few studies have related emotional intelligence to emotional labor, scholars have posited
that certain aspects of emotional intelligence like being self aware, ability to understand other
person’s perspectives and to engage in cooperative work may directly facilitate emotion work

(McQueen, 2004)

Other individual factors like personality also presumably play a crucial role in choice of
professions that entail emotion work (Zapf, 2002). The ‘self selection’ considerably, if not
wholly, factors in the individual variables, which are important in perception and performance of

emotion work.

This leads us to the proposition that

Proposition 1: Persons whose social identity relates with the jobs requiring emotion work are

more likely to self-select themselves into such jobs.

External control

An implied concept in the emotional ‘labor’ literature is that it is a coerced form of emotional
expression; that the ‘control’ of emotion regulation lies with the management/organizations
which are driven by profit motive, and that it is occurring without the voluntary involvement of
the employee (Hochschild, 1983). The organizations may ensure compliance with specific
display rules explicitly, as a part of their job description or implicitly, as a part of organization
culture (Zapf, 2002). In human service professions organizations don’t have specific policies on
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emotion regulation but the societal norms and customer expectations exist as professional ethos,
which shape the professional’s behavior (Zapf, 2002; Rafaeli and Sutton, 1989). In both the
cases, whether the control is exercised by the organization or by the clients (or societal
expectations), the employee perceives the source of control of emotion display as ‘external’. This
IS in contrast to the employee who self selects into the job and is self motivated to perform
emotion work. Another aspect of control of emotion display which can affect perception of
emotion work and its effects is the ‘monitoring’ by the employer. Some employers entrust the
responsibility of monitoring the employee’s emotional display on supervisors, as evident in Van
Maanen and Kunda’s study on Disney (1989) and in Tolich’s study on supermarket clerks. It can
be implied that if monitoring is done directly by supervisors rather than implicitly through
organizational culture, or by customer expectations, the employee may feel that the enforcement

of display rules as more coercive, and hence may accentuate the emotional dissonance.

When the employee feels that his emotional displays are controlled by external factors, rather
than being a voluntary or spontaneous activity then he might perceive emotion work as
forced/coercive leading to emotional dissonance and eventually to burnout (Grandey and

Diamond, 2010).

The discussion on positive and negative effects of emotion work and on self selection leads us to

the propositions that:

Proposition 2: Employees/professionals who self select into the jobs that require emotion work
experience increased emotional harmony. Emotional harmony then leads to greater job

satisfaction which in turn enhances the well being.
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Proposition 3: Employees/professionals who are forced into the jobs requiring emotion work
experience the negative effects of the emotion regulation, leading to emotion dissociation, which

in turn leads to burnout.
Perceived Job Autonomy

As per Hackman & Oldham (1975), job autonomy is “the degree to which an employee has
freedom, independence, and discretion in carrying out the tasks of the job”.* The labeling of
emotion work as emotional ‘labor’ implicitly indicates that the person requiring to display
certain emotion has no control over the role or the display rules, and hence has less job autonomy
Empirical research has shown that the perception of autonomy in their roles decreases the
harmful effects and increases job satisfaction in the employees performing emotion work
(Grandey and Diamond, 2010). Erickson (1991) found that autonomy in the job tends to
mitigate the harmful effects of emotional labor. Importance of autonomy was also highlighted by
Lopez (2006) who noted that when the nursing home provided more autonomy to their health
care providers, the employees perceived emotion work positively, and he labeled it as “organized
emotional care”. In comparison, in the nursing homes with authoritative display rules, the
employees perceived emotion work as negative and Lopez (2006) labeled it as “emotional
labor”. Former was more voluntary and led to job satisfaction while later was non voluntary
compliance and led to stress. It can be derived from Sass (2000), that a person, who self selects
into a job requiring emotion regulation, is likely to experience greater autonomy and seek this

aspect of service work. This leads us to propose that

YIn this paper we relate perceived job autonomy to the autonomy in performing tasks involved in the role, for
example though the control of the emotional display may be external, the employee has the freedom to perform
tasks involved like the length of the smile, duration of the eye contact or other aspects in which the emotional
display is expressed.
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Proposition 4 A: Perceived autonomy in the jobs which require emotion work increases job
satisfaction, in the employees/professionals who self select into such occupations. Increased job

satisfaction in turn enhances the well being.

Proposition 4 B: Perceived autonomy in the jobs which require emotion work decreases the
chances of emotional dissonance in the employees/professionals who are forced into such

occupations. Lesser emotional dissonance in turn prevents burnout in the employee.

Social support

Another factor that mitigates the harmful effects of emotion labor is social support (Zapf, 2002).
Abraham (1998) showed that the negative relation between emotion dissonance and job
satisfaction held only in the cases where social support was low. Montgomery et al (2006) also
established that work life balance moderated the relation between emotional labor and burnout.
Schmutte (1999, q.v. Zapf, 2002) demonstrated that social support negatively moderated the
relationship between emotion dissonance and emotion exhaustion. Similarly, Seifert et al (1999,
g.v. Zapf, 2002) also showed that social support decreased the likelihood of depersonalization

due to emotional dissonance. Hence we propose that

Proposition 5: Social support negatively moderates the relation between emotional dissonance

and burnout in the employees/professionals who are forced into jobs requiring emotion work.

Dimensions of emotion work: frequency, variety, attentiveness and intensity

Dimensions of emotion work itself: frequency, attentiveness and duration, variety and intensity

also influence the outcome of emotion work (Morris and Feldman, 1996).
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Frequency of interactions requiring emotion work has been the most studied aspect of the
dimensions with authors positing that greater the frequency of required emotional display, higher
are the chances of emotional dissonance and burnout (Hochschild, 1983). Higher is the
frequency of emotional display required, higher is the effort involved in emotional work (Zapf,
2002). Hence we can posit that frequency negatively moderates the relationship between emotion
work and job satisfaction and; that it positively moderates the relationship between emotional

dissonance and burnout.

Attentiveness (Morris and Feldman, 1996) and duration (Rafaeli, 1989 a) of emotional display
may also determine the effort required to perform the role. While short displays of emotion are
more likely to be scripted and require little emotional efforts on the part of the employee, for
example in a case of a telemarketer attending a call, long displays, on the other hand, like in
care-giving occupations such as nursing, are more likely to be unscripted (Rafaeli, 1989b). The
roles which require prolonged interpersonal contacts entail greater emotional efforts (Morris and
Feldman, 1996) and hence can accentuate the harmful effects of emotion work leading to
emotion dissonance and burnout in those employees who are forced into the jobs that require
emotion work. Duration could affect the positive outcome like job satisfaction as well. For
example, a nurse who derives job satisfaction from her care giving role may seek to build
empathetic relationship with the resident, and she may require a prolonged contact with the
resident to achieve the objective. The short duration of interpersonal contact, in this case will
inhibit the formation of an empathetic relationship and hence, it will negatively moderate the
relation between emotion work and job satisfaction. Grandey and Diamond (2010) differentiate
between two types of interactions: ‘encounters’ and ‘relationships’, with the former referring to

short scripted displays involving different customers like by telemarketers and the latter
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associated with long term relationship and repeated interactions with a particular client for
example a doctor-patient relationship. They posit that ‘relationship’ type of interactions are

associated with positive outcomes such as well being.

While the roles of flight attendant require uni-dimensional emotional display, a caregiver or a
teacher may be required to express a broad range of emotions; ranging from joy (sharing a
positive moment with a resident) to sympathy (for a resident who is sick), to disapproval
(resident not compliant with the medical advice) (Saas, 2000). Greater variety of emotional
displays entails more efforts to comply with changing display roles (Ashforth and Humphrey,
1993; Zapf, 2002). Frequent shifts in the emotions displayed over a limited period of time
require more effort, planning and anticipation, thus aggravating the ‘labor’ in the emotion work
(Ashforth and Humphrey, 1993), leading to increased emotional dissonance and decreased job
satisfaction. Hence we can posit that increased variety of emotion display will negatively
moderate the relation between emotion work and job satisfaction in those who self select into the
jobs requiring emotion work. On the other hand, variety of emotion display will positively
moderate the relation between emotion work and emotion dissonance in those who are forced

into the professions requiring emotion work.

Intensity of an emotional display means how strongly an emotion should be expressed and it has
been argued that more intense emotional display requires greater emotional effort and hence
potentially can cause greater emotional dissonance (Morris and Feldman, 1996; Zapf, 2002).
Analogically, it can be posited that greater the intensity of emotion display required, greater is

the effort involved in emotion work and hence lesser is the job satisfaction derived from the role.
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Hence we propose that:

Proposition 6 A: Decreased duration of interpersonal contact negatively moderates the
beneficial effect of emotion work on job satisfaction in those employees/professionals who self

select into the jobs requiring emotion work.

Proposition 6 B Increased frequency, variety and intensity of emotional displays, negatively
moderate the relationship between emotion work and job satisfaction in those

employees/professionals who self select into the jobs requiring emotion work.

Proposition 7 A: Prolonged interpersonal contacts positively moderate/accentuate the harmful
effects of emotion work leading to emotional dissonance in those employees/professionals who

are forced into the jobs that require emotion work.

Proposition 7 B: Increased frequency, variety and intensity of emotional displays, positively
moderate/accentuate the harmful effects of emotion work leading to emotional dissonance in

those employees/professionals who are forced into the jobs that require emotion work.

On the basis of above discussion we build a model (figure 1) incorporating the two outcomes of
emotion work and the antecedent factors affecting the same. A brief description of the model is

given below.

Employees who self select into the professions that require emotion work, for example a nurse

driven by service intention, are self motivated to indulge in emotion management. They derive
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professional satisfaction from emotion work and this acts as a strong positive reinforcement for
them to “learn” and involve themselves more, leading to harmony between felt and expressed
emotions. The sense of job satisfaction and personal achievement overflows from the job to their
personal domains, increasing their sense of well being. This represents the “emotional
enrichment” process path. However, autonomy in their roles as professional is a crucial factor for
this positive outcome aspect (emotional enrichment) of emotion work. Limited interpersonal
contact inhibits the employee who seeks emotional labor and may mitigate the positive effect of
the emotion work for example due to work overload (as in some public hospitals). Similarly
increased frequency, intensity and variety of emotion display required negatively moderates the
positive benefits like emotional harmony and job satisfaction derived from emotion work, in the

employees who seek emotion labor and self select into the jobs requiring emotion work.

On the other hand, employees who did not self select to the profession requiring emotion work,
perceive the control of emotional labor to be external (by organizations or by customers), and are
more likely to experience emotional dissonance and hence burnout, due to emotion work. This
represents the ‘emotional labor” path of the model signifying the negative aspects of emotion
work. Autonomy in their job, however, decreases the perception of emotion work as coerced.
Increased frequency of interpersonal contact, increased attentiveness and intensity, and wider
variety of emotional displays required in the job entail greater emotional efforts, and in the face
of forced positioning in the role, they accentuate the harmful effects of emotion work. Social

support mitigates the relationship between emotional dissonance and burnout.

CONCLUSION
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While the literature provides evidence for both the aspects of emotion work, positive and
negative, the studies in this domain have looked primarily at one of the aspects, either positive or
negative, with a predominance of negative consequences like emotional dissonance, emotional
exhaustion and burnout (Igo and Totterdell, 2007; Shuler and Sypher, 2000). The research has
been inconsistent on the positive side of emotion work (Zapf and Holz, 2006). Further only few
studies have tried to integrate both the aspects into a single model (See for example: Lopez,
2006; Weir and Waddington, 2008; Zapf and Holz, 2006). It is posited that expression of positive
emotions (Zapf and Holz, 2006) and voluntary involvement in caring jobs (Lopez, 2006) leads to
feeling of job accomplishment and job satisfaction, and hence results in positive effects of
emotional labor. Lopez (2006) for example posits that in the roles of care givers management
practices affected the ‘perception’ of emotion labor by the care giver, and those who perceived
that they had sufficient autonomy in their roles “perceived” emotion work as positive and this
led to job satisfaction. On the other hand those care givers who didn’t have sufficient autonomy
“perceived” emotion work as negative. Thus, though two employees may be involved in a
similar occupation, say care giving, it is the ‘perception’ of the emotion work by the employee
which may be the critical factor in determining whether the work results in positive or negative

consequences.

We considered an important factor which has not attracted much attention in the literature and
that is the ‘self selection’ into the profession which requires emotion work. The fact that the job
was taken up voluntarily, and not due to institutional pressures (for example family and peers),
may be a significant factor which can affect the perception of the emotion work by the person

who is performing the role. Further we explored the other factors affecting the outcome of
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emotion labor: autonomy, dimensions of emotion work namely frequency, variety, duration and

intensity, and social support.

Self selection into the role which requires emotion work is the central factor considered in the
model where we attempt to integrate the two aspects of emotion labor, both positive and negative
into one theoretical model. Negative aspect is qualified as “emotional labor” leading to
emotional dissonance and burnout. Positive aspect is labeled as “emotional enrichment” to
signify diametrically opposite effects, leading to favorable outcomes like emotional harmony,
and job satisfaction. Moreover, when the professional empathizes with the clients, it leads to
positive affects for the professional themselves and also improves the outcome of interaction,
thus acting as a virtuous cycle. Emotion work, hence, can lead to well being, from the sense of
personal achievement in the professional and in personal life. The outcome may also depend
upon several other contingent factors like the context of the profession requiring emotional
regulation, workload (time available), and the frequency and variety of emotional displays
required. Deriving from the theoretical and empirical studies from the extant literature on the
domain of emotion work, we attempt to intertwine in the model, other factors like autonomy and
social support along with the dimensions of emotion work, namely frequency, duration, variety

and intensity.

An important implication which emerges from this paper is that organizations and institutions,
particularly educational institutions, should facilitate self selection into the roles, based on the
self concept, interests and competence. This would enhance the positive affective consequences
of those engaged in emotion work once they self select into such jobs and prevent the forced
selection into these jobs which increases the risk of emotional dissociation and burnout. The

paper reiterates the significance of autonomy to the practicing professional which is one of the
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most important actionable factors enhancing the positive outcomes and preventing the negative
consequences of emotion regulation. Further, importance of job enrichment and design to

facilitate development of meaningful professional-client relationship is also emphasized.
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Figurel. Emotional regulation may lead to emotional labor as well as emotional enrichment
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