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“…the experience of work is saturated with feeling.”  
                  (Ashforth & Humphrey, 1993, p. 98)  
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Presenter
Presentation Notes
Importance of this topicThought exercise:In the last week or so of work, think about the difference emotions you have felt.Make a Positive and Negative two column and list them be as accurate and nuanced as you can.Show of hands – positive – how many listed 1-3; 4-6; 7-9 – negative? 1-3; 4-6; 7-9



Roadmap for 
today 
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• What is emotional labor and what 
do we know about it? 

 
• What can we do with it? 

• Individually 
• Organizationally 

 



To be effective in my job, I must: 

• Try to act excited, enthusiastic, proud, or determined. 
• Act cheerful and sociable. 
• Act interested or attentive to another person. 
• To make a good impression on others (e.g., bosses, co-workers, 

customers, etc.), I must try to act excited, enthusiastic, proud, 
or determined. 
 (1) almost never occurs  

(2) seldom occurs  
(3) occasionally occurs  
(4) occurs frequently  
(5) occurs very frequently” 
 

(1) is very brief (< 5 minutes)  
(2) is brief (> 5 min., < 15 min.) 
(3) occurs for a lengthy interval (> 15 min., < 

1 hour) 
(4) is fairly continuous (> 1 hour, < full shift) 
(5)  is continuous (lasts full shift) 

4 

Presenter
Presentation Notes
Schaubroeck, J., & Jones, J. R. (2000). Antecedents or workplace emotional labor dimensionsand moderators of their effects on physical symptoms. Journal of OrganizationalBehavior, 21, 163–183.



To be effective in my job, I must: 

• Try to suppress how upset or distressed I may feel. 
• Suppress anger and contempt I may feel. 
• Try to pretend I am not upset or distressed. 
• Try to pretend I am not angry or feeling contempt. 

 

“(1) almost never occurs  
(2) seldom occurs  
(3) occasionally occurs  
(4) occurs frequently  
(5) occurs very frequently” 
 

(1) is very brief (< 5 minutes)  
(2) is brief (> 5 min., < 15 min.) 
(3) occurs for a lengthy interval (> 15 min., < 1 

hour) 
(4) is fairly continuous (> 1 hour, < full shift) 
(5) is continuous (lasts full shift)” 
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Presenter
Presentation Notes
Grandey, 2003Based on Brotheridge, C. M., & Lee, R. T. (2003). Development and validation of the emotional labourscale. Journal of Occupational and Organizational Psychology, 76(3), 365–379.http://dx.doi.org/10.1348/096317903769647229.as



In order to do your job effectively, how much 
do you do the following behaviors? 

• Put on an act in order to deal with customers 
in an appropriate way 

• Fake a good mood.  
• Put on a “show” or “performance.” 
• Just pretend to have the emotions I need to 

display for my job. 
• Put on a “mask” in order to display the 

emotions I need for the job. 
 
 

1 = never 
2 = seldom 
3 = sometimes 
4 = often 
5= always 
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How do those emotions relate with your behaviors at work?



In order to do your job effectively, how much 
do you do the following behaviors?  

• Try to actually experience the emotions that 
I must show.  

• Make an effort to actually feel the emotions 
that I need to display toward others.  

• Work hard to feel the emotions that I need 
to show to others. 
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1 = never 
2 = seldom 
3 = sometimes 
4 = often 
5= always 

 

 



Emotional 
Labor 

8 • Display rules: the rules that 
describe the expression or 
suppression of emotions 
 

• Surface acting: when employees 
superficially express the required 
emotions without adjusting their 
inner felt emotions 
 

• Deep acting: when employees 
reappraise a situation to evoke the 
required emotions 
 
 

Presenter
Presentation Notes
The idea that your job expects you to display certain emotions, called display rules. Typically express positive, suppress negative, but not always. Cops, judges, nurses, teachers, librarians.Ideally, we authentically feel what is also expected of us, but obviously this doesn’t always happen. 



Sounds familiar? 
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More harm than good? 

• EL is associated with positive and 
negative outcomes 
 

• Obligatory display rules take a toll 
 

• Faking doesn’t make it! 
 

• Deep acting is less bad, but not a magic 
bullet  
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Job satisfactionEmotional ExhaustionCynicismLower Professional EfficacyThere mere presence of rules and the obligation that job performance requires adhering to them to some extent.And Surface Acting is a good instinct, but pretty conclusively is a big contributor to negative outcomes.Deep Acting is a more effortful regulation strategy. But it may be somewhat more positive. Research is mixed but shows that it is less bad than SA.Burnout findings. 



Should we perform 
emotional labor? 
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What options do we 
have? 
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RQ: How do individual and organizational factors 
differentially predict emotional labor strategies? 
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Emotional Labor 
• Surface Acting 
• Deep Acting 

Individual Factors 
• Emotional Intelligence 
• Dispositional Affect 
  

Organizational Factors 
• Organizational Justice 
• Autonomy 
• Feedback 
• Perceived Organizational 

Support 
  

Presenter
Presentation Notes
So in our study , we set out to address the question of how individual and organizational factors are associated with surface and deep acting.



Study Sample 

n=1861 librarians 
 
f = 1646 (88.4%) 
m = 215 (11.6%) 
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225 

395 385 

528 

328 

18-30 31-40 41-50 51-60 61+ 

Age 

930 

732 

199 

Academic Public Other

Type of Library 
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Presentation Notes
Field is 83% female



Results - Model comparison 
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R2 from Each Model 

Factors Surface Acting Deep Acting 

Individual .208 
z=14.463, 
p<.001 

.040 
z=17.199, 
p<.001 Organizational .138 .013 

Presenter
Presentation Notes
Model ComparisonsComparing the models, then, individual differences explain more variance when compared to organizational variables for both deep  (z=17.199, p<.001) and surface acting  (z=14.463, p<.001) . 2x2 table comparing variance explained (R2) from the analyses We also compared the full surface and full deep models presented above with the full model for both outcomes. This showed that both individual differences and organizational variables added significant contributions in explaining the variance of both surface and deep acting over and above the other category (i.e., a full model of individual differences and organization variables explained significantly more variance in both surface and deep acting than a model with only individual differences or organizational variables alone).



Discussion 

Individual Factors 
• NA positively predicts surface 

acting 
 

• PA, EI, and NA positively predict 
deep acting 
 

 

Organizational Factors 
• Work autonomy and POS 

negatively predicated surface 
acting 
 

• Work autonomy (negatively) and 
feedback (positively) predicted 
deep acting 
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Presenter
Presentation Notes
With individual factors:Librarians with greater EI and positive affect were more likely to report using deep acting strategies; those with greater NA more likely to use surface acting, but also deep acting, which is really good. At least to some extent, NA folks could also turn to DA, which at the end of the day is still the better option over SA.With organizational factors:Work Autonomy and POS negatively predicted surface acting, the more autonomy and support a librarian feels, the less likely they would employ surface acting strategies.Feedback positively predicted deep acting, that is, those librarians who report receiving more feedback from supervisors or the work itself, more likely to turn to to deep acting.One interesting finding was that work autonomy negative predicted deep acting, that is, the greater autonomy the less likely to use deep acting. We feel like that could be because as autonomy increases, so too does the ability to use authentic emotional regulation strategies – no need to either surface or deep act – just be you. You can suspect that highest levels of autonomy are with those highest in the org chart where there is greater freedom to be authentic. 



Individuals 
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Emotional 
Intelligence 
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“The abilities that enable awareness 
of the emotional states of oneself 
and others, and the capacity to 
regulate or use emotions to 
positively affect role performance.” 

Presenter
Presentation Notes
So what is emotional Intelligence? First, it is an intelligence. It’s an ability that we can get better at. It’s NOT a trait – something we born with, hard-wire and difficult to change. Mattingly & Kraiger, (2019) Can emotional intelligence be trained? A meta-analytical investigation. Human Resource Management Review, 29 140-155. doi: https://doi.org/10.1016/j.hrmr.2018.03.002



Perceive and 
express emotions 

Use emotions to 
facilitate thinking 

Understand 
emotions 

Manage emotions 

• Identify emotions accurately in self, in others, in artwork 
• Accurately express emotions 
• Discriminate between accurate and inaccurate expressions 

• Emotions direct attention to important information 
• Assist with judgment and memory, problem solving 
• Encourage consideration of multiple views 

• Label and discriminate between similar emotion terms 
• Understand relationships between events and emotions  
• Understand complex emotions and transitions between 

emotions 

• Engage or detach from feelings based on their usefulness 
• Reflect on emotions in self and others: typical, reasonable? 
• Moderate negative and enhance positive emotions 
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Presenter
Presentation Notes
what it is, why its beneficial, how we get thereOne that has held up well in the literature is the Mayer & Salovey, 1997 model that view EI as abilities in four areas:1. accurately perceiving and expressing emotion2. integrating emotions to the thought process3. understanding the relations between emotions, and between emotions and circumstances, 4. managing emotions to moderate negative and enhance positive; regulating emotionsA person higher in emotional intelligence is expected to move more quickly through the four levels and the abilities within each level, and master more of them.  



The benefits of 
EI 
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• Better social relations 
• High EI is perceived more positively 

by others 
• Better family relationships 
• Better academic achievement 
• Better social relations during work 

performance and in negotiations 
• Increased psychological well-being 

 

Presenter
Presentation Notes
When you can increase your abilities across the 4 branches of Emotional Intelligence, research suggest good things will happen. These are just a few findings from EI research, but let’s talk about more.If I told you I could wave a magic wand and make you the most emotionally intelligent person ever – what kinds of things would improve for you? 



What you can do? 

• Recognize: Improve recognition of your emotions 
 Ask: what am I feeling right now? 
 
• Express: Balance authenticity with professionalism 
 Ask: How can I best convey what I’m feeling 
 
• Analyze: Be mindful of emotion appraisal process 
 Ask: Why am I feeling this way? 
 
• Embrace: Make the most of the emotions you feel 
 Ask: What can be gained by this emotion? 
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Organizations 
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Organizational Solutions 

Social Support 

Supervision 

Training 

Human Resources 

Organizational 
Culture 



Social Support 
Social Sharing is/can… Co-rumination is/can… 

…seeking social support 
and constructive advice 
from co-workers. 
…healthy and positive. 
…create positive work 
environments. 
…solution oriented. 
…seeking help/support. 

…venting to co-workers in a 
non-constructive way. 

…form a vicious cycle. 
…lead to mistreatment of 

customers.  
…problem oriented. 
…seeking pity. 
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Presenter
Presentation Notes
Two sides of the same coin, social sharing is constructive conversation about a problem, whereas co-rumination is negative venting that focuses on the problem not on finding a solution Co-Ruminating co-ruminating is discussing problems, discussing the same problems mutually encouraging discussing problems, speculating about problems, and focusing on negative feelings.  basically excessive negative negative talk�Co-Rum has an an inherent goal of offering social support, but whereas some types of social support messages help solve a problem, co-ruminating is more problem focused with little direction to a solution.Co-ruminating can cause escalation of problem.Research shows co-ruminating increases perceptions of stress and burnout. Reduces the the beneficial effects of social support on burnout and stress (by suppressing the inverse effect).�So, sharing with co-worker may only be beneficial if conversation is focused on solving problems, not dwelling.



Supervision 

Create and monitor support networks 

Involve employees in clarifying expectations 

Remove work barriers 

Model effective EL 

Celebrate EL successes 
25 



Training 

For Staff 

Understand 
Expectations 

Learn about 
Tactics 

For Managers 

Understand  
Emotional 
Demands 

Learn about 
Employee 

Experiences 
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Presentation Notes
Staff—Display Rules, what are they?  How do we handle things?  What is expected of me?  How can I/should I approach these situations?  Case study discussions or role playing activities—staff development event or regular meetingManagers—need to be aware of the emotional demands of the work.  Need to be aware of THEIR potential influence over employees’ emotional experiences.



Human Resources 

• Incentives, rewards, recognition 

• Include EL as part of a fair performance 
appraisal process 

• Introduce general stress management and 
wellness programs 

• Examine job roles and demands      
Low cognitive and 

high emotional can 
be problematic 
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Organizational Culture 

 
 

Physical Symbols 

Written Documents 

Underlying Values 
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