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Abstract: The main objective of this study was to examine emotion regulation strategies adopted and practiced in 

hotel organizations. The study emphasized emotion regulation as a management strategy towards achievement of 

quality service. In order to achieve above main objective, six specific objectives were examined. Data were gathered 

by the use of structured rating scale designed in Likert format, and interviews. Data analysis was conducted using 

SPSS 17.0 software. Formulated hypotheses were tested using analysis of variance (ANOVA), Z-test and t-test for 

tests of significance. Analysis revealed that in the 1 to 3-star hotels, managements have not explicitly made 

emotional labour a criterion in selection, training and performance appraisal of service employees. The extent to 

which hotel organizations apply job autonomy and giving emotional support to service employees as emotion 

management strategies is low. In majority of the hotels, emotional display rules were used rigidly. Customer service 

employees of different grades of hotel perceive and perform emotional labour differently. It was observed that in all 

the variables studied, 5-star hotels were rated better than the others. Based on the above and other findings, it was 

concluded that emotional labour has not been incorporated into their human resources management systems; which 

implies poor management of service employees’ emotions. The implication of above findings is that service quality 

may not be of superior standard. It is therefore, recommended that management of emotional labour should be made 

a corporate priority to reflect the crucial role emotional labour plays during service encounters. 

Keywords: Display rules, empowerment, emotional support, emotion regulation. 

 

I. INTRODUCTION 
Hotel employees perform emotional labour. Emotional labour was coined and popularized by a sociologist 

Hochschild (1983) through her book “The Managed Heart”.  Hochschild (1983) uses the term to mean the 

“management of feeling to create a publicly observable facial and bodily display” intended to produce a particular 

state of mind in others; emotional labour is sold for a wage and therefore, has exchange value”.  

Organizational strategies for regulating employees‟ emotions may differ from organization to organization.  

Managers in organizations may be trained to assist employees cope better.  , Provis, Anderson and Chappel (2003) 

suggest a conceptual framework for coping strategies and how managers might influence individual employee‟s 

ability to cope with emotional labour and the emotional stress it can cause. Education and training, emotional 

stability, and social skills are likely to impact on the personal resources that an individual has at his/her disposal 

(Provis et al (2003).  External coping resources such as social support from co-workers and supervisors are 

important resources in work context (Kiran and Khan, 2014). 

Organizations have been described as emotional arenas (Fineman, 1993).  In these emotional arenas, there 

are challenges relating to how organization members perform their roles. Emotion regulation literature suggests that 

organizational environmental factors are very important in understanding emotion management (Grandey 2000; 

Ashforth and Humphrey, 1993; Morris and Feldman, 1996).  The situation in which employees work affects the 

level and type of emotional labour in which they engage.  Work climate affects behaviour of people in organizations 

and how they engage in the performance of emotional labour (Cossette and Hess, 2009). 

Background of the study   

Economic environment of Nigeria is characterized by socio-economic and political uncertainties, tough 

import tariff, fluctuating foreign exchange market etc;  firms are therefore faced with the challenges of evolving 

strategies for increasing turnover and productivity in a bid to survive. In such business environment, coupled with 

heightened consumer expectations and stiff competition, tourism and hospitality organizations should look for ways 

to excel in service quality, customer satisfaction and loyalty, competition, and performance. Managing employees‟ 

emotions is one of the ways to excel in service quality.  In the hotel industry, successfully satisfying customers‟ 

needs and wants is much more than providing room and/or board no matter the class of the establishment.  It 

requires humanist aspect of high standard.  

Meeting such service delivery goal requires an appropriate organizational climate, and having employees 

who are trained in technical skill, interpersonal, emotive work and communication skills. Hospitality managers must 

manage the points-of-encounter proactively by selecting, training the workers in the necessary skills and 
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empowering them to perform emotional labour effectively and conscientiously as the representatives of their 

organizations. 

Morris and Feldman (1996) define emotional labour as the act of expressing organizational desired 

emotions during service transactions.  Morris and Feldman (1996), in the same work present a framework that 

suggests how emotional labour can best be described. In the hospitality industry, face-to-face transactions have the 

greatest power to make an impression on the guest.  Here the customer/guest can undertake a full assessment of 

people, their manner, appearance and general behaviour.  Therefore, the personal contact that takes place must be of 

superior quality.   

The skill with which emotional labour is performed impacts on perception of service quality (Provis et al, 

2003; Parasuraman et al, 1988).  The handling of difficult and unruly customer requires the active suppression 

and/or masking of one‟s own emotion while simultaneously expressing an alternate emotion.  The service worker is 

expected to be upbeat and positive in the face of criticism and complaints (Provis et al, 2003). He is expected to 

wear cheerful face (Pugh, 2001), beaming „‟professional   smile‟‟ no matter the situation.  

  To manage emotional labour, managers must hire employees who can cope with the stress caused by 

dealing with difficult and awkward customers.  Emotional labour must be managed on a day-to-day basis and at any 

point of encounter (moment-of-truth) between service employee and the customer in order to attain organizational 

sanctioned emotional expressions. .  Managing emotions results in good customer performance (Ashforth and 

Humphrey, 1993; (Grandey, 2000; Aldermann, 1995; Pugh, 1998, 2001; Lee. 2010).  

Therefore, the employee should be properly selected, trained, empowered and supported to give a certain 

“emotional” response or impression to customer in order to create a positive emotional experience in the customer 

during service encounters (moment of truth).   Every hospitality organization experiences “moment-of-truth” in 

thousands every day. 

Statement of the Problem 

For the service-oriented industry, its survival will depend on how service encounters are managed.  In such 

an industry, high quality service becomes a competitive edge.  To achieve this edge, every „moment-of-truth‟ (point-

of-encounter) must be effectively managed by managing attitudes and behaviours of the service employees.  Service 

employees perform emotional labour in order to deliver high quality service.  Performance of emotional labour is 

associated with both positive and negative consequences depending on the coping strategies employed (Morris and 

Feldman, 1996) and emotion regulation strategies adopted at organizational level. 

Conflict situations which occur during service encounters between service delivery employees and guests 

as observed in hotels in South East, Nigeria, may result in loss of business for the hotel due to emotional failure on 

the part of the service delivery employees.  A body of research evidence confirms that internal factors such as over-

confidence and emotional unfitness lead to the failure of hotel organizations.  

  Emotional dissonance associated with surface acting (emotional labour strategy) significantly affects 

employee job satisfaction and morale (Guy et al, 2008; Lee and Ashforth, 1996; Cote and Morgan, 2003) and quality 

of service.  Burnout is related to serious consequences such as fatigue, low morale, poor quality service, 

absenteeism, job turnover and low commitment to organizational goals (Grandey, 2003; Grandey, Fisk and Steiner, 

2005). The implication of the above to organizations is that, organizations should incorporate into their human 

resources management system strategies that would offer the service employees the opportunity to cope with and 

recover from such job stress and replenish depleted resources.   

As suggested by Ashforth and Humphrey (1993), and Morris and Feldman (1996; Weiss, 2005) and 

supported by the emotion regulation literature, the environment is an important factor in understanding emotion 

management.  Such factors as job autonomy, supervisor and coworkers‟ support have positive relationship with job 

satisfaction (Wharton and Erickson, 1993; Morris and Feldman, 1996; Abraham, 1998; Johnson, 2004). 

In hotel organizations, conflicts occur between service employees and guests. Such a scenario points to the 

fact that performance of emotional labour, a critical factor in the delivery of quality service has not been properly 

addressed. Such is the situation observed in hotels in South East Nigeria.   

Emotional labour as a construct has been long over looked in Nigeria‟s hotel industry despite its being 

essential during service encounter between service employees and customers.  As at the time of this research, there 

was no direct evidence that hotel organizations in Nigeria have explicitly incorporated emotion regulation strategies 

in their human resource management systems. This was one of the reasons that necessitated this study. Anderson, 

Provis, and Chappel (2003) report a similar situation in their study.  

  So far, there is no direct evidence that a study of this nature has been conducted in Nigeria‟s hotel 

organizations that focused on emotional labour, its coping and management strategies adopted by hotel 

organizations. Problems relating to emotional labour are human resource issues that deserve serious attention.  It is 

against this backdrop that the researcher decided to embark on this study. 
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Objectives of the study 

The main objective of this study was to examine emotional labour regulation strategies adopted and 

practiced in hotel organizations. In order to achieve above main objective, the following specific objectives were 

examined: 

1. The extent to which hotel organizations have adopted job autonomy/empowerment as emotional labour 

management strategy. 

2. The extent to which hotels use display rules as emotion regulation strategy. 

3. The extent to which hotel organizations have adopted the practice of giving emotional support to service 

employees as emotional labour management strategy. 

4. Whether and the extent to which hotels have incorporated (a)selection, and (b) training as criteria in their 

human resources management system. 

5. Whether there are significant differences between and among various grades of hotels (1-star, 2-star, 3-star, 

4-star and 5-star) in relation to above study variables. 

Statement of the Hypotheses 

Based on the objectives of the study, the following hypotheses stated in null (Ho) were formulated to guide 

this research: 

1. The extent to which hotel organizations have adopted job autonomy/empowerment as emotional labour 

management strategy is low and unsatisfactory 

2. The extent to which hotels use display rule as emotion regulation strategy is very high and is not 

satisfactory. 

3. The extent to which hotel organizations have adopted the practice of giving emotional support to service 

employees as emotional labour management strategy is low/ unsatisfactory 

4. The extent to which hotels have incorporated (a) selection, and (b) training as criteria in emotion regulating 

strategy is low/unsatisfactory. 

5. There are no significant differences between and among various grades of hotel (1-star, 2-star, 3-star, 4-star 

and 5-star) with regards to the following variables: use of display rules, job autonomy/empowerment, and 

supervisor‟s support, selection, and training. 

Significance of the Study 

Emotional labour is a factor that has significant effect on the perception of customer service quality and the 

organization. As cultures differ in the way they react to affective events, this study has revealed how hotels in 

Nigeria treat and manage emotional labour.   Paying adequate attention to such a construct as emotional labour and 

adopting appropriate management strategies by operators would improve employees‟ attitudes, behaviours and 

morale and service quality. It is essential that organizations are also aware of the emotional labour demands of their 

service employees so that they can find ways to provide support to their workers and help them deal with the 

impacts of emotional labour. The service workers need to be adequately prepared bearing in mind that during 

service interaction the manager may not be physically present to intervene and shade away or re-call defective 

service. The recommendations made at the end of the study would guide operators and academics, and act as a 

spring board for future researches. 

Scope of the study 

The study was limited to hotel establishments in the south eastern states of Nigeria. The study looked for 

the presence and or absence of organizational policies, rules, procedures and practices which support workers in 

their customer service work. The study also examined the following variables: selection, training, job autonomy and 

emotional support to the service employees. Employees‟ responses to questions raised through the questionnaire 

were analyzed to arrive at conclusions. 

 

II. REVIEW OF RELATED LITERATURE 
Hochschild (1983) sees emotional labour as relevant in the service industry, given the particular demands 

of service jobs and it is incumbent upon the service employees to manage their emotions as a part of the job; service 

employers have sought to control this process thereby transforming emotion management into emotional labour as a 

formal job requirement.  Performance of emotional labour requires that workers suppress their private feelings in 

order to show the organizationally desirable work emotions by displaying organizationally specified “display rules” 

as part of their service performance (Hochschild, 1983),  such as to “serve customer with a smile” and/or to suppress 

negative emotions towards customers as part of the service performance (Rafaeli and Sutton, 1988).  Hochschild 

uses the term “feeling rules” to describe societal norms about the appropriate type and amount of feeling that should 

be experienced in a particular situation.  Hochschild‟s contention is that (service) employees who perform emotional 
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labour are liable to suffer negative consequences one of which she calls “emotive dissonance”.  Workers who are 

required to display emotions regardless of whether these are congruent with their feelings may over a time develop a 

sense of self-estrangement or distress, and other issues that impinge upon their psychological well-being. 

Organizational Strategies for Regulating Emotional Labour 

This sub-section presents organizational strategies for regulating emotions. 

a) Job Autonomy or Empowerment 

Job autonomy refers to the degree of discretion individuals have regarding the procedures they utilize and 

feel they can control the sequencing of their work activities and the degree to which workers have the ability to 

modify or choose the criteria used for evaluating performance, (Cossette and Hess, 2009; Breaugh, 1989; Macon, 

2012).  Job autonomy impacts on emotion regulation (Abraham, 1998, 1999; Grandey et al, 2004; Grandey, 2000; 

Morris and Feldman, 1996, Paules, 1991; Leidner, 1993). Paules,  studied restaurant managers and frontline service 

workers (respectively) and observed that waitresses‟ interactions with the customers were directed largely by the 

workers‟ themselves.  The waitresses viewed their ability to manage their emotions as a valuable skill that could be 

used to gain the upper hand in the balance of power with customers.  Leidner (1993) examined how employers in 

fast food and insurance attempt to regulate workers‟ interactions with customers and workers‟ responses to those 

efforts.  Their employers employed strategies that were highly routinized and rigidly scripted, and workers‟ 

compliance with the routines were closely monitored.  Leidner suggests that rigid compliance with these 

expectations is at least potentially damaging to workers‟ sense of self and identity, although she did not see these 

negative consequences in the workers she studied. 

Hochschild (1983) argues that organizations attempt to control workers‟ feeling state is seen as being 

unpleasant.  Wharton and Erickson (1993) and Wharton (2009) found that those who report high autonomy had 

lower emotional exhaustion on both high and low emotional labour type jobs.  Morris and Feldman (1996) reported 

that job autonomy has negative relationship with emotional dissonance and emotional exhaustion, and positive 

relationship with job satisfaction.  Grandey (2000) reports on a court case involving a major grocery store which 

borders on emotional autonomy in particular.  Customer service employees sued the company because they were 

taught to smile at customers even though their behaviour has led to sexual harassment by customers. 

Researches show that job autonomy allows employees greater freedom to act in a way that is more genuine.  

When employees feel autonomous in their job, they are more likely to feel adequate emotion in their interaction.  

These results can therefore explain why previous research has found that job autonomy seems to reduce emotional 

dissonance, (Bono and Vey, 2005; Morris and Feldman, 1996).   Cossette and Hess (2009) in their study found that 

job autonomy is positively related to organizational justice dimensions which in turn are related to self-determined 

motivation to withhold negative emotions.  Erickson (1991); Wharton and Erickson (1993, 1999) report that 

researches have found that emotional labour‟s effect on well-being depends on job autonomy, with those holding 

jobs higher in autonomy reporting lower negative effects of emotional labour than those with low autonomy.  This 

outcome is captured by the feeling of being frustrated and perceiving work as too demanding (Zapf et al, 2001).  

Elinav and Clarke (2007) found that job autonomy moderates relationship between emotional labour and enhanced 

sense of personal accomplishment.  Personal control enhances intrinsic motivation and positive effect allowing for 

the replacement of depleted personal resources (Grandey, 2000; Grandey, Fisk and Steiner, 2005). 

Empowering frontline workers in the service job enables them solve problems and to bend when 

appropriate.  This ability to surprise customers by being responsive to unusual situation, or allowing them to do 

something they know they would normally be allowed to do has been described by customers as being very 

influential  in causing them to return (Kushivan, 2006), 

Job autonomy reduces bureaucracy‟s tendencies that are capable of strangling the service out of a service 

organization.  With too much bureaucracy employees tend to adhere to and quote the rules of the operation rather 

than satisfying the customers‟ request.  Job autonomy minimizes anti-service syndrome as its aim is to satisfy guest 

desires, which is regarded as first priority (Power, 1992).  Job autonomy is highly recommended in service 

organizations.  In service organizations, such as hotels and restaurants, service employees are being given the 

discretion to solve problems for the guests by making immediate  decisions on their own initiatives and discussing 

these later with management.  Empowering service employees is a facet of the “process view” of service. (Mullins, 

2006; Wheatly, 2003).  Giving people more control over their jobs can greatly benefit their health.  

The use of employee empowerment that allows employees to participate in decision making and use of 

their initiatives, generate high level of commitment and an increase in sense of ownership of the service encounter 

which in turn generates the expected emotional display more easily (Hotel-Mule, 2010; Macon, 2012).  By 

managing employees in a way that instills in them sense of self-efficacy, convinces them that their tasks are 

meaningful, employees have worth, and that are able to effect outcomes through the exercise of choice, employees 

are more likely to feel the emotions that have to be displayed (Hotel-Mule, 2010).  Simply put, empowered 
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employees are more likely to use deep acting than surface acting. Empirical evidence exists that empowerment is 

being practiced by hospitality organizations (Watt (2007). 

b) Supervisor and Co-worker Support 

As suggested by Schneider and Bowen (1985) and supported by emotion regulation literature, supervisor 

and co-worker support creates a positive working environment, which by extension should minimize the need to 

engage in emotional labour when the display rules are positive.  That is, if an employee is in a positive mood due to 

the environment, then less emotional effort is needed to display positive organizationally prescribed emotions.  

There is a strong body of evidence that a lack of social support is linked to numerous stress-related outcomes, 

including burnout (Golembiewski, Munzenrider, and Stevenson, 1986). Receiving such support from supervisors is 

especially important, perhaps even more so than from co-workers according to findings of Maslach, Shaufeli, and 

Leiter, (2001); Guy et al, (2008).  Ventilating feelings with co-workers was a recurring theme in Guy et al‟s (2008) 

interviews and an important source of social support.   

Golembiewiski et al (1986) recognize the relationship between burnout and the organizational environment.  

Support from supervisors and co-workers should create a positive working environment (Schneider and Bowen, 

1985; Ang et al, 2009).  Employee‟s perception that he is working in a supportive environment has been found to 

relate to job satisfaction, lowered stress, and turnover intensions and even higher team performance (Eisenberger, 

Cummings, Armeli and Lynch, 1997);  Cossette and Hess (2009).    Social support is thought to enable individuals 

to cope better with job stressors and to increase their sense of personal control (Cohen and Wills, 1985; Kiran and 

Khan, 2014). Supervisor and co-worker support acting as moderators, prevent emotional dissonance from reducing 

job satisfaction (Zapf, 2002; Yim, 2014).   

c) Use of Emotion Display rules 

These are organizationally approved norms or standards that workers learn through observation, 

instruction, feedback, and reinforcement.  Staff are taught how to act, and they may even be given scripts to use 

when dealing directly with clients.  Therapists are taught to act neutrally, retail workers are taught to act positively, 

and bill collectors are often taught to act aggressively.  Combining these display rules with company culture is very 

important in promoting emotional labour-based activities when the emotion required to be displayed by the 

employee is not the same as the emotions experienced (Hochschild 1983; Diefendorff & Richard 2003; Grandey 

2000; Kruml & Geddes 2000; Rafaeli & Sutton 1988; Mann, 2007).  

The imposition of rules on a person can result in negative or positive consequences. In some cases, rules 

can force a person to a ct in a manner that conflicts with the person‟s beliefs or personal identity leading to negative 

consequences that may cause the person to feel frustrated and/or demoralized. The reverse can also be true. A person 

may follow rules that he or she sees as appropriate and effective producing positive consequences that may make the 

person feel accomplished or honorable. The implications of imposed rules can depend on the individual, 

environment, and method of enactment and enforcement Kruml & Geddes 2000; Rafaeli & Sutton 1988). 

d) Selection and Training 

Every organization wants to have employees who have the necessary knowledge, skill and ability to 

perform their assigned roles.  In the hospitality industry there is a growing awareness of the need to carefully select 

employees since customer relations‟ skills, particularly of front-line staff, are vital.  Companies should recognize the 

need to carefully screen applicants, with more consideration given to personality and other relevant characteristics of 

potential employees in recognition of the emotional demands of those front-line jobs (Berger and Ghei, 1995).  

Hence, the importance of systematic approach to selection and training cannot be over emphasized.  It is widely 

acknowledged that the delivery of quality service commences with the selection of suitable employees and provision 

of appropriate training (Provis et al, 2003; Guy et al, 2008; Tucker, 2010).  Thus, it is important that organizations 

select with the aim of achieving the best person-job-fit. Wing, Yuanyuan and Zigguang (2010) have found positive 

correlation between emotional labour, person-job fit and job satisfaction. Research evidence suggests that person-job 

fit leads to job satisfaction and higher service interaction quality. 

Provis et al, (200), Ashforth and Humphrey, (1993); Rafaeli and Sutton, (1988) argue that it is probable that 

working on emotional labour from a selection perspective may be more valuable than attempts at socialization and 

training since selecting employees on the basis of their affectivity and general tendency to experience certain 

emotion may lead to a better fit between employees‟ expressive behaviours and work-role requirement while 

selection based on personality would generate greater benefit to the industry. Training in the needed skills is still 

needed. 

Fostering emotional competence through training has been emphasized by (Cossette and Hess, 2009) (Guy 

et al, 2008; Davis, Mateu-Gelabert, and Miller (2005) Kiely, 2008). Training sessions and workshops organized to 

discuss and exercise emotion management practices and protocols that set forth rules of emotional display and 

expression would serve to legitimize and institutionalize this work (Guy, et al, 2008; Cox (2012). Employees could 
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be taught how to reappraise situations thereby acquire the skills that will assist them transform emotions and handle 

difficult situations without becoming overwhelmed.  It is widely acknowledged that trained workers make fewer 

mistakes than untrained ones.  

 

III. RESEARCH METHODOLOGY 
This section presents the methods used in the study.  It deals with the following:  research design, 

description of the study population, sample size determination, data collection instrument, and its administration, 

test of validity and reliability, and method of data analysis. This study is a descriptive research; hence, a survey 

method was adopted.    Descriptive data are typically collected through a questionnaire, an interview, observation 

(Gay, 1996) and recorded events and documents. 

Population of the study and Sampling Procedure 

The population for the study comprised of both junior and senior staff of hotel establishments in the South-

Eastern zone.   Hotels of one (1) to five (5) star classification were used in this study. A total of thirty one (31) 

hotels were selected for the study. The total population for the senior/management staff and service employees were 

122 and 441 respectively. 

A non-probability sampling method was adopted in choosing the establishments for the study. In this study 

stratified sampling was used to determine individual company‟s sample size with regards to customer service 

employees and managers.   By applying the stratified method, and using the Bouley‟s (1964) population allocation 

formula, we determined sample size for each hotel.   Random sampling method was used to select the customer-

contact employees and managers. From each establishment, respondents consisted of male and female staff that have 

at least two years work experience in the industry. Due to the heterogeneous nature of the study population, the Taro 

Yamane‟s formula given by Ogbuoshi (2006)was used to determine the sample size from the hotels selected for the 

study. Applying this formula, sample sizes for customer-contact employees and managers were 210 and 94 

respectively. In each company, the Bouley‟s (1964) population allocation formula given by Okeke (1995) was used 

Data Collection Instrument and Administration 
The primary data in this study were collected through structured questionnaires and oral interview. In this 

study, the Likert-type scales were used. According to Gay, 1996; Kerlinger, 1973), the likert scale asks an individual 

to respond to a series of statements by indicating whether he or she strongly agrees (SA), agree (A), undecided (U), 

disagree (D), or strongly disagree (SD) with the statement. Likert scaling is a bipolar scaling method, measuring 

either positive or negative response to a statement (Hall, 2010).    Each response is associated with a point value and 

an individual‟s score is determined by summing the point values for each point value; 4, 3, 2, 1 and 0 were assigned 

to strongly agree (SA), Agree (A), disagree (D), strongly disagree (SD) and not applicable (NA) respectively to 

positive responses to positive statements.  For negative statements the point values were reversed, strongly agree 

was assigned one (1).  In this study the following options were applied: never, rarely, sometimes, often times and 

always.  

Designing the Research Instrument 
In this study some already developed, pre-validated and reliable scales were adapted in addition to scales 

developed by conducting pilot studies and extensive literature search.  Attitude statements for the study were 

generated through in-depth interviews and discussions with the operators of the industry and lecturers in the field of 

hospitality. Validity and reliability tests were conducted for the modified scales.  The questionnaires were designed 

following procedure described by Hall (2010).   

At the end of the attitude statement generation and questionnaire designing exercise, two questionnaires 

emerged; one for customer-service employees, one for supervisors and managers. These questionnaires are 

presented in the Appendices A and B. The Cronbach‟s alpha coefficient for internal consistency was used to 

determine reliability of the research instrument.  Procedures described by Gliem and Gliem (2003) and Onunkwo 

(2002) were adopted. Emotional labour scale developed by Brotheridge and Lee (1998) was used.  The scale is 

composed of sub-scales that measure dimensions of emotional labour –, the surface acting (SA), deep acting (DA), 

and emotional dissonance.   

The questionnaire for managers and supervisors has three (3) sub-scales measuring: (1) extent of job 

autonomy granted service employees (2) use of display rules and (3) extent of use of selection and training as 

emotion regulation strategies.  Validity and reliability tests were conducted.  Reliability coefficients (Cronbach‟s 

alpha) for these sub-scales were 0.86, .76 and 0.77 respectively. 

The sub-scale for selection and training was a seven-item Likert type scale.  It was a five-point scale where 

scores ranged from zero (0) to four (4) which correspond to never and always respectively.  The reliability 

coefficient for this scale was .82 determined by following the procedure described earlier.  
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IV. DATA ANALYSIS AND RESULTS 
Descriptive statistics for the study variables were determined.  This involved calculating mean scores, 

mode, and standard deviation for each attitude statement and sub-scales.  Data were also presented in distribution 

tables. In this analysis response options and points are as follows: Never (0); rarely (1); sometimes (2); often times 

(3) and always (4). Any mean score below 2.5 is unsatisfactory/unacceptable.  

Questionnaire return rates of study respondents are presented in Table1 

Table1: Questionnaire Return Rate 

 Customer Service Workers Managers/supervisors 

Hotels  Distributed  Returned  Distributed  Returned  

1-star 48 38(79%) 28 20(72%) 

2-star 54 42(77.78%) 27 20(74.1%) 

3-star 58 46(79.3%) 30 24(80%) 

4-star 56 48(85.7%) 31 24(77.4%) 

5-star 57 45(79%) 27 22(81.5%) 

Total   273 219(80.2%) 143 110(77%) 

 Source: Survey Data 2015  

The profile of the study respondents indicated that for the customer service workers, 45.2% were males, 

while 54.80% were females. For the managers, 65.45% were males, while 34.55% were females. There ages range 

from 20 years and above. There were respondents who specialized in catering and hotel management; however, their 

percentages were 22.37% and 36.36% for customer-service employees and managers respectively.  

Service Employees‟ Responses 

Table2 presents descriptive statistics for customer-service employees‟ responses relating to job autonomy 

granted them. This table shows that  the 5-star hotel has a mean score and mode of 2.56 and 2 respectively,  

signifying that often times their service providers are given job autonomy. For the 1-star hotel class, rarely option 

has the highest frequency. The 1-star hotel class has a mean score of 0.8 and a mode of 1. By implication majority of 

the 1-star hotel class respondents indicated that job autonomy has no place in their role as service providers. Overall 

mean of 1.78 indicates that generally the employees most times are not allowed job autonomy. 

Table2: Customer service employees’ responses: Job autonomy to service employees 

 

 

 

 

 

 

 

 

 

 

Table3 presents Customer-service employees‟ responses in relation to supervisors support. 

Table3 Customer-service employees’ responses: supervisors support to service employees 

  Supervisor Support  

 Sample Size (n) Mean  SD Mode 

Overall 219 1.53 .10 2 

1-star Hotel 38 .98 .63 1 

2-star Hotel 42 1.13 .69 1 

3-star hotel 46 1.37 .84 1 

4-star hotel 48 1.34 1.11 2 

5-star hotel 45 2.1 1.11 2 

Source: survey data 2015. 

The mean scores for 1 and 2 star hotels are 0.98 and 1.13 respectively meaning that majority of their 

service employees rarely receive emotional support from their managers/supervisors. The overall mean for this 

variable was 1.53, (mode of 2) which implies that most times majority of the service employees do not receive 

emotional support from their managers/supervisors. The mean and mode for the 5-star class are 2.1 and 2 

respectively.  

 

   

Job Autonomy  

 Sample Size (n) Mean  SD Mode 

Overall 219 1.74 .80 2 

1-Star  hotel 38 .80 .53 1 

2-Star  42 1.30 .51 1 

3-Star  46 1.88 .55 2 

4-Star  48 2.14 .54 2 

5-Star  45 2.56 .67 2 
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Managers Responses 

In Table4 Managers‟ responses on job autonomy allowed service providers are presented. The mean score 

is used in this analysis to describe the extent of job autonomy given to service providers. Any mean below 2.5 

indicates that the organization does not give job autonomy (empowerment) to their service providers at acceptable 

level. The 5-star class has a mean of 2.43 which is below the expected mean of 2.5. However, a test of significance 

conducted indicated that 2.43 is not significantly lower than 2.5. 

Table4: Managers responses on job autonomy allowed employees 

Hotel Grade (Star) Sample Size (n) Mean SD  Mode  

1 20 1.15 .61 1 

2 20 1.2 .50 1 

3 24 1.52 .56 2 

4 24 1.92 .55 2 

5 22 2.43 .53 2 

Overall  110 1.65 .73 2 

 Source: Survey data 2015 

In this analysis, a mean of 2 indicates that job autonomy is sometimes given to service employees. Data 

presented in Table4 above indicate that managers in 1 to 3 star hotels rarely give job autonomy to their service 

providers. For the 4 and 5 star hotels, the extent to which the managers give job autonomy is not appreciable. The 

possible implication of above result is that most organizations give scripted display rules to their service providers 

suggesting that display rules are very much in use in the hotels. Overall mean of 1.65 suggests that majority of the 

hotels most times do not allow job autonomy to their customer service employees. 

Table5 presents managers‟ responses on selection and training as strategy for managing emotional labour. 

The mean is used here to describe the extent to which the hotel managers have recognized the importance of 

selecting employees with emotive skill and  training them in emotional labour management strategies. Mean scores 

below 2.5 indicate that hotel organizations most times do not train their employees as to how to perform emotional 

labour, in other words, in selection and training, emotional labour has not formed part of their training topic. Only 

the 5-star class scored mean of 2.36 which is above expected mean of 2.5, however, its mode for this response 

options was 2. The mode for response options for 1 to 3-star hotel classes was one (1). The same situations apply to 

selection of employees. In terms of selection, technical skill receives more attention than emotive skill. 

Table5: Managers’ responses on selection and training of employees as strategy for managing emotional 

labour. 

Hotel Grade (Star) Sample Size (n) Mean SD  Mode  

1 20 .80 .63 1 

2 20 .87 .70 1 

3 24 1.1 .70 1 

4 24 1.4 .70 1 

5 22 2.36 .56 2 

Overall  110 1.22 .78 1 

 Source: Survey data 2015 

Test of Hypotheses 

Hypotheses stated earlier were tested using Z-test for hypotheses 1, 2, 3, 4 and 5, while hypothesis was 

tested using analysis of variance (ANOVA). Tests of significance were conducted. In this section, the outcome of 

hypotheses testing and decisions are presented. Table6 presents summary of the outcome of hypotheses testing and 

decisions taken. All hypotheses were accepted except fifth hypothesis. Differences were observed from one grade of 

hotel to another. The 4 and 5-star hotels were rated better than 1 to 3-star hotels in all the study variables. 

Table6:  Summary of Hypotheses Testing and Decisions 

 Hypotheses as Stated Decisions   

1 The extent to which hotel organizations have adopted job 

autonomy/empowerment as emotional labour management strategy is 

low (unsatisfactory). 

Accept hypothesis.   

2 The extent to which hotels use display rule as emotion regulation 

strategy is high (unacceptable). 

Accept hypothesis   

3 The extent to which hotel organizations have adopted the practice of 

giving emotional support to service employees as emotional labour 

management strategy is low. 

Accept hypothesis   
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4 The extent to which hotels have incorporated selection and training is 

low (unsatisfactory). 

Accept hypothesis   

6 There are no significant differences between and among various 

grades of hotel (1-star, 2-star, 3-star, 4-star and 5-star) with regards to 

the following variables: use of use of display rules, job 

autonomy/empowerment, supervisor‟s support, selection and training. 

Reject hypothesis   

Source: Survey data 2015 

Discussion and Implications of the Findings 

The main objective of this study was to investigate emotional labour management strategies adopted by 

hotel organizations: use of display rules, job autonomy, supervisor support, selection and training. The following 

section presents the discussions on the findings of this study. 

Job Autonomy and Supervisor Support  

Job autonomy (or empowerment) is the degree of latitude of control allowed employees regarding the 

procedures they utilize and feel they can control in the sequencing of their work activities (Cosette and Hess, 2009; 

Breaugh, 1989). Job autonomy reduces employees‟ tendency to adhere to and quote rules of operation rather than 

satisfying customers‟ demands. In emotion regulation literature, positive impacts of job autonomy on employees are 

treated by Abraham, (1999); Grandey et al, (2004); Grandy (2000); Morris and Feldman, (1996); Elinav and Clarke, 

(2007); Johnson (2004). Workers are motivated when given job autonomy (Elinav and Clarke, 2007). Johnson 

(2004; Macon, 2012) found positive correlation between job autonomy and job satisfaction. 

In the present study, for the use of job autonomy as emotional labour strategy, the mean scores for 1, 2, 3, 

and 4-star hotels were found to be 0.80, 1.30, 1.88 and 2.14 respectively, signifying that the service employees of 

1& 2-star were rarely allowed autonomy while 3 and 4-stars were sometime allowed autonomy. Only service 

employees of the 5-star were often times allowed autonomy. The foregoing indicates that only service employees of 

5-star are likely to experience the positive effects of job autonomy on emotional labour.  

The organizations use display rules and scripts during training sessions. One restaurant waitress said “they 

tell us what to do, greet, smile in writing and add……..if you have any problem report to your supervisor………” 

Another waiter narrated how he was almost given a written query for using his discretion in trying to meet 

customers‟ needs. He said “a loyal customer walked into the restaurant, demanded breakfast when breakfast was 

over and we were preparing the restaurant for lunch. I arranged with the cooks and served him breakfast. This 

occurred in the absence of my manager. When the manager returned I told him what happened and he asked me “is 

that the rule?”  

A manager in one of the hotels attempted to defend why he in particular does not give job autonomy to 

service employees. He said thus: “I don’t trust their sense of judgment……. I advise them not to go outside the 

approved procedure”. The implication of the fore-going is that service employees are given service/emotional 

display rules and scripts. Insight from emotion regulation literature suggests that imposition of rules can lead to 

negative or positive consequences. Imposition of display rules can lead to frustration depending on the individual, 

environment, and method of enactment and enforcement Kruml & Geddes 2000; Rafaeli & Sutton 1989; Sutton & 

Rafaeli 1988). 

Supervisors’ Support to Service Employees 

Research evidence confirms that employee who receives support from their supervisor, experience job 

satisfaction and less stress (Elisenberger et al, 1997; Cossette and Hess, 2009). Supervisor support prevents 

emotional dissonance from reducing job satisfaction (Zapf, 2002). In this study, the results signify that their service 

employees most times work in an un-supportive environment. Unsupportive environment decreases job satisfaction 

and performance. 

Employee‟s perception that he is working in an unsupportive environment coupled with emotional 

exhaustion arising from use of surface acting, can quickly lead to depletion of emotional resources thereby rendering 

the individual ineffective. This is the situation in which majority of service employees find themselves in most (1 to 

3-star) hotels in Nigeria.  

In one of the interview sessions, a front office cashier recounted her experience with a guest who verbally 

abused her and she cried. The cashier said…….”my manager saw me crying and he never showed any concern, 

never did he make any attempt to console me………..he is wicked”. In another interview a housekeeper narrated how 

a guest scolded her, calling her a liar when she attempted to convince the guest that she replaced the bed linens with 

old clean ones and not dirty ones as alleged by the guest. The housekeeper said thus “what annoyed me most was 

that the guest invited my supervisor to the room, to my greatest surprise my supervisor scolded me right before the 
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customer and said why dirty linen…… I felt very bad…”. The experiences recounted by these employees are a clear 

manifestation of work environments that are unsupportive.  

Use of Selection and Training 

The extent to which selection and training are used as emotional labour management strategy is low. The 

human resource implication is that during selection and training emphasis is laid more on technical skill than on 

emotive work skill. This suggests that service employees may not be adequately trained as to how to perform 

emotional labour.  In other words selection and training have not been adequately addressed. It is widely 

acknowledged that the delivery of quality service commences with the selection of suitable employees and provision 

of appropriate training (Guy et al, 2008, Provis et al, 2003; Tucker, 2010; Cox, 2012). Thus, it is important that 

hotels select with the aim of achieving the best person-job fit. Wing et al (2010), and Cox (2012) have found 

positive correlation between emotional labour and person-job fit and job satisfaction. Research evidence suggests 

that person-job fit leads to job satisfaction and higher service interaction quality (Cossette and Hess, 2009). Training 

of service employees should cover emotional labour in recognition of the emotional demands of their job role. 

Kruml and Geddes (2000) found that companies could successfully train employees to change their emotions to 

foster their emotional competence. Findings from the current study confirm that emotions of customer-service 

employees have not been adequately addressed. A work situation with chronic overwhelming demands that 

contribute to emotional exhaustion and cynicism erodes one‟s sense of effectiveness (Maslach et al, 2001; Maslach 

and Leitter, 1997; Shaufeli and Enzman, 1998). In such situations, expectations of good service is that they go 

unmet, thus, alienating the customer because the employee is no longer able to manage his emotions or the emotions 

of others (Zapf, 2002). From the fore-going, for hotel service providers who perform emotional labour (management 

of emotion) which is at the heart of service, poor management of employees‟ emotions is a serious problem for both 

the organization and the service providers. Customer service jobs are deleterious to service providers (Maslach et al, 

2001; Wharton, 2009; Ang et al, 2010; Hochschild, 1983; Ashforth and Tomink, 2000; Johnson & Woods, 2008; 

shellenbarger, 2008; Moris and Feldman, 1993; Karl & Peluchette, 2008). Given the above implications, we can 

rightly conclude that quality of services rendered in these hotels is not of superior quality particularly in 1 – 3-star 

hotels.  

For hotel organizations to succeed in today‟s dynamic business world, they must take proactive approaches, 

one of which is by selecting individuals who possess the necessary characteristics/personality for performance of 

emotional labour to achieve person-job-fit. It is clear that attitudes and behaviors of employees during service 

encounters are a great factor in customer perceptions of service quality. Rendering of quality service and 

management of emotions of both customers and service employees commence with selection. It is easier and 

cheaper to train individuals with the appropriate characteristics for a particular job than to train those who lack the 

appropriate characteristics. Selecting the right candidate for the job of service provider in the hotel industry is 

crucial for both employee and organizational performance (Cox, 2012).  As observed from the current study, hotel 

organizations pay more attention to technical and cognitive skills during selection. Therefore, there is the need for 

hotel organizations to re-examine and redesign their human resources practices and incorporate the concept of 

emotional labour into their staff selection, 

Training enhances workers skills. Trained employees are a great asset to organizations. It is also widely 

acknowledged that sound human resources management practices in respect of selection and training of service 

employees will contribute to the effective performance of emotional labour and customers‟ perception of service 

quality. Training and selection  programmes designed to address issues concerning emotional labour in hotel 

organizations where customers are “always right” and sense of servitude is associated with this type of jobs, training 

of employees on how to cope with such situations is crucial. Training will strengthen workers‟ emotive skill so that 

they will serve the customers better and with sincere hospitality and consistency. Considering the fact that during 

service interaction (“moment of truth”), the manager may not be physically present to intervene and shade away or 

re-call negative attitudes and bahaviours of service employees, there is the need to take proactive measures by 

proper selection and giving appropriate training to service employees; a training that considers the difficulties of 

emotional labour. As service job demands emotional input from service providers, proper selection of such 

employees would require matching their characteristics with that of the job (emotional labour). 

 

V. CONCLUSION 
Findings in this study have led us to conclude that emotional labour is not properly managed in the hotels 

under study. The degree of job autonomy allowed service employees is very low and level of emotional support 

given to them is also low. Also observed in this study was extensive use of emotional display rules. During selection 

of service employees, emphasis is laid more on technical and cognitive skills. In other words, person-job-fit in terms 
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of personality is not a criterion in selecting employees. Majority of the workers are not adequately trained as to how 

to cope with difficulties associated with emotional labour. It is very well known that long term performance of 

emotional labour can have negative consequences on well-being of workers who perform such jobs. Service workers 

in the hotels particularly those in 1 to 3-star hotels are likely to experience emotional exhaustion, a condition that 

can render a worker ineffective.  

Majority of hotel organizations have not made emotional labour management a corporate priority. Every 

hotel organization no matter its grade has its own share of service employees who are less than able to express 

organizationally sanctioned emotion during service encounters. Given the findings in this study coupled with the 

multi-disciplinary researches and literature on emotional labour, it is concluded that the findings in this research 

hold important practical implications in the management of human resources in hotel organizations in Nigeria.  

Recommendations  

Within the context of the Nigeria‟s hotel industry, this study investigated emotional labour management 

strategies. Based on the objectives and findings in this study we recommend that hotel organizations should plan the 

emotional content and context of their operations and this is not necessarily by creating rigid scripts, display rules 

and routines but more by creating awareness of desired outcomes and emotionally supporting and empowering the 

employees to use their discretion when necessary. 

They should review their job descriptions, selection criteria and contents of training programmes, and adopt 

selection mechanism that aims at achieving the best person-job-fit. Hotel organizations should recognize the 

emotional demands faced by service employees and train them to excel to improve service quality. Hotels should re-

examine and redesign their human resources practices and incorporate the emotional labour into their human 

resources management systems. 
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Appendix A: Questionnaire for Service employees 

S/no. Questions/Statements Never Rarely Sometimes Often Always 

 Job Autonomy Sub-scale. α= .76      

1 I can make my decision on how to carry out my job when dealing with 

guests. 

     

2 The job gives me a chance to use my personal initiative/judgment in 

carrying          out my work. 

     

3 I don’t have the freedom to decide how to speak to guests and go about 

my job. 

     

 Supervisor Support Sub-scale.  α  =  .88      

1 When I get upset with my job, my supervisor calms me down.      

2 My supervisor helps me solve customer- service related problems.      

3 My supervisor does not give me advice about how to handle difficult 

customers 

     

4 My supervisor gives me word of encouragement.      

5 My supervisor does not take time to know how I feel after dealing with 
angry customers. 

     

6 My supervisor trained me on how to reduce stress caused by my work.      

7 My supervisor does not give me helpful advice about my performance.      

8 My supervisor praises /rewards me when I solve customer-service related 
problems. 

     

 

Appendix B: Supervisors/managers’ Questionnaire items on emotion regulation strategies 

S/N Questions Never Rarely Sometimes Often Always 

 Job Autonomy Sub-scale.  α =  .74      

1 We allow customer-service employees decide on how to go about their job.      

2 We teach customer-service employee how to do their work independently.      

3 We don’t involve customer-service employees in decisions concerning how 

they their job should do 

     

4 We don’t allow service workers the freedom to decide how to speak to 
guests during service interaction. 

     

 Our formalized selection and training for customer- service employees 

include how to: 

     

1 express emotions not felt      

2 cope with stress      

3 reduce tension caused by job difficulties      

4 match inner feelings with facial expressions      

5 reappraise situations      

6 act genuinely at work at all times      

7 resolve customer related problems independently.      

8 During selection of customer-service employees, our primary concern is 

technical know -how. 

     

 Use of Emotional Display Rules/scripts      

1 Scripts are used during training      

2 Employees are taught to strictly follow rules      

3 Scripts are left at service points      

 


