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Abstract
In 19 83, Airli e H ochschild pub lished a ‘classic ’ “Th e Manag ed Hear t”. S ince this
publication, scores of a rticles hav e bee n produced to explore the v arious
manifestations of em otional labour across a range of service industries. H owever,
there is a substantial absence when it co mes to emotional labour when face-to-face or
voice-to-voice interactions with custo mers ar e not present. This art icle presents dat a
collected from a food-processing plant that h as seen a strong managerial at tempt to
develop a u nitarist culture. Employees face a si gnificant level of emotional labour in
their interactions wi thin this culture. A s has been foun d in th e service industry
literature, em ployees react differently t o the em otional labour that they face, and
indeed, not all emotional labour is negative for employees.
Introduction
Perhaps t he best measure of t he true impact o f publi shed research is t he level of
debate it enthuses. In 19 83, Airlie Hochschild published a ‘classic’ “The Man aged
Heart”. At the centre of Hochs child’s argu ment was th at employee’s e motions wer e
being commercialised and in

corporated in to the labo

ur process. It was th

e

expectations of managers and customers in service enterprises that employees display
particular emotions throughout the service interaction.
Jobs that involve voice-to-voice (for example, cal l cen tres) or face-to-face (for
example, retail custo mer service) i nteractions often involve

emotional labour

(Hochschild 1983; S turdy and F ineman 200 1). The r eason being that employees in
such enviro nments must manage and at tim es modify their ow n em otions, wh ile
considering and q uite of ten attempting to manage th e em otions of the custo mer or
client (Hochschild 1983).
Much of the research performed on the topic of emotional labour has been within the
context of service industries. How ever, th is paper will argue th at w hen managers
implement strong unitarist cultures w ithin p roduction settings, employees are faced
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with managing their emotions on a dai ly basis. While it is important conceptually to
understand that if e motional labour is defined as any

em otion present while

performing the labour p rocess, then it lik ely to be found everywhere, i n every job.
This paper is not suggesting such a broad use of the term is relevant, or indeed useful
in any way. However, when strong unitarist cultures are developed and maintained by
management, then the management of emotions is relevant to employees.
This pap er is structur ed as fol lows. There is an analy sis of the re levant li terature,
firstly that literature which explores emotional labour, followed by the literature that
considers organisational culture. An explanation of the methodology for this study is
followed b y the i ntroduction of the Food Works c ase study . Relev ant aspects of the
organisation and the managerial imposed culture are outlined. Finally, the workers are
given a voice. Th e way the culture imposes emotional labour on t he w orkforce is
explored through the comments and actions of the workers.

Linking Emotional Labour and Corporate Cultures
In many modern service organisations employers expect employees to ensure that the
customer’s contact with the organisation is positive, or indeed exceeds the customer’s
satisfaction level (S teinberg and Figart 1999). Many schola rs hav e d eveloped the
notion further to consider other asp ects such as looking attractive (Gutek 1985), tone
of voice and other efforts that are expressed through behaviours (Rafaeli and Sutton
1987). Ho wever, Bolto n (200 0) argues that a tend ency to descr ibe all sorts of
emotionality in workplaces as emotional labour makes it more difficult to define what
productive emotion is.
Much of the literature examining emotional labour has focussed upon jobs that require
obviously high levels of emotional labour. Bolton (2003) provides a useful framework
with fou r diffe rent types of e motion in the workplace: presentational (e motion
management according to general social ‘rules’), phil anthropic (emotion management
given as a ‘gift’), pre scriptive (em otion management according to

organisation /

professional rules of conduct), and pecuniary (emotion management for c ommercial
gain).
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Typically, emotional labour has focusse d on the requirement of an employee to hav e
contact wi th people ex ternal to th eir organ isation, usu ally through face-to-face or
voice-to-voice interactions (Steinberg and Figart 1999). Another aspect of emotional
labour requires a “worker to produce an emotional state in another person while at the
same time managing one’s own emotions” (Steinberg and Figart 1999: 13). However,
it is

also rec ognised that

emotional labour i s expresse d a mong co-workers,

subordinates and supervisors. Erickson and Wharton (1997) recognise that it is not the
volume of interactions with peop le or c ontact with t he public but the m anagerial
requirement that wor kers perform well in their interactions with oth ers that increases
the deleterious feelings of inauthenticity. A ‘ managed’ corporate culture can result in
high levels of presentational emotions in the workplace. This paper argues that within
processing or m anufacturing o rganisations with a
presentational emotional la bour can

highly m anaged c ulture,

be deleterious, but al so b eneficial to

the

employees.
Altering and managing an organ isation’s culture was not commonly utilis ed as a
managerial tool until Peters and Water man (19 82) sugg ested that organisational
performance can be linked to the organisation’s culture. In subsequent years there has
been much w ritten abo ut th e ro le o f organisatio nal or corp orate culture and the ro le
that cu lture can pl ay in deve loping a coop erative and committed w orkforce. The
culture of an organisation is influenced by a number of factors; importantly culture is
by definition very c ontextually spe cific (Eldridge and

Crombie 1974). A n

organisation’s c ulture in cludes (but is not lim ited t o) aspects of coded instructions,
systems of meanings, conventions, prevailing logic and a way o f think ing and
proceeding (Schien 1996).
Organisations in ge neral have expectations over the way th eir employees beh ave i n
the workplace. H owever, it is beco ming more co mmon for organisati ons to actively
progress corporate cultures. These organisations actively engage employees in ‘teambuilding’ activ ities in an att empt to portray thei r organisations as a ‘fun’ plac e t o
work, while instilling an expectati on in e mployees that they do not sim ply ‘do their
job’ but to go beyond what is expected.


The pre- establishing of a corporate culture has been d escribed as “…the d eath of
reason” (Anthony 1993: 164) as it hides the nature of the labour process. This is while
the labour process continues to maintain a level of dehumanisation. Waring describes
this pro cess of developing a corporate culture as “ masking reason ” (Waring 199 8:
429) as it aims to have employees ‘mask’ their true character while at work, similar to
the notion of ‘surface’ or ‘deep’ acting developed by Hochschild (1983).
The data for this research was collected over an eight month period of ethnographic
job obse rvation. Th e ob servation was a mix of part icipant and non-partic ipant
observation, a nd ex tensive d iscussions could be held with employees. Furthermore,
substantial amounts of data were collected outside of formal work time, in breaks and
before and after shifts. Pseudonyms have been used throughout this paper.

Food Works, Creating a Culture
Food Works is a food processing plant on a gr eenfield site in Australia. A significant
part of the m otivation for estab lishing t he n ew plan t was to move aw ay from the
adversarial culture present in th e s even br ownfield s ites o perating w ithin th e food
processing industry. Food Works p repares complete frozen m eals for a variety of
organisations, including transport and retail organisations, with a desire to break in to
healthcare and hospitality markets.
The new entity was to become “…a business that while a wholly owned subsidiary …
would be as far removed from the parent company as possible. The goal was to create
a culturally unique business…” (Management Team Member, 19 March 2003). It was
the intention of the management team to implement semi-autonomous work teams as
a means to e nhance p roductivity and employee invo lvement, p articularly w hen
compared to the brownfield sites. The General Manager states that with teams “…you
create ownership from the word ‘go’. It’s their ideas, their designs and we are there to
guide th em in a s ense.” The rhet oric of empowerment and self-responsibility co mes
straight from the pages of Peters and Waterman’s (1982: 55) original work, when they
suggest that t o achie ve th e values “…employees must take respo nsibility, be come
empowered…”
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In keep ing with the idea of motivating e mployees to behave in a manner that is
consistent w ith t he managerially advanced culture, th e canteen is adorned with
photographs of the ‘team’ and individual team members who have achieved success
in reaching KPIs (key performance indicators). Posters are spread across one wall of
the canteen, developed in a ‘whole of team’ meeting or ‘teambuilding activity’.

Processing Emotions
The presence of emotional labour at the F oodWorks plant is unquestionably different
to th at pres ent in workpla ces with fac e-to-face or voice-to-voice in teractions with
customers. Service work requires a majority of interactions with customers and hence,
pecuniary and prescripti ve emotional la bour is requi red throughout m uch of the
employee’s working day . However, at the processing plant, much of th e employee’s
time is spent placing marinated chicken fillets on a grill belt or pouring pasta into an
industrial sized vat. One would t hink that neither piece of machinery would complain
to management if t he em ployee was not being partic ularly ‘nice’ while performing
their tasks. Rather, the e motional labour comes a bout as a c onsequence of the
managerially i nitiated ‘monoculture’ i n t he workplace. Hence, the e motions in thi s
workplace are presentational, or occasionally prescriptive.
There are th ree main areas of employment at FoodWorks that requ ires presentational
emotions so that workers can “produ ce an e motional state in another person while at
the same time managing one’s own emotions” (Steinberg and Figart 1999). These are
team meetings, team building activities a nd gen eral inter actions with fellow
employees. The fo llowing paragrap hs explore the r esponses of em ployees in such
situations.
The ge neral interaction between em ployees gains another dim ension w hen the
employees are organised into tea ms. There is a range of liter ature that considers th e
potentially coerci ve nature of w ork t eams (see for example, Barke r 1993; Willm ott
1993). Employee responses t o the poten tially coercive nat ure ca n requ ire emotional
labour. Undeniably, there is a mixed response from operators when they consider the
‘flat s tructure’ and the expectation that they en sure an app ropriate level of outpu t
from their peers.
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…the choice is eith er work at 130 per cen t or tell th ese guy s to get their
shit together. So what d o you think? How w ould you like to have to tell
people to get moving all the time. It’s not good mate (9 April 2003).
Sure, maybe they’ll work a bi t harder, but th ey’ll also be pissed off at me
and w hen y ou work with th ese p eople every d ay, that’s n ot fun (3 Ju ne
2003).
You have to get on to them…We’re all in this together and to pretend an y
different means your no t really a team player and probably don’t fi t o ur
culture (3 June 2003).
Employees recognise th at th ere can be various responses to th e situa tions that
confront them. Not all employees manage their emotions well, and as such, find some
difficulty engagi ng with their fellow em ployees i n a fashion th at is suitable t o
management. How ever, the a bility to manage one’s e motions is not enough; an
employee must a lso engage in su ch a w ay that they produce a p articular resp onse
from their team mates. The intended response is increased output and if the interaction
is not managed by the e mployees th en in terpersonal conflict can flare within the
organisation.
We’re supp osed to h ave th is culture w here we can s ay thin gs no matter
what and b e honest bu t it's not th e ca se. We can hav e a look at the
schedule and say ‘that's not g oing to work’ and we're told that's tough ( 11
June 2003).
The worst part is the things you have to do to get a job here and then they
say you’re really good because you succeeded and they still treat you like
idiots (18 June 2003).
When the job gets you down you can get a bit snappy, but that’s a big nono in here, so I know a few of the girls that are always biting their tongue
(18 June 2003).
It i s no su rprise that organisati ons that i mplement a tea m structure co mmonly have
team meetings of so me descr iption. The se team meetings can tak e v arious for ms,
quality circles, product infor mation updates, off-li ne c ommittees and so on. At
FoodWorks, production m eetings were hel d before each shift to cover the expected
workload for the day. In addition, team meetings would be held on a fortnightly basis,
rotating between the day shift and the afternoon shift. These meetings covered a range
of i ssues, includ ing product updates, quality issues and gen eral s taff i nformation
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issues. Finally , ‘whole o f team’ meetings wou ld be held as the n eed ar ose t o cover
infrequent issues such as enterprise bargaining.
Some employees do not appreciate the expectations in team meetings.
…I certainly feel pressure to be nice to people, but at the same time to be
honest. So metimes y ou just can’t do bo th at once ( laughing)... I’ m
exhausted after every team meeting (2 July 2003).
There’s constant pressure at team meetings to s ay how much you like the
place. I lie, I have to (2 July 2003).
Food Works employees are also provided with opportunities to play organised games
and activities throughout w ork hours as a means to dev elop a culture of fun. A
number of such activities have occurred, for example, building ‘plasticine’ models to
represent “what Food Works m eans to me”. E mployees have mixed feelings ab out
such activities. Th e models were left on di splay in the ca nteen for wee ks afterward.
The winning team moulded a plasticin e chain and an open padlock. The explanation
written below the disp lay was tha t “Snap Fresh is where all areas are linked and the
open lock portrays that we are op en to id eas”. How ever, the re were some more
subversive entr ants. For exam ple one entr ant en titled “The Bo ttle” wit h the
explanation to the organisation “The answers ar e in t he bottle. Find your way to th e
bottom and you’ll find your answe rs”. An em ployee within “The

Bottle group ”

provided an alternate explanation:
What it rea lly means is t his pl ace i s fuc ked a nd it is making me an
alcoholic, b asically. Th e only way to get up on a Monday morning and
face it again is to wipe yourself out each weekend (18 June 2003).
Certainly, many e mployees en joy the opport unity to engag e in su ch acti vities.
However, there is also a substantial number of employees who do not, some going so
far as to call

the managerial appro ach of usin g such games as

“manipulative and

childish” (18 June 2003). Comments regarding other such activities include:
We h ad this day w here w e were supposed to carry o n in th e carpark;
having races w ith balloons between our knees and that sort of crap. I h ate
it, but you have to play along don’t you? (18 June 2003).
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It annoy s m e. I’ve go t real w ork to do, I d on’t w ant to play ga mes.
Besides, games may be fin e now , but wh at about w hen we’re beh ind
schedule. T hey’ll be breathing dow n our necks then, w on’t they ? And I
hate pretending I like it. But what else can you do? (18 June 2003).
As mentioned, there are three main situations when the employees are faced with the
requirement to p roduce presentational and prescriptive emotional labour i n th e food
processing setting: team meetings, tea m building activities and g eneral interactions
with fellow employees. These face-to-face interactions require employees to manage
their ow n em otions and seek to produce an emotional effect in o thers. In thi s case
study, the ‘others’ are actually fellow e mployees rath er th an cus tomers. This is an
important p oint. K ey to the ‘serv ice economy’ use of e motional labour is the
commodification of l abour tak es pl ace in an u nequal relationship w ith the customer
(Korczynski 2002). In this workplace, the ‘smile’ is not produced as a tool of selling a
product, bu t emotions are managed through t he production process to ensure ‘t eam
harmony’ and ‘the FoodWorks culture’.
The potential costs and benefits of emotional labour in this setting can be compared to
that for employees in the service sec tor. I mportantly, em otional labour is not
consistently ne gative fo r e mployees, nor is it u niformly negativ e on the e mployee’s
job satisfaction (Wharton and Erick son 1995). Certainly, i n thi s workplace many
employees find benefits in their emotional labo ur. Many employees su ggest that th e
attitude of their colleagues means that th ey are more likely to go home h appy. It
appears that just as we find in many subjective aspects of the employment experience,
when it comes to emotional labour in a prod uction setting, employees are affected in
different ways.

Conclusion
Emotional labour is a concept that has developed over the last coup le decades. This
paper adds

to our kn owledge of e motional labour by

taki ng t he con cept o f

presentational emotions into a food processing plant. In this greenfield site, the culture
was pre-de termined by man agement and employees w ere selected in p art, for their
capacity to ‘fit’ the culture.
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This pap er ha s dem onstrated t hat e ven w ithin a food processing plant, where
interactions w ith customers are abs ent, ther e can be substantial lev els of emotional
labour for the employees. This presentational and prescriptive emotional labour is the
result of inter

actions with other em

ployees t hat are expect ed to meet the

organisation’s v ague guidelines of the culture. Ther e were three m ain areas of
interaction where e mployees ar e confronted with s ituations wh ere th ey must engage
in s ubstantial levels of e motional l abour. The se a re: team meetings, t eam bu ilding
activities and general interactions with fellow employees. The e mployees throughout
the plant display different reactions to the need for emotional labour. This is certainly
reflective of previous research in the service sector. Emotional labour does not have a
uniform negative or positive impact on employees.
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