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ABSTRACT

Emotional labor has become a critical component in service-oriented organizations, where employees are
required to regulate their emotions to meet organizational expectations and enhance customer satisfaction.
While emotional labor can improve service quality and performance, it also poses risks to employee well-being,
particularly when poorly managed. This study aims to analyze the impact of emotional labor strategies surface
acting, deep acting, and genuine acting on employee satisfaction and performance. The research adopts a
qualitative approach using a systematic literature review and document analysis of recent peer-reviewed
studies. Data are analyzed through thematic and qualitative content analysis to identify key patterns related
to emotional regulation, employee well-being, and performance outcomes. The findings reveal that surface
acting leads to emotional exhaustion, burnout, and reduced job satisfaction and performance, whereas deep
acting and genuine acting contribute to higher satisfaction, lower stress, and improved service performance.
The discussion highlights the importance of organizational support, emotional intelligence, and service
climate in moderating these effects. In conclusion, effective management of emotional labor requires a shift
toward human-centered practices that promote authentic emotional engagement and sustainable
performance..
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INTRODUCTION

The rapid expansion of service-oriented industries in the contemporary
economy has intensified the importance of emotional interactions between employees
and customers, positioning emotional labor as a central component of organizational
performance and customer satisfaction. Emotional labor refers to the process by which
employees regulate their emotions and emotional expressions to meet organizational
expectations during service delivery. In sectors such as hospitality, healthcare, retail, and
customer service, employees are often required to display positive emotions—such as
friendliness, empathy, and enthusiasm—regardless of their actual internal feelings.
While such emotional regulation can enhance customer experiences and strengthen
organizational reputation, it simultaneously introduces psychological demands that may
affect employee well-being. The increasing emphasis on service excellence and customer-
centric strategies has therefore elevated emotional labor from a peripheral concern to a
critical managerial issue, particularly in the context of sustaining employee satisfaction
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and performance in high-pressure service environments (Amissah et al., 2021; Chou,
2023).

A key phenomenon underlying emotional labor is the distinction between
different emotional regulation strategies, namely surface acting, deep acting, and genuine
acting. Surface acting involves modifying outward emotional expressions without
changing internal feelings, essentially requiring employees to “fake” emotions to comply
with organizational display rules. This strategy has been consistently associated with
negative psychological outcomes, including emotional exhaustion, burnout, and reduced
job satisfaction. The discrepancy between felt and displayed emotions creates emotional
dissonance, which over time leads to stress and decreased well-being. Empirical studies
indicate that employees who frequently engage in surface acting are more likely to
experience fatigue, lower motivation, and diminished job performance, particularly when
the emotional demands of the job are high and persistent (Amissah etal., 2021; Verma &
Agrawal, 2025; Chehab et al.,, 2021; Tao, 2025; Humphrey, 2021).

In contrast, deep acting involves an internal modification of emotions to align
genuine feelings with organizational expectations. Rather than merely displaying
appropriate emotions, employees actively attempt to feel them, thereby reducing
emotional dissonance. Research suggests that deep acting is generally associated with
more positive outcomes, including higher job satisfaction, lower levels of stress, and
improved customer interactions. Employees who engage in deep acting tend to
experience a greater sense of authenticity and emotional alignment, which enhances their
engagement and overall work experience. However, the impact of deep acting on
performance is not entirely uniform, as it may depend on contextual factors such as
workload, organizational support, and individual emotional capabilities. Nonetheless, a
substantial body of literature supports the view that deep acting contributes to more
sustainable emotional regulation and better service outcomes compared to surface acting
(Mabotja & Ngcobo, 2024; Hwang & Park, 2022; Del Villar et al., 2025; Vashdi et al.,, 2021).

A third form of emotional labor, often referred to as genuine or naturally felt
emotions, represents a state in which employees authentically experience and express
the emotions required by their role. This strategy is considered the least psychologically
taxing, as it eliminates the need for emotional dissonance and reduces the cognitive effort
associated with emotion regulation. Employees who naturally align their emotions with
organizational expectations tend to report higher levels of job satisfaction, better well-
being, and stronger performance outcomes. Furthermore, genuine emotional expression
fosters more authentic interactions with customers, which can enhance service quality
and customer satisfaction. These findings highlight the importance of aligning individual
dispositions with job roles and creating work environments that support authentic
emotional expression (Lam et al., 2022; Ngcobo et al., 2022; Amissah et al., 2021).

The relationship between emotional labor and employee outcomes is
particularly evident in its impact on job satisfaction and performance. The literature
consistently demonstrates that surface acting negatively affects job satisfaction, as
employees experience emotional strain and reduced psychological well-being. In
contrast, deep acting and genuine acting are associated with higher levels of job
satisfaction, as they promote emotional congruence and reduce stress. This distinction is
critical, as job satisfaction is closely linked to employee retention, engagement, and
organizational commitment. Moreover, emotional labor directly influences service
performance, as the quality of emotional interactions plays a significant role in shaping
customer perceptions and experiences. Employees who effectively manage their
emotions through deep or genuine acting are more likely to deliver high-quality service,
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leading to improved customer satisfaction and organizational outcomes (Cekmecelioglu
etal., 2025; Chou, 2023; Del Villar et al,, 2025; Hwang & Park, 2022).

However, the positive effects of emotional labor are contingent upon the
presence of supportive organizational conditions. Without adequate support, high
emotional demands can lead to adverse outcomes, including burnout, anxiety, and
decreased performance. This is particularly evident in situations where employees are
required to engage in frequent surface acting without sufficient resources or autonomy.
The accumulation of emotional strain in such contexts can result in reduced work quality
and increased turnover intentions. Studies indicate that when emotional labor is poorly
managed, it can undermine both employee well-being and organizational effectiveness,
highlighting the need for strategic interventions that address the underlying causes of
emotional strain (Alsakarneh et al., 2023; Borah et al., 2024; Rughoobur-Seetah, 2023).

Despite the extensive research on emotional labor, several important gaps
remain in the literature. One major gap is the lack of integrative studies that
simultaneously examine the interplay between different emotional labor strategies,
employee satisfaction, and performance outcomes within a unified framework. Most
existing studies focus on individual aspects of emotional labor, such as burnout or job
satisfaction, without considering their interrelationships. Additionally, there is limited
research on the contextual factors that influence the effectiveness of emotional labor
strategies, particularly in diverse cultural and organizational settings. This limitation
restricts the generalizability of existing findings and underscores the need for more
comprehensive analyses that account for variability across industries and regions.
Furthermore, there is a scarcity of longitudinal studies that explore the long-term effects
of emotional labor on employee well-being and performance, making it difficult to
understand the sustainability of different emotional regulation strategies (Chou, 2023;
Del Villar et al.,, 2025).

Another significant research gap &= dengan kurangnya eksplorasi terhadap
peran dukungan organisasi dan faktor individu dalam memoderasi dampak emotional
labor. While previous studies have identified factors such as emotional intelligence, self-
efficacy, and organizational support as important determinants of employee outcomes,
their interaction with different emotional labor strategies remains underexplored.
Understanding how these factors influence the relationship between emotional labor and
employee well-being is essential for developing effective management practices.
Moreover, the role of service climate and organizational culture in shaping emotional
labor dynamics has not been sufficiently examined, particularly in terms of how these
elements can promote positive emotional regulation and mitigate negative outcomes
(Ahmad et al., 2024; Yikilmaz et al,, 2021; Vashdi et al., 2021).

In response to these gaps, this study offers a novel contribution by integrating
the analysis of emotional labor strategies with employee satisfaction and performance
within a comprehensive conceptual framework. The novelty of this research lies in its
emphasis on the differential effects of surface acting, deep acting, and genuine acting, as
well as the moderating role of organizational support and contextual factors. By
synthesizing insights from recent empirical studies, this research seeks to provide a more
holistic understanding of how emotional labor can be managed to enhance both
employee well-being and organizational performance. Additionally, the study highlights
the importance of aligning emotional labor practices with sustainable human resource
management (HRM) strategies, thereby contributing to the development of more
resilient and employee-centered organizations.

Furthermore, this study emphasizes the practical implications of emotional labor
management in service organizations. Effective management of emotional labor requires
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a combination of training, support, and organizational culture that encourages authentic
emotional expression. Training programs that enhance emotional intelligence and self-
regulation skills can help employees engage in deep acting rather than surface acting,
thereby reducing emotional strain. Similarly, supportive leadership and organizational
policies that provide autonomy and recognition can create an environment where
employees feel valued and empowered. These practices not only improve employee well-
being but also enhance service quality and customer satisfaction, demonstrating the
strategic importance of emotional labor management in achieving organizational success
(Cekmecelioglu et al.,, 2025; Hwang & Park, 2022).

Based on the aforementioned background, phenomena, and identified research
gaps, the primary objective of this study is to analyze the impact of emotional labor
particularly surface acting, deep acting, and genuine acting on employee satisfaction and
performance, while examining the role of organizational support and contextual factors
in shaping these relationships. This objective reflects the need to develop a more
integrated understanding of emotional labor as both a psychological and organizational
phenomenon, with implications for sustainable workforce management in service-
oriented industries.

METHOD

This study employs a qualitative research design with an exploratory approach
to examine the impact of emotional labor on employee satisfaction and performance
within service-oriented organizations. The research is grounded in organizational
behavior and human resource management (HRM) perspectives, particularly focusing on
emotional labor theory and its dimensions: surface acting, deep acting, and genuine
acting. Data collection is conducted through a systematic literature review and document
analysis, targeting peer-reviewed journal articles, conference proceedings, and empirical
studies relevant to emotional labor, job satisfaction, and employee performance. The
inclusion criteria consist of publications indexed in reputable databases such as Scopus
and SINTA, relevance to the research variables, and publication recency (primarily
between 2021-2025) to ensure current and valid insights. The data collection process
follows a structured procedure, including identification of sources, screening for
relevance, eligibility assessment, and final inclusion. Additional supporting data from
organizational reports and service industry case studies are incorporated to provide
contextual depth and strengthen the analytical framework.

The data analysis utilizes thematic analysis combined with qualitative content
analysis to systematically identify patterns, relationships, and key themes emerging from
the collected data. The analysis begins with open coding to extract core concepts related
to emotional labor strategies, employee well-being, job satisfaction, and performance
outcomes. These concepts are then organized through axial coding into broader
categories such as emotional regulation strategies, psychological impacts, performance
implications, and organizational support mechanisms. Subsequently, selective coding is
applied to integrate these categories into a comprehensive framework that explains how
different forms of emotional labor influence employee satisfaction and performance. To
ensure the validity and reliability of the findings, data triangulation is conducted across
multiple sources, and theoretical alignment is established with existing frameworks in
emotional labor and HRM literature. This analytical approach enables a nuanced
understanding of the interplay between emotional labor strategies and organizational
outcomes, as well as the identification of practical implications for sustainable service
management.
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Figure 1. Diagram Conceptual Research

RESULT AND DISCUSSION

Based on the results of the thematic and qualitative content analysis conducted
on the selected literature, the findings reveal several key dimensions that explain how
different emotional labor strategies influence employee satisfaction and performance in
service-oriented organizations. The analysis highlights the contrasting effects of surface
acting, deep acting, and genuine acting, as well as the role of organizational support and
contextual factors in shaping these outcomes. The synthesis of these findings is presented

in the following table.

Table 1. Synthesis of Emotional Labor Strategies, Employee Satisfaction, and
Performance Outcomes

No Emotional Key Impact on Impact on Supporting
Labor Characteristics Employee  Performance Factors /
Strategy Satisfaction and Service Moderators
Quality
1 Surface Faking emotions, Low Decreased High workload,
Acting suppressing true  satisfaction,  performance, low support,
feelings, high stress lower service low emotional
emotional and burnout  quality intelligence
dissonance
2 Deep Acting Modifying Higher Improved Training,
internal feelings  satisfaction,  service emotional
to match reduced quality, intelligence,
required emotional generally supportive
emotional exhaustion positive leadership
display performance
3 Genuine Naturally felt Highest Strong Person-job fit,
Acting and authentic satisfaction,  performance, positive
emotional low better organizational
expression psychological customer climate
strain relationships
4 Emotional Gap between felt Emotional Indirect Lack of
Dissonance and displayed fatigue, decline in autonomy,
emotions reduced well- performance  strict display
being through rules
burnout
5 Organizational Leadership Increased Enhanced HRM
Support support, satisfaction performance  practices,
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autonomy, and and and service supportive
recognition engagement  consistency  culture
Emotional Ability to Reduced Improved Training and
Intelligence regulate and stress and interaction development
understand better quality and programs
emotions emotional performance
regulation
Service Organizational Higher Better service Balanced
Climate focus on service  motivation delivery and  workload, clear
quality and and job customer expectations
employee well-  satisfaction satisfaction
being
Workload Level of Increased Performance = Work design,
Intensity emotional and stress when decline when resource
task-related excessive unmanaged availability
demands
HRM Training, Improved Sustainable Strategic HRM
Interventions  emotional well-being performance  implementation
support and job improvement
programs, and satisfaction
well-being
_initiatives

The table demonstrates that emotional labor is not a uniform construct but
consists of distinct strategies with significantly different implications for employee
outcomes. Surface acting emerges as the most detrimental form, consistently associated
with emotional exhaustion, low job satisfaction, and reduced performance due to the
psychological strain of emotional dissonance. In contrast, deep acting and genuine acting
are shown to produce more positive outcomes, as they reduce internal conflict and
promote authenticity in emotional expression. These strategies not only enhance
employee satisfaction but also contribute to higher service quality and customer
satisfaction, highlighting their strategic importance in service management.

Furthermore, the findings emphasize that the impact of emotional labor is
strongly influenced by contextual and organizational factors. Elements such as
organizational support, emotional intelligence, and service climate play a critical role in
moderating the relationship between emotional labor and employee outcomes. When
employees are supported through effective HRM practices, training, and a positive
organizational culture, the negative effects of emotional labor can be mitigated, and its
positive potential can be maximized. Overall, the results suggest that managing emotional
labor effectively requires a holistic approach that integrates individual capabilities with
organizational strategies to achieve both employee well-being and sustainable
performance.

Discussion

The findings derived from the methodological approach and the synthesized data
in Table 1 provide a comprehensive understanding of how emotional labor strategies
influence employee satisfaction and performance in service-oriented organizations. In
line with the research objective—to analyze the impact of emotional labor on employee
satisfaction and performance—this discussion demonstrates that emotional labor is a
multidimensional construct whose outcomes depend significantly on the strategies
adopted by employees, namely surface acting, deep acting, and genuine acting. These
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strategies differ not only in their psychological processes but also in their consequences
for employee well-being and organizational effectiveness.

The analysis confirms that surface acting represents the most problematic form
of emotional labor, primarily due to the phenomenon of emotional dissonance, where
there is a mismatch between felt emotions and displayed emotions. Employees engaging
in surface acting are required to suppress their genuine feelings and present emotions
that conform to organizational expectations, which creates a persistent psychological
strain. This strain manifests as emotional exhaustion, burnout, and decreased job
satisfaction, as consistently highlighted in the literature. The findings in the table align
with previous studies indicating that surface acting is strongly associated with negative
employee outcomes, including increased stress and reduced well-being. Over time, this
emotional dissonance undermines employees’ intrinsic motivation and engagement,
leading to deteriorating job satisfaction and organizational commitment (Amissah et al,,
2021; Chou, 2023; Verma & Agrawal, 2025; Chehab et al,, 2021; Tao, 2025; Humphrey,
2021).

Moreover, the negative implications of surface acting extend beyond individual
well-being to affect organizational performance. The table shows that surface acting is
linked to decreased service quality and lower performance outcomes. This relationship
can be explained by the cognitive and emotional burden associated with maintaining
inauthentic emotional expressions, which reduces employees’ ability to focus on task
performance and customer interactions. When employees are emotionally exhausted,
they are less likely to engage in proactive behaviors, provide high-quality service, or
respond effectively to customer needs. Empirical evidence supports this conclusion,
demonstrating that high levels of emotional dissonance are associated with poorer job
performance, particularly in high-demand service environments. In such contexts, the
gap between internal emotions and external expressions becomes a critical determinant
of performance decline (Alsakarneh et al,, 2023; Borah et al., 2024; Nauman et al., 2023).

In contrast, deep acting emerges as a more adaptive and sustainable emotional
labor strategy. Unlike surface acting, deep acting involves aligning internal emotions with
required emotional displays, thereby reducing emotional dissonance. The findings
indicate that employees who engage in deep acting experience higher levels of job
satisfaction and lower levels of emotional exhaustion. This can be attributed to the fact
that deep acting promotes emotional congruence, allowing employees to authentically
engage with their roles and customers. As a result, employees are more likely to
experience positive emotions, which enhance their overall work experience and well-
being. This is consistent with existing research showing that deep acting is associated
with improved psychological outcomes and greater job satisfaction compared to surface
acting (Amissah et al., 2021; Mabotja & Ngcobo, 2024; Hwang & Park, 2022; Del Villar et
al., 2025).

The impact of deep acting on performance is also generally positive, although it
may vary depending on contextual factors. The table suggests that deep acting
contributes to improved service quality and customer satisfaction, as employees are able
to deliver more authentic and emotionally engaging interactions. This is particularly
important in service contexts where customer perceptions are heavily influenced by the
emotional behavior of employees. By fostering genuine emotional engagement, deep
acting enhances the quality of customer experiences and strengthens organizational
reputation. However, the effectiveness of deep acting may depend on factors such as
workload, organizational support, and individual emotional capabilities. For instance,
when employees are under excessive pressure, even deep acting may become difficult to
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sustain, highlighting the importance of supportive work environments (Vashdi et al,,
2021; Hwang & Park, 2022).

Genuine acting represents the most beneficial form of emotional labor, as it
involves the natural alignment of employees’ emotions with organizational expectations.
The findings indicate that genuine acting is associated with the highest levels of job
satisfaction and the lowest levels of psychological strain. This is because employees do
not need to engage in emotional regulation or suppression, allowing them to express their
emotions authentically. As a result, genuine acting reduces the cognitive and emotional
effort required to perform emotional labor, leading to improved well-being and job
satisfaction. Furthermore, genuine emotional expression enhances the quality of
customer interactions, as customers are more likely to perceive authenticity and
sincerity. This contributes to stronger customer relationships and improved service
outcomes, reinforcing the strategic importance of fostering genuine emotional
engagement in service organizations (Lam et al., 2022; Ngcobo et al., 2022).

The relationship between emotional labor and job satisfaction is particularly
significant, as job satisfaction serves as a key indicator of employee well-being and
organizational success. The findings clearly demonstrate that surface acting consistently
reduces job satisfaction, while deep acting and genuine acting enhance it. This distinction
underscores the importance of emotional regulation strategies in shaping employee
experiences. Employees who frequently engage in surface acting are more likely to
experience dissatisfaction and disengagement, which can lead to higher turnover rates
and reduced organizational commitment. In contrast, employees who engage in deep or
genuine acting are more likely to experience positive work attitudes, contributing to
higher levels of engagement and retention. These findings are consistent with prior
research emphasizing the role of emotional labor in influencing job satisfaction and
organizational outcomes (Cekmecelioglu et al., 2025; Chou, 2023; Del Villar et al,, 2025).

In terms of performance, the findings indicate that emotional labor can both
enhance and undermine employee performance, depending on how it is managed. When
employees engage in deep or genuine acting, emotional labor contributes to improved
performance by enhancing customer interactions and service quality. However, when
emotional labor is dominated by surface acting, it can lead to performance decline due to
burnout, stress, and reduced cognitive capacity. This dual effect highlights the
importance of distinguishing between different emotional labor strategies and
understanding their respective impacts. It also suggests that organizations must carefully
manage emotional labor demands to ensure that they do not exceed employees’ capacity
to cope, thereby preventing negative performance outcomes (Alsakarneh et al., 2023;
Rughoobur-Seetah, 2023; Nauman et al., 2023).

The discussion also emphasizes the critical role of organizational support and
contextual factors in moderating the relationship between emotional labor and employee
outcomes. The findings indicate that factors such as leadership support, autonomy,
emotional intelligence, and self-efficacy play a significant role in reducing the negative
effects of emotional labor and enhancing its positive outcomes. For example, employees
with high emotional intelligence are better able to regulate their emotions and engage in
deep acting, thereby reducing the risk of burnout. Similarly, supportive leadership and
organizational policies can create an environment that encourages authentic emotional
expression and provides resources for managing emotional demands. These findings
align with the literature suggesting that organizational support is a key determinant of
employee well-being and performance in service contexts (Chou, 2023; Hwang & Park,
2022; Ahmad et al., 2024; Nauman et al.,, 2023).
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Service climate also plays a crucial role in shaping emotional labor dynamics.
Organizations that prioritize service quality and employee well-being are more likely to
foster deep acting and genuine emotional expression, leading to improved performance
outcomes. A positive service climate provides employees with clear expectations,
adequate resources, and supportive relationships, enabling them to manage emotional
labor more effectively. Conversely, a negative service climate characterized by high
demands and low support can exacerbate the negative effects of emotional labor, leading
to burnout and performance decline. This highlights the importance of aligning
organizational culture with service objectives to create a supportive environment for
emotional labor (Vashdi et al,, 2021).

Overall, the discussion demonstrates that emotional labor is a critical
determinant of employee satisfaction and performance in service organizations. The
findings highlight the importance of distinguishing between different emotional labor
strategies and understanding their respective impacts on employee outcomes. Surface
acting emerges as a significant risk factor for burnout and performance decline, while
deep acting and genuine acting offer more sustainable and beneficial approaches to
emotional regulation. The role of organizational support, emotional intelligence, and
service climate further underscores the need for a holistic approach to managing
emotional labor.

In conclusion, this study successfully addresses its research objective by
demonstrating that the impact of emotional labor on employee satisfaction and
performance is contingent upon the strategies employed and the organizational context
in which they occur. By promoting deep acting and genuine emotional expression, and by
providing supportive organizational environments, organizations can enhance both
employee well-being and service performance. These findings contribute to the
development of more sustainable HRM practices in service industries, emphasizing the
need to balance emotional demands with adequate resources and support systems.

CONCLUSION

This study concludes that emotional labor significantly influences employee
satisfaction and performance in service-oriented organizations, with outcomes largely
dependent on the type of emotional regulation strategy employed. Surface acting
consistently produces negative effects, including emotional exhaustion, burnout, low job
satisfaction, and declining service performance due to emotional dissonance. In contrast,
deep acting and genuine acting are associated with higher job satisfaction, reduced
psychological strain, and improved service quality, as they promote emotional alignment
and authenticity. Furthermore, the findings demonstrate that the effectiveness of
emotional labor is not solely determined by individual strategies but is strongly shaped
by organizational context, including leadership support, emotional intelligence, and
service climate. Therefore, emotional labor can function as both a risk and a strategic
resource, and its positive contribution to organizational performance can only be realized
when supported by appropriate management practices and a conducive work
environment.

IMPLICATIONS

The implications of this study highlight the need for organizations to adopt a
strategic and human-centered approach in managing emotional labor. Practically,
organizations should minimize reliance on surface acting by fostering environments that
encourage deep and genuine emotional engagement through training in emotional
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intelligence, supportive leadership, and employee empowerment. Human resource
management (HRM) practices should incorporate well-being programs, emotional
support systems, and realistic service expectations to reduce emotional strain and
prevent burnout. Additionally, organizations should cultivate a positive service climate
that aligns performance goals with employee well-being, ensuring sustainable service
quality. For policymakers and scholars, this study provides a foundation for further
research on emotional labor by emphasizing the importance of contextual and cultural
factors, as well as the need for longitudinal and sector-specific studies to better
understand its long-term impact on employee well-being and organizational
performance.
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