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Background and Context
This proposal will focus on the extent to which managers are able to influence the wellbeing and performance of workers that are categorised as ‘emotional labour’.  Nurses, social workers, carers, firefighters, police officers, teachers, paramedics and doctors are amongst jobs placed in this category, due to their regular interaction with people in acutely emotional situations and their need to suppress or hide their true feelings (Dudau and Brunetto, 2023). The proposal will focus on this group of workers because of the crucial role they currently play in society, recently highlighted by the Covid-19 pandemic, and the strong likelihood that they will continue to remain important well into the future.  Whilst anxiety about loss of jobs due to the advancement of Artificial Intelligence appears to be rising amongst the general population, emotional labour appears least at risk of being replaced by robots;  this is due to the current inability of AI to react to constantly changing contexts, in a human way (Dudau and Brunetto, 2020; World Economic Forum, 2023). At the same time, these workers (particularly health workers) tend to feel undervalued, as demonstrated by recent strikes, and over-worked, due to large numbers of vacancies in organisations such as the NHS (Wallbank, 2023). Unfortunately, such jobs largely sit in the public sector, which has limited resources and, due to the need to keep inflation low, appears unlikely to benefit from vastly improved terms and conditions any time soon. Although governments should not be absolved from all responsibility in this area, change will take time and it is therefore imperative that other ways are found to recruit and retain workers and keep them satisfied in their roles. Although many factors affect turnover intention and job satisfaction, managers are in the unique position to mitigate the effects of lack of resources and emotional strain, enhancing employees’ ability to cope, and therefore merit the most attention in this respect (Farr-Wharton et al, 2023; Richter et al, 2021). The focus will be on wellbeing, as the literature appears to indicate that when employee wellbeing is higher, this positively affects engagement which results in better individual and organisational performance (Brunetto et al, 2017, as cited in Farr-Wharton et al, 2023). 

According to Adendorff et al (2021) and Dudau and Brunetto (2023), little research has been conducted internationally into the leadership and management of high emotional labour. A series of articles published in 2023 sought to partly address this, however, research levels remain low (Public Money and Management, 2023). The Kingsfund (West, Bailey and Williams, 2020) has published research on nurses, midwives and doctors in NHS England, but the author has not discovered any published research that examines the impact of management style on emotional labour in Wales. This piece of research therefore seeks to address this gap. The NHS in West Wales has seen particular issues with recruitment, due to its rural setting, with a vacancy rate of 17% in 2021-2022 (HDUHB, 2022) compared with 5.3 % for Wales in December 2022 (Welsh Government, 2023) and 10% for NHS England (2023) on 31st March 2022 – the research may therefore shed further light on management, wellbeing and performance issues in this context and possibly help recruitment and retention rates. 

Research will be carried out with participants from local organisations including Hywel Dda Health Board. From a personal point of view this research will strengthen the relationship that the University has with these organisations, which could lead to increased student numbers and could also lessen the likelihood of them going elsewhere for their educational needs. The research will also help local organisations assess their current leadership capability in the organisation which may in turn influence future leadership development initiatives. It will be shared with students on the people management courses that the author oversees, thus influencing the professional practice of a generation of learners. 

Aims and Objectives

The aim of the research will be to explore the impact of management style on the wellbeing and performance of emotional labour in Wales. The research objectives will be as follows:
1. To identify and critically analyse the factors that affect the wellbeing and performance of emotional labour.
2. To identify and critically analyse the role of management in maintaining the wellbeing of employees, generally and in Wales.
3. To identify and critically analyse management styles that are effective in maintaining wellbeing and performance.
4. To explore how management style has affected the wellbeing and performance of emotional labour in Wales. 
5. To make recommendations regarding the management style most likely to maintain the wellbeing and performance of emotional labour in Wales, now and in the future. 

The study will initially explore literature to help identify the general factors that affect the wellbeing and performance of emotional labour, as well as the role that management play. It will then explore management styles that appear most likely to be effective in maintaining wellbeing, before commencing the primary research. As the process will be inductive in nature, it is expected that further literature will be considered once the primary research has been completed, to compare and contrast the two. This will then inform the recommendations. 
Indicative Review of the Literature

Wellbeing and Performance
Wellbeing can be defined in many ways, mainly depending on the context. It can even be spelt in different ways – wellbeing or well-being. According to Rogers, Castree and Kitchin (2013), wellbeing can be described as a state of feeling healthy and happy, and of having a good quality of life, which could include a life free from poverty, loneliness, oppression and stress. In terms of the world of work, the terms ‘hedonic’ and ‘eudemonic’ are often used to describe states of psychological wellbeing relating to happiness (job satisfaction) and a sense of purpose (meaningful jobs) (Guest, 2017). For this purpose of this study, wellbeing will be categorised in terms of psychological, physical and social wellbeing, the latter relating to positive relationships in work.  

The CIPD claim that good employee wellbeing can enable engagement and performance. They describe several ‘domains of wellbeing’ that organisations should focus on to maintain the wellbeing and performance of their employees – these include health, social wellbeing, financial wellbeing, good lifestyle choices, values and principles, good work and personal growth (Suff, 2022). Their recent Health and Wellbeing at Work Survey, completed by 804 HR professionals from the private, public, and voluntary sectors, discovered that employers were experiencing better employee morale and engagement, amongst other benefits of increasing their focus on employee wellbeing (CIPD, 2022). Relevant to this proposal was the finding that line managers play a crucial role in maintaining the health and wellbeing of their employees but often lack the skills required to do so. Management style was also found to be among the most common causes of stress in the workplace. 

Factors that affect the Wellbeing and Performance of Emotional Labour
Working in caring and compassionate professions can be immensely rewarding and often those in emotionally demanding roles see it as a ‘calling’. Though job satisfaction can protect against work related stress and burnout, as well as motivate employees, some studies have found a strong relationship between the demands of a caring role and emotional exhaustion (Kinman and Leggetter, 2016; Smith, Brennan and Adhikari, 2021). This has negative implications for recruitment and retention, as well as patient outcomes (Oyeleye et al, 2013 and Salyers et al, 2017 as cited in Magill, Siegel and Pike, 2020). Particular issues appear to be hostile work environments with scarce resources, low autonomy, lack of recognition and lack of training in managing emotions (Smith et al, 2021). Certain factors, however, appear to bolster employee resources and buffer against the emotional demands – these include social support from managers and team members and a supportive culture with opportunities to express and vent emotions (Kinman and Leggetter, 2016). The role of the manager therefore appears to be key in maintaining the wellbeing of emotional labour, though it is their style of leadership that seems to determine their effectiveness in this area. 

Management and Leadership Style
Literature on leadership has provided definitions of leadership that exist on a continuum, from transactional or agentic leadership at one end to transformational or communal leadership on the other (Fürstenberg, Alfes, and Kearney, 2021; Russell et al, 2018). A leadership style that does not involve much leadership at all – laissez-faire, is also identified in the literature (CMI, 2015). Transactional leadership is task-orientated, with a focus on goal setting and making decisions and transformational leadership is focussed on empowering employees, with a focus on their needs and interests (Fürstenberg, Alfes, and Kearney, 2021; Russell et al, 2018). More recent literature appears to point to the need for elements of both leadership styles to be effective managers, transactional leadership acting as a base that can and should be built upon (Russell et al, 2018). This is sometimes referred to in the literature as ‘paradoxical leadership’ – leaders are having to navigate two paradoxes – the need to set clear goals and have some element of control whilst allowing employees the autonomy they require to flourish (Fürstenberg, Alfes, and Kearney, 2021). 

The dominant style of leadership in the public sector, appears to be one devoid of emotion, warmth and human centredness, and has a more transactional, rational focus (Adendorff et al, 2021; Farr-Wharton et al, 2023). However, in accordance with Conservation of Resources theory, employees in high stress environments seek support and this is best given by managers who foster positive relationships with their employees. Farr-Wharton et al (2023) found that authentic leadership, which values positive relationships had favourable outcomes for employee wellbeing in the case of police officers and in the case of nurses, compassionate leadership is advocated by the likes of Michael West (West, 2021). Both types of leadership are relationship-based and appear to boost employee ability (personal resources) to cope with work stressors. Some literature on compassionate leadership describes a type of leadership that takes hard decisions, but with empathy and compassion (Hougaard, Carter and Hobson, 2020), which is in line with the concept of ‘paradoxical leadership’ described above. Managers of emotional labour are often having to make decisions in highly pressurised situations, with competing demands and lack of resources, however, it is the way they manage in such situations that can make the difference in terms of employee motivation and wellbeing (Bradley, 2020). 

Richter et al (2021) argues that resource-providing leadership goes one step further than transformational leadership and sees the management of job demands and resources as a key objective. However, their study found that this type of leadership only buffered against emotional demands, not workload or role ambiguity. Their findings would indicate that a more rounded leadership style, that had elements of transactional and compassionate leadership, which could take decisive action to influence workload, breaks and so on, would benefit employees to a greater extent. 

Literature that focuses on the impact of management/leadership on wellbeing and performance, as opposed to just wellbeing is not plentiful (Haile, 2022). However, as wellbeing is linked to performance, the literature relating purely to wellbeing is still useful to this study. In several studies relating to nurses, for example, nurse leaders are seen as vital to maintain wellbeing (Magill, Siegel and Pike, 2020; Smith et al, 2021). In an integrative review of the literature relating to Nurse Unit Managers of Intensive Care Units in Australia, Adams, Chamberlain and Giles (2019) found that those managers who were people and relationship focussed, and who developed trusting relationships impacted nurse wellbeing most positively. 

A mix of control and autonomy, and of wisdom and compassion, therefore appear to be an effective combination to maintain employee performance and wellbeing. It would appear that a relationship-focussed management style has the most beneficial effect in the case of emotional labour, though this is not prevalent in the public sector according to current research. 

Focus on Wales
Literature on this topic relating to Wales is sparse. However, the CIPD have recently published their Good Work Index survey report for Wales, an annual benchmark of job quality (CIPD, 2023), which provides a good insight into employee perspectives relevant to this proposal. 545 employees completed the survey, which revealed that two thirds of employees are satisfied with their jobs, relationships are good and satisfaction with managers is generally positive. In terms of the public sector, however, only a third of respondents thought that work affects their health positively. Such employees were more likely to suffer from excessive workloads, high pressure and feelings of exhaustion compared to other workers, though more than half felt immersed or energised at work. With 49% indicating that they are willing to work harder than they have previously to help the organisation, this could indicate high potential for instances of burnout in Wales, something which managers need to be able to spot and manage appropriately. Employees are also experiencing financial hardship, with less than half being able to keep up with their bills and other commitments. Such pressures on wellbeing would indicate the need for managers in Wales to be particularly focussed on building trusting relationships with employees and provide tangible support, again leaning more towards relationship-focussed leadership styles such as compassionate leadership. 

All public bodies in Wales are expected to contribute to the 7 wellbeing goals contained in the Well-being of Future Generations (Wales) Act 2015. Wellbeing in the context of the Act incorporates economic, social, environmental, cultural and individual wellbeing, all aspects that should contribute to a more sustainable future. The most recent report on progress against the goals reveals even more reasons why managers in Wales should focus on the wellbeing of their employees. The war in Ukraine, the pandemic and cost of living crisis have had a significant impact on living standards – for example half of single parents are in material deprivation and the number of householders assessed as being at threat of homelessness has increased. Concerns about mental health have also increased and lifestyle issues appear to be potentially problematic, with only 3 out of 10 people eating enough fruit and vegetables and just over half of all adults getting enough exercise. There are also issues of inequality, with disabled people more likely to earn less money than those who are not disabled (Welsh Government, 2022). There are several aspects of the Act that could be seen to relate to work – there is the notion of ‘decent’ work, the maximisation of people’s physical and mental health and supporting people to fulfil their potential, amongst others. The Act also requires employers to recruit and retain a workforce that supports the achievement of these goals (Welsh Government, 2016). These factors would point to the need to have managers who are focussed on employee wellbeing, as well as the wellbeing of the Welsh nation. 

Relevant Theories and Models
Many studies relating to this topic draw on one main theory to guide their research – the Job-Demands Resources (JD-R) Model. However, other theories are also relevant to this proposal, including the concept of Leader-Member Exchange (LMX), Self-Determination Theory and Conservation of Resources (COR) Theory (referred to earlier).  

Job-Demands Resources Model
According to the JD-R model, job demands (for example workload, job ambiguity and emotional demands) and job resources (autonomy, social support) affect employee wellbeing (Richter et al, 2021). Job demands put a strain on employee health, whilst resources are motivational and can act as a buffer against such job demands. Richter et al (2021) found that resource-providing leadership buffered again emotional demands, whilst a study by Boelhouwer, Vermeer and van Vuuren (2020), cited in Richter et al (2021), found that autonomy as well as supportive leadership were associated with lower levels of burnout and higher levels of engagement and work ability. 

Leader-Member Exchange and Self-Determination Theory
LMX theory describes the nature of the relationship between manager and employee as that of mutual gains. Managers provide support and employees respond with good performance and loyalty. Research appears to indicate that a strong relationship may help employees overcome work stressors and improve wellbeing (McLarty et al 2021). According to Ryan and Deci (2017) Self-determination theory claims that employees have the basic psychological needs of autonomy, competence and relatedness, that need to be satisfied to motivate and maintain wellbeing. Many authors such as West (2021) emphasise the importance of satisfying these needs, as a foundation of compassionate management in Health and Social Care in the UK. 

Proposed Methodology
This study will explore the lived experiences of individuals that fall into the category of emotional labour, in Wales. The philosophical approach will therefore be ‘phenomenology’ which, according to Matua and Van Der Wal (2015), is a discipline that investigates participants’ experiences to reveal hidden meanings. Rather than purely reporting those experiences, hermeneutic phenomenology will be deployed, which focuses on the interpretation of these experiences. It will be a qualitative study, using document analysis to explore the managers’ perspective and semi-structured interviews to explore employees’ perspective. A multi-method approach was deemed appropriate, to help construct a holistic picture of the phenomenon in question. The methods chosen explore two perspectives and were considered more appropriate than other methods such as observation, which have more complex issues of confidentiality and a greater risk of participants modifying their behaviour due to the presence of the researcher (Creswell and Creswell, 2018). 

The research will be inductive, that is following a process whereby data is analysed to construct theory, as opposed to the other way round, which is deemed ‘deductive’ research (Creswell and Creswell, 2018). 

Document Analysis
Reflections on leadership style, submitted by paramedics as part of a Master’s degree course at the University will be analysed to gauge the leadership perspective on the impact of management style on emotional labour. According to Bryman et al (2021), documents are windows onto social and organisational realities. However, in this instance, they were produced for a particular purpose (reflection of their leadership style, as part of an assessment), and therefore only depict a single dimension of reality. They will therefore be supplemented with interviews, to gather a broader view of the context of emotional labour.  

Bryman et al (2021) recommend the use of Scott’s (1990) criteria for assessing the quality of documents – Authenticity, Credibility, Representativeness and Meaning. The reflections have been submitted by students as part of a postgraduate assessment, so are highly likely to be authentic and credible, as students will be motivated to produce work of a high standard. The system that students submit work to (Turnitin) also identifies if the work is similar to work that has already been published, which would highlight any issues in this respect of inauthenticity. However, there may be an element of writing what they think the assessor wants, rather than reporting their true feelings (Scott, 1990, as cited in Bryman et al, 2021), so this will be borne in mind when analysing the data. An initial sample of five reflections will be analysed, which will be representative of a particular group of emotional labour and, if only assessments that have passed are considered, it is likely that they will be clear and comprehensible. The reflections will be chosen via a volunteer process, whereby students are asked if they would like to take part in the research. The sampling strategy is therefore random and not subject to any bias on behalf of the researcher. 

Interviews
To gauge the perspective of employees (as opposed to managers), 8-10 semi-structured interviews will be carried out to explore how management style has impacted emotional labour in Wales. According to Creswell and Creswell (2018), phenomenological studies typically involve 3-10 interviews, or an approach whereby interviews are conducted until saturation point is reached. Participants will be employees of local health boards, in a variety of roles including nurses and paramedics. Volunteers will be sought via email to current students in the University, with an incentive of a £25 Amazon voucher, for their time. 

Rather than anonymous questionnaires, the researcher values the personal interaction and deep insight that can be obtained from in depth interviews (Saunders, Lewis and Thornhill, 2016). The interviews will be used to thoroughly explore and understand people’s perspectives. As recommended by Sundler et al (2019), the researcher will aim to remain impartial, so as to accurately capture the participants’ perspectives, whilst having an acute awareness of how the researcher’s own pre-conceptions can influence how they interpret the data. 

By analysing both the reflections and output of the interviews, the researcher aims to construct a holistic account of the phenomenon in question – in other words, by collecting multiple perspectives, an overall picture of how management style impacts emotional labour in Wales should emerge (Creswell and Creswell, 2018). 

Validity and Reliability
The validity and reliability of qualitative research methods is measured differently to quantitative methods. This is because the researcher collects and interprets the data themselves, as opposed to using instruments such as a questionnaire (Creswell and Creswell, 2018). To ensure validity of qualitative methods, the researcher checks for the accuracy of the findings and to ensure reliability, they aim for consistency (Creswell and Creswell, 2018). The researcher will therefore aim to maximise validity by ensuring the wording of the themes reflects the data, that the themes themselves are grounded in the data and that the conclusions are sound (Sundler et al, 2019). Standard questions will be used as a basis for the interviews and a pilot interview will serve to test the questions. 

Data Analysis
Both the reflections and interview transcripts will be analysed using content analysis. This will involve initially coding the data and then identifying themes and relating them to the overall aim of the research. According to Butcher et al (2022), this approach is flexible and allow for an in-depth analysis of the data, guided by the accounts of participants rather than the researcher’s preconceptions. The software, NVivo will be used to code and identify themes – the process that is followed is essentially the same as the manual process, as the researcher highlights words and sentences, allocates a ‘node’ (code) and then analyses any themes that emerge. The advantage of using NVivo is that grouped data can be viewed easily and themes can be identified more quickly. There is also a search facility that allows researchers to check that all instances of a particular code have been identified (Allsop et al, 2022). 

Ethical Considerations
As the reflections will not have been produced specifically for this piece of research, there are particular ethical considerations to bear in mind. These include how the material will be used, whether or not it should be anonymised, the ownership of the material and approval required to publish any parts of it (Bryman et al, 2021). Explicit consent will therefore be obtained from the participants regarding using quotes from the material and from the University, in respect of accessing and using the data. Reflections will be anonymised and only referred to as ‘paramedic reflections’ of those employed in a local health board. 

There will also be ethical considerations to bear in mind with conducting interviews as these may be emotionally charged, intensive experiences in which the researcher is closely involved (Creswell and Creswell, 2018). Several authors recommend incorporating reflexive thinking into the qualitative study, to monitor how the researcher’s personal experiences may be influencing the research (Creswell and Creswell, 2018; Sundler et al, 2019). Therefore, memos will be used to document personal experiences throughout the process. Some studies also adopt a distress protocol, to protect and support participants (Butcher et al, 2022); in this instance, as students of the University will be participants, they will be directed to Student Services, if they require support. 

In addition to the above, the University’s ethical guidelines will be followed, including obtaining consent and ensuring confidentiality (UWTSD, 2022). 

Summary
To summarise, the aim of this study will be to explore the impact of management style on the wellbeing and performance of emotional labour in Wales. The research is of importance as the recruitment and retention of such workers is an issue, particularly in this region. The literature appears to indicate that managers are key to maintaining wellbeing and that a relationship-based management style is the most effective in this respect. However, research relating to management style, wellbeing and performance, particularly relating to Wales, is sparse, thus justifying further research in this area. Document analysis and interviews will be utilised, to gain an in-depth understanding of both leader and employee perspectives, which, combined with the literature, will provide insight and recommendations that could positively impact the recruitment and retention of these valuable workers now and in the future. 
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