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[bookmark: _Toc243232079]Introduction
The retail company’s transition to a digital inventory system confronts its project manager with intertwined technical and relational challenges. Some long-time staff members prefer tradition while other workers who are looking to go digital may see lag time as unnecessary. Misaligned expectations in divergent communications can lead to suboptimal accuracy of inventory, project timelines and collaboration. Emotional intelligence (EI) is a process for understanding these tensions without mixing up age and ability. Salovey and Mayer (1990) define EI as the processing of information related to emotions to inform thought and action, and later models of ability include perceiving, using, understanding and managing emotions (Mayer et al., 2004). But leadership is not just about emotions: there are decisions to make, they need to be technically sound, fair and accountable. This report critically examines models of EI, reviews purported differences between the Baby Boomers, Generation X, Millennials and Generation Z, and discusses management strategies for dealing with resistance, communication failings, and implementation challenges. Evidence is read and understood in relation to research design, contextual transferability and alternative explanations.
[bookmark: _Toc243232080]Emotional Intelligence and Effective Leadership
[bookmark: _Toc243232081]Conceptual Foundations and Critical Comparison of EI Models
The Mayer-Salovey ability model is a conceptualization of EI as four interrelated abilities: accurate emotional perception, using feelings to facilitate cognition, understanding emotional transitions, and reflection and regulation of emotions (Xakimova, 2026). 
[image: ]
Figure: Mayer-Salovey ability model (Supramanian et al., 2021)
In a rollout of an inventory system, it's helpful to be able to differentiate anxiety about job competence from opposition to organisational goals to help increase the accuracy of the diagnostic judgement. In contrast Goleman and Meza (1998) focuses on self-awareness, self-regulation, motivation, empathy and social skills; subsequent definitions of competency differentiate social awareness and relationship management from self-awareness and self-management (IGBOKWE, 2023). This method offers observable behaviours of the manager, but can also mix in emotions with the personality and motivation and overall managerial competence. Adaptability and stress management are also added to emotional-social intelligence, as in the model of Bar-On (2006), which expands the application of the model and makes its construct validity more complex.
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Figure: Model of Bar-On (Zoromba, 2018)
Krishnakumar et al. (2016) addressed this measurement problem through workplace scenarios assessing emotional perception, understanding and management. Across five validation studies, their NEAT instrument demonstrated promising relationships with job stress, satisfaction and performance. However, a smaller predictive sample was used later and outcomes included self-reports. Therefore, no special importance should be attached to the fact that a questionnaire has a high degree of confidence or that an employee has a high EI score, and this should not be a factor in choosing who receives training. The models do not measure the same thing, they are not alternatives, but rather complementary lenses to be used as diagnostics, in that managerial assumptions have to be tested through behaviour and operational evidence.
[bookmark: _Toc243232082]Emotional Intelligence, Leadership Behaviour and Decision-Making
If a veteran stock controller, during a meeting, says that the software is a mess, then the manager's frustration may lead to public response. Self-awareness helps to identify that impulse, and regulation allows for a more level-headed reaction. Martínez-Priego et al. (2024) distinguishes strategies like cognitive reappraisal from response-focused regulation; and he proposes that a re-interpretation approach prior to confrontation is better than simply suppressing anger. The manager may need to ask if the objection is about accessibility of the interface, losing expertise or stock records being inaccurate; these are different types of interventions.
This means that empathy is a good aid to gathering information, but cannot replace evidence. After active listening, demonstrations and explicit documentation of decisions regarding execution risks should be followed. Hopkins and Deepa (2018) who studied 100 MBA students from India and the United States, found linkages between EI dimensions and relativist ethical judgement, but could not conclude that the high EI ensures ethical behaviour. Fairness demands equal access and allocation for training, not selectively giving the benefit of the doubt to articulate employees. Coronado-Maldonado and Benítez-Márquez (2023) synthesize 104 publications to establish relationships between EI, leadership and teams but complex designs limit causal inferences. Effective leadership is both emotional and technical, with procedural justice and deadlines.
[bookmark: _Toc243232083]Leadership Effectiveness in a Diverse Retail Team
By asking some of the employees' peers to articulate difficulties in the workflow, a manager can help to avoid the escalation of disagreement into a personal dynamic. Studies of 51 manufacturing teams by Edmondson (1999) were relevant to the mechanism because they established a relationship between psychological safety and learning behaviour. But psychological safety doesn't mean decisions are optional or standards for projects can be bargained away. In an attempt to make predictions,  Dirican and Erdil (2020) surveyed 645 Turkish University employees and correlated appraisal of others' emotions with interpersonal citizenship behaviour; emotional regulation was correlated with reduced counterproductive behaviour. These relationships are to be taken into account when considering cooperation, but can't be simply transferred into retail. The manager should integrate respectful dialogue with measurable accuracy of the stocks, escalation procedures, and reliable system support. It preserves the value of experience for operation without a conflict of interpersonal harmony covering up implementation failures.
[bookmark: _Toc243232084]Generational Differences in the Workplace
[bookmark: _Toc243232085]Generational Characteristics, Workplace Values and Expectations
The scenario assigns traditional practices and in-person interactions to the Baby Boomers; independence and efficiency to Generation X; collaboration and frequent feedback to the Millennials; and digital-immediacy to Generation Z. These representations serve as possible expectations to explore but are dangerous as a selection rule. Tidhar (2022) talk about cohort differences in leadership preferences; these preferences are general social narratives and not predictions for specific employees. If your Boomer has already used enterprise software, he or she may be more capable than the younger worker, and if the consequences of inventory are important, the younger worker may appreciate a demonstration in person.
Whereas the project manager is concerned, differences are significant when they affect task coordination. One employee might feel constrained by the manager's lack of supervision while another might feel the manager is neglecting him/her by not checking in often enough. The willingness to take on training outside of shifts may be affected by work–life balance, security and career development. However, these motives could represent workload and employment circumstances and relationships with supervisors, and not birth cohorts. The question is not: what information and authority and support do employees require, but: who in the group needs what information and authority and support? Hypotheses should be started by generation labels, not replaced.
[bookmark: _Toc243232086]Communication Differences, Conflict and Team Dynamics
When digital updates replace informal conversations, but are not coordinated to ensure that the changes to the replenishment procedures are understood by everyone, communication breakdowns can occur. On the other hand, longer meetings can be frustrating for staff who need quick fixes. A balanced communication protocol should distinguish urgent stock exceptions, recorded policy changes and sensitive interpersonal concerns: digital alerts may suit the first, searchable documentation the second, and dialogue the third. This distinction, based on the tasks, is more justifiable than one according to the year of birth.
Significant involvement is also a factor of employee engagement. Relationships between engagement drivers and employee performance have been identified by Anitha (2014) and the assignment support slides highlights relationships between engagement drivers and retention, absenteeism, productivity and peer relationships. These are the potential, not actual, results of better communication. Tacit knowledge can be shared by experienced staff on stock anomalies that are common in certain seasons; and scanning workflows can be shown by digitally inclined staff. Şensoy and Polat (2025) emphasize mentoring and organisational learning inter-generational. The exchange of knowledge between young and old workers is better than the one-way street of young workers as trainees and older workers as instructors. Even if the technical system operates, there can be an increase of resentment without balanced recognition.
[bookmark: _Toc243232087]Critical Evaluation of Generational Differences
Cohort stereotypes are the most challenged by the strongest evidence. Costanza et al. (2012) conducted a meta-analysis of 20 studies with a total of 19,961 participants, and concluded that there were generally small differences among the generations in terms of attitudes toward work. Generational categories lack empirical support and are suggested by Rudolph et al. (2021) to be replaced by explanations from lifespan-development and social-constructionism. The pilot questionnaire study by Hawkins et al. (n.d) didn’t allow for causal inferences due to the generational associations identified. Reported patterns may therefore reflect age, career stage, occupational experience or historically conditions.
This critique of resistance alters the meaning of resistance. The reluctance may be due to lack of training, concerns about data accuracy or fear of lessened autonomy, none of which are generational. Likewise, the enthusiasm for digital also can be a cover for a lack of understanding of stock control. When each person's "confidence," "constraints" and "observed accuracy" are documented, the manager will be able to try explanations against the evidence collected. Differentiation of assistance based on demonstrated needs and equal standards. It also prevents the age discrimination, disguised as personalised management.
[bookmark: _Toc243232088]Applying Emotional Intelligence in Management
[bookmark: _Toc243232089]Managing Resistance to Digital Transformation
Resistance should first be treated as diagnostic information. The manager would be able to see events such as receive, stock adjustment/replenishment and where users make mistakes before retiring the legacy process. A listening would differentiate between what was perceived as being deskilled and true software faults. Empathy is a recognition of concern without ensuring that all desired legacy practices will remain. Emotional regulation allows the manager to see that he is being criticized and still have the power to deal with conflicting requests.
Representative staff in a phased pilot can ensure that the barcodes are correct and the exceptions are handled correctly before expanding. A few employees with problems interacting with the interface could be given a few hours of supervised practice during their work shifts, or those with the right background could try out challenging inventory situations. Dulewicz and Coleman (2025) also identified some EI dimensions that might emerge from interventions but with limited evidence due to sample sizes and programme differences. These aids coaching prudently instead of assuming that emotional training is about software operation. Performance support must address actual digital literacy, workflow design and system defects. Indicate commonality of issue and modify training as necessary, not blame non-compliant users for repeated weaknesses in implementation.
[bookmark: _Toc243232090]Inclusive Communication and Intergenerational Collaboration
A layered communication system can include short face-to-face briefings, available written procedures, brief digital alerts and one-on-one check-ins on a weekly basis. Employees should select additional methods of communication, if possible, but safety-related instructions for inventory remain consistent and are recorded. If you don't summarise in the process, confirm understanding and report decisions, then consultation is symbolic. Psychological safety has a special significance for admitting a scanning error before it affects purchasing data (Edmondson and Bransby, 2023).
A long-serving stock specialist could be matched with a colleague who is more digitally adept, as part of a reciprocal mentoring approach. The first describes supplier exceptions, shrinkage patterns and stocktaking controls and the second is an example of fast navigation and digital reporting. Both have recognised expertise, minimising status threats. However, mentoring requires time and clear accountability: informal mentoring support can be a strain on supportive workers and take away vital duties. Inclusive Leadership should not replace escalation when the stock records are incorrect and affect customer availability. A measure of the quality of communication is gauged by the degree to which the conversation is understood and any mistakes are resolved; not by simply showing up at meetings.
[bookmark: _Toc243232091]Employee Motivation, Engagement and Performance
The adoption of such management can be maintained in times of stress if it helps employees feel competent, respected and involved. Antalyalı et al. (2023) conducted an analysis of 192 valid questionnaires filled out by workers of micro-entreprises, and found associations between EI, workplace friendship, satisfaction and performance. For a larger rollout of the retail, however, the setting and design of the survey restrict causal interpretation. The same association with cooperative behaviour and not necessarily with productivity gains.
These objective measures should, therefore, be used along with staff pulse surveys: training completion, active system usage, stock discrepancy rates, failed transactions, and replenishment delays and repeat support requests. A comparison of baseline performance and performance after the pilot program can identify practical progress, but needs to account for seasonality and changes in staffing. Accurate learning and knowledge sharing should be rewarded, not speed. Without this, the rapid adopters might seem to be productive while giving colleagues the errors.
[bookmark: _Toc243232092]Limitations and Critical Evaluation of EI-Based Management
There are restrictions on EI approaches. Coaching time is competing with receiving and replenishment; staffing may be limited and custom instruction may be challenging. Even with a supportive project manager, error reporting may be penalised in the organisation's culture. Muttaqiyathun et al. (2026) defines EI development as an evolutionary, not an instant, process, and Krishnakumar et al. (2016) challenge the predictive value of traditional EI assessments. The use of self-reported EI risk in training decisions leads to impression management and inequity.
Empathy can't undo a technically flawed system. Similarly, emotional intelligence might be used to browbeat worried staff into signing up for unrealistic deadlines. The manager should define clear milestones, who will be responsible for technical support, escalation paths and checks for the biases of assumptions. Provision of protected training time and review of staff feedback and verified operational outcomes should be funded by senior management. Defensible is not EI, but EI in the context of accountable change management.
Another issue is whether managers have empathy for all their staffs. The nonverbal worker might be less anxious than the one who speaks, and the temporary employee might think that criticism will lead to future changes. This is where anonymous feedback and regular access to coaching can be of benefit to complement individual conversations. Daryani et al. (2017), studying Iranian banking organisations, report positive relationships between emotional, cultural and ethical intelligence and performance, with differences between public and private banks. This contextual variation calls into question the universal application of an EI intervention across sectors. Their cross-sectional questionnaire data do not confirm that the implementation of EI training led to better banking performance, let alone to a similar effect in retail banking.
Mindfulness needs to be considered in the same manner. Managers might be able to observe increasing frustration before responding, similar to Preece and Gross (2026) who distinguished between antecedent- and response-focused regulation. However, the practice of mindfulness should not be depicted as a remedy for over-ambitious workloads, insufficient staffing or insufficient system testing. Its contribution is determined by the extent to which it influences visible decisions. Ethical implementation also involves safeguarding the confidential disclosure and the distinction of supportive coaching and formal performance evaluation. Staff must be assured that saying they don't know how to use the new interface will lead to support, not to sanctions. In the end, a leader can be empathetic, but refuse a request that might hurt inventory if the why and the what-ifs are made clear.
[bookmark: _Toc243232093]Conclusion and Recommendations
The retail transition illustrates how emotions play a role in technical change being learned together or in becoming a constant conflict. Emotional information processing is explained by ability-based EI, while competency models offer behavioural EI language, but neither yields better results. Generational categories provide speculative discussion points, but low level bases for assigning responsibility and for estimating resistance. Empathetic diagnosis, psychological safety and inclusive communication, together with the technical testing, equal opportunity training and measurable and transparent performance metrics are the manager's most convincing approaches.
Three priorities follow. First, do one-by-one training need assessments and test out realistic stock transactions prior to full deployment. Second, create formal multi-channel communication and mutual mentoring, and a protected time for both. Third, analyze discrepancy in stock, adoption levels, requests for assistance, and employee feedback to baseline, resolving problems both technical and interpersonal. These are actions that recognize operational constraints, but provide a defensible basis for monitoring adoption, fairness and maintenance of performance.
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