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In contemporary workplaces, emotional intelligence (EI) is a key skill that both managers and employees must possess to navigate challenges in the dynamic business environment. This refers to an individual’s ability to understand and regulate their own emotions, recognise others’ emotions, and respond appropriately in workplace contexts (Mahbub and Barhate, 2025). Through high EI, employees control their emotions and further apply them in everyday tasks by managing impulsive reactions, curbing impatience, regulating mood swings, and preventing frustration. While this enables employees to remain aware and manage their feelings, EI also helps them express empathy towards their colleagues, which further improves interpersonal relations at the workplace. By enhancing emotional intelligence, employees can utilise career development opportunities, improve leadership capabilities, and focus on team-building activities. This report critically evaluates how employees use their EI at the workplace by using relevant frameworks and explores how managers must handle different characteristics displayed across generations X, Y and Z to foster an effective work environment.
[bookmark: _Toc224391127]Critical Evaluation of Employees’ Use of EI Components
[bookmark: _Toc224391128]EI in Teamwork and Collaboration 
Emotional intelligence (EI) plays a crucial role in influencing the ways employee’s function in teams. It is conceptualised through the Mayer-Salovey ability model as emotional perception regulation or understanding (Mayer et al., 2024). On the other hand, Goleman's behavioural model identifies empathy, self-awareness, and social skills (Antonopoulou, 2024). In case of collaborative environments, employees follow EI components like accurately understanding emotional cues, navigating interpersonal tensions, or empathising with colleagues to increase cooperation and problem-solving. The Ability EI concept supports cognitive processing of emotions, which helps employees to identify their engagement, frustration, or uncertainty (George, Okon, and Akaighe, 2022). On the contrary, mixed EI emphasises relational competencies, which enable psychological safety and building trust. 
Evidence connects EI to improving their outcomes, as a meta-analysis by Paredes-Saavedra et al. (2024) found that teams with higher collective EI can participate in creative problem solving and achieve their goals more effectively. This demonstrates significantly high levels of adaptation and coordination. This is also evident in practice, as the project Aristotle by Google revealed that psychological safety is deeply connected to EI competencies and acted as the strongest predictor of high-performing teams (Google, 2024). However, despite its success, the contribution of EI in collaboration must be evaluated critically. Ability EI is measurable yet may not translate into Pro-social behaviour as employees can correctly identify emotions yet choose not to act constructively (Kankaraš and Suarez-Alvarez, 2019). Contrarily, mixed EI is criticised for overlapping with personality traits, which makes it difficult to differentiate its predictive power (O'Connor et al., 2019). Overdependence of EI in teams can create expectations of emotional labour, especially in service roles where workers are expected to display positivity regardless of stress or workload (Kossek et al., 2023). Cultural differences also increase the interpretation of EI, where behaviours identifying empathy in one culture can be perceived differently in another. Hence, EI can enhance performance and team cohesion, but its effectiveness is dependent on organisational systems, realistic emotional expectations, and leadership climate. 
[bookmark: _Toc224391129]EI in Leadership and Strategic Decision-Making 
EI is significantly embedded in leadership practice through behaviours like emotional regulation, empathy, and self-awareness, yet the effectiveness depends on the way it is conceptualised. In the Mayer–Salovey ability model, EI is a form of emotional problem solving where leaders use emotional perception and reasoning to anticipate reactions, evaluate risks, and select responses aligned to organisational values (Moon, 2021). Contrarily, Bar-On's EQ-i model views EI as a set of social and emotional functioning indicators like adaptability and stress tolerance (Singh, Prabhakar, and Kiran, 2022). This highlights the effectiveness of a leader's EI, which depends on impulse control and resilience, along with accuracy in reading emotions. Mixed EI is preferred in the industry, yet it overlaps with personality traits, which makes it less scientifically precise than ability EI. Mindfulness also strengthens EI by enhancing leaders’ moment-to-moment awareness, reducing cognitive bias, and improving reflective control over emotional reactions during decision-making.
Empirical evidence by Miao, Humphrey, and Qian (2016) demonstrates moderate predictive power where EI correlates with leadership effectiveness at 𝜌̂= 0.308, which is lower than popularised claims. However, research also indicates that leaders with higher EI can promote strong employee engagement, low turnover, and more ethical decision-making. For instance, under the leadership of Satya Nadella, employees at Microsoft realised that empathy holds a core leadership value which contributes to collaboration, commercial growth and psychological safety (Ray, 2019). EI further influences crisis communication, as well as leaders regulate their emotions and are capable of maintaining morale and clarity during uncertainty. However, dark EI presents a crucial concern where individuals use emotional awareness to manipulate decisions or narrative to maintain control (Pathak and Goltz, 2021). This identifies a major ethical tension where EI can enhance relational trust, but can be exploited to hide poor intentions from the leadership team. EI assessments also face psychometric inconsistencies, limited generalisability, and cultural interpretation challenges across leadership roles. Still, it can improve the quality of leadership, but the impact depends on accountability structures and ethical application as well. 
[bookmark: _Toc224391130]EI in Conflict Management and Workplace Communication 
EI can play a significant role in the ways employees navigate communication challenges and workplace conflict. Major EI components as per Goleman's theory involve emotion, empathy, understanding, and self-regulation, which enable individuals to interpret emotional cues and respond constructively during disagreements (Antonopoulou, 2024). Employees with higher levels of EI can reduce tense situations and acknowledge each other's perspectives by maintaining conversation even when conflict hinders cohesion. Ability-based EI supports accurate emotional recording, which helps individuals to recognise emotional cues or any sign of frustration, while mixed model EI emphasises relationship repair skills like conflict negotiation and active listening (Schlegel, de Jong, and Boros, 2025). These differences identify the emotional recognition is not sufficient without behavioural competence to restore trust. 
According to data, 78% of studies have indicated that emotional intelligence contributes to conflict management, which demonstrates strong interpersonal skills in collaborative environments (Woime and Shato, 2025). It is also evident that companies such as Starbucks implemented racial bias and conflict management training, which reported improvement in employee confidence and customer interactions during confrontation (HBR, 2020). However, critics argue that this form of training can be seen as a PR mechanism rather than addressing systemic issues like structure and equities, stress, or labour. Similarly, cross-functional teams often face conflict over competing priorities (Attah et al., 2024). Mediation driven by EI has improved collaboration metrics, yet employee behaviour demonstrates that the emotional scale cannot compensate for concerns related to governance. 
Digital communication further increases the existing challenges. In case of hybrid work systems, delayed responses, misinterpretation of tone in emails, or ambiguous Slack messages can increase conflict due to reduced emotional visibility. EI helps employees to clarify intent, yet organisational norms can shape the quality of communication. Cultural variability also limits the universality of EI. Behaviours seen as assertive in low-context cultures may be perceived as insensitive in high-context cultures, which complicates emotional interpretation. Thus, EI supports the constructive resolution of conflict with clear communication, yet it is not the only solution, as its effectiveness depends on inclusive policies and supportive structures. 
[bookmark: _Toc224391131]EI in Employee Decision-Making, Judgement, and Problem-Solving
EI plays a recognised role in influencing the quality of risk evaluation, judgement, and problem solving, especially in situations driven by high pressure. It contributes to accurate emotional forecasting, which enables employees to anticipate the ways decisions will impact stakeholders and adjust choices accordingly. Emotional understanding and regulation is crucial for both mixed model and ability-based EI as it helps in reducing reactive and impulsive responses, thereby supporting deliberate reasoning (Petrides et al., 2017). Mayer–Salovey ability model places this as cognitive and emotional processing, which is used to objectively evaluate information (Kanesan and Fauzan, 2019). Mixed AI models like Goleman's theory emphasise social and behavioural competencies, which include stress tolerance or adaptability, supporting decision-making during uncertainty. 
Industry evidence by Kukah et al. (2022) states that EI can improve decision accuracy under stressful conditions. In crises, facing customers and employees with high EI demonstrates reduced escalation rates for better clarity. For instance, during product recall communications, emotionally intelligent leaders were more able to balance reassurance with transparency, which protected organisational reputation while managing expectations of stakeholders (Ahsan, 2023). This demonstrates that EI can reduce impulsive decision-making and enhance outcomes of negotiation, which improves agreement rates.
However, decision-making powered by EI offers significant limitations. Cognitive biases like overconfidence and confirmation bias can exist even when employees have strong emotional understanding (Chen et al., 2022). Furthermore, application of emotions can affect rational judgement as employees empathising strongly with colleagues or customers can avoid difficulty at necessary decisions. Mixed AI models also face concerns regarding the validity of measurement, which makes it difficult to determine whether improved decisions arise from interpersonal skills or EI.  Mixed EI models face significant concerns about the validity of measurement, which makes it difficult to determine whether improved decisions arise from EI or general interpersonal skill (O'Connor et al., 2019). Hence, EI meaningfully contributes to better judgment and problem-solving, especially in tough situations, yet it effectively operates when it is combined with cognitive training and clear decision frameworks. 


[bookmark: _Toc224391132]Comparison of EI Models and Organisational Implications
EI models present significant practical and conceptual differences when discussing their implications on the workforce. The Mayer–Salovey ability model places EI as a cognitive skill, thereby offering strong psychometric grounding through tools like MSCEIT (Mayer et al., 2025). However, scoring on the scale can be subjective, which cannot be an appropriate parameter for analysing EI. Contrarily, Goleman's mixed EI model emphasises behavioural competencies, which makes it more applicable in organisation and leadership training (Görgens-Ekermans and Roux, 2021). However, it is conceptually broad, which raises concerns regarding the overlap of the construct with personality traits. Bar-On’s EQ-i model focuses on adaptability in stress, which is relevant to resilience in the workforce, yet is dependent on self-reports subjected to bias (Singh, Prabhakar, and Kiran, 2022). 
Across industries, EI training is responsible for 58% of performance and productivity in job categories (Amissah-Wilson and Segbenya, 2025). However, these effects can decline within months due to a lack of reinforcement, which questions organisational value in the long term. Cultural variability in emotional expression, expectations of emotional labour in service roles, and the risks of dark EI involve significant limitations in this factor. In the case of senior management teams, the EI initiative must be based on evidence and incorporated within organisational systems like well-being programmes and feedback culture. It should be aligned to competencies depending on roles, which ensures that EI development complements structural and strategic improvements. 
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Due to generational differences existing among Gen X, Y and Z, their values, workplace expectations, communication styles, emotional intelligence expression, and motivation vary significantly. For instance, Gen X prefers informal and independent work processes with adequate work-life balance and diversity due to their hardworking, success-oriented, and practical nature (Rathi and Kumar, 2023). While Gen Y employees are more optimistic, ambitious, and adaptable, they still show a preference towards success, creativity, and long-term relationships. In contrast, some research suggests that Gen Z employees demonstrate strong achievement orientation and career ambition, respect diversity and value work-life balance (Cucina et al., 2018). This implies that stereotyping might arise from generalisations about Gen X valuing autonomy and balance, Gen Y prioritising creativity and relationships, and Gen Z embracing diversity and multitasking (Cucina et al., 2018). However, managers must be mindful of rigid assumptions and discrimination and instead utilise flexible and emotionally intelligent leadership strategies. Since these differences may cause conflicts and reduce harmony, the managers should utilise tailored communication to enhance collaboration and inclusive practices to ensure a cohesive organisational culture, alongside improving engagement. 
Furthermore, these generations show different preferences towards communication and leadership styles. For instance, Gen Z prioritises task-focused and independent leadership where expectations, goals, and values are clearly communicated face-to-face (Bencsik, Horváth-Csikós and Juhász, 2016). In contrast, Gen Y prefers participative and relationship-based leadership where employees receive structured guidance and coaching through a combination of face-to-face interactions, calls, and emails. Since Gen Zs are a technology-driven generation, they prefer fast digital communication over traditional in-person methods and prefer action-oriented and inspirational leadership (Seaman et al., 2018). This signifies that managers must utilise flexible leadership and communication approaches tailored to generational gaps. Through versatile communication strategies, they can minimise misunderstandings while improving collaboration among generations. Similarly, tailored leadership strategies can improve performance and engagement across generations and utilising inclusive practices prevents cultural disintegration. Thus, to manage these varied expectations, conscious integration is required to foster shared identity and enhance organisational cohesion. 
From a teamwork and knowledge-sharing perspective, Gen X prefers mutual cooperation within structured environments and personal and virtual networks, while Gen Y emphasises collective success and selective knowledge sharing primarily through virtual networks (Bencsik, Horváth-Csikós and Juhász, 2016). In contrast, Gen Z uses virtual networks to rapidly and publicly share knowledge while maintaining superficial and digital-based relationships. Notably, these generations display different motivations in the workplace. Gen Zs are motivated mainly through financial incentives as they place greater value on prosperity and material success, while Gen Y demonstrates the highest motivation through non-financial motivational drivers (such as praise, recognition, work-life balance, and job itself) compared to Gen X or Gen Z (Krishna and Agrawal, 2024). Nevertheless, all these generations show a greater preference towards financial over non-financial motivators. This indicates that managers should adopt differentiated, motivated and knowledge-sharing systems at workplaces (Bielińska-Dusza, 2022). For instance, differences across cohorts’ expectations make it essential to adopt mixed reward structures and hybrid collaboration platforms. Likewise, to sustain employee engagement, incentives and leadership communication styles must be adjusted. However, failure to manage these varied virtual preferences and diverse motivations can hamper collaboration, reduce trust, and fragment culture.
Older generations, such as Baby Boomers and Gen X, possess strong emotional regulation and resilience but display moderate empathy and a preference for independence, which explains their emphasis on compromising or accommodating conflict resolution styles (Devi et al., 2025). In contrast, younger generations such as Millennials or Gen Y and Gen Zs demonstrate a high preference towards collaboration. This encourages Gen Ys to use collaborative conflict resolution styles displaying high adaptability, while increased technology dependence can reduce their interpersonal engagement (Fedorova et al., 2023). Similarly, Gen Z comprises high emotional awareness and preference for inclusivity, thereby showing the highest priority for collaboration, but their conflict resolution skills may be influenced by weaker in-person communication skills. To address these differences, workplace managers must combine digital and interpersonal strategies with emotionally balanced communication to improve collaboration (Banu and Rani, 2025). While independence preferences and digital dependency can foster cultural fragmentation without effective guidance from leaders, using collaborative strategies can promote inclusivity and adaptability within the environment.
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The above section highlights how generational differences occur across work values, communication and leadership styles, motivational factors, and emotional intelligence. Due to these differences, the workforce can leverage a broad range of diverse skills and experience bases, such as combining Gen X’s resilience, Gen Y’s adaptability, and Gen Z’s digital literacy to improve productivity and performance. Diverse perspectives from these generations further enhance innovation and problem-solving, thereby fostering a participative organisational culture (Wang and Duan, 2025). Since these generations can offer multi-generational insights, catering to diverse customer segments becomes easier for the firms, thereby improving market responsiveness. Thus, organisations must tailor recruitment strategies, including messaging, employer branding, and selection processes, to address varied generational values, motivational drivers, and communication preferences to attract and retain diverse talent.
Additionally, older generations can mentor younger ones (such as Gen Y and Gen Z) to enhance capability development, resulting in a stronger exchange of knowledge and more effective solutions to business problems. Likewise, engaging with individuals who possess varied values develops greater empathy and improves one's perspectives. It also encourages collaborative problem-solving and enhanced conflict resolution skills, making it easier for managers to maintain a positive working environment; thus, fostering an inclusive and learning-oriented organisational culture (Vranaková. Babel’ová and Chlpeková, 2021).
However, since older generations prefer traditional communication methods while younger ones use digital channels, barriers and misunderstandings can arise from different preferences (Downs, 2019). Moreover, generations possess different expectations regarding hierarchy and rewards, such as Gen X preferring independence, Gen Y valuing collaboration and Gen Z prioritising financial incentives, leading to value conflicts and reduced empathy. Managers must be aware of stereotyping and bias, as it reduces trust and cohesion within organisational teams (Williams, 2016). In addition to this, unresolved conflicts may decrease collaboration and create cynicism among employees, while ineffective leadership arises when managers fail to adjust their styles. This implies that while generational diversity improves organisational effectiveness and EI practices, it can foster a negative workplace environment characterised by distrust, reduced engagement, conflict escalation and weakened interpersonal connection if not supported through flexible leadership, inclusive norms, and structured communication systems (Jaqua and Dinkjian, 2025).
[bookmark: _Toc224391136]Recommendations
To address challenges underlying emotional intelligence and variation across generations, line managers must conduct targeted EI training for employees by combining empathy, ethical self-awareness, and emotional regulation. This can improve the EI of employees, thereby contributing to enhanced teamwork, shared decision-making, and conflict management without increasing emotional labour on staff. 
Furthermore, since different generational preferences exist regarding communicational channels, utilising flexible and multi-channel strategies by combining face-to-face and digital platforms is essential. This can minimise misunderstandings across hybrid work environments, alongside increasing employee engagement across varied generations. Likewise, managers should prioritise cross-generational mentoring programmes, which can strengthen knowledge sharing within contemporary organisations. This is beneficial not only reduce stereotyping but also combine the capabilities of different generations, such as resilience, collaboration, and digital capability to acquire knowledge and awareness about unpredictable events and respond to them with effective risk management strategies.
Additionally, adopting mixed reward systems is important to keep multi-generational employees motivated. Here, line managers should balance financial incentives with autonomy, career development opportunities, and recognition, which not only align with diverse motivational drivers but also sustain employee engagement.


[bookmark: _Toc224391137]Conclusion
This report highlighted that although EI improves leadership skills, conflict resolution, teamwork, and decision-making, its effectiveness is influenced by supportive organisational systems, managers, and ethical use. While ability and mixed EI models offer useful perspectives, measurement limitations and overlap with personality traits can reduce their efficacy in organisations. Besides, organisations can gain improved innovation and adaptability since generational diversity enhances resilience, digital fluency, and the capability of employees. However, a lack of effective leadership, management support, inclusive communication, and structured systems may result in stereotyping, reduced collaboration, and a fragmented culture. Thus, Ei must be integrated with flexible leadership and structured practices to ensure long-term organisational effectiveness in a multi-generational workplace.
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