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As workplaces become increasingly complex due to their considerations for the individuals within it, emotional intelligence (EI), the ability to recognise, understand and manage one’s own feelings and those of others becomes increasingly important (Mayer and Salovey, 1997). Mindfulness, the ability to maintain awareness in the present moment without judgement allows for a more considered response rather than an impulsive reaction (Nilsson and Kazemi, 2016).

EI differs from mindfulness as it focuses on aspects such as social competence, emotion management and awareness of interaction with others (Goleman, 2009). In today’s work environment, emotional intelligence is a crucial factor that can influence employee performance, leadership effectiveness and relationships between people (Goleman 2009). Goleman teaches us that people with greater levels of emotional intelligence are more capable of dealing with problems at work, communicate more clearly and are able to build professional connections more effectively (Goleman 2009).

Organisations today operate in complex and diverse environments, requiring their employees to work in teams, engage in constructive dialogue and adapt to ever changing organisational demands (Watkins 2025). In addition to performing technical tasks, employees are expected to interact with people from different backgrounds and generations (Watkins 2025). Therefore, emotional intelligence is fundamental for promoting collaboration, managing conflicts and maintaining a positive work environment (Amissah-Wilson 2025). Although emotional intelligence is regarded as a fundamental tool for achieving organisational success, there is considerable debate regarding its universal effectiveness. For example, it’s impact is influenced by how it is measured, supported and implemented within an organisation (Emmerling 2025). Mindfulness also tends to be implemented in a superficial manner as organisations may focus on individual coping strategies rather than addressing deeper issues such as workload and leadership practices (Langer and Beard, 2014).

One of the most widely recognised frameworks for understanding emotional intelligence is through Golemans model. The model divides emotional intelligence into five main components which include, self-awareness, self-regulation, motivation, empathy and social skills (Goleman 1995). In contrast, the Emotional-Social Intelligence Model of Reuven Bar-On adopts a more comprehensive approach by also analysing aspects such as the ability to form interpersonal relationships, how we deal with stress and our adaptability (Bar-On 2006). 

In addition to these theoretical models, mindfulness techniques such as Mindfulness-Based Stress Reduction (MBSR) have been explored as methods for helping people become more aware of their emotions and improve their mental health at work (Palmer 2018). 

This study aims critically analyse how employees use emotional intelligence at work through relevant theoretical frameworks. It will analyse Daniel Goleman’s mixed model and the Ability Model of John D. Mayer and Peter Salovey. It will also look into generational differences at organisations, specifically Generation X, Millennials and Generation Z and how this may influence emotional intelligence and behaviours within the workplace. Finally, this report will outline the key characteristics that managers should seek when hiring people from different generations in order to better impact the development of workplace environments.
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Emotional intelligence (EI) is defined as the ability to detect, comprehend and manage your own emotions, with the capacity to recognise and influence the emotions of others (Mayer and Salovey, 1997). Goleman stated that emotional intelligence (EQ) may be a better predictor of success at work than cognitive intelligence (IQ) (Goleman 1995). They highlighted that this was particularly pertinent in leadership positions and in settings whereby individuals interact frequently (Goleman 1995). This perspective has led businesses to concentrate on soft skills such as communication, teamwork and empathy, stressing the significance of emotional intelligence within the workplace (Maldonado 2023). 

Emotional intelligence in the workplace leads to better conversation, stronger teamwork and better ways to handle problems (Paredes-Saavedra et al., 2024). The more self-aware employees are, the more they can identify how their emotions affect their behaviour that can lead to the more effective decision making (Paredes-Saavedra et al., 2024). Similarly, empathy allows people to form better relationships by understanding and responding to the feelings of co-workers and clients correctly (Goleman, 2009).

Emotional intelligence remains a problematic concept in academic writing, however. There are others who argue that the idea of EI is overly broad and covers personality qualities that are already recognised, making it difficult to assess accurately. Also, there is debate over whether emotional intelligence is teachable or largely innate. These challenges make EI beneficial, but it should not be considered as the answer to all problems at work. Rather, it should be considered one of a broader range of professional talents. (Mayer and Salovey, 1997)
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Daniel Goleman developed one of the most essential models to explain Emotional Intelligence. It consists of five core elements: self-awareness, self-regulation, motivation, empathy and social skills (Goleman, 2021).

This paradigm adopts a competency-based approach that suggests that emotional intelligence can be built up over time through learning and doing things. For example, self-awareness enables people to understand the things that make them feel unpleasant and self-regulation helps to regulate their impulsive behaviours at work (Chen et al.,2017). Empathy and social skills are especially vital for leaders, who must be able to motivate and inspire others (Liang et al.,2018). Emotional intelligence is viewed as a collection of thinking skills rather than behavioural skills, according to the Mayer-Salovey-Caruso Emotional Intelligence Model (Mayer et al.,2004). The paradigm has four basic steps: Recognizing emotions, using emotions to help you think, understanding emotions and regulating emotions (Mayer and Salovey, 1997). 

Another model of emotional intelligence is the Emotional-Social Intelligence Model developed by Reuven Bar-On. 
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                                         Figure 1: Bar-On Model of Emotional Intelligence (source: lecture material UWTSD)

This model considers a broader set of emotional and social skills. Interpersonal skills, stress regulation, flexibility and general mood are some of the most significant features of this paradigm (Bar-On, 1997). The Bar-On model considers emotional intelligence as a combination of both emotional and social skills that influence how well individuals respond to environmental demands (Bar-On, 1997). A notable strength of this approach is the emphasis on well-being and resistance to stress, which may have significant impacts on job effectiveness (Bar-On, 1997). However, critics argue that the model closely overlaps with established psychological constructs, thus raising questions about its conceptual clarity and measurement validity. As such, the model is valuable in understanding how people behave in work contexts, but its scientific accuracy may be questioned.

Goleman’s model relates more to how effectively individuals do their jobs. This method is therefore more about the psychological processes that underlie emotional intelligence and so may be better for evaluating in real world contexts (Goleman 2021). Many organizations have used Goleman’s model given it is practicality for creating leaders and applications to real life. However, it has been criticised for it is lack of scientific validity and for incorporating elements such as drive and social skills that may not actually be factors of emotional intelligence. There is more solid empirical basis and a clearer theory behind the Mayer-Salovey-Caruso model, but it may be tougher for businesses to use in practice as it focuses on cognitive abilities that are less directly observable  (Mayer 1997).

Also, both models have certain challenges with quantifying things and accepting variances between cultures. Emotions are felt and expressed quite differently amongst cultures (Yang et al.,2025). It is difficult to know if these models can be applicated in general. This indicates that companies should adopt emotional intelligence models in an open approach, which is necessary to match the company culture and needs, instead of being applied in a rigid manner (Yang et al.,2025).
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In practice the use of emotional intelligence in the work environment can be noticed in distinct and varied organisational functions, particularly in conflict management, leadership and teamwork (Alanazy 2026). Leaders need to have strong emotional intelligence to build more favourable work environments since they are more likely to build trust and facilitate open communication, which in turn helps respond more effectively to the demands of employees (Alanazy 2026). For example, self-awareness helps leaders to understand how their behaviours affect others while empathy helps them to understand their team better whether it is their perspective or needs (Asmamaw 2023). Emotional intelligence is a very important factor in teamwork, which helps to collaborate and reduce interpersonal disputes (Woime 2025). This is because individuals who can regulate their emotions participate in fewer disruptive behaviours, resulting in a more pleasant work atmosphere (Woime 2025). They also have excellent social abilities that enable them to handle complex social situations, create relationships and influence others much more easily (Goleman, 2009).

Maintaining composure in stressful situations and demonstrating empathy can considerably enhance the pleasure of all parties engaged in a business relationship (Dogru 2022). However, this can encourage employees to try to show sensations that are ingenuine. Over time this fictional behaviour can cause stress and weariness, thus showing a certain limitation in the application of EI in certain professions (Dogru 2022).

Emotional intelligence is generally viewed as a critical component of ones success at work, but it’s crucial to know its limits. There are concerns that emotional intelligence could be exploited to manipulate others, especially by those in more powerful, hierarchal positions (Côté, 2014). For example, leaders can utilise their awareness of others’ feelings to manipulate the behaviour of individuals in ways that are more useful for the organization than for the people (Côté, 2014).

Focusing too hard on emotional intelligence can also make employers expect their employees to always be in control of their feelings, which may be difficult to accomplish whilst working under the pressures that come with demanding organisational environments.

Therefore, it is still not obvious to what extent organisations should rely on EI as a measure for success rather than structural concerns such as workload, organisational culture, and leadership styles. Finally, emotional intelligence is not a reliable construct as there are many ways of conceptualising and measuring it. Emotional intelligence may be a reliable method to learn about how people behave, but it shouldn’t be used alone to address difficulties at work. Rather, it should be used in conjunction with other firm approaches (Woime 2025).

[bookmark: _Toc228518524]2.3 Mindfulness-Based Stress Reduction - MBSR

In the workplace, MBSR has been related to gains in focus, reductions in stress, and heightened emotional awareness, all components of emotional intelligence (Kabat-Zinn 1990). When people are agitated, employees who exercise mindfulness are frequently better able to respond with thought rather than to act blindly (Bartlett et al.,2019). The implementation of mindfulness training in the workplace has been condemned as superficial (Choi et al.,2021). This is frequently called “McMindfulness,” whereby firms train individuals to deal with stress, rather than deal with the deeper problems within the organization, such as too much work or poor management (Langer and Beard 2014). MBSR can be helpful, but it needs to be part of larger improvements in the company as a whole (Langer and Beard 2014).

Emotional intelligence is the ability to recognise and control your own and other people’s emotions (Borg 2019). Mindfulness, however, is the practice of being aware of the present moment and watching occurrences without judging them (Shortland et al., 2021). The two strategies are very well complementary despite their varied focus. Altogether, these models and views indicate that emotional intelligence is a multidimensional and complex construct. It mixes cognitive capabilities, behavioural skills and reflective skills like mindfulness, It emphasises the importance of balanced and carefully thought of using it in the work place.
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In modern workplaces it is more typical for organisations to have a diverse workforce, with people of different ages working together (Information Resources Management Association, 2020). Those generational disparities can make a major difference in how people communicate, what they expect in the workplace, what they believe and how they display emotion at work (Singh, 2006). These variations need to be understood by managers who want to establish emotionally aware and welcoming environments.

The majority of research on the workplace focuses on the dominant generations of Generation X, Millennials and Generation Z. Different socio-economic, technological and cultural elements influence the way each group operates at work and the development of their emotional intelligence (Hatzigeorgiou, 2025).

For example, Generation X is perceived to be independent, flexible and practical at work (Kim et al., 2021). Millennials are generally described as good collaborators, purpose-driven and seek feedback (Kinger and Kumar, 2023). Generation Z, on the other hand, is noted for being skilled with technology and emotionally open with an openness to be flexible (Nieżurawska-Zając et al., 2023). The crucial thing to remember here however is that such broad generalisations might oversimplify the nuanced differences between people and should not be rigidly applied to all (Rudolph et al., 2021).
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Generation X individuals are typically considered as independent and strong. This is perhaps because they grew up in periods of economic uncertainty and organisational change. This is why they may tend to rank job security, independence and a solid work-life mix at the top of their list of priorities. The emotionally competent individuals from this group may be able to manage their emotions and solve difficulties, but they may not display their sentiments as much when talking to other people at work (Kim et al., 2021). Some may interpret this as an emotional detachment, but usually it is a matter of work rules more than emotional awareness.

Meanwhile, factors such as globalisation, rapid technological change, and increased focus on collaboration in the workplace have shaped the development of millennials. Generally, they value work that matters, recognition and regular feedback. Millennials are more inclined to be upfront about how they feel and talk about things like mental health and well-being, thus displaying emotional intelligence (Kinger and Kumar, 2023). This openness can lead to empathy and better collaboration but may also make people more sensitive to criticism in some cases. Generation Z is the newest generation into the workforce, and they are noted for their tech-savviness and heightened social and emotional awareness. They tend to place significance on honesty, a desire to include others and a need to feel safe at work. Modern definitions of emotional intelligence are consistent with the reality that Generation Z workers tend to be comfortable discussing their feelings and advocating for mental health awareness (Nieżurawska-Zając et al., 2023). However, they may be less tolerant of traditional management techniques and hierarchical systems, which could be an issue in more structured work environments.

These generational qualities can help to understand things in a greater sense but it’s vital to note that variations between people frequently have a bigger effect than labels. Too many assumptions might result in unjust management decisions and damage the unity of an organization. However, managers need to know the generational trends and manage their staff in a personalised approach for everyone.
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Collaboration between people of different age groups in a company can affect emotional intelligence, as they may present different strengths and limitations regarding emotional skills.

Generation X might have high emotional control and resilience but may be less likely to express their feelings freely, which may hinder connection with others. Conversely, millennials are more empathetic and socially aware, which can facilitate teamwork and collaboration. However, they may find it more challenging to control their emotions under pressure.

Generation Z individuals tend to be very open and aware of their feelings, especially when it comes to mental health and well-being. This aligns perfectly with current understanding of emotional intelligence, particularly regarding self-awareness and self-expression. However, a lack of experience in the world of work may lead to a struggle with more complex emotional situations in the professional environment.

From a critical perspective, it can be argued that emotional intelligence is not the same across all groups but is influenced by both socialization and the work environment. Effective management involves understanding how the experiences of different generations impact emotional development, rather than assuming that people possess a fixed level of emotional intelligence depending on their age.

To bridge the gaps between generations, managers need to modify the way they lead to create workplaces that are friendly and useful for everyone. To do this, a consideration for differences of how people of different ages may communicate, display feelings and become inspired in different ways should be taken into account. In this case, emotional intelligence is essential as it helps managers understand how people feel and react in a way that works for the individual.

When leading teams with people from diverse generations, it’s essential to adopt flexible leadership approaches, such as transformational and coaching-oriented strategies (Christiansen, 2020). Establishing a culture at work that encourages open communication, psychological safety and regular feedback can also help unite generations and make the team stronger as a whole.

On the other hand, managers should not make too many decisions based on generational beliefs. This might lead to biased decisions, and unsuitable assumptions. Emotional intelligence and a focus on the individual are considered to be superior approaches to manage people. Thus, meaning that managers may concentrate on the individual requirements and behaviours of each employee, rather than on general generational classifications.

[bookmark: _Toc228518528]4. CONCLUSION & RECOMMENDATIONS  	

Emotional intelligence is a skill that can be developed through awareness and practice (Hasson, 2024). It has been well studied in this research as a vital ability in today’s corporate environment. This study shows that emotional intelligence (EI), which was first introduced by Daniel Goleman and later developed through ability-based models like the Mayer-Salovey-Caruso Emotional Intelligence Model, plays a significant role in employee behaviour, leader effectiveness and interpersonal relationships at workplace (Goleman, 2021; Mayer and Salovey, 1997). 

A significant discovery is that emotional intelligence helps individuals communicate, collaborate and solve problems. People who are self-aware, empathic and able to manage their emotions tend to be more successful in relationships at work and satisfying the complicated demands of their business. But the study also highlights some major issues, including the challenges of assessing emotional intelligence, vagueness of some concepts, and the potential for misuse in business, where it could be exploited in manipulative or unjust ways.

Also, it suggests that generational differences play a significant role in the expression and development of emotional intelligence in the workplace. Gen X, Millennials and Generation Z all have diverse mental and behavioural characteristics but it’s crucial not to generalise as personal differences are more significant than generational categories. 

Emotional intelligence as a whole is not a trait but a skill that varies with scenario, experience and the culture of the organization. That’s where inclusive leadership approaches and a healthy work setting come in to make it work best. 

The analysis indicates a few of essential things that could be recommended to promote emotional intelligence and make intergenerational workplaces more successful. 

First, companies must establish structured initiatives for people to enhance their emotional intelligence. Some of them are training sessions that focus on creating more self-awareness, managing your emotions and cultivating empathy. Such programmes would allow workers at all levels to enhance their social skills and to be better able to solve problems at work. 

Second, embedding mindfulness into the culture of an organization can make it much simpler to keep cool and manage your emotions. Mindfulness training, reflection and stress management workshops are some of the ways in which workers can keep their emotions in check, especially in high-pressure situations.

Third, leaders should have open and adaptable leadership styles with an awareness of generational variations. Leaders need to have a range of ways to train their teams. Instead, they must adapt their communication and motivational strategies to employees from Generation X, Millennials and Generation Z to meet their specific demands. It can boost interest, lessen stress and improve the teamwork. 

Finally, companies should aim to create psychologically safe spaces where employees can speak about their feelings without fear of being criticised. This promotes transparency and teamwork and helps all members of the workforce develop their emotional intelligence over time.
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