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[bookmark: _Toc42014635]Executive Summary
Emotional Intelligence (EI) has emerged as a strategically significant organisational capability in contemporary workplaces characterised by technological acceleration, emotional labour, multigenerational diversity, and increasing psychological strain. This report provides a critical evaluation of emotional intelligence and mindfulness within organisational contexts, with relevance for Senior Management Teams (SMTs). Drawing upon three dominant theoretical frameworks—Salovey and Mayer's ability-based model, Goleman's competency-based model, and Bar-On's emotional-social intelligence framework—the report evaluates the conceptual coherence, measurement validity, and organisational utility of EI.
The analysis demonstrates that EI contributes incrementally to performance, particularly in emotionally demanding and leadership-intensive roles. However, it is not superior to general mental ability (GMA), nor is it universally predictive across contexts. The report further evaluates mindfulness as a developmental mechanism for enhancing EI-related capabilities, while cautioning against uncritical organisational adoption.
Generational analysis (Generation X, Millennials, and Generation Z) indicates that differences reflect variation in emotional expression and workplace socialisation rather than inherent EI capacity disparities. Importantly, contemporary data reveals a 5.79% decline in global EI scores from 2019-2024—termed the "Emotional Recession"—with Drive-related competencies (optimism, intrinsic motivation, noble goals) declining 7-8%. This decline coincides with rapid AI adoption, creating a critical capability gap. Rather than framing AI and EI as oppositional constructs, the report positions EI as a complementary capability within evolving socio-technical systems, with recent evidence indicating that organisations adopting integrated "Yes AND" strategies (combining AI and EI development) achieve superior outcomes.
The report concludes that EI should be conceptualised as a context-dependent organisational capability whose impact is moderated by role demands, culture, and strategic alignment. Evidence-based recommendations are provided for multi-method assessment, AI-responsive leadership development, and generationally informed capability building.

[bookmark: _Toc256070770]1.0 Introduction
Contemporary organisations operate in environments marked by rapid technological change, heightened emotional labour, and increasing workforce diversity. Within this context, emotional intelligence (EI) has gained prominence as a critical capability supporting effective leadership, employee well-being, and organisational performance. Goleman's (1995) assertion that individuals who are unaware of their own emotions are poorly equipped to understand others remains particularly salient in workplaces characterised by constant change, interpersonal complexity, and psychological pressure.
The concept of EI was formally introduced by Salovey and Mayer (1990), who defined it as the ability to perceive, understand, manage, and utilise emotions in oneself and others. Since then, EI has evolved into a multifaceted construct encompassing cognitive abilities, behavioural competencies, and emotional dispositions. Empirical research suggests that EI contributes incrementally to job performance beyond cognitive ability and technical skill, particularly in roles involving leadership, teamwork, and customer interaction (Côté, 2014; Joseph and Newman, 2010).
In parallel, mindfulness has emerged as a complementary construct within organisational psychology. Defined as present-moment awareness with a non-judgemental orientation (Kabat-Zinn, 2003), mindfulness has been linked to improved emotional regulation, attentional control, and psychological well-being. These outcomes closely align with core components of EI, suggesting that mindfulness may function as a mechanism for EI development.
This report has two primary objectives. First, it critically evaluates the dominant theoretical models of EI and examines how EI components are deployed within workplace contexts. Second, it explores how EI is expressed across Generations X, Y (Millennials), and Z, identifying implications for recruitment, leadership development, and strategic workforce planning. The report adopts a critical, evidence-based approach and follows UWTSD academic conventions, progressing from theoretical discussion to applied analysis, synthesis, and recommendations.

[bookmark: _Toc860946686]2.0 Critical Discussion: Emotional Intelligence in the Workplace
[bookmark: _Toc1360713362]2.1 Theoretical Models of Emotional Intelligence
[bookmark: _Toc1397798]2.1.1 Salovey and Mayer's Ability-Based Model
Salovey and Mayer (1990; 1997) conceptualise EI as a cognitive ability comprising four hierarchical skills: perceiving emotions, facilitating thought using emotion, understanding emotional dynamics, and managing emotions. The Mayer-Salovey-Caruso Emotional Intelligence Test (MSCEIT) operationalises this framework through performance-based tasks.
A principal strength of the model lies in its psychometric ambition and attempt to distinguish EI from personality traits (Mayer, Salovey and Caruso, 2008). Its ability-based structure aligns conceptually with intelligence theory, strengthening theoretical clarity.
However, criticisms remain. Ashkanasy and Daus (2005) argue that ability measures may underrepresent motivational and behavioural dimensions critical to workplace functioning. Furthermore, low convergence between ability-based and self-report EI measures (r ≈ 0.21) suggests potential construct fragmentation. If measurement approaches capture distinct phenomena, the umbrella term "EI" may lack conceptual coherence, complicating organisational application.
[bookmark: _Toc38326443]2.1.2 Goleman's Competency-Based Model
Goleman's (1995; 1998) mixed model expanded EI's organisational relevance by framing it as a cluster of learnable competencies: self-awareness, self-management, social awareness, and relationship management.
[bookmark: _Int_7ACHZx0m]The model's strength lies in developmental applicability. It aligns closely with transformational leadership theory (Bass, 1985), particularly individualised consideration and inspirational motivation. EI competencies may function as psychological foundations underpinning these behaviours.
However, Lindebaum and Cassell (2012) critique the model for conceptual overlap with personality and managerial competence. Antonakis, Ashkanasy and Dasborough (2009) argue that EI may partially repackage existing leadership attributes, challenging claims of distinct explanatory power. Empirical debates question whether EI predicts leadership effectiveness independently or operates through established leadership constructs. Thus, Goleman's framework is best understood as a developmental lens rather than a discrete psychometric construct.
[bookmark: _Toc743147875]2.1.3 Bar-On's Emotional-Social Intelligence Model
Bar-On (2006) conceptualises EI as a constellation of emotional and social competencies influencing adaptability and well-being, measured via the EQ-i.
The model's strength lies in its emphasis on stress tolerance and adaptability—dimensions increasingly relevant in volatile organisational environments. However, reliance on self-report measurement introduces social desirability bias and strong correlations with Big Five traits (Joseph and Newman, 2010). Consequently, the model is more suitable for coaching and development than high-stakes selection.
[bookmark: _Toc1829377888]2.2 Core Components and Organisational Outcomes
Self-awareness forms the foundation of EI, enabling emotional insight and behavioural adjustment. Côté (2014) links leader self-awareness to improved decision-making and authenticity.
Self-regulation enhances performance by mitigating counterproductive behaviour. However, excessive emotional control may suppress authenticity and reduce psychological safety (Edmondson, 2018), illustrating the contextual dependency of EI expression.
Empathy supports collaboration and customer engagement, yet Joseph and Newman's (2010) cascading model suggests EI's predictive strength is strongest in emotionally demanding roles. Excessive affective empathy may introduce decision bias in high-velocity environments.
Relationship management connects EI to leadership effectiveness. In project environments, leaders' EI predicts team cohesion and trust (Rezvani et al., 2016; Zhang et al., 2022). However, these effects are mediated by transformational leadership behaviours rather than EI operating independently.
From an organisational behaviour perspective, EI operates within structural and cultural systems. Organisational climate and psychological safety moderate whether EI capabilities translate into observable outcomes.
[bookmark: _Toc318530144]2.3 Mindfulness as a Developmental Mechanism
Mindfulness enhances attentional regulation and emotional awareness (Kabat-Zinn, 2003). Meta-analytic evidence demonstrates moderate effects on stress reduction and well-being (Vonderlin et al., 2020; Wolever et al., 2023).
However, Van Dam et al. (2018) caution against methodological weaknesses and inflated claims. Organisational implementation must avoid instrumentalising mindfulness as a productivity tool while neglecting systemic stressors. For SMTs, mindfulness should function as a targeted developmental intervention aligned with role demands rather than a universal organisational solution.
[bookmark: _Toc362208943]2.4 Emotional Intelligence in the Age of AI: The Emotional Recession
A critical contemporary development is the emergence of an "Emotional Recession" coinciding with rapid AI adoption. Peer-reviewed research analysing 28,000 adults across 166 countries reveals that global EI scores declined by 5.79% from 2019-2024 (Cohen's d = 0.22, p < 0.001), with statistically significant decreases across all eight competencies measured by the Six Seconds Emotional Intelligence Assessment (SEI). The largest declines occurred in Drive-related competencies: Exercise Optimism declined 7-8% (Cohen's d = 0.23), Engage Intrinsic Motism declined 7-8% (Cohen's d = 0.22), and Pursue Noble Goals declined 6-7% (Cohen's d = 0.19).
Success Factors—Effectiveness, Relationships, Quality of Life, and Wellbeing—declined by 4.39-6.45%, with individuals higher in EI being 10.18 times more likely to report strong overall life outcomes . This represents a structural risk to workforce resilience, as declining EQ competencies diminish the personal and relational resources needed to adapt to high job demands.
[bookmark: _Int_Z8Ppq3Mp]While AI demonstrates cognitive capabilities exceeding 99% of humans on IQ tests, its emotional intelligence remains limited. However, framing AI as cognitively superior yet emotionally deficient risks technological determinism. The 2025 Six Seconds AI & EI Workplace Status Report reveals that 72% of businesses have adopted AI for at least one function, yet only 11% of employees use AI weekly, and fewer than 6% feel very comfortable using it—revealing a critical gap between leadership and workforce readiness.
Crucially, the report identifies that organisations adopting "Yes AND" strategies—integrating both AI and EI training—achieve superior engagement, productivity, and innovation outcomes compared to those treating AI and EI as competing priorities. AI is accelerating demand for emotional skills: as AI transforms jobs across industries, professions increasingly require EI competencies—empathy, trust-building, and strategic thinking—to complement technical capabilities.
The strategic challenge is not whether AI lacks EI, but how emotional labour is distributed within socio-technical systems. McKinsey projections indicate growing demand for social and emotional skills, particularly where automation replaces routine cognitive tasks. Thus, EI should be positioned as a complementary capability within human-AI collaboration frameworks, with SMTs prioritising integrated capability development rather than siloed technology adoption.

[bookmark: _Toc33125751]3.0 Application to Practice: Generational Emotional Intelligence
[bookmark: _Toc953524300]3.1 Generation X
Generation X employees (1965–1980) developed their careers during periods of economic uncertainty, organisational restructuring, and declining job security. These experiences have shaped EI profiles characterised by emotional self-regulation, independence, and pragmatic communication styles (Parry and Urwin, 2011).
From an organisational perspective, Generation X often demonstrates strong stress tolerance and boundary management, making them effective leaders in high-pressure environments. Post-pandemic, Gen X has demonstrated strong adaptation to remote work, reinforcing preferences for autonomy and flexibility. However, they may exhibit scepticism towards emotionally expressive leadership styles and formal EI initiatives, preferring practical and results-oriented approaches.
[bookmark: _Toc1989958970]3.2 Millennials (Generation Y)
[bookmark: _Int_7uiXWgd7]Millennials (1981–1996) entered the workforce during periods of rapid technological advancement and increased societal focus on mental health and well-being. Research suggests that Millennials exhibit high levels of social awareness, empathy, and preference for collaborative leadership styles (Lyons and Kuron, 2014).
While these attributes support teamwork and engagement, Millennials may also experience emotional overload and burnout, particularly in emotionally demanding roles. The post-pandemic context has exacerbated these challenges, with Millennial women particularly affected by workplace gender dynamics and representation gaps. Organisations must therefore balance supportive leadership practices with clear boundaries around emotional labour.
[bookmark: _Toc1069598163]3.3 Generation Z
[bookmark: _Int_s9a2pF5w]Generation Z employees (late 1990s onwards) bring high levels of emotional awareness, inclusivity values, and digital fluency into the workplace (Twenge, 2017). They often prioritise psychological safety, purpose-driven work, and transparency.
[bookmark: _Int_4SZSfOCq]However, Generation Z presents a critical challenge: globally, approximately 53.7% of Gen Z scored in the low satisfaction category in workplace outcomes, signalling especially high risk for disengagement and burnout. This generation shows a distinct orientation toward direct action (Decision Making) rather than influence through others, which may create friction with older generations oriented toward collaborative influence.
Furthermore, approximately 20% of 15-24-year-olds are classified as NEETs (not in education, employment, or training), with significant implications for workforce engagement. Those entering employment may require structured development in emotional regulation and resilience, particularly in high-pressure or ambiguous environments. Mentoring and coaching interventions can support the development of these competencies while leveraging their strengths in social awareness and adaptability.
[bookmark: _Toc2023873165]3.4 Cross-Generational Integration and the Gender Divide
Research indicates that generational differences in EI reflect variations in emotional expression rather than fundamental differences in emotional capacity (Urick et al., 2017). However, the post-pandemic workplace has introduced new complexity: a striking gender divide has emerged starting in 2021, where women's EI and 75% of women's life success factor scores rebounded and stabilised, even as men's scores continued multi-year declines.
Women's scores increased from 2021-2023 on six of eight EI competencies, while men's scores declined on all eight. This divergence creates potential friction in multigenerational teams, particularly as younger men demonstrate declining commitment to gender diversity while younger women show increasing expectations.
Organisations that leverage complementary strengths through inclusive leadership and mentoring can enhance collaboration and performance across age-diverse teams. Effective integration requires recognition that Gen Z's demand for transparency and direct action, Millennials' collaborative orientation, and Gen X's pragmatic independence can create synergistic outcomes when managed through emotionally intelligent leadership that addresses emerging gender-dynamic tensions.

[bookmark: _Toc230058916]4.0 Synthesis and Evaluation
The analysis demonstrates that emotional intelligence is a multidimensional construct best understood through the integration of multiple theoretical perspectives. Ability-based models offer psychometric rigour, competency-based models provide practical developmental frameworks, and emotional-social models emphasise adaptability and well-being.
Nevertheless, EI should not be viewed as a universal predictor of success. Meta-analytic evidence indicates that EI explains incremental variance in performance, particularly in emotionally demanding roles, but remains one factor among many, including cognitive ability, technical skill, and organisational context (Joseph and Newman, 2010). Recent critiques emphasise that claims positioning EI as superior to general mental ability (GMA) remain unsubstantiated; GMA consistently demonstrates stronger incremental validity (0.31) above EI, compared to EI's minimal incremental validity (0.02) above GMA.
Measurement Challenges: The low correlation between ability-based and self-report measures (r = 0.21, sharing only 4% variance) raises fundamental questions about whether they assess the same construct. This heterogeneity necessitates multi-method assessment approaches in organisational applications.
Cultural and Contextual Limitations: EI measures demonstrate cultural bias, with Western-centric development limiting applicability in global contexts. Additionally, the predominance of cross-sectional designs limits causal inference regarding EI development outcomes.
Contemporary Relevance: The integration of EI and mindfulness must be understood within the context of workforce transformation. As AI adoption contributes to the "Emotional Recession," organisations cannot rely on traditional EI development approaches. The 2024 bibliometric analysis reveals significant research gaps regarding EI in online leadership contexts, AI-integrated organisational frameworks, and cross-cultural applications. The declining Drive competencies (optimism, intrinsic motivation, noble goals) identified in the 2024 data represent a particular crisis for organisational resilience, as these skills underpin engagement, retention, and adaptive capacity.

[bookmark: _Toc518519221]5.0 Conclusion and Recommendations
[bookmark: _Toc2003505637]5.1 Conclusion
Emotional intelligence remains a strategically relevant but context-dependent organizational capability. It enhances leadership effectiveness and well-being when aligned with culture, role demands, and broader HR systems. Mindfulness offers developmental potential but requires careful implementation.
The contemporary context—characterised by the "Emotional Recession" (5.79% decline in global EI since 2019), rapid AI adoption, and significant gender divergence in EI trajectories—demands that SMTs move beyond generic EI initiatives toward strategic, context-specific capability development. EI must be positioned not as a universal solution but as a critical differentiator in human-AI collaboration, with organisations adopting "Yes AND" strategies that integrate technological and emotional capability development achieving superior outcomes.
[bookmark: _Toc1807719789]5.2 Recommendations for Senior Management
1. Adopt Multi-Method EI Assessment
Implement assessment approaches combining ability-based measures (MSCEIT), self-report tools (EQ-i), and 360-degree feedback to capture the multidimensional nature of EI and mitigate single-method bias. Given the low convergence between measurement types (r = 0.21), reliance on any single instrument risks construct misrepresentation.
2. Develop AI-Responsive EI Strategies
Address the "Emotional Recession" by integrating EI development with AI adoption strategies. Prioritise Drive competencies—particularly optimism, intrinsic motivation, and noble goals—which have declined 7-8% globally and are essential for resilience. Implement "Yes AND" approaches that combine AI literacy training with EI skill development, ensuring technology adoption enhances rather than replaces human emotional capabilities.
3. Implement Generationally Responsive Leadership Programmes
[bookmark: _Int_qlyDehv3]Design interventions that leverage complementary strengths: Gen X's autonomy and stress tolerance, Millennials' collaboration and social awareness, and Gen Z's inclusivity values and direct action orientation. Address the emerging gender-dynamic tension through targeted facilitation that recognises women's rebounding EI scores and men's continued decline.
4. Integrate Evidence-Based Mindfulness Interventions
Deploy mindfulness programmes with clear outcome metrics, focusing on stress reduction and emotional regulation. Target high-emotional-labour roles and leadership positions rather than implementing universal programmes. Ensure mindfulness initiatives address systemic stressors rather than individualising organisational dysfunction.
5. Match EI Competencies to Role Demands
Conduct role-specific EI profiling, recognising that high empathy may impair decision-making in time-pressured contexts while enhancing performance in relationship-intensive roles. Map Drive competency requirements against role demands, given the global decline in these skills.
6. Monitor EI Development Longitudinally
Establish 12-month follow-up assessments to evaluate sustainability of intervention effects, addressing the current evidence gap regarding long-term outcomes. Track gender-specific trajectories given the divergence in post-pandemic recovery patterns.
7. Encourage Cross-Generational Mentoring
[bookmark: _Int_Cu3m7ijA]Create structured mentoring programmes that transfer experiential emotional competencies from Gen X to Gen Z, while reverse-mentoring on digital fluency, inclusivity, and direct action orientation. Leverage Gen Z's action orientation while developing their influence capabilities.
8. Embed EI in Organisational Metrics
Integrate EI and mindfulness indicators into leadership KPIs and cultural assessments, positioning human-centric skills as strategic priorities alongside technological metrics. Specifically monitor Drive-related competencies given their steep decline and criticality for organisational resilience.
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