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1.Critical Evaluation of How Employees in the Workplace May Use Emotional Intelligence Components

Emotional intelligence (EI) has become a central concept in understanding workplace behaviour, performance, and interpersonal dynamics. Daniel Goleman’s model of EI (1996, 1998) provides a comprehensive framework for evaluating how employees perceive, understand, and regulate their emotions and those of others. The model is organised into five fundamental areas: Self-Awareness, Self-Regulation, Motivation, Empathy, and Social Skills. Each component interacts with organizational systems, cultural norms, and individual psychological processes. This critical evaluation explores how employees utilize these EI components in the workplace, with reference to supporting models such as Bar-On’s Emotional-Social Intelligence (ESI) model (Bar-ON, 2006), Mindfulness-Based Stress Reduction (MBSR), (Kabat-Zinn,1990) and Management by Walking Around (MBWA)(Peters and Waterman,1982).
It is important to emphasize from the outset that emotional intelligence is not about suppressing emotion, but about understanding it, processing it, and using it as data for decision-making (Goleman, 1998). Emotional intelligence also requires emotional maturity and accountability, meaning individuals take responsibility for how their emotional responses translate into behaviour without denying the legitimacy of those, hold accountability for the way their underlining assumptions or aware believes and behaviour impact the other individuals’ disposition, wellbeing, and act accordingly by being considerate and accountable, while also being assertive and setting boundaries..
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According to Goleman (1998) "If you are tuned out of your own emotions, you will be poor at reading them in other people." meaning that if you’re not aware of your own feelings, it becomes difficult to notice or correctly interpret the emotions of others. Self-awareness is the foundation of empathy; it allows employees to identify their emotional triggers, strengths, limitations, and their roots which is crucial in high-stakes or stressful workplace contexts.
Employees with high self-awareness can navigate complex social systems more effectively, anticipating both personal and organizational consequences of their actions. For example, in toxic or hierarchical workplaces where exploitation or bullying is present, self-aware individuals can recognize emotional burnout signals or feelings of injustice without internalizing them as personal failings (Maslach and Leiter,2016) and yet allowing the feeling of frustration born out of unwantedly, undeservedly unnecessarily having to face reactive trauma, to give feedback meant to continuously improve the institution and prevent further unfortunate traumatic events for their own selves and for the others. Employees experiencing abusive or exploitative conditions may recognize the dissonance between personal values and organizational practices yet still experience intense stress and moral conflict. Self-awareness in such contexts is not simply about introspection but about accurate appraisal of the surrounding environment, about accurate problem formulation (Beck,1979). Successfully resolving a problem requires a precise definition; when systemic dysfunction is mistaken for a personal emotional matter, proposed solutions are unlikely to work. This highlights the distinction between theorization and applicability: while emotional intelligence is often theorized in abstract terms, its real value lies in correctly interpreting real-world contexts and applying insight accordingly, distinguishing Goleman’s concept from the overly simplified mindfulness practices sometimes promoted in corporate settings (Purser, 2019).
Self-awareness must be seen both as an internal capability and a lens to interpret external systems, to master social awareness and social skills. Employees who are self-aware in toxic environments often face ethical dilemmas, as their clarity of perception may heighten distress rather than mitigate it.

[bookmark: _Toc227884838]1.2 Self-Regulation

Self-regulation refers to the ability to control or redirect disruptive emotions and impulses, enabling thoughtful decision-making rather than reactive behaviour (Goleman, 1998). It is the ability to consciously decide what is the most efficient and effective manner to react to emotional triggers, upon reflecting and critically analysing the necessity and the outcome of a particular way of emotionally expressing in a specific context or situation,
In the workplace, self-regulation can manifest in managing frustration with colleagues, remaining composed under pressure, or strategically delaying reaction to provocation. However, critical evaluation reveals limitations in contexts of systemic abuse or exploitation. Employees forced to tolerate overwork, verbal abuse, or coercion may appear “well-regulated” externally, but internally accumulate stress and trauma (Van der Kolk, 2014) to the point of sometimes internalising oppression. This demonstrates the boundary between adaptive self-regulation (Greenberg,2011) and enforced suppression, where organizational expectations may explicitly or implicitly misuse EI competencies to maintain control over employees as suggested by the Emotional labour theory. (Hochschild,1983)
In such cases, emotional intelligence competencies risk being appropriated as mechanisms of control rather than tools for healthy functioning.
Professionalism does not imply the absence of emotion, but the ability to make decisions outside of one’s personal emotional reactivity, while still considering the emotions of others. This requires emotional maturity, accountability, and the ability to act ethically without ego involvement.
It is also critical to understand that not all behaviour is a choice (Singer, 1999). Emotional responses may be influenced by trauma, stress, or physiological factors such as hormonal changes, mental health, therefore, self-regulation must be evaluated with nuance rather than used as a rigidly standardised concept.(WHO, 2019)
Self-regulation is not inherently virtuous; not over-regulating can preserve mental health, as over-suppression in toxic workplaces may accelerate burnout or post-traumatic stress symptoms, also, it can have a positive effect over the culture’s continuous improvement.

[bookmark: _Toc227884839]1.3 Motivation

Motivation in Goleman’s framework refers to intrinsic drive, commitment to organizational goals, initiative, and optimism in pursuing objectives despite setbacks. Motivated employees tend to engage more deeply, persist through challenges, and inspire others.
Employee motivation is often conceptualized as an individual attribute. However, our discussion highlights that motivation is profoundly shaped by systemic factors. In exploitative workplaces, intrinsic motivation can clash with oppressive conditions: employees may be highly competent and engaged yet repeatedly undermined by structural corruption, favouritism, or unsafe practices. In such cases, motivation is not simply a personal trait but a negotiation between individual goals and organizational constraints (Deci and Ryan,2000).
The correct application of emotional intelligence in motivation must avoid manipulation. Emotional intelligence must not be used to exploit emotional needs to increase productivity, but to support individuals in reaching their higher potential.
Effective motivation based on emotional intelligence depends on aligning both personal values and organizational structures; if they are not coordinated, a person's inner drive may be blocked, leading to moral distress instead of greater productivity.

[bookmark: _Toc227884840]1.4 Empathy

Empathy, the ability to understand the emotions of others; “in empathy one feels with someone, but one does not confuse oneself with the other” (Singer and Klimecki, 2014) is central to effective interpersonal interactions, conflict resolution, and leadership (Goleman, 1998). It allows employees to perceive unspoken dynamics, anticipate reactions, and provide support (Goleman,1998).

Figure1: Differential neural networks for empathy and compassion
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Empathy in the workplace can function in both constructive and potentially hazardous ways. For instance, employees may deeply perceive the suffering of colleagues, such as overworked, underpaid staff, or those experiencing verbal abuse. While this understanding can foster solidarity, according to Figley (1995) excessive empathetic engagement without systemic change can exacerbate emotional burden, contributing to secondary traumatic stress. Moreover, empathy can be weaponized by manipulative leaders: emotionally intelligent employees are sometimes expected to absorb and manage the distress of others, masking organizational dysfunction.
Gendered conditioning can further complicate empathic accuracy. Individuals may develop different emotional response patterns, such as pre-processed expression or controlled restraint, which, when interpreted through another person’s internal framework, can lead to mutual misunderstanding reinforced by projection (Freud, 1917/2001). This highlights that empathy is not only about emotional sensitivity, but also about the ability to recognize differences in emotional expression and processing styles, avoiding assumptions based on one’s own internal model.
In summary, empathy can support connection but may also lead to emotional overload. Employees may absorb distress from others in toxic environments therefore it must include proactively defining boundaries (Minuchin, 1974). Professional empathy involves understanding emotions while maintaining limits. Overextending by taking on others’ responsibilities may disempower them. Assigning responsibilities appropriately empowers individuals and supports development.
Empathy also requires assertiveness. Communication must move beyond awareness toward solution-oriented action, balancing understanding with accountability.
It is important to distinguish empathy from performance: empathy is not about demonstrating kindness, but about accurate understanding and appropriate response.

Empathy is most effective when paired with agency; employees who perceive suffering but have no capacity to influence outcomes may experience moral injury, highlighting a key interaction between EI and systemic conditions.

[bookmark: _Toc227884841]1.5 Social Skills
 
Social skills encompass communication, influence, conflict management, leadership, and teamwork (Goleman, 1998). They allow employees to navigate organizational hierarchies, foster collaboration, and resolve disputes effectively.
Effective communication requires assertiveness, clarity, and problem-solving. It is not limited to awareness but must produce outcomes.

While strong social skills can enhance career progression, in toxic environment they may also serve as mechanisms for survival rather than authentic leadership. Employees may develop the ability to negotiate, appease, or adapt strategically, often at the cost of personal integrity or emotional health. Social skills in isolation cannot counteract structural exploitation; they must interact with ethical leadership and organizational accountability (Edmonson, 1999).

Social skills must not be used for manipulation. Emotional intelligence it does not equivalate manipulation, fact granted by the inclusion of empathy as one of its critical traits, therefore is not about using emotions to control others but about supporting development.
Organizations must also consider neurodiversity and inclusion. Individuals with different emotional regulation capacities have the right to work. Emotional intelligence should serve adapting environments to diversity rather than enforce uniform behaviour, to exercise its social corporate responsibility and align to legal compliance and ethical framework. 
Leadership plays a key role in enabling social skills. Management by Walking Around (MBWA) promotes direct engagement and trust-building, embedding relational competence within organisational culture (Peters and Waterman, 1982).
Social skills facilitate the navigation of organisational systems, but they do not inherently transform them. Employees may possess advanced interpersonal competencies yet still encounter structural barriers that limit their ability to effect meaningful change. This reinforces the broader argument that emotional intelligence must be understood in relation to systemic conditions. Without supportive organisational structures, even advanced social skills may serve primarily as tools for adaptation rather than drivers of sustainable organisational improvement.
[bookmark: _Toc227884842]1.6 Integrating Models and Theoretical Perspectives

[bookmark: _Toc227884843]1.6.1. Bar-On Model
Bar-On’s ESI framework complements Goleman by emphasizing the interaction of intrapersonal, interpersonal, adaptability, stress management, and general mood competencies. Employees’ ability to function effectively depends not only on individual EI but also on contextual support, aligning with the systemic critique developed in this discussion.
[bookmark: _Toc227884844]1.6.2. Mindfulness-Based Approaches (MBSR, MBCT)
Mindfulness can enhance self-awareness, self-regulation, and empathy. However, its application must consider environmental constraints. Teaching mindfulness without addressing exploitative practices risks reinforcing tolerance of systemic abuse by reinforcing dismissive positivity.
Mindfulness approaches such as Mindfulness-Based Stress Reduction and Mindfulness-Based Cognitive Therapy support awareness and regulation, but mindfulness is only one cognitive technique within CBT, not a complete solution or the final aim of the therapy.
[bookmark: _Toc227884845]1.6.3. Emotion Focused Approach 
In professional therapeutic settings, MBCT is effective when integrated with broader systemic approaches, including methods such as Emotion-Focused Therapy, which emphasizes emotional processing rather than suppression (Greenberg,2011).
When mindfulness is used in isolation or treated as an end goal, it becomes dysfunctional. It may lead to emotional repression, anesthetization, and tacit acceptance of abuse. On a systemic level, symptoms reappear because underlying dynamics remain unresolved.
From a systemic psychology perspective (including CBT), the symptom is not the problem but the effect of a dysfunctional system. Long-term resolution requires identifying systemic causes rather than repeatedly managing symptoms.
[bookmark: _Toc227884846]1.6.4. Management by Walking Around (MBWA)
MBWA demonstrates how leadership practices can leverage EI: frequent, direct interaction with employees allows leaders to recognize systemic stressors, validate experiences, and implement interventions that support EI competencies rather than exploit them. (Peters & Waterman, 1982)
Critical Integration
Across models, a key principle emerges: EI competencies cannot be evaluated in isolation from context. Employees’ self-awareness, regulation, empathy, and social skills interact dynamically with organizational systems. In toxic environments, conventional prescriptions of EI may inadvertently perpetuate harm if they prioritize individual adaptation over systemic accountability.
A key limitation in EI application is focusing on individual symptoms rather than systemic causes. Encouraging emotional regulation without addressing structural issues shifts responsibility to the individual.
There is also a critical distinction between theorization and applicability. Emotional intelligence concepts are often taught abstractly, but real effectiveness depends on contextual understanding and correct problem framing.



[bookmark: _Toc227884847]2. Unique Characteristics Managers Need to Be Aware of When Recruiting Across Generational Groups (X, Y, Z)

Following the initial section of this report, which provided a critical assessment of emotional intelligence and how it functions in workplace settings, it is important to understand that employees are influenced by generational, societal, and systemic factors rather than working independently. Recruitment strategies, like emotional intelligence, should be tailored to the context rather than relying on a universal method. These strategies ought to consider factors like generational differences, neurodiversity, and shifting cognitive and social dynamics.
One critical concept that supports this argument is the Flynn effect, (Trahan et al.,2014; Flynn 2007) which demonstrates that cognitive abilities, critical thinking skills, and abstract thinking have increased across generations. This has direct implications for recruitment: newer generations are not simply “different,” they process information, authority, and systems differently, because their core belief system is different and operates from different angles (Twenge, 2017), requiring updated managerial approaches that must act according to the ethical and legal framework ( Pew Research Centre,2019).
This section aims to critically evaluate how managers can create effective work environments by understanding generational differences (X, Y, Z), while linking these insights to emotional intelligence, systemic awareness, and professional practice.
Figure2: The Flynn Effect
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[bookmark: _Toc227884848]2.1 Linking Emotional Intelligence to Generational Recruitment
As established in Part 1, emotional intelligence involves:
· self-awareness 
· self-regulation 
· empathy 
· motivation 
· social skills 
However, the application of these competencies must adapt to generational contexts. For example:
· Self-awareness in a Generation X employee may manifest as independence and resilience. 
· In Millennials, it may involve identity exploration and purpose-driven work. 
· In Generation Z, it often includes heightened awareness of mental health and systemic inequalities. 
This reinforces a key principle:
Emotional intelligence is not static, it must evolve in response to generational shifts and changing cognitive, social, and economic realities.

[bookmark: _Toc227884849]2.2 Overview of Generational Groups (Contextualized)
-Generation X (1965–1980)
Generation X employees are often:
· self-reliant and adaptable 
· sceptical of authority 
· focused on work-life balance. 
Their emotional intelligence is often shaped by survival-based adaptability, aligning with Part 1’s discussion on how context influences emotional regulation.

-Millennials / Generation Y (1981–1996)
Millennials tend to:
· seek purpose and meaning. 
· value collaboration and feedback 
· prioritize development and flexibility. 
Their approach to EI reflects interpersonal awareness and continuous growth, often expecting organizations to align with their values.

-Generation Z (1997–2012)
Generation Z demonstrates:
· high digital fluency 
· strong mental health awareness 
· preference for authenticity and transparency 
Importantly, due to the Flynn effect, this generation often exhibits:
· faster information processing 
· higher adaptability to complexity 
· lower tolerance for inefficiency and inconsistency 
· purpose and flexibility.
This creates tension in traditional systems that have not evolved accordingly.

-Generation Alpha (2013–2025)
The shift from Gen Z to Alfa is not just generational but technological and cognitive.
There is an expected but not supported by facts belief that the first generation to grow up fully immersed in AI-driven, highly digital environments will:
• demonstrate advanced digital fluency
• process information more rapidly
• expect elevated levels of personalisation and efficiency
Compared to Generation Z, this suggests that future recruitment and management practices will need to integrate emotional intelligence with technological adaptability, balancing human-centred leadership with evolving digital systems.


[bookmark: _Toc227884850]2.3 Critical Evaluation of Generational Differences
While generational models are useful, they must not become rigid frameworks. As emphasized in Part 1:
Focusing only on individual behaviour without understanding systemic context leads to misinterpretation and ineffective management.
Managers must recognize that:
· behaviour is influenced by environment, not just generation. 
· emotional responses may reflect systemic stress, not lack of EI. 
· recruitment must evaluate potential within context, not stereotype. 

[bookmark: _Toc227884851]2.4 Key Characteristics Managers Must Consider
[bookmark: _Toc227884852]2.4.1. Communication, Assertiveness, and EI Application
Different generations communicate differently, but effective communication must integrate emotional intelligence with assertiveness and solution orientation.
· Generation X: direct and independent communication 
· Millennials: feedback-oriented and collaborative 
· Generation Z: fast, digital, but authenticity-driven 
However, as discussed in Part 1:
Communication is not just about awareness; it is about finding solutions while maintaining assertiveness.
Managers must:
· encourage open expression without fear. 
· avoid dismissive responses (linked to toxic positivity). 
· ensure communication leads to practical outcomes. 

[bookmark: _Toc227884853]2.4.2 Mental Health, Neurodiversity, and Inclusion
A critical extension of emotional intelligence is mental health awareness in recruitment and management.
Across all generations:
· not all behaviour is a choice. 
· emotional regulation varies. 
· cognitive and neurological differences exist. 
Managers must understand that:
· employees who struggle with emotional regulation still have the right to work and inclusion. 
· neurodiverse individuals bring unique strengths. 
· EI should not be used as a gatekeeping tool. 
This directly connects to Part 1’s critique:
EI must not be used to force conformity, but to support inclusion and adaptation.

[bookmark: _Toc227884854]2.4.3. Motivation in a Changing Cognitive Landscape
Motivation varies not only between generations but is also shaped by broader systemic factors.
· Generation X: stability and autonomy 
· Millennials: purpose and development 
· Generation Z: security + meaning 
The Flynn effect suggests that newer generations:
· question systems more critically.
· expect logical consistency. 
· are less tolerant of inefficiency. 
This reinforces the need for:
· transparent leadership 
· meaningful roles 
· alignment between values and practice 

[bookmark: _Toc227884855]2.4.4. Learning Styles and Cognitive Diversity
Generational learning differences are significant:
· Generation X: independent, experience-based learning 
· Millennials: collaborative, feedback-driven 
· Generation Z: digital, fast-paced, adaptive 
However, as emphasized in Part 1:
Each employee has unique learning needs and thrives under different circumstances to achieve optimal performance.
Managers must:
· adapt training methods. 
· provide flexible learning environments. 
· recognize that cognitive diversity enhances performance. 

[bookmark: _Toc227884856]2.4.5. Boundaries, Burnout, and Systemic Responsibility
Generational shifts highlight increasing awareness of:
· burnout 
· mental health 
· work-life boundaries. 
Generation Z is less willing to accept exploitative conditions.
This aligns with Part 1’s argument:
Organizations must shift from managing symptoms to addressing systemic issues.
Managers must:
· respect boundaries as part of professionalism. 
· avoid normalizing overwork. 
· create sustainable work environments. 

[bookmark: _Toc227884857]2.4.6. Ethical Leadership and Systemic Awareness
Across all generations, there is a growing expectation of ethical and transparent leadership.
Employees increasingly reject:
· manipulation 
· exploitative practices 
· performative emotional intelligence 
This connects directly to Part 1:
Emotional intelligence must not be used to manipulate emotions for productivity, but to support individuals in reaching their potential.
Managers must:
· identify systemic problems. 
· prioritize prevention over reaction. 
· use social awareness for continuous improvement. 

[bookmark: _Toc227884858]2.5. Integrating the Flynn Effect with Emotional Intelligence
The Flynn effect reinforces a critical shift:
· employees are increasingly capable of critical thinking. 
· they identify inconsistencies faster. 
· they challenge outdated systems. 
This has direct implications:
· traditional authority models become less effective. 
· emotional intelligence must evolve. 
· recruitment must focus on adaptability, not conformity. 
Therefore:
Higher cognitive capacity across generations requires higher emotional and systemic intelligence from management.

[bookmark: _Toc227884859]3. Conclusion
Emotional intelligence is context-dependent and can support workplace functioning, but in toxic environments it may also increase stress or be misused to enforce compliance. Its core components, self-awareness, self-regulation, motivation, empathy, and social skills, are shaped by organisational conditions and cannot replace ethical leadership or systemic accountability.
Effective application of EI requires integration with broader frameworks (Bar-On, MBCT, MBWA) and recognition that employees are influenced by workplace systems, not just individual traits.
Generational differences further show that recruitment must go beyond age categories, incorporating emotional intelligence, systemic awareness, and cognitive change (Flynn effect). Organisations must adopt flexible, ethical, and adaptive leadership to maintain engagement and effectiveness.




[bookmark: _Toc227884860]4. References
1. Beck, A.T. (1979) Cognitive Therapy and the Emotional Disorders. New York: Penguin.
2. Deci, E.L. and Ryan, R.M. (2000) ‘The “what” and “why” of goal pursuits: Human needs and the self-determination of behaviour’, Psychological Inquiry, 11(4), pp. 227–268.Available at: The "What" and "Why" of Goal Pursuits: Human Needs and the Self-Determination of Behaviour. (Accessed: 25/04/ 2026)
3. Edmondson, A. (1999) ‘Psychological safety and learning behaviour in work teams’, Administrative Science Quarterly, 44(2), pp. 350–383. Available at: Psychological Safety and Learning Behaviour in Work Teams. (Accessed:13/04/2026)
4. Figley, C.R. (1995) Compassion fatigue: Coping with secondary traumatic stress disorder in those who treat the traumatised. New York: Brunner/Mazel.
5. Flynn, J.R. (2007) What is intelligence? beyond the Flynn effect. Cambridge; Cambridge University Press.
6. Freud, S. (2001) Introductory Lectures on Psychoanalysis. London: Penguin. (Original work published 1917)
7. Goleman, D. (1996) Emotional intelligence. London: Bloomsbury Publishing. Printed in Great Britain by Clays Ltd, St Ives plc.
8. Goleman, D. (1998) Working with Emotional Intelligence. New York: Bantam Books.
9. Greenberg, L.S. (2011) Emotion-Focused Therapy. Washington, DC: APA.
10. Hochschild, A.R. (1983) The Managed Heart: Commercialization of Human Feeling. Berkeley: University of California Press.
11. Minuchin, S. (1974) Families and Family Therapy. Cambridge, MA: Harvard University Press. 
12. Maslach, C. and Leiter, M.P. (2016) Burnout. In: Fink, G. (ed.) Stress: Concepts, Cognition, Emotion, and Behaviour. San Diego: Academic Press.
13. Peters, T.J. and Waterman, R.H. (1982) In Search of Excellence: Lessons from America’s Best-Run Companies. New York: Harper & Row. Available at: https://cdn.bookey.app/files/pdf/book/en/in-search-of-excellence.pdf. (Accessed 5/03/2026)
14. Pew Research Centre (2019) Defining generations: Where Millennials end and Generation Z begin. Washington, DC: Pew Research Centre. Available at: https://www.pewresearch.org/ (Accessed: 25 April 2026).
15. Purser, R. (2019) McMindfulness: How Mindfulness Became the New Capitalist Spirituality. London: Repeater Books.
16. Singer, J. (1999) ‘Why can’t you be normal for once in your life?’, in Corker, M. and French, S. (eds.) Disability Discourse. Buckingham: Open University Press.
17. Singer, T. and Klimecki, O. (2014) ‘Empathy and compassion’, Current Biology, 24(18), pp. R875–R878.Available at: Empathy and compassion: Current Biology (Accessed: 15/03/2026)
18. Trahan, L.H. et al. (2014) The Flynn Effect: A meta-analysis. Psychological Bulletin, 140(5), pp. 1332–1360. Available at: https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4152423/ (Accessed: 23/04/2026). 
19. Twenge, J.M. (2017) iGen: Why Today’s Super-Connected Kids Are Growing Up Less Rebellious. New York: Atria Books.
20. Van der Kolk, B. (2014) The body keeps the score: Brain, mind, and body in the healing of trauma. New York: Viking.
21. World Health Organization (2019) Mental health in the workplace. Geneva: World Health Organization. Available at: https://www.who.int/ (Accessed: 25/04/2026).






image2.png




image3.png
Prifysgol Cymru
Y Drindod Dewi Sant
L)/ University of Wales

Trinity Saint David




image4.png




image5.png
Compassion network

Empathy for pain network

Compassion
o Compassion

Memory
group Mecry)

Time

Pre

Training 1 Post 1
Measurement

Measurement

aMCC sgACC mOFC

© Compssion £ Overps weh mpaty metaansyss

ch; | Compassion;

Memor
oroup” Bz

Time.

Pro Training 1 Post 1 Training 2 Post 2
Measurement Measurement Measurement

Gurront Bitogy





image6.png
=
»
©
&
i}

86.64 97.69 108.74 11979 13084  141.89

- New test mean

Study effect size regressed on sample ability in the modern set.




image1.png




