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This assignment will critically evaluate how emotional intelligence influences workforce development and business performance, looking at the impact emotional intelligence has on organisations, including the employees and managers. Drawing on the work of Goleman which supports the critical analysis of emotional intelligence, along with the work from Bar-On which delves into interpersonal and intrapersonal factors. For this assignment, the workforce and business performance focus will be the University of Wales Trinity Saint David. The second part of the assignment will further draw on theories of emotional intelligence with a specific focus on mindfulness and how this influences and has an effect on emotions, including emotions from a personal perspective within the workplace.
1. [bookmark: _Toc129546375]Defining Emotional Intelligence

Emotional intelligence (EI) can be defined in many ways, but in its simplest form it is to understand one’s own emotions and allow this understanding to inform the way the emotions of others are perceived. It is about utilising this intelligence in the right way to build relationships, make decisions and affect situations. To expand, Mayer et al (1999) defines EI as:
The ability to recognize the meanings of emotion and their relationships, and to reason and problem-solve on the basis of them. Emotional intelligence is involved in the capacity to perceive emotions, assimilate emotion-related feelings, understand the information of those emotions, and manage them.
								(Mayer et al.,1999)

Salvoy & Mayer (1990) define EI as ‘the ability to monitor one’s own and other’s feelings and emotions’, this being the initial discovery of the theoretical evidence of EI. Exploring how EI is a method of understanding and perceiving emotions to help make decisions in a personal capacity, as well as the ability to read others and their emotions. Goleman (1999), although agreed with this concept, further delved into the understanding of EI and explored the fundamental psychology and knowledge of EI and how it is applied in a managerial environment, implying that if a manager has excellent EI, they will be a successful leader.
Exploring how EI contributes to managerial performance in the workplace, Goleman researched how a successful leader is an emotionally intelligent individual, he also outlined that EI outweighs IQ in this instance. Goleman’s (1999) theory introduced five key components that contribute to being emotionally intelligent (appendix 1) these being; self-awareness, self-management, motivation, empathy and social skills. These components will be explored below in the context of workforce development and business performance, using the University of Wales Trinity Saint David (UWTSD) to provide context.  

[bookmark: _Toc129546376]1.2 Goleman’s Emotional Intelligence and Workforce Development 

Workforce development is the focus on developing employees, giving them the tools and resources to upskill which in turn sets them up for long-term success. Harris & Short (2014) define workforce development as;
Drawing on human resource and management, workforce planning and workforce capability development, and is often highlighted in debates on skills shortages where there is a need to increase the pool of skilled workers in industry.
								(Harris & Short 2014)
To expand, workforce development requires leaders to be competent in recognising skills shortages within their teams and in turn the training needs of their employees. This extends to ensuring that training solutions identified not only meet the needs of the individual but also the team and the wider organisation aligning with organisational strategic goals and objectives. Leadership effectiveness is driven by EI, according to Rosete et al., (2005), which suggests that EI is important when highlighting the needs and skills gaps in employees. 
At the University of Wales Trinity Saint David (UWTSD), professional development in the context of workforce development is embedded into the culture of the organisation. As a higher education institute, UWTSD leads by example, by actively encouraging their employees to further study through the University itself or its leading partners. This proves to be an advantage to the nature of the organisation, however there is more to developing individuals than merely in an academic sense. For an organisation to thrive it is essential that it develops employees to have the practical skills and understanding to undertake tasks relevant to their role and occasionally beyond their job description, in order to benefit the wider organisation and reach strategic goals. For this to happen successfully managers are required to effectively prioritise workforce development and actively identify opportunities to develop their staff and their teams. 
Being one of Goleman’s five pillars self-awareness is a key underpinning element to EI and whilst this is relevant to all life situations its importance for managers within an organisation should not be overlooked. This is corroborated by Tjan (2012) who argues that the best quality a leader can have is self-awareness, making them more aware of what motivates them as individuals which therefore makes them better placed to identify what motivates their team members. This extends to having the capacity to understand and control their own emotions, whilst being able to empathise and manage their relationships. Effectively developing staff is a key element of workforce development (Mathews, 1999), therefore a self-aware manager would be competent in identifying training and development for employees. A competent level of self-awareness becomes critical in understanding the strengths and weaknesses of the team as a whole as well as individuals within that team. 
However, as noted by ? other factors should be considered when a manager is planning workforce development. The ability to handle stress, emotional state, workload volume and motivation levels are all to be considered, along with Goleman’s pillars. To expand, if an employee that becomes overwhelmed at work when dealing with multiple projects was encouraged to undertake a 12-month training programme, they might find this additional workload difficult and challenging. This would arguably create unnecessary stress, rendering the process and purpose of personal development counterintuitive to overall workforce development. A manager without the experience or knowledge of how to identify professional development routes along with workforce development planning, would be an inefficient manager, causing detrimental damage to organisational performance. Empirical evidence suggests many organisations get this wrong, making staff training more problematic rather than productive (Woolsey, 2022). 
There are many reasons such issues may arise in an organisation, one such contributory factor could be a manager who exhibits high levels of competency across some of Goleman’s pillars but not all. In other words, what makes an emotionally intelligent individual? Is an individual with adequate social skills, good self-management, self-awareness and empathy, but who lacks motivation and confidence considered an emotionally intelligent individual? Arguably not, however, they would be a more effective leader than someone who exhibits none of those traits. This is supported by empirical evidence which shows that a blend of balanced strengths across the EI competencies is what constitutes an emotionally intelligent individual. (Goleman & Boyatzis 2017).
To conclude, an emotionally intelligent manager has the ability to identify strengths and weaknesses in the team and considers this when planning workforce development. Whilst self-awareness plays a crucial role in being empathetic and understanding in order to recognise the key factors that motivate their employees, it also required a manager to experience in understanding training methods that are relevant and realistic for their employees to undertake. 
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To further explore another of Goleman’s pillars, empathy and social skills are other key factors in being emotionally intelligent and apply when communicating with colleagues and stakeholders in an organisation. Empathy allows a leader to have control over how they react and relate to others. As established, EI equips a person with the skills to manage their own and others’ emotions, which in turn builds trust and creates a safe environment for employees. According to Downey et al., (2011) the trustworthiness of a leader was correlated to their team’s EI, their job satisfaction and organisational commitment. This is directly correlated with the trust between the team and their manager, therefore a healthy workplace relationship between the employee and manager promotes a positive working environment, allowing workforce development to thrive. 
Goleman (2009) suggests that social skills allow us to communicate, influence and collaborate with others, which allows relationships to develop. ‘Trust between individuals and groups within an organization is a highly important element in the long-term stability of the organization and the well-being of its members’ (Cook & Wall, 1980). The advantages of trust in the workplace improve efficiency and reinforce a positive working environment, it also motivates and encourages employees to progress and develop their skills to further their career prospects. To expand, employees can easily lose motivation and become disengaged, without a supportive and trusting relationship built between the manager and their team. This can detrimentally impact productivity, morale and ultimately profit and revenue. 
With adequate social skills and self-motivation, two components of Goleman’s theory, it allows a leader to create an open and productive environment. In addition, a leader who embraces their emotion also creates a trusting environment between them and their team. This trust can be used to encourage employees to develop their skills and knowledge, creating more engaged employees. According to Rutledge (2009) an engaged employee is more loyal and one that is more likely to recommend the organisation as a good employer, improving the organisation’s brand and reputation.  
1.4 [bookmark: _Toc129546378]Bar-On’s Theory of Emotional Intelligence

Following on from Goleman’s ground-breaking research and development on EI, Bar-on (2003) further explores the behavioural aspect of EI, focussing on the connection between emotional social intelligence, social competencies and the skills to express ourselves and others. The theory comprises of five emotional and social competencies (appendix 3), which has been developed from the EQ-i model of EI (appendix 4). To define EI from Bar-On’s perspective;
To be emotionally and socially intelligent is to effectively understand and express oneself, to understand and relate well with others, and to successfully cope with daily demands, challenges and pressures.
									(Bar-on, 2003)		
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The context of any organisation is the environment and habitat of that business, workforce development plays a crucial role in creating a positive and innovative working environment. Drucker (1992) indicates that it is key for an organisation to resonate with its employees and show its willingness to be a supportive institution. To expand a key driver of Bar-On’s model focuses on the intrapersonal and interpersonal factors which allow a manager to draw on their employees’ strengths and weaknesses, whilst recognising their own self-expression and relationship with others.
Similarly to Goleman’s self-awareness principles, Bar-On takes it further by drawing on the different concepts of emotional awareness and intelligence. Understanding one’s own intrapersonal and interpersonal abilities are the foundation of building healthy relationships (Paolini, 2020). Intrapersonal is being aware of oneself and interpersonal relates to being aware of others’ feelings. Having a good working relationship between colleagues and their manager is vital in developing an organisation, as explored by Drucker in the context of workplace culture. 
At UWTSD, an annual appraisal is the primary method utilised to review colleagues’ performance but the process also provides an opportunity for open and clear communication between the manager and the employee. In practice this works well within the marketing team at UWTSD, with the appraisal process serving as one method of building trust and creating a holistic working environment. This has proven successful through buy-in from the team in relation to new projects and a renewed sense of motivation with regards to job roles following a department restructure. A key element of this has been utilising emotional intelligence to manage emotions and promote a collaborative working environment.
As has already been explored, whilst it is advantageous for managers to be emotionally intelligent the same also applies to employees. Bar-On’s theory explored how general mood has a direct correlation to EI, which applies to all aspects of the organisation, regardless of hierarchy. For example, an employee with a positive attitude to work, would enhance job satisfaction for the individual, which directly relates to productivity. However, if the general mood of an individual in a team is negative, this would affect the individual’s attitude at work which would promote a less favourable behaviour in the workplace and also impact others in the team. A negative workplace environment is undoubtedly detrimental to workforce development.
An emotionally intelligent individual would be able to recognise this behaviour and poor attitude at work but also have the ability to understand why this particular individual’s behaviour is this way. Intrapersonal and interpersonal skills clearly play a role with regards to problem solving in this capacity, by being ‘emotionally and socially intelligent means to effectively manage personal, social and environmental change by realistically and flexibly coping with the immediate situation, solving problems and making decisions’ (Bar-On, 2003). 
Empirical evidence highlights a further problematic phenomenon for organisations recently coined as ‘quiet quitting’ (Salem, 2022). This term relates to employees that feel a sense of detachment from their work and occurs when the employee’s focus shifts towards their well-being and work-life balance rather than going above and beyond in their role. An emotionally intelligent manager that is able to recognise these traits will be better placed to identify suitable measures to support the individual and guide them towards a path that reinforces personal development in strengthening the individual’s skills to progress their career.  

2. [bookmark: _Toc129546380]Business Performance 

As outlined, EI plays a key role in workforce development, however, there are many factors that business performance is influenced by which correlates to the level of EI an individual has. Business performance is defined as an organisation’s ability to manage and achieve its key performance indicator’s (KPI’s) which align with the overarching goals of the organisation. With this in mind, according to Smith & Reece (1999) Business performance is directly affected by business strategy, external fit, and productivity; and indirectly affected by business strategy and external fit through productivity. 
[bookmark: _Toc129546381]2.1 How Emotional Intelligence Influences Business Performance

Business performance can be measured by several factors, such as profitability, productivity, employment growth and profit. At UWTSD student recruitment is the main driver to revenue generation and the main business performance metric for the marketing team. However, there are objectives set to achieve KPI’s that align with the marketing and wider university strategy. For a team to be effective and become high functioning, the leader must ensure that their team understands their role in driving success. This is directly correlated to the levels of motivation within the team and individual attitudes with regards to success as well shared responsibility Barna (2013). 
To expand, Goleman describes motivation as being one of the key factors in EI competencies. In the case of the marketing team, it is crucial for team members to feel motivated to achieve within their individual roles as this directly affects the performance of the team as a whole.  
Motivation can be dependent on either intrinsic or extrinsic motives as highlighted by Maslow (1974) who outlines the basic needs that motivate people. For example, the marketing team have open-day bookings and student application targets, if those targets are not met, employees are neither rewarded or punished through salary incentives. Employees at UWTSD, as would be the case with the majority of public sector organisations are driven by different demands that aren’t extrinsic motivational incentives. Leaders at UWTSD therefore, are faced with the challenge of creating a healthy working environment where business targets are met with achieving a balance of flexibility to avoid overworking employees. EI plays a role in understanding how their team is motivated and what drivers allow the team to thrive. 
[bookmark: _Toc129546382]2.2 Business Performance and Self-Awareness 

Having explored the importance of self-awareness as one of the key factors in EI, there is an opportunity to expand and look at how this can affect business performance. Arguably good self-awareness allows an individual to recognise their thoughts, feeling and emotions. For example, someone with low self-esteem will find it difficult to process their own emotions, in turn making it difficult to moderate their behaviour and attitude towards others.
This would be particularly challenging for a manager, arguably hindering their ability to effectively manage to get the best out of their team and ultimately affecting business performance. On the other hand a manager with good self-awareness and self-regulation (Goleman, 2009) will be able to understand and read the room when it comes to their own emotion and thought process, allowing them to recognise behaviours, making them aware of those around them. 
Goleman’s principals, most notably self-awareness and empathy play a crucial role in conflict management (Thomas, 1992), with a manager effectively gauging the emotional environment and identifying a clear pathway to resolution. Conflict, usually viewed as negative Verma (1998) and therefore often avoided can actually lead to suppression within a team. It is argued that conflict is healthy and allows a team to bond and thrive, especially if managed by an effective leader. Actively listening and responding with a calm demeanour will help with conflict, as Goleman (2001) argued all five pillars (appendix 2) relate to conflict management. 
Research shows Jordan (2002) that employees in a workplace with high EI were more likely to look for a collaborative approach to resolve conflict. Therefore a team consisting of individuals with below-average levels of EI, would need further support and a different approach when confronted with conflict. Empirical evidence highlights (Pandey et al., 2015) that EI in relation to dealing with conflict is developed over time with experience, within industry, claiming 10+ years is optimum. 
However, if an employee is new to a managerial role, they may have little experience of conflict in a work setting. Conflict arises from differences, Hill (2003) argues that being politically aware is key in managing conflict. ‘Political conflict is at the heart of how organisations function’, Hill (2003). Arguments that ultimately lead to what is best for the organisation are surrounded by ambiguous and complex issues, that raise political conflict. Having shared values helps to reduce the risk of conflict arising. This indicates that a team which share the same values and beliefs would be a more effective and efficient team as there is more likely less conflict and arguments to be had. 
To conclude, Goleman explains the importance of how empathy and social skills lead to being EI which contributes to workplace development. However, being politically aware, is another factor that may need to be considered. 

[bookmark: _Toc129546383]2.3 Business Performance and Bar-on

As mentioned, the main KPI for UWTSD as a higher education provider is student recruitment. Although the institution has targets to hit to keep the University above the profit margin, UWTSD has a relaxed approach towards its goals and targets. To expand, UWTSD could be functioning at a higher calibre and perform better at meeting the organisational needs. Bradberry and Greaves (2009) show that 58% of a leader’s performance is linked to EI and 90% of high achievers have a high level of EI, however only 20% of low achievers have high EI. This shows that EI is directly related to job performance on any level at in any industry. 
For example, an extensive portfolio review has been conducted within the marketing team, highlighting the University’s product and which courses drive revenue and which programmes aren’t performing. Engagement and communication with internal stakeholders (mainly academics) is at the forefront of the marketing team’s mission, especially when delivering data insights that affect the programme portfolio of UWTSD moving forward.  
EI plays a key role in the communication with stakeholders, ensuring that the message is delivered in a respectful yet confident way. Academics involved in these conversations will be running programmes that could potentially be underperforming, making the data received difficult to communicate in some instances. Bar-On emphasises intrapersonal and interpersonal factors, which are absolutely critical in these instances, ensuring that communication is clear in these difficult situations.  
A further business performance metric for UWTSD is staff recruitment and retention. A common indicator of success in terms of staff recruitment are job applications. Arguably if EI is such an important trait for employees then it would be prudent that UWTSD develops a recruitment system which allows for the identification of these competencies. As noted throughout this work, the benefits to an organisation of employing more emotionally intelligent employees are undeniable in terms of business performance. This relates to both management roles and other roles.  
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