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[bookmark: _Toc1436675850]1.0 Introduction
“Emotional intelligence begins with awareness, awareness of yourself and awareness of others.” Hacker (2018). Cambrian Training Company (CTC) has become one of the many businesses that has significantly changed their attitudes from command and control to guidance and support. For a Training Officer (TO) in CTC, this shift is reflected in the delivery of Work-Based Learning (WBL), where the challenge is to balance Welsh Government vocational standards with the pressures of a learner's employment. The TO is the core component between learners achieving their qualifications and helping employers meet their business goals. The aim of this report is to evaluate a variety of theories in Emotional Intelligence (EI) and mindfulness to show how they relate to workforce development and business success. Additionally, it uses professional models to review how emotions affect the performance of a TO when dealing with common workplace challenges, such as learners falling behind or wanting to quit their qualifications.


[bookmark: _Toc1676231770]2.0 Critical Evaluation of EI Theories and Business Impact
This first section aims to critically evaluate the core theories of EI and analyse their direct impact of organisational success in Work-Based Learning. It examines the shift from cognitive-based intelligence to emotional competency and evaluates the financial and strategic “business case” for implementing these theories, arguing that emotional literacy is the core component for business excellence, compliance and learner retention.
[bookmark: _Toc906493018]2.1 Core Concepts and Goleman's Competency Model
Psychology Today (2019) describes emotional intelligence as the ability to identify emotions, as well as the emotions of others. In a professional sense, Landry (2019) tells us that emotional intelligence is the ability to recognise, understand and manage the emotions of staff to drive performance, collaboration and leadership. In a WBL environment such as CTC, TOs manage three different relationships, the qualification provider (City & Guilds), the learner and the employer, so effective emotional intelligence is crucial to maintain these relationships. A framework that is widely recognised for this relationship management is Goleman's (2009) Emotional Intelligence Model (Appendix A). The Queen Margaret University (2025) explains that when business leaders display a high emotional intelligence, they are more able to practice effective conflict resolution, remain calm under pressure and interact with others with empathy and respect. Goleman argues that it is not a static trait but can be differentiated by a set of five components: self-awareness, self-regulation, motivation, empathy and social skills.
A common example of using the Goleman theory as a TO is when there are challenging employers or disengaged learners. The employer is typically the challenge because they may be uncooperative when scheduling visits. If self-regulation isn’t upheld by the TO, this could lead to the assessor reacting defensively and create a negative atmosphere. Alternatively, if there is a disengaged learner the TO will have to reassess the learners' motivations and practice empathy to ‘read the room’ to understand the anxieties behind Work Based Learning. Not only this but the TO will need to understand social skills to identify these traits and work out a solution to overcome these barriers. This model differs from the Four-Branch model(1997)(Appendix B), founded by Salevoy and Mayer, who view the emotional intelligence based on the level of aptitude, like IQ. Whilst intelligence is important, Goleman's theory is more practical when it comes to WBL because you can hone your knowledge and skills through effective coaching and practice.
[bookmark: _Toc961768397]2.2 Relevance to Business Performance (BP) and Trends
“A skilled workforce is essential to supporting sustainable communities and strengthening the Welsh economy.” Drakeford (2021). The business case for emotional intelligence within the WBL sector is often hidden but financially significant. Research suggests that low emotional competence leads to wasted or “locked away potential”, where learners and staff make less of an effort due to a lack of emotional safety or engagement CTC are contracted by the Welsh Government, learner retention and timely completion are the main KPIs to measure the success. Every learner who ends the qualification early, doesn’t respond to arranging a visit represents a financial loss to the provider and a missed development opportunity for the Welsh economy, because the contract costs £1.8 million for hospitality alone. 
 “The EFQM Model recognises that outstanding organisations achieve sustainable value by engaging stakeholders and driving performance through strong leadership and people focused strategies.” EFQM (2021). When the European Foundation for Quality Management (EFQM) model is applied, it becomes apparent that “people” and “partnerships” are the enablers. An emotionally intelligent TO will use social awareness to identify warning signs early regarding disengagement from learning. This could be through lack of evidence or questions uploaded to their portfolio or missed appointments, crossing paths with empathy rather than just a demand for staying compliant, proving it directly impacts the “Business excellence” of CTC. 
A big selling point CTC offer for learners and stakeholders is that they pride themselves on expressing individualism and uniqueness. For example, learners will be given the opportunity to select the units that they want to focus on, the housekeeper will get to pick units like ‘cleaning windows from the inside’ and ‘collecting linen and making beds’ which differs from a bartender who will learn how to ‘maintain cellars and kegs’ and ‘prepare and serve cocktails’. This ensures that the training environment remains cohesive, which protects the employer's talent pool and reduces the cost of high turnover in the hospitality sector.
A recent meta-analysis by Hodzic et al. (2017) confirms that structured emotional intelligence interventions in workplace settings yield significant, long-term improvements in emotional regulation and empathy. This empirical evidence directly validates the implementation of a targeted EI development programme within work-based learning providers.
[bookmark: _Toc404533030]2.3 Analytical Review and of EI Limitations
Despite the widespread adoption of emotional intelligence within professional development, it often comes under academic scrutiny and debate most commonly. The notable critics are those who are from the cognitive psychology field, where they argue that emotional intelligence is floating around the cognitive ability; some critics in this field prefer it to be called social competence or emotional maturity. Psychologists deem the fact that by broadening intelligence to include emotional states, loses its scientific credibility. If we were to pit the “Ability Model” against the “Mixed Model”, the ability model treats the emotion processing as a person's capacity that can be tested, rather than the mixed models that are often referred to as blanket personality traits like persistence and optimism.
In the context of WBL, assessing the emotional competency of the assessor requires self-reflection. This method can be flawed, because they will both mark themself higher than what is realistic on topics like empathy, to align with organisational targets and expectations. To avoid this issue, one way of overcoming this is by doing peer reflections. TOs will commonly attend other sessions, to gain insight into other practices and to shadow other assessors. When linking peer reflections with emotional intelligence, TOs can help others navigate social complexities and ultimately reduce stress.
With assessors in CTC working in partnership with vital stakeholders such as the Welsh Government and The Celtic Collection  navigating complex environments, this must be weighed against the practical outcomes of EI. While it can be difficult to measure empathy levels with the same accuracy of calculating completion through an e-portfolio, the ‘social intelligence’ aspect of the model can be used as an alternative language for managing the human element of WBL “Social intelligence is the ability to understand and manage people in social situations, enabling more effective relationships.” Kaplan (2014). With this organisation being heavily KPI driven, it is challenging to measure the exact value of emotions as they aren’t as clear cut as using data or numbers. Assessors are given 61-day periods set by the Welsh Government to see learners, but for this reason, TOs will aim to see them at least once a month.
Ultimately, the ‘Business Case’ for EI is proven through the success of the TO in converting ‘Locked away potential’ into qualified hospitality workers. This demonstrates that emotional literacy is the vital bridge between Welsh Government compliance and long-term CTC excellence.


[bookmark: _Toc552575027]3.0 EI in Workforce Development and Mindfulness
This section evaluates the role of emotional intelligence in Workforce Development (WD), through the 70:20:10 learning model. It also looks at how mindfulness affects a TOs psychological regulation and coaching effectiveness, focusing on practical interventions and exploring how these practices help in managing learner progress to keep their e-portfolios up to date.
[bookmark: _Toc56453134]3.1 Defining WD and the 70:20:10 Model
Put simply, WD is a process of improving a business by developing the skills of the staff. The 70:20:10 Model by Lombardo, McCall et al (1996) suggests that most of the learning comes from on the job, with 20% through peer coaching and 10% through formal training. In the context of WBL, the TO will mainly sit in the 20% category. This is because assessors get the best observations when the learner is on a busy shift. “The 70:20:10 model shifts the focus from structured training to continuous, workplace‑embedded development.” Jennings (2013)
When a learner is completing Level 3 questions, it is particularly important to boost their self-esteem by providing positive feedback and allowing the learner to take breaks to stay patient. Providing clear guidance through feedback on learner questions on their e-portfolio helps them identify what they have done well and how they can improve next time.
Below is a table that compares the components of the 70:20:10 model and TO actions. 
[bookmark: _Toc290189551]3.2 Managing Learner Progress Scenarios
[bookmark: _Int_sfMTb7mE]For a TO to manage their caseload when it is spread across Wales, it is vital to have a different and varied emotional strategy depending on the learner and the environment. One example could be, if a learner is falling behind, the TO will often use social awareness to identify the root cause. Often it can be a “Psychological Barrier” or a lack of confidence in using the Learning Assistant digital tool. To overcome this, the TO can arrange a 1-2-1 meeting online to conduct a session either on how to navigate their e-portfolio or how to answer the questions.
On the other hand, TOs who provide the Level 4 programme will use EI to “Develop Others”. By encouraging these higher levelled individuals to mentor their colleagues, the TO is creating a coaching environment within the business. By implementing this, it keeps the learner actively engaged on the programme by learning the functions, policies and procedures of the business but also helps the employer to retain staff. This strategy supports CTCs KPIs by reducing the risk of learners withdrawing from their programme.
[bookmark: _Toc773989410]3.3 Mindfulness Theories and the Physiology of Performance
[bookmark: _Int_2jrXLqdI]Professional performance is closely linked to our physical state. As both the hospitality and the WBL are fast paced industries, it is easy for the TO to fall into the fight or flight response when under pressure. An example of this is that an assessor might rush through an observation due to a disengaged learner, so the assessor becomes impatient. In this scenario, mindfulness is a critical tool for the assessor because it teaches them to pay attention to the present without fear of judgement. 
“Positive Youth Development Emphasises strength, resources and the potential for all young people to thrive when given supportive environments” Dimitrova & Wiium (2021). One theory that can help a TO is the 5Cs by Lerner (2009) who describes thriving young people as individuals who actively nurture, cultivate and develop positive qualities. The 5Cs are competence, confidence, connection, character, and caring. If the TO sees the competence in the learner, they will have confidence in the delivery of the qualification. If the TO is struggling, they can connect with other TOs to identify the barriers. Alternatively, if the learner is struggling, usually there is more than one learner in the organisation on the same level so they can connect to their colleagues for guidance. Completing the qualification shows character and it teaches them to care for their colleagues. This is just one mindfulness technique that can be used in their field.
David (2018) argues that emotional agility is the ability to face one's emotions with curiosity and courage essential for resilience in high-stress environments. For a Training Officer, this means validating a learner's anxiety rather than forcing a surface-level 'positive attitude' that suppresses genuine psychological needs.
By practicing mindfulness, the assessor can recognise the stress signs during long travel, challenging meetings, or last-minute cancellations. Staying mindful allows them to shift from a state of stress to vitality, as Childre and Rozman (2005) stated “stress is not merely a reaction to external pressures; it is largely the result of how we perceive and respond to events”. Meaning that when they sit down with the learner, learners completing questions or on the phone to rearrange the visit, the TO will remain calm and logical. If the assessor is in the vitality state, often it can rub off onto the learner and make them feel less overwhelmed. It can make the training session more productive and when the learner uploads their evidence, it will meet the necessary compliance standards.


[bookmark: _Toc129211739]4.0 Reviewing the Effect of Emotions on Professional Performance
This section reviews the practice of applying interpersonal and resilience models to analyse and improve workplace performance and everyday challenges. It utilises Transactional Analysis (TA), Empowerment Dynamic and the Circle of Influence to evaluate specific interpersonal challenges faced by a TO. Challenges such as conflict resolution and learner resilience.
[bookmark: _Toc495386413]4.1 Transactional Analysis (TA) and Ego States
In the delivery of WBL, the Assessors' success is largely determined by the quality of their interpersonal communication. The Transactional Analysis created by Berne (1964) provides a durable framework for understanding interactions such as these through “ego states” of a parent, adult, and a child. When a Learner feels overwhelmed by the complexity of a Level 2 qualification or the digital requirements of their e-portfolio, they often fall into an “adapted child” state. This is when the TO will notice changes in their learner such as passive aggressiveness and rebelliousness by not completing their work or express desires to quit the qualification. Rightly or wrongly, if the assessor falls into the state of “controlling parent”, in the sense of focusing solely on the Welsh Government compliance, a “crossed transaction occurs”. This ultimately leads to the learner declining further and only expressing their state more, because they will feel judged rather than supported.
To delve deeper into TA, it is essential to consider a modernised theory known as the Integrative Psychotherapy model by Zarbo et al (2016). Zarbo suggests that TA is most effective when it is integrative, meaning that it looks at the “whole person” and the underlying psychological needs that drive their current ego state. For a TO, this theory would be used to recognise that the “child” reaction isn’t just about their current task, but often a repeat of past experiences with education and authority. Zarbos model emphasises the importance of the “therapeutic alliance” or for an assessor, a coaching alliance, where they can act as a safe and secure space for the learner. 
By applying this approach, the TO will aim to understand the learners “internal spirit”, or life story, by amplifying the “adult-to-adult" conversations. By doing this, it allows the assessor to provide tailored support that addresses the learners' challenges and motivations. Maintaining an adult-to-adult conversation remains the goal, but the Zarbo Model provides the depth needed to handle more complex emotional barriers. This approach treats the learner as a capable peer, focusing on logical problem-solving and decision making, while acknowledging their emotional reality.
Between the two models of Berne and Zarbo, the integrative psychotherapy model is the better fit for a TO as it provides a more holistic approach to coaching, allowing the practitioner to move past the surface level interaction and address the deeper emotional barriers that so often prevents the early leaving of learners.
[bookmark: _Toc372607387]4.2 Navigating Professional Dynamics and Resilience
A significant challenge in coaching and assessment is avoiding the “Drama Triangle model by Karpman (1968), a model that describes how being helpful can turn into a negative cycle. TOs in CTC are naturally supportive, sometimes this can be represented as a temptation to being a “rescuer”. This is particularly highlighted if there is a struggling learner, such as providing the answer for the learner rather than letting them get to it on their own, just to get them over the line and ensure they pass. While this comes from a good place, it can be counterproductive because the learner will view themself as a “victim”. This creates a sense of dependency where the learner feels like they cannot succeed or progress onto the next qualification without the assessor doing the heavy lifting, ultimately damaging their confidence and loosing grip on their emotional intelligence.
The shift from the Drama Triangle to the Empowerment Dynamic (TED) will alter the communication style and ultimately shift in the TOs identity. Delivering in a high-pressure hospitality environment such as The Celtic Collection, the TO ultimately feels the weight of the Welsh Government compliance and targets, which can trigger the “anxiety-based” reaction to “rescue” the failing learner. Research by Emerald (2016) suggests that the “rescuer” role is inherently disempowering because it assumes the learner is “innocent” or incapable of solving their own problems, as well as stating that shifting from the drama triangle to the Empowerment Dynamic transforms problems into opportunities and victims into creators.
Hay (2022) highlights that in corporate and vocational training spaces, the practitioner must actively resist 'professional rescuing.' By maintaining an explicit awareness of organisational dynamics, the educator can utilise TA to establish clear, contract-based boundaries that safeguard learner autonomy.
By consciously adopting the “coach” role, the TO shifts the focus from “fixing” the problem, to “facilitating” growth. For a Level 4 in Hospitality Management learner, the TO will actively resist the urge to provide a template for every unit and introduce the learner to proposing their own evidence-gathering strategy from their own placement. This move from “victim/rescuer” to a “creator/ coach” environment, ensures that the learner will develop critical thinking and self-sufficiency to get better marks in their qualification, lead more effectively in their role at work and to enhance their emotional intelligence. With the TO taking “baby steps” empowers the learner to take ownership and pride in their learning journey.
[bookmark: _Toc657475357]4.3 Application of the circle of Influence and the CIA model
Coveys Circle of Influence (1989) serves as a diagnostic tool for managing the unique pressures found within the hospitality sector. Many learners in CTC are preoccupied with external factors sat within their “Circle of Concern”, examples such as staff shortages, rising cost of living prices or unpredictable changes to operating hours. When a learner directs their energy solely towards these areas, they could feel the sense of helplessness which directly leads to a lack of progress, regardless of their qualification. The role of the assessor is to help them to recognise that although these concerns are valid, are they of top priority, or could some things be put aside. By guiding the learner to shift their focus back to the “circle of influence”, the TO helps them reclaim a sense of power over their qualification and development.
To provide a more detailed strategy for navigating these workplace pressures, Thompson and Thompsons CIA model (2018) is used to categorise challenges into three distinct areas; control, influence and accept. The “control” element relates to issues where the learner has total power, such as their time-management for their qualification and their evidence, “If I really want to improve my situation, I can work on the one thing over which I have control-myself" Covey (2020). The “influence” element covers areas where the learner can influence the outcome through negotiations, such as asking the employer to use their dedicated “learning and development time”. Finally, the “accept” element involves certain circumstances that cannot be changed, such as Welsh Government funding rules, or the unpredictability of the house count in the restaurant.
In the day-to-day operations of CTC, the CIA model is applied during progress reviews to move the learners away from the “accept” category, where they can feel stuck or victimised by their circumstances. By identifying exactly what the learner can control, the TO will help them to build a practical and achievable action plan that doesn’t hinder the completion of their qualification. An example of this could be that while the learner must accept the frantic pace of an everchanging hospitality shift, they can control how they prepare for a professional discussion or how they document their learning. This structured approach ensures that the learner remains proactive rather than reactive, even during the most demanding periods of their employment.
Between these various frameworks, at CTC the CIA model is the preferred model of choice for a Training Officer. Even though it is necessary for a learner to understand what they must accept for the benefit of their own wellbeing, focusing on “control” is the factor that drives completion success. By empowering the learner to take charge of specific tasks they have the power to change, the TO expands the learners circle of influence. This builds the learners professional resilience needed to balance a demanding hospitality career with a Level 4 Management qualification, thus ensures the TO remains a “coach” rather than a “rescuer”.



[bookmark: _Toc153929536]5.0 Conclusion
Emotional Intelligence and mindfulness are operational levers that convert “locked away potential” into completed qualifications for the learner and maintained KPI performance, thus maintaining strong stakeholder relationships. The TO is the core component between learners achieving qualifications and helping employers meet their business goals. When TOs combine self-awareness, regulation and coaching-focused behaviours with practical models such as the ones mentioned, they can reduce early leavers, protect contract income and strengthen the employer talent pipeline.
The business case for EI within the WBL sector is often hidden but financially significant. Low emotional competence leads to wasted “locked away potential”, where learners and staff make less of an effort because of a lack of emotional safety or engagement. By embedding EI and mindfulness into everyday practice, CTC can protect its Welsh Government contract income, improve learner retention and ensure that training remains aligned with employer needs.



[bookmark: _Toc2030666080]6.0 Recommendations
It is recommended that CTC formalise the use of EI by implementing a structured EI development programme, aligned with the 70:20:10 model. This framework should combine a concise formal module on EI and coaching techniques with sustained peer coaching to reflect on-the-job reflective practice. By integrating tools like the CIA model and Transactional Analysis directly into the monthly progress review documentation, CTC can ensure a consistent, evidence-based approach to support learners. This shared language allows TOs to move beyond simply identifying a “lack of progress” and instead address the specific emotional barriers. These could be lack of confidence or “victim” mentality that is preventing the learner from uploading evidence onto the e-portfolio.
To support immediate improvements in professional presence and regulation, CTC should introduce a concise mindfulness toolkit, such as the 5-minute grounding technique, or simple breathing exercises alongside a monthly peer-reflection session. These sessions should utilise a common scoring system for self-awareness, regulation, empathy and social skills to help reduce self-rating biases through peer-observation. The goal is to spread effective techniques quickly and create documented case logs of learning that provides the qualitative feedback that validates EI practices. This focus on presence ensures that the assessor can maintain their own vitality while managing the high-pressure demands that a high caseload around Wales brings.
Another recommendation is that CTC should modernise its coaching language to actively discourage the “drama triangle” and promote the “Empowerment Dynamic” (TED). This shift can be supported by adding two EI sensitive KPIs for “at risk” and “on track” learners, accompanied by summaries of coaching interventions within their progress reviews. To lead this cultural change, it is recommended to pilot an “EI champion” role. This individual would manage a small group of employees to implement protected learning time and provide on-shift monitoring. This allows TOs to prioritise mindfulness toolkits and peer sessions as “quick wins” before rolling out the full blended programme over a 6–9-month period.
Ultimately, by using the employer pilot to refine and scale these successful practices, CTC will transition toward a more emotionally literate training model. Shifting the workforce's focus from "Rescuing" learners to "Coaching" them will improve the long-term independence and self-sufficiency of the learner population, particularly at Level 4 Management. Implementing these recommendations will solidify CTC’s reputation for excellence and ensure the company continues to meet its strategic goals, producing a more resilient and capable Welsh workforce that is better equipped to handle the challenges of the modern hospitality industry
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(Salevoy and Mayer Four-Branch Model 19997)
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The Mayer and Salovey (1997) four-branch model of emotional intelligence (El) abilities.
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