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[bookmark: _Toc242108439]1. Introduction
The change of the digital inventory system in a retail organisation is not just a technical project but rather an organisational change process in which feelings, identities, abilities and expectations influence adoption. The project manager will need to manage employees representing the generation Baby Boomer, Generation X, and Millennials and Generation Z who have various communication preferences and attitudes to change. But using such labels deterministically can lead to a diagnosis of stereotypes. Organisational leaders' behavior and their employee sense-making is most important in the process of implementing digital transformation, which is often a continuous process rather than the installation of one technology (Hanelt et al., 2021).
Emotional intelligence (EI) provides a helpful, but controversial, means of handling this complexity. EI can help to recognize and regulate emotion; interpret resistance with empathy; and enact more intentional conflict and decision processes. There is meta-analytical evidence that relates EI to job performance, commitment, citizenship behavior and lower job stress but it is not consistent in effect sizes and measurement (Doğru, 2022). Hence this report assesses the impact of EI on Leadership and Decision making, critically explores the difference between generations and identifies how EI can be used in the retail context. It says that the best leadership isn't a generation-specific leadership, but an evidence-based and age-inclusive leadership with emotional intelligence, responding to individual capability, context and legitimate concerns.
[bookmark: _Toc242108440]2. Emotional Intelligence and Leadership
[bookmark: _Toc242108441]2.1 Conceptualising Emotional Intelligence
Salovey and Mayer (1990) first theorised EI as the ability to evaluate, experience and express emotion and to utilise emotion in thinking and doing. The later ability model regards that perceiving, using, understanding and managing emotions are related mental abilities (Mayer, Salovey and Caruso, 2004). In contrast, Goleman's (1998) mixed model incorporates self-awareness, self-regulation, motivation, empathy and social skills into a larger competence in the workplace. In the retail project, the ability model provides conceptual discipline for the manager, he or she needs to recognize when anxiety, frustration, and/or defensiveness occur before determining what to do about it. Goleman's model is more easily understood in terms of observable leadership behaviours, like controlling impulsive reactions, listening empathetically and managing relationships in the face of change.
The width that is required to make mixed EI models practically attractive also leads to criticism since these models could overlap with personality or leadership models. The modern EI debate then tells us not to assume that all managers who are emotionally intelligent will be better decision makers, and that there is still much debate of construct validity, measurement method and incremental predictive value (Dasborough et al., 2022). EI must therefore not just be one leadership skill but rather one way of being an effective leader.
[bookmark: _Toc242108442]2.2 EI, Leadership and Decision-Making
In the scenario, the project manager should be able to identify self-awareness, which is when they become impatient with experienced employees' questions about the new system. No awareness, defensive decisions because of resistance. Self-regulation brings a pause in between the emotional stimulus and the managerial action allowing the manager to separate out “valid usability problem” from “uncertainty = reluctance”. Empathy is followed by a capacity for perspective taking: one employee who has been with the company a long time might worry about losing his or her expertise or status; another younger employee might feel like he or she is being slowed down because of avoidable inefficiency. Such interpretations bring forth other options for interventions and hence help with the quality of decision-making.
There is evidence of EI and positive linkage with people-centred leadership. The findings from the meta-analysis of Miao, Humphrey and Qian (2021) indicate that there is a moderate relationship between EI and servant leadership, and Doğru (2022) has reported positive relationships between EI and several employee outcomes. The results reported here validate the application of EI to leadership behaviour, but not to replace technical competency. They will still fail if the manager feels empathy with employees, but isn't able to make the plans for training, to fix the system's defects, or to allocate the resources.
Inclusive leadership also reinforces the practical case. Siyal (2023) concluded that inclusive leadership positively correlated with work engagement, and that psychological safety played a significant role in mediator. In the context of the inventory project, the emotionally intelligent leader should allow for discussion and dissent, encourage questions from less tech-savvy employees, and refrain from incentivizing the quick adopters. This can help provide better information for decision making as employees are more likely to report implementation issues before they turn into failure issues.
[bookmark: _Toc242108443]2.3 EI in Conflict and Diverse Teams
When one group views face-to-face conversation as respectful, and another sees asynchronous electronic communication as efficient, conflict is likely. The manager does not have to choose one “generational” preference for EI. Rather, the underlying interest can be found through empathy and active listening: clarity, speed, acknowledgement or autonomy. The manager can then set up shared communication conventions, such as keeping communication brief and via a digital platform when it is relating to routine progress, and only meeting in person when it is relating to more complex issues.
Psychological safety is important because when people change, they show what they do not know. Edmondson and Bransby (2023) agree that creating a safe environment promotes speaking up, learning and performance in interdependent work. The manager should then be sensitive to the employee's admission of a problem with the system and react in a positive way. Bad calls can be punished or questions mocked, and employees might be tempted to cover up issues, thus compromising the inventory. Here, EI is most useful when it helps to change managerial behavior, like recognizing emotion, inviting candor, managing blame, and turning conflict into information. The downside is that the absence of interpersonal skills does not eliminate workload pressure, lack of training or poor system design, which can only be fixed by managerial interventions that go beyond EI.
[bookmark: _Toc242108444]3. Generational Differences in the Workplace
[bookmark: _Toc242108445]3.1 Reported Tendencies and Communication
Baby Boomers are often likened to being experienced, loyal to their organisation and used to direct communication; Generation X are known for being independent and efficient; Generation Y are known for working collaboratively and enjoying feedback; and Generation Z are known for digital communication and quick technological changes. These tendencies are generally consistent with the assessment scenario and are offered as hypotheses, rather than conclusions. A manager might provide live demonstrations and digital micro-guides, for instance, but might allocate support based on observed competence and preference, rather than birth cohort.
Table 1. Generational tendencies as a cautious managerial lens
	Generation
	Typical tendencies reported
	Potential project implication
	Critical qualification

	Baby Boomers
	Accumulated organisational knowledge; interpersonal communication often valued.
	Involve experienced employees in process mapping and offer hands-on support.
	Age does not imply digital resistance.

	Generation X
	Independence, pragmatism and efficiency are frequently reported.
	Provide clear outcomes and autonomy in testing workflows.
	Autonomy preferences vary by role and individual.

	Millennials
	Collaboration, development and regular feedback are often highlighted.
	Use collaborative problem-solving and visible milestones.
	Feedback preferences are not generation-specific.

	Generation Z
	High digital exposure and rapid communication are commonly associated.
	Use digital channels and invite peer support.
	Digital familiarity does not equal enterprise-system expertise.


[bookmark: _Toc242108446]3.2 Critical Evaluation of Generational Theory
These cohorts are not a confirmation of psychological types, as evidenced by the strongest evidence. Rudolph et al. (2021) suggest that there is not much support for substantive differences in the different generations and that lifespan development and social construction have more explanatory power. When there is a difference, it is not necessarily meaningful, as the distributional approach employed by Costanza, Ravid and Slaughter (2021) revealed no generational differences in narcissism. More recently, Ravid, Costanza and Romero's (2025) meta-analysis revealed that there were not many notable or consistent differences across generation in the workplace and that academic narratives can continue to fuel this stereotype even when the data is ambiguous.
This is directly applicable to the retail case. The reluctance of older employees might be due to unsuccessful system implementation at a previous job, limited training opportunities, or lack of experience or fear of making mistakes, not necessarily because of cohort affiliation. Also, a younger worker might be frustrated because of workload, not because of “Gen Z impatience”,  but because of a lack of career ambition or confidence. Age, career stage, tenure, organisational history and period effects are confounded in most generational comparisons. The project manager should thus ask the question, "Why does the behaviour occur?" rather than assuming it is a generational issue.
It is better to have an age inclusive perspective. Rudolph and Zacher (2021) demonstrate how HR practices can contribute to a positive age-diversity climate and work ability. In a similar finding, Fasbender and Gerpott (2022) show that Age-inclusive practices can help to promote younger employees to learn from older employees. These results defy the stereotype that learning is limited to older to younger employees. Within the project, the process of knowledge of the more experienced members of staff can be passed on to the digitally confident, and vice versa, with the possibility for both to be teachers and learners.
[bookmark: _Toc242108447]3.3 Implications for Workplace Dynamics
Although it is not the same as generational conflict, people still behave according to stereotypes, and these stereotypes can still have an effect on dynamics. The project manager may exclude older employees from the process of making design decisions if he or she assumes that they'll be resistant, which may actually create resistance. Technology may be assumed as a skill that younger workers are already knowledgeable, and they might not be given adequate training, or they might be assigned to informal support tasks. These self-fulfilling activities can lead to resentment and decrease in trust.
However, when complementary expertise is intentionally leveraged, age diversity can be a positive. Cross-age problem solving groups can pool their operational memory and technical knowledge. Manager should develop roles based on capability, change who leads the demonstrations, and acknowledge various types of expertise. It is not that generations are irrelevant, it is that cohort labels are too vague to make individual decisions. They can engage in conversation and discussion around communication and change, and evidence concerning the person, task and context should inform the answer.
[bookmark: _Toc242108448]4. Applying Emotional Intelligence in Management
[bookmark: _Toc242108449]4.1 Empathy, Listening and Emotional Regulation
The first practical need is diagnosis. The project manager needs to have some structured listening sessions with the employees of various roles and age groups, before making a diagnosis of resistance. Through active listening, it should be determined whether concerns involve competence, workload, lack of autonomy, data quality or customer disruption or previous experience. Empathy involves acknowledging the concern but not necessarily accepting all the solutions that are offered. For instance, if an employee is very knowledgeable and is concerned about making mistakes, they might need protected practice time, not just reassurance. The manager's self-regulation is also crucial: Criticism about the project is not disloyalty, it is information.
Psychologically safe communication should be used with this approach. Staff must be supported in giving feedback of confusion, challenging attitudes and admitting errors. This is important because in uncertain, interdependent work, candour promotes learning and coordination, as shown by Edmondson and Bransby (2023). The manager can encourage safety by expressing thanks to the staff for identifying the risks, distinguish learning mistakes from negligence, and openly acknowledge his/her mistakes.
[bookmark: _Toc242108450]4.2 Inclusive Communication, Coaching and Collaboration
Communication should be multi-modal and not generation specific. Big changes can be communicated in a face-to-face briefing, backed up by short updates on digital platforms and backed by easy-to-understand guides. Staff should be given the opportunity to express what learning style they prefer. Participation and trust can lead to increased engagement (Siyal, 2023), which is why inclusive leadership is relevant. Therefore, a small cross-generational implementation team may be able to trial workflows, uncover pain points and share successes with co-workers.
Coaching to be based on assessed competence. Those staff members who require assistance may be given short practice sessions and those staff members who are confident may become peer coaches. Reciprocal mentoring instead of "young teaching old" might be specifically helpful. Garg, Murphy and Singh (2021) concluded that reverse mentoring is related to work engagement and performance outcomes, and Browne (2021) highlights the importance of the reciprocity aspect of multigenerational relationships. For the retail project, it is possible to involve process experts with digitally competent colleagues to share knowledge about current inventory exceptions, while the other colleague can show the efficiency of the system functions. This lowers status threat and renders both parties dependent on one another.
[bookmark: _Toc242108451]4.3 Managing Resistance, Conflict and Motivation
Resistance should be considered as a polygenetic trait. Hanelt et al. (2021) define DT as an ongoing adaptation of an organisation, suggesting that people do not need only a single communication to launch DT but need repeated ones to do sense making. The manager should therefore clarify the reasons for the change to the system, the aspects that will remain the same, how success will be assessed, and what support will be provided. Clear and concise milestones can also minimize employee frustrations if they are seeking more rapid progress.
In an instance of conflict, the manager needs to first determine what the emotion is, what the underlying interest is, and then move into a facilitation process that will allow them to resolve their conflict. A middle ground might be a tiered training approach, with essential components of training and the optional for quicker learners. Passing employees relevant implementation responsibilities, rewarding progress and demonstrating the system's ability to alleviate unnecessary stock issues can help motivate them. These are EI-informed actions because they relate emotional information to specific management decisions.
[bookmark: _Toc242108452]4.4 Limitations of EI-Based Management
EI is well-defined. First, empathy does not replace a poorly designed system, inadequate staffing or unrealistic deadlines. Secondly, individualised communication takes time and can be challenging in an implementation with time constraints. Third, a leader's emotional skills can also be misapplied: his or her empathy can be selective, and his or her generational assumptions can alter who is treated as having a legitimate concern. Fourth, EI can start to be manipulative when emotions are manipulated more for compliance than for genuine issues. Last, there is still a debate in the research base about the definition and measurement of EI (Dasborough et al., 2022).
Another restriction is transferability. Correlational evidence of the links between EI and desirable outcomes is also found across a variety of occupations, cultures, measurement approaches, and so a retail project manager should not assume that published averages of these effects will hold true in this team. The test for whether specific EI-informed behaviors lead to observable implementation outcomes is the practical one. Hence, interventions should be evaluated based on adoption, error patterns, employee feedback and conflict incidents, and those that fail should be modified and not justified since they are seen “theoretically” as being emotionally intelligent.
This is why technical project management, formal training, fair workload allocation and evidence-based change practices are complementary to EI. The project manager's job is not to make employees feel good about all the changes, but to design situations where concerns are listened to, decisions are explained, there is constructive conflict and issues with implementation are brought to light early.
[bookmark: _Toc242108453]5. Recommendations
1. Avoid intervening unless you know there is resistance. Conduct short, structured listening sessions to find out the practical and emotional reasons for reluctance. This helps to avoid the assumption of age and enables targeted training or system issues to be resolved.
2. Adopt multi-channel communication. Mix in in-person training sessions, short digital updates and written job aids, and ask workers to choose which ones help them do their job. This honors the preference without making generational assignments for communication methods.
3. Develop reciprocal cross-age learning pairs. Assign employees to pair up based on complementary skills and rotate mentoring roles. This can speed up digital learning and maintain the importance of process knowledge, and alleviate the threat of status.
4. Embed psychological safety into implementation processes. Have regular “issues and learning” meetings where mistakes, questions and dissent will not be embarrassed. Monitor issues, not just raised, to see if they are addressed.
5. Train on a competence basis rather than age. Provide a brief skills summary and provide foundation, standard and accelerated practice routes. This is a fairer and more efficient approach, as the alternatives are to assume that the younger workers are digitally competent, or the older workers need more support.
6. Resolve conflict using EI informed conflict resolution. If disagreements occur, identify feelings and interests, restate both, and agree on operational goals and record a next step. Escalation should be on the issues of risks which have not been resolved, not on personalities.
7. Track adoption and engagement at the same time. Use operational metrics (error rates, etc), system tasks completed and support requests addressed with simple feedback from employees. If it decreases, assess technical, capability or relational problems before changing the intervention.
[bookmark: _Toc242108454]6. Conclusion
When the manager uses his/her emotional intelligence to accurately detect emotion, to regulate his/her own reaction, to listen empathetically and to convert emotion into better decision, the emotional intelligence can be used to improve the leadership of the multigenerational retail project in a material way. The evidence shows a relationship between EI and engagement, and between EI and workplace outcomes, but EI is not intended to replace technical skills or is an undisputed determinant of leadership effectiveness. It is only useful if implemented with discipline and training, project controls and organisational support.
This analysis further reveals that generational categories need to be handled with care. While cohorts have been linked to various communication and change preference styles, recent studies report little evidence of stable and meaningful generational differences. Often a more convincing explanation is found at the age, career level, tenure, context and human variation. For this reason, the project manager needs to refrain from creating different leadership strategies for Baby Boomers, Generation X, Millennials and Generation Z. A better approach is age inclusive and person centred: assessing need, offering several channels of communication, building a two-way relationship, ensuring psychological safety, and tailor support to competence. When this is the case EI is a leadership capacity that can be used in a context-sensitive way to minimize conflict, enhance collaboration and adoption of the digital inventory system, but not to promote the use of generational stereotypes as management practice.
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