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1.Executive Summary

[bookmark: _Int_H25G5UWf]This report critically evaluates the importance of trauma-informed practice, emotional intelligence and compassionate leadership within a primary school setting in Cardiff, Wales. It explores how these approaches support employee wellbeing, strengthen workplace relationships and contribute to organisational effectiveness, particularly within a VUCA (Volatility, Uncertainty, Complexity and Ambiguity) environment.
[bookmark: _Int_PN3uEsDk][bookmark: _Int_JoS883CT]The report begins by reviewing relevant literature, highlighting the increasing importance of these approaches in contemporary organisations. It then critically analyses two workplace situations to demonstrate how emotionally intelligent leadership can positively influence staff wellbeing, communication and professional relationships.
[bookmark: _Int_9OfosNU6][bookmark: _Int_ClM7fBK5]The second part of the report critically appraises my own emotional intelligence using three self-assessment tools alongside anonymous feedback collected from colleagues through a Google Forms questionnaire. The findings identify strengths in empathy, interpersonal awareness and relationship building, while also highlighting areas for development, particularly in self-awareness, emotional expression and confidence in challenging situations.
Finally, the report presents a personal development plan outlining strategies including reflective practice, mindfulness and continuing professional development (CPD) to strengthen emotional intelligence and leadership capability. Overall, the findings highlight the importance of emotionally intelligent and compassionate leadership in supporting employee wellbeing, strengthening professional relationships, and enhancing organisational effectiveness within primary education.
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2.Introduction

[bookmark: _Int_pMB4Effa][bookmark: _Int_6pylxIyF][bookmark: _Int_VyQdJrlp][bookmark: _Int_wAEcq3n0]Contemporary organisations operate in increasingly complex environments where leaders are expected to achieve organisational objectives while also supporting employee wellbeing. Within primary education, school leaders face multiple challenges, including increasing workloads, staff wellbeing concerns, changing educational policies and the diverse needs of pupils and families. These challenges have increased the importance of leadership approaches that promote resilience, effective communication and supportive workplace cultures (OECD, 2023; Education Support, 2024).
[bookmark: _Int_b5uhrd1r]Research increasingly suggests that teacher wellbeing and positive workplace relationships are influenced by leadership practices and organisational culture (See et al.,2024).
[bookmark: _Int_8bYvSAMI][bookmark: _Int_tu5S8ZFH][bookmark: _Int_01r22QmZ] Schools that foster supportive leadership and psychologically healthy working environments are better positioned to enhance staff wellbeing, collaboration and organisational effectiveness (OECD, 2020; OECD, 2023; See et al.,2024). As a result, emotional intelligence, trauma-informed practice and compassionate leadership have become increasingly important in helping educational leaders respond effectively to the demands of contemporary school environments.
This report critically evaluates the contribution of these approaches within a primary school in Cardiff Wales. It begins by reviewing the relevant literature before critically analysing workplace examples of leadership practice. The report then critically appraises my own emotional intelligence using self-assessment and colleague feedback before presenting a personal development plan to strengthen my future professional practice and leadership capability.









3. Critical Analysis of Trauma-Informed Practice and Emotional Intelligence in a VUCA Environment

3.1 Trauma-Informed Practice
[bookmark: _Int_enq9vdAo][bookmark: _Int_MuEGrdj8]Trauma-informed practice (TIP) has gained increasing attention within organisations as awareness of the impact of trauma on employee wellbeing and workplace functioning has grown. According to SAMHSA (2014), a trauma-informed approach involves recognising the effects of trauma and integrating this understanding into organisational policies, procedures and leadership practices. Rather than focusing solely on performance outcomes, trauma-informed organisations consider how private experiences influence emotional responses, workplace relationships and overall functioning.
[bookmark: _Int_Qiyw5MFl][bookmark: _Int_43K9CSb8]This approach is particularly relevant as employees face increasing pressures, including workload demands, financial stress, family responsibilities and mental health challenges. As a result, organisations are recognising that traditional performance-based approaches may not fully explain employee behaviour, and leaders are encouraged to consider broader personal and contextual factors when managing staff.
[bookmark: _Int_IKacO8hU][bookmark: _Int_zo5ZW5Ci][bookmark: _Int_ZJEmRwVV][bookmark: _Int_OWIjm9rl]The relevance of trauma-informed practice is further emphasised in VUCA environments, characterised by volatility, uncertainty, complexity and ambiguity (Bennett and Lemoine, 2014). In such contexts, organisations are required to adopt more flexible and supportive management approaches. Trauma-informed leadership promotes greater understanding of employee behaviour and contributes to psychologically safe workplaces built on trust and empathy (Greer, 2023). However, challenges remain in balancing employee wellbeing with maintaining performance expectations.

3.2 Emotional Intelligence and Relevant Frameworks
[bookmark: _Int_kGHIPJU8][bookmark: _Int_BIPekFBn][bookmark: _Int_TUR2h3uU]Emotional intelligence (EI) has become a key concept in leadership and organisational management due to its influence on communication, relationships and decision-making. Goleman (1998) defines EI as the ability to recognise and manage one’s own emotions while understanding and responding effectively to others. His model identifies four key components: self-awareness, self-management, social awareness and relationship management.

[bookmark: _Int_apZzJmCN][bookmark: _Int_5k9CEsr9][bookmark: _Int_wdZMv1Fm][bookmark: _Int_yDmXNdTG]These competencies enable leaders to regulate emotions, demonstrate empathy and build positive working relationships. Research suggests that emotionally intelligent leaders are better able to respond to workplace challenges and support employee needs (Goleman, 1998). In contrast, a lack of emotional awareness may lead to miscommunication, reduced morale and workplace conflict. Therefore, EI is increasingly regarded as an essential leadership capability.

3.3 Emotional Intelligence, Compassionate Leadership, Wellbeing and Performance

[bookmark: _Int_4wTYmmEB]Emotional intelligence is linked to compassionate leadership, as it enables leaders to recognise and respond effectively to the needs of others. Empathy, a core part of EI, plays a key role in building trust and creating supportive working environments. Compassionate leadership involves not only understanding employees’ experiences but also taking proper action to support them (Ramachandran et al., 2024).

[bookmark: _Int_uLeiQD3U]This approach can positively influence employee wellbeing by creating a culture where individuals feel valued, supported and psychologically safe. As a result, employees are more likely to engage with their work and contribute to organisational goals. Research suggests that compassionate leadership is associated with improved wellbeing, stronger relationships and higher engagement levels (Guinot et al., 2020) (Dreer,2023).

[bookmark: _Int_gNSBWZw2]However, leaders must balance support with maintaining professional standards and organisational performance. Excessive focus on employee needs may limit effective decision-making, and different employees may respond differently to support. Therefore, compassionate leadership should complement, rather than replace, effective management (Ramachandran et al., 2024).





3.4 Relevance to Primary Education in a VUCA Environment
[bookmark: _Int_Nd3B4oIG]These concepts are particularly relevant in primary education, where schools operate within increasingly complex and demanding environments. Leaders must respond to policy changes, workload pressures, diverse pupil needs and increasing concerns around mental health and wellbeing, reflecting a VUCA context.

[bookmark: _Int_HPoFfvZb]Emotional intelligence supports school leaders in managing relationships and responding effectively to challenges, while trauma-informed practice promotes awareness of the factors influencing behaviour and wellbeing. Compassionate leadership further contributes to a supportive school culture based on trust and collaboration. Together, these approaches can enhance staff wellbeing, strengthen teamwork and contribute to positive organisational outcomes (Guinot et al., 2020).
Recent evidence also highlights that teacher wellbeing is fundamental to creating healthier and more effective school environments (Taylor et al., 2024).


4.Critical Evaluation of Emotional Intelligence within the Organisation

4.1 Organisational Context

[bookmark: _Int_yUb9cc4C][bookmark: _Int_YOmswNMt][bookmark: _Int_JS2NOapi]This section critically evaluates workplace situations seen within a primary school in Cardiff, Wales, where leadership responses to staff wellbeing and interpersonal challenges were particularly evident. Emotional intelligence is often reflected through everyday leadership behaviours, especially when leaders are required to respond to emotionally demanding situations involving employees, parents, and colleagues.
[bookmark: _Int_gpHqdJgT][bookmark: _Int_GJPTyeLb]Within the primary education sector, leaders are expected to balance organisational responsibilities with the emotional and professional needs of staff. The situations discussed in this section provide opportunities to examine how principles of emotional intelligence, compassionate leadership and trauma-informed practice were applied in real workplace contexts. 
[bookmark: _Int_wNvx9mEA][bookmark: _Int_nlh7FGb8]These examples are analysed in relation to relevant literature to critically assess the impact of leadership behaviours on employee wellbeing, workplace relationships and organisational effectiveness.


4.2 Supporting Staff Wellbeing Through Compassionate Leadership
[bookmark: _Int_BDMbt8Qq][bookmark: _Int_q0DsrQLI]One workplace situation involved a teacher who experienced the sudden loss of her sister. In response, the Head Teacher provided compassionate leave, arranged cover for the teacher’s responsibilities and maintained regular contact to offer support during a difficult period.
[bookmark: _Int_hf37Jr8N]These actions can be understood through a trauma-informed approach, as the Head Teacher acknowledged the emotional impact of bereavement and responded in a sensitive and supportive manner (Greer, 2023). In addition, the response reflected key aspects of compassionate leadership, particularly the ability to recognise staff distress and take proper action to support employees.
[bookmark: _Int_kpYXJDhZ][bookmark: _Int_2GnYTyDN][bookmark: _Int_0NljHEO6][bookmark: _Int_ldfB9IOt][bookmark: _Int_12o9Z2yA]Research suggests that compassionate leadership involves empathy, open communication and a genuine concern for employee wellbeing (Ramachandran et al., 2024). In this situation, the Head Teacher demonstrated these qualities by maintaining regular contact, providing reassurance and creating a supportive environment during a difficult period. Similarly, West et al. (2017) argue that compassionate leadership contributes to positive organisational cultures where employees feel valued, supported and respected.
[bookmark: _Int_KNSUa2up]A less supportive response may have focused primarily on operational requirements rather than the employee’s emotional needs. Such an approach could have increased stress and reduced employee wellbeing. In contrast, the response observed appeared to strengthen trust and reinforce positive workplace relationships. This further contributed to a supportive organisational culture where employees felt valued during challenging circumstances.

4.3 Providing Constructive Feedback and Emotional Support
[bookmark: _Int_xYfSGp5s][bookmark: _Int_U0vzMH8Z]A further example of emotionally intelligent leadership occurred when a parent raised concerns about homework marking within my class. Rather than making an immediate judgement, the Head Teacher listened carefully to the parent while also acknowledging my professional competence and previous performance. A follow-up meeting was then arranged to provide constructive feedback on classroom organisation and communication with the teaching assistant.
[bookmark: _Int_UVQLCFc9]This response reflects key aspects of emotional intelligence, particularly empathy, emotional regulation and relationship management (Goleman, 1998). Recent research also suggests that school leaders' emotional regulation and emotional support positively influence educator wellbeing and strengthen professional relationships (Floman et al., 2024).
In this case, the Head Teacher successfully balanced the concerns of the parent with proper support for staff.

[bookmark: _Int_sRso0TL6][bookmark: _Int_W5hrrivH]A less effective approach might have involved accepting the complaint without discussion or focusing solely on procedural requirements, which could have reduced staff confidence and damaged workplace relationships. In contrast, the approach observed supported professional development while maintaining trust and respect. Brackett et al. (2012) similarly emphasise that emotional competence contributes to supportive educational environments and more effective professional relationships.
[bookmark: _Int_4fZ5gYyP][bookmark: _Int_TsfMQiKO]For the organisation, this approach helped maintain positive relationships between staff, parents and school leadership while supporting professional development. As a result, this approach contributed to greater staff confidence, improved communication and a more positive organisational culture.
[bookmark: _Int_LFXxsGw1]While the previous section focused on emotional intelligence within the organisation, it is equally important to consider personal emotional intelligence. The following section therefore reflects on my own emotional intelligence, drawing on assessment results and workplace feedback.

5.Critical Appraisal of My Own Emotional Intelligence
[bookmark: _Int_jUcNB5J5]While the previous section focused on emotional intelligence within the organisation, it is equally important to consider personal emotional intelligence. The following section therefore reflects on my own emotional intelligence, drawing on assessment results and workplace feedback.
5.1 Self-Assessment Results
[bookmark: _Int_I1Cv95jb]To understand my level of emotional intelligence, I completed three different online assessments (see Appendix A–C). Overall, the results showed a positive level of emotional intelligence, particularly in relation to empathy, interpersonal awareness and understanding other people’s emotions, which are recognised as important components of emotional intelligence (Goleman, 1998).
[bookmark: _Int_4Ig6xIQi][bookmark: _Int_Ma7cuE1o][bookmark: _Int_QaUttVk4]The first assessment resulted in a score of 16 out of 20, suggesting a strong ability to recognise emotions and build positive relationships. The second assessment produced a higher EQ score of 140, highlighting strengths such as optimism, resilience and understanding others. However, the third assessment generated a lower score of 100, indicating that although I generally understand other people’s perspectives, I may not always feel confident expressing my own emotions.
[bookmark: _Int_w8SKe1SQ]These findings appear consistent with my experience as a primary school teacher. In my daily practice, I regularly communicate with pupils, parents and colleagues and often recognise when pupils require emotional support, even when they do not communicate this directly. Research suggests that teachers with higher emotional intelligence are better able to understand students’ emotions and develop positive relationships within the learning environment (Al Jaberi et al., 2024).
[bookmark: _Int_wtVZ62Ye][bookmark: _Int_Cj89IIPO]At the same time, the lower score encouraged further reflection on my emotional expression. While I consider empathy and relationship-building to be personal strengths, the findings suggest that further development of self-awareness and emotional expression may enhance my effectiveness in professional interactions. This is particularly important as emotional intelligence has been associated with effective communication, collaboration and workplace performance (Coronado-Maldonado and Benítez-Márquez, 2023). Overall, the assessment process provided 
valuable insight into both my strengths and areas for future development.
5.2 Feedback from Others
[bookmark: _Int_2AyW7qrF][bookmark: _Int_OjK3liRF]To complement the self-assessment findings, feedback was collected through an anonymous Google Forms questionnaire completed by colleagues, including the Head Teacher (see Appendix D–F). Ten responses were received from staff who interact with me regularly, providing a reliable basis for evaluating my emotional intelligence from workplace perspectives.

[bookmark: _Int_NV9tn9Lm][bookmark: _Int_JpqE1vGx][bookmark: _Int_v1qeLsR2]Overall, the feedback was highly positive. All participants agreed that I demonstrate empathy, communicate effectively, and build positive relationships with colleagues and parents. In addition, 90% agreed that I remain calm and professional in challenging situations and show awareness of how my behaviour impacts others, while 10% selected a neutral response. These findings are consistent with my self-assessment, showing strong alignment between self-perception and others’ perspectives. As noted by Goleman (1998), feedback from others provides valuable insight into emotional intelligence, while combining self-reflection with external feedback supports ongoing development (Coronado-Maldonado and Benítez-Márquez, 2023).

[bookmark: _Int_KSozlNt3][bookmark: _Int_5V2GqNQG]Open-ended responses provided further insight, describing me as empathetic, supportive, and approachable. However, some colleagues suggested developing greater confidence in expressing my views and managing pressure more effectively. This aligns with my self-assessment and highlights an area for improvement, particularly in self-awareness and emotional regulation. Overall, combining both sources of feedback has provided a balanced understanding of my emotional intelligence and identified clear priorities for future development.

5.3 Personal Development Plan
[bookmark: _Int_QT906HNa][bookmark: _Int_qmRVvxZI]The findings from both the self-assessment and workplace feedback show that a key area for development is self-awareness, particularly in expressing my views with greater confidence and managing pressure in challenging situations. In my professional practice, developing these skills is important for maintaining effective working relationships and making confident decisions. To address this, I intend to engage in regular reflective practice by evaluating my responses to workplace situations and showing areas for improvement. Reflective practice is recognised as an effective approach for developing self-awareness and professional competence within education (Thompson, 2021).
[bookmark: _Int_SGcT0c4z]Furthermore, I plan to incorporate mindfulness techniques into my daily routine to strengthen my emotional regulation and resilience. Research suggests that mindfulness-based strategies can improve emotional regulation and support more effective responses to workplace challenges (Raugh et al., 2024). I also intend to participate in continuing professional development (CPD) opportunities, particularly those focused on communication and leadership skills, as effective professional learning supports sustained improvements in professional practice (Education Endowment Foundation, 2021).
[bookmark: _Int_L4OJcjyq]Overall, these strategies will support my ongoing professional development, strengthen my relationships with pupils, parents and colleagues, and contribute to creating a positive and emotionally supportive learning environment.




Conclusion
[bookmark: _Int_m4wFuo19][bookmark: _Int_qs0bwNNI]This report has critically evaluated the importance of trauma-informed practice, emotional intelligence and compassionate leadership within a primary school setting operating in an increasingly complex environment. The evidence presented throughout this report showed that emotionally intelligent and compassionate leadership can positively influence employee wellbeing, workplace relationships and organisational effectiveness, particularly where leaders recognise both the emotional and professional needs of staff.
[bookmark: _Int_8qCzoBx6][bookmark: _Int_QNih0N2W]The workplace examples illustrated how these approaches can be applied in practice to support staff during challenging situations, promote trust and strengthen professional relationships. At the same time, the report highlighted the importance of maintaining a balance between supporting employee wellbeing and ensuring organisational accountability and professional standards.
[bookmark: _Int_hG7xG1nl][bookmark: _Int_ZEbbt43H][bookmark: _Int_eVd4p4Ef][bookmark: _Int_nfdq84mV]The self-assessment and workplace feedback provided valuable insight into my own emotional intelligence, identifying strengths in empathy, communication and relationship management, while highlighting areas for further development in self-awareness, emotional expression and confidence in challenging situations. The personal development plan outlines practical strategies, including reflective practice, mindfulness and continuing professional development, to support this growth.

[bookmark: _Int_NQGJMBfh]Overall, these strategies will support my ongoing professional development, strengthen professional relationships and contribute to a positive and emotionally supportive learning environment, which is consistent with evidence highlighting the importance of teacher wellbeing in creating healthier and more effective school environments.
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Appendix C: Emotional Intelligence Self-Assessment Test 3 Results
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Appendix F: Open-ended Feedback from Colleagues
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