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[bookmark: _Toc228190109]1. Introduction
Emotional intelligence (EI) has recently attracted much attention within the field of modern-day organisational psychology. With an increasing number of workplaces becoming highly diverse and complex, an individual’s capacity to comprehend and utilise their emotional state is no longer considered a mere “soft skill”. Rather, it has emerged as one of the foundational building blocks of one’s working life within the context of ensuring that an individual’s level of professionalism meets or exceeds expectations. According to Goleman and Cherniss (2024), the link between an individual’s EI and their performance, effectiveness as a leader, and overall health of their organisation is well-established. 

This report examines how EI can be utilised by employees in the workplace. The Mayer-Salovey-Caruso model will serve as the primary lens through which the topic will be evaluated. Another aspect reviewed in this report is how generational differences related to EI differ across generation X, millennial-generation Y, millennials and generation Z. Finally, recommendations for developing EI-based practices will be made to assist the organisation to implement appropriate initiatives at all levels of employment. Understanding this dynamic is critical for creating a resilient and productive team.

[bookmark: _Toc228190110]2. Emotional Intelligence Components in the Workplace
[bookmark: _Toc228190111]2.1 The Mayer-Salovey-Caruso Model
The Mayer, Caruso and Salovey model of ability-based EI is the one that has been most rigorously validated. Theoretically and empirically, this model differs from the mixed models or trait-based models of EI because it treats EI as a cognitive ability, not as a personality trait. Mayer, Caruso and Salovey (2016) define EI as the ability to accurately and effectively recognise, utilise, comprehend and control emotion. According to the Mayer-Salovey-Caruso (2016) model of EI there are four branches of EI that are organised hierarchically. The bottom branch consists of perception of emotion and the top branch is the management of emotion. This distinction is critically important because, unlike fixed personality traits which cannot be changed, EI is capable of being objectively measured and developed through training. The model also resists the tendency to inflate EI into a vague, ambiguous concept, as has been the case with mixed model such as the one proposed by Goleman. Thus, the Mayer, Caruso and Salovey model of EI provides a more reliable and scientifically-based method for developing EI programmes in the workplace compared to other models.

Coronado-Maldonado and Benítez-Márquez (2023) demonstrate that ability-based EI, as conceptualized by Mayer, Caruso and Salovey (2016), is one of the most powerful predictors of team performance and leadership effectiveness across various industries. As such, this research has significance in terms of the implications for organizations, because EI represents more than just a characteristic of an individual. It is also a collection of competencies that can be purposefully improved upon in both employees and managers.

[bookmark: _Toc228190112]2.2 Perceiving Emotions
The first element of the MSCEIT is Emotion Perception (EPR), which encompasses one’s capacity for accurately understanding emotional signals within oneself and in others. In the workplace setting, the person would want to know whether or not a co-worker was stressed out, disinterested, or unhappy, even if they never verbally communicated that. According to Brackett (2019), many times, conflict at work occurs when people disagree on the task at hand, but more often, the conflict results from one person failing to recognise the emotional state of another person. When employees are able to perceive emotions effectively, they are able to respond more effectively, de-escalate conflict, and build trust with their co-workers.

According to Doğru (2022), the ability to recognise emotions positively and significantly correlates to the job satisfaction and organisation citizenship behaviour. The first branch of the MSCEIT has measurable practical benefits. Nevertheless, it is important to note that being able to perceive emotions is insufficient on its own. Sometimes, without the ability to use or regulate these emotions in a constructive manner, accurate emotion perception would create more conflict rather than resolving it.

[bookmark: _Toc228190113]2.3 Using Emotions to Facilitate Thought
Emotional processes can help with cognitive processes like decision making, creativity, and problem solving. This second category of EI incorporates an understanding of how emotions influence cognitive processes. Mayer, Caruso, and Salovey (2016) describe how proper expression of emotions can help focus attention on what is important for thinking clearly about problems, how to make better decisions, and how well one thinks overall. Mild anxiety prior to a critical meeting may enhance one's ability to concentrate, while having a positive mood may enhance one's ability to think creatively in a brainstorming session.

Furthermore, employees who have a good understanding of how their emotion affects their ability to think will be able to make smarter decisions and adjust their behaviour to meet the demands of different tasks. According to Liao, Hu, and Huang (2022), employees with high EI as measured by the Mayer-Salovey-Caruso Emotional Intelligence Test (MSCEIT) had significantly higher in-role and extra-role performance than those with lower MSCEIT scores because they were better able to meet the requirements of their task and still be in the appropriate emotional state. This indicates that emotions should not be viewed purely as disruptive factors in the workplace. If used effectively, emotions can become an asset rather than a hindrance.

[bookmark: _Toc228190114]2.4 Understanding Emotions
The third branch is the understanding of how emotions are created and change (or develop) over time and that one emotion can give rise to another emotion (i.e., hate can always become love). Emotional literacy, as described by Brackett (2019), is the ability to accurately label your feelings and know what caused them. This type of skill is critical in the workplace for managers who need to know how to read the emotional climate of their team members and how best to respond to it.

Schlaegel, Engle and Lang (2022) discovered there is unique predictive value from the emotional understanding branch (of the MSCEIT) for employees who perform outside of their primary job responsibilities across three different countries. What this means is that understanding someone's emotions is very important for determining whether or not they will participate in behaviours other than just completing their job. However, there are limitations to be aware of. Understanding the concept of emotion does not ensure that you will behave in an emotionally intelligent manner in real life because knowledge alone does not always equal application, so training should include both experience and education to become emotionally intelligent.

[bookmark: _Toc228190115]2.5 Managing Emotions
The fourth branch of emotional intelligence, and the most complex one, has to do with managing one's own emotions as well as the emotions of others in a positive way. According to Goleman and Cherniss (2024), this branch has a direct effect on how well a leader will be able to perform their job. If a manager is able to control their emotional reactions in difficult situations, they create a sense of psychological safety for their team members, allowing them to speak up and take action.

Doğru (2022) found that emotional management was the single greatest predictor of decreased levels of stress and burnout in various industries. This is especially important in high-stress jobs, where having unmanaged emotions leads to poor decision-making and conflict among coworkers. According to David (2016), the ability to experience and name challenging feelings but not let those feelings control one's behaviour is another important trait of high-functioning professionals. It is important to note that managing an emotion does not equal suppressing it. The author supports that the effects of suppressing an emotion are worse than those resulting from the use of constructive coping strategies both at an individual level and a group level (David, 2016).

[bookmark: _Toc228190116]2.6 Mindfulness as a Foundation for EI
Practice of mindfulness has increasingly been viewed as a means for strengthening EI through mindful practices. A systematic review conducted by Jiménez-Picón et al., (2021) provided evidence of the effectiveness of mindfulness-based training programmes on improving the ability to regulate emotions (which are considered to be the fourth branch of the Multi-Dimensional Emotional Intelligence Scale-4). In contrast, Choi, Gruman, and Leonard (2022), offered a more cautious approach suggesting that the way in which the benefits of mindfulness manifest are highly dependent on Wilson's (2021) four-dimensional structure of EI. This provides evidence against the assumption that all mindfulness-based training programmes will positively impact all EI-related behaviours.

According to Long, Nguyen, and Pham (2025), EI serves as a full mediator for the relationship between mindfulness and job performance, meaning that increased levels of mindfulness will have an indirect and positive impact on increased job performance through the development of EI skills and abilities. This extends the premise that incorporating mindfulness as a method for developing EI does not result in improved job performance on its own. Rather, developing EI has a direct and significant impact on job performance. As such, it is the mechanism through which mindfulness improves job performance in an employee. As a result, the organisation can use mindfulness as a tool to enhance the EI capabilities of the employees in conjunction with EI training as a more complete and sustainable approach for developing their workforce.

[bookmark: _Toc228190117]3. Generational Differences and the Workplace
[bookmark: _Toc228190118]3.1 Understanding Generational Cohorts
The workplace comprises three generations of people – Gen X (born 1965-1979), Millennials (1980-1994) and Gen Z (1995-present), all of which have been shaped by technology as a means of communication, and by their respective values and expectations prior to entering the workplace (Twenge, 2023). Managers must appreciate these generational differences when attempting to achieve successful recruitment, retention, and motivation among their workforce members.

Although individual employees may not conform to the traits prescribed by the generational research literature, Gabrielova and Buchko (2021) suggest that generational stereotypes can create an impediment to the effective management of the employee’s individual needs, the information provided through generational research will assist managers as they try to establish a basis for managing their team dynamics.

[bookmark: _Toc228190119]3.2 Generation X in the Workplace
Generation X (Gx) began working when the economy was unstable and technological advancement was happening quickly. Machová et al. (2020) determined that Gx workers typically have more emotional self-regulation and independent than younger generations. In part, this is most likely due to the condition of the environment they were working in (less help from an institution and less access to advanced digital tools) while developing their professional skills. Working through periods of economic hardship or significant organisational restructuring has made Gx workers adaptable and pragmatic.

However, Gx individuals will tend to be less open to communicating their emotions at work, which can hinder their ability to work effectively in teams or in emotional roles. According to Twenge (2023), as workers, Gx individuals usually want to work autonomously and be successful in reaching their goals compared to developing relationships. This approach to work can cause friction between them and M and Z co-workers, who are more likely to work collaboratively. Therefore, when developing EI programmes for Gx employees, from a management perspective, programme development may need to put more emphasis on the perceiving and understanding skills of the MSCEIT. The goal is to help Gx employees better understand and meet the emotional needs of their co-workers.

[bookmark: _Toc228190120]3.3 Generation Y (Millennials) in the Workplace
Currently, Millennials make up the largest generation in the workforce and continue to be promoted into management positions. According to Seawell (2023), Millennials score higher than all other generations on three (of 4) of the MSCEIT branches, and even more so on the interpersonal branches of emotional intelligence (e.g., empathy and relationship management). This also is supported by previous research, which has shown that Millennials tend to put a high value on team-oriented work, daily communication with their co-workers, and work that provides meaning to their lives.
Brackett (2019) found that millennials are more inclined than older generations to look for leaders who have an understanding of emotions, which includes managers who are willing to listen to employees and give them constructive feedback regularly. When this occurs, it can create a positive impact within an organisation because leaders of this generation (millennials) have a greater tendency to model behaviour that incorporates emotional awareness, thus supporting team cohesion and psychological safety. However, based on the research by Seawell (2023), millennials often struggle with self-regulation and managing their emotions when under pressure, including issues with impulse control and coping with high levels of stress. This indicates that although millennials typically exhibit strong interpersonal EI, they may have difficulties with their own internal emotional self-regulation. Therefore, organisations should develop EI training which leverages on perceived strengths among millennials, while also addressing possible areas requiring additional assistance.

[bookmark: _Toc228190121]3.4 Generation Z in the Workplace
Generation Z (Gen Z) is the latest generation to enter the workforce and has unique characteristics because of the way they were reared by being surrounded by technology and having access to social media. Gen Z adults, according to Benítez-Márquez et al. (2022), are characterised as being ambitious, entrepreneurial, and comfortable with using technology. However, they will also have greater difficulty communicating in person and maintaining attention for extended periods of time without technology than previous generations (ibid.). The developmental context of the Gen Z generation and the application of EI relate to one another.

According to Machová et al. (2020), while many Gen Z employees have developed an ability to understand the emotions of others and possess empathy through online experiences, they also have lower levels of emotional self-management and resilience compared to older generations. According to Zahra et al. (2025), Gen Z employees expect high levels of psychological safety, openness and inclusion in the workplace, and if those expectations are not met, they may become disengaged. Thus, from an employment perspective, companies should ensure that their employment branding and onboarding procedures provide evidence of their true commitment to these factors.

According to Gabrielova and Buchko (2021), Gen Z employees will be most successful working for managers who exhibit very strong EI and can create a workplace that provides those employees with a lot of structure, mentorship, and frequent recognition. This finding supports the fourth emotional intelligence branch of the MSCEIT as managers who possess high levels of emotional management skills are best suited to offer a supportive environment for Gen Z employees. In addition, although Gen Z employees are typically very well-versed in conversations surrounding emotional and mental health, they do not always demonstrate high levels of emotional intelligence in practice (Seawell, 2023; Machová et al., 2020). As a result, there can often be a gap between self-awareness as a concept and the ability to demonstrate emotional skills in response to stressful situations at work.

[bookmark: _Toc228190122]3.5 Generational Differences as Both a Positive and Negative Influence on EI
Having employees from multiple generations working together creates both opportunities and challenges for the practice of EI. The benefit of having a variety of different emotional perspectives within an intergenerational team can improve collective problem-solving, and the ability to empathise with others through an understanding of their feelings. An example of this is Mura, Zsigmond and Machová (2021)’s finding that organisations with strong EI developed between generations had much better knowledge-sharing opportunities. Thus, strong EI links generations together as they help to create a shared understanding of emotions and how to express them. In the workplace, older generations will model emotional regulation and resilience, and younger generations will provide more emotional openness and inclusivity.

There can also be misunderstandings and disputes, due to the significant differences between generations in terms of how they communicate and express their feelings. Machová et al. (2020) discovered that generational differences in EI profiles result in greater tension at work if they are not handled otherwise. For example, Gen X workers might be viewed as cold because of the way they communicate directly, while their younger counterparts perceive them as having no emotion. Younger employees are often seen as professional but lack the emotional intelligence that older employees find to their liking. By using the MSCEIT model to help their team members identify and manage these differences in a constructive manner, managers will have an advantage when dealing with the potentially divisive effects of these differences.

[bookmark: _Toc228190123]4. Conclusion and Recommendations
[bookmark: _Toc228190124]4.1 Conclusion
The Mayer-Salovey-Caruso model has been shown to have strong evidence for how EI operates in the workplace as an effective tool for measuring how employees perform and have exceptional performance, support within teams and, lead as an effective leader. The authors of the study, as a result, propose using mindfulness as a complementary way to improve an individual's ability to use emotional regulation skills under pressure. In conjunction with this research, previous generational investigations have demonstrated that Gen X, Millennials and Gen Z all contribute unique EI competencies to the workplace. In conclusion, it is more beneficial to organisations to have an understanding of the differences in these generational cohorts, so they can be effectively supported and managed, rather than be ignored.

Building one's own emotional intelligence as an employee is not a single event, but rather an enduring professional obligation. According to Brackett (2019), individuals and organisations that continuously invest in their EI will tend to better cope with ambiguity and unpredictability, resolve differences of opinion, and continue to perform well over time. Professionals who are entering or advancing in the workforce can also use the four branches of the MSCEIT as a method to start exploring their emotional strengths and identify the areas they would like to develop further. Additionally, using this insight in everyday interactions as an employee (for example, with respect to managing your own emotional response when feeling pressured or to assess overall team morale) separates the simple knowledge of emotional intelligence from the ability to actually develop emotional intelligence.

[bookmark: _Toc228190125]4.2 Recommendation
The organisation ought to develop a structured emotional intelligence (EI) development programme based upon the MSCEIT framework. The training should take into account the development of all four branches of the foundation of emotional intelligence (i.e. perception, understanding, regulation and use), and not just target interpersonal skills.

It is critical to generate a developmental programme that matches the generational profile of its workforce. For example, the development programme for Gen X employees may have an enhanced emphasis on the development of understanding and regulating others’ emotional expressions. Conversely, the development programme for Millennial and Gen Z employees would have a greater emphasis on developing their ability to perceive and regulate their emotional expressions than on developing the same competencies among Gx employees.

Managers should also receive targeted training in recognizing the differences in how different generations express their emotions so that teams can improve their cohesiveness and reduce the frequency of team miscommunication. Mindfulness sessions should be introduced during the work week as a cost-effective and evidence-based solution to assist with regulating the emotions of employees in each generational group.

Lastly, the organisation’s recruitment and selection processes should be reviewed to ensure that all candidates being selected for employment, particularly for those candidates being put forward for leadership roles, have their emotional intelligence and competencies evaluated. This will assist in developing a pool of emotional competent managers who will be able to successfully lead the organisation’s multi-generational workforce.
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