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This report aims to critically analyse the role of EI and mindfulness in contemporary organisations and discuss the implications for the workplace based on the analysis. Based on the EI framework of Goleman, Mayer and Salovey's Ability Model, and Bar-On's Emotional-Social Intelligence Model, Task 1 critically examines the core components of EI and how employees can apply them in their work to enhance their job performance, improve their interaction with colleagues, and become well-being. Task 2 explores the unique traits of GenX, GenY (Millennials) and GenZ and the role EI and Mindfulness plays in inclusive and psychologically safe leadership in a multi-generational workforce. The report is critical throughout; recognising not only the potential for EI and mindfulness to bring real value to the SMT, but also the limitations and context of both EI and mindfulness, as the SMT's focus is on evidence-based decision making for their employees' development, for their own capability to lead, and to plan for future recruitment and induction rather than simply a celebratory account of either.
[bookmark: _Toc236672285]Task 1: Emotional Intelligence in the Workplace
[bookmark: _Toc236672286]Defining and Modelling Emotional Intelligence
Emotional intelligence generally can be defined as the ability to perceive, understand and manage our own emotions and to perceive, understand and influence others' emotions (Mayer and Salovey, 1997). There are three key models in the literature that dominate the literature and provide complementary but not identical insights.
Goleman's (1995, 1998) mixed model views EI as competencies grouped in five areas: self-awareness, self-regulation, motivation, empathy and social skills. Goleman's model is clearly work- and leadership-focused and explicitly states in his popular Harvard Business Review article that the most effective leaders are not so much those with the highest IQ or the greatest technical skill, but those with a set of competencies in which EI is essential (Goleman, 1998). However, Mayer and Salovey's (1997) ability model is more psychometrically sophisticated as it posits that EI consists of four hierarchical branches: perceiving emotion, using emotion to facilitate thought, understanding emotion and managing emotion (Mayer et al., 2008). This is a model where EI is considered as a real intelligence that can be accessed via performance-based tests, not via self-report as in the Goleman's model. Bar-On's (2006) Emotional-Social Intelligence (ESI) model adopts a wider perspective in which EI consists of a range of interrelated emotional and social skills (intrapersonal skills, interpersonal skills, stress management, adaptability and general mood) that all collectively influence the individual's ability to respond to the demands of the environment.
	Model
	Core Structure
	Primary Workplace Relevance

	Goleman (1995, 1998) Mixed Model
	5 domains: self-awareness, self-regulation, motivation, empathy, social skills
	Leadership competency development; widely used in management training due to accessible language

	Mayer & Salovey (1997) Ability Model
	4 branches: perceiving, facilitating, understanding, managing emotion
	Selection and assessment; strongest predictive validity for job performance when measured via ability tests

	Bar-On (2006) ESI Model
	5 composite scales: intrapersonal, interpersonal, stress management, adaptability, general mood
	Broader wellbeing and coping; underpins many workplace EI diagnostic tools (e.g. EQ-i)



Table 1: Comparison of the three core emotional intelligence models.
While these models share a common premise that emotional competence can be cultivated and used to enhance functioning at work, they differ on how EI is understood: as a stable cognitive ability (Mayer and Salovey), a set of competencies that can be learned (Goleman) and a broad-spectrum trait-based capacity for coping (Bar-On). The distinction is important in a practical sense: If EI is more like a stable ability as Mayer and Salovey suggest, then selection and recruitment take primacy; if EI is more like a trainable competency as Goleman suggests, then development and coaching take primacy. In sum, the best defense for the SMT is to consider EI as highly developable, in the Goleman sense, and to acknowledge, as Mayer and Salovey have, that differences in basic ability across people are likely to influence what differences training can make.
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However, good communication at work is not only about getting your point across clearly, it's about the sender's ability to read the listener's emotions and adjust their message, and the receiver's ability to read between the lines to determine the content and emotions of a message (Mayer and Salovey, 1997). Top performers in both the empathy and social-skills domain are more likely to frame and time these interactions appropriately depending on the audience, minimizing misunderstandings and defensiveness in challenging situations, like giving someone feedback or voicing a concern with his boss. While the connection between EI and communicative effectiveness is obvious, it is also supported by some empirical findings in a recent metaanalysis (Doğru, 2022) which indicated that there is a positive correlation between EI and both organisational citizenship behaviour and job satisfaction, both of which heavily rely on the quality of everyday interpersonal communication.
This works in the other direction as well: when one's emotional self-management is poor, it actively lowers the quality of communication. An inability to manage frustration (according to Mayer and Salovey 1997, failing at the ‘managing emotion' branch of the pathway) to communicate in ways that are interpreted as blunt, defensive and dismissive – irrespective of the underlying message's validity – can creep up on others over time in what would seem as innocuous exchanges; and undermine trust each time. But importantly, high EI is not sufficient to achieve good levels of communication alone: it should be matched with real communicative competence, and feeling emotionally safe with the team (Edmondson, 1999), for even the most emotionally intelligent team member can fail to communicate candidly if the team climate is hostile towards it. This indicates that individual EI development is only half the solution, and must be supplemented by a team and organisational culture that celebrates, and does not just accept, emotionally intelligent communication.
[bookmark: _Toc236672288]Emotional Intelligence and Conflict Management
Conflict in the workplace is not entirely rational but is normally exacerbated or dampened by the way in which each party manages their own emotional response towards the conflict and how they see others' emotional responses. Goleman's self-regulation domain—controlling disruptive impulses and keeping cool under pressure—is applicable here: If an employee can stop, or at least slow down, to stave off reacting defensively to criticism, he or she is less likely to take the disagreement to open conflict. The 'managing emotion' branch of Mayer and Salovey's is also a way of understanding effective conflict management as a strategic choice to express one's emotional response when and how it is appropriate, and to not express it at other times, instead of being reactively driven by emotions.
Empathy, an in-built aspect of EI-informed conflict management, also includes an awareness of what a colleague's frustration is really about, for example, not feeling heard so as to feel valued, rather than the overt subject matter that is being discussed by them. If properly applied, this would shift conflict resolution from a battle to be won to a diagnostic exercise and thus be aligned with Bar-On's (2006) focus on adaptability and interpersonal skill as essential components of social functioning well. There is another aspect of this reframing for the SMT's interest in employee well-being: when a conflict is resolved by identifying and addressing what it's really about, there's less risk of the conflict reappearing and being carried out again, and there's less risk of resentment of it or of the issues it represents. Team members who keep their eyes open to such events and see them resolved in a diagnostic fashion as opposed to a punitive one are also more likely to raise concerns early – before they become an issue – which has direct overlay with the psychological safety literature further discussed in Task 2.
[bookmark: _Toc236672289]Emotional Intelligence, Leadership and Decision-Making
In particular, Goleman (1998) is quite clear that at the highest levels of leadership, EI is what sets exemplary leaders apart from their average counterparts, not technical expertise or IQ. Building on this, George (2000) suggests that leaders with high EI can better encourage enthusiasm, build cooperative relationships, and build follower confidence, in part because they can manage their own emotions to model calmness during uncertain times, and partly because they can sense what is going on with followers, through their mood indication, to make the appropriate adjustments. In the specific context of decision-making, EI enables what might be termed emotionally informed judgement: that an emotionally intelligent leader can seize emotional information as legitimate data, such as noticing that the anxious response within a team to a proposed change can pinpoint a legitimate chance of issues in the implementation of the change that needs investigation, instead of merely the resistance that must be overcome. This aligns with Mayer and Salovey's ‘using emotion to facilitate thought' limb of the model where emotion is considered as proper input to reasoning processes as opposed to any kind of distortion.
Mindfulness enhances this leadership ability, by fostering the self-awareness and self-regulation which is fundamental to EI. Mindfulness is defined as purposeful, nonjudgmental awareness of what is happening in the here and now (Kabat-Zinn, 1994) and mindfulness training in the workplace has been associated with increased attention, decreased reactivity and better regulation of stress responses (Choi et al., 2022). In the case of a leader who is leading a heated discussion, a few moments of mindful attention, a few raised eyebrows at the feelings before a reactive statement, is a practical bridge between the self-awareness and self-regulation domains of Goleman's EI competency model, and is an actual, in-the-moment skill.
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Although the theory is obviously of great practical value, it has also some major drawbacks, which must not be treated as if they were gifts from the heavens and which the leaders and the SMT should give careful consideration (even though it is a fact that some schools surpass others in this respect). First, there is a contested nature of measurement: most of the self-report EI measures are closely associated to Goleman's and Bar-On's models, and they have a social desirability bias, as well as being intuitively easier to use for practitioners, whereas Mayer and Salovey's performance-based ability measures are methodologically more robust but are also more resource-intensive in terms of administration, and less intuitively easy to use for practitioners (Doğru, 2022). Second, the positive predictive relationship of EI with job performance is not overwhelmingly high; in fact, it has been noted that the validity coefficient, which is the most widely used metric for the predictive power of EI, has been different in different studies, with earlier studies showing lower values than more recent ones that have improved their methodology, so results about the real-world impact of EI should not be viewed as something that is finally settled. Third, EI models are potentially culture bound because norms about emotional displays, emotional restraint versus emotional expression, direct vs indirect communication, etc. differ greatly among cultures and may lead to an inappropriately evaluated workforce based on a single EI standard, which is directly relevant to Task 2 below. Finally, the overreliance on EI training risks individualising some of these problems, which can be structural; an employee trained to 'manage their emotions' in interacting with a chronically toxic and psychologically unsafe team culture (Edmondson, 1999) is asked to adapt to a dysfunctional team rather than have the dysfunctional team addressed. It is important for the SMT, then, to regard EI development as one lever of a set of levers, rather than a replacement for tackling structural or cultural problems head-on.
[bookmark: _Toc236672291]Task 2: Managing a Multigenerational Workforce
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Today's organisations have multiple generations working together and each has been influenced by different social, economic and technological factors. Although these generations are generalisations and there is variability within each generation (Twenge, 2023), the following trends are commonly found in existing literature on the workforce and they can help us to begin thinking about the generations in terms of management practice.
	Generation
	Core Values
	Communication Style
	Motivation & Technology

	Generation X (approx. 1965-1980)
	Independence, work-life balance, pragmatism, scepticism of institutions
	Prefers direct, efficient communication; comfortable with email and structured meetings
	Motivated by autonomy and stability; adopted digital tools mid-career, generally confident but less 'digital-native'

	Generation Y / Millennials (approx. 1981-1996)
	Purpose, collaboration, feedback, career development
	Prefers frequent, informal feedback; comfortable blending digital and face-to-face channels
	Motivated by growth, meaning and flexibility; digitally fluent, over half report living paycheck to paycheck amid financial anxiety (Deloitte, 2025)

	Generation Z (approx. 1997-2012)
	Individuality, mental health, social responsibility, financial security
	Prefers quick, visual, asynchronous communication; less comfortable with unstructured verbal conflict
	Motivated by learning opportunities and psychological safety; true digital natives, but report lower workplace happiness than older generations (Deloitte, 2025)



Table 2: Summary of generational characteristics relevant to workplace management 
According to Deloitte's (2025) Global Survey: Gen Z and millennial perspectives with over 23,000 Gen Z and millennials surveyed across the globe, a sense of purpose is significant to 89% of Gen Z and 92% of millennials in their workplace satisfaction and wellbeing which was among the top factors for both generations. The World Economic Forum (2025) also reports that Gen Z workers expect technology in the workplace to be as user-friendly as what they encounter with their consumer social media, and that they are more prone to job turnover than ever before if the job doesn't fit their expectations (the intention to quit job has increased YoY). These patterns stand out against Generation X's reported higher level of satisfaction in the workplace and the willingness to work in less fast-paced, less purpose-centric jobs.
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These inter-generational variations can have positive and negative implications on the effectiveness of an organisation. From a positive point of view, generational diversity provides a team with a wider spectrum of problem-solving perspectives: a pragmatic scepticism from Generation X can counter overly optimistic proposals, a collaborative approach from Millennials can add a boost to cross-functional working, and a technological confidence and competence from Generation Z can speed up the implementation of new tools and platforms. As with other established types of team diversity described in the literature, a variety of perspectives can help mitigate groupthink in a team, if the team culture actually embraces diversity of opinion and doesn't just tolerate it.
Negatively, generational difference can create friction when an older employee (e.g., a Generation X manager) undervalues a younger employee (e.g., a Generation Z employee) because they prefer frequent, informal communication via electronic devices, which equates to the older person being disengaged, or when the younger person (e.g., a Millennial or Gen Z employee) undervalues an older employee (e.g., a Baby Boomer) because the older person values concise, infrequent feedback, which suggests the younger person is unprofessional. It is not an intergenerational irritation alone, however; the World Economic Forum (2025) reports that Gen Z is more likely to leave a job that does not live up to their expectations, with consequences for turnover rates that have an impact on recruitment and onboarding costs. Without action, these mismatches can stifle psychological safety (Edmondson, 1999) as employees whose patterns are implicitly judged by the dominant generational culture as ‘wrong' may become hesitant to voice their opinions, thus directly threatening the 'climate-survey gains' that the SMT is trying to maintain.
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Emotional intelligence equips managers with a toolbox to help transform generational differences from hindering to helping. In other words, managers should try and understand the values behind a generation's communication preferences, not just the preference—so while a Gen Z employee may ask for more regular feedback, that desire could be indicative of the employee's real developmental need, not of their being “overdependant”. By considering the domain of social skills, managers can adjust their style of communication according to the situation or the audience: they might use structured written updates for the more experienced team members (Generation X), and more frequent informal checking in with younger team members, but neither approach becomes the organisational norm to which everyone has to adapt.
In this way, mindfulness adds something complementary: a manager who nonjudgmentally recognizes that he or she is feeling slightly aggravated by a way of communicating that doesn't fit his or her style (Kabat-Zinn, 1994) is in a better position to take a step back before reacting to a younger or older team member who looks incompetent or unengaged. This is important for recruitment, management and retention. In terms of recruitment, EI sensitive panels should be aware of the unconscious bias of judging a Gen Z candidate who may have a more informal approach to an interview and instead consider competence. Mindfulness-based self-regulation and Goleman's self-awareness domain enables managers in everyday management to discern whether a communication mismatch with generational differences or a true performance problem is the issue before taking action. With financial anxiety and purpose being key drivers for younger employees (Deloitte, 2025) and stability and autonomy for Generation X, an employee's recognition and development conversations with their manager can be specific to what is motivating them, as opposed to a generic, one-size-fits-all engagement strategy. EI and mindfulness can help the organisation to create the necessary psychologically safe and inclusive (Edmondson, 1999) space, where generational difference is less of a source of misunderstanding and more of a source of better decision making.


[bookmark: _Toc236672295]Conclusion and Recommendations
Goleman's, Mayer and Salovey's, and Bar-On's models have been explored, and findings in this report indicate that EI will play an important role in the organisations of the 21st century in communication, conflict management, leadership and decision making, but also that there are some real limitations concerning measurement, predictive power and cultural bias, which should be taken into account by the SMT and should not be regarded as a panacea. When applied to the multigenerational workforce, the analysis reveals how generational shifts in values, communication style and motivators can both negatively and positively impact the effectiveness of the organisation; either they can be managed effectively with true emotional intelligence and self-awareness, or they can be left to create friction and to degrade psychological safety.
Based on this analysis, there are three recommendations for the strategic planning meeting. First, selectively invest in training the EI of line managers, as Goleman's model shows this is the best target group to invest in to impact everyday team climate; and second, do not measure and use EI for selection decisions, since, due to the limitations described above in measurement, individuals' scores do not differentiate sufficiently from those of other individuals. Second, make generational awareness part of the managerial training and recruitment practice: make panels and managers aware of the difference between performance and merely interview styles that do not ‘communicate’ as well, and keep a periodic check on recruitment criteria to make sure that they are not creating an unintentional bias against how younger or older people behave at interview. Thirdly, integrate simple, inexpensive mindfulness activities, such as structured pausing, into leadership practices, as these were found to be a concrete and evidence-based link between EI theory and behaviour in this review. The recommendations for ongoing work are realistic and will help sustain the progress in morale, communication, and conflict resolution that was the impetus for this report if implemented together, and evaluated regularly against further climate survey results.
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