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[bookmark: _Toc232605133]Executive Summary
This report discusses the importance of trauma-informed practice, emotional intelligence, compassionate leadership, and psychological safety within a VUCA environment. The findings suggest that these approaches can support employee wellbeing, communication, and organisational effectiveness. 
The report analyses examples from the company TOAST, highlighting both the positive impact of leadership based on emotional intelligence and the negative consequences of low emotional intelligence. The findings showed that supportive leadership behaviours such as empathy, effective communication, and predictable behaviour can improve employee well-being, trust, and psychological safety. In contrast, a leader's inconsistent behaviour can reduce trust, employee voice, and negatively affect communication.
Individual emotional intelligence assessments showed a score of 93%, highlighting strengths such as empathy, social awareness, and the ability to build and maintain relationships. The emotional intelligence assessment also identified self-awareness as a key area for further development. Overall, the report shows that supportive and emotionally intelligent leadership plays an important role in helping employees and organisations effectively respond to changes, uncertainty, and challenges in the workplace.
1. [bookmark: _Toc232605134]Introduction 
[bookmark: OLE_LINK2]Employee wellbeing has become important topic for organisations (Krachler, Kessler and Bach, 2025). Employees face a range of challenges both inside and outside of work, including stress, uncertainty, and traumatic life experiences, all of which can affect wellbeing and performance. As a result, leaders play an important role in creating supportive working environments where employees feel valued, safe, and able to perform at their best (Al-Madah, 2026). This report explores the importance of trauma-informed practice, emotional intelligence, compassionate leadership, and psychological safety within a VUCA environment. It analyses how these approaches may support employee wellbeing and long-term organisational success. The report also highlights the example of a leader with high emotional intelligence, and examples of low emotional intelligence within the TOAST organisation and suggests with a reflection on personal emotional intelligence and areas for future development.
2. [bookmark: _Toc232605135]Trauma-Informed Practice 
According to Greer (2024), 22% of workers reported negative effects on mental health. Trauma can be difficult to overcome, and many survivors try to avoid painful memories and carry on as normal. However, Van der Kolk (2014) said, doing so can require significant emotional energy . As noted by Fisher, Blau and Gendler (2025), trauma can affect how people think, feel, behave, and respond to stress long after the traumatic event has passed. Therefore, supportive leadership may play an important role in an individual’s recovery and overall wellbeing.
Greer (2024) argues, that trauma-informed workplace practices can help organisations create psychologically safe environments, improve employee wellbeing, and strengthen workplace relationships. Also, McKinsey (2026) argues that leaders should not focus only on eliminating workplace stress but instead help employees process and manage strain effectively . Therefore, organisations may benefit from leaders who can recognise the impact of trauma and provide appropriate support, particularly in fast-paced working environments. However, some organisations may struggle to implement trauma-informed practices, Alhalal and Alhalal (2025) found that a lack of training, knowledge, and support can make trauma-informed practice difficult to implement. 
2.1. [bookmark: _Toc232605136]Emotional Intelligence 
[bookmark: OLE_LINK6]Goleman (2020) argues that cognitive intelligence alone is not enough, the ability to understand and manage emotions is important, however Singh (2022) adds that leaders with high emotional intelligence communicate much more effectively, and build positive relationships that support teamwork and employee wellbeing . According to Khraim (2023), the effectiveness of emotional intelligence is influenced by organisational culture. An organisational culture that is supportive and encourages employee development can enhance the positive impact of emotional intelligence, whereas a more controlling and directive culture may reduce its effectiveness. While emotional intelligence has been linked to effective leadership, some researchers argue that it is not always beneficial. Vali (2026) suggests that emotionally intelligent leaders may manipulate others for personal gain, showing that the effectiveness of emotional intelligence depends on how it is applied.
 Goleman (2024) explains that effective leaders tend to have high emotional intelligence, which consists of four domains:
1. Self-awareness 
2. Self-management 
3. Social awareness 
4. Relationship management 
This model helps recognise emotions and understand how these emotions influence behaviour. It also suggests the importance of managing emotions effectively, understanding the emotions of others, and building positive relationships. Relationship management enables leaders to communicate effectively, influence others, and manage conflict better. In contrast, Robinson (2024) explains that Salovey and Mayer's Ability Model focuses on a person's ability to recognise, understand, use, and manage emotions. Khraim (2023) found that regulation of emotions had the strongest impact on job performance. Employees with higher emotional intelligence were better at solving problems, working with others, and managing workplace challenges. Overall, emotional intelligence supports a leader's effectiveness by enhancing self-awareness and communication, as well as by encouraging the essential management skills that can boost organisational efficiency. As a result, compassionate leadership can create a culture of care, support and trust (Ramachandran et al., 2024). 
2.2. [bookmark: _Toc232605137]Compassionate Leadership and Psychological Safety 
Leadership style affects how employees feel and perform. As noted by LaVenia and Lasater (2023) compassionate leadership is the ability to recognise when someone is struggling and take action to support them, it helps employee feel valued , supported and connected to organisation . Compassionate leadership requires leaders to move beyond empathy by recognising suffering, understanding its causes, and taking action to reduce it. A leader can understand that an employee is struggling, but compassionate leadership requires them to take action , Salminen‐Tuomaala and Seppälä (2022) highlighted that compassionate leadership is especially important during crises because employees need both emotional support and recognition of efforts . 
Compassionate leadership is closely linked to psychological safety. According to Edmondson (1999) psychological safety is the belief that employees can speak without thinking about interpersonal risk , raise concerns, and make mistakes without fear of negative consequences. In psychologically safe workplaces, employees feel comfortable speaking up and seeking support when needed. Edmondson (2019) highlights that fear can reduce a person's ability to think clearly, learn, solve problems, and perform effectively because the brain focuses on detecting and responding to threats. Hence, this highlights the importance of creating a psychologically safe workplace where employees feel trusted, safe, and able to speak openly about concerns without fear of judgement. Low levels of psychological safety can create an environment in which employees feel uncomfortable expressing opinions, admitting mistakes, or raising concerns (Agarwal and Anantatmula, 2023). As a result, openness, trust, and knowledge sharing may be reduced.
When a leader shows empathetic approach and provides support, employees may feel more confident in sharing ideas and raising concerns. As cited by Ramachandran et al. (2024) ‘A leader's emphasis during a crisis should be on making a connection rather than correction’. 
2.3. [bookmark: _Toc232605138]VUCA Through Effective Leadership and Trauma
The term VUCA refers to volatility, uncertainty, complexity and ambiguity and is used to describe modern organisational environments (Taskan et al., 2022). In such environments, employees may experience increased stress, pressure, and uncertainty. Therefore, leadership approaches such as trauma-informed practice, emotional intelligence, compassionate leadership, and psychological safety may play an important role in supporting employee wellbeing and organisational performance. According to Saha et al. (2023) emotional intelligence enables leaders to recognise and manage emotions during periods of change, this allows them to communicate effectively and manage conflicts better. Pansini, Buonomo and Benevene (2024) argued that compassionate leadership encourages leaders to provide support when employees are struggling, this leadership approach helps leaders identify when employees are struggling and respond with appropriate support, which can improve wellbeing. Similarly, psychologically safe workplaces allow employees to raise concerns, seek support, and contribute ideas without fear or judgment. These approaches may help organisations build resilience and adapt more effectively in VUCA world. 
John Lewis Partnership promotes employee wellbeing, inclusion, and belonging as part of its organisational culture (John Lewis Partnership, 2026). Supporting employees is viewed as an important factor in maintaining engagement, trust, empowerments, and long-term organisational success. 
However, implementing these approaches can be challenging, particularly within organisations facing high workloads or performance pressures. Xu and Yu (2025) found that workplace pressures can contribute to work-family conflict and burnout, showing the importance of organisational support for employee wellbeing.
3. [bookmark: _Toc232605139]Emotional Intelligence within TOAST 
TOAST is a British retail company working in clothing and homeware. The organisation operates 20 stores across the United Kingdom and 8 stores in the United States, supported by offices in London and Swansea, as well as a warehouse in Neath Port- Talbot. As a retail organisation, TOAST operates in a fast-paced and constantly changing environment. As discussed in the previous section, organisations operating in such environments may find it more difficult to implement wellbeing approaches due to operational pressures and limited time. Therefore, leadership approaches that support employee wellbeing, including trauma-informed practice and emotional intelligence, may be particularly important for frontline employees. This may be particularly important for employees working in operational roles, who often work under pressure and must respond to changing demands and unexpected challenges (Cogan et al., 2026).
Employees who feel supported are more likely to stay engaged, work effectively with others, and contribute to the organisation (Sabila et al., 2024). This is particularly important in a retail and warehouse operations environment, where teamwork, communication, and resilience play a key role in daily operations. By supporting employee wellbeing and creating positive working relationships, emotionally intelligent leadership may help reduce burnout and staff turnover, which are common challenges in operational and retail environments. 
3.1. [bookmark: _Toc232605140]Positive Aspect of Emotionally Intelligent Leadership
The death of a parent can be one of the most difficult experiences an individual faces , according to Schoonover et al.( 2023) parental bereavement can affect employees emotional wellbeing, work performance, and ability to manage daily responsibilities . 
One positive example of high emotional intelligence happened when an employee returned to work shortly after losing a parent. The employee struggled to concentrate, became more irritable, and showed signs of exhaustion. The employee was invited to a meeting where a senior manager expressed concerns about behaviour and suggested taking additional time off. The manager also shared that she had lost a parent herself and understood how difficult it can be to cope with such a loss.
This situation showed a high level of emotional intelligence and compassionate leadership. The manager recognised that employee was struggling, understood the emotional impact of loss, and responded with empathy and support rather than focusing on performance at work. This example shows how empathy can help leaders recognise when employees are struggling and respond in a supportive way (Vallette d’Osia and Meier, 2024). This experience showed the importance of keeping close communication with employees, as it enabled the manager to identify behavioural changes and provide support during a period of trauma. Hammer et al. (2024) similarly highlight the important role managers play in supporting employee mental health and wellbeing.
3.2. [bookmark: _Toc232605141]Negative Aspect of Low Emotionally Intelligent Leadership 
Employees are more likely to trust managers whose behaviour remains predictable and does not change depending on circumstances or mood. When employees know what to expect from manager, they may be more likely to develop trust and feel comfortable raising concerns or seeking support. Trust is important because it encourages communication and stronger workplace relationships (Zaayman and Motala, 2024).
One of the most noticeable signs of low emotional intelligence within the management team was inconsistency in behaviour and body language. The same manager often responded differently to similar situations. On some occasions, mistakes were met with understanding and support, while on others they were met with visible frustration, negative body language, or changes in tone. This approach reduced trust in management and discouraged employee voice. When employees were unsure how their manager would react, they became less likely to raise concerns, report mistakes, or discuss problems openly. In a warehouse environment, where health and safety depend on effective communication, this can be problematic. Employees are often the first to notice errors or risks, and managers often rely on their insights to improve organisational performance. Morrison (2011) suggests that employees do not automatically raise concerns when problems occur but, instead they assess how safe it is to speak up and consider whether managers are likely to respond positively or negatively before deciding to share information. Consequently, when the employee voice is reduced, employees may experience barriers to learning and lose motivation, while the manager receives less information, leading to negative outcomes in the organisational efficiency. 
In my opinion, managers should be consistent in their behaviour, as predictability helps employees build trust and feel more comfortable raising concerns or admitting mistakes.
4. [bookmark: _Toc232605142]Personal Emotional Intelligence 
Emotional intelligence quizzes showed a score of 93%, suggesting a fairly high level of emotional intelligence. Haber‐Curran (2024) said that emotional intelligence involves both intrapersonal and interpersonal skills, including self-awareness, empathy, social skills, and self-regulation. My results support this view, with high scores in social awareness, relationship management and self-management. The results demonstrate an ability to understand the emotions and needs of others and prove that I can build positive relationships and effectively manage my own emotions. Quizzes also indicated high levels of empathy, which aligns with my own experiences of recognising when others are struggling and providing support when needed. I believe empathy is closely linked with kindness because recognising how another person feels often encourages compassionate behaviour. In contrast in Perry (2026) podcasts David Benney highlights that senior managers often mislead being kind as soft approach . 
[bookmark: OLE_LINK1]One area for development identified by the quizzes was self-awareness. The results suggest that I can recognise and understand the behaviour and emotions of others and how these may influence different situations. However, I may be less aware of how my own behaviour and reactions affect those around me. While I am generally able to recognise my emotions and understand why they occur, I do not always manage them effectively as mentioned by Harley (2024), self-aware leaders are better able to regulate emotions , helping to improve communication and build trust within teams. Therefore, developing greater self-awareness and emotional regulation may help me become a more effective leader and improve my personal life. 
I have already begun developing my self-awareness by taking time to recognise and reflect on my emotions. When I feel strong emotions arising, I try to understand why they are present and consider how I can respond to them in a constructive way. This has helped me become more aware of my emotional triggers and how they influence my behaviour. I have also started working on my inner voice and self-discipline. By becoming more aware of these thoughts and challenging them, I am learning to stay focused and remain disciplined. One of the next strategies I plan to introduce is mindfulness. According to Zhou, Wang and Sin (2023) mindfulness can positively influence leaders wellbeing, behaviour, and overall effectiveness. Meditation helps better understand emotions, thoughts, and reactions. Research also found that leaders who practise mindfulness are often better able to engage employees and communicate effectively (Cristina-Dana Popescu, 2026).
I believe this will help me become more aware of my thoughts, emotions, and reactions, enabling me to manage them more effectively in both my personal and professional life.
5. [bookmark: _Toc232605143]Conclusion 
The report has highlighted the importance of trauma-informed practice, emotional intelligence, compassionate leadership, and psychological safety in supporting employee wellbeing within a VUCA environment. The literature suggests that emotionally intelligent leaders are better able to recognise and respond to employee needs, build positive relationships, and create psychologically safe workplaces. The examples of TOAST demonstrated both the positive impact of emotionally intelligent leadership and the negative consequences that can arise when emotional intelligence is missing. The findings also highlighted the importance of trust, communication, and employee voice in maintaining organisational success. 
Finally, the personal emotional intelligence quizzes showed strengths in empathy, social awareness, and relationship management, while also demonstrating opportunities to further develop self-awareness. Overall, the report showed that being a leader is not just about hitting targets and delegating tasks. A leader must demonstrate passion and understand both own emotions and those of others to help employees get through difficult times. When employees feel valued and supported, they may be better able to cope with challenges and contribute to organisational success. When leaders demonstrate positive human qualities such as empathy, kindness, and respect, employees are more likely to follow example (Amah, 2023). As a result, employees may contribute not only through performance targets but also through commitment, engagement, and support for others. 
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