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[bookmark: _Toc224898515]INTRODUCTION
There is a moment most people will recognise, sitting in a difficult meeting, feeling frustration building, and saying something they later regret. Or the opposite: noticing a colleague is unusually quiet, sensing something is wrong, and choosing to check in rather than carry on. These small, everyday decisions are where emotional intelligence lives. It is not an abstract quality reserved for leaders or therapists. It is the practical capacity to notice what is happening emotionally in yourself and in the people around you, and to do something useful with that information.
Daniel Goleman captured it simply when he wrote that being tuned out of your own emotions makes you poor at reading them in others (Goleman, 1995). That observation feels as relevant in a busy open-plan office or a remote video call as it did when he first made it. What has changed is the complexity of the environments in which people are now expected to exercise this capacity. Organisations today bring together people from genuinely different generational backgrounds, working across hybrid arrangements, navigating constant change, and carrying the emotional weight of post-pandemic uncertainty. In that context, emotional intelligence is not a soft add-on to professional development, it is one of the core competencies that determines whether teams’ function well.
This report was prepared for the Senior Management Team following the recent presentation on emotional intelligence development. It sets out to do two things. First, it critically examines how employees can practically apply the components of emotional intelligence in their day-to-day working lives, drawing on the key models explored during the module. Second, it looks at what managers genuinely need to understand about generational differences, between Generation X, Generation Y, and Generation Z, when they are making recruitment decisions and trying to build workplaces where different kinds of people can thrive. The report closes with a set of actionable recommendations for the organisation.




[bookmark: _Toc224898516]SECTION 1: HOW EMPLOYEES USE EMOTIONAL INTELLIGENCE COMPONENTS IN THE WORKPLACE
[bookmark: _Toc224898517]1.1 Why EI Matters at Work
Academic definitions of emotional intelligence have multiplied since Salovey and Mayer (1990, p.189) first described it as "the ability to monitor one's own and others' feelings and emotions, to discriminate among them and to use this information to guide one's thinking and actions." What matters in an organisational context is not the definition but the application, how does this capacity, or its absence, show up in the way people work?
The honest answer is, constantly. Every performance conversation, every team conflict, every moment of feedback given or received, every decision made under pressure, these are all, in part, emotional events. How individuals navigate them shapes outcomes far beyond what technical competence alone can determine. Lopes et al. (2004) found that people with stronger emotional intelligence received notably higher performance ratings from their peers and reported better quality relationships at work. The mechanism is not mysterious they were simply more attuned to what was happening around them and more skilled at responding to it constructively.
Three frameworks illuminate different aspects of this capacity and are worth exploring in some depth.
[bookmark: _Toc224898518]1.2 Goleman's Framework: The Five Competencies in Practice
Goleman's (1995) model is the most widely used in organisational settings, and for good reason it translates psychological theory into observable, developable behaviours. His five competencies are self-awareness, self-regulation, motivation, empathy, and social skills.
[bookmark: _Toc224898519]Self-awareness is where everything begins. An employee who can accurately identify what they are feeling and crucially, why is in a fundamentally different position from one who cannot. Consider two colleagues who both receive critical feedback from a manager. One experiences a spike of shame that they cannot name, becomes defensive, and the conversation deteriorates. The other notices the same discomfort, labels it, and can stay present in the conversation long enough to extract something genuinely useful from the feedback. The difference is not personality; it is a practised skill. Journaling, as explored in the earlier presentation, is one of the most straightforward ways to build this skill. Writing down emotional responses regularly creates a kind of internal vocabulary that makes it easier to recognise patterns, which situations trigger anxiety, which conversations tend to produce disproportionate reactions, and why (Goleman and Davidson, 2017).
[bookmark: _Toc224898520]Self-regulation is what happens next. Once an emotion is recognised, the question is what to do with it. Gross (2002) draws an important distinction between changing how you appraise a situation before it escalates and trying to suppress a reaction after it has already arrived. The first approach, reframing is significantly more effective. In practice, this might mean an employee heading into a tense client meeting choosing to frame it as a problem-solving opportunity rather than a confrontation, or a manager preparing for a difficult conversation by mentally shifting from "this person is being difficult" to "this person is probably feeling threatened." These small cognitive shifts change the emotional starting point, which changes the quality of what follows. The STOP technique, a moment of deliberate pause before responding, gives people just enough space to choose their response rather than react automatically.
[bookmark: _Toc224898521]Motivation, as Goleman uses the term, is about intrinsic drive, the kind of commitment that keeps people going when things are difficult, not because they fear consequences but because the work itself matters to them. This connects directly to what Deci and Ryan (2000) describe as self-determination: people are intrinsically motivated when they feel autonomous, when they feel competent, and when they feel genuinely connected to the people around them. Organisations that structure roles to meet these three needs are, in effect, activating the motivational dimension of emotional intelligence across their workforce not through incentive schemes, but through the design of the work itself.
[bookmark: _Toc224898522]Empathy is often misunderstood as being nice to people or agreeing with them. It is more demanding than that. Empathy means genuinely trying to understand what someone else is experiencing, their perspective, their emotional state, what might be driving their behaviour without necessarily sharing or endorsing it. In management terms, empathy is what allows a team leader to notice that a high performer has been delivering below their usual standard and to respond with a curious, private conversation rather than a formal performance warning. It is what allows an HR professional to hold the tension between an employee's distress and the organisation's legitimate needs without dismissing either. Goleman (1995) argues that empathy is particularly critical in roles that require navigating cultural difference, managing conflict, or retaining talented people, all of which are increasingly core management responsibilities.
[bookmark: _Toc224898523]Social skills are where internal EI capacity becomes visible and impactful. They encompass the ability to communicate clearly, manage disagreement without damaging relationships, inspire confidence, and build genuine professional rapport. There is a meaningful difference between an employee who has developed strong self-awareness and regulation but keeps it entirely internal, and one who can translate that into the quality of their actual interactions. Assertive communication, expressing needs and positions clearly and respectfully, without either aggression or passive withdrawal is a concrete social skill with direct implications for how teams’ function and how conflicts get resolved.
[bookmark: _Toc224898524]1.3 Salovey and Mayer's Ability Model: A More Precise Lens
Where Goleman's model is broad and practically oriented, Salovey and Mayer's (1990) ability model is more precise. They describe four branches of EI arranged in order of complexity: perceiving emotions accurately, using emotions to support thinking, understanding how emotions develop and change, and managing emotions in oneself and others.
What this model contributes to an organisational understanding of EI is the insight that these capacities build on one another. An employee who cannot accurately perceive that a colleague's abruptness reflects anxiety rather than hostility (Branch 1) will never reach the point of adjusting their communication to ease that anxiety (Branch 4). The chain breaks early. This is why organisations that invest only in communication skills training without also developing the perceptual and interpretive capacities that feed it, often find that the training does not stick. The technique is there, but the emotional reading that would tell someone when and how to apply it is not.
[bookmark: _Toc224898525]1.4 Bar-On's Model and the Contribution of Mindfulness
Bar-On's (2006) mixed model adds a dimension that the other two frameworks leave somewhat implicit: adaptability. He identifies the capacity to be realistic, flexible, and effective under pressure as a genuine emotional intelligence competency, not just a cognitive or personality trait. This is particularly relevant in modern workplaces characterised by ambiguity and constant change, where the ability to regulate emotional responses to uncertainty is arguably as important as any technical skill.
Mindfulness sits at the heart of developing all these capacities. Goleman and Davidson (2017) make the case, drawing on neuroscience, that sustained mindfulness practice, meditation, breathing exercises, and deliberate present-moment awareness, physically strengthens the areas of the brain associated with self-awareness and emotional regulation. The 4-7-8 breathing technique and morning meditation explored in the earlier presentation are not wellness add-ons; they are evidence-based practices that directly build the neural infrastructure underpinning effective emotional functioning at work.
[bookmark: _Toc224898526]1.5 An Honest Limitation
It would be incomplete to discuss EI in the workplace without acknowledging the criticism that the concept has attracted. Locke (2005) argues that many EI frameworks lack sufficient discriminant validity that what they measure overlaps substantially with established personality traits such as agreeableness, making the construct less novel than its proponents suggest. There is also a more structural concern: EI frameworks can inadvertently place a disproportionate burden of emotional management on employees, particularly women, people of colour, and others who already navigate additional social pressures at work without addressing the organisational conditions that create those pressures in the first place. A genuinely emotionally intelligent organisation is not one that asks individuals to manage their feelings more skilfully while leaving systemic issues intact. It is one that pairs individual development with meaningful structural change.

[bookmark: _Toc224898527]SECTION 2: GENERATIONAL CHARACTERISTICS AND WHAT MANAGERS NEED TO KNOW
[bookmark: _Toc224898528]2.1 The Reality of Managing Across Generations
It has become common to hear organisations talk about managing a multi-generational workforce as though it were a new challenge. In one sense it always has been older and younger workers have always seen the world differently. What is genuinely different now is the breadth of the gap. An organisation might currently employ someone who began their career on a typewriter and someone who has never sent a physical letter. They share an office, or a Teams channel, and are expected to collaborate effectively. Whether they do depend significantly on whether the managers between them understand what each person is bringing to that relationship.
Generational frameworks are tools, not rules. Every individual is shaped by far more than their birth year. But as analytical lenses, the broad characteristics associated with Generation X, Generation Y, and Generation Z offer genuinely useful guidance for recruitment decisions, management styles, and the design of working environments.
[bookmark: _Toc224898529]2.2 Generation X: The Overlooked Middle
Generation X, broadly those born between 1965 and 1980, came of age during a period of economic volatility, large-scale corporate restructuring, and the early personal computing revolution. They watched their parents' generation give everything to organisations that then downsized without ceremony. The lesson many of them took was that institutional loyalty is a poor trade, and that self-reliance is more dependable than any employer's promises (Coupland, 1991).
In the workplace, Generation X tends to be pragmatic, direct, and genuinely autonomous. They do not typically need, and frequently do not want, extensive oversight or frequent reassurance. They get on with things. Their scepticism toward authority and formal hierarchy can be misread by younger managers as disengagement or negativity, when it is more accurately understood as a preference for being judged on outcomes rather than processes. Smola and Sutton (2002) found that Generation X workers valued flexibility, competence-based recognition, and work-life balance more consistently than younger cohorts at the same career stage, a finding that has only become more relevant as flexible working has become mainstream.
For managers recruiting or managing Generation X employees, the practical implications are clear. Be direct. Trust their experience. Avoid micro-management. And recognise that their communication preference for concise, substantive information over endless process meetings is not a character flaw, it is a reasonable professional expectation shaped by decades of observing what wastes time and what does not. Their potential as mentors for younger colleagues is frequently underutilised; they carry institutional knowledge and hard-won practical wisdom that no induction programme can replicate.
[bookmark: _Toc224898530]2.3 Generation Y: Purpose, Feedback, and High Expectations
Millennials, born roughly between 1981 and 1996, are now the largest cohort in the global workforce and have attracted more management research attention than any other generation. They entered a labour market reshaped by the 2008 financial crisis, accumulated significant educational debt in many cases, and came of age in an era of heightened awareness around mental health, social justice, and climate change. These experiences have produced a cohort with genuinely high expectations of their employers, not primarily in terms of salary, but in terms of values, culture, and meaning.
Deloitte's (2023) survey consistently finds that Millennials prioritise employer ethics and social purpose above compensation in career decisions. This is not idealism disconnected from economic reality; it reflects a generation that has seen enough of institutions failing people to be selective about which ones they invest in. Organisations with weak or performative commitments to sustainability, diversity, or employee wellbeing will find it increasingly difficult to attract and retain strong Millennial candidates regardless of the financial package on offer.
In emotional intelligence terms, many Millennials demonstrate notable empathy and social awareness, shaped partly by growing up in environments that normalised emotional vocabulary and mental health conversation more than previous generations. At the same time, Twenge (2010) notes that some research points to higher expectations of recognition and lower frustration tolerance in this cohort characteristics that are more productively addressed through structured feedback mechanisms and clear developmental pathways than through either accommodation or dismissal.
Millennials respond well to coaching-style management, collaborative decision-making, and genuine transparency from leadership. A manager who explains the reasoning behind decisions, invites input, and provides regular, honest developmental feedback will typically get far more from a Millennial employee than one who simply issues instructions and expects compliance.
[bookmark: _Toc224898531]2.4 Generation Z: Digital Natives, High Standards, Complex Needs
The oldest members of Generation Z, born approximately 1997 to 2012, are now in their late twenties, and this cohort is moving into the workforce rapidly. They are the first generation to have grown up entirely within the internet era, and their relationship with digital technology, information, and communication is qualitatively different from all previous cohorts. They do not use technology as a tool added onto an analogue life, it is the medium through which much of their social and professional world is structured (Francis and Hoefel, 2018).
Generation Z tends to be pragmatic about financial security in ways that sometimes surprise commentators who expected digital natives to be less materially focused. Having grown up watching the economic instability of 2008 and then experiencing the COVID-19 pandemic during formative years, financial security matters to them, but so does working for organisations whose values they can genuinely stand behind. They are the most ethnically and culturally diverse generation yet, and their sensitivity to issues of inclusion, representation, and authenticity is not performative. They notice very quickly when DEI commitments are rhetorical rather than structural, and they are more willing than previous generations to leave, or to avoid joining, organisations that fail that test.
Their communication preferences lean toward digital, asynchronous, and relatively brief interactions. Long meetings with no clear purpose feel particularly wasteful to this cohort. Traditional top-down management styles tend to be experienced as alienating rather than simply old-fashioned. Mental health awareness is embedded in how Generation Z understands the world, they are more likely to name psychological difficulty openly and to expect organisations to respond with genuine structural support rather than token gestures such as one-off wellbeing days.
For managers, recruiting Generation Z effectively means being honest rather than aspirational in how the organisation presents itself, offering digital-first working tools and flexible arrangements as standard, and ensuring that mental health support is genuinely embedded in culture rather than listed in an employee handbook nobody reads.
[bookmark: _Toc224898532]2.5 Bringing Generations Together as an EI Task
Managing a team that spans three generations is, at its core, an emotional intelligence task. The frustration a Generation X manager might feel at a Generation Z employee's apparent need for constant reassurance, or the impatience a Millennial manager might experience when a Generation X colleague resists a new digital process, these are emotional reactions to perceived difference. Managing them well requires precisely the self-awareness, empathy, and social skills that the EI models describe. Organisations that invest in EI development are, among other things, equipping their managers to lead across generational difference with curiosity rather than irritation.

[bookmark: _Toc224898533]SECTION 3: CONCLUSION AND RECOMMENDATIONS
[bookmark: _Toc224898534]Conclusion
The central thread running through both sections of this report is straightforward: the quality of working life for individuals, teams, and organisations is profoundly shaped by how well people understand and manage emotional experience, both their own and that of others. This is not a peripheral concern. It sits at the heart of how decisions get made, how conflicts get resolved, how talent is retained, and how organisations adapt to change.
The EI frameworks examined here, Goleman's competency model, Salovey and Mayer's ability model, and Bar-On's mixed model are not competing explanations of the same thing. They illuminate different aspects of a complex human capacity. Together they make a compelling case that EI is developable, that mindfulness is one of the most effective tools for developing it, and that organisations which treat emotional intelligence as a strategic priority rather than a personal attribute will be better positioned across every dimension of performance.
The generational analysis adds a further layer. An emotionally intelligent organisation in 2026 is one that recognises that its workforce carries genuinely different expectations, communication styles, and motivational needs depending on when and how people grew up — and that building a culture where these differences are understood and respected is not a management nicety but a business necessity.
[bookmark: _Toc224898535]Recommendations
Integrate EI into management development as a core component, not an elective. All managers should receive structured, practical training in self-awareness, empathy, and constructive communication, with 360-degree feedback mechanisms that provide honest information about how their emotional style is experienced by their teams.
Establish organisation-wide mindfulness provision. Drawing on the evidence base in Goleman and Davidson (2017), the organisation should make accessible mindfulness resources, breathing techniques, short, guided meditation practices, and stress regulation tools, available to all employees, embedded in the working day rather than offered only as a separate wellbeing initiative.
Review recruitment processes through a generational lens. Job descriptions, interview formats, and onboarding programmes should be assessed for whether they meaningfully speak to the values, communication preferences, and expectations of Generation Y and Z candidates, while respecting the autonomy and experience that Generation X professionals bring.
Create structured cross-generational mentoring relationships. Pairing Generation X employees with younger colleagues in formal reverse-mentoring arrangements allows knowledge and experience to flow in both directions, technical fluency and cultural awareness from younger workers, professional judgement and institutional knowledge from more experienced ones.
Treat psychological safety as a leadership responsibility, not an HR programme. The conditions under which emotional intelligence is most productively expressed at work are those where people feel safe enough to be honest, to acknowledge difficulty, and to challenge without fear of punishment. Senior leaders create these conditions primarily through their own behaviour by modelling vulnerability, acknowledging what they do not know, and responding to dissent with curiosity rather than defensiveness.
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