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Task 1: Emotional Intelligence in the Workplace
1.1 Introduction
Emotional intelligence (EI) has become increasingly significant in contemporary organisations because employees are expected to manage complex relationships, respond constructively to change and perform effectively under pressure. Salovey and Mayer (1990) originally defined EI as the ability to monitor one’s own and others’ emotions, distinguish between different emotional states and use emotional information to guide thinking and behaviour. This definition positions emotion not as an obstacle to rational performance, but as an important source of information. Goleman (1998) later popularised EI within organisational settings by connecting emotional competencies with leadership, motivation, communication and workplace effectiveness. However, the rapid popularity of EI has also generated criticism because some claims about its influence have exceeded the available scientific evidence. Fernández-Berrocal and Extremera (2006), for example, argue that the concept has sometimes been oversimplified in applied and commercial settings.
A balanced assessment must therefore recognise both the practical importance of emotional capabilities and the conceptual limitations of EI models. This section critically evaluates how employees can apply core EI components to improve performance, collaboration and wellbeing. It compares Goleman’s competency framework, Mayer and Salovey’s Ability Model and Bar-On’s Emotional-Social Intelligence Model before examining the contribution of EI to communication, conflict management, leadership and decision-making.
1.2 Critical Perspectives on Emotional Intelligence
The Mayer and Salovey Ability Model conceptualise EI as a form of mental ability involving four related branches: perceiving emotions, using emotions to support thought, understanding emotional information and regulating emotions. Emotional perception represents the ability to identify emotions accurately in oneself and others. Using emotion involves drawing upon feelings to guide attention and thinking. Emotional understanding concerns the ability to recognise emotional causes, combinations and transitions. Emotional regulation refers to managing emotions constructively to support personal and intellectual development (Mayer and Salovey, 1997). The model is hierarchical because effective emotional regulation depends partly upon the more basic abilities of perception and understanding.
A major strength of the Ability Model is its relatively clear theoretical foundation. It treats EI as a set of abilities rather than as a broad collection of positive personality characteristics. This allows it to be measured through performance-based instruments such as the Mayer-Salovey-Caruso Emotional Intelligence Test. However, ability measures are not free from criticism. Some tests use abstract tasks, such as identifying emotions in images or artistic material, which may not closely represent real workplace situations. Krishnakumar et al. (2016) argue that EI assessments may predict workplace outcomes more effectively when they use realistic employment scenarios. Their workplace-focused ability measure predicted job satisfaction, job stress and performance, suggesting that context is important when evaluating emotional competence.
Goleman’s model adopts a broader workplace-focused approach. It originally included five components: self-awareness, self-regulation, motivation, empathy and social skills. Later versions grouped emotional competencies into self-awareness, self-management, social awareness and relationship management. Goleman’s framework is attractive to organisations because it translates EI into observable behaviours, including adaptability, communication, conflict management, influence, teamwork and leadership. Within this model, emotional competencies are learned capabilities that allow employees to use their emotional potential effectively at work.
Nevertheless, Goleman’s model has been criticised for combining EI with motivation, personality, leadership and social competence. This creates uncertainty about whether it measures a distinct intelligence or a wide range of desirable workplace behaviours. Claims that EI is more important than cognitive intelligence have also been questioned. Krishnakumar et al. (2016) note that relationships between ability EI and job performance are generally positive but modest after personality and cognitive ability are considered. Therefore, EI should not be presented as a replacement for technical expertise, professional knowledge or cognitive intelligence. Its value is better understood as complementary: employees may possess excellent technical knowledge but still perform poorly when they cannot manage pressure, communicate constructively or maintain effective working relationships.
Bar-On’s Emotional-Social Intelligence Model is broader still. It defines emotional-social intelligence as a combination of competencies, skills and facilitators that influence how effectively people understand themselves, relate to others and manage environmental demands. The model includes intrapersonal skills, interpersonal skills, adaptability, stress management and general mood. Its specific dimensions include emotional self-awareness, assertiveness, empathy, social responsibility, flexibility, problem-solving, stress tolerance, impulse control, optimism and happiness.
The Bar-On model is particularly useful in contemporary organisations because it recognises that performance depends upon resilience, flexibility and stress tolerance, as well as interpersonal competence. These capabilities are increasingly relevant in hybrid work, organisational restructuring and technologically disrupted environments. However, because the model incorporates mood and personality characteristics, it may overlap with established personality constructs. Its broad scope makes it practically comprehensive but theoretically less precise than Mayer and Salovey’s model.
Together, the three frameworks offer complementary perspectives. Mayer and Salovey explain emotional information-processing abilities; Goleman identifies workplace competencies; and Bar-On highlights emotional-social functioning, stress management and adaptability. Rather than selecting one model as universally superior, organisations should match the framework to the purpose. Ability models may be more suitable for research and carefully designed assessments, whereas competency and emotional-social models may be more accessible for coaching, development and performance conversations.
1.3 Applying EI to Employee Performance and Wellbeing
Self-awareness is the foundation of emotionally intelligent performance. Employees who recognise their emotions, triggers, strengths and limitations are better positioned to understand how these factors influence their behaviour. For example, an employee who identifies anxiety before a presentation can prepare coping strategies rather than interpreting the feeling as evidence of incompetence. Similarly, a manager who recognises personal frustration during a performance discussion can prevent it from becoming criticism or aggression. Tools such as reflective journals, emotion diaries, feedback, the Johari Window and mindfulness practices can strengthen self-awareness. The module materials identify intentional reflection and journalling as practical methods for developing this capability.
However, self-awareness alone does not guarantee constructive behaviour. Individuals may correctly identify anger but still express it inappropriately. Self-management is therefore essential. It involves controlling disruptive impulses, remaining calm under pressure, adapting to change and thinking before acting. In the workplace, self-management enables employees to pause before responding to a provocative email, recover from setbacks and focus on long-term goals. This is closely connected to Bar-On’s stress tolerance and impulse control dimensions. The workplace materials similarly emphasise emotional resilience, adaptability and the capacity to maintain performance under pressure.
Effective self-management can improve wellbeing by reducing prolonged emotional reactivity. It does not mean suppressing all negative emotions. Suppression may hide legitimate concerns, contribute to stress or prevent employees from challenging poor practice. Emotionally intelligent regulation instead involves acknowledging feelings, evaluating their meaning and choosing a proportionate response. Employees should therefore be encouraged to express disagreement respectfully rather than being expected to remain permanently positive.
Motivation is another important element of Goleman’s framework. Emotionally intelligent employees can use emotional energy to maintain commitment, recover after failure and pursue meaningful goals. Positive emotions can support creativity and persistence, while anxiety can sometimes signal the need for preparation. Nevertheless, organisations should not use EI discourse to place complete responsibility for motivation on employees. Poor job design, excessive workloads, unfair treatment and inadequate resources cannot be corrected solely through emotional self-management. EI development should complement, rather than replace, organisational responsibility for healthy working conditions.
Empathy and social awareness support collaboration by enabling employees to interpret colleagues’ feelings, needs and perspectives. Empathy may be demonstrated through active listening, checking assumptions and adjusting communication. For example, when a colleague becomes unusually quiet during a meeting, an emotionally intelligent employee avoids immediately interpreting the behaviour as disengagement. Instead, they may ask a respectful question or create an opportunity for the colleague to contribute. Empathy is especially valuable in culturally and generationally diverse teams because identical behaviours may have different meanings across individuals.
However, empathy can be misused or become emotionally demanding. Understanding another person’s feelings does not automatically produce ethical behaviour; an individual could use emotional knowledge to manipulate. In addition, employees in caring or customer-facing roles may experience emotional exhaustion if empathy is not supported by boundaries and organisational resources. EI must therefore be combined with ethical standards, fairness and psychological safety.
1.4 Emotional Intelligence and Communication
EI contributes to effective communication because employees must recognise both the content and emotional impact of messages. Self-awareness helps speakers understand how tone, timing and body language influence others. Social awareness helps listeners identify emotional cues and adapt their response. Relationship management then enables individuals to communicate difficult information while protecting dignity and maintaining trust.
Active listening is a central application. Employees who listen without interrupting, reflect back key points and check understanding are less likely to misinterpret colleagues. The stress management materials recommend silencing internal dialogue, avoiding premature answers, summarising what has been heard and asking questions to clarify meaning. These behaviours are particularly important in hybrid or digital communication, where emotional cues may be reduced and brief written messages can be misunderstood.
Nevertheless, emotionally intelligent communication is not simply politeness. In some situations, effective communication requires direct challenge, constructive feedback or the escalation of serious concerns. Excessive concern about maintaining harmony may lead to avoidance. EI should enable employees to communicate honestly and respectfully, rather than suppressing disagreement.


1.5 Conflict Management and Collaboration
Conflict often arises from differences in priorities, values, communication styles and perceptions of fairness. EI assists conflict management by helping employees recognise escalating emotions before they become counterproductive. Self-regulation reduces impulsive responses, empathy supports perspective-taking and relationship management allows parties to seek common ground.
For example, during disagreement over workload distribution, an emotionally intelligent team member would separate the issue from personal identity, describe the impact of the current arrangement and invite alternative solutions. They would avoid blame, listen to the concerns of others and focus upon evidence. Such an approach can convert conflict from a personal struggle into a problem-solving discussion.
Research supports the relationship between EI and constructive discretionary behaviour. Dirican and Erdil (2020) found that the ability to understand others’ emotions predicted interpersonal organisational citizenship behaviour, while emotional regulation was associated with lower interpersonal counterproductive behaviour. Self-emotion appraisal was positively associated with citizenship behaviour and negatively associated with harmful workplace behaviour. These findings suggest that EI may enhance cooperation and reduce aggression, withdrawal or hostility.
However, EI cannot eliminate structural conflict caused by unequal power, discrimination, unclear roles or limited resources. Treating every conflict as an emotional misunderstanding risks ignoring legitimate organisational problems. Emotionally intelligent conflict management should therefore combine relational competence with fair procedures and accountability.
1.6 Leadership and Decision-Making
Emotionally intelligent leadership involves recognising the emotional climate of a team and responding in ways that support performance and trust. Leaders with self-awareness are more likely to recognise how their mood affects employees. Self-regulation allows them to respond calmly during uncertainty. Empathy helps them understand employee concerns, while relationship management supports motivation, feedback and change leadership.
The contrast between resonant and dissonant leadership illustrates this point. Resonant leaders are emotionally attuned, communicate shared values and create a sense of connection. Dissonant leaders fail to interpret emotional signals and may create anxiety or disengagement. Nevertheless, effective leadership also requires strategic judgement, competence and moral responsibility. Empathy without accountability may result in avoided decisions, while confidence without empathy may produce fear.
EI also contributes to decision-making by helping employees recognise when emotions provide relevant information. Fear may signal risk, frustration may indicate an obstacle, and enthusiasm may support creative thinking. Mayer and Salovey’s model propose that emotions can facilitate cognition when used appropriately. Yet emotions can also distort judgement through bias, overconfidence or impulsivity. Emotionally intelligent decision-making therefore requires integration rather than domination: feelings should be acknowledged and examined alongside evidence, organisational values and long-term consequences.
1.7 Conclusion
Emotional intelligence can improve workplace performance, collaboration and wellbeing by strengthening self-awareness, emotional regulation, empathy, adaptability and relationship management. Mayer and Salovey provide the strongest ability-based explanation of emotional processing, Goleman offers an accessible workplace competency framework, and Bar-On highlights adaptability, stress management and emotional-social functioning. Each model contributes valuable insights, although all have conceptual and measurement limitations.
EI supports communication by improving listening and awareness of emotional cues; it supports conflict management by reducing impulsivity and encouraging perspective-taking; and it supports leadership and decision-making by helping employees integrate emotional and rational information. However, EI is not a universal solution. Its effectiveness depends on organisational culture, ethical leadership, fair systems, manageable workloads and appropriate technical competence. Contemporary organisations should therefore treat EI as a developable and complementary capability rather than as a substitute for structural improvement or professional expertise.

Task 2: Managing a Multigenerational Workforce
2.1 Introduction
Contemporary organisations increasingly employ people from several generations, each shaped by different economic conditions, technologies, educational experiences and social expectations. Generation X, Generation Y, commonly known as Millennials, and Generation Z may therefore bring different approaches to communication, motivation, career development and technology. These differences can provide valuable diversity of experience, but they can also create misunderstanding when managers rely on assumptions rather than understanding individual employees.
Generational categories should be applied cautiously. Birth-year boundaries vary between researchers, and employees within the same generation are not identical. Personality, culture, occupation, education and life stage may explain behaviour more accurately than age alone. Consequently, generational analysis should guide managerial curiosity rather than justify stereotypes. This section evaluates the characteristics commonly associated with Generation X, Millennials and Generation Z and examines how emotional intelligence and mindfulness can support inclusive recruitment, management and retention.
2.2 Generational Characteristics and Workplace Expectations
Generation X is generally defined as employees born between approximately 1965 and 1980. Members of this generation entered employment before digital technology became central to everyday working life. They are frequently described as independent, pragmatic, adaptable and self-reliant. Their workplace expectations may include autonomy, stability, work–life balance and clear communication. The assignment guidance similarly identifies Generation X as independent and adaptable, with a preference for autonomy and straightforward communication.
These characteristics can benefit organisations because experienced Generation X employees may combine institutional knowledge with an ability to work independently. They can provide continuity during change and may be effective mentors. However, a strong preference for autonomy may be interpreted by younger colleagues as limited collaboration, while their tendency towards emotional restraint may appear distant. Conversely, Generation X employees may view frequent requests for feedback from younger colleagues as dependence. Emotionally intelligent managers must distinguish between genuine performance issues and differences in preferred working styles.
Generation Y, or Millennials, commonly includes employees born between approximately 1981 and 1996, although boundaries differ. Millennials entered employment during rapid internet expansion, globalisation and changing expectations of organisational careers. They are often characterised as technologically confident, collaborative and motivated by meaningful work, learning opportunities, recognition and regular feedback. The module guidance describes Millennials as technology-oriented employees who value teamwork, purpose, development and acknowledgement.
Millennials may strengthen organisational effectiveness through collaborative working, openness to innovation and willingness to use digital platforms. Their desire for regular feedback can support continuous improvement when performance management is constructive. Nevertheless, this preference may create tension with managers who are accustomed to annual appraisal systems or limited supervision. Organisations may also struggle to retain Millennials when development opportunities, flexibility or organisational purpose are unclear. However, claims that all Millennials lack loyalty are simplistic. Employees may leave because of limited progression, poor management or unfair employment conditions rather than because of generational identity.
Generation Z generally refers to those born from the mid-to-late 1990s onwards. As digital natives, many have grown up with smartphones, social media, instant access to information and online learning. They are often associated with technological adaptability, entrepreneurship, diversity, flexibility, authenticity and concern for mental wellbeing. They may expect inclusive leadership, rapid communication, ethical organisational behaviour and opportunities to contribute directly. The assignment guidance similarly notes that Generation Z values diversity, flexibility, psychological wellbeing and emotionally intelligent leadership.
Generation Z’s technological confidence can help organisations adopt new systems and respond quickly to changing customer expectations. Their awareness of inclusion and wellbeing may also challenge organisations to improve outdated practices. However, technological fluency should not be assumed in every individual, and strong digital communication does not necessarily equal effective interpersonal communication. Some younger employees may require support in managing face-to-face conflict, ambiguous workplace situations and professional boundaries.
Recent emotional-intelligence data also indicates that Generation Z may face wellbeing risks. The State of the Heart 2024 report found lower emotional-intelligence-related “Drive” scores and higher burnout among Generation Z than older groups. It identified declines in navigating emotions, intrinsic motivation and connection to wider purpose. These findings are important for retention, but they should not be used to label younger employees as emotionally weak. The differences may reflect social isolation, insecure employment, pandemic disruption and wider economic pressures rather than fixed generational limitations.
2.3 Impact on Organisational Effectiveness
Generational diversity can improve organisational effectiveness by combining experience, innovation, technological capability and varied perspectives. Generation X may contribute organisational knowledge, realism and independent judgement. Millennials may strengthen teamwork, digital collaboration and continuous learning. Generation Z may offer current technological insight, direct action and sensitivity to inclusion.
However, differences in communication can create friction. Generation X employees may prefer concise emails, direct conversations and greater independence, while Millennials may prefer collaborative platforms and regular developmental feedback. Generation Z may favour rapid messaging, visual communication and immediate access to information. Problems arise when one style is considered more professional than another. For example, a brief message from a Generation X manager may be interpreted as unfriendly, while frequent digital communication from a younger employee may be viewed as intrusive.
Motivational differences can also affect retention. Generation X may place greater emphasis on autonomy, security and work–life balance. Millennials may prioritise progression, recognition and purpose, while Generation Z may expect flexibility, inclusion and wellbeing support. A standardised reward system may therefore fail to engage all employees. Nevertheless, managers should ask employees what motivates them rather than assuming preferences solely from age.
Technology can either strengthen or divide multigenerational teams. Younger employees may adopt new platforms quickly, while more experienced colleagues may understand operational risks and organisational context. Reverse mentoring can combine these strengths: younger employees share digital expertise while experienced employees provide professional judgement and institutional knowledge. Without mutual respect, however, technological change may produce embarrassment, resistance or age-based prejudice.
2.4 Emotional Intelligence and Mindful Management
Emotional intelligence enables managers to respond to generational diversity without stereotyping. Self-awareness helps managers recognise their own age-related assumptions. A manager might, for example, assume that an older applicant resists technology or that a younger employee lacks resilience. Recognising such assumptions creates the opportunity to replace bias with evidence.
Social awareness and empathy help managers understand employees’ expectations and emotional responses. This includes listening carefully, checking understanding and adapting communication while maintaining consistent standards. Emotional regulation is equally important when differences become frustrating. Workplace EI helps managers monitor habitual reactions before anger or defensiveness interferes with rational problem-solving.
Mindfulness strengthens this process by encouraging present-moment, non-judgemental awareness. Rather than reacting automatically to a communication style, managers can pause, observe their assumptions and consider the employee’s intention. Mindful leadership may therefore reduce intergenerational conflict and improve psychological safety. Short breathing pauses before difficult conversations, attentive listening and reflection before responding to messages can support calmer and more proportionate management.
During recruitment, organisations should use inclusive language and communicate a broad employee value proposition. Vacancies can refer to autonomy, career development, flexibility, meaningful work and wellbeing without assigning these benefits to a particular generation. Structured behavioural interviews should assess adaptability, empathy, communication and emotional regulation through relevant workplace examples. EI measures may provide supplementary information, but they should not replace technical assessment or structured interviews. Workplace-contextualised EI tests may be more relevant than abstract measures, particularly in emotionally demanding roles.
During employment, managers should provide flexible communication options, including face-to-face meetings, email and collaborative platforms. Feedback should be regular but adapted to individual needs. Cross-generational mentoring can improve knowledge exchange and reduce stereotypes. Development programmes should include emotional literacy, active listening, conflict management, mindfulness and digital inclusion.
Retention requires more than generationally tailored benefits. Employees across age groups are more likely to remain where they experience fairness, respect, development, manageable workloads and meaningful relationships. Research indicates that EI is associated with stronger workplace relationships, job satisfaction and performance. Managers should therefore hold individual career conversations, recognise contributions fairly and create psychologically safe opportunities for employees to raise concerns.
2.5 Conclusion
A multigenerational workforce can strengthen organisational performance by combining experience, technological adaptability, collaboration and diverse perspectives. Generation X is commonly associated with autonomy and pragmatism, Millennials with collaboration and development, and Generation Z with digital fluency, inclusion and wellbeing awareness. However, these categories describe tendencies rather than fixed identities.
Differences in communication, motivation and technology may create conflict when managers rely on stereotypes or impose one preferred working style. Emotional intelligence helps managers recognise bias, regulate reactions, empathise with different perspectives and adapt communication. Mindfulness strengthens these capabilities by promoting attention, non-judgement and thoughtful responses. Inclusive recruitment, flexible management, cross-generational mentoring and meaningful development opportunities can therefore help organisations recruit, engage and retain employees from diverse age groups while maintaining consistent standards of fairness and performance.
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