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[bookmark: _Toc209457336]Introduction
Emotional intelligence (EI) and mindfulness are increasingly recognised as strategic levers for improving employee wellbeing, effective leadership, and thus organisational performance (Ravikumar and Muralidharan, 2025). Globalisation, changing workforce demographics, and technological disruption provide a volatile environment where EI can present a framework for navigating complexity through regulation, self-awareness, and social skills. Mindfulness complements EI by improving attentional control and resilience, which makes it a valuable capability for both employees and leaders (Kaoun, 2019). This report aims to critically evaluate the ways EI can be developed, measured, and embedded in workplace practices while considering generational differences across cohorts X, Y, and Z. It will further analyse how mindfulness-based interventions can work as enablers of EI in management and leadership. 
[bookmark: _Toc209457337]Part A: Ways employees use EI components in the workplace
[bookmark: _Toc209457338]A.1 Critical appraisal of the main EI models
The Ability Model developed by Salovey and Mayer conceptualises EI as a set of cooperative skills, namely using, perceiving, understanding, and managing emotions (Kanesan and Fauzan, 2019). The MSCEIT test operationalises the ability model, yet critics argue that it reflects consensus scoring rather than objectively correct answers, which raises concerns of cultural bias (Nelson, 2021). The model offers precision in training and analytical skills related to emotional interactions; however, it is less intuitive for managers requiring behavioural indicators in appraisal or recruitment. 
On the other hand, Goleman’s competency model reestablished the concept of EI into clusters of workplace competencies such as self-awareness, empathy, and relationship management. The practical appeal of this model is high as organisations can integrate competence into leadership frameworks and HR systems (Schiuma et al., 2022). For instance, a manager who is demonstrating self-regulation during restructuring can sustain team morale. Nevertheless, the broad scope of the model overlaps with established personality traits such as extraversion and conscientiousness, which undermine construct validity (Singh, Prabhakar, and Kiran, 2022). However, the competency model holds significant predictive power for job performance, yet effect sizes become constricted when controlling for Big 5 traits or IQ.
Gardner’s multiple intelligences is not a formal EI model, but it provided a precursor by emphasising interpersonal and intrapersonal intelligences (Sfetcu, 2020). It highlights the educational value of recognising emotional capacities alongside logical skills. However, the framework does not have rigorous psychometric support and is rarely applied in workforce assessment beyond developmental coaching. 
Aristotle’s principle of appropriate emotional expression offers an ethical concept where emotional competence is not instrumental, as it is connected to proportionality and virtue (Darnell et al., 2019). At the philosophical level, this identifies that the implementation of EI in organisations must be value-driven and not manipulative. However, EI correlates with well-being and leadership effectiveness, yet dependence on self-reports often overlaps with existing constructs, which must be noted (Miao, Humphrey, and Qian, 2021). 
[bookmark: _Toc209457339]A.2. Mapping EI components to workplace functions
Goleman’s competency framework is employed widely in management practice as it converts emotional intelligence into observable behaviours. However, its application in the workplace requires strong surveillance as benefits are often conditional, which can give rise to trade-offs. 
Self-awareness is essential for accurate self-appraisal and constructive performance conversation, which leads to informed career planning (Chon and Sitkin, 2021). For instance, a manager who journals and uses 360-degree feedback can identify any blind spots in delegation. In organisations like Deloitte, structured reflection exercises are used to help consultants align career goals with realistic capabilities, which demonstrates ways EI can support developmental planning (Deloitte, 2025a). Self-awareness is often connected to leadership effectiveness, yet there are concerns related to analysis paralysis, where employees with high self-awareness can overthink decisions (Kohn, 2024). Tools like reflective journals can encourage strong growth; however, self-report methods are vulnerable to social desirability biases. 
Self-regulation is essential for adaptability, impulse control, and maintenance of professional conduct in times of uncertainty (Yadav et al., 2023). During the COVID-19 crisis, leaders who waited before announcing restructuring options promoted greater trust than those who reacted defensively. Mindfulness practices and coaching have strong support in reducing reactive behaviour (Singh et al., 2019). For example, managers at HSBC maintain regular communication with the workforce while integrating new systems like an AI-based talent marketplace to avoid panic, demonstrating applied impulse control (WEF, 2023). However, there are risks as excessive self-regulation can be interpreted as a lack of facility or passion, especially in fast-paced industries such as advertising. This requires the implementation of intentions through a different set of plans that can balance control with responsiveness. 
Motivation identifies the proactive pursuit of goals and strong resilience. Sales teams often use incremental targets and recognition systems to maintain the drive for work (Johnston and Marshall, 2020). Evidence suggests that intrinsically motivated employees show a higher level of creativity (Fischer, Malycha, and Schafmann, 2019). Team leads at Salesforce maintain flexible systems and develop communities to ensure strong communication while maintaining an employee experience team to assist during high-pressure situations (Salesforce, 2022). This demonstrates the connection between commercial performance and motivation.  However, overemphasis of organisations on motivational resilience can normalise burnout and overwork, which masks structural problems such as unrealistic targets (Maslach and Leiter, 2022). Goal scaffolding is useful, yet a critical evaluation of the organisational reward system is necessary to prevent exploitation of motivated employees. 
Social awareness or empathy encompasses diversity management, customer service, and culturally intelligent leadership (Arghode et al., 2022). For instance, the leadership programmes at Unilever train managers in active listening to navigate multicultural teams (Unilever, 2025). High levels of empathy can increase the service quality, yet can delay decision-making in contexts that require firmness, such as redundancy processes. Marriott works in a customer-facing sector where managers train employees to recognise emotional cues while taking care of people through interactions, which enhances service quality while maintaining boundaries (Hyken, 2022). Exercises that require perspectives are effective tools, yet they must relate to boundaries to prevent compassion fatigue. Compared to the cognitive model, the empathy competency is more behaviourally grounded yet harder to measure objectively. 
Social skills are represented in teamwork, negotiation, and influence in teams (Weidmann and Deming, 2021). A project leader who facilitates constructive communication during conflict resolution enhances this competency. Team coaching improves collaboration while reducing turnover for companies (Hawkins, 2021). For instance, in Microsoft, there are cross-functional teams who work together through dedicated systems to resolve issues which connect EI-driven social skills to innovation outcomes (Boyd, 2025). However, highly skilled influencers can also manipulate employees, which raises ethical concerns. Behavioural interviews and roleplays can enhance awareness of ethical boundaries, yet their application depends on managerial integrity. Mapping the five competencies to workplace practice illustrates practical utility while exposing several limitations. Every competency has organisational benefits as the issues demand contextual judgement. 
[bookmark: _Toc209457340]A.3. Mindfulness as an enabler of EI
Mindfulness refers to a moment-to-moment or non-judgmental awareness, which is a prominent workplace intervention (Gunasekara and Zheng, 2019). It can enhance focus, well-being, and resilience, yet the connection with EI requires critical appraisal.
Critically, mindfulness improves attention control, emotional regulation, and cognitive awareness, which aligns closely with the competencies of self-regulation and self-awareness (Fuchs et al., 2023). For instance, managers at the Search Inside Yourself programme at Google reported improved impulse control during negotiation, which suggests mindfulness can be useful (SIY, 2024). Similarly, those who were trained in mindfulness demonstrate greater empathy and resonance with the argument that emotionally intelligent leadership depends on achieving others' emotional state. 
Mindfulness interventions, including workplace coaching structures or informal approaches such as Management by Wandering About (MBWA), promote authentic connection and presence. However, there are different outcomes where heterogeneity and selection bias can occur. This undermines the robustness of claims while challenging transferability across industries. 
Risk of console mindfulness is a critical issue where companies deploy programmes as quick fixes to mask systemic stressors. For instance, employees at Amazon have criticised wellness booths that promote reading exercises during excessive workloads, thereby illustrating that managerial coercion can delegitimise mindfulness practices (Carvalho and Grácio, 2022). Furthermore, there are operational dilemmas as well, as mindfulness can enhance empathy. Cultural variations are also critical, as what is embraced as a mindful pause can be misinterpreted as disengagement in other contexts. Mindfulness is valuable as a developmental enabler of EI, yet its integration should avoid coercion and acknowledge methodological limitations while complementing systemic organisational reforms. 
[bookmark: _Toc209457341]A.4. Measuring, developing, and embedding EI in HR processes 
Selection tools provide an entry point, yet structured behavioural interviews such as STAR techniques can be mapped into Goleman’s competencies, which allows managers to provide evidence of empathy or self-regulation (Pankade and Mohture, N.D.). Situational judgment tests can offer job-relevant scenarios, yet the validity is not even across cohorts, where items can reward test-taking familiarity in place of authentic EI. Ability-based tests, such as MSCEIT, can provide objectivity yet depend on consensus scoring, which conflicts with EI cultural norms in place of universal accuracy (MacCann et al., 2020). Self-report or 360-degree instruments are pragmatic yet can risk impression management. This demands triangulation, which is the best practice involving combining different methods to mitigate the limitations of each process. 
Developmental interventions should be scrutinised for better results. Coaching and action-based learning can promote reflection and accountability, while mindfulness training can enhance attention and impulse regulation (Corti and Gelati, 2020). However, programmes can become cosmetic fixes if they are not supported by workload design or organisational culture. For instance, the Zen Booths at Amazon demonstrate how mindfulness can be instrumentalised to deflect attention from any systemic stressor (Carvalho and Grácio, 2022). Thus, these interventions must be incorporated into broader leadership pipelines and evaluated against systemic and behavioural metrics. 
Performance management offers a strong mechanism for institutionalising EI. Incorporating EI indicators into appraisal methods, such as constructive conflict management or evidence, can incorporate cultural norms (Winardi, Prentice, and Weaven, 2022). However, these outcomes are probabilistic as a reduction in turnover can reflect labour market conditions such as EI competence. Ethical considerations are crucial as EI appraisals can privilege extroverted or culturally normative expressions of emotion, which can disadvantage minority groups.  
Thus, organisations should clarify their EI model while triangulating measurement to integrate development and systemic support by evaluating outcomes critically. 
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[bookmark: _Toc209457343]B.1. Short framing and caveats
Knowledge about the concept of emotional intelligence across generations is necessary because leadership development and recruitment processes now involve multi-generational workforces. However, analysing EI through a generational concept requires strong caution as these classifications can oversimplify complex interactions between life stage, age, and culture. Generational ranges, namely X (Baby boomers), Y (Millennials) and Z (new age), provide useful ideas yet must not be treated as fixed categories. For instance, resilience attributed to Generation X may reflect career stage rather than inherent cohort traits (Mishra, Sharma, and Garg, 2024). This may not be like the other generations, hence generational tendencies should inform reflection and not deterministic judgment, which will ensure fairer and sensitive recruitment practices. 
[bookmark: _Toc209457344]B.2. Characteristic summaries
Recruiters have the practical challenge of aligning EI competencies with generationally diverse applicants. These profiles provide a useful framework, yet must be studied carefully, acknowledging overlap and variation among them. 
Generation X (1965–1980) are portrayed as pragmatic and independent, and influenced by economic uncertainty and organisational downsizing (Viterouli et al., 2024). These experiences promote self-regulation and resilience, which are major dimensions that support role stability and stress management (Crane et al., 2019). This may convert into valuing the capacity of candidates in recruitment for direct feedback and setting boundaries. However, assuming uniform levels of resilience can risk overlooking diversity among cohorts. For instance, a Gen X professional in a volatile gig economy may exhibit different coping strategies than a person in a stable corporate role.
Generation Y or Millennials (1981–1996) usually prioritise purpose and collaboration, which aligns with higher levels of motivation and social awareness (DeIuliis and Saylor, 2021). This resonates with Gardner’s interpersonal intelligence, which suggests a predisposition towards a rich environment and coaching cultures. In this case, recruiters might evaluate these traits through situational judgement tests while emphasising ethical reasoning and teamwork. However, the collaborative ethos of millennials is sometimes overexpressed, where individual ambition influenced by precarious employment contexts can give rise to an idealistic orientation. Hence, recruiters should assess EI assessments without assuming generational altruism. 
Generation Z (1997–2012) offers distinctive opportunities and challenges. Individuals from these generations are digital natives who display comfort with the rapid exchange of information and can enhance openness about psychological safety and well-being (Pichler, Kohli, and Granitz, 2021). This is connected to Goleman's self-awareness and empathy domains. However, overdependence on digital communication can reduce face-to-face influencing skills and a strong focus (Cabus and Paglinawan, 2024). Hence, recruiters need to balance recognition of the openness of this generation with support for developing attentional and relational capacities through coaching interventions and behavioural interviews. 
These generational profiles provide a strong framework for interpreting emotional intelligence tendencies. Knowledge on this aspect can help managers avoid bias while operationalising EI in recruitment. 
[bookmark: _Toc209457345]B.3 Recruitment implications
Recruitment processes require integrating targeted EI considerations into a multi-generational workforce, which can offer both risks and opportunities. Job advertisements and Employee Value Propositions (EVP) increasingly illustrate this tension. Language emphasising stability and autonomy appeals to Generation X, while signalling value alignment and development opportunities are treasured by millennials. In the case of Gen Z, references to flexible work, learning agility, and psychological safety can be decisive (Revutska, 2021). However, rearranging strategies can risk fragmenting organisational identity, which suggests that EVP design should balance inclusivity with targeted attraction strategies. 
Methods for assessment should also reflect generational preferences without compromising company strategies. In the case of Gen X, tasks based on autonomy and practical work samples align with their pragmatic orientation (Dick, 2019). This identifies the validity of ability-based EI assessments such as MSCEIT. On the other hand, millennials value continuous feedback and engage more positively with structured behavioural interviews (Omilion-Hodges and Sugg, 2019). This can be done through Situational Judgment Tests that are designed around collaboration and empathy. Finally, Gen Z is accustomed to digital systems and prefers transparent timelines and gamified micro assessments. For instance, organisations like PwC have applied gamified assessments to increase engagement from employees (PwC, 2025). However, this can prioritise entertainment over psychometric validity, which requires triangulation across multiple tools for better results.
Strategies for development and onboarding require recalibration to accommodate a multi-generational workforce. Self-predictive learning platforms can suit the autonomy of Gen X, while coaching and mentoring align with the preference of millennials for collaborative growth. In the case of Gen Z, small and technology-enabled learning modules enhance focus and retention. However, the issue lies in stereotyping learning preferences, where millennials with limited digital access may not follow the assumed patterns, which require flexible and individualised pathways depending on teams.
Incorporating EI into interviews offers a practical idea as STAR-based prompts can target specific competencies like self-awareness and giving constructive feedback or empathy by stating how they navigated a conflict. However, there are issues related to validity as trait-based EI measures can conflict with personality, while structured prompts can disadvantage neurodiverse candidates who are less comfortable with abstract reflection (Howes, 2023). This requires reasonable adjustments like providing questions in advance or allowing written responses, which are crucial for ensuring legal defensibility and fairness. Thus, recruitment strategies informed by EI and generations can provide value yet must follow ethical safeguards and critical reflection. 
[bookmark: _Toc209457346]B.4. Critical evaluation of generational approach
Generational framing in recruitment is crucial for its pragmatic utility through changing job advertisements, onboarding, and EI assessments to perceive cohort traits, which can enhance candidate retention and experience. Social exchange theory suggests that if employees perceive that recruitment practices align with their values, they reciprocate with commitment (Kilroy, Dundon, and Townsend, 2023). The theory supports the idea, yet there are significant risks involved. Overdependence can result in stereotyping, where managers can substitute typology for genuine engagement, resulting in complacency while ignoring systemic cultural issues. Furthermore, differential treatment by age can expose organisations to ethical and legal challenges. Generational categories can mask more salient factors such as socioeconomic background or career stage as well (Rudolph et al., 2021). Hence, this requires a balanced strategy which synthesises generational insights with individual EI assessments and strength-based approaches which ensure inclusion, fairness, and predictive validity. 
[bookmark: _Toc209457347]Recommendations
Organisations should integrate generational insights with individualised EI assessment. This will help recruiters to avoid relying only on generational context and combine it instead with validity tools such as 360-degree feedback. For instance, organisations can introduce 360-degree EI feedback tools during probation to track the adaptability and collaboration of new employees, which can enable early developmental interventions. Triangulating EI measures improves predictive validity when compared to single-method assessments (Chirica, Piccirillo, and King, 2024). This ensures that individual strengths are not masked by assumptions connected to age cohorts.
Companies must ensure inclusivity and fairness in EI recruitment processes. They must recognise that EI assessments can risk disadvantaging neurodiverse candidates or individuals from minority cultural backgrounds. Equity theory states that perceived fairness directly impacts employee retention and motivation (Watters, 2021). It requires reasonable adjustments, such as flexible response formats, which are essential for sustaining the employer brand and legal defensibility as well. There can be reasonable adjustments like offering alternative test formats or extended time as standardised policy, which will make it inclusive, operational, and not merely aspirational. 
Recruiters should align recruitment and EVP with values across all age groups. This helps firms to focus on shared motivators such as flexibility, purpose, and development rather than over-segmentation by generation. According to reports 44% of Gen Z and 46% of millennials report poor mental well-being (Deloitte,2025). This identifies the strategic role of EI in maintaining authenticity and empathy. Incorporating EI-informed well-being initiatives into career development and onboarding programmes can operationalise the alignment, which will make EVPs authentic. 
These recommendations will present EI recruitment as an ethically robust and evidence-based strategy which will mitigate stereotyping risk while promoting genuine generational diversity. 
[bookmark: _Toc209457348]Conclusion
In summary, the critical analysis presented that emotional intelligence is a strong construct where different models offer unique limitations and strengths. Mindfulness is a crucial enabler which can strengthen the core EI competencies, such as regulation and self-awareness, yet must be implemented genuinely to support well-being. Furthermore, incorporating EI into HR processes requires a strong and comprehensive approach. Generational insights can inform customised recruitment strategies; however, over-dependence on these profiles can cause stereotyping. Finally, incorporating EI in the workplace is most effective when companies align their chosen model with triangulated measurement and a culture that prioritises both systemic support and individual development. The future of HR depends on balancing these complexities to build adaptable and emotionally intelligent workforces.
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