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1. [bookmark: _4iwdqhu90gcf] Introduction
Organizations today are often dealing with multi-generational teams, where each generation has been influenced by various social, economic, and technological factors (Dimock, 2019). In addition to this generational difference, employers have increasingly been looking for interpersonal or “soft” skills, and emotional intelligence (EI) is one of the most talked about of these skills (Goleman, 2004). Salovey and Mayer (1990) were among the first researchers to formally define emotional intelligence, as the ability to perceive emotions in oneself and others, to distinguish between various emotions, and to use that information to inform thinking and action. Since then, EI has been associated with a variety of positive workplace outcomes such as greater performance, improved communication, and enhanced employee well-being (O'Boyle et al., 2011).
This report is broken into two sections. Task one introduces the concept of emotional intelligence, discusses three prominent models of emotional intelligence created by Mayer and Salovey, Goleman, and Bar-On, and critically assesses the evidence for EI. Task two then extends these concepts to a specific, and truly relevant, work context: a team comprised of Generation X, Millennial and Generation Z members, and how EI can support this team to function more effectively.
[bookmark: _3b4kbge7nioq]2. Task 1: Emotional Intelligence in the Workplace
[bookmark: _x797dcu0426i]2.1 Models of Emotional Intelligence
The emotional intelligence literature has three models: the ability model of Mayer and Salovey (1990), the mixed model of Goleman (2004), and the emotional-social model of Bar-On (2006).
Mayer and Salovey (1990) see EI as a true cognitive skill, like other cognitive skills, which can be accessed via performance tests instead of self-report. They have four related skills in their model: perceiving emotions accurately in oneself and others; using emotions to support thinking and decision making; understanding the causes and trajectory of emotions; and managing and regulating emotions to meet personal and social objectives. This model sees EI as an ability, and therefore typically measures it through a test like the Mayer-Salovey-Caruso Emotional Intelligence Test, which rates responses as more or less correct.
Goleman (2004) created a larger “mixed model” that integrates emotional skills and personality traits and skills at work. His model is based on five: self-awareness, self-regulation, motivation, empathy, and social skills. Based on a study of almost two hundred companies, Goleman (2004) found that these skills were more predictive of exceptional leaders than IQ or technical skill. Goleman's model is assessed by self-report questionnaires or 360-degree feedback, not by ability testing, as in Mayer and Salovey's model.
Bar-On (2006) suggested a similar, emotional-social model, which he assessed with the Emotional Quotient Inventory (EQ-a). This model includes five facets of EI: intrapersonal skills (self-regard, emotional self-awareness); interpersonal skills (empathy, relationship management); stress management; adaptability; and general mood. Bar-On's model shares a significant degree of overlap with Goleman's model as both incorporate emotional skills and aspects of personality, and both use self-report assessment.
A comparison of the three models brings to the fore an important theoretical division. Mayer and Salovey (1990) see EI as a mental ability which can be objectively assessed, while Goleman (2004) and Bar-On (2006) see it as a combination of ability, personality traits and learned behaviors and measure it by self-report. In practice, this distinction is important: ability-based models are more difficult to pretend to have or to fake and are closer to the way intelligence is typically studied, while mixed models are more easily implemented in workplace training but are more likely to be biased as individuals tend to rate their own emotional abilities too highly. This distinction is also the reason for much of the criticism levelled against EI research, which is discussed later in this report.

[bookmark: _i9dhlchxo5ae]2.2 Using EI to Improve Performance
Emotional intelligence can help in the enhancement of aspects of the Goleman's model (2004) to improve employee performance. Self-awareness enables an employee to make a realistic assessment of their abilities and limitations and concentrate effort on the areas that are strong and seek assistance from others in areas that are weaker. Self-regulation helps a person stay calm and in control, instead of reacting impulsively, during stressful moments, which usually results in better decisions. Motivation, on the other hand, is the internal drive of an employee that will keep him or her on track with long-term goals instead of giving up when a task is challenging.
A real-world application in the workplace provides an example of how these elements are related. If a project manager gets angry feedback from a client, she can respond in a strong manner right away thanks to her self-regulation. With this awareness, she then can see that she is feeling frustrated and uses this self-awareness to pause and ask clarifying questions to uncover the true cause of the client's dissatisfaction before reacting. This measured and thoughtful reaction is more likely to solve the issue at hand than an emotional response would. This correlation between EI and outcomes is supported by a meta-analysis by O'Boyle et al. (2011) of numerous workplace studies, which showed that emotional intelligence was positively correlated with job performance in a variety of occupations. To increase performance using EI.
[bookmark: _epo8dagfbrmj]2.3 Using EI to Improve Communication and Collaboration
Empathy and social skill, two components of Goleman's (2004) model, are particularly important for communication and collaboration at work. Empathy allows employees to understand a colleague's perspective, including their needs, concerns and unspoken feelings, rather than assuming that everyone communicates or reacts in the same way. Social skill then turns this understanding into effective action, such as building trust, giving feedback constructively, and resolving disagreements before they escalate.
These skills are especially valuable in a team containing employees from different generations, who often have contrasting communication preferences. For example, a Generation X manager may prefer a quick phone call to resolve an issue, while a Generation Z employee may feel more comfortable receiving feedback in writing. Without empathy, this mismatch could easily be misread as the other person being unresponsive or overly formal, creating unnecessary tension. A manager with strong empathy and social skills is more likely to notice the difference, discuss it openly, and agree on a shared communication method that suits both parties. In this way, EI does not only improve individual relationships; it directly supports teamwork by reducing the everyday friction that can build up when colleagues do not adapt their communication style to one another (Doğru, 2022).
[bookmark: _ahc6hkkm0job]2.4 Using EI to Support Employee Well-being
Emotional intelligence is also crucial in helping employees to stay healthy, especially in an environment where change, uncertainty and increasing workloads are common. Staff members who are emotionally intelligent can better manage their emotions and are less likely to let stress go out of control, and they can bounce back from failures more quickly, being more resilient when things go wrong (Bar-On, 2006).
Theories are not the only forms of evidence for this connection. In a meta-analysis of studies of employees in various industries, Doğru (2022) discovered that increased EI was consistently linked to increased job satisfaction and organizational commitment, and to decreased job stress. This indicates that EI is not just about improving employee performance, but also about the long-term psychological health and wellness of employees, which can potentially lead to lower employee turnover and stress-related absences. Well-being could be a specific concern for younger workers: Deloitte's (2026) global survey of Gen Z and Millennial workers showed that a large share of these workers experience stress at their workplaces regularly and are concerned about work-life balance. A manager who can identify early signs of stress in a colleague, reacts with empathy, not criticism, and adjusts workload or expectations as appropriate is likely to be able to support the individual's well-being and their longer-term involvement in the organization.
[bookmark: _4kpavfb3vy2o]2.5 Critical Evaluation
While emotional intelligence is talked about as a workplace benefit, the proof of its value ought to be taken with a grain of salt. However, there are also a number of large-scale studies with reasonably dedicated support. The meta-analysis of O'Boyle et al. (2011) showed that there was a positive correlation between EI and job performance, and Doğru (2022) found that EI was correlated with increased job satisfaction and decreased stress. The findings also indicate that there is a practical, actionable way for organizations to enhance performance and well-being, as these competencies related to EI can be trained.
But there are some limitations that decrease confidence in these claims. First, most EI research, especially that which follows the mixed models of Goleman (2004) and Bar-On (2006), is based on self-reported questionnaires, and people are more likely to overestimate their own emotional abilities than they are to accurately assess them. Second, Antonakis, Ashkanasy and Dasborough (2009) make a more general claim that the practical claims made in popular business writing exceed the evidence, and that some of the evidence may be exaggerated. Third, the mixed models include a mix of emotional skills and personality traits that are already well known in the literature, such as extraversion and conscientiousness, so it is not clear how much new information EI provides beyond the existing body of personality research literature (Antonakis, Ashkanasy and Dasborough, 2009). Fourth, emotional intelligence is not necessarily a good thing: a person who reads the emotions of other people skillfully may, in principle, use that skill to manipulate others, not to help them. Finally, there is the risk of applying EI within a generational context, as broad generational labels can be a convenient oversimplification, but can also become inaccurate stereotypes, and differences within a generation are often greater than the average differences between generations (Dimock, 2019). EI is a concept that has some potential to be useful but should be used with caution and not as a panacea for workplace issues.
[bookmark: _8knxj14br6cx]2.6 Summary of Task 1
To summarize, emotional intelligence can be interpreted in three ways: as a measurable mental skill (Mayer and Salovey, 1990); as a series of workplace competencies that are learned (Goleman, 2004); and as a larger emotional-social capacity that relates to overall functioning (Bar-On, 2006). Whatever is chosen, the evidence cited above indicates that EI has a positive impact on performance, communication and collaboration, and employee well-being. However, the self-report measurement and the similarity between EI and personality should be considered, and the benefits should be taken with a grain of salt. Having set the groundwork for a balanced perspective on emotional intelligence, the rest of this report explores the implications of this concept for a contemporary, multi-generational workforce.

[bookmark: _pft6tlkg0a2p]3. Task 2: Emotional Intelligence in a Multigenerational Workforce
[bookmark: _98jl55h3a0ja]3.1 What is a Multigenerational Workforce?
Multigenerational workforce is a work environment where workers from multiple generations are working side by side, each with their own values, expectations, and ways of working based on the era they experienced in their lives (Dimock, 2019). This is no longer uncommon. The longevity of life and the age of retirement have also been improved, which means that a single team can consist of Generation X, Millennial and Generation Z employees simultaneously. This generational combination is also growing in number: Deloitte (2025) predicts that Generation Z and Millennials will account for about 74% of the global workforce by 2030. With this transition continuing, the ability to grasp the differences between these generations, and to handle those differences in a positive way, is becoming a growing part of the manager's and colleague's tool kit.
[bookmark: _s83qa6bc4ktf]3.2 Introducing the Three Generations
While there are different estimates among researchers, one of the most common is the definition offered by the Pew Research Center (Dimock, 2019). Generation X is a term used for individuals who are born around the 1965-1980 timeframe. The generation that came after the Baby Boomers was the first to go from paper to early computing and is often described as being independent and separating work from life. Born around 1981 to 1996, millennials have been shaped by the internet's rapid growth and are commonly described as being concerned with purpose, teamwork, and frequent feedback from their managers (Deloitte, 2025). Generation Z (1997–2012) is the first generation to have used smartphones and social media as their primary means of communication, and they have been characterized as being the first generation to value honesty, flexibility, and mental health in the workplace (Deloitte, 2026; Dimock, 2019). The three generations thus have quite different formative experiences in the same work environment, influencing their communication style, what motivates them and their comfort with various technologies.
[bookmark: _fm6m6bblm0ya]3.3 Comparing Values, Communication, Motivation and Technology
Generational differences are apparent in the first place in terms of values within the workplace. Generation X workers are more independent and have a more distinct separation between work and life, as work was more predictable and stable during their time. Millennials are more motivated to discover purpose and meaning in their work and are more likely to want to be working in teams with managers on a regular basis and receiving feedback along the way than waiting until the annual review (Deloitte, 2025). Generation Z, on the other hand, value honesty, flexibility at work, mental health and are less likely than previous generations to stay in a job that does not support their mental health (Deloitte, 2026).
These generations also have assorted styles of communication. Generation X workers entered the workforce before digital communication became the primary mode of communication and may prefer to have a face-to-face conversation or send an email and are likely to be brief and to the point. Millennials are used to email and chat, and tend to prefer communicating collaboratively, through discussion instead of instructions. Generation Z workers are used to communication that is short, visual, and informal, and they are more likely to prefer to receive information via text than over the phone. These differences are not just about what people like but rather about the possibility of real misunderstandings if colleagues think that there is only one way to communicate and not realizing that this is one way and others are equally valid.
There are also differences in motivation between the three generations. Generation X workers tend to be more interested in job security and have some level of autonomy over the way they do their jobs. Purpose (Deloitte, 2025) is a motivation factor that is more prevalent amongst millennials, who tend to be motivated by meaning in their role and clear opportunities for career growth. Generation Z workers value ongoing development, equitable compensation, and overall health and happiness, and are driven by employers' openness about compensation, expectations, and career growth (Deloitte, 2026).
Lastly, there is a wide range of attitudes about technology. Generation X workers were taught to use digital tools when they were adults and are therefore good at using technology, but they were not raised with it. Millennials were born with the internet and have been raised in an era where people are accustomed to using it in many aspects of daily life. According to Deloitte's (2026) survey, a considerable number of Gen Z and Millennials already use AI tools in their daily work, highlighting that younger employees are also early adopters of newer technologies like AI.
[bookmark: _ndwjkc28cnsh]3.4 Applying Emotional Intelligence Across Generations
Emotional intelligence is especially important in a multi-generational team due to these generational differences. Empathy and social skills (Goleman, 2004) help colleagues and managers to understand that a unique way of communicating, or a different motivation, is not a reflection of disrespect or laziness, but rather a starting point different from one's own because of generational experience.
 
 A manager who knows that a Gen Z employee prefers feedback on well-being, not just an annual review, can adjust their management approach but will not have to change everything about how they work. Likewise, self-regulation can assist a manager from Generation X in being patient when a younger worker expresses mental health or flexibility concerns that seem out of the norm, and not to consider them as being a "generational entitlement.
However, it is crucial not to use generational terms too strictly. Generational categories are a convenient and effective way to talk about the age cohort, but can easily turn into stereotypes, and may be more similar within generations than between them. (Dimock, 2019) As a result, emotional intelligence is best understood to comprehend and relate to the person in front of a manager and is best served as a contextual guide rather than a rule book.
[bookmark: _5lehfnmjq3wc]4. Conclusion
Emotional Intelligence has been looked at in this report as a workplace term and in the context of a multi-generational team. There are three influential models that describe EI in different but related ways: Mayer and Salovey (1990), Goleman (2004) and Bar-On (2006) and a compelling body of evidence that correlates EI with enhanced performance, communication, collaboration and well-being (O'Boyle et al., 2011; Doğru, 2022). Concurrently, this evidence also has its limitations, especially the use of self-report measurement, and EI should not be considered as a panacea for all workplace issues (Antonakis, Ashkenazy and Dasborough, 2009). Applied to a team that includes Generation X, Millennial and Generation Z employees, emotional intelligence, particularly empathy, self-regulation and social skill, can be a useful tool for understanding generational differences in values, communication and motivation, and for using those differences to help the team be stronger than they are weaker. This skill will be even more vital for managers in the future as the younger generation will make up the bulk of the workforce as Deloitte (2025) predicts.
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