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[bookmark: _Toc234765457]Executive Summary
This report critically evaluates emotional intelligence (EI) and mindfulness as complementary capabilities for improving performance, collaboration, well-being and inclusion. EI is not a single, uncontested construct. Mayer and Salovey’s Ability Model offers the clearest account of emotion-related reasoning; Goleman translates EI into observable workplace competencies; and Bar-On adds stress management, adaptability and well-being. Used together, the models provide a stronger basis for development than reliance on one self-report score.
The evidence suggests that EI can improve communication, conflict management, leadership and decision quality, particularly in work involving interdependence and emotional labour. Mindfulness can strengthen attention and emotion regulation, but effects are generally modest and programmes should not substitute for fair workload, role clarity or supportive management. EI also has an ethical “dark side”: understanding emotions can be used to influence or manipulate, so capability must be tied to accountability and inclusive norms.
Generational categories can help managers ask better questions, but they are weak predictors of individual behaviour. Age, career stage, culture, occupation and economic conditions often explain more than cohort labels. The organisation should therefore use age-inclusive, preference-based practices: structured recruitment, communication charters, regular developmental feedback, reciprocal mentoring, flexible career pathways and psychologically safe team routines. A measured, system-level approach is recommended for the September 2026 strategic planning cycle.
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[bookmark: _Toc234765458]1. Introduction
The department’s improved morale, communication and conflict resolution provides a practical basis for examining how mindfulness and EI can support wider organisational priorities. This report addresses the Senior Management Team’s need for evidence-informed decisions on employee development, leadership capability and recruitment. Task 1 critically compares leading EI models and evaluates their application to performance, collaboration, well-being, communication, conflict, leadership and decision-making. Task 2 examines Generation X, Millennials and Generation Z, while challenging deterministic generational stereotypes. The central argument is that EI and mindfulness are valuable only when developed as observable, ethical behaviours and reinforced by psychologically safe systems rather than treated as individual “fixes” for structural problems.
[bookmark: _Toc234765459]2. Task 1: Emotional Intelligence in the Workplace
[bookmark: _Toc234765460]2.1 Conceptual foundations and model comparison
Emotional intelligence is best understood as a family of related constructs rather than a universally agreed trait. Mayer, Salovey and Caruso’s Ability Model defines EI as the capacity to perceive emotion, use emotion to facilitate thought, understand emotional meanings and manage emotion in oneself and others (Mayer, Salovey and Caruso, 2004). Its strength is conceptual precision: it treats EI as a form of reasoning that can, in principle, be assessed through performance tasks. However, “correct” answers to social-emotional problems may depend on culture and context, and test performance may not transfer automatically to workplace behaviour.
Goleman’s framework groups EI into self-awareness, self-management, social awareness and relationship management, expressed through competencies such as emotional self-control, empathy, influence and conflict management (Goleman, 1998). The language is accessible to managers and maps directly onto coaching and appraisal. Its breadth is also a weakness, because motivation, personality and leadership behaviours can become folded into EI. Meta-analytic evidence shows that mixed, self-reported EI predicts performance partly because it overlaps with established personality traits and self-efficacy (Joseph et al., 2015).
Bar-On’s emotional-social intelligence model adds intrapersonal and interpersonal functioning, adaptability, stress management and general mood (Bar-On, 2006). This is useful when considering resilience and employee well-being, but it further blurs the boundary between emotional ability, personality and mental health. Consequently, the three models should not be treated as interchangeable. A defensible organisational approach would use the Ability Model to clarify emotion-related reasoning, Goleman to specify observable workplace behaviours, and Bar-On to identify stress and adaptability needs. No single score should be used for selection or promotion.
The practical implication is that EI should be matched to job demands. Emotional cue recognition is particularly relevant in leadership, care, sales, customer service and interdependent teamwork, whereas technical roles may depend more heavily on cognitive expertise and process reliability. Even in emotionally intensive work, more EI is not automatically better: excessive monitoring of feelings can slow action, and organisational “display rules” may require employees to perform calmness while underlying causes remain unresolved. Côté (2014) therefore recommends attention to mechanisms and context rather than treating EI as a general-purpose predictor.
Table 1. Critical comparison of leading emotional intelligence models
	Model
	Core view
	Organisational value
	Critical limitation

	Mayer–Salovey Ability Model
	Perceiving, using, understanding and managing emotion as a form of reasoning.
	Conceptual precision; supports performance-based assessment and targeted skill development.
	Scoring, cultural context and transfer from test performance to work behaviour remain contested.

	Goleman framework
	Self-awareness, self-management, social awareness and relationship management.
	Accessible competency language for coaching, leadership development and appraisal.
	Broad “mixed” construct overlaps with motivation, personality and leadership behaviour.

	Bar-On ESI model
	Intrapersonal, interpersonal, adaptability, stress management and general mood domains.
	Useful for resilience, well-being and adaptation to organisational change.
	Heavy reliance on self-report and overlap with personality or mental-health constructs.
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Self-awareness allows employees to identify emotions, triggers, strengths and limits before these shape conduct. In practice, an employee preparing for a difficult meeting can name the emotion being experienced, distinguish evidence from interpretation and notice whether fatigue, status anxiety or previous conflict is influencing judgement. This creates a choice point rather than an automatic reaction. Mindfulness supports this process by training present-moment attention and a less judgemental stance toward internal experience (Ashkanasy and Kay, 2023). A brief pause, breathing exercise or written “facts–feelings–assumptions” check can improve attentional control without requiring employees to suppress emotion.
Performance benefits arise when awareness is connected to role behaviour. A customer-service employee who recognises rising frustration can adjust tone before damaging the interaction; a project manager who notices excessive optimism can seek disconfirming evidence before approving a schedule. Reflective logs, post-meeting reviews and behavioural feedback can develop this capability. Nevertheless, introspection is fallible. Self-ratings can be inflated and culturally shaped, so development should combine reflection with 360-degree evidence and observable outcomes.
[bookmark: _Toc234765462]2.3 Self-management, well-being and decision-making
Self-management involves regulating attention, impulse and expression so that emotion informs rather than controls action. Reappraisal, deliberate pausing and solution-focused self-talk can help employees remain constructive under pressure. Bar-On’s emphasis on stress tolerance and adaptability is especially relevant during restructuring, technological change and high workloads. Appropriate regulation can reduce emotional contagion, protect concentration and support recovery; chronic suppression, by contrast, can increase strain and make communication appear inauthentic.
Mindfulness-based workplace interventions show small-to-moderate improvements in stress, well-being and related outcomes, but findings are heterogeneous and many studies have methodological limitations (Vonderlin et al., 2020; Michaelsen et al., 2023). Mindfulness is therefore a support, not a substitute for manageable workloads, autonomy, fair treatment or access to professional help. It should be voluntary and delivered with privacy safeguards.
Emotion also carries decision-relevant information. Concern may signal risk, enthusiasm may support creativity and empathy may reveal stakeholder consequences. Yet mood can distort risk perception, anchoring and confidence. A practical decision protocol is to identify the current emotion, record decision criteria, seek contrary data and delay irreversible choices when arousal is high. This integrates emotional information with analytic discipline. Notably, brief mindfulness can reduce motivation for routine tasks without reducing performance, illustrating why interventions must be matched to the work rather than presented as universally beneficial (Hafenbrack and Vohs, 2018).
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Social awareness combines empathy with accurate interpretation of context. Employees apply it by listening for meaning, observing non-verbal cues, checking assumptions and adapting communication to the recipient. For example, a technically correct message may still fail if it ignores anxiety about job security or uses a channel that prevents questions. Emotionally intelligent communication therefore requires clarity, acknowledgement and verification: summarising what has been heard, asking rather than inferring, and explaining the rationale for decisions.
For leaders, empathy must be balanced with fairness and boundaries. Inclusive leadership creates both belonging and recognition of individual uniqueness (Randel et al., 2018). A leader can invite dissent, rotate airtime, notice whose contributions are ignored and respond non-defensively to bad news. Mindful listening helps the leader stay present rather than preparing a rebuttal. These behaviours enhance voice and trust, but empathy alone is insufficient; employees judge inclusion through resource allocation, promotion, workload and follow-through as well as interpersonal warmth.
[bookmark: _Toc234765464]2.5 Relationship management, conflict and psychological safety
Relationship management converts awareness into coordinated action. In conflict, emotionally intelligent employees distinguish task disagreement from personal threat, regulate escalation, describe behaviour without attributing motive and identify shared interests. A useful sequence is to pause, restate each perspective, specify the impact, agree the issue to be solved and document next steps. This preserves productive task conflict while reducing relationship conflict. The wider literature links EI with favourable work attitudes and leadership or team outcomes, although effects vary by measure and job context (Miao, Humphrey and Qian, 2017; Coronado-Maldonado and Benítez-Márquez, 2023).
These practices also support psychological safety: a shared belief that interpersonal risk-taking, such as admitting an error or challenging a plan, will not be punished. Leaders strengthen safety when they frame uncertainty honestly, ask for concerns, thank employees who speak up and respond consistently after mistakes (Edmondson and Bransby, 2023). Mindful meeting routines—an opening check-in, uninterrupted listening and a short reflection before closure—can reduce reactive exchanges. However, psychological safety is collective and systemic. It will not survive retaliation, inconsistent discipline or ignored concerns, regardless of individual EI.
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EI should not be romanticised. Its predictive value is often modest, measurement remains contested and emotional display rules can transfer the burden of dysfunction onto employees. Training evidence indicates that EI can improve, but gains are more credible when programmes include practice, feedback and transfer to work rather than a one-off workshop (Mattingly and Kraiger, 2019). There is also a “dark side”: emotion-regulation knowledge can facilitate prosocial conduct or interpersonal deviance, depending on motives and context (Côté et al., 2011). Ethical standards, transparent decisions and consequences for manipulation are therefore essential.
Cultural and neurodiversity considerations are equally important. Eye contact, emotional expressiveness, silence and directness do not carry identical meanings across people or settings. Managers should assess whether communication achieves clarity, respect and coordination rather than rewarding one preferred style. Development data must remain confidential, and accommodations should be available so that EI programmes do not penalise employees whose expression differs from dominant norms.
For the organisation, EI development should begin with role analysis and multiple sources of evidence. Employees should practise realistic scenarios—feedback, customer escalation, hybrid meetings and disagreement—then receive coaching on observable behaviour. Evaluation should track communication quality, conflict recurrence, speaking-up, well-being and relevant performance indicators. This approach treats EI as a learnable capability embedded in work systems, not as a personality label or universal explanation for performance.
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Generation X is commonly defined as people born approximately 1965–1980, Millennials as 1981–1996 and Generation Z as 1997 onward, although boundaries vary. Such categories can summarise different historical exposures, but they are poor substitutes for individual assessment. Cross-sectional studies often confuse cohort with age and period effects. Rudolph et al. (2021) argue that popular generational claims are frequently unsupported, while Schröder (2024) finds that work motivation is better explained by age and historical period than by generation. Managers should therefore use the profiles below as hypotheses to test through local data and conversation, not as selection rules.
Table 2. Generational profiles as testable workplace hypotheses
	Group
	Possible tendencies and expectations
	Evidence-informed management response

	Generation X
	Autonomy, pragmatism, direct communication, accumulated expertise and experience of technological transition.
	Respect expertise; offer current reskilling, flexibility and knowledge-sharing roles; avoid assumptions about digital ability or change resistance.

	Millennials / Gen Y
	Collaboration, purposeful work, regular feedback, flexibility and development; many are now mid-career managers or carers.
	Provide transparent pathways, coaching and equitable flexibility; recognise leadership responsibility and varied life-stage constraints.

	Generation Z
	Transparency, inclusion, well-being, frequent actionable feedback and extensive smartphone or AI exposure.
	Use structured onboarding, clear expectations and human-skill development; strengthen digital judgement without assuming universal mastery.


Note: These are prompts for inquiry, not diagnostic categories; they should be validated at individual, team and organisational levels (Rudolph et al., 2021; Schröder, 2024).
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Generation X is often associated with autonomy, pragmatism, direct communication and experience of organisational and technological transition. Many members now hold specialist or leadership roles and may value discretion, flexibility, recognition of expertise and credible retirement or later-career options. The risk is assuming resistance to change or overlooking development because of age.
Millennials are frequently associated with collaboration, purposeful work, regular feedback, flexibility and digital confidence. Many are now mid-career employees or managers with caring responsibilities and expectations for progression. Labelling them “entitled” obscures variation and may hide legitimate concerns about workload, housing, career mobility or stalled advancement.
Generation Z entered employment amid economic instability, remote or hybrid work and rapid adoption of smartphones and generative AI. Research identifies expectations for transparency, inclusion, well-being, frequent actionable feedback and concise multichannel communication, while also showing substantial diversity within the cohort (Janssen and Carradini, 2021; Leslie et al., 2021). Exposure to technology should not be equated with universal digital, critical-thinking or interpersonal competence. Studies reporting cohort differences in motivation remain context-specific rather than universal (Mahmoud et al., 2021). Recent global survey evidence suggests that younger workers increasingly prioritise stability, skills and well-being over rapid promotion, while extensive AI use coexists with digital fatigue (Deloitte, 2026).
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Age diversity can improve effectiveness by combining tacit organisational knowledge, professional networks and contextual judgement with newer technical skills, market insight and experimentation. Mixed-age teams can strengthen problem-solving and continuity when knowledge is deliberately exchanged. They can also create friction. A concise instant message may be read as efficient by one employee and dismissive by another; frequent feedback may be experienced as support or micromanagement; preferences for hierarchy, flexibility and meeting etiquette may differ.
These tensions are not inherently generational. Role, personality, power, disability, culture and career stage interact with age. Organisational harm occurs when managers convert averages into stereotypes—for example, assuming older applicants lack digital ability or younger employees lack loyalty. This can damage selection validity, trust and legal compliance. Conversely, treating everyone identically can ignore genuine life-stage needs. The more productive principle is equitable flexibility: consistent standards, transparent decisions and reasonable choice in how outcomes are achieved.
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Recruitment should be skills-based and age-inclusive. Job advertisements should use neutral language, state essential capabilities, show diverse career stages and explain pay, flexibility, learning and performance expectations. Structured interviews with consistent questions and anchored scoring reduce the influence of “culture fit” impressions. Recruiters can use a mindful bias pause before decisions: identify the first impression, ask what evidence supports it, consider an alternative explanation and compare candidates against the same criteria. EI should be assessed through job-relevant behavioural scenarios, not broad self-report tests or assumptions based on age.
A realistic job preview is particularly important. Candidates across generations need accurate information about workload, technology, decision authority, development and hybrid-working norms. Providing several accessible communication channels broadens reach, but all applicants should receive equivalent information and opportunity. This aligns with a life-course approach to age inclusion rather than isolated benefits for one cohort (OECD, 2020).
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Managers should replace generational guesswork with individual preference conversations. At onboarding and regular reviews, they can ask how the employee prefers to receive feedback, what enables concentration, which skills they want to build and what constraints affect work. Self-awareness helps managers notice affinity bias; self-regulation prevents defensiveness when expectations differ; empathy supports accurate listening; and relationship management turns differences into agreements.
At team level, a communication charter can specify which channels are used for urgent, complex and reflective work, expected response times, meeting etiquette and how decisions are recorded. Regular developmental feedback should be brief, specific and two-way, with additional depth when required. Inclusive meeting practices—circulating material in advance, rotating facilitation, inviting written input and checking for unheard views—reduce status and age effects. Short mindfulness practices may be offered before high-conflict discussions, but participation should remain voluntary.
Reciprocal mentoring is stronger than a one-directional “older teaches younger” model. Employees can exchange institutional knowledge, stakeholder judgement, digital methods and emerging market insight while avoiding deficit assumptions. Cross-generational project pairs, after-action reviews and documented handovers protect continuity (OECD, 2024). Research on Millennials managing Generation Z highlights the importance of clear expectations and mutual adaptation rather than stereotype-based accommodation (Gabrielova and Buchko, 2021).
Retention requires more than tailored communication. Employees across cohorts respond to fair pay, manageable work, competent leadership, learning and credible opportunity, although the preferred form may vary. The organisation should offer flexible benefits and working arrangements, lateral as well as vertical careers, continuous reskilling, recognition of expertise and routes for phased responsibility changes. Engagement, promotion, learning and turnover data should be reviewed by age and career stage to detect inequity, but individual decisions must remain evidence-based. EI and mindfulness can improve the quality of these conversations; they cannot compensate for inequitable rewards or broken career systems.
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1. Adopt an integrated EI framework. Use the Ability Model for emotion-related reasoning, Goleman’s competencies for observable behaviour and Bar-On’s domains for stress and adaptability. Do not use a single EI score for recruitment or promotion.
2. Implement a six-month development cycle. Combine short learning modules with role-play, coaching, reflective practice and voluntary mindfulness. Require managers to demonstrate transfer through real feedback, conflict and decision scenarios.
3. Institutionalise psychological safety. Set standards for responding to challenge and error, protect non-retaliatory speaking-up, use structured inclusive meetings and review whether concerns receive visible action.
4. Build an age-inclusive talent system. Use skills-based recruitment, preference-based management, reciprocal mentoring, flexible career pathways and planned knowledge transfer rather than generation-specific tracks.
5. Evaluate quarterly. Track behavioural EI, psychological safety, conflict recurrence, well-being, performance, internal mobility and retention. Segment results carefully, investigate causes and address workload, fairness or job design before prescribing individual resilience.
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EI and mindfulness can strengthen performance, collaboration, well-being and inclusive leadership, but neither is a cure-all. Their value lies in helping employees notice emotion, regulate responses, understand others and manage relationships ethically. Generational diversity should be managed through evidence, dialogue and equitable flexibility, not stereotypes. Combining capability development with psychological safety, structured talent practices and evaluation can turn the department’s positive experience into a credible strategy for leadership, recruitment and retention.
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