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[bookmark: _Toc227504637]Introduction
Emotional Intelligence (EI) has gained prominence as a defining attribute of effective leadership in the 21st century. Sharma et al., (2023) argue that as organisations operate in diverse, high pressure and intergenerational environments, the capacity to recognise, regulate and constructively utilise emotions is no longer a peripheral but rather a strategic factor in inspiring teams and driving sustainable organisational success. Even so, the concept still remains theoretically contented, with competing models framing it as an ability, personality trait, or set of competencies (Chaidi and Drigas, 2022). The cohort differences across generations X, Y and Z also complicates the expression and interpretation of emotional competencies in the modern workplace. The following report critically analyses the application of emotional intelligence components in organisational settings and how the generational differences influence recruitment, management and emotional intelligence practice in the contemporary workplace. 
[bookmark: _Toc227504638]How Employees Use Emotional Intelligence in Practice
The evolution of emotional intelligence as a psychological construct has been shaped by three theoretical standpoints, in an attempt to comprehend the role of emotions in human functioning and leadership effectiveness. The Ability model by Mayer and Salove (1997) perceived EI as a set of cognitive abilities applied in perception, use, understanding and management of emotions. Therefore, EI is treated as a cognitive capacity that is measurable through performance-based assessments such as Mayer-Salovey-Caruso Emotional Intelligence Test (MSCEIT). While the theoretical perspective is acknowledged for the theoretical precision and distinction from personality traits, Mathew et al., (2007) critiqued the model, noting that isolating EI as purely cognitive skills overlooks the influences of personality and motivation. Moreover, emotional perception cannot guarantee ethical or constructive use, because employees can accurately read the emotional cues and still deploy them manipulatively. Daniel Goleman (1995) introduced the Mixed Model by reframing EI as a competency-based leadership construct with four dominant behavioural skills namely; self-awareness, self-regulation, motivation, empathy and social skill. Due to the pragmatic orientation and direct linkage to leadership performance, Goleman’s model has dominated organisational training and use (Jain, 2021). Still, Joseph and Newman (2010) caution that mixed frameworks excessively overlap with personality dimensions such as conscientiousness and agreeableness, leading to construct validity problems. Bar-On’s model similarly conceptualises EI as a constellation of emotional and social competencies that impact adaptation and coping (Bar-On, 2006). According to Sharma et al., (2023) the distinction between ability and mixed models fundamentally mediates how EI is understood and measured in practice. Ability-based approaches increasingly prioritise performance testing while treating EI as a form of intelligence comparable to cognitive ability (Mayer and Salove, 1997). Mixed models still incorporate the broader dispositional characteristics and are often measured through self-report inventories (Joseph and Newman, 2010).
Self-awareness is the first foundational component of EI and is defined by Antonopoulou (2024) as the capacity to recognise one’s emotional state and comprehend the impact on cognition and behaviour. Due to the modern workplace demands that are characterised by performance demands and time pressures, self-awareness is critical in promoting the identification of stress triggers before they manifest as counterproductive behaviours (Ashley and Reiter- Palmon, 2012). The concept has been found to also play a role in mitigating unconscious bias and strengthening inclusive leadership. Lan (2024) added that since emotional reactions commonly precede conscious reasoning, unexamined discomfort towards divergent viewpoints can subconsciously influence emotions. The metacognitive perspective also affirms that self-awareness is a catalyst for emotional labelling, which neurological research suggests decreases the reactivity of amygdala and improves prefrontal regulation. The research is consistent with mindfulness studies influenced by Kabat-Zinn (1990) who proposed that non-judgemental awareness strengthens emotional differentiation. In workplaces, employees who are more receptive to feedback due to self-awareness, exhibit stronger job performances because of the efficacy in aligning behaviour to situational demands (Lan, 2024). Leaders who are attentive to affective dynamics, also create space for thoughtful and deliberate decision-making processes, which is important in intergenerational teams, where communication norms and expectations differ. Still, self-awareness alone does not guarantee effective behaviour. Ehring (2021) argued that too much self-focus or introspection without regulatory competence can cause rumination and emotional paralysis. Self-report measures of self-awareness can also be inflated because of impression management, leading to reduced reliability of findings. Self-awareness is also dependent on the organisational settings. Hierarchical cultures have been associated with limited emotional transparency that restricts the capacity of employees to express authentic emotional state without reputational risk (Lan, 2024). 
Self-regulation is another essential component which Goleman (1995) defined as the management of emotional impulses and responding proportionately within professional contexts. Employees in modern organisations frequently face emotionally charged situations such as conflict, customer dissatisfaction, performance appraisal and organisational change. The role of self-regulation in differentiating between reactive behaviour from composed leadership means that employees with strong regulatory capacity have a higher likelihood of sustaining professionalism under pressure (Salameh-Ayanian et al., 2025). Gross process model states that employees can respond to difficult situations through either cognitive reappraisal or expressive suppression (Kelley et al., 2019). Employees with high levels of EI engage in reappraisal reinterpret stressful situations in less threatening ways, culminating in lower burnout and improved wellbeing, while low EI is associated with suppression and other issues related to poor performance. Exhibited through concealing the outward emotional expression, suppression can lead to short-term composure but increases the risks of long-term emotional exhaustion and depersonalisation (Kelley et al., 2019). Hochschild (1983) explains that certain jobs require employees to regulate and display specific emotions as part of their work roles, even when those emotions differ from what they genuinely feel. High EI employees are more excellent in engaging in “deep acting” rather than “surface acting”. However, repeated regulation of authentic emotions is associated with higher risks of psychological strain. In the bid to sustain emotional composure for maximum productivity, organisations can also suppress legitimate dissent or distress, making EI a mechanism of control or tool of oppression (Kadović et al., 2022). Organisations and leaders should understand that the benefit of self-regulation is contingent upon the strategies employed and the unit culture within which the regulation occurs. 



Coronado-Maldonado and Benítez-Márquez (2023) perceive empathy as the ability to understand the emotional perspectives of other people, as a core dimension of emotionally intelligent behaviour. The intentional practice of empathy is very beneficial to teamwork and leadership, because it facilitates trust, decreases interpersonal conflict, besides strengthening the quality of communications. Jun and Lee (2023) also associated empathy with transformational leadership behaviours, stating that leaders who can comprehend the emotional needs of the followers, inspire motivation and commitment. Moreover, Edmondson (2018) found that shared emotional awareness creates a psychologically safe workplace environment. Employees in such settings feel comfortable expressing their concerns without fear of retribution. Still the concept has limitations. Excessive emotional attunement  can hinder objectivity when leaders refrain from the difficult conversations in favour of preserving harmony. Cassels et al., (2010) also warned that cultural variation in the display of empathy can lead to misinterpretation within multicultural teams. Sustained emotional engagement in  professions such as nursing is associated with high levels of compassion fatigue.  
[bookmark: _Hlk227501542]Moving forward, social skills such as communication, collaboration, negotiation and conflict management are as mentioned by Sharma et al. (2023) essential outward manifestations of emotional intelligence. Aquino et al., (2025) conducted a study and reported that employees who exhibited strong social skills were more effective in networking, persuasion and networking. The competencies also culminated in better career progression and organisational effectiveness through promoting cross-department collaboration. Positive associations have also been found between social skills and leadership emergence as well as team performance. The core themes of transformational leadership, as Jun and Lee (2023) observe, closely align with the social skill components of emotional intelligence. Leaders with high levels of emotional intelligence are also more likely to inspire employee engagement in change initiatives and organizational practices. Even so, Pareke et al., (2024) critiques that high social skills can sometimes catalyse political manoeuvring instead of ethical collaboration. Socially perceptive and emotionally sensitive employees can also strategically manage impressions to achieve self-interests, as noted by Pareke et al., (2024), hence raising ethical concerns pertaining to the instrumental use of emotional intelligence. Depending on the underlying motivation, EI can be used to fulfil both prosocial and manipulative tendencies or behaviours (Cote, 2014). Therefore, emotional intelligence must be anchored on ethical organisational cultures to prevent manipulation. 
Though not a foundational component, Goleman’s mixed model also emphasised on motivation. Emotionally intelligent people tend to focus their emotions and energy into goal attainment. Empirical evidence by Collado-Soler et al., (2023) found that persons with high EI exhibited greater levels of resilience in the face of setbacks, partly due to the superiority in regulating discouragement and sustaining a positive effect. Nonetheless, the overlap between motivation and established constructs such as conscientiousness makes it challenging to establish conceptual clarity. Joseph and Newman (2010) also added that when personality and cognitive ability are controlled, the incremental validity of EI in predicting job performance is modest. The cultural specificity of emotional intelligence has also been questioned. The norms of emotional expression differ from one society and behaviours that are deemed emotionally competent in one context can be perceived differently in another setting. According to Hareli et al., (2015) most of the EI research has been conducted in western settings, hence failing to account for cultural differences. For example, assertive emotional expression is valued in individualistic settings but highly discouraged in the collectivist environments (Hareli et al., 2015). When applying the emotional intelligence components in workplace settings, leaders should embrace cultural sensitivity, instead of universally prescribed interventions. 
[bookmark: _Toc227504639]Motivation impact on behaviour
Maslow opined that individuals should go through the hierarchy to achieve self-actualisation, meanwhile the term of self-actualisation differ from one person to another such as a student may achieve a degree for the purpose of getting a promotion at work meanwhile other students would focus on achieving high grades to get a better position in different organisation, therefore the motivation aspect in Emotional intelligence will act more as an intrinsic factor. Hence Herzberg identified two different types of motivation, firstly the motivational factors such as what pushes someone to do things better and the pulling factor is what limit a person ability to do better . 
[bookmark: _Toc227504640]Generational Characteristics and Recruitment
In modern work environments, effective recruitment is contingent upon managers not only assessing the skills and competencies of a candidate but also incorporating socio-generational identities that are influenced by historical, technological and economic forces. Strauss and Howe (1991) proposes the Generational theory and argues that persons born within similar historical periods share value orientations that influence workplace behaviour.  Based on the theoretical standpoint, Generation X,Y and Generation Z are commonly treated as distinct workforce categories with unique attributes (Fuchs et al., 2024). Proponents of the viewpoint insist the different cohorts have different and defining characteristics when it comes to technological competence, resilience, communication and expectations of leadership (Fuchs et al., 2024). Even so, the theory is still controversial and heavily debated. According to Rudolph et al., (2021) presuming that the differences in the generations are fixed or predictable is inaccurate. Instead, incorporating factors such as a person’s age, career stage, or socio-economic background can provide a better understanding of each individual, regardless of their generation. Despite the critiques, Strauss and Howe’s theory is still valuable in predicting individual behaviours and socialisation patterns within the workplace (Rudolph et al., 2021). 
[bookmark: _Toc227504641]Generation X
Born between 1965 and 1980, Generation X employees joined the labour market during economic restructuring and corporate downsizing that occurred in the 1980’s and 1990’s. Fuchs et al., (2024) noted that such experience made the generation pragmatic and independent. They developed scepticism towards organisational loyalty and greatly preferred self-reliance. When recruiting Generation X candidates,  managers will find candidates who  place value on autonomy, work-life balance and transferable skills, instead of long-term loyalty to the organisation. Research conducted by Twenge et al., (2010) found that due to the high value placed on flexibility and role performance expectations, the cohort is more responsive to cultures that are result-oriented compared hierarchical micromanagement. Such findings imply that employers should explicitly declare the opportunities for professional development and flexible work arrangement in a bid to attract and retain this group. Too much promise on advancement could lead to rapid disengagement (Fuchs et al., 2024). However, it is vital not to assume that all members of generation X are cynical or disengaged. Grelle et al., (2023) argued that most persons in the cohort exhibit stronger emotional regulation, resilience and conflict tolerance, partly due to their exposure to less psychologically protective educational environments. High levels of adaptability positions them as effective mediators. It is thus pertinent for recruiters to look beyond the technical competence and also consider the candidate's capacity for cross-cohort collaboration (Twenge et al., 2010). Moreover, Rudolf et al., (2021) cautioned against the tendency of employers to equate Generation X’s preference for autonomy to resisting feedback. Members of the cohort appreciate feedback that is objective and respectful. Hence, employers have a duty to refrain from avoiding binary stereotypes of independence versus relationality.
[bookmark: _Toc227504642]Millennials
Millennials or Generation Y have been described by Ng et al., (2010) as  purpose-driven, collaborative and technologically fluent. The cohort grew during the rapid digital expansion and significant parental engagement, leading to frequent expectations of continuous feedback and meaningful work. Recruiters can apply the attributes by presenting strategies that focus on organisational mission, corporate social responsibility and developmental pathways. The formative years of most millennials were shaped by rapid technological growth, global connectivity, and economic stability, especially following the 2008 financial crisis. High levels of emotional intelligence have also been identified within this cohort, due to relational openness and willingness to discuss wellbeing. Edmondson et al., (2018) further affirmed that Generation Y values inclusive cultures and psychological safety. Managers hiring millennials should embrace leadership styles that focus on idealised vision, teamwork and psychological safety, such as transformational and democratic leadership. In a study conducted by  Krishna and Agrawal (2024), millennials exhibited adaptability and digital fluency but also exerted very high expectations about organisational transparency and ethical responsibility. The findings imply that hiring managers have a duty to be attentive to employer branding and corporate social responsibility. Deloitte (2022) also conducted a study that found Millennials are more likely than previous cohorts to examine the organisational values and opportunities for development before accepting employment. The preference for constructive feedback over annual performance reviews, mandated organisations to embrace real-time recognition systems and coaching leadership approach. From the standpoint of emotional intelligence, there is a paradox. Millennials have higher levels of empathy and self-awareness yet still experience a significant burden of burnout and emotional exhaustion. Sugden and Moulson (2015) proposes a solution by encouraging recruiters to broaden the scope of candidate evaluation, to include the capacity for resilience, self-regulation and tolerance for ambiguity. 
Generation Z  are generally defined as individuals born between 1997 and 2012. The cohort is perhaps the most unique because they are joining the workforce at a time of unprecedented global disruptions. According to Dwidienawati et al., (2025) Generation Z have to grapple with economic instability, climate change, political upheavals and Covid-19 pandemic even as they scale to greater heights professionally. Preliminary studies by Živković et al., (2025) found that they portray the highest levels of adaptability, digital fluency and awareness of the mental health discourse. Therefore, managers should provide accessible mental health resources in addition to having skills in non-judgemental and supportive communication. With 90% of Generation Z and the Y counterparts willing to resign immediately from a toxic work culture (Sarava and Nogueiro, 2025), employers must be intentional in promoting psychological safety. Recruiters of the cohort should also acknowledge the expectations of authenticity and transparency. The preference for flexible working arrangement and rapid skill acquisition opportunities also mean that recruitment approaches that prioritise hierarchical progression could compromise engagement. Entrepreneurial  among Gen Z’s is another factor to consider. Boyer et al., (2020) reported that exposure to gig economy and online monetization culture has reduced the long-term organisational loyalty of Gen Zs. Recruiters can respond to such by planning retention strategies that prioritise skill development and career mobility, without depending on the traditional royalty framework (Singh, 2019). Gen Zs are also more comfortable with remote and hybrid work arrangements but still need structured mentorship because of the limited professional experience. 
Upon critical analysis, labelling Gen Z group as attention-deficient or excessively sensitive is wrong because it ignores the structural labour market realities like employment and housing instability (Sarava and Nogueiro, 2025). The management perspective stresses on the need for recruiters to develop sustainable solutions to systemic work challenges instead of purely linking workplace difficulties to generational traits. Across all the cohorts, managers also have a duty to navigate the intergenerational dynamics to nurture effective work environments for all staff members. The Social Identity Theory proposes that visible generational differences can create in- group and out-group biases, leading to conflict or marginalisation (Wang and Duan, 2025). Heavily digitalised recruitment platforms significantly advantages Generation Z applicants while traditional selection methods can fail to engage digitally native applicants (Vieira et al., 2024). Such can be mitigated by ensuring that the hiring process is inclusive and does not implicitly privilege one cohort’s communication style or technological competence.
Conclusion
The report has critically discussed emotional intelligence as an indispensable construct which appeared as both an individual capability and an organisational resource within intergenerational workplaces. Components such as self-awareness, self-regulation, empathy, social skills and motivation were evaluated and found to have a positive correlation with leadership effectiveness, and team cohesion. The report also affirmed that EI is neither conceptually uncontested nor universally beneficial . However, the usefulness is contingent upon ethical grounding, cultural sensitivity and the individual context of the organisation. The generational discourse surrounding Generation X, Y and Z also boosted the understanding of workplace expectations and communication styles. Cohort-based tendencies in autonomy, purpose orientation, digital fluency and psychological safety preferences should be interpreted alongside other factors such as age, career stage and socio-economic situations, to influence recruitment approaches. 
Recommendations
From the practical standpoint, recruitment professionals and managers should embrace a competency-based recruitment process that includes EI assessment while eliminating overreliance on self-report measures. The validity of the assessment is stronger when blended assessment approaches combine behavioural interviews and situational judgement tests. Structured interviews and inclusive digital platforms should also be designed to avoid favouring one’s cohort communication style over another. In addition to that, organisations should be committed to aligning employer branding with authentic organisational culture to avert psychological contract breaches, especially among Millennials and Generation Z who value transparency and ethical responsibility. The development of emotional intelligence initiatives should also be combined with ethical leadership to reduce the risks of manipulative or instrumental misuse of emotional skills. Implementation of the proposed recommendations will put the organisations into a trajectory for sustainable excellence in the midst of generational diversity. Organisations could also think of managing performance through performance review such as managing by objectives, Just In time, Kaizen for continuous improvement . 
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