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[bookmark: _Toc232176830]Executive Summary

This report analyses the importance of emotional intelligence and trauma-informed practice within Agincare Rochester Care Home in the context of a VUCA environment. The report explores the relationship between emotional intelligence, compassionate leadership, employee wellbeing and organisational performance and refers to contemporary literature and examples from Agincare management practice.
Emotional intelligence and trauma-informed leadership are essential within Agincare settings, due to the nature of the care work and emotional demands placed on the employees. The literature highlights the benefits of these approaches, and examples from the organisation’s practice identify limitations that demonstrate that the trauma-informed support is not always applied consistently and may depend on individual management practice rather than being embedded in organisational policies. 
The report also includes a reflection of the author’s emotional intelligence based on self-assessment quizzes, which provided high results, with self-awareness of one’s own emotional needs as a primary development area and a personal development plan in Appendix 2. It concludes that Agincare Rochester Care Home should invest in emotional intelligence development and trauma-informed leadership training and supportive practices to enhance employee wellbeing, improve quality of care and create a safe workplace culture. 
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[bookmark: _Toc232176831]Introduction
The business world operates under continuous volatility, uncertainty, complexity and ambiguity factors, referred to as VUCA, which are shaped by rapid economic, political and social changes and require organisations to adapt to unstable environments (Weiß, 2025). The impact of the VUCA framework can be clearly noticed within the health and care sector, which is currently facing rising demands, workforce shortages and financial pressures. Frontline care workers are continuously exposed to stress and emotionally difficult situations, such as death, illness, safeguarding concerns and burnout (Clancy and Cassarino, 2025). Consequently, trauma-informed practices have become necessary within the health and care sector. 
Recent research argues that more than 70% of people will experience at least one traumatic event during their lifetime, while almost a third will experience four or more traumatic events (Cooper, 2026). This highlights the importance of trauma-informed practices in health and care settings, where care workers are often exposed to traumatic experiences and emotional factors as part of everyday work.
Trauma-informed practice can be defined as an organisational approach that recognises the impact of trauma on individuals, aims to create safe environments based on trust and empowerment, and avoids re-traumatisation (Auty et al., 2022).
This report focuses on Agincare, specifically Rochester Care Home, which delivers residential, nursing and domiciliary care services in Kent (Agincare, 2024). The emotional demands associated with care work within care home organisations require supportive management approaches that recognise the impact of trauma, stress and emotional burnout on employees. 
The report will critically analyse the importance of trauma-informed practices and emotional intelligence in leadership within the organisation, and will examine the relationship between emotional intelligence, compassionate leadership, employee wellbeing and organisational performance, while critically evaluating real-life examples of managerial practice. 

[bookmark: _Toc232176832]Trauma-informed practice and emotional intelligence at Agincare
Emotional intelligence is one of the most appreciated leadership skills in the current organisational practice. The term was initially introduced by Salovey and Mayer (1990) as a psychological concept arguing that traditional intelligence theories at the time failed to recognise the importance of emotions as components of the psyche and human behaviour. They defined emotional intelligence as the ability to understand and regulate emotions in oneself and others. Five years later, Goleman (1995) expanded on the concept and brought it to attention at the organisational and leadership level with his emotional intelligence framework, which includes self-awareness, self-regulation, motivation, empathy and social skills. More recently, Goleman and Cherniss (2024) argue that emotional intelligence is one of the most important components of effective leadership, especially in people-centred sectors such as health and care, which require elevated levels of empathy, communication and relationship management. However, developing emotional intelligence is a complex process that requires considerable time and effort (Cherniss and Roche, 2020).

Although Goleman’s framework is widely accepted and utilised, research criticised emotional intelligence for lacking conceptual clarity as several of its dimensions overlap with personality traits and behaviours (Locke, 2005). Furthermore, the importance of emotional intelligence in leadership is questioned by arguments that leadership effectiveness depends more on cognitive and behavioural factors than emotional competencies (Antonakis, Ashkanasy and Dasborough, 2009). Despite these criticisms, emotional intelligence is highly relevant in emotionally demanding sectors, such as health and care, where managers who lead with empathy, emotional awareness, and supportive practices contribute positively to employee wellbeing, psychological safety, and healthy working environments (West et al., 2017). 
The recent global events have magnified the VUCA context through ongoing conflicts in the Middle East and Ukraine, enhanced geopolitical instability and recently, the declaration of the Ebola outbreak in the Democratic Republic of the Congo and Uganda as a Public Health Emergency of International Concern (WHO, 2026). These developments have an impact on the business environment and the people working in it, who are facing psychological and organisational pressures because of global instability. Research argues that the effects of the VUCA world require organisations across all sectors to demonstrate resilience and adaptability (Gonah and Tyeshani, 2025) and that effective leadership under these volatile conditions requires emotionally intelligent individuals who can communicate effectively, manage change and uncertainty and perform well under pressure. However, the literature argues that studies on leadership agility in VUCA focus more on organisational challenges than specific areas, such as emotional agility (Syamsir, Saputra and Mulia, 2025), limitations relevant for organisations in the care sector where the emotional demands are specific.
For health and social care organisations such as Agincare, these disruptions add to the existing psychological exposure to stressful situations within care settings, with healthcare professionals facing increased risks of burnout, stress and trauma in everyday practice (Søvold et al., 2021). Research argues that emotional intelligence is an important factor that protects against burnout in demanding environments such as health and care (Cao, et al., 2022), highlighting its importance under VUCA conditions, as organisations led by emotionally intelligent leaders may be better equipped to support employees through periods of uncertainty, instability and change (Cooper, 2018). However, organisations still struggle to apply emotional intelligence within management practice (Coronado-Maldonado and Benítez-Márquez, 2023), which implies that investment in leadership practices and supportive organisational culture is important. 
Trauma is defined as a harmful incident that can be emotionally distressing or life-threatening and can have long-term psychological and emotional effects on individuals (Berring et al., 2024). The current business context recognises trauma as a consequence of exposure to VUCA conditions and the increasing demands of the working environments, relevant within health and care settings where employees are exposed to grief, emotional burnout, illness and psychological pressures. Research shows that trauma can weaken emotional regulation, self-awareness and empathy (Gottfredson and Becker, 2023), highlighting how prolonged VUCA conditions can result in traumatic episodes within organisations. Consequently, leadership approaches must recognise the impact of stress and trauma on employees and utilise trauma-informed practices. NHS Education for Scotland and the Scottish Government (2024) define trauma-informed practice as a framework designed to provide support, empowerment, collaboration and safety and avoid re-traumatisation. 
Furthermore, recent research argues that trauma-informed practice should not be viewed just as a training programme but as an organisational culture within leadership (Pepa et al., 2025) that responds to employees with understanding and emotional awareness and can improve staff psychological wellbeing and service users’ experiences (Lewis et al., 2023).
However, literature suggests that many organisations approach trauma-informed practice superficially without addressing issues such as workload pressures, staffing shortages, and workplace culture, which can act as factors to re-traumatisation (Huo et al., 2023).
For organisations such as Agincare, trauma-informed practices are important due to the emotional demands of the care work, and individuals appointed in management roles require emotional intelligence and trauma awareness skills in order to recognise and support employee wellbeing and reduce the risk of burnout or psychological harm of care workers.
Emotional intelligence plays an important role in the health and care sector because it can support employee wellbeing and empowerment and enhance organisational performance. When combined with compassionate leadership, emotional intelligence can improve staff experience and the quality of care, and it operates at high levels of awareness through the processes of attending, understanding, empathising, and helping (West et al., 2017).
Karimi et al. (2021) argue that statistically, emotional intelligence predicts employees’ psychological empowerment, wellbeing and the quality of care. Within Agincare Rochester, the implementation of a compassionate leadership practice, based on emotional intelligence and trauma-awareness, is necessary due to the emotional demands of the care work and is associated with improved staff wellbeing, reduced burnout and stronger organisational performance (Heikkinen, Kuha and Kanste, 2025).
However, emotional intelligence cannot resolve organisational problems on its own. Ferrer Goodwin et al. (2025) argue that the relationship between emotional intelligence and wellbeing in healthcare is influenced by working conditions related to unsafe staffing levels, unhealthy workloads and poor working environments. Similarly, Powell et al. (2024) suggest that emotional intelligence development can improve staff wellbeing and quality of care only if it is supported by organisational change and commitment. Thus, within Agincare, it is important to invest not only in emotional intelligence development, but also to address issues related to staffing levels, workload pressures and unhealthy practices that can affect employees’ wellbeing.
Research within the nursing sector shows that emotionally intelligent leaders improve patient outcomes, reduce burnout and enhance job satisfaction, having a positive impact on staff retention and quality of care (Svetic Cisic et al., 2025). Furthermore, Pattison and Corser (2023) argue that compassionate leadership in the nursing sector improves staff retention and patient experience. However, Ramachandran et al. (2024) argue that research on compassionate leadership in care settings is scattered and fragmented, with limited evidence that explains how compassionate leadership is applied in practice. 
Research conducted within the NHS argues that compassionate leadership is a necessary foundation for organisational performance and productivity and recommends that compassionate leadership training should become mandatory across NHS management (Arnold, Wallbank and Bailey, 2025). However, Phuong et al. (2026) suggest that although compassionate leadership is presented as a priority within NHS policy, there is not enough evidence demonstrating how leadership programmes are put into practice and shows the gap between organisational reality and policy intention. This suggests that Agincare should ensure that emotional intelligence training and compassionate leadership are promoted not only in the organisational policies but also embedded in organisational culture and practice. 
[bookmark: _Toc232176833]Examples of management practice at Agincare
To better understand how emotionally intelligent leadership, or lack of, impacts practice and staff at Agincare, two examples based on personal observations will be provided to critically evaluate how managers responded to employees experiencing traumatic events. 
The first example involved a colleague who was diagnosed with breast cancer. The management recognised the emotional impact of the diagnosis and acted appropriately by reducing her workload and offering flexible working arrangements. The employee was supported throughout her illness and was provided emotional, psychological and financial support. This reflected appropriate trauma-informed practice as management recognised and understood trauma and created a safe environment that promoted support, trust and employee wellbeing (Manian et al., 2022). Emotional intelligence plays an important role in trauma-informed practice, as it provides self and social awareness and the emotional regulation skills needed to recognise and mitigate trauma (Meurer et al., 2026).
The second example shows the management’s failure to provide support and trauma-informed practice when the author’s husband became terminally ill. In this situation, the management considered that the employee needed to be subjected to a disciplinary meeting as she appeared depressed in the line of work and, according to reports ‘was affecting staff’. There were no supporting measures involved or recognition of trauma, and the disciplinary action only contributed to further traumatisation of the employee in question. Literature argues that organisations can retraumatise individuals if they fail to recognise the impact of trauma and do not create safe environments based on trust and support (Sweeney et al., 2018). In this case, management failed to acknowledge the emotional distress of the employee and contributed to her re-traumatisation. 
The examples demonstrated the importance of emotional intelligence in trauma-informed practice. However, there are limitations, as research suggests that emotional intelligence without genuine empathy or ethical values can result in manipulative or self-serving behaviours and not supportive leadership (Akamatsu and Gherghel, 2021). The disciplinary example reflects the use of managerial authority to protect organisational interests rather than employee wellbeing. Similarly, Evans (2022) argues that compassionate leadership can have a darker side if excessive attention is given to the individual instead of addressing organisational issues. Furthermore, Weigand et al. (2024) talk about performative kindness, when organisations promote values of compassion and wellbeing and do not put them into practice. This is relevant for Agincare, which promotes these values despite employees struggling under workplace pressures.
To ensure effective trauma-informed practice, managers at Agincare can support employees by recognising the signs of distress, providing emotional and practical support, role modelling healthy behaviours and responding appropriately when trauma has been identified (Hammer et al., 2024). While the first example demonstrates supportive practice, the second shows how trauma-informed practice is not consistently applied within the organisation and that is often dependent on management preferences rather than being part of the organisational culture. 
[bookmark: _Toc232176834]Emotional intelligence self-assessment results 
To understand the author’s level of emotional intelligence, four quizzes were completed, and screenshots of the results are provided in Appendix 1.
The first quiz from the Greater Good Science Centre (2026) assessed the ability to recognise emotions in others and provided feedback of an ‘exceptional ability to understand other people’s feelings’. The second quiz, Mind Tools Emotional Intelligence Quiz (2026), showed that the author ‘has great relationships and people often approach for advice’, although it is important not to lose sight of one’s own needs. The third quiz, IHHP Emotional Intelligence (2026), placed the author in an excellent emotional intelligence range, showing that the innate emotional intelligence and social skills are predominantly high and suggest enhanced social awareness. The Testometrika Goleman-based Assessment (2026) reported an emotional intelligence score of 96.67%, with self-awareness 91.67%, self-regulation  95.83%, motivation 100%, social competence 100%, and empathy 95.83%. 
The results from all four quizzes suggest high scores in emotional intelligence, self-awareness, and motivation, which can be identified as a high-empathy professional profile (Goleman, 2020). The development area identified was self-awareness and the tendency to lose sight of personal emotional needs when focused on supporting others (Mind Tools, 2026; Testometrika, 2026).
However, it is important to mention that the results from quizzes have limitations, and emotional intelligence is reflected through behaviours rather than scores (Tan, Voon and Ngui, 2022). Furthermore, a high self-reported score may reflect emotional self-confidence instead of high competence (Walker and MacCann, 2024).
Despite the high scores achieved in the quizzes, there is still a need for further development, especially in relation to self-awareness and personal emotional needs. To address the development area, a two-month plan has been set up. In the first month, the author will complete the Mindfulness for Life programme through the Oxford Mindfulness Centre (2026) and keep a daily reflective journal, as mindfulness training improves self-regulation and self-awareness (Good et al., 2016) and can be a practical strategy for developing emotional intelligence in leadership roles (Kaoun, 2019). The author will read Neff and Germer (2024) to develop self-compassion techniques and Harvard Business Review Press (2019) to build mindfulness skills for the workplace. In the second month, the author will complete the LinkedIn Learning course ‘Developing Your Emotional Intelligence’ (LinkedIn Learning, 2026) and review the NHS England North West (2024) L.O.T.U.S. Compassionate Leadership Framework to strengthen emotionally intelligent leadership behaviours in practice. A detailed development plan with specific actions and timescales is provided in Appendix 2.






[bookmark: _Toc232176835]Conclusion
This report has critically analysed the importance of emotional intelligence and trauma-informed practice within Agincare Care Home in the context of the VUCA world. It has highlighted the importance of compassionate leadership in care settings characterised by high emotional strain, exposure to trauma, and workplace pressures, showing that emotional intelligence training is a necessity within Agincare to provide a safe environment, support employees’ wellbeing, and maintain the quality of care. 
The link between emotional intelligence, compassionate leadership and employee wellbeing is demonstrated, as is their contribution to improved organisational performance. However, the report also showed that compassionate leadership is inconsistent across Agincare Care Home, even when it is promoted within organisational policies.
The examples provided demonstrated different practices in relation to employees experiencing traumatic events, showing that compassionate leadership and trauma-informed practices are not applied evenly within Agincare Care Home. This suggests that these practices are not sufficient when applied only at the managerial level and should be embedded within the organisational culture to avoid inconsistencies in levels of support provided.
The emotional intelligence quizzes provided information about areas of personal development, and although the scores were high, the limitations of the tools are relevant within the professional context.
In relation to Agincare Care Home, it is important that the organisation invests in emotional intelligence and trauma-related leadership training. However, these approaches should be supported by improvements in staffing levels, workload management and working conditions to ensure the wellbeing of all employees. 
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Emotional Intelligence- Development Plan
	What do I want/need to learn?
	What will I do to achieve this?
	What resources or support will I need?
	What will my success criteria be?
	Target dates for review and completion

	I need to develop self-awareness in relation to my own emotional needs.

The Mind Tools quiz (2026) identified that it is easy to lose sight of my own needs when supporting others.


	I will complete the Mindfulness for Life programme through the Oxford Mindfulness Centre 
I will keep a daily reflective journal of my emotional responses at work.

I will read Mindfulness (Harvard Business Review Press, 2019).

I will read Neff and Germer (2024), Mindful Self-Compassion for Burnout: Tools to Help You Heal and Recharge When You’re Wrung Out by Stress and apply one self-compassion technique each week.

	Oxford Mindfulness Centre (2026) Personal Learning Courses. Available at: https://oxfordmindfulness.org/courses/personal-learning

Harvard Business Review (2019) Mindfulness. HBR Emotional Intelligence Series. Boston: HBR Press.

Neff, K. and Germer, C.K. (2024). Mindful Self-Compassion for Burnout: Tools to Help You Heal and Recharge When You’re Wrung Out by Stress.

Computer and internet access.
	I will notice and name my own emotional states consistently at work.

I will record at least five reflective journal entries per week and identify my emotional needs, triggers and boundaries more clearly.

I will complete the Mindfulness for Life programme.
	Review at the end of Month 1.

Target: completion of the Mindfulness for Life programme.

	
I need to sustain high EI long-term.
	I will complete the LinkedIn Learning course ‘Developing Your Emotional Intelligence’.

I will review and apply the NHS England North West (2024) L.O.T.U.S. Compassionate Leadership Framework and Toolkit to strengthen emotionally intelligent leadership behaviours in practice
	LinkedIn Learning:
www.linkedin.com/learning

NHS England North West (2024) L.O.T.U.S. Compassionate Leadership Framework and Toolkit 

Computer and internet access.
	I will complete the LinkedIn Learning course ‘Developing Your Emotional Intelligence’.
I will apply self-regulation techniques during challenging situations and record their effectiveness through reflective practice.



	Review at the end of Month 2 and ongoing.
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