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Abstract
This narrative literature review explores the complexity of empathic leadership 
among millennial managers who are increasingly assuming leadership roles. While 
empathic leadership is often linked to improved employee wellbeing, psychological 
safety, and organisational citizenship, it is also associated with emotional labour 
and burnout. This may be more pronounced among leaders who prioritise inclusiv-
ity and emotional intelligence. Drawing on 65 peer-reviewed sources published 
between 2020 and 2024, this review identifies themes related to the benefits and 
challenges of empathic leadership. The findings reveal a duality whereby empathy 
enables innovation and team cohesion. At the same time, the emotional toll of sus-
tained empathy, exacerbated by intergenerational expectations and hybrid working, 
can result in fatigue and psychological strain. This review also evaluates wheth-
er such emotional burdens are unique to millennials or reflective of the broader 
population. The review considers generational explanations but finds limited direct 
comparative evidence. This suggests that empathic strain may reflect broader shifts 
in managerial expectations. Overall, the evidence does not support any claim that 
this challenge is unique to any one generation. The study proposes a perspective 
that illustrates the double-edged nature of empathic leadership and suggests or-
ganisational strategies to support leaders who face these conditions. These include 
emotional intelligence upskilling and clearer role boundaries within organisational 
structures. This review also highlights the realities of leading with empathy and 
calls for greater organisational attention to sustainable leadership practices.
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Introduction

Millennials are individuals born between 1981 and 1996 (Dimock 2019). Initially 
considered as ‘disruptive’ in terms of preferences and priorities when they joined the 
workforce in the mid-2000s (Farhan 2021; Hurtienne et al. 2022), millennials are 
currently growing in undertaking managerial and leadership roles across organisa-
tions (Gabrielova and Buchko 2021; Williams 2020). As employees, millennials are 
known to value empathy, inclusivity, and work-life balance (Camp et al. 2022; Lee 
2022; Nabawanuka and Ekmekcioglu 2022; Waltz et al. 2020). Building upon these 
leadership styles, as managers, millennials are observed to demonstrate active listen-
ing, cultivate innovation, and nurture psychological safety at the workplace (Ford 
2023; Graen et al. 2020; Karima et al. 2022; Zhao et al. 2021). This study positions 
these attributes within the wider field of leadership to examine whether the way mil-
lennials lead is substantively different from other cohorts.

While these positive traits are welcomed in the modern-day workplace, where 
flexibility and mental health awareness are embraced (Adekoya et al. 2022; Ham-
ouche 2023; Vyas 2022), the emotional labour of consistently deploying empathic 
leadership is seen to be taking a toll on millennial managers (Ford 2023; Petersen 
2020). In this narrative literature review, relevant publications between 2020 and 
2024 are assessed and analysed to surface common themes on how empathic leader-
ship develops into a ‘double-edged sword’ for millennial managers. This analysis 
seeks to identify the factors leading to this phenomenon and identify best practices 
or action items to address this challenge. Therefore, the guiding research question 
is: How much of the emotional cost of empathic leadership is specific to millennial 
managers, and how much is driven by wider changes in the modern-day workplace?

There remains uncertainty as to whether this pattern is unique to millennials or 
more common across other generations, which provides an opportunity for investi-
gation. Beyond academic literature, anecdotal insights from mainstream and social 
media reflect a growing discourse on the emotional demands placed on millennial 
managers. This study aims to ascertain the reality of this assertion, and contribute to 
the literature by connecting established conversations of emotional labour and gen-
erational leadership through the lens of empathic leadership. This study also outlines 
implications for future empirical or cross-generational studies.

In the context of this study, empathic leadership is treated as a relational lead-
ership capability that requires ongoing emotional regulation (Crane 2025; Wibowo 
and Paramita 2022). Emotional labour provides the mechanism linking sustained 
empathic demands to strain which can accumulate into exhaustion (Liu et al. 2020; 
Yang and Jang 2022). Generational leadership is used as a contextual lens to con-
sider whether intergenerational expectations shape the expression of empathy and the 
conditions under which it becomes costly (Brachle and McElravy 2023; Lowe et al. 
2020). Through this review, empathy, emotional labour, and generational leadership 
are integrated through a singular mechanism. 

Evidence from the literature is interpreted using the logic that empathic leadership 
improves employee outcomes when supported by adequate resources. It becomes 
costly when demands are sustained without sufficient recovery or boundaries. This 
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framing enables the review to examine whether reported strain reflects generation-
specific patterns or broader changes.

Methodology

This study adopts a narrative literature review approach (Baumeister and Leary 1997) 
given its suitability to capture emerging patterns across a diverse and evolving field. 
The literature on empathic leadership, emotional labour, and generational leadership 
is largely dispersed across sectors. The narrative review method was also chosen as 
the purpose of this study is interpretive synthesis rather than effect size estimation. 
The review analyses and evaluates existing literature to identify common themes 
and gaps within the relevant body of knowledge. The literature search focused on 
publications from 2020 to 2024 to ensure findings are current and reflect changes 
in the common workplace, particularly post-COVID-19. This scoping is intended 
to capture evidence from a period where managerial expectations around wellbeing, 
flexibility, and inclusion have intensified. Inductive thematic analysis was conducted 
as part of this process to form a framework that integrates empathic leadership with 
emotional labour mechanisms in a generational context. An inductive approach also 
reduces the risk of forcing findings into predefined categories.

The search process for this study was conducted between January to March 2025 
across major academic databases including Scopus, Web of Science, and Google 
Scholar using combinations of the following keywords: ‘empathy’, ‘leadership’, 
‘millennial managers’, ‘burnout’, ‘emotional labour’, and ‘generational differences’, 
among others. To ensure relevance and focus, several inclusion and exclusion criteria 
were applied. Publications that were selected include peer-reviewed journal articles, 
books, and book chapters on empathic leadership, burnout, and intergenerational 
leadership. Only English language publications were utilised, mainly those framed 
within organisational or managerial settings.

Specific focus was placed on studies explicitly highlighting on millennial manag-
ers or cross-generational comparisons. Excluded materials were non-peer-reviewed 
sources, publications unrelated to inter-generational leadership, and those too narrow 
on a particular demographic . Studies based on student samples, non-organisational 
contexts, or opinion pieces without empirical relevance were also excluded. Title and 
abstract screening were conducted first, followed by full text assessment against the 
criteria. The search and filtering process yielded 65 articles that were thoroughly ana-
lysed for thematic relevance. An overview of all studies is presented in Appendix A.

As with most narrative reviews, this approach is exposed to selection and synthesis 
bias. Study identification may be shaped by literature coverage, language restriction, 
and publication tendency for positive findings. Synthesis may also be influenced by 
interpretive judgement when clustering evidence into themes. Some efforts to reduce 
the risks are usage of multiple databases, predefined inclusion and exclusion criteria, 
and title and abstract screening. To ensure comprehensiveness, studies that did not 
fit dominant patterns and reported contradictions were also examined, to avoid focus 
imbalance on a single narrative.
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Thematic analysis was then conducted to identify and categorise recurring pat-
terns and insights within the literature. The analysis followed an inductive approach 
consistent with Braun and Clarke (2021), involving familiarisation, generation of 
initial codes, clustering of codes into candidate themes, and reviewing themes against 
research purpose. The coding process focused on each study’s reported findings and 
interpretations, with codes refined iteratively as additional papers were reviewed. 
Theme boundaries were checked by examining studies that did not fit, including 
those presenting empathy as a primarily beneficial trait. 

From this exercise, several key themes were identified including the role of empa-
thy in fostering workplace wellbeing and innovation, emotional labour and burnout 
associated with empathic leadership, and intergenerational influences on leadership 
styles, and challenges specific to millennial managers. Attention was also given to 
conflicting findings. For example, studies that positioned empathy as performance 
enabling, to surface contradictions across the literature. These findings are further 
elaborated in the following sections.

For clarity, as a narrative review, this study does not provide formal quality 
appraisal of included studies. Thus, there are no claims made on the comparative 
robustness of evidence across themes. Future work could extend this synthesis 
through a systematic review with structured quality assessment and meta-analyses. 
Documentation was maintained comprising coding notes, definitions, and theme 
descriptors. Themes were retained only where they demonstrated coherence and clear 
distinction from adjacent themes. Where evidence was uneven, claims are framed as 
indicative patterns in the literature rather than definitive conclusions.

Findings

Empathy in leadership

The concept of empathic leadership can be traced to the work of Carl Rogers, who 
discussed empathy in leadership and psychology through his 1951 publication, ‘Cli-
ent-Centred Therapy’ (Rogers 2020). In this discourse, empathy is identified as a 
core component to build trusting and supportive relationships (Rogers 2020). This 
early perspective positions empathy in a relational lens as a basis for trust and psy-
chological safety. More recently, this thinking was further developed by Daniel Gole-
man in his publications, ‘Emotional Intelligence: Why It Can Matter More Than IQ’ 
(Goleman 1995) and ‘Primal Leadership: Realising the Power of Emotional Intel-
ligence’ (Goleman et al. 2002) which highlight the value of emotional intelligence 
to enable leader effectiveness (Görgens-Ekermans and Roux 2021; S. K. et al. 2020) 
and employee engagement (Barreiro and Treglown 2020). These newer views which 
reframe empathy as a leadership capability also reposition it from relational to perfor-
mative. These foundational works do not yet fully explain the generational contexts 
of empathic leadership.

Recent publications on empathic leadership highlight its role as a catalyst for 
positive employee outcomes and mitigating negative impact of workplace stress. 
Several studies highlight its positive effects on employee wellbeing (Azeemi et al. 
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2024; Raina 2022) specifically job satisfaction (Arghode et al. 2022) and reduced 
turnover. Negoro and Wibowo (2021) note this trend on turnover rates among start-
ups while Yue et al. (2023) echoed the same view through the observation of how 
empathic communication during COVID-19 improved employee-organisation rela-
tionships. Within the medical sector, Wibowo and Paramita (2022) outlined how 
empathic leadership increases resilience among nurses during crisis and challenging 
situations within their profession. These assertions were also illustrated by Ma et al. 
(2024) especially regarding the positive influence on employee innovation by fos-
tering career adaptability in uncertain environments. These experiences are seen to 
enhance employee performance and overall motivation (Arghode et al. 2022). It can 
be observed from these studies how empathy acts as a stress buffer given its links to 
wellbeing and lower turnover. That said, context matters significantly as crisis set-
tings such as healthcare may show stronger effects of empathic leadership that other 
sectors. These findings indicate an emerging performance angle whereby empathy 
supports adaptability and not only ‘feel good’ outcomes.

As a mitigator of workplace stress, Mohd-Shamsudin et al. (2024) highlight how 
empathic leadership addresses the adverse effects of job stress on problem-solving 
behaviour by reducing perceived performance difficulties, especially in the hospi-
tality sector. This element complements the increase in resilience among employ-
ees (Wibowo and Paramita 2022). When adopted by supervisors in communicating, 
empathy helps in reducing anxiety and fostering affective trust ultimately enhancing 
employees’ ability to cope with stress in organisational changes (Yue et al. 2023). As 
part of organisational culture, empathy is viewed as a core value that informs leader-
ship practices across the workforce, which can also be a means for fostering collec-
tive creativity (Arghode et al. 2022; Mai et al. 2022). These instances demonstrate 
how empathic leadership can alleviate stress and help employees experience fewer 
performance blockers when they are under pressure. When embedded in culture, 
empathy scales from individual support to develop adaptability.

The positive impact of empathy at the workplace

Empathy plays a critical role in fostering organisational citizenship where employ-
ees voluntarily contribute to wellbeing of co-workers beyond formal roles (Engel-
brecht and Hendrikz 2020; Osman et al. 2021). This behaviour is said to be common 
among millennials which leads to prosocial tendencies and promotes collaborative 
and supportive work environments​ (Chou et al. 2021; Ndoja and Malekar 2020). 
These conditions drive employees to have a stronger sense of purpose and belief in 
approaching work, beyond task performance. This positive impact of empathy also 
allows employees to go beyond assigned duties and contribute to a more harmoni-
ous and efficient workplace (Edlins 2021; Pérez-Fuentes et al. 2020; Simon et al. 
2022). A consequence of this sense of belonging to the workplace carries the poten-
tial for strengthened leadership and overall team cohesion (Bryer 2020; Puranitee et 
al. 2022). This can result in a leadership climate that feels mutually supportive.

These findings support the assertion of how millennials benefit from empathic 
leadership in the way that it fosters trust and cooperation among team members (Far-
han 2021; Karima et al. 2022; Negoro and Wibowo 2021). An outcome of this bond is 
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the outlook of enhanced workplace engagement and team collaboration. This leads to 
improved performance and wellbeing which are key requirements to gain buy-in and 
prosper in the workplace (Karima et al. 2022; Oktavia et al. 2021; Waltz et al. 2020). 
In addition to these benefits, empathy can act as a protective factor against burnout 
as it enables the understanding of emotional needs among peers and colleagues (Ford 
2023; Hamm et al. 2020). These qualities are especially more instrumental in remote 
working environments (Camp et al. 2022; Mohezar et al. 2021). While empathic 
leadership appears to be adaptive across platforms and working arrangements, the 
question that arises is whether it is actually only relevant to millennials or not.

Leadership traits of millennial managers

Recent discussions on the traits of millennial leaders indicate a preference for work-
life balance (Bouwmeester et al. 2021; Nabawanuka and Ekmekcioglu 2022), incli-
nation towards technological savviness (Raišienė et al. 2021), and emphasis on 
collaboration and teamwork (Folarin 2021; Hurtienne et al. 2022). In leading teams, 
millennial leaders are observed to value and aim for a flexible working environment 
(Subramaniam et al. 2022; Suvalova et al. 2021). The inclination to adopt and display 
empathic behaviours is shaped by millennial managers as they expect the same to be 
provided by employers to them (Farhan 2021). Further, they place significant impor-
tance on sustainability and ethical practices thar support a balanced lifestyle (Locke 
et al. 2022; Su and Hahn 2021; Uzliawati et al. 2023). The expectation of flexibility 
and conducive working environment among millennial managers is derived from the 
same approach which they impart onto their reporting line (Gabrielova and Buchko 
2021). Therefore, empathy feels more natural to them and not forcefully imposed. In 
other words, their leadership orientation widens empathy from individual concern to 
creating a fair and supportive work ecosystem.

Having grown up in the digital age at the turn of the millennium, millennial 
managers have gained recognition to be technologically proficient and adaptable 
(Nakagawa and Yellowlees 2020; Sengupta and Al-Khalifa 2022). Further, they are 
comfortable with rapid technological advancements and this adaptability is seen as 
an advantage as it can enhance team productivity and organisational performance 
(Nevada Tobing et al. 2024; Sudarmo et al. 2021). It could be argued that millennial 
managers may be more agile and adept of tools relative to their older colleagues, 
which could support improved performance and inclusive workplace. The utilisation 
of technology is complemented by the high value that is put on collaboration which 
requires integrating diverse perspectives (Folarin 2021; Ignatius Septo Pramesworo 
et al. 2023; Wong et al. 2021). They are also known to maintain open communication 
with both superiors and colleagues, and these observations have been empirically 
evidenced within the sectors of business and education (Galdames and Guihen 2022; 
Gokli 2022; Whitney et al. 2021).

Emotional labour and burnout

A common theme across the literature on emotional labour is ‘surface acting’ whereby 
employees suppress their true emotions in fitting in with expectations of the organisa-
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tion which leads to exhaustion and burnout (Bartels et al. 2023; Lyddy et al. 2021; 
Yin et al. 2023). This phenomenon can be costly to organisations that suffer from 
high attrition in the long term, and is especially prevalent across the service sector 
as employees interact and engage with demanding customer needs, causing declin-
ing psychological health and job satisfaction (Rughoobur-Seetah 2024; Trumpold et 
al. 2024). A similar observation is the ‘emotional dissonance’ suffered by employees 
whose true feelings conflict with the emotions they are required to display with peers 
and colleagues. This includes the emotional regulation that occurs on a day-to-day 
basis between superior and subordinate (De Clercq et al. 2024; Hoekx et al. 2023; 
Taube et al. 2024). This situation can also negatively impact employee satisfaction 
and mental wellbeing across service environments (Lam and Cheung 2024; Sora and 
Vera 2020).

Two elements are actively discussed as mitigators of emotional labour and burn-
out prevention, namely ‘emotional intelligence’ and ‘psychological capital’. Emo-
tional intelligence is observed to be practical and useful for emotional regulation in a 
demanding environment, especially as leaders need to remain calm amidst crises or 
challenges (Coronado-Maldonado and Benítez-Márquez 2023; Vetbuje and Olayele 
2022). This competency helps leaders regulate and display emotions more authenti-
cally, thus emotional labour costs are lower. Similarly, the inclusion of self-efficacy, 
resilience, and optimism as part of psychological capital enables it to be a protective 
measure for employees to cope with emotional labour demands (Ghafoor and Haar 
2022; Wahid et al. 2023). With better regulation, these two critical elements can col-
lectively shift empathy from draining to sustainable.

Assessing uniqueness to millennials

It is plausible that empathic strain is more visible among millennial managers 
because many occupy boundary spanning roles, and manage upwards and down-
wards in increasingly diverse teams. However, the reviewed literature offers limited 
direct cross cohort evidence, so claims of generational uniqueness should be treated 
as provisional. In assessing the real uniqueness of the emotional labour of empathic 
leadership on millennials, several comparisons can be made between millennials and 
other generations in terms of leadership style and workplace values. The interest is 
to identify any generational contrast beyond immediate or direct effects related to 
millennial managers.

One key aspect often linked to millennials, as compared to their predecessors, 
is technological proficiency. As ‘digital natives’, they are comfortable in integrat-
ing digital tools into workflows, enabling them to be more efficient in managing 
remote teams and virtual communication. Technological fluency gives millennials an 
efficiency advantage. In other words, the strains that older cohorts feel with digital 
work may not arise with them. This lowers technology related burnout, which can 
indirectly support empathic leadership. In the study of Nakagawa and Yellowlees 
(2020), millennial physicians were less likely to experience technology-related burn-
out given their comfort level with digital tools, which helps to enhance efficiency 
and balance work and life demands. Further, given the structure of the modern-day 
workplace, which enables remote work, younger workers including millennials are 
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seen to be more adaptable (Raišienė et al. 2021). In this regard, they can focus energy 
on relational demands rather than on coping with the medium.

With regards to empathy and inclusivity in leadership, millennial leaders are seen 
to adopt empowering and transformational styles, which encourage open commu-
nication and development of team members (Easton and Steyn 2022). Empathy is 
embedded in how they lead, and not as an add-on. This approach differs from trans-
actional or directive style more commonly displayed by generations prior (Easton 
and Steyn 2022; Hanafi 2020; Molek et al. 2023). On paper, these approaches are 
less emotionally taxing. This assertion on the focus of empathy and emotional intel-
ligence among millennials is also supported by the suggestion that millennials are 
motivated by affiliation and the desire to supervise. This aligns close to the fostering 
of meaningful relationship at the workplace (Rubiano-Moreno et al. 2023). While 
millennials excel in these areas, the act of consistently imparting empathy can lead 
to stress and fatigue (Ford 2023; Hamm et al. 2020). There is, potentially, higher risk 
of empathy related fatigue.

Discussion

The theoretical contribution of this review is the connection of empathic leadership to 
emotional labour mechanisms as an explanation of how empathy can become simul-
taneously beneficial and costly. In this context, empathic leadership supports positive 
outcomes, but sustained emotional regulation explains how empathic work can trans-
late into exhaustion. Generational expectations and work design act as amplifiers of 
this observation.

The findings from the review can be read as a linked chain. Empathic leadership 
contributes to trust, psychological safety, and engagement, but also increases emo-
tion regulation demands. This is especially pertinent when leaders feel responsible 
for maintaining harmony, motivating others, and absorbing stress. Over time, these 
demands resemble emotional labour that accumulates into fatigue. The generational 
lens helps interpret when and why these demands may be more visible for millennial 
managers.

The review treats these insights as an indicative pattern rather than proof of unique 
generational effects, given the limited comparative evidence. Overall, the synthesis 
indicates a consistent duality. Empathic leadership supports relational and perfor-
mance outcomes, but it can become costly when empathic demands are sustained 
under high expectations and limited recovery. Emotional labour provides a useful 
explanation for how the same behaviours that build trust can accumulate into fatigue 
over time.

The evidence gathered in this study supports differences in stated preferences and 
leadership style, but not strong conclusions about uniquely higher empathic strain in 
millennials. While the technological proficiency and inclusivity set them apart from 
other generational cohorts, the review identified similar leadership challenges across 
generations. The transactional and directive leadership styles which are said to be 
more characteristic of baby boomers and Generation X, may separate these leaders 
from some of the emotional strains faced by millennials (Easton and Steyn 2022).
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 The clearest comparison point is that several leadership preferences often attrib-
uted to millennials appear to overlap with other cohorts. Evidence indicates that mil-
lennials’ preference for empowering and transformational leadership is not distinct, 
with Generation X showing similar preferences. In professional contexts, empathy 
and burnout differences between generations are not statistically significant. Studies 
suggest that generational differences may appear more in work conditions and expec-
tations than in the core value of empathy itself.

Digital fluency may reduce technology related strain for younger cohorts, which 
can indirectly free capacity for relational leadership. Post-pandemic remote work 
attitudes also varied by age and gender in ways that may shape managerial pressure. 
Collectively, the review supports a cautious interpretation that empathic strain is not 
uniquely millennial, but may be more visible for millennials because of where many 
currently sit in the organisational hierarchy. Contemporary work design places stron-
ger expectations on managers to be emotionally available.

The adaptability and resilience required of millennial managers in hybrid and 
remote work environments are also emerging as critical competencies for all leaders 
regardless of generational belonging (Nakagawa and Yellowlees 2020; Raišienė et al. 
2021). This is a high-level indicator that the need to actively change and continuously 
adapt to an increasingly intergenerational workforce may apply across the board. Part 
of the strain may reflect changing work design rather than cohort membership alone.

This finding also raises the question of whether the strain of empathic leadership 
stems from generational characteristics or broader workplace shifts (e.g., hybrid, flex-
ible, remote working). The observation presents an opportunity for conduct further 
empirical studies focusing on cross-generational comparisons to provide more defini-
tive insights into this debate. One possibility is exploring the intersection of gen-
erational traits with organisational culture. For organisations, the challenge remains 
on nurturing overall harmony at the workplace. There is an opportunity to adopt a 
more inclusive approach to support empathic leaders without the risk of burnout. 
Training programmes in emotional intelligence and resilience are critical, alongside 
institutional mechanisms to balance expectations. Furthermore, fostering a culture 
that normalises setting of boundaries and prioritises mental wellbeing could alleviate 
the emotional toll on managers who impart empathy across all generations, not just 
millennials.

Conclusion

The findings affirm that empathy is key in fostering psychological safety and organ-
isational citizenship which are vital in navigating post-pandemic workplace settings. 
However, the emotional toll of sustained empathic leadership, particularly in envi-
ronments with high relational demands, raises important concerns about its sustain-
ability. This highlights the need for a balanced approach that supports empathic 
leaders while mitigating the risks of emotional exhaustion. The cross generational 
evidence reviewed suggests that these costs are better explained by work design and 
role expectations than by cohort membership alone, although more direct compara-
tive studies are still needed.
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Future research should adopt longitudinal and comparative methodologies to 
investigate these dynamics across generations, sectors, and organisational contexts. 
For organisations, the review highlights actionable interventions to foster empathic 
leadership without compromising wellbeing. This insight reflects the complexity of 
the present-day managerial demands not just for millennial leaders, but all managers 
navigating sustained expectations. Addressing these challenges requires a concerted 
effort from both organisational stakeholders and the academic community to reimag-
ine leadership styles that balance empathy with sustainability. By doing so, we can 
empower leaders to thrive and pave the way for a more inclusive and resilient future 
of work.

Appendix A: Overview of studies referred to in narrative review

Author Key Idea
Arghode et al. 
2022

Empathic leadership, supported by a growth-oriented culture and effective coordina-
tion, can strengthen organisational function and improve employee performance.

Azeemi et al. 
2024

Empathic leadership boosts employee wellbeing and organisational outcomes by fos-
tering caring support and perceived distributive justice, which strengthens teamwork, 
satisfaction, and commitment.

Barreiro and 
Treglown 2020

Specific trait emotional intelligence facets, especially happiness, emotion manage-
ment, and self-motivation, predict higher employee engagement more strongly than 
overall emotional intelligence.

Bartels et al. 
2023

Surface acting can drain employees and spill over into home life by increasing deple-
tion and perceived inauthenticity, but challenge appraisals, supportive partner interac-
tions, and brief writing interventions can buffer these effects.

Bouwmeester 
et al. 2021

Millennial consultants in extreme work settings often view organisational work life 
balance support positively, yet high pressure environments still increase strain and 
lead them to normalise heavy demands.

Bryer 2020 Organisational inclusion and belonging are shaped by everyday practices, even 
budgeting, which can become inclusive or exclusionary depending on context and 
members’ socially oriented capabilities.

Camp et al. 
2022

Millennial managers can boost effectiveness through flexibility and teamwork but 
must counter remote work challenges by strengthening communication, trust, mentor-
ing, culture building, delegation, and conflict resolution.

Coronado-
Maldonado 
and Benítez-
Márquez 2023

A mixed review of 104 studies finds that emotionally intelligent leadership improves 
team attitudes and performance, with newer work focusing on crisis contexts, genera-
tional comparisons, artificial intelligence, and mindfulness.

De Clercq et 
al. 2024

Emotional dissonance reduces employees’ change oriented citizenship by increas-
ing feelings of being underappreciated, though a performance-oriented climate can 
weaken this negative effect.

Easton and 
Steyn 2022

Millennials view empowering and transformational leadership as effective, but 
these preferences largely mirror Generation X, suggesting limited generational 
distinctiveness.

Edlins 2021 Public administration needs a clearer, practical model of empathy, framed as recognis-
ing shared emotion, connecting with it, and communicating understanding to improve 
relational public service.
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Author Key Idea
Engelbrecht 
and Hendrikz 
2020

Moral intelligence promotes organisational citizenship behaviour through principled 
leadership and trust, supporting an ethical climate that encourages employees to go 
beyond formal roles.

Farhan 2021 A contingency based conceptual framework proposes three situational leadership 
practice pairings for engaging and retaining millennials, but calls for empirical testing.

Folarin 2021 Developing millennial leaders requires understanding their collaborative and adaptive 
traits, giving clear organisational context, reinforcing team contribution, and mentor-
ing career building behaviours.

Ford 2023 A small qualitative study found millennial helping professionals link burnout to 
generational pressure and job demands, and identify reduced workload and greater 
flexibility as key coping supports.

Gabrielova and 
Buchko 2021

As Gen Z enters the workforce, millennial managers may face new intergenerational 
tensions, and cohort, leader-member exchange, and work values theories can guide 
strategies to maintain morale and productivity.

Galdames and 
Guihen 2022

A systematic review of 162 studies maps how millennials are defined in leadership 
research and highlights implications for developing and retaining millennial leaders, 
while identifying gaps for future study.

Ghafoor and 
Haar 2022

Psychological capital boosts job satisfaction and creativity, with job satisfaction partly 
mediating the effect and job stress strengthening these relationships through resource 
mobilisation.

Gokli 2022 Although generational labels can reinforce stereotypes and are contested, they can still 
be a useful high-level lens for identifying shared influences and tailoring support or 
teaching.

Görgens-
Ekermans and 
Roux 2021

Different emotional intelligence competencies shape transformational leadership be-
haviours, but in this model only idealised influence significantly predicted perceived 
supervisor support among followers.

Hamm et al. 
2020

After controlling for demographics and training level, millennials and Generation X 
trainees did not differ significantly in empathy or burnout, with training stage and race 
explaining more variation than generation.

Hanafi 2020 A literature review suggests Millennials and Generation X leaders share several 
attributes, including contingent reward, passion, collaboration, innovativeness, and 
willingness to change, and calls for empirical validation.

Hoekx et al. 
2023

In family firm top teams, ‘familiness’ improves decision making quality largely 
through stronger perceived team support and is also associated with lower emotional 
dissonance.

Hurtienne et 
al. 2022

A phenomenological study suggests millennial engagement in manufacturing is 
shaped by acceptance, community, education, a collaborative environment, and 
leadership.

Ignatius Septo 
Pramesworo et 
al. 2023

A literature review argues that technology enabled approaches like gamification, 
blended and adaptive learning, and online collaboration can better engage millennial 
learners when supported by staff development and infrastructure.

Karima et al. 
2022

Interviews with Finnish millennial leaders identify social, psychological, and cogni-
tive operational dimensions, framing successful millennial leadership as people 
centred, growth oriented, and service minded.

Lam and 
Cheung 2024

In multicultural hotels, employees’ cultural intelligence shapes how they perform 
emotional labour and increase job satisfaction, partly through expressing naturally felt 
emotions.

Locke et al. 
2022

Millennials resemble other generations on satisfaction and turnover intent, but report 
more respect and developmental support while feeling less fully involved and driven 
day to day.

Lyddy et al. 
2021

Mindfulness can backfire when employees still have to surface act, because it 
strengthens the link between surface acting and self-control depletion, which then 
harms performance.
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Author Key Idea
Ma et al. 2024 Empathetic leadership promotes employee innovation by building career adaptability, 

especially for employees high in uncertainty avoidance.
Mohd-Sham-
sudin et al. 
2024

Job stress undermines frontline customer problem solving partly by increasing per-
ceived performance difficulties, but empathic leadership buffers this negative effect.

Mohezar et al. 
2021

Remote working can improve productivity and health, but it also creates psychologi-
cal risks that may offset benefits, especially during COVID-19, requiring deliberate 
practices to make remote work effective.

Molek et al. 
2023

In a Slovenian sample, transformational leadership was most preferred overall, and 
generations differed mainly on transactional preference, with Baby Boomers highest 
and Generation Z lowest.

Nabawanuka 
and Ekmekcio-
glu 2022

For millennial employees, perceived supervisor support improves wellbeing largely 
by enhancing work life balance.

Nakagawa and 
Yellowlees 
2020

Younger physicians’ greater tech fluency is likely to accelerate healthcare digital 
adoption, improve efficiency and flexibility, and reduce technology related burnout 
compared with older cohorts.

Ndoja and 
Malekar 2020

A broad review links organisational citizenship behaviour to key drivers such as 
justice perceptions, perceived organisational support, transformational leadership, and 
the psychological contract, which together support organisational effectiveness.

Negoro and 
Wibowo 2021

In Indonesian start ups, empathetic leadership increases millennial employees’ job sat-
isfaction and reduces intention to leave, partly through needs satisfaction, especially 
relatedness.

Nevada Tobing 
et al. 2024

A Delphi study with senior leaders in Indonesian SOEs identifies 20 key behaviours 
for millennial leaders to navigate VUCA conditions and drive sustainable business 
transition.

Oktavia et al. 
2021

Among millennial workers during COVID-19, higher psychological wellbeing is as-
sociated with higher work engagement.

Osman et al. 
2021

Among public employees, ethnocultural empathy is positively associated with organ-
isational citizenship behaviours, with different empathy dimensions predicting OCB 
toward individuals versus the organisation.

Pérez-Fuentes 
et al. 2020

In Spanish nurses, emotional intelligence (mood and stress management) and cogni-
tive empathy strongly predict humanised care, with cognitive empathy partly mediat-
ing EI’s effect on humanisation.

Puranitee et al. 
2022

Among Thai medical students, stronger belonging and engagement are linked to lower 
burnout, and students highlight safe learning environments, peer interaction, and 
relevant tasks as key contributors.

Raišienė et al. 
2021

During pandemic telework, age and gender shaped attitudes, with millennial men 
reporting more career development concerns than millennial women, suggesting HR 
should focus on feedback and motivation for younger workers rather than only tech 
training for older staff.

Raina 2022 During COVID-19, leaders used compassionate empathy, honest communication, au-
tonomy support, and competence building to protect employee wellbeing and sustain 
motivation and performance.

Rubiano-
Moreno et al. 
2023

Millennials show two main motivational profiles, achievement power versus affilia-
tion supervision, suggesting organisations should tailor incentives and management 
practices to different millennial groups.

Rughoobur-
Seetah 2024

In Mauritius service work post COVID, job satisfaction predicted performance, while 
emotional labour, burnout, and psychological health showed no significant direct 
effects.

S. K. et al. 
2020

In Ghanaian banking, leaders’ social awareness and relationship management predict 
leadership effectiveness, and these links vary by demographics such as age, gender, 
and tenure.
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Author Key Idea
Sengupta and 
Al-Khalifa 
2022

A qualitative narrative study finds pandemic remote work led Indian millennials 
toward work life integration shaped by managerial, work, logistical, and psychologi-
cal issues.

Simon et al. 
2022

Leaders with higher trait empathy experience more distress and reduced attentiveness 
after giving negative feedback, which can undermine perceived effectiveness and 
related leadership behaviours.

Sora and Vera 
2020

Emotional dissonance lowers job satisfaction and raises turnover intent and deviance, 
while coworker support and, to a lesser extent, organisational support buffer these 
negative effects.

Su and Hahn 
2021

Ethical leadership can increase millennials’ organisational citizenship behaviour 
through stronger ethical climate and affective wellbeing, with effects stronger for 
employees high in moral identity.

Sudarmo et al. 
2021

A critical review identifies technology enabled teaching practices for digital native 
students, emphasising interactive tools, flexible delivery, collaboration, feedback, and 
a research-oriented learning culture.

Subramaniam 
et al. 2022

Flexible working arrangements can improve Malaysian millennials’ mental health, 
wellbeing, and productivity by supporting autonomy and a supportive work 
ecosystem.

Suvalova et al. 
2021

Surveys of Russian millennials suggest employer choice is driven more by develop-
ment opportunities, innovation, and flexible work life balance than pay, with many 
willing to invest in further education and international experience.

Taube et al. 
2024

In leader subordinate dyads, emotional labour predicts burnout for both parties, with 
leaders’ burnout shaped by leaders’ emotional demands and subordinates’ emotional 
dissonance.

Trumpold et al. 
2024

Chronic burnout predicts more surface acting and emotional deviance, which increase 
momentary exhaustion and reduce service performance, with burnout dimensions 
shaping when these effects are stronger or weaker.

Uzliawati et al. 
2023

A panel study suggests firms with millennial directors and financial distress have 
lower reputations, while larger firm size predicts stronger reputation and some gover-
nance and sustainability factors show no significant effects.

Vetbuje and 
Olayele 2022

Emotional intelligence reduces burnout partly by lowering surface and deep acting 
and job stress, and mindfulness moderates how strongly job stress translates into 
burnout.

Wahid et al. 
2023

A conceptual review argues that building psychological capital and reducing emotion-
al labour demands can prevent burnout and improve wellbeing in Malaysian social 
welfare work through training, resources, and supportive organisational practices.

Waltz et al. 
2020

Focus groups with millennial nurses show job satisfaction and engagement hinge on 
relationships, rewards, communication, development opportunities, and workload 
staffing.

Whitney et al. 
2021

A survey comparing managers and millennial occupational therapists finds gaps in 
perceived professional communication skills, partly supporting stereotypes and high-
lighting development needs.

Wibowo and 
Paramita 2022

In Indonesian nurses during COVID-19, mindful leadership reduced turnover inten-
tion and empathetic leadership increased resilience, with self-regulation mediating 
these effects.

Wong et al. 
2021

Apprentice expert knowledge collaboration increases when apprentices trust experts 
and perceive senior management support, supported by intrinsic motivation.

Yin et al. 2023 A meta-analysis shows surface acting is associated with higher burnout while deep 
acting is associated with lower burnout, with effects varying by occupation and mea-
surement approach.

Yue et al. 2023 Empathetic supervisor communication during organisational change reduces turnover 
intention by building affective trust in supervisors and improving employee organisa-
tion relationship quality.
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