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1. INTRODUCTION
Research seems to suggest that, without the software of emotional maturity and self-knowledge, the hardware of academic training alone is worthless
O’Brian, 1996
What is Emotional Intelligence
According to Cooper and Sawaf (1997) Emotional Intelligence (EQ) is the ability to sense, understand and effectively apply the power and acumen of emotions as a source of:

· Human energy

· Information

· Connection, and

· Influence
The term ‘Emotional Intelligence’ is not as new as many people believe. It was mentioned as early as 1872 by Charles Darwin, who refers to the importance of emotional expression in the survival of the human species.

In 1920, E.L. Thorndike started to use a new term, ‘Social Intelligence’ to describe the human ability to get along with other people. In 1975, Howard Gadner published a ground-breaking theory on multiple intelligences, as he believed the traditional view of intelligence was not adequate to explain fully our cognitive ablity and functioning. 

Garner (1975) initially identified 5 ‘intelligences’, namely: Gardner’s ‘multiple intelligences’:

· Verbal

· Non-verbal

· Artistic

· Musical

· Psycho-motor (Technical)

He later added two more, which fall in the EQ arena:
· Personal Effectiveness

· Interpersonal Effectiveness

The term EQ was however popularized by Daniel Goleman who published his well-known book Emotional Intelligence: Why It Can Matter More than IQ in 1995 which took the world by storm.
EQ refers to two aspects: effectiveness and awareness. It is about intrapersonal effectiveness, as well as interpersonal awareness. Intrapersonal effectiveness refers to the individual’s awareness of their own emotions, and how well they control emotions. Interpersonal awareness and effectiveness refers to a person’s ability to:

· Recognise other people’s emotions accurately, and 

· To help others react and apply emotions appropriately

2. EQ VERSUS IQ
For the last 100 years Intelligence Quotient (IQ) or cognitive intelligence and the assessment thereof dominated the workplace and the education system. Schools defined children in terms of their stanines and IQ scores. Potential, for many years, was viewed in the context of intellectual capacity. We now know that IQ per se is too narrow a view of a person’s capabilities and potential for success. 
Success requires more than IQ, which has tended to be the traditional measure of intelligence, ignoring essential behavioural and character elements. We've all met people who are academically brilliant and yet are socially and inter-personally inept. And we know that despite possessing a high IQ rating, success does not automatically follow.

IQ is essentially a measure of a person’s informational database – memory, verbal ability, visual-motor skills etc. Research suggests that IQ only contributes (on average) 6% towards success in later life. EQ on the other hand contributes between 27 - 45% towards success in later life.

IQ is also constant and fixed, it peaks around age 17, remains constant in adulthood and starts to decline in old age.  EQ rises steadily with age.



3. EMOTIONAL INTELLIGENCE AND CHANGE
I have known a great many troubles, but most of them never happened










      Mark Twain

One factor that is a constant in all modern organisations today is change. According to a recent study by Jordan (2004), an organisation’s ability to deal with change provides a competitive advantage. Organisational learning has been identified as a significant method for ensuring the success of continual change in organisations. 

According to Jordan (2004) change is inherently emotional and produces a range of emotions and feelings in individuals during organisational change. Change can be perceived as a challenge, or an opportunity, and triggers positive emotions such as excitement, enthusiasm and creativity (Goleman, Boyatzis & McKee 2002). Change can also be threatening and create negative emotions such as anger, fear, anxiety, cynicism, resentment, and withdrawal. Clearly change poses significant challenges, both to those who implement and those who are affected by the change.

Typical reactions to change:


[image: image3]
Change often represents the following to employees:
· Loss

· Fear

It therefore stands to reason that resistance will be a logical reaction. That is why the reaction to change is very similar to a traumatic experience such as death or separation. Employees need to, psychologically, work through their sense of loss and the fear of the unknown. 

People with a well-developed EQ identify and process emotional reactions more effectively and therefore adapt to change faster and more effectively.

Jordan (2004) argues that:

· Individuals who can manage and make sense of their own and other’s emotions during organisational change are able to influence social relationship outcomes and contribute to that change process. 
· These individuals will be under less stress during organisational change as a result of their ability to be aware of their emotions and their ability to control their emotions. 

· As managers, they will also be in a better position to reduce stress and anxiety that accompanies organisational change, as they are able to read others’ emotions and take actions to manage those emotions prior to attitudes being affected. 

Jordan (2004) also suggests that the emotions that are generated during an organisational change process are inevitable, and should be managed by providing employees with the necessary skills to regulate those emotions. 
Emotional Intelligence improvement programs may be a means by which managers can provide employees with additional skills to cope with organisational change. 
In a study by Bedell, Salovey, Detweiler and Mayer (1999) it was found that individuals who scored higher in the ability to perceive accurately, understand and appraise their own and others’ emotions were better able to respond flexibly to change in their social and working environments and build supportive social networks. 
4. EQ AND LEADERSHIP
A leader is a dealer in hope
 (Anon)
Effective leadership, according to Townsend & Gebhart (1997), is about the following:

· Self awareness

· Influencing others

· Accomplish tasks (self or through others).

Traditional views on leadership include the following (as opposed to management):

	Managers
	Leaders

	· Resource focus

· Efficiency focus

· Deal with ‘Things’
· Do things right

· Technical proficiency

· Tactical
	· Personal focus

· Motivational focus

· Deal with People

· Do the right thing

· Values model

· Strategic


In view of the above, leadership deals with Emotional Intelligence and competencies. According to Goleman (2002): ‘…in any human group the leader has maximal power to sway emotion’.

Research done at the Centre for Creative Leadership (1994), and cited in Orioli (2000), found that 75% of the reasons careers get derailed are EQ-related (in leaders). These include:

· Unsatisfactory team leadership during challenging times

· Inability of people and managers to handle interpersonal issues.

· Inability to adapt to change.

· Inability of managers to elicit trust

Emotional leadership means to:

· Identify emotions (How am I feeling, how may the team members feel etc)

· Use emotions (How will these feelings influence my approach, how will staff approach this issue etc)

· Understand emotions (How will people react, what do they want, where is it coming from etc)

· Manage emotions (how can I manage my feelings, how can I help the team to manage theirs etc)
5. PERFORMANCE AND EQ
Is there a link between EQ and good performance in the workplace? Goleman (2004) suggests that when people feel good, they work at their best. He suggests that feeling good lubricates mental efficiency.

Cherniss (1999) researched the link between performance and EQ. He found the following:

· Experienced partners in a multinational consulting firm were assessed on key EQ competencies. Partners who scored above the median on 9 or more of the 20 competencies delivered $1.2 million more profit from their accounts than did other partners – a 139 percent incremental gain.

· An analysis of more than 300 top-level executives from fifteen global companies showed that six emotional competencies distinguished stars from the average. These were influence, team leadership, organizational awareness, self-confidence, achievement drive, and leadership.
· One of the foundations of emotional competence, accurate self-assessment, was associated with superior performance among several hundred managers from 12 different organizations. 
· Another emotional competence, the ability to handle stress, was linked to success as a store manager in a retail chain. The most successful store managers were those best able to handle stress. Success was based on net profits, sales per square foot, sales per employee, and per dollar inventory investment. 
· In a national insurance company, insurance sales agents who were weak in emotional competencies such as self-confidence, initiative, and empathy sold policies with an average premium of $54,000. Those who were very strong in at least 5 of 8 key emotional competencies sold policies worth $114,000.
· At L’Oreal, sales agents selected on the basis of certain emotional competencies significantly outsold salespeople selected using the company’s old selection procedure. On an annual basis, salespeople selected on the basis of emotional competence sold $91,370 more than other salespeople did, for a net revenue increase of $2,558,360. 

· Salespeople selected on the basis of emotional competence also had 63% fewer turnovers during the first year than those selected in the typical way.

According to Cherniss (2001) Emotional Intelligence needs to be developed into Emotional Competence. For example:

· To be able recognize accurately what another person is feeling should become a competency such as Influence

· To be able to regulate emotions should become a competency such as Initiative or Achievement. 
Ultimately it is these social and emotional competencies that we need to identify and measure if we want to be able to predict performance.

6. EQ FRAMEWORK
PERSONAL COMPETENCE

Self Awareness
Emotional Awareness - Recognizing one’s emotions and their effect. People with this competence: 
· Know which emotions they are feeling and why 

· Realize the links between their feelings and what they think, do, and say 

· Recognize how their feelings affect their performance 

· Have a guiding awareness of their values and goals 


Accurate Self Assessment - Knowing one’s strengths and limits. People with this competence are: 
· Aware of their strengths and weaknesses 

· Reflective, learning from experience 

· Open to candid feedback, new perspectives, continuous learning, and self-development 

· Able to show a sense of humor and perspective about themselves 

Self Confidence - Sureness about one’s self-worth and capabilities. People with this competence: 
· Present themselves with self-assurance and have ‘presence’ 

· Can voice views that are unpopular and go out on a limb for what is right 

· Are decisive, able to make sound decisions despite uncertainties and pressures 

Self-Regulation
Self control - Managing disruptive emotions and impulses. People with this competence: 
· Manage their impulsive feelings and distressing emotions well 

· Stay composed, positive, and unflappable even in trying moments 

· Think clearly and stay focused under pressure 


Trustworthiness - Maintaining standards of honesty and integrity. People with this competence: 
· Act ethically and are above reproach 

· Build trust through their reliability and authenticity 

· Admit their own mistakes and confront unethical actions in others 

· Take tough, principled stands even if they are unpopular 

Conscientiousness - Taking responsibility for personal performance. People with this competence: 
· Meet commitments and keep promises 

· Hold themselves accountable for meeting their objectives 

· Are organized and careful in their work 

Adaptability - Flexibility in handling change. People with this competence: 
· Smoothly handle multiple demands, shifting priorities, and rapid change 

· Adapt their responses and tactics to fit fluid circumstances 

· Are flexible in how they see events 


Innovativeness - Being comfortable with and open to novel ideas and new information. People with this competence: 
· Seek out fresh ideas from a wide variety of sources 

· Entertain original solutions to problems 

· Generate new ideas 

· Take fresh perspectives and risks in their thinking 
Self Motivation
Achievement Drive - Striving to improve or meet a standard of excellence. People with this competence: 
· Are results-oriented, with a high drive to meet their objectives and standards 

· Set challenging goals and take calculated risks 

· Pursue information to reduce uncertainty and find ways to do better 

· Learn how to improve their performance 


Commitment - Aligning with the goals of the group or organization. People with this competence: 
· Readily make personal or group sacrifices to meet a larger organizational goal 

· Find a sense of purpose in the larger mission 

· Use the group’s core values in making decisions and clarifying choices 

· Actively seek out opportunities to fulfill the group’s mission 

Initiative - Readiness to act on opportunities. People with this competence:

· Are ready to seize opportunities 

· Pursue goals beyond what’s required or expected of them 

· Cut through red tape and bend the rules when necessary to get the job done 

· Mobilize others through unusual, enterprising efforts 

Optimism - Persistence in pursuing goals despite obstacles and setbacks. People with this competence: 
· Persist in seeking goals despite obstacles and setbacks 

· Operate from hope of success rather than fear of failure 

· See setbacks as due to manageable circumstance rather than a personal flaw 


SOCIAL COMPETENCE 
Social Awareness
Empathy - Sensing others’ feelings and perspective, and taking an active interest in their concerns. People with this competence: 
· Are attentive to emotional cues and listen well 

· Show sensitivity and understand others’ perspectives 

· Help out based on understanding other people’s needs and feelings 

Service Orientation - Anticipating, recognizing, and meeting customers’ needs. People with this competence:

· Understand customers’ needs and match them to services or products 
· Seek ways to increase customers’ satisfaction and loyalty 

· Gladly offer appropriate assistance 

· Grasp a customer’s perspective, acting as a trusted advisor 

Developing Others - Sensing what others need in order to develop, and bolstering their abilities. People with this competence: 
· Acknowledge and reward people’s strengths, accomplishments, and development 

· Offer useful feedback and identify people’s needs for development 

· Mentor, give timely coaching, and offer assignments that challenge and grow a person’s skill 
Leveraging Diversity - Cultivating opportunities through diverse people. People with this competence: 
· Respect and relate well to people from varied backgrounds 

· Understand diverse worldviews and are sensitive to group differences 

· See diversity as opportunity, creating an environment where diverse people can thrive 

· Challenge bias and intolerance 

Political Awareness - Reading a group’s emotional currents and power relationships. People with this competence: 
· Accurately read key power relationships 

· Detect crucial social networks 

· Understand the forces that shape views and actions of clients, customers, or competitors 

· Accurately read situations and organizational and external realities 

Social Skills
Influence - Wielding effective tactics for persuasion. People with this competence:

· Are skilled at persuasion 

· Fine-tune presentations to appeal to the listener 

· Use complex strategies like indirect influence to build consensus and support 

· Orchestrate dramatic events to effectively make a point 


Communication - Sending clear and convincing messages. People with this competence: 
· Are effective in give-and-take, registering emotional cues in attuning their message 

· Deal with difficult issues straightforwardly 

· Listen well, seek mutual understanding, and welcome sharing of information fully 

· Foster open communication and stay receptive to bad news as well as good 


Leadership - Inspiring and guiding groups and people. People with this competence: 
· Articulate and arouse enthusiasm for a shared vision and mission 

· Step forward to lead as needed, regardless of position 

· Guide the performance of others while holding them accountable 

· Lead by example 

Change Catalyst - Initiating or managing change. People with this competence:

· Recognize the need for change and remove barriers 

· Challenge the status quo to acknowledge the need for change 

· Champion the change and enlist others in its pursuit 

· Model the change expected of others 

Conflict Management - Negotiating and resolving disagreements. People with this competence: 
· Handle difficult people and tense situations with diplomacy and tact 

· Spot potential conflict, bring disagreements into the open, and help de-escalate 

· Encourage debate and open discussion 

· Orchestrate win-win solutions 

Building Bonds - Nurturing instrumental relationships. People with this competence:

· Cultivate and maintain extensive informal networks 

· Seek out relationships that are mutually beneficial 

· Build rapport and keep others in the loop 

· Make and maintain personal friendships among work associates 
Collaboration and Cooperation - Working with others toward shared goals. People with this competence: 
· Balance a focus on task with attention to relationships 

· Collaborate, sharing plans, information, and resources 

· Promote a friendly, cooperative climate 

· Spot and nurture opportunities for collaboration 


Team Capabilities - Creating group synergy in pursuing collective goals. People with this competence: 
· Model team qualities like respect, helpfulness, and cooperation 

· Draw all members into active and enthusiastic participation 

· Build team identity, esprit de corps, and commitment 

· Protect the group and its reputation and share credit 

7. AN EMOTIONALLY INTELLIGENT WORKFORCE
If you can create an emotionally intelligent organisation and workforce, some of the benefits can include:

· A clear vision and direction

· Clarified and accepted values (shared)

· A motivated workforce

· The capability to handle conflict in a mature manner

· Identified and addressed the ‘unspeakables’ in the business

· Open communication

· General optimism and positive climate

· Supportive culture

· Credible and ‘real’ leadership

· Work-life balance

· Loyalty to the brand
8. BUILDING EQ IN THE WORKPLACE
The Consortium for Research on Emotional Intelligence in Organizations (www.eiconsortium.org) provides the following 22 guidelines on how to promote EQ in the workplace. This represents the best current knowledge and applies to any development effort in which social and emotional learning is a goal.

The guidelines are divided into four phases: preparation, training, transfer and maintenance, and evaluation. Each phase is important.
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9. CONCLUSION
What makes us successful at work? This question has been asked by many and has spawned countless research articles, books and managerial theories. 

Although intangible, emotional and under the surface, EQ does contribute significantly to work success and cannot be ignored in the modern organisation. Stein and Book (2006) suggest that the following are key for overall work success:
· Self-actualisation

· Optimism

· Stress Tolerance

· Happiness

· Assertiveness

All of the above relates to the EQ domain and as such should be fostered and encouraged in the workplace.

Leadership plays a crucial role in inspiring people, motivating teams, to connect with people in such a way that it moves people to do great things. Therefore a MBA is not enough – it certainly forms the entry point and foundation, but it is not what makes a great leader.
Goleman refers to a new type of leader – the leader that is emotionally compelling and acts as an emotional guide.
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