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In the United States and, for the most part, the rest of the Western World, education is highly valued. In schools, churches, businesses and other organizations, those who have the intellect rise to positions of leadership and power. With the onset of the knowledge-based industry, where ideas and innovations are paramount to success, it is no wonder that the “brainiest” among us are rising to leadership positions even more often. According to Warren Bennis, a renowned expert on leadership and management, “The basis for effective leadership in the future will be the cognitive capacity to deal with complex issues…By 2020 we will see chairs of neuroscience in business schools to deal with these issues” (Pickard, 1997). 

However, over the last few decades, the importance of leaders’ emotional intelligence has become almost more pronounced than their traditional intelligence, suggesting that understanding people is the most important function of a leader’s job. “Emotional intelligence has emerged as one of the most notable social effectiveness constructs…and it is a foundational element of leadership effectiveness” (Prati et al., 2003).

While Bennis argues that future leaders will have to be more intelligent in a traditional sense, he argues also that leaders will judged by their emotional intelligence even more (Bennis, 1999). 

Research concerning the correlation between the different forms of intelligence suggests that tomorrow’s most effective leaders will be the ones who successfully combine high cognitive intelligence with equally high emotional intelligence. 

WHAT IS INTELLIGENCE

Much has been written about classic intelligence, that is, a person’s cognitive or intellectual ability. Much has also been written about general intelligence. Roberts and Zeidner define general intelligence as “a person’s overall capacity for adaptation through effective cognition and information processing. It may be seen as a general competence of the mind (mental ability) or of higher order facilities such as understanding, reasoning, problem solving, and learning, especially of complex structured material (Roberts & Zeidner, 2001).  John Mayer and Glenn Geher, two prominent emotional intelligence scholars, approach general intelligence from another angle, and describe three classes of intelligence: 

	The First Class


	Abstract, analytic and/or verbal intelligence

	The Second Class
	Mechanical, performance, visual-spatial and/or synthetic intelligence

	The Third Class
	Social and/or practical intelligence, or emotional intelligence










(Mayer & Geher, 1996)

Many scholars and psychologists have painstakingly attempted to measure these intelligences in the form of tests or evaluations. One example is the Wechsler Adult Intelligence Scale, which measures a person’s Intelligence Quotient, or IQ. Such evaluations have become standard practice in the U.S. and other developed countries of the world. Yet, there is great debate as to what those tests really tell us about the test-taker. One developer of intelligence measurement tools, David Wechsler, suggests that we may not be able to measure what we really want to. 

What we measure with tests is not what tests measure – not information, not spatial perception, not reasoning ability. These are only means to an end. What intelligence tests measure, what we hope to measure, is something much more important: the capacity of an individual to understand the world about him and his resourcefulness to cope with its challenges. (Kaufman & Kaufman, 2001)


Colleges, universities, businesses, and other organizations want to know if the test-taker can solve the problems of the world practically and resourcefully. Wechsler’s test, as well as other tests, had a variance of 60, meaning that they correctly categorized a person only to a point. At the time Wechsler’s theories were being tested, that variance was thought to suggest that a part of a person’s character could not be tested. That was before tests were considered for evaluating emotional intelligence or, as it was once referred to, social intelligence.

WHAT IS EMOTIONAL INTELLIGENCE

In the 1920s and 30s more scholars and psychologists began to investigate what they called social intelligence. Many recognized it as an important component of a person’s character. Social intelligence was “largely a study of how people made judgments regarding others and the accuracy of such judgments.” Over the decades that followed two areas of study emerged regarding social intelligence. Social psychologists studied “the social determinants of person perception” and intelligence theorists studied the “abilities of person perception.” Psychologists were interested in the effects that a person’s social environment has on that person’s emotional intelligence. Intelligence scholars were more interested in how a person uses emotional intelligence. More recently, in the last two decades, those areas of study have once again converged. Their convergence produced many of today’s theories about emotional intelligence (Mayer & Geher, 1996).

“Emotional intelligence involves recognizing emotion, reasoning both with emotion and emotion-related information, and processing emotional information as a part of general problem-solving ability” (Mayer & Geher, 1996).  To define it in another way, emotional intelligence can be broken down into four separate, but equally important, traits. In an article in The Leadership Quarterly (2002), Humphrey writes that a person with emotional intelligence has the following abilities:

	1. The ability to perceive one’s own emotions.

	2. The ability to perceive others’ emotions.

	3. The ability to manage one’s own emotions.

	4. The ability to manage others’ emotions.


Recognizing and understanding the subtleties of others’ emotional reactions is central to emotional intelligence. Using that knowledge, which many say is gained through experience and through recognizing and understanding one’s own emotions, will help a leader influence others and achieve success. Some clinical tests have been created to measure a person’s Emotional Quotient, or EQ.  

Researchers Ashforth and Humphrey (1995) concluded that emotion is very connected to the workplace. “However the organization favors the more rational approach to interaction. Social rules and norms of rationality are established to dictate the allowable levels of emotional display” (Prati et al., 2003). It is also a long-held belief that leaders do influence the emotional states of their followers (Humphrey, 2002). Transformational leaders often master this skill to inspire their constituents, but leaders in general, affect the emotional state of followers, though they may not always realize it. 

For a period of time during the past century, many leadership scholars, psychologists, and intelligence theorists have held onto their “belief in the importance of emotions” (Humphrey, 2002), even when many of their colleagues were preoccupied with researching traditional intelligence or cognitive ability in leaders. Their interest lends validity to the current study of emotional intelligence and its importance in defining effective leadership.  

IQ AS AN IMPORTANT FACTOR IN EFFECTIVE LEADERSHIP

Professionals have measured and categorized people’s intelligence in order to determine their status in a number of institutions. Private elementary schools, for instance, use tests and games to measure the intelligence of five-year-olds to see if they will be a good fit for the school. Colleges and universities use standardized tests like the SATs and the GREs to assess the intellectual capabilities of their prospective students and gauge how well they will perform in school. For the most part these tests and others have successfully predicted “a person’s academic and occupational achievement” (Mayer & Geher, 1996).


Based on that premise, it is conceivable that most scholars would agree that a certain level of intelligence is needed for any leadership position. Dan Goleman, a prominent writer on emotional intelligence, believes that intellect is a key indicator of outstanding performance in leaders, just as it is a key indicator of a child’s performance in school, or a high school graduate’s performance in college. “Cognitive skills such as big-picture thinking and long-term vision [are] particularly important [leadership abilities]” (Goleman, 1998). One research group reviewed studies “which demonstrated that we expect leaders to be more intelligent than followers, that the group members with higher IQs are more likely to emerge as leaders, and that the intelligence of the leader correlates well with productivity” (Humphrey, 2002)

For instance, a leader is often tasked with taking seemingly unrelated pieces of information and forming them into a cohesive, thoughtfully organized structure. We expect our leaders to be able to do this, and intelligence tests can measure for it. Likewise, leaders must be able to understand and analyze complicated financial statements. We expect leaders to do this, and, again, intelligence tests can measure it.


Goleman does state that IQ and technical skills are important skills for leaders to have, but that they matter “mainly as ‘threshold capabilities’; that is, they are the entry-level requirements for executive positions” (Goleman, 1998). Business consultant and author Janet Macaluso put it in these terms, “Intelligence may get you hired, but only 12-20 percent of success can be attributed to IQ” (Macaluso, 2003).


Warren Bennis might disagree with her perspective. “Leaders of the future will need extremely high IQs in order to deal with increasingly complex organizations” (Pickard, 1997). As the global economy shifts from manufacturing and service industries to more knowledge-based business, leaders will need to be smarter. If knowledge-based industries are to survive, the leaders of the future must have high intellectual abilities. In Bennis’ words, they must be “extraordinarily brainy” (Pickard, 1997). But, as mentioned previously, Bennis believes that leaders cannot only be brainy. Experts may differ on the mix of classic intelligence and emotional intelligence, but they do agree that both are important traits that effective leaders need to have. 


In 1948, sociologist Elizabeth Brady wrote about how children in elementary and high schools were taught leadership and how student leaders often were the ones who achieved high scores on IQ assessments. 

In many schools, children of ‘superior intelligence’ get positions of authority on the playground, major offices in organizations, and lead roles in various activities regardless of their ability to fill these roles, and in spite of the fact that there is no demonstrable correlation between academic achievement and the capacity to release and guide the energies of the group (Brady, 1948). 

Changes in the way theorists view intelligence might help support her statement. Her statement would be true, perhaps, if “superior intelligence” meant not only higher than average intellectual, or cognitive, ability, but also higher than average emotional intelligence as well. In other words, student leaders who are “generally intelligent” as Roberts and Zeidner define it, would be effective emerging leaders. David Wechsler wrote only a few years after Brady, that “general intelligence cannot be equated with intellectual ability, but must be regarded as a manifestation of the personality as a whole” (Kaufman & Kaufman, 2001).

EQ AS AN IMPORTANT FACTOR IN EFFECTIVE LEADERSHIP

Mothers notoriously ask their children to be sensitive to others. Children learn very young what hurt feelings are. The ones who do not, build up defenses and develop “thick-skin” when it comes to comments or situations that bother or offend them. These reactions are an output of American society. From the very start, we are told that we should be sensitive and toughen up at the same time. It can be a conflicting message. Over time, such experiences can break down a level of communication that is essential in leadership positions, and ultimately affects the person’s emotional intelligence. 

If people are “tough” – not communicating their feelings well – they risk being misunderstood and of misunderstanding others. Similarly, if they are too sensitive, they might risk being seen as ineffective. The right balance must be struck. Those who have mastered that balance reveal a high degree of emotional intelligence. Being emotionally intelligent does not necessarily mean being emotional. There is much more involved than simply expressing emotions. 

Traits of emotionally intelligent leaders

Certain characteristics of emotionally intelligent people emphasize the importance of emotional intelligence in leadership. For instance, leaders with a high EQ are highly self-aware. That is important because “People with high self-awareness are able to speak accurately and openly – although not necessarily effusively or confessionally – about their emotions and the impact they have on their work” (Goleman, 1998). This self-awareness is an essential trait of leaders because it helps them communicate effectively with their followers. 

Leaders who can better connect “thoughts to feelings may better ‘hear’ the emotional implications of their own thoughts, as well as understand the feelings of other from what they say.” Those who cannot connect the two may seem irrational and demanding. Those who can will ultimately succeed in certain situations (Mayer & Geher, 1996).


Experts have found this type of sensitivity to be particularly important when it comes to teams. As the face of business changes from hierarchical structures to matrix structures, teams are more prevalent in the average workplace. Individuals who work well in teams will be highly sought after.  Prati et al. argue that emotionally intelligent leaders are a benefit to teams in two ways. These leaders can motivate team members to achieve their goal and they can challenge team members to better themselves and their team (Prati et al., 2003). Daniel Goleman agrees: “A team’s leader must be able to sense and understand the viewpoints of everyone around the table” (Goleman, 1998). And Humphrey concludes that effective leaders should “be able to manage the emotions of group members, especially with regard to…frustration and optimism” (Humphrey, 2002). 

Another characteristic of emotionally intelligent people is empathy. Leaders make major decisions daily, and those decisions tend to be better when leaders take their employees’ feelings into account. “Empathy is particularly important today as a component of leadership for at least three reasons: the increasing use of teams; the rapid pace of globalization; and the growing need to retain talent” (Goleman, 1998). If leaders do not understand and empathize with their employees, they risk losing staff, disrupting teamwork and slowing growth. 


Empathy, however, can be a slippery slope. Goleman is careful to define empathy as “thoughtfully considering employees’ feelings – along with other factors – in the process of making intelligent decisions.” In other words, empathizing should not become an “I’m okay, you’re okay” behavior (Goleman, 1998). That type of behavior could ultimately undermine the leader’s mission. 

Studies confirm emotional intelligence’s importance


These traits illustrate the key elements of emotionally intelligent leaders and also show their importance to an organization. Some recent studies have confirmed the importance of emotional intelligence as well. Goleman’s extensive research and writing about emotional intelligence have proven that emotional intelligence is paramount to leadership. “When I calculated the ratio of technical skills, IQ, and emotional intelligence as ingredients of excellent performance, emotional intelligence proved to be twice as important as the others for jobs at all levels” (Goleman, 1998).  


Business consultant Macaluso found similar results, though not as quantifiable. “A study of 515 senior global executives found the most successful executives had the strongest emotional intelligence. In fact, EQ was a better predictor of leadership success than relevant business experience, previous academic achievement or IQ.” A more quantifiable study indicated that American Express Financial Advisors who attended an EQ training workshop, increased their sales by 18 percent. “Overall sales in regions where the managers attended the program were 11 percent greater than sales where sales managers did not attend” (Macaluso, 2003).


With results like these, it should not be surprising that emotional intelligence is finding the spotlight in today’s world. Another recent survey, this time of endocrinologists, nutritionists and sports medicine professionals, showed a consensus that 70 percent of our total energy is emotional. This unscientific survey would seem to support the belief that barely a fifth of a leader’s time and energy is spent directly on intellectual ability. “While logic causes us to think, emotions cause us to act…the job of leadership is to move, inspire and influence.” Motivating employees can rarely be done with out some sort of emotional plea. (Macaluso, 2003) 

Emotional intelligence is important for leaders, just as traditional intelligence is. Results of a recent study by Mayer and Geher concluded that “some forms of emotional problem solving requires emotional openness as well as general intelligence” (Mayer & Geher, 1996). This conclusion offers another view of the relationship between EQ and IQ. Many studies and experiments have sought to show that intellectual leaders need to be emotionally intelligent in order to be effective. Mayer and Geher argue that point, but they also show that average individuals must have traditional intelligence to deal with emotional problems. Their conclusion solidifies the view that the two intelligences are ultimately inseparable. 

What happens when emotional intelligence is lacking

There is significant evidence to suggest that emotional intelligence and the skills that come from it are crucial to the performance and effectiveness of leaders (Prati et al., 2003). Another way to illustrate the importance of emotional intelligence in leadership positions is to characterize what will happen if leaders do not possess such skills. 

Often when leaders lack emotional intelligence, “bad things [can] happen in companies,” offers Goleman. He suggests that leaders who have irrational, or fiery, temperaments rarely make it to the top of an organization. “When such people do make it to the top, their impulsiveness often works against them…Extreme displays of negative emotion have never emerged as a driver of good leadership” (Goleman, 1998). 


Other experts agree that those outbursts of emotion, either positive or negative, have a tremendous effect on a leader’s followers. In some situations, the leader’s emotional displays “have a larger impact on perceptions of the leader than the content of the leader’s message” (Humphrey, 2002). Leaders’ emotions are contagious. “Like a cold, people will ‘catch’ the dominant person’s emotions (either negative or positive) and ‘infect’ others” (Macaluso, 2003). There is a strong lesson here. Leaders must be positive examples for their followers. If they do not show any emotional intelligence, the results can be disastrous. 

The future of emotional intelligence evaluations

At this time, none of the major clinical tests for intelligence include evaluations of emotional intelligence, even though scholars, psychologists and intelligence theorists believe emotional intelligence to be a major factor in general intelligence (Kaufman & Kaufman, 2001). Tests have been developed to test emotional intelligence, and some researchers are identifying ways to incorporate them into evaluations of overall intelligence, not just intellectual and cognitive ability. This move is important because Mayer and Geher found in their studies evidence “that a person’s feelings and the way a group consensually judges those feelings are different” (Mayer & Geher, 1996). If people have difficulty judging others’ emotions and that skill is vital in a particular job, their research suggests a problem. When evaluations are written to test for this type of problem, schools will be better prepared for their students, students will be better prepared for their schools and so on. Teams of employees could be created more successfully. 

A case in point is the situation with some Veterinary Medical Colleges in the United States. Several schools, including the University of Minnesota and North Carolina State University, are now putting their prospective students through a behavioral interview prior to acceptance into the school. The additional interview is required at these schools because recent research “revealed a set of non-technical competencies… consisting of personality traits, abilities, interests, and values, which have a very important role in determining the success of a veterinarian” (“U of MN College of Vet Medicine”). These skills, however, cannot be taught during the short duration of veterinary school. Therefore, the schools want to know that their students have a level of emotional intelligence before they enter the profession. These behavioral interviews have “shown to be a much more effective indication of future performance than traditional interviews…” (“U of MN College of Vet Medicine”). 

CONCLUSION

Warren Bennis, in an article entitled “The Leadership Advantage,” poses a list of seven traits all leaders should have.

	1. Technical Competence:
	Business literacy, and grasp of one’s field

	2. Conceptual Skill:
	A facility for abstract or strategic thinking

	3. Track Record:
	A history of achieving results

	4. People Skills:
	An ability to communicate, motivate and delegate

	5. Taste:
	An ability to identify and cultivate talent

	6. Judgment:
	Making difficult decisions in a short time-frame with imperfect data

	7. Character:
	The qualities that define who we are












(Bennis, 1999)

Effective leaders are intelligent in the classic sense. They possess the technical skills needed to get the job done. They also possess the important conceptual skills to identify the “big picture” and plan the objectives to achieve that vision. They have these skills because they’ve spent time developing them throughout their careers. 

Senior executives seldom lack the first three attributes; rarely do they fail because of technical or conceptual incompetence, nor do they reach high levels of responsibility without having a strong track record. All these skills are important, but in tomorrow’s world, exemplary leaders will be distinguished by their mastery of the softer side: people skills, taste, judgment, and, above all, character. (Bennis, 1999)

Bennis emphasizes that effective leaders must also be intelligent in the emotional sense. Effective leaders exercise good judgment. They are able, because of their experience and their own emotional intelligence, to make difficult decisions quickly, while factoring in many sources of information. They are self-aware (Prati et al., 2003) and they feel empathy for their followers (Humphrey, 2002). Above all, perhaps, they have the remarkable ability to communicate effectively with their constituents – both verbally and non-verbally – and they use their social skills to put their emotional intelligence to work (Goleman, 1998).

As if to emphasize the importance of emotional intelligence in the workplace, Harvard University recently did a study, which found that “85 percent of a leader’s performance depends on personal character.” It’s no wonder then, why Daniel Goleman characterizes leadership’s success or failure as being tied to “qualities of the heart” (Bennis, 1999). 

Truly effective leaders know that it is not enough for them to have intellect. They must have knowledge of the human condition too. They must understand it and they must be able to tie their intellectual abilities with the people who will make their ideas come to life. 
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