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Abstract 

RELATIONSHIP BETWEEN EMOTIONAL INTELLIGENCE AND LEADERSHIP STYLES 
AMONG LEADERS 

Elizabeth Ng Lai Gek 

Generally, this project aims to perform a preliminary investigation into relationship between 
emotional intelligence (EQ) which comprises five (5) characteristics namely; self-awareness, self
regulation, self-motivation, social awareness and social skills and leadership styles (laissez-faire, 
Iran actional, transformational and autocratic) among leaders. Emotionally intelligent leaders are thought 
to be happier and more committed to their organization, achieve greater success, perform better in the 
workplace, take advantage of and use positive emotions to envision major improvements in organizational 
functioning and use emotions to improve their decision making and instill a sense of enthusiasm, trust and 
co-operation in other employees through interpersonal relationship. Therefore, research examining the 
utility of emotional intelligence in predicting effective leaders is gaining its momentum. A case study was 
conducted in Sarawak Contingent Police Headquarters using a sample of 80 leaders (ranging from 
position of Assistant Police Commissioner (APC) to Chieflnspector (C/Insp» from various units namely; 
Communication Unit, Information Technology Unit, Traffic Unit, Transportation Unit, Criminal 
Investigation Unit, Commercial Crime Unit, Special Branch Unit, Department of Recruitment and 
Department of Administration And Managerial. Level of emotional intelligence is measured by 
questionnaire adapted from adapted and modified from the emotional competence framework, which 
distills findings from MOSAIC competencies for professional and administrative. Leadership styles for 
transformational leadership were determined by questionnaire modified and adapted from Multifactor 
Leadership Questionnaire (MLQ) by Bass and Avolio, 1990 as used by Warren Aris in doing the thesis 
entitled "The Development Of Transformational Leadership Amongst The Iban Community Leaders In 
The Three Area In Kenowit District Sarawak " and leadership styles of transactional, laissez-faire and 
autocratic were designed from definitions of leadership styles by Bryrnan (1992), James (1991), Edwin 
(1991) and Batemen and Snell (1999). The results of the study show that emotional intelligence is 
associated with two (2) components of leadership styles being studied - transformational and laissez-faire 
leadership. In contrast, transactional and autocratic leadership were not associated with emotional 
inte\Jjgence. In other words, there is a significant relationship between emotional intelligence and laissez
faire and transformational leadership styles whilst there is no significant relationship between emotional 
intelligence and transactional and autocratic leadership styles. 

-:::" - 
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Abstrak 

HUBUNGAN ANTARA KEPlNTARAN EMOSl DAN STAlL KEPlMPlNAN Dl 

KALANGAN KETUA 


Elizabeth Ng Lai Gek 

Pada umumnya, projek ini bertujuan untuk melakukan penyiasatan awal terhadap hubungan 
omara kepintaran emosi yang merangkumi lima (5) karaktor iaitu kesedaran kendiri, pengawalan 
kendiri, motivasi kendiri, kesedaran sosial dan kemahiran sosial dan stail kepimpinan (laissez-faire, 
transactional, transfonnational dan autokratik). Ketua yang mempllnyai kepintaran emosi yang lebih baik 
dikarakan lebih berdedikasi kepada organisasi, mampu mencapai kejayaan yang lebih besar, berprestasi 
lebih baik di tempat kerja, menggunakan emosi secara positifdalam mencapai perkembangan yang lebih 
baik dolam organisasi dan menggunakan emosi dalam membuat keplltusan dan menanam semangar yang 
kuat, kepercayaan dan kerjasama dalam pekerja bawahan melalui perhubungan peribadi yang baik. Oleh 
yang demikian, kajian tentang penggunaan kepintaran emosi dalam meramal keberkesanan kepimpinan 
yang lebih baik semakin mendapat sambutan dan diberi penekanan. SaW kajian kes telah dijalankan di 
Ibu Pejabar Polis Kontigen Sarawak (IPK) dengan menggunakan sampel seramai 80 orang ketua (yang 
berpangkat dari Penolong Polis Komisioner (PPK) hingga CifInspektor (Cllns) dari pelbagai IInit seperti 
Unit gerakan Khas, Unit Siasatan Jenayah, Unit Pengangkutan, Unit Komunikasi, Polis Marin, Unit 
Teknologi Maklumat. Tahap kepintaran emosi diukur melalui borang soal selidik yang diadaptasi dan 
diubahsllai dari kerangka kepintaran emosi oleh MOSAIC manakala stail kepimpinan ditentllkan melalui 
borang soal selidik yang diadaptasi dan dillbahsuai dari barang soal selidik oleh Warren Aris dalam 
kajian beliau "The Development Of Transformational Leadership Amongst The Iban Community Leaders 
In The Three Area In Kenowit District Sarawak ". Hasil dapatan menunjukkan wujudnya bahawa 
kepintaran emosi dapat dikaitkan dengan dua stail kepimpinan yang dikaji iaitu; kepimpinan laissez-faire 
dan transjonnational. Sementara itu, stail kepimpinan autokratik dan transactional tidak mempunyai 
sebarang kaitan dengan kepintaran emosi. Dalam kata lain, kepintaran emosi mempunyai hubllngan yang 
signifikan dengan stail kepimpinan transformational dan laissez-faire tetapi tidak mempllnyai hllbungan 
yang signifikan dengan stail kepimpinan transactional dan autokratik. 

x 



CHAPTERl 

INTRODUCTION 


1.1 A Brief Insight Into Emotional Intelligence (EQ) And Leadership 

For decades, a lot of emphasis has been put on certain aspects of intelligence such as 
logical reasoning, math skills, spatial skills, understanding analogies, verbal skills etc. 
Researchers were puzzled by the fact that while IQ could predict to a significant degree the 
academic perfonnance and to some degree, professional and personal success, there was 
somethlng missing in the equation. Some of those with fabulous IQ scores were doing 
poorly in life, one could say that they were wasting their potential by thinking, behaving 
and communicating in a way that hindered their chances to succeed. 

One of the major missing parts in the success equation is emotional intelligence (EQ) a 
concept made popular by the groundbreaking book entitle 'Emotional Intelligence' in 1995 
by Daniel Goleman, which is based on years of research by numerous scientists such as 
Peter Salovey (1997) and John Mayer (1997), just to name a few. Goleman (1995) says that 
for various reasons and thanks to a wide range of abilities, people with high emotional 
intelligence tend to be more successful in life than those with lower EQ even if their IQ is 
higher. 

Few management researchers have embraced the concept, but the notion of emotional 
intelligence, with its vast applicability to many workplace issue including perfonnance, job 
satisfaction, absenteeism, organizational commitment and leadership issues, has 
considerable appeal to practitioners. 

Grade point average (GPA) as well as a host of other testing measures has been used, 
often unsuccessfully, to predict career success. Goleman (1995) contends that these 
measures lack prediction ability and that emotional intelligence is the missing link in 
academic and career success. Standardized tests have long been used to measure both 
mathematical and language areas of intelligence, however, other types of intelligence such 
as interpersonal (one's adeptness at handling interpersonal relationship) and intrapersonal 
(the ability to manage one's own emotions) are equally, ifnot more important, in predicting 
succes~ ill.the academic arena aOnd the workplace (Goleman, 1995, Sternberg, 1996). 

Stembe"rg (1996) contends that 'the best students are high not only in academic 
intenigence but in successful intelligence as well.' The concept of successful intelligence 
closely parallels emotional intelligence in that those that acquire these skills are able to 
translate academic success into success in the workplace. 

People who rise to the top of their field-whether it's psychology, law, medicine, 
engineering or banking-aren't just good at their jobs. They're affable, resilient and 
optimistic, suggests a growing store of studies on professional leaders. 

1 
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In other words, it takes more than traditional cognitive intelligence to be successful at 
work. It also takes 'emotional intelligence,' the ability to restrain negative feelings such as 
anger and self-doubt, and instead focuses on positive ones such as confidence and 
congeniality, claims an emerging school of behavioral thought. The theory first captured the 
public imagination three years ago with the release of 'Emotional Intelligence: Why it Can 
Matter More than IQ,' (Bantam, 1995) by psychologist Daniel Goleman, PhD. In the book, 
Goleman stirred controversy with his claim that people endowed with emotional skill excel 
in life, perhaps more so than those with a high IQ. Goleman drew his propositions from 
behavioral, brain and personality research by such psychologists as Peter Salovey, PhD, and 
John Mayer, PhD, who first proposed the model of emotional intelligence. 

In his book, 'Working With Emotional Intelligence' (Bantam), Goleman focuses on the 
need for emotional intelligence at work, an area often considered more head than heart. Not 
only do bosses and corporate leaders need high doses of emotional intelligence, but every 
people-oriented job demands it too, Goleman argues. Also, whereas IQ is relatively fixed, 
emotional intelligence can be built and learned, he claims. Companies can test and teach 
emotional intelligence, and many employers are already beginning to do so. 

Bosses and leaders, in particular, need high EQ because they represent the organization 
to the public, they interact with the highest number of people within and outside the 
organization and they set the tone for employee morale, says Goleman. Leaders with 
empathy are able to understand their employees' needs and provide them with constructive 
feedback. 

To conclude, it is proposed then that emotional intelligence, the ability to understand 
and manage moods and emotions in the self and others, contributes to effective leadership 
in organizations. Why? The growing body of literature exploring the role of moods and 
emotions in human and organizational affairs (e.g. Fineman, 1993; Forgas, 1995) suggests 
that, rather than being simply an additional factor to consider, feelings playa much more 
central role in the leadership process. 

1.2 Background Of The Study 

The aim of this study is to examine the relationship between emotional intelligence 
(EQ) and specific leadership traits/style displayed. 

One may asked, 'Why leaders/managers?' The answer.is very simple - leadership is 
very important in organizational life. Leaders are the one who will determine the rise and 
fall of an organization. 

Goleman (1995) specifies that emotionally intelligent leaders are thought to be happier 
and more committed to their organization, achieve greater success and perform better in the 
workplace because they take advantage of and use positive emotions to improve their 
decisions to envision major improvements in organizational functioning and use emotions 
to improve their decision making and instill a sense of enthusiasm, trust and co-operation in 
other employees thr01Jgh interpersonal relationships 

Emotional intefu.gence, as originally conceptualized by Salovey and Mayer (1990), 
'involves the ability to perceive accurately, appraise and express emotion, the ability to 
access and/or generate feeling when they facilitate thought; the ability to understand 
emotion and emotional knowledge; and the ability to regulate emotions to promote 
emotional and intellectual growth.' 

1.3 Problem Statell 
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1.3 Problem Statement 

In an attempt to study one's emotional capacity, the concept of 'emotional intelligence' 
has recently crept into the psychological literature (Mayer and Salovey, 1995). One may 
asked, ' Why emotional intelligence?' 

Few management researchers have embraced the concept of emotional intelligence, but 
the notion of emotional intelligence, with its benefits and vast applicability to many 
workplace issues including performance, job satisfaction, absenteeism, organizational 
commitment and leadership issues, has considerable appeal to practitioners. 

Look deeply at almost any factor that influences organizational effectiveness, and we 
will find that emotional intelligence plays a role. For instance, as we are discussing this 
matter, our very own country Malaysia is experiencing an unprecedented period of 
economic prosperity and growth. The downside of this fortunate circumstance for many 
organizations is that it has become increasingly more difficult to retain good employees, 
particularly those with the skills that are important in the high tech economy. So what 
aspects of an organization are most important for keeping good employees? A Gallup 
Organization study of two millions employees at seven hundred companies found that how 
long an employee stays at a company and how productive she is there is determined by her 
relationship with her immediate supervisor (Cooper and Sawaf, 1997). Another study 
quantified this effect further. Spherion, a staffing and consulting firm in Fort Lauderdale, 
Florida, and Lou Harris Associates, found that only 11 percent of the employees who rated 
their bosses excellent said that they were likely to look for a different job the next year. 
However, 40 percent of those who rated their bosses as poor said they were likely to leave. 
In other words, people with good bosses are four times less likely to leave than are those 
with poor bosses (Cooper and Sawaf, 1997). What is it about bosses that influence their 
relationship with their employees? What skills do bosses need to prevent employees from 
leaving? 

Goleman, (1995) argues strongly that emotional intelligence is a prerequisite for 
suctessfulleadership and there are three (3) reasons to support this statement. First, leaders 
who know and can manage their emotions, and who display self-control and delay of 
gratification, could serve as role model for their followers, thereby enhancing followers' 
trust in and respect for their leaders. Second, with its emphasis on understanding others' 
emotions, leaders high in emotional intelligence (EI) would be ideally placed to realize the 
extend to which followers' expectations could be raised. Third, the ability to understand 
followers needs and interact accordingly. With its emphasis on empathy and the ability to 
manage relationships positively, leaders manifesting emotional intelligence (EI) would be 
likely to manifest individualized consideration. 

Emotional intelligence plays an important role in leadership effectiveness and the 
ability to understand and manage moods and emotions in oneself and others theoretically 
contributes to the effectiveness of leaders. Emotional intelligence enhances leaders' ability 
to solvl< problems and to address issues and opportunity facing them and the organization. 
In addition, ieaders high in emotional intelligence will be able to use positive emotions to 
envision major improvements to the functioning of an organization. Leaders high in 
emotional intelligence, too, are able to accurately appraise how their followers feel and use 
this information to influence their subordinates' emotions, so that they are receptive and 
supportive of the goals and objectives of the organization. 

If that were the case, would it not be beneficial for the leaders, subordinates and the 
organization to find out what leadership traits/styles being practice by good leaders with 
high level of emotional intelligence? 

3 
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1.4 Objectives Of The Study 
1.4.1 General Objective 

Overall, this study is aimed at examining the relationship between leadership styles 
(transfonnational leadership, transactional leadership, autocratic leadership, laissez-faire 
leadership) with the level of emotional intelligence among bosses/managers/supervisors. 

In other words, it attempts to answer the question, 'what types of traits/styles of 
leadership is practice by good managerslbosses/supervisors (those with high level of 
emotional intelligence). 

1.4.2 Specific Objectives 

To see whether a relationship exists 
a) between level of emotional intelligence and the practice of transfonnation 

leadership 
b) between level of emotional intelligence and the practice of transactional leadership 
c) between level of emotional intelligence and the practice of autocratic leadership 
d) between level of emotional intelligence and the practice of laissez-faire leadership 

1.5 Conceptual Framework 

The conceptual framework for this study is as described below in Figure I. 
Independent variable for this study is emotional intelligence, which comprises five (5) 
characteristics namely; self-awareness, self-regulation, self-motivation, social awareness 
and social skills whilst the dependent variables for this study are the four (4) leadership 
styles: transfonnational, transactional, aUlto~pu~~1..I.llllss:ez··talre. 

Independent Variable Dependent Variables 
Emotional Intelligence Leadership traits/styles 

~ 	 Self-awareness 
~ 	 Transformational 

~ 	 Self-regulation Leadership 
~ 	 Self-motivation 

~ 	 Transactional Leadership 
~ 	 Social awareness 

~ 	 Autocratic Leadership 
(empathy) 

~ 	Laissez-Faire Leadership ~ 	 Social skills (relationship 

management) 


Figure 1: Conceptual Framework 

1.6 Hypotheses ""-::. 

Ho I: There is no significant relationship between emotional intelligence and laissez-faire 
leadership style amongst the leaders. 

H02: There is no significant relationship between emotional intelligence and transactional 
leadership style amongst the leaders. 
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H03: There is no significant relationship between emotional intelligence and 
transformational leadership style amongst the leaders. 

Ho4: There is no significant relationship between emotional intelligence and autocratic 
leadership style amongst the leaders. 

1.7 Importance Of The Study 

Goleman (1995) argues strongly that emotional intelligence (EQ) is a prerequisite for 
successful leadership. At the beginning of this chapter, it was discussed that the most 
effective bosses/leaders are those who possess the ability to sense how their employee feel 
about their work situation and to intervene effectively when those employees begin to feel 
discourage or dissatisfied. Effective bosses/leaders are also able to manage their own 
emotions, with the result that employees trust them and feel good when working with them. 
In short, bosses/leaders with high emotional intelligence can leads its followers to achieve 
the organization's objectives, mission and vision. 

Thus, now the question arise, 'what are the traits/styles of leadership that distinguishes 
them (leaders with high level of EQ) from the others?' 

This is the main issue this study wish to explore. At the end of this study, I hope to be 
able to come up with a list of specific traits/styles of leadership displayed by leaders with 
high emotional intelligence (what do they have in common). 

And of what use and importance the list of traits/styles of leadership would bring? 
Such finding (the list) would have substantial implications for both selection and training of 
organizational leaders. Goleman (1995) proposes that the emotional competencies are job 
skills that can be learned. The finding then can be use as guidelines in developing and 
designing training programs. Thus, if such training is made possible, considerable benefits 
could accrue to individual leaders and to organization and expanding the pool of potential 
leadership candidates in the organization. 

As highlighted by Goleman (1995), previous studies of leadership have examined what 
leaders are like, what they do and how they make their decisions. Majority of research have 
yet to identify the effect of leaders' emotions on their work and subordinates, and in general 
the role of emotions in leadership. Thus, this study attempts to identify what types of 
leadership traits/styles those leaders with high level of emotional intelligence have in 
common. 

Emotional intelligence plays an important role in leadership effectiveness. The ability 
to understand and manage moods and emotions in oneself and others theoretically 
contributes to the effectiveness of leaders. Emotional intelligence enhances leaders' ability 
to solve problems and to address issues and opportunity facing them and the organization. 
In addition, leaders with high emotional intelligence will be able to use positive emotions to 
envision major improvements and functioning of an organization. Leaders with high 
~J1loti~nal intelligence, too, are able to accurately appraise how their followers feel and use 
this information to influence their subordinates' emotions, so that they are receptive and 
supportive to the goals and objectives of the organization. 

If that is the case, would it not be beneficial for the leaders, subordinates and the 
organization to find out what leadership traits/styles being practice by good leaders with 
high level of emotional intelligence? 
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1.8 Terms Definition 
1.8.1 Emotional Intelligence (EQ) 

Conceptual Definition 
Goleman (1995) defines emotional intelligence as the ability to recognize and regulate 

emotions both within the self and others. 
Salovey and Mayer (1990) defines emotional intelligence as involving the ability to 

access and/or generate feelings when they facilitate thought; the ability to understand 
emotion and emotional knowledge; and the ability to regulate emotions to promote 
emotional and intellectual growth. 

Operational Definition 

Thus, in this study we will examine the following: 


a) understanding one's emotions 
b) knowing how to manage them 
c) emotional self-control, which includes the ability to delay gratification 
d) understanding others' emotions, or empathy 
e) managing relationship. 

Building on the work of Mayer and Salovey (1997) and others, Goleman (1995) has 
suggested that there are five critical pillars or competencies of emotional intelligence: 

i) Self-Awareness: Specifically, Goleman (1995) defines self-awareness as 
knowing one's internal states, preferences, resources and intuitions. 

ii) 	 Self-Regulation: Emotional management, or self-regulation involves 
managing one's internal states, impulses and resources (Goleman, 1995). This 
element of emotional intelligence includes self-control, trustworthiness, 
conscientiousness, adaptability and innovation. Self-regulation also involves 
self-monitoring which refers to an individual's ability to adjust hislher 
behavior to external, situational factors. 

iii) 	 Self-Motivation: Self-motivation is the third of Goleman's core competencies 
and involves the control of emotional tendencies that guide or facilitate 
reaching goals (Goleman, 1995). Achievement drive, commitment and 
initiative are key elements in one's self-regulation. Optimism, yet another key 
pillar in self-regulation, has long been thought to be a key determinant of 
motivation and performance outcomes. 

iv) 	 Social-Awareness: Empathy, or the awareness of others' feelings needs and 
concerns is the fourth core competency and is an important social competency 
that several authors have claimed to be crucial component of emotional 
intelligence (Goleman, 1995). Empathy involves understanding others, 
developing others, having a service orientation, leveraging giversity, and 
P.oss~sing a keen political awareness (Goleman, 1995). 

v) 	 SociafSkills: Finally, relationship management, or social skils, is the fifth 
core competency put forth by Goleman and describes one's adeptness at 
effectively handling interpersonal relations. According to Goleman (1995), 
this component of emotional intelligence involves influence tactics, effective 
communication with others, conflict management skills, leadership abilities, 
change management skills, instrumental relationship management, 
collaboration and cooperation abilities, and effective team membership 
capabilities (Goleman, 1995) 
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1.8.2 Leader 
Conceptual Definition 

Leader is one who influences others to attain goals, involve in policies and decision 
making in organization. (Bateman and Snell, 1999). 

Operational Definition 
Leaders refer to officers in the upper-rank level from Inspector to Assistant 

Commissioner Police with subordinates of at least 15 people. 

1.8.3 Leadership 
Conceptual Definition 

Leadership is the ability to influence people toward the accomplishment of goals. 
Leadership is associated with the detennination of the goals, a vision for the future, and the 
process of change to reach the goals and the future . Leadership is about helping people do 
things they would not nonnally do. (Bateman and Snell, 1999). 

Operational Definition 
There are four (4) leadership traits/styles that will be examine in this study. 
a) Transformational leadership - transfonnational leadership comprises idealized 
influence, inspirational motivation, intellectual stimulation and individualized 
consideration. Transfonnational leader raises the needs and motivations of followers and 
promotes dramatic change in individuals, groups and organizations. 

Transfonnational leader are those who arouses awareness and interest in the group or 
organization, increases the confidence of individuals or groups, and attempts to move the 
concerns of subordinates to achievement and growth rather that existence. These leaders 
seek new ways of working, new opportunities and prefer effectiveness to efficiency. 

In the questionnaire, the indicator for transfonnational leadership are: the ability to 
recognize their subordinates differences, ease tension among subordinates, taking advantage 
of unforeseen opportunities and personalize interactions with subordinates. 

b) Transactional leadership - Transactional leadership consists of contingent reward and 
transactional leader addresses the current needs of subordinates by focusing attention on 
exchanges (reward for perfonnance, mutual support and bilateral exchanges). 

Transactional leadership is one who prefers a leader- member exchange relationship, 
whereby the leader fulfils the needs of the followers in exchange for their perfonnance 
meeting basic expectations. 

In the questionnaire, the indicator for transfonnationalleadership are: preferring leader
member exchange relationship, address the current needs of subordinates by focusing 
attention on exchange, reflect more on basic, reactive and routine behaviors and take action 
only when mistakes occurred. 

. .-:- :.-. 
c) Laissez-Faire Leadership - This is a 'do nothing' style of leadership that creates a 
negative relationship between leadership and subordinate perfonnance. These leaders are 
absent when needed, avoid accepting responsibility and fail to follow up on subordinates' 
request fro assistance. 

In the questionnaire, the indicator for transfonnational leadership are: subordinates 
should be able to solve problems without having to consult top management, be able to 
stand on their own, no need to express opinion to subordinates and follow up on request for 
assistance. 
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d) Autocratic leadership - a fonn of leadership in which the leader makes the decisions 
on his or her own and then announces those decisions to the group. 

In the questionnaire, the indicator for transformational leadership are: prefer to make 
decision on hislher own, against using consensus or majority vote to make the final 
decision, do not solicit input from others and believe that leaders should be given the 
absolute power in decision-making. 

1.9 Limitations Of The Study 

First, the study is limited by its sample. The sample consists primarily of leaders 
working in Sarawak Contingent Police Headquarters. These leaders mayor may not be 
representative of the total population of other leaders. Therefore the results and fmdings of 
the study could not be generalized to all leaders. 

Second, the scale (questionnaire) used to evaluate emotional intelligence was designed 
based on the emotional competence framework which distills findings from MOSAIC 
competencies for professional and administrative occupations (U.S Office of Personnel 
Management); Spencer and Spencer, Competence at Work; and top performance and 
leadership competence studies published in Richard H. Rosier (ed.); The Competency 
Model Handbook, Volumes One and Two (Boston: Linkage, 1994 and 1995), especially 
those from Cigna, Sprint, American Express, Sandoz Phann_aceuticals: Wincousin Power 
and Light: and Blur Cross and Blue Shield of Maryland; Working with Emotional 
Intelligence by Daniel Goleman (Bantam, 1995).While none of the scales that have been 
used to measure emotional intelligence have been widely accepted, there are critics on this 
particular emotional intelligence scale. 

The datalinfonnation of this study is collected solely on questionnaire and therefore the 
results are subjected to bias. 

1.10 Summary 

This study puts forward that emotional intelligence (EQ) influence to a certain degree a 
leader' s leadership styles. It seeks to find if there is any relationship between emotional 
intelligence (EQ) and leadership styles. Four (4) objectives and four (4) hypotheses are laid 
out. However, the scope of this study is limited. It is only confined to one particular sample 
of respondents. Hence, findings only pertain to the population in that area. 
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CHAPTER 2: 
LITERATURE REVIEW 

2.1 Emotional Intelligence And Leaders 

A lot of emphasis has been put on certain aspects of intelligence such as logical 
reasoning, math skills, spatial skills, understanding analogies, verbal skills etc. Researchers 
were puzzled by the fact that while IQ could predict to a significant degree the academic 
performance and to some degree, professional and personal success, there was something 
missing in the equation. Some of those with fabulous IQ scores were doing poorly in life, 
one could say that they were wasting their potential by thinking, behaving and 
communicating in a way that hindered their chances to succeed. 

One of the major missing parts in the success equation is emotional intelligence (EQ) a 
concept made popular by the groundbreaking book by Daniel Goleman, which is based on 
years of research by numerous scientists such as Peter Salovey, John Meyer, Howard 
Gardner, Robert Sternberg and Jack Block, just to name a few. For various reasons and 
thanks to a wide range of abilities, people with high emotional intelligence tend to be more 
successful in life than those with lower EI even if their IQ is higher. 

Much has been written about the subject of leadership. Leadership is critical to the 
achievement of high perfonnance, no matter what your business or area of responsibility. It 
is also essential in helping others aspire to and attain high levels of perfonnance for 
themselves and the organization. Leadership has not stood still in the last decade and is 
continually being crafted to ensure that modern theories and practice are meeting the new 
demands of the marketplace. 

Modern leadership has its roots back in the works of such people as James McGregor 
Bums. In his book Leadership he introduces the notion of transactional and 
transformational leadership, which have remained the most popular and appropriate 
leadership models. 

Goleman (1995) stated that emotionally intelligence leaders take advantage of and use 
positive emotions to improve their decisions to envision major improvements in 
organizational functioning and use emotions to improve their decision making and instill a 
sense 01 -enthusiasm, trust and co-operation in other employees through interpersonal 
relationships. 

Despite these theoretical links there has been relatively little empirical research 
examining the relationship between emotional intelligence in the workplace and effective 
leadership. Generally, in organizations, a transfonnationalleadership style is considered to 
be more effective than a transactional style, as transfonnational leaders have been 
consistently found to promote greater organizational perfonnance (Lowe and Kroeck, 
1996). 
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Ashforth and Humphrey (1995) noted that transfonnational leadership appears to be 
dependent upon the evocation, framing and mobilization of emotions, whereas transactional 
leadership appears to be more dependent upon subordinates' cognitions, and tends to follow 
a rational model of motivation (i.e. motivates employees to achieve basic goals with the 
reward of pay and security). House et al. (1988) suggest that the paradigm of 
transfonnational leadership is associated with higher levels of subordinate effort and 
perfonnance and higher ratings of effectiveness from supervisors BUT recently, a new 
paradigm of research has focused on the role of emotional intelligence in different styles of 
leadership. 

As highlighted by George (2000), previous studies of leadership have examined what 
leaders are like, what they do and how they make their decisions. The majority of research 
has yet to identify the effect of leaders' emotions on their work and subordinates, and in 
general the role emotions plays in leadership. George suggests that emotional intelligence 
plays an important role in leadership effectiveness and the ability to understand and manage 
moods and emotions in oneself and others theoretically contributes to the effectiveness of 
leaders. George argues that emotional intelligence enhances leaders' ability to solve 
problems and to address issues and opportunity facing them and the organization. 

In addition, leaders high in emotional intelligence will be able to use positive emotions 
to envision major improvements to the functioning of an organization. Leaders high in 
emotional intelligence, too, are able to accurately appraise how their followers feel and use 
this infonnation to influence their subordinates' emotions, so that they are receptive and 
supportive of the goals and objectives of the organization. Leaders within this 
conceptualization are able to improve decision making via their knowledge and 
managements of emotions, and those who are able to accurately recognize emotions are 
more able to detennine whether the emotion is linked to opportunities or problems and thus 
use this emotions in the process of decision-making (Schwartz, 1990). 

Caruso et al. (1998) have also discussed theoretical relationships between emotional 
intelligence and effective leadership and have hypothesized specifically how emotional 
intelligence facilitates the functioning of an effective leader. These hypothesized 
relationships are derived from Mayer and Salovey's (1997) four-branch model of emotional 
intelligence (identifying emotions, using emotions, understanding emotions, and managing 
emotions). Within this model Caruso et al. (1998) propose that greater self-awareness 
influences perfonnance, and therefore the ability to identify emotion allows the leader to be 
aware of their own emotions and the emotions of their subordinates, assisting them to 
differentiate between honest and false emotions in others. 

Caruso et al. argue that leaders who are able to use emotions to guide decision-making 
are able to motivate subordinates by engaging in activities facilitated by emotions, and are 
able to encourage open-minded idea generation, decision making and planning, because 
they consider multiple points of view. Understanding emotion is also considered to be 
important to effective leadership, because it provides the leader with the ability to 
understand tbeif.:.~~ and other people's point of view. Finally, Caruso et al. (1998) also 
suggest that the ability to successfully manage emotions allows the leader to handle the 
stress of the job, the frustrations, disappointments and joys. 

2.2 Past Researches On Emotional Intelligence And Leadership Styles 

Deriving from the increasing number of theoretical papers assessing relationships 
between emotional intelligence and the effective leadership are two recent empirical 
studies: Barling et al. (2000) and Palmer et al. (2001). 
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exploratory study by Barling et a1. examined the relationship between the 
ItIIIllllliOllaJIltraIllSac:tl·lonal leadership paradigm (Bass, 1985; Bass and Avolio, 1995) 
__II intelligence. These authors suggested that emotional intelligence predisposes 

use transformational behaviors. The theoretical justification of Barling et a1. is 
based on the models of Salovey and Mayer (1990) and Goleman (1995). The 

propose that, consistent with the conceptualization of idealized influence (a 
ofttansformationalleadership), leaders who are able to understand and manage 

"Ull1OItlOfls and display self-control act as role models for followers, enhancing the 
buSt and respect for the leader. Second the authors suggest that leaders high in 
intelligence component on understanding emotions are more likely to accurately 

extent to which followers' expectations can be raised, and this is related to the 
sub-component of inspirational motivation. The ability to manage 

aad relationships pennits the emotionally intelligent leader to understand 
DCCds and to react accordingly. 

1l,eIlWDining non-transformational leadership styles Barling et a1. suggest that two 
of leadership styles: transactional leadership and non-transactional leadership 

~lme) do not require self-insight or empathy towards others, but instead they reflect 
..ethIC behaviors. Therefore the authors suggest that these leadership styles are not 
w&·emoti(IDal intelligence. 

jillUiil:18 leadership styles and emotional intelligence of 49 managers, Barling et a1. 

~"IICIUdc:d that emotional intelligence is positively related to three components of 


leadership (idealized influence, inspirational motivation, and 
consideration). Laissez-faire leadership was unrelated to emotional 

They reported the hjghest correlations between emotional intelligence and 
motivation, indicating that the emotional intelligence dimension of 
emotions is particularly important in leadership effectiveness. 
examination of the relationship between emotional intelligence and effective 

bas been recently reported by Palmer et a1. (2001). The authors predicted that, 
leadership is considered more emotion based (involving 

anolional levels) tban transactional leadership, there should be a stronger 
between emotional intelligence and transformational leadership than 
leadership. Several significant correlations between transformational 
emotional intelligence were observed (Palmer et aI., 2002). No relationship 

IIIdbetwcc:n total emotional intelligence and transactional leadership or laissez-faire 

__ lnteUigence As Dermed 

Ii-.GlIICcpt of emotional intelligence is not new. Aristotle was perhaps the first to 
importance of emotion in human interaction. As Aristotle put it, those who 

skill "to be angry with the right person, to the right degree, at the right time, 
purpose, and in the right way" (Goleman, 1995) are at an advantage in any 

t~_icalUy, the term "emotional intelligence" was first coined in 1990 by two 
• Peter Salovey and John Mayer. They carried out comprehensive tests to 

U a genuine intelligence based on the theoretical concept and definition of 
goal was to produce a test that measured EQ (emotional intelligence) in a 

to IQ and the Wechsler Adult Intelligence Scales (Wechsler, 1958). 
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John Mayer, PhD, a University of New Hampshire psychologist, who was one of the 
fIrst to coin the term defInes it more narrowly than Goleman. For Mayer, emotional 
intelligence is the ability to understand how others' emotions work and to control one's 
own emotions. By comparison, Goleman defInes emotional intelligence more broadly, also 
including such competencies as optimism, conscientiousness, motivation, empathy and 
social competence. Goleman's (1995) defInition of EQ includes fIve basic emotional and 
social competencies: 

• 	 Self-awareness. Holding a realistic assessment of our abilities and a good sense of 
self-confidence. 

• 	 Self-regulation. Controlling our emotions so that they help rather than hinder what 
we are doing. 

• 	 Motivation. Using out deepest preferences to take the initiative, improve and 
persevere. 

• 	 Empathy. Sensing what others are feeling and being able to develop a rapport 
with a wide variety of people. 

• 	 Social skills. Handling emotions in social situations and using such skills to 
persuade, negotiate and lead. 

According to Mayer, these broader traits that Goleman relates (as specified above) to 
emotional intelligence are considered personality traits by other theorists. For example, 
psychologist Edward Gordon, PhD, says that emotional intelligence deals largely with 
personality and mood, aspects of the individual that cannot be changed. Gordon, president 
of a Chicago-based employee-training company, claims that improving employees' literacy 
and analytical skills, not their emotional skills, is the best way to boost job performance. 
'Work success is mostly cognitively driven,' says Gordon. 'Emotion by itself won't get you 
very far.' 

Responding to such comment by Gordon, Goleman says cognitive skill 'gets you in the 
door' of a company, but emotional skill helps you thrive once you are hired. To illustrate 
Goleman's point, psychologist Steven Stein, PhD, a marketer of tests that assess 
employees' emotional intelligence quotient (EQ), cites the example of a Harvard business 
graduate who received numerous job offers from companies clamoring to hire her. 
However, due to a lack of emotional intelligence, the woman continually sparred with her 
employers and couldn't keep any of the jobs. 

Studies of close to 500 organizations worldwide, reviewed by Goleman in his book, 
indicate that people who score highest on EQ measures rise to the top of corporations. 'Star' 
employees possess more interpersonal skills and confIdence, for example, than 'regular' 
employees who receive less glowing performance reviews. 

Emotional intelligence matters twice as much as technical and analytic skill combined 
for star performances. The higher people move up in the company, the more crucial 
emotional intelligence become. (Goleman, 1995). 

Emotional intelligence is 'the ability to perceive emotions, to access and generate 
emotions so as'-to assist thought, to understand emotions and emotional knowledge, and to 
reflectively regulate emotions so as to promote emotional and intellectual growth' (Mayer 
& Salovey, 1997: 5). Emotional intelligence essentially describes the ability to effectively 
join emotions and reasoning, using emotions to facilitate reasoning and reasoning 
intelligently about emotions (Mayer & Salovey, 1997). In other words, emotional 
intelligence taps into the extent to which people's cognitive capabilities are informed by 
emotions and the extent to which emotions are cognitively managed. Additionally, it should 
be pointed out that emotional intelligence is distinct from predispositions to experience 
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certain kinds of emotions captured by the personality traits of positive and negative 
affectivity(George,I 996;Tellegen, 1985). 

2.4 Conceptual Perspectives Of Leadership 

Leadership is deemed important in an organization towards achieving the common 
goal and to materialize concerted effort rendered by everyone within the organization. One 
cannot deny the fact that the effectiveness of the leadership styles plays a vital role as a 
determinant of success of the organization. 

"The importance of leadership in the conduct of human affairs, has been recognized 
since the beginning of recorded history", (Locke, 1991 : I). " Leadership is an eternal and 
universal phenomenon. Being a socio-psychological process it is present to some degree 
wherever human beings gather together, be it the primitive family of cave dwellers or the 
approaching twenty first century national community" (Franklyn, 1957 as qouted by Singh, 
1991: I). 

2.4.1 Leadership 

Bennet (1994) defined leadership as the ability to influence the thoughts and 
behavior of others. But according to Murray (1996), leadership often refers to the act of 
influencing the task related activities of people towards the attainment of organizational 
goals. Three early approaches included trait (personal characteristics), behavior (what 
leaders do), and contingency (leaders vary their style to suit various situations). Mondy & 
Premeaux (1993) stated, "Influencing others to do what leader wants them to do is 
leadership, or leading". Locke (1991) defined leadership as the process of inducing others to 
take action toward a common goal Hollander (1978) likewise, defined leadership as a 
process of influencing between a leader and those who are followers, while the leader may 
have power, influencing depends more on persuasion than on coercion. 

Similarly, Cane (1996:153) exerted that, "Leadership is the art of being consciously 
responsive to the requirements of the task, the team and the individuals within the team. In 
that tasks change and the needs of people at work change too, the different skills of 
leadership must be practiced flexibly with due regards to operational and human demands". 

Research made over the last twenty years clearly shows that leadership is the prime key 
to effective organization reform ( Silins,1 992; Leithwood,I992 ). The kind of leader and 
leadership needed to bring change to the organization is called transformational leader or 
transformational leadership. 

According to Tremble (1996) a recent paradigm, developed by Bernard M. Bass and 
his associates, identifies a leadership approach likely to develop the needed levels of skill 
and will. This paradigm tries to differentiate between transactional and transformational 
leadership. In order to have a better understanding of a transformational leader as compared 
to the transa<:Jional leader, an attempt is made to differentiate and compare the two 
concepts. 

2.4.2 Transformational Leadership And Emotional Intelligence (EQ) 

Although there are variations in definitions, one constant throughout all definitions is 
that the transformational leader is, above all, an agent of change (Leithwood & Jantzi, 
1990). Hislher main function is to serve as a catalyst of change, but never as a controller of 
change (Avolio, 1994). 
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