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ABSTRACT

This paper proposes that emotions play an importdatin the leadership process. More preciselig troposed
that emotional intelligence, the ability to undarst and manage moods and emotions in the selfthedspcontributes to
effective leadership in organizations. Four majspexts of emotional intelligence: (i) the appraisafl expression of
emotion, (ii) the use of emotion to enhance cogaiforocesses, (iii) decision making, knowledge almmotions, and
(iv) management of emotions are reviewed. Resegrshbsequently, proposes how emotional intelligezmntributes to
effective leadership by focusing on five esserdlaments of leader effectiveness: (i) developmébbective goals and
objectives; (ii) instilling in others an apprecdati of the importance of work activities; (iii) geaéing and maintaining
enthusiasm, confidence, optimism, cooperation, tamst; (iv) encouraging flexibility in decision mialg & change; and

(v) establishing and maintaining a meaningful idtgrfor an organization.
KEYWORDS: Emotional Intelligence, Leadership Effectiveness

INTRODUCTION

Though extensive research has been carried outeaddrship related topics, there has been debatetlowe
approaches to leadership in organizational sciendeswide variety of approaches to leadership hagnbe
projected — researchers have analyzed the stylésadérship, their interpersonal skills and atésidhow their styles
interact with situational conditions, and how thean make major changes in their organizations (BE&30; Fiedler &
House, 1994; Yukl, 1998; Yukl & Van Fleet, 1992).

The importance of leadership is understood by rekeas and organizations. Study of different leskigr styles
and theories help us analyze the need of leaderstegution and influencing the work culture of amgamization.
Furthermore, the existing literature denotes thg wiahow leaders behave in a particular situatiwowever, the role of
emotions in the leadership process, are often rplicitly considered in the leadership literaturgith the notable

exception of work on charisma (e.g. Conger &Kanyri®8; Lindholm, 1990).

This relative negligence is not astonishing as diganizational literature has been conquered bpgnitive
orientation (llgen & Klein, 1989), with emotionaiage being ignored or being seen as somethinggitsatin the way of
wisdom and effective decision making (Albrow,199R¢adership theory and research have not suffigieunsidered
how leaders’ moods and emotions influence theeatiffeness as leaders. Two initial studies proplestleaders’ feelings
may play an important role in leadership. Georgd Bettenhausen (1990) found that the extent to lwkeaders of
existing work groups experienced positive moodgaidy related to levels of uninterestingly behavperformed by
group members and negatively related to group ttenoates. George (1995) found that work groups bgdsales
managers who tended to experience positive moou®wkt provided higher quality customer service tlggoups led by

managers who did not tend to experience positivedscat work. While these two studies help to filgap in the
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leadership literature, in and of themselves, theyat illuminate the role of moods and emotionthim leadership process

per-se but rather suggest that feelings may benporiant factor to consider.

The growing body of literature exploring the rolermoods and emotions in human and organizatiorfairaf
(e.g. Fineman, 1993; Forgas, 1995) suggests #thenrthan being simply an additional factor tosider, feelings play a
much more central role in the leadership procels. gurpose of this paper is to present a frameweskribing what that
role might be. First, however, it is useful to sdenthe literature and research findings attestmghe central role of

emotions in human affairs.
EMOTIONS AND LEADERSHIP

The literature concisely defined above is demotisgaf a much wider body of knowledge which sudgdbat
feelings serve multiple purposes in human affaisswill be demonstrated below, it is likely that aus play an important
role in leadership. While George and Bettenhau8AQ) and George (1995) investigated some of theperctive helpful
significances of leader's positive mood, it is likahat a variety of feelings (both emotions andoa®) influences
leadership effectiveness. Negative moods, for exampubstitute systematic and careful informatiomcpssing
(Sinclair, 1988; Sinclair& Mark, 1992) and may benkficial when leaders are dealing with complexbfEms in which
mistakes carry high risk. As another example, g8t intense negative emotions may correctly medtira leader’s

attention to an issue in need of immediate attar(fi@igda, 1988).

Through the discussion, it is apparent that itastoo difficult to construct scenarios in whicladkers would be
well served by the experience of a variety of typEmoods and emotions. Moreover, one can alsoteaisscenarios in
which a leader’s effectiveness may be hamperedhiey experience of certain moods and emotions. Leaddio
experience anger frequently may have a difficuaftetibuilding good relationships with followers amqhucing their trust
(Jones & George, 1998). Likewise, a leader whoueatjy experiences positive moods on the job mdydanotice and
attend to performance shortfalls that are less #pgrarent. Hence, this inquiry into the role of &ovts in leadership is not
bent on determining the ‘right’ or ‘effective’ mosdand emotions that facilitate leadership effectdgs. Leaders are
obviously human beings with the full range of mo@dsl emotions potentially available to them. Botsifive and
negative moods and emotions serve numerous fuisciiopeople’s lives. Likewise, both positive andyaive moods and

emotions can sometimes be the cause of human ay&fus.

This paper does seek to explore, however, wheffiestize leaders possess certain emotional capiabiljust as
they may possess certain cognitive capabilities$B4990; Kirkpatrick & Locke, 1991; Yukl, 1998).ddds and emotions
play an extensive role in thought processes andvieh(Bower, 1981; Bower & Cohen, 1982; Clark &s&982; Forgas,
1995; George & Brief, 1992; Isen & Baron, 1991 nie Shalker, 1982; Isen et al., 1978; Leventhal &nlarken, 1986;
Rosenhan et al., 1981; Teasdale &Fogarty, 1979)thadsame moods and emotions can result in botmoiwed or
impaired  effectiveness depending upon multiple dect including the index of effectiveness
(a quick, heuristic-based response vs. a carefudideration of alternatives, Salovey et al., 1998¢lair &Mark, 1992).
Moreover, research proposes that people can an@kdosteps to manage their own and others’ moodseamotions
(Mayer et al., 1991; Salovey & Mayer, 1989-90). Mig be that some leaders have superior mood/emaiapabilities
which allow them to use and benefit from the variet feelings they experience on the job? Mighalgo be that these
capabilities enable leaders to influence, and dgvebffective interpersonal relationships with, thdéollowers?
Interpersonal relationships are loaded with moodd$ emotions as is effective social influence. Thes®d/emotion

capabilities have been addressed by emotionaligeate theory and research.
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The following discusses the emotional intelligearel the theory and research which support itsiroluman
affairs. It is demonstrated, how emotional intedlige may be a key contributor to leadership effeotss and outline how
different aspects of emotional intelligence faait the varied activities central to effective kexathip. While emotional
intelligence has been linked previously to spedd#mder behaviors (Megerian & Sosik, 1996), thisgueadopts a broader
approach and explores the multitude of ways in wiimotional intelligence may contribute to leadgrsffectiveness.
Furthermore, it is pointed out that earlier leabgrsapproaches, and in particular the trait apgrpatso have described
certain leadership skills or traits that may eitbhersubsumed under or may partially overlap witlottonal intelligence
(for reviews, see Bass, 1990; Yukl, 1998).

Moreover, while the term ‘emotional intelligenceashbeen coined relatively recently, it bears soasemblance
and partially overlaps with earlier concepts such sacial intelligence (Legree, 1995; Sternberg &itBm1985;
Wong et al., 1995). However, as Mayer, Salovey @aduso (in press) suggest, emotional intelligerscéhéoretically

preferable to earlier constructs such as socialligence because it is more focused the results.
EMOTIONAL INTELLIGENCE

Emotional intelligence includes internal, privagelings that influence functioning which may notessarily be
linked to social skills and also focuses exclugival emotional skills rather than confounding theith social or political
knowledge (Mayer et al., in press). Hence, emotiorialligence captures capabilities and skillghe emotion domain to
a greater extent than prior constructs.

Emotional intelligence is ‘the ability to perceigenotions, to access and generate emotions scaasitt thought,
to understand emotions and emotional knowledge,tarrdflectively regulate emotions so as to pronmattional and
intellectual growth’ (Mayer &Salovey, 1997: 5). @rito continuing, it should be pointed out that ttem ‘emotional’ in
emotional intelligence is used broadly to refemoods as well as emotions. So as to be consistiéinttie emotional

intelligence literature, in the remainder of thappr, ‘emotions’ will be used to refer to both eimo$ and moods.

Emotional intelligence essentially describes thiéitglio effectively join emotions and reasoningsing emotions
to facilitate reasoning and reasoning intelligergtlyout emotions (Mayer & Salovey, 1997). In otherds, emotional
intelligence taps into the extent to which peopt@gnitive capabilities are informed by emotiond éme extent to which
emotions are cognitively managed. Additionally,sitould be pointed out that emotional intelligensedistinct from
predispositions to experience certain kinds of éwnst captured by the personality traits of positased negative
affectivity (George, 1996; Tellegen, 1985).

There are at least four major aspects of emotimtelligence: The appraisal and expression of esnotihe use

of emotion to enhance cognitive processes andidaaisaking, knowledge about emotions, and manageofesmotions;

Appraisal and Expression of Emotion: The ability to perceive emotions in oneself andeos as well as in
objects, art, stories, music, and other stimulig 4g emotion to enhance cognitive processes angidacmaking:
The ability to generate, use, and feel emotion exessary to communicate feelings or employ themitlier cognitive
processes;

Knowledge about Emotions: The ability to understand emotional information, understand how emotions

combine and progress through relationship tramstiand to appreciate such emotional meanings;

Management of Emotions:The ability to be open to feelings, and to moduthtam in oneself and others so as to

promote personal understanding and growth. Thisudision drawn from the work of Mayer, Salovey, #mer colleagues
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(e.g. Mayer & Salovey, 1993, 1995, 1997; Mayer kt #90; Salovey & Mayer, 1989-90, 1994; Saloveyak,
1993, 1995).

EMOTIONAL INTELLIGENCE AND EFFECTIVE LEADERSHIP

While emotional intelligence can lead to enhangettfioning in diverse aspects of life such as aareent and
close relationships (Goleman, 1995; Salovey & May&89-90), it has been proposed that it may plgaricularly
important role in leadership effectiveness. Toifjfahis role, the researcher proposes how the &spects of emotional
intelligence described above — appraisal and egjmesf emotion, use of emotion to enhance cogmifivocessing and

decision making, knowledge about emotions, and gmmant of emotions — contribute to effective lealir.

In order to explore the implications of emotionatelligence for effective leadership, it is necegda identify
the fundamental nature of effective leadershipsTiino easy task given the plethora of leaderdtapries, approaches,
and empirical findings. Fortunately, several receyntheses of the leadership literature have bdfemed which are
consistent in terms of their descriptions of effexieadership. Based on the syntheses of Yukl§L9%cke (1991), and
Conger and Kanungo (1998), as well as the largetdeship literature, specific elements of leadersfffiectiveness can be
identified. Note that, while no specific theory lebidership is entailed in these elements, the elesrtbemselves have
roots in a variety of theoretical traditions. Assdebed by these authors (i.e. Conger & Kanung®81®ocke, 1991;
Yukl, 1998), effective leadership contains thedaling essential features: Development of a collectiense of goals and
objectives and how to go about achieving themillimgt in others knowledge and appreciation of timportance of work
activities and behaviors; Generating and maintgimrcitement, enthusiasm, confidence, and optiniisan organization
as well as cooperation and trust; Encouraging lfiési in decision making and change; Establishamgl maintaining a

meaningful identity for an organization.

The goals and objectives considered here are maljeembracing goals that are commonly referrecgothe
leader’s vision for the organization (e.g. CongeK&nungo, 1998; Locke, 1991). Emotional intelligemaay contribute to
leaders developing a compelling vision for theiougrs or organizations in a number of ways. Fiesders may use their
emotions to enhance their information processingthaf challenges, threats, issues, and opportunitiesg their
organizations. Leaders are often faced with a largeunt of information characterized by uncertaanrtg ambiguity; out

of this information, they need to chart a coursetfieir groups or organizations.

In terms of the AIM model (Forgas, 1995); leadaws likely to engage in substantive processing ag teek to
determine the direction for their organizationse¥tare dealing with complex information with highcertainty and the
desire to be accurate. AIM model suggests thateatraffective state is likely to influence judgmemesulting from

substantive processing through the mechanism etigfiriming.

Research linking positive moods to creativity sigggehat when leaders are in positive moods theylmamore
creative (Isen et al., 1987) and, hence, moreliltel come up with a compelling vision that contsastith existing
conditions. For example, people in positive moodsehbeen found to be more integrative, use broeal&gories, and
approach problems and categorization more flex{(ldgn & Baron, 1991; Isen & Daubman, 1984; Iseralet 1985;
Murray et al., 1990). Creating a compelling vision an organization can be an exercise in cregtiybsitive thinking,
and flexibility and such an exercise will be fateited by positive moods (Isen et al., 1985; Mumtl., 1990). Leaders
who are high on emotional intelligence will be bethble to take advantage of and use their positiveds and emotions

to envision major improvements in their organizasicfunctioning.

Leaders high on emotional intelligence also areljiko have knowledge about the fact that theiitp@smoods
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may cause them to be overly optimistic. Hence,rolento ensure that they are being realistic amurapiately critical,
they may be more likely to revisit their judgmentdien in a more neutral or negative mood to ensu@raful
consideration of all the issues involved. Such éeadlso are likely to be better able to repairatigg moods arising from
any number of sources that may limit flexibilitydaoreativity, and, more generally, use meta-moat@sses to manage

their moods and emotions in functional ways (Magteal., 1991).

Importantly, leaders need not only to come up witbompelling vision, but also to effectively comriaate it
throughout the organization in such a way thabgsicome to be shared and is ‘collective’. By aai@ly appraising how
their followers currently feel, relying on their éwledge of emotions to understand why they fee$ thiay, and
influencing followers’ emotions so that they areeptive to and supportive of the leader’'s goalolgjectives for the
organization and proposed ways to achieve thendetsamay help to ensure that their vision is shamedollective.
For example, a leader who is high on emotionallliggnce may act on emotional knowledge which sstgehat
followers are more likely to experience positiveations and be supportive of the leader’s goalsabjdctives when the

leader expresses confidence in followers and seovelevate their levels of self-efficacy (Gard&eAvolio, 1998).
LIMITATION OF THE PRESENT STUDY

This study is a review of the established literatand the discussion can’t be backed with empitiesting.
Clearly, what is needed now is empirical researbitivtests the ideas proposed in this paper. Givercomplexities of
the issues involved, both qualitative and quamitaimethodologies hold promise for exploring theysvan which
emotional intelligence may contribute to leadereefiveness, as theorized in this paper. Meaningfuhntitative
investigations could take place in both field aaldratory settings as well as through the use afagement simulations.
Additionally, given the stage of development ofdfizing and research on emotional intelligencerdhare several
measures of emotional intelligence that have bemreldped and could be used to measure the emoiiatedligence

levels of research participants (e.g. Mayer etl#l97; Salovey et al., 1995).
CONCLUSIONS

The present analysis recommends that, at a minireamtions and emotional intelligence are well-ititamed of
deliberation in the leadership domain. Emotiondélilgence has the probable to contribute to eiffecteadership in
manifold ways, some of which have been irradiatethis paper. The special relevance to leaderghiplves around the
fact that leadership is an emotion-laden procesth) rom a leader and a follower perspective. Aezdvconcerning the
current analysis is that it has focused primariljl@aders and it has been argued that leadersigpytland research would

benefit from consideration of a more follower-ceatkapproach (e.g. Meindl, 1990, 1993; Meindl gt1885).

In this regard, the study of emotional intelligenaad leadership would benefit from the consideratad
emotional intelligence in followers and its effeat® the leadership process. Additionally, and framsymbolic
interactionism perspective, it would be interestiogexplore how interactions between leaders afidwers result in the
creation and management of emotions in a workrgetfio conclude, investigating how leaders’ capidsl in the
emotion domain or their emotional intelligence cimitte to their effectiveness certainly seems wodhfuture empirical
research and theorizing. Hopefully, the currentlys®s will provide researchers with some supporthis regard, this
paper eventually, tries to denote that the studgadership effectiveness has a significance iammational research and

emotional aspect of a leader need to be given thraipence.
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