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JB: 
Thanks everyone for joining our InfoLine online webcast on The Basics of Emotional Intelligence.  Our presenter today is Lynda McDermott.  Lynda is the President of EquiPro International, an organization specializing in improving organizational leadership and team development.  She is the author of best selling books and a Certified Speaking Professional with a Masters Degree in Organizational Psychology and with that I’ll turn it over to you Lynda.
LM:
Thank you Justin.  Happy New Year and welcome to this webinar on the Basics of Emotional Intelligence sponsored by ASTD.  We all know a story about someone who is super smart but who could not make big career strides because he or she didn’t have good people skills.
 We probably also know someone who is not particularly intellectually gifted but who progressively rose to top level positions.  How do you explain one person’s failure and another’s success?  IQ, past experiences, expertise, perseverance, political skills?

What research in the last two decades appears to suggest is that the most successful performers in organizations are alike in on critical way... they all have emotional intelligence.


So we have a short period of time today to cover the basics of emotional intelligence.  What I hope you accomplish in this webinar is that you walk away with an understanding of the components of emotional intelligence and how our brains govern emotional intelligence.  I’d like you to be able to recognize how emotional intelligence is related to work performance.  I’d like you to also learn about how to assess and develop your own and others emotional intelligence competencies.  And finally we’ll talk, just for a few moments, about how to develop emotionally intelligent teams.  As Justin and Anthony said, if you have questions along the way please enter them into the chat room and then we’ll take the last fifteen minutes to answer them.


What is Emotional Intelligence?  Psychologist Pete Solovey and Jack Mayer, in the early 1990’s, were the first to propose that individuals differ in their abilities to perceive, understand and use their emotions and they labeled this ability emotional intelligence.  The concept of applying emotional intelligence in the workplace was later popularized by the work of Dr. Daniel Goldman in his book Emotional Intelligence in 1995 and Working with Emotional Intelligence in 1998, about ten years ago.  Goldman was interested more specifically in understanding the emotional intelligence competencies that support superior work performance and explains it.  Goldman and his colleague, Richard Goatsick, had studied under David McLellan, whose work in the 1970’s started the whole workplace competency movement.  There research began to show a direct correlation between superior work performance and emotional intelligence.

Emotional Intelligence does not just mean being nice or employing touchy feely management.  While there are varying emotional intelligence definitions and models that have been developed over the years, we are defining it as: Our capacity to recognize our own feelings and the feelings of others and to manage emotions in ourselves and others.


Are some people just born with more emotional intelligence than others? There is certainly a genetic or nature component to emotional intelligence.  But nurturing plays a very important role also. 


On the playground, you can hear parents and caregivers admonish their children for not sharing with others or losing their temper when they don’t get their own way.  These adults are trying, in their own way, to teach their children not only good manners, but are also attempting to strengthen their emotional intelligence with social skills and self control.  

Until Goldman’s books were published in the mass market, most of us were much more familiar with the term IQ or Intelligence Quotient which is our capacity for learning, reasoning, understanding and similar forms of mental activity aptituding grasping truths, relationships, facts, meaning, etc. 


With a potential for Emotional Intelligence being dismissed as nothing more than soft skills, why is it important for us to master the skills of emotional intelligence?  Because there is a significant amount of research, as I mentioned earlier, over the last two decades that strongly suggest that adapting and applying emotional intelligence competencies has a positive impact on job performance.

What have we learned from the research by Daniel Goldman and countless other researchers who have analyzed data collected from hundreds of firms on the job performance of average versus high performers at all levels of an organization?  Among the most important findings are these:

· EI competencies more important contributors to work excellence than pure intellect and expertise.

· EI competencies differentiate outstanding leaders from average ones.

· Those with a high degree of EI, whether they are a partner in a multinational consulting firm or a cosmetic sales rep, contribute more to the “bottom-line”.

· Another finding is that Executives who “derail” lack emotional strength. They are unwilling to hear and see the reality of a situation and then move to constructively deal with it. 
· And finally, when it comes to EI, both genders appear to have it in relatively equal measurements, although the research suggests that women seem to have significantly stronger interpersonal skills and men appear to have a stronger sense of self.  

So what we can conclude from the research done to date is that if you aspire to become managers and leaders with broader areas of responsibility and greater organizational visibility, your ability to recognize and manage your own emotions and those of others becomes even more important.  The bad news is that our own current state of emotional intelligence has been hard wired as a result of our brains development and socialization.  The good news is though that those emotional competencies can be developed. 


In conducting the research for the ASTD’s Infoline product, The Basics of Emotional Intelligence, we looked at the work of several academicians and practitioners.  The Emotional Intelligence Competencies we have defined on these next two slides are composites of the definitions we gathered in our research.  

There are two main components to Emotional Intelligence Competencies.  The first component is Personal Competence and the second is Social Competence.  So I just want to review the competencies at a high level.  Under the competence called personal competence we have Self Awareness (knowing one’s internal states, preferences, resources and intuitions). Under those Self Awareness Competencies we have Emotional Awareness, Accurate Self-Assessment and Self-Confidence.  Under Self Regulation which is managing one’s internal states, impulses and resources, we have the competencies called Self-Control, Trustworthiness, Contentiousness, Adaptability and Innovation.  Motivation is another competency under Personal Competence which means emotional tendencies that guide or facilitate reaching goals.  Those competencies are the Achievement Drive, Commitment, Initiative and Optimism.  


The second competency...main competency is Social Competence.  This means the social awareness or what is called empathy has to do with being aware of other’s feelings, needs and concerns.  The competencies under Social Awareness are the ability to understand others, to develop others, to have a service orientation, to leverage diversity and to have political awareness.  Under social skills, which is the ability to be adept to inducing desirable responses in others.  These skills are influence, communication, conflict management, leadership, being a change catalyst, building bonds, collaboration and cooperation and finally team capability.  


Where did Emotional Intelligence come from?  Well at the risk of sounding like a Physiology Class, I think it’s interesting to find out the nature part of Emotional Intelligence.  

Our brain’s executive center is the prefrontal lobe.  It’s located just behind our forehead and it is in this area that we govern our cognitive abilities such as intelligence, technical expertise and decision making.  What we do know is that cognitive intelligence or what we call IQ is relatively fixed by the age of about 10; whereas our emotional intelligence can improve with age.  Our EI is a function of our interconnection between the neurosystems that are responsible for intellect and those which are responsible for the emotions.  Our emotional brain circuitry runs from the prefrontal area in the front of the brain to the Amygdala located on either side of the mid-brain.  This limbic area of the brain in moments of high emotions such as anxiety, frustration or fear is actually stronger than the rest of the brain and can in fact high jack our ability to reason and problem solve.  While the Amygdala is watching out for signs of danger the prefrontal lobe have the ability the keep the Amygdalas urges restrained so that our response in potential threatening situations is more measured and skillful.  The challenge is to catch the Amygdalas before it overrides the prefrontal lobes.  That’s the physiology part of this now lets get to the practical example.

Bruce was furious.  His boss had caught him off guard in a meeting with high level executives by questioning a decision about the launch of their product made several years ago when Bruce was a newly appointed team leader.  His boss had not been with the company at that time.  Bruce’s immediate reaction was to verbally attach his boss by saying well it’s easy for people who weren’t around than to second guess decisions that were made then that might not have not been made today you don’t have a clue about what the competition doing to us back then.  The rest of the people attending the meeting where shocked by Bruce’s outburst.  Bruce had been surprised by his bosses question and was angry that he hadn’t asked him about the products history earlier instead of putting him on the spot in front of higher level colleagues.  His emotional brain had undermined the workings of his intellectual brain.  
 Bruce’s Amygdala had high jacked and commandeered the other part of Bruce’s brain including rational sensors in the neo cortex for an immediate reaction to what Bruce perceived to be a threat from his boss.  In essence Bruce’s amydala had high jacked the rest of his brain and caused him to snap stopping just short of verbally strangling his boss, instead of following the pre frontal area to veto his emotional impulse and respond more effectively.    If Bruce had a better developed capacity for self control under stressful situations he might have taken the spot light off of himself and calmed himself down.  By for example, asking his boss a question about what part of the product launch decision he was most interested in hearing about. Than he would able to more effectively respond to his bosses specific questions with the facts and not with his emotions.
Learning to control our emotions at work or at home is important because negative emotions especially chronic anger or deep seeded frustrations erodes our mental abilities and confidence.  Emotional distress not only impedes work performance but also interferes with out ability to read others emotions accurately and can negatively influence our interpersonal and social skills.  Therefore, one of the first steps in training or coaching emotional intelligence competence is to help people become more aware of their emotions being able to describe them at any point and time and to understand their source.  The next step is to move beyond understanding to being able to execute self control in order to modify our responses to situations so there are more appropriate and effective.  
If as I’ve sighted earlier possessing a highly developed emotional intelligent is been shown to determine outstanding job performance in many occupations including management and professional jobs wouldn’t individuals in organizations want to ensure the development and continue its improvement of emotional intelligence competencies.  The obvious answer “yes” is counterbalanced however with skepticism as to first whether these competencies an in fact be measured objectively as compared for example, with the standardized IQ test and second whether one can be trained or coached to become more empathic, more self confident and so forth.
Over the years there has been much progress made in the measurement of emotional intelligence.  While academics and practitioners differ on what truly constitutes the components of emotional intelligence there is a consensus that it can be measured.   Emotional intelligence assessments most directly assess your emotional understanding of yourself and your ability to manage emotional issues effectively.  They also assess your facility with inner personal relationships such as reading people and working with them to achieve a desired outcome.

There are a variety of methodologies for assessing emotional intelligence competencies as listed here:  the first one being observation, noting an individual’s behavior and its impact on others in work or social settings.  Another way of assessing emotional intelligence is through behavioral event interviews.  These are specifically designed interviews that ask individuals to describe in their own words what they said, thought, felt and did in specific situations.   Another way of assessing emotional intelligence is to have individuals participate in case like situations and receive feedback on their roles and their behaviors.   Finally, one that is very popular is the use of either paper, pencil or online questionnaires that evaluates a persons competency and/or describes the actions he or she would take in specific situations.
Many of the more sophisticated assessments require accreditation for their use by internal or external trainers and coaches.  The ones that I have listed here in the emotional intelligence quick book do not require certification but the EQI, the ESCI and MSCEIT do require certification.  
I want to mention as it relates to assessing emotional intelligence it’s really important its been my experience to get a multi rater assessments, whether or not its through observations, or behavioral interviews or surveys that the assessment not be limited to a self assessment but rather what we refer to as a 360 so that you get people who report to the person who work with them as peers perhaps their bosses, perhaps customers and other stakeholders to evaluate the persons emotional intelligence competencies.
The reason for this is that people sometimes are not very aware of their strengths and limitations also have difficulty objectively and accurately evaluating their own competency and even those who are good at realistically assessing themselves may have a different view of themselves when it’s observed by others.  So the 360 view offers a composite profile of an individual competencies assuming the evaluations are done by people who really do interact with the individual being assessed.  

How do you go about developing emotional intelligence?   It is important to reinforce that everyone can learn to become more emotional intelligent.  In fact there was some data that shows as I mentioned earlier peoples emotional intelligence actually can improve as they age, we sometimes call that maturity.  But there are some people who bridal just as the thought that something is wrong with any type of their intelligence whether it be with their IQ or EQ.  Why do some people resist hearing that they may need to develop more emotional intelligence?  Our emotional intelligence is linked closing to our identity.  Who wants to be told that way we behave is wrong.  The interactive habits we’ve developed over time have contributed to our own perceptions of our success and we may expect others to just live with our behavior.   When someone suggest that we need to learn to control our temper or to be left blunt in our feedback to others they are calling into questions habits and behaviors that not only define part who we are but also what others have come to expect from interacting with us.  I know we heard phrases like this “Oh that’s just Leslie being Leslie”.   On the other hand, what could motivate you to improve your emotional intelligence?  You may want to in fact increase your effectiveness in working with others increase your potential for promotion, achieve more fulfilling personal relationships or improve a bad performance review.   What we do know is that if you have been scolded by feedback from a boss or significant other and are motivated by threats or fear of loss the motivation to change will likely not be sustainable.  The key to motivating someone to change is to appeal to his or her self interest or to their motivating hot button.  The key is to find out what is the different motivator for each different person.   Change motivated by what someone will gain has a much higher chance of being sustained.   The first step in developing a stronger emotional intelligence is to ask your self, why would I want to do that?   What do I have to gain by that?  

Beyond just accumulating life experiences, what is the best way to help others develop these skills and to sustain them over time?  Unfortunately for those of us who are in the training and development field, training programs designed to teach a broad array of emotional intelligent skills have a minimum amount of long term impact.   Among the reasons why, these general one size fits all training programs don’t work.  First of all, the people sent to these programs may simply not be motivated to learn and change.   They have been sent to” charm school” for which they probably don’t see a need.   Another reason is that most training programs appeal to the neo cortex area of the brain which is effective in learning technical or analytical skills or concepts but don’t do a great job at teaching the type of competencies that we saw earlier.  To improve emotional intelligent skills requires reshaping behavioral habits learned earlier in ones life that have grown in strength over time.  It is insufficient to teach the rational definitions of emotional intelligence in a one day program or even to give examples about how others use emotional intelligence successfully at work.   Optimizing the limbic area of the brain requires much thoughtfulness, practice and continuous feedback.
We believe that the best way to develop emotional intelligence involves these steps:  First of all, as I mentioned earlier, understanding a persons motivation to change, because it is going to take work to develop some of these competencies.  The next step would be to seek feedback through some type of an assessment process and then to establish emotional intelligence, developmental goals and plans.
Another step along the way is to recognize what are the things that trigger your emotions.  That’s the first step and what are the sources of those triggers, why do they cause those emotions and then to learn some techniques to manage your emotions such as anger, anxiety and frustration and so forth.   Some of the techniques that have been used successfully are things like positive visioning, imagining yourself such as our friend Bruce going into a situation where he’s with high level colleagues and imagining a successful outcome.  That is positive visioning or to rehearse reaction to imagine your self being questioned about the product launch that occurred several years ago and to practice some of your responses.  The brain has a funny way of working.  If you rehearse and practice responses the brain doesn’t know if that is actually happening in time or it’s a mental rehearsal.  So, what you’re really trying to do is to strengthen new habits and build new habits along the way.
Finally, it’s really important I think to get either, a colleague, a buddy or coach to provide ongoing support and feedback to tell you when you handled things really successfully and where you blew it.  Developing and sustaining positive emotional intelligence behaviors comes naturally to some but for others requires constant vigilance and practice until those skills and behavioral habits replace those that are less effective.   
Finally, I want to talk a little about developing emotionally intelligent teams.  I do a lot of work with teams around the world.  I often times get called in because “the team is dysfunctional”, what ends up mostly defining dysfunctionality emotionally intelligent teams is lack of emotional intelligence as a team.  While there have been extensive research on how emotional intelligence is directly critical to an individuals effectiveness at work, there has been less research on how the collective emotional intelligence of people who work together can actually improve team performance.  We can’t assume that a collection of highly emotionally intelligent people will by definition become a highly effective team.  

Team dynamics themselves create an identity for a team that is unique and requires its own type of self awareness and self management.  The research of Vanessa Urchtresscatt and Steve Wolf have identified that three conditions are essential for a team’s effectiveness:  The degree of trust among team members, how strong the team identity among team members and a sense of team efforts or its ability to achieve results.  A team can still function and achieve results if any one of these is missing.   It will be not as effective and its members will not be as fully engaged or motivated to perform at their highest levels if any one of these are missing.
Emotional intelligence as defined by Goldman and others has primarily focused on personal and social competence.  A team is much more complex, for a team to demonstrate emotional intelligence the team needs to be aware of and act upon a) the emotions of all its members b) the teams own culture and climate c) the emotions toward the team coming from its key stakeholders, stakeholders meaning those groups and individuals who influence the team success.
Truly emotionally intelligent teams recognize that their emotions are best not suppressed or avoided.  They consciously seek out an assessment of the teams and its stakeholder’s emotional perceptions of the team and work at building effective relationships within and outside of the team.  One of the key components for developing an emotionally intelligent team is to urge the team to take responsibility for first of all, defining what success looks like and for behaving in ways that will ensure their success.  
I do an exercise again that I’ve done around the world asking people to think about their dream team experiences and their nightmare team experiences.  It doesn’t seem to matter what part of the world I’m in the dream team list and the nightmare team list remains the same.  That says there is a consistent evaluation of what it takes to be a successful team with teams across the world.  One way the teams can begin to build their emotional intelligence is by formally establishing team norms or guiding principles, which are explicit expectations of the teams regarding the types of behaviors that they believe, will build a high performance team culture for themselves.
These emotionally intelligent teams also continuously monitor individual and team behaviors to ensure they continue to be in alignment with the norms and confront the team and its members when they are not and celebrate successes when they are.
That concludes the formal part of our presentation.  
Questions on Emotional Intelligence Competency
JB:

1. How can you assess whether your team is emotionally intelligent?

Use competencies shown on slides, define own measures of success; do self assessments, no instruments measure teams emotional intelligence like individual intelligence that have been researched.  Have team define based on their own dream team nightmare team experiences what success would feel like and look like for them and that becomes an assessment methodology.   They can then evaluate their own individual performance and team performance periodically.
2. How do you approach someone who you believe need some development with their emotional intelligence?
My short answer very is careful. Most people don’t intentionally act emotionally unintelligent.  They just developed habits along the way perhaps they have never been confronted on; received feedback on it also depends on your role.  I’m often called in to coach on these issues by a boss who has attempted to give performance feedback and perhaps some coaching but feels for whatever reason that they are not fully equipped to give the kind coaching that the person requires.  It may be a little bit easier if you are a boss to approach somebody through a performance feedback and review process, if it’s a colleague again very carefully I think it depends on the quality of the relationship that you already have with the person.  Often time’s I have found that people are unaware of the impact that they are having on others.  They may be aware of their behavior but may not be aware their impact.  Again, depending on the relationship that you have it may just be a matter of just highlighting to somebody or giving some feedback on the impact that they are unaware of.  Clearly, if you are a direct report and you have a boss that is acting emotionally less intelligent again depends on the quality of the relationship that you have.   I do mean what I said “very carefully” I use only in this kind of setting or a orientation.  I would not use the words emotionally intelligent.  I think it is loaded.   It is emotionally loaded.  These words can cause people to get really defensive if you use those kinds of works.  The phrase that I have heard the most is “people skills” which really does not give it full service but approaching people about the impact of their people skills might be a safe way of approaching it.
3. Are there any suggestive resources for those of us trying to increase our emotional intelligence?  (Jennifer)
A whole list of references and resources is in back of info line product.  I’ am practitioner not an academician.  I have really enjoyed and learned a lot from the   Goldman work and the work done by Hey McBur.  Their work is really practical.    The work by Goldman and Boyatsis are particularly good because they focus on competences and not a lot on theory.
4. How do you reinforce and teach team self awareness in a positive way to ensure that they perceive themselves as stakeholders?
It is very important that team define for them what success looks like a) they work together and also how they want to perceive by the stakeholders.    Also, important they get some periodic feedback. Particularly in the beginning, that they establish among themselves some type of guiding principles about how we are going to behave with each other and go and check out their assumed expectations of how the stakeholders want them to behave.  They get ground rules and operating principles agreed to and then periodic assessments and patting themselves on the back for really good behavior.  Celebrating success how they got with their stakeholders.  
5. Do you think that someone can have too much emotional intelligence?

The reality is that any asset that you have taken too the extreme can become a liability.   For example, the competency of empathy who wouldn’t say that empathy is a good thing but if somebody is too empathic, in other words putting themselves in the other person’s shoes so much to such a great extent they don’t also hold other person accountable for harder results could be a problem.  I have worked with some people who score very high on empathy had a problem with giving critical performance feedback.
6. How can we approach a family member who might need more emotional intelligence?  Do the same rules apply?
Be careful, family member or not a first reaction is potential defensiveness.  What is the motivation to change?  Look at a person’s motivation to change and will be consequences, If no change is made.
