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About the Series

The world of work is changing. As companies once prioritized 
radical workplace performance and productivity improvements, 
they focused on training their employees with the purpose of get-

ting more work done faster. But companies have learned that while their 
people might be increasingly productive, they aren’t working better, partic-
ularly with each other. Lurking on the horizon is always greater automa-
tion, which will continue to shift the balance between the needs for hard 
and soft skills. Employees of the future will spend more time on activities 
that machines are less capable of, such as managing people, applying exper-
tise, and communicating with others. More than ever, soft skills are being 
recognized as a premium. 

Enter talent development. 
TD professionals play a unique role in addressing the increasing 

demand for soft skills. They work with people and on behalf of people: A 
trainer facilitating a group of learners. A team of instructional designers 
working cross-functionally to address a business need. A learning manager 
using influence to make the case for increased budget or resources. But 
how can TD professionals expect to develop future employees in these soft 
skills if they’re not developing their own?

At the Association for Talent Development (ATD), we’re dedicated 
to creating a world that works better and empowering TD profession-
als like you to develop talent in the workplace. As part of this effort, 
ATD developed the Talent Development Capability Model, a framework 
to guide the TD profession in what practitioners need to know and do 
to develop themselves, others, and their organizations. While soft skills 
appear most prominently under the Building Personal Capability domain, 
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these crucial skills cross every capability in the model, including those 
under Developing Professional Capability and Impacting Organizational 
Capability. Soft skills enable TD professionals to take their instructional 
design, training delivery and facilitation, future readiness, change man-
agement, and other TD capabilities to the next level.

Just as TD professionals need resources on how to develop talent, they 
need guidance in improving their interpersonal and intrapersonal skills—
to be more adaptable, self-aware and empathetic, creative, team-oriented 
and collaborative, and influential and persuasive. This ATD series pro-
vides such guidance. 

Organized with two parts, each book in the ATD Soft Skills Series 
tackles one soft skill that TD professionals need to foster in themselves to 
help the people and organizations they serve. Part 1 breaks down the skill 
into what it is, why it’s important, and the internal or external barriers to 
improving it. Part 2 turns the lens on the daily work of TD professionals 
and how they can practice and perfect that skill on the job. Featuring 
worksheets, self-reflection exercises, and best practices, these books will 
empower TD professionals to build career resiliency by matching their 
technical expertise with newfound soft skill abilities.

Books in the series:
 • Adaptability in Talent Development
 • Emotional Intelligence in Talent Development
 • Creativity in Talent Development
 • Teamwork in Talent Development
 • Influence in Talent Development

We’re happy to bring you the ATD Soft Skills Series and hope these 
books support you in your future learning and development.

Jack Harlow, Series Editor
Senior Developmental Editor, ATD Press
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Series Foreword

Oh, Those Misnamed Soft Skills!
For years organizations have ignored soft skills and emphasized 
technical skills, often underestimating the value of working as a 

team, communicating effectively, using problem solving skills, and manag-
ing conflict. New managers have failed because their promotions are often 
based on technical qualifications rather than the soft skills that foster rela-
tionships and encourage teamwork. Trainers as recently as a dozen years 
ago were reluctant to say that they facilitated soft skills training. Why? 

Soft Skills: The Past and Now
The reluctance to admit to delivering (or requiring) soft skills often starts 
with the unfortunate name, “soft,” which causes people to view them as 
less valuable than “hard” skills such as accounting or engineering. The 
name suggests they are easy to master or too squishy to prioritize devel-
oping. On both counts that’s wrong. They aren’t. In fact, Seth Godin calls 
them “real” skills, as in, “Real because they work, because they’re at the 
heart of what we need today” (Godin 2017).

Yet, as a society, we seem to value technical skills over interpersonal 
skills. We tend to admire the scientists who discovered the vaccine for 
COVID-19 over leaders who used their communication skills to engage 
the workforce when they were quarantined at home. We easily admit 
to not knowing how to fly an airplane but readily believe we are cre-
ative or can adapt on the fly. We think that because we’ve been listen-
ing all our lives, we are proficient at it—when we’re not. As a result, 
we put much more emphasis on developing our technical skills through 
advanced degrees and post–higher education training or certifications 
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to land that first or next job than we do on mastering our interpersonal 
and intrapersonal skills. 

Fortunately, many businesses and their leaders are now recognizing 
the value of having a workforce that has technical knowledge supported 
by soft skills. That’s good because soft skills matter more to your career 
than you may envision. Consider: as a part of the Jobs Reset Summit, the 
World Economic Forum determined that 50 percent of the workforce 
needed reskilling and upskilling. The summit also identified the top 10 
job reskilling needs for the future. Eight of the 10 required skills in the 
21st century are nontechnical; these skills include creativity, original-
ity, and initiative; leadership and social influence; and resilience, stress 
tolerance, and flexibility (Whiting 2020). LinkedIn’s 2019 Global Talent 
Trends Report showed that acquiring soft skills is the most important 
trend fueling the future of the workplace: 91 percent of the respondents 
said that soft skills matter as much or more than technical skills and 
80 percent believed they were critical to organizational success (Chan-
dler 2019). A Deloitte report (2017) suggested that “soft skill–intensive 
occupations will account for two-thirds of all jobs by 2030” and that 
employees who practice skills associated with collaboration, teamwork, 
and innovation may be worth $2,000 more per year to businesses. As 
the cost of robots decreases and AI improves, soft skills like teamwork, 
problem solving, creativity, and influence will become more important. 

Soft skills may not be as optional as one might originally imagine. 

Soft Skills: Their Importance
Soft skills are sometimes referred to as enterprise skills or employability 
skills. Despite their bad rap, they are particularly valuable because they 
are transferable between jobs, careers, departments, and even industries, 
unlike hard or technical skills, which are usually relevant only to specific 
jobs. Communication often lands at the top of the soft skill list, but the 
category encompasses other skills, such as those included in the ATD Soft 
Skills Series: emotional intelligence, adaptability, teamwork, creativity, 
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and influence. These personal attributes influence how well employees 
build trust, establish accountability, and demonstrate professional ethics. 

Soft skills are also important because almost every job requires 
employees to interact with others. Organizations require a workforce 
that has technical skills and formal qualifications for each job; how-
ever, the truth is that business is about relationships. And, organiza-
tions depend on relationships to be successful. This is where successful 
employees, productive organizations, and soft skills collide. 

Soft Skills and the Talent Development Capability Model
Talent development professionals are essential links to ensure that orga-
nizations have all the technical and soft skills that are required for suc-
cess. I sometimes get exhausted just thinking about everything we need 
to know to ensure success for our organizations, customers, leaders, 
learners, and ourselves. The TD profession is no cookie-cutter job. Every 
day is different; every design is different; every delivery is different; and 
every participant is different. We are lucky to have these differences 
because these broad requirements challenge us to grow and develop.

As TD professionals, we’ve always known that soft skills are crit-
ical for the workforce we’re responsible for training and developing. 
But what about yourself as a TD professional? What soft skills do you 
require to be effective and successful in your career? Have you ever 
thought about all the skills in which you need to be proficient? 

ATD’s Talent Development Capability Model helps you define 
what technical skills you need to improve, but you need to look beyond 
the short capability statements to understand the soft skills required to 
support each (you can find the complete model on page 37). Let’s exam-
ine a few examples where soft skills are required in each of the domains.

 • Building Personal Capability is dedicated to soft skills, although 
all soft skills may not be called out. It’s clear that communication, 
emotional intelligence, decision making, collaboration, cultural 
awareness, ethical behavior, and lifelong learning are soft skills. 
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Project management may be more technical, but you can’t have a 
successful project without great communication and teamwork.

 • Developing Professional Capability requires soft skills through-
out. Could instructional design, delivery, and facilitation exist 
without creativity? You can’t coach or attend to career devel-
opment without paying attention to emotional intelligence 
(EI) and influence. Even technology application and knowledge 
management require TD professionals to be adaptable, creative, 
and team players for success. 

 • Impacting Organizational Capability focuses on the soft skills 
you’ll use while working at the leadership and organizational level. 
For you to have business insight, be a partner with management, 
and develop organizational culture, you will need to build team-
work with the C-suite, practice influencing, and use your EI skills 
to communicate with them. Working on a talent strategy will 
require adaptability and influence. And you can’t have successful 
change without excellent communication, EI, and teamwork. 
Future readiness is going to require creativity and innovation. 

Simply put, soft skills are the attributes that enable TD profession-
als to interact effectively with others to achieve the 23 capabilities that 
span the spectrum of disciplines in the Capability Model. 

Soft Skills: The Key to Professionalism
So, as TD professionals we need to be proficient in almost all soft skills 
to fulfill the most basic responsibilities of the job. However, there’s some-
thing even more foundational to the importance of developing our soft 
skills: Only once we’ve mastered these skills can we project the profession-
alism that will garner respect from our stakeholders, our learners, and our 
peers. We must be professional, or why else are we called TD professionals? 

Professionalism is the driving force to advance our careers. To earn 
the title of TD professional we need to be high performers and exhibit 
the qualities and skills that go beyond the list of technical TD skills. We 
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need to be soft-skill proficient to deliver services with aplomb. We need 
to be team members to demonstrate we work well with others. We need 
to be EI-fluent to ensure that we are aware of, control, and express our 
emotions and handle interpersonal relationships well. We need to be 
creative to help our organization achieve a competitive advantage. We 
need to be adaptable to future-proof our organizations. And we need 
influencing skills that help us earn that proverbial seat at the table.

We all need role-specific knowledge and skills to perform our jobs, 
but those who achieve the most are also proficient in soft skills. You will 
use these skills every day of your life, in just about every interaction 
you have with others. Soft skills allow you to demonstrate flexibility, 
resourcefulness, and resilience—and as a result, enhance your profession-
alism and ensure career success. And a lack of them may just limit your 
career potential.

Clearly, soft skills are more critical than once thought and for TD 
professionals and trainers they are likely to be even more critical. Your 
participants and customers expect you to be on the leading edge of 
most topics that you deliver. And they also expect you to model the 
skills required for a successful career. So, which soft skills do you need 
to become a professional TD professional? Is it clearer communication? 
Interpersonal savvy? Increased flexibility? Self-management? Profes-
sional presence? Resourcefulness?

E.E. Cummings said, “It takes courage to grow up and become who 
you really are.” I hope that you have the courage to determine which 
skills you need to improve to be the best trainer you can be—and espe-
cially to identify those misnamed soft skills that aren’t soft at all. Then 
establish standards for yourself that are high enough to keep you on your 
training toes. The five books in the ATD Soft Skills Series offer you a 
great place to start. 

Elaine Biech, Author  
Skills for Career Success: Maximizing Your Potential at Work
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Introduction

Saia had done all the right things. 
She’d gone to college, built an extensive résumé, and amassed an 
even more impressive array of skills. In fact, Saia had a long and 

successful track record of talent development and acquisition since joining 
the company several years ago. It seemed she had an almost otherworldly 
ability to identify potential in young professionals. 

When the firm decided to promote Saia, it was a big deal. Now she 
was in charge of the Talent Acquisition Division, overseeing a staff of 14 
with complete responsibility for the strategic direction of the division. 

Right away she gathered her new team together to share her views on 
how their work should be done: In short, do it just like she did it. And why 
not? She was successful, and had recently been promoted. She knew best, 
right? And, it was in this very first meeting that the wheels began to fall off. 

While Saia excelled in the operational proficiency necessary for her 
work, that didn’t help in how she related to those around her. As a newly 
minted supervisor, she struggled to transition her technical talent to 
supervisory expertise. And when it came to her own self-awareness and 
regulation, she was far less prepared, and fell short at monitoring her own 
nonverbal cues. She often lost her temper when others couldn’t under-
stand her approach and struggled to handle the conflict that ensued. She 
was brilliant, but scattered. Her assistant, Hakeem, couldn’t keep her on 
task. Every time he broached the topic with Saia, it ended badly. Everyone 
was frustrated and Saia was losing her patience. 

Something was missing. 
That something is emotional intelligence.
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Stories like Saia’s are all too common in the workplace, across all func-
tions and hierarchies. It’s because we put far too much stock in credentials. 
There, I said it! It’s not an abnormal thing when you think about it. We 
need those pesky acronyms attached to our titles, we really do, along with 
all of the training, certification, and degrees that come with them. They 
are essential for the work we do. They allow us to build our technical skills. 
They also give us the street cred to land our first job. In some cases, they 
even help us advance in our career. 

But as with Saia, less thought is often put into how we are developing 
our emotional intelligence skills throughout our career.

Why Do We Overlook Emotional Intelligence?
For many years, good people, committed, diligent, and intelligent, have 
created reports by surveying what the experts say is necessary for effective 
management and leadership. Many of these studies are released each year 
with press releases and much fanfare. 

It’s only natural that organizations respond to them. They build lead-
ership development and succession plans based on the advice. They hire 
the experts to guide them in leading in today’s (fill-in-the-blank) world. 
The proposed schematics seemingly represent an easy fix to the host of 
problems that organizations face. It’s much easier to depend on attrac-
tive frameworks with charts, figures, and diagrams than to do the hard 
work of developing environments of trust and innovation where people 
are enthused and motivated. Thus, we fall victim to tactics like becoming 
strategic instead of developing the competencies we require to connect 
with, and lead, others. What tends to be missing in these approaches is all 
tied to emotional intelligence: the bridges to others built on compassion, 
forgiveness, caring, empathy, kindness, and love. 

Confession time: I love the topic of emotional intelligence. Am I a 
tree-hugger? Yep. Eternal optimist? You bet. Barry Manilow fan? Oh yeah. 
Here comes Mr. Positive again; everyone hold hands! I’m used to it. I’ve 
spent the majority of my career in leadership positions and made all the 
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mistakes that one could possibly make. If there’s one thing I have learned 
over the years, it’s that it is not about what you know; it’s about who you 
are. For a large portion of my career, I was a uniformed naval officer. I’ve 
lost count of the number of people who came to me and said, “It must’ve 
been easy to lead as a naval officer; all you have to do is give orders.” 
Nothing could be further from the truth. Ordering people to do work is 
coercion, pure and simple. I firmly believe that the most effective leaders 
derive success not from their positional authority, but from their willing-
ness to serve and care for others.

The program that I direct at American University, the Key Execu-
tive Leadership Programs, has been around for almost 50 years. From the 
beginning, we have been focused strongly on kindness, emotional intelli-
gence, gratitude, mindfulness, compassion, increasing thinking capacity, 
journaling, and meditation. I love to remind people that we came into 
being only a couple of years after The Beatles released Let It Be. This album, 
and much of their music, was about love. Our founder, Don Zauderer, a 
dear friend and mentor of mine, had a vision for the Key program that 
was also based on love. Of course, the content is there: best practices, case 
studies, rigorous academic research, and writing. But what matters the 
most, in my view, are the concepts that Don stressed so much for his entire 
career: how we build trust with others, how we care for one another, how 
we treat one another, and how we bond. Knowing who you are, and being 
comfortable with that, allows you to connect authentically with others. 
Everything else flows from there.

And here’s what I believe: Connecting at the human level is where 
leadership begins and ends, whether you’ve got leader in your title or you’re 
a line employee trying to advance your organization. We’re all leaders, no 
matter the position we hold. There is no stronger force than the human 
heart and soul. Bond with another and you have a committed teammate, 
employee, or boss for the rest of eternity. Everyone is healthier. The cul-
ture is happier. The organization excels. Those are the facts—scientifically 
based (which we’ll get into) and irrefutable. 
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Now, back to Saia. Once promoted, she likely read those leadership 
reports. She had a good heart, and certainly had the intellectual capacity 
for the technical aspects of her job. And although that story was framed 
in the context of a promotion, emotional intelligence is not only a factor 
once we are promoted. It’s always a factor. Emotional intelligence gov-
erns all our interactions with human beings. This may be when we’re a 
part of a team, working for someone, working with someone, or oversee-
ing those who work for us. As long as humans are involved, emotional 
intelligence will matter. Saia needed some work here. 

How This Book Will Help You
For talent development professionals, emotional intelligence is especially 
crucial. Keep in mind that to work in human development, which is what 
talent development truly is, you must have people skills. Granted, you will 
be required to have a strong palette of technical qualifications. Employers 
are looking for people who are strong analysts, comfortable with the minute 
details of instructional design, skilled at building and tracking recruiting 
models, and astute at managing complex projects. These proficiencies 
matter, and they can be taught to anyone with the aptitude for such mate-
rial. But on their own, they are inadequate for the complex world faced by 
talent development professionals today. Human developers must first and 
foremost have strong people skills, and those pesky soft skills, which don’t 
come easy, are required for building teams, managing conflict, communi-
cating, influencing, ensuring trust, and meeting organizational objectives. 

That’s what this book is about: emotional intelligence, the emotional 
cousin of the intelligence quotient. It is a foundation we use to come in 
contact with our soft skills, and a tool to build those competencies as talent 
development professionals. When the competencies are used properly, the 
result is better self-awareness, a better ability to read and motivate others, 
and a better sense of life balance. 

We’ll cover a lot in the next 100 pages or so. In part 1, we’ll walk 
through what emotional intelligence is and how it relates to what we 
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normally view as human intelligence. We’ll explore the five dimensions 
of emotional intelligence: self-awareness, self-regulation, motivation, 
empathy, and social skills. Mindfulness will also be an important topic of 
exploration as we grapple with the mindset necessary for gaining comfort 
with the unknown, mastering resilience, and practicing self-care—the last 
of which we often ignore. We’ll also examine why emotional intelligence 
matters to the self, to organizations, and to our business, along with the 
barriers we face when attempting to grow into these competencies.

Part 2 speaks directly to the talent development profession and how 
emotional intelligence can be used in conjunction with the various roles 
we play in developing others, especially with regards to building personal, 
professional, and organizational capability. And because we know how 
busy those who grow others can be, we’ll confront the emotional, physical, 
and performance-related effects of stress, along with our propensity to 
multitask our way out of it. For better or worse, we all do it.

Got conflict? Of course we do. Show me the workload of a lead 
instructional designer, a learning development specialist, or a vice pres-
ident of training and development, as they navigate external stakehold-
ers, subject matter experts, and busy adult learners, and I’ll show you 
conflict. And finally, we have to delve into communication. It is the 
vehicle through which we share our emotional intelligence with others. 
Sometimes communication is verbal, other times not, but it’s always 
there, and it sends very, very, very strong messages whether we acknowl-
edge it or not.

Getting in the Emotional Intelligence Frame of Mind
Are you up for this? I can’t wait. As a talent development professional, you 
have a unique role in the organizations of today. In fact, unique may not 
be strong enough. Think critical. You are the mechanism by which com-
panies harness the most valuable resource they have—the human being. 

As we wind our way down this path over the next nine chapters, 
you will be doing as much thinking and writing as you are reading. 
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Throughout the book, I will ask you to stop and think, and I hope you do. 
This will allow the material to sink in and give you a chance to jot down 
a few notes about how you are feeling or questions you have. Put the book 
away for a few minutes and let your mind wander. I believe this is a much 
more effective approach than the traditional academic focus on Likert 
scale questions and numerical assessments, many of which are arbitrary 
and have little scientific basis. 

This book is about you, and it depends on you, so you’ll have to work 
for this one! Open-ended, thought-provoking questions, combined with 
mindfulness and journaling, will embed the key concepts of emotional 
intelligence in your mind and practice.

Along those lines, let’s start with this quick exercise. Examine the fol-
lowing table, which lists different types of emotions. 

Happiness Sadness Anger Contentment

Anticipation Disappointment Confusion Desire

Anxiety Interest Distress Awkwardness

Disgust Calmness Craving Awe

Joy Jealousy Sympathy Nostalgia

Empathy Love Fear Contempt

Now answer the following three questions. Don’t think too hard. Your 
gut response will be the best one.

1. Which of these emotions describes where you spend the majority of 
your time?
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2. Which of these emotions do you fear the most?

3. Which of these emotions do you wish you could feel more?

Let’s get rolling!
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Emotional 
Intelligence
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CHAPTER 1

The Power of 
Emotional Intelligence 

Initial Thoughts
Over many years of working with people who are interested in 
improving their professional skill sets and advancing in their 

careers, I have noticed one thing that is the most common denominator 
of their professional makeup, and I am guilty of it as well. We are proud of 
what we know. We tend to rely so heavily on the expertise we gain as part 
of our professions that we ignore the importance of so-called soft skills. 

This is unfortunate because it is not so much what we know that will 
drive success in our work and in our lives, but how we make other people 
feel. Maya Angelou, the late poet and author, said this much more elo-
quently than I just did: “People will forget what you said, people will forget 
what you did, but people will never forget how you made them feel.”  How 
we make people feel matters. It matters more than anything. When people 
feel they can trust us, when they feel empathy from us, and when they can 
sense our authenticity, they are far more likely to be partners with us in 
whatever endeavors we choose to undertake. Emotional intelligence (EI) 
gets us there. It empowers us with everything we need to connect and 
communicate with others. The benefits are extraordinary.

A Brief History of EI
The idea of emotional intelligence has grown in popularity over the years, 
and thank goodness it has. Many will credit the more recent, and popular, 
leadership researchers for the work behind emotional intelligence but it 
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began much longer ago than many think. Consider the turn of the 20th 
century in the United States. Having built on the Industrial Revolution 
some 50 years before, American factories were up and running in a big way. 
While this meant plenty of work for the citizenry, the environment was far 
from ideal. Intimidating bosses wandered factory floors in workshops that 
were often unsafe and dangerous, to say the least. 

It was this very type of leader, and the failings of their controlling 
style, whom early humanists sought to warn about. Loud voices, overt 
supervision, and little tolerance may have been the order of the day, but 
critics recognized that there should be more to the workplace. In the early 
1900s, a social worker and consultant named Mary Parker Follett, often 
referred to as the “Mother of Modern Management,” made tremendous 
inroads supporting the concept of working through others to achieve an 
organizational mission. Other like-minded folks agreed, and a slew of 
studies extolled the ideas of social intelligence, affective intelligence, and a 
more humanistic approach. Maslow’s hierarchy is a living relic from these 
days, along with other studies supporting the idea of emotional strength 
and self-awareness.

Most agree that the term emotional intelligence first appeared in a 
doctoral dissertation by Wayne Payne in 1985. This was followed by the 
groundbreaking article “Emotional Intelligence,” in the journal Imagina-
tion, Cognition and Personality, by psychologists Peter Salovey and John 
Mayer, who are often credited as the founders of emotional intelligence. 
Other voices such as Travis Bradberry, Jean Graves, Sivan Raz, Leehu  
Zysberg, and Daniel Goleman followed with exceptional works on emo-
tional intelligence and its practical application in the workplace.

Emotional Intelligence Defined 
Perhaps the best way to think about emotional intelligence is by consid-
ering your own experience. Reflect for a moment upon a time when you 
worked for someone who, let’s say, wasn’t someone you would consider one 
of your better bosses! Perhaps it wasn’t as bad as the turn-of-the-century 
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factory conditions I just described, but it wasn’t great. Now, jot down a few 
adjectives describing the boss in question. 

Got it? Now, think about someone you worked for to whom you 
would give your discretionary energy. In other words, you were willing 
to go above and beyond in thought and deed for this person. Now, write 
down a few words to describe that individual:

Let me guess, a few of the words you probably wrote in your second 
list include: inspiring, unpretentious, caring, good listener, sensitive, 
empathetic, compassionate, humble, good communicator, kind, self-ef-
facing, encouraging. How close was I? 

Your second list contains the prime indicators of what emotional 
intelligence actually is. Emotional intelligence connotes one’s ability to be 
in touch with their feelings, regulate their actions, recognize those needs 
in others, and manage relationships accordingly. People who are intellec-
tually astute and technically competent may or may not be emotionally 
intelligent; we’ll get to that later. But those who are emotionally intelligent 
excel at building connections with others. They have that vibe about them 
that makes them approachable, no matter the position they hold. And 
they’re able to build workplaces of trust, communication, and inspiration.

Emotional intelligence is not as complex as you may think, but it is 
involved. It requires us to take a deep dive into our own selves and see a 
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picture that is not always pretty. From that point forward, we are posi-
tioned for more impactful relationships in and outside the workplace. 
And it’s deceptively simple! According to Goleman (1998), one of the 
more prominent voices in the field, emotional intelligence can be seen 
as falling into five basic domains: self-awareness, self-regulation, moti-
vation, empathy, and social skills. Each one opens the door to a better 
understanding of ourselves and others.

Self-Awareness 
Ever take a long look at yourself in the mirror and see yourself as you are? 
Not as others see you, or as you wish for them to see you. Have you ever 
recognized something in your behavior or language that surprised you? Per-
haps someone else brought it to your attention and you thought, “Wow, I 
really am that way!” 

There is no emotional intelligence without self-awareness. Self-awareness 
allows us to recognize the emotions we experience. It also allows us to see 
ourselves for who we are: the good, and the not so good. When we look in 
the mirror, we cannot hide. The same goes for self-awareness. By becoming 
more attuned to our inner signals and embracing them for what they are, 
we build an inner confidence that forms the foundation for our emotional 
intelligence. We know what motivates us. We are better able to moderate 
our responses to others, be sensitive to their emotions, and communicate 
more thoughtfully and clearly.

Consider for example an instructor who lacks self-awareness. Chris 
may have all of the latest content and best practices at the ready, but he is 
unaware that the language he uses in the classroom causes distress and anxi-
ety among a handful of learners. He is also woefully unaware that he tends to 
speak only to the left side of the room. It is a simple and unintentional ges-
ture, but it makes the rest of the class feel uncomfortable and left out. When 
a student approaches him about this, he immediately becomes defensive.

People who get high marks in self-awareness bring a lot to the table. 
They recognize their emotions and are better able to understand the 



7The Power of Emotional Intelligence 

impact those emotions have on their performance. Knowing that they have 
a paralyzing shyness about presenting in front of a group may spark them 
to spend more time in preparation, for example. Sometimes this knowl-
edge manifests as an inner signal—that pesky messenger that reminds us 
of the true self within. Those with strong self-awareness are attuned to this 
signal, and they embrace it.

Because high self-awareness individuals are able to zero in on signs 
within, they often excel at self-assessment. They know their strengths 
and play to them well. However, they also know their weaknesses, and 
work in a humble and curious way to strategically position themselves 
around others who have the requisite talent. And, they welcome feed-
back from those around them, whether it be colleagues, direct reports, 
or bosses. It’s the knowledge that’s key, and self-aware individuals under-
stand the long-term value of that knowledge. They know their strong 
points, and they know when to ask for help.

I’ve spent a lot of time on self-awareness because it is the most 
important dimension of emotional intelligence. Researchers have found 
a significant connection between self-awareness and our ability to suc-
ceed in some of the other important dimensions of emotional intelli-
gence. For example, when we demonstrate self-awareness, we have a 50 
percent chance of exhibiting sound self-regulation and a 38 percent 
chance of demonstrating social awareness skills such as empathy. Not 
too bad. But without self-awareness, we have virtually zero chance of 
self-regulation and are 83 percent more likely to lack social awareness 
skills (Boyatzis and Burckle 1999).

Self-Regulation 
What drives you nuts? Seriously. Think about it. Is it when someone 
doesn’t look you in the eye when they speak? Or people who roll through 
four-way stop signs? What about people who are rude to servers in a 
restaurant? That bubbling anger or frustration you feel is real. But what 
do you do about it? What actions do you take, or not?
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The emotions we recognize when we are self-aware are amazingly 
powerful. They can position us to make well-thought-out, pragmatic 
decisions, or they can launch us down a path of behavior that we regret 
when we wake up the next morning. 

Take for example the possibility of two managers faced with a 
resource dilemma. Kiandra has an incoming staff of 12 and has been 
told she must give up some of her new team to Angela. Angela is hoping 
for a 50–50 split, gaining six new people. Kiandra decides to share only 
two of the 12, keeping 10 for herself. Angela gets angry and tells Kiandra 
to forget the whole thing. 

Angela gets a failing grade in self-regulation. Instead of getting two 
new people for her team, she was so flustered that she ended up with no 
one. This denotes a classic inability to self-regulate. Her emotions over-
whelmed her decision-making ability to the point that she actually hurt 
her team. 

Stephen Covey (2020) refers to this phenomenon as response-ability— 
the ability to choose our response to any situation. It has also been termed 
the “amygdala hijack,” or the brain’s response to an emotional threat  
(Goleman 1995). Such a failure to self-regulate is all too common and, while 
good in emergencies, may rob us of our ability to make sensible decisions in 
normal times.

Motivation 
What gets you up in the morning? Is it a desire to make a difference in the 
world, or do something in tune with your values? Where does your passion 
lie? How do you infuse that passion in your day-to-day life?

Motivation plays a critical role in emotional intelligence because it is 
the way we harness our incentives for achievement. We all have the desire 
to accomplish something, such as being the best instructional designer 
or talent specialist. But those goals are met through a blend of intrinsic 
or extrinsic drives, the former being the desire that comes from within, 
and the latter being those more external goals, such as money or time 
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off work. Neither is bad when balanced with a healthy approach toward 
professional goals.

Motivation is exceptionally important when times are difficult. Take 
as an example a situation in which an instructional designer, Eniko, is 
struggling to work with a new supervisor. Even though it may be dif-
ficult, she stays focused on the purpose of the work she does, and the 
value it creates in the classroom. This awareness of what motivates her 
intrinsically can carry her through any number of workplace challenges, 
even a bad supervisor!

Emotionally intelligent individuals show motivation through initia-
tive, commitment, and positivity. They are self-starters who need little 
prodding to kick off a new project or undertake a challenging task. They 
persevere when times are tough, demonstrating a resilient nature that 
stays strong despite setbacks. Finally, they are optimists, finding the pos-
itive in situations where others may not.

Empathy 
Are you able to recognize when someone else is in need? Do you have radar 
for sensing that something may be awry in a situation and the ability to 
offer comfort to others—comfort that brings both of you to tears? 

Empathy means feeling what others feel, to the degree that you can. 
Empathy is a unique component of emotional intelligence in that it 
requires us not only to embrace the emotions we feel, sometimes even 
from years past, but also to sense and respond to the emotions of others. 
It begins with being an attentive listener, something extremely rare in a 
world full of distractions. By truly listening, we are able to tap into the 
true message of the speaker. This sets the stage for a connection that is 
uniquely human.

The need for empathy in the world of instruction is not unusual. Let’s 
say that a facilitator, Shabbar, is attempting to instruct a group of learners 
on a very complex topic. One of the learners, Susan, approaches Shabbar 
at the break to inform him that she has an anxiety disorder that causes her 
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to lose focus when she is in a room with a large number of people. Susan 
is embarrassed and is looking for an empathetic and supportive response. 
Shabbar responds with a gentle and kind manner that puts her at ease.

We often find it difficult to exhibit empathy, along with other aspects 
of emotional intelligence (see chapter 3). One reason is we confuse empa-
thy and sympathy. Sympathy tends to come from a hypercritical place, 
in which we assess the other person’s situation and render a judgment. 
It’s not a particularly supportive approach. Empathy, conversely, brings 
us closer to one another. Empathetic people are attuned to the signals 
others send, whether they be verbal or nonverbal. They are then able, via 
sensitive and deliberate actions, to reach out, support, and bond through 
shared emotions. 

Social Skills 
If someone were watching you walk down the hall, around the office, or 
to your car, what would they witness? Would they see conversation and 
engagement with others? How do you interact with people from differ-
ent backgrounds?

Social skills, sometimes referred to as relationship management, are 
the outward manifestation of all the emotional intelligence dimensions. 
It’s what people see, whether it be the dynamics with a boss, a teammate, 
or maintenance staff. Social skills play an important role in emotional 
intelligence because they encompass an individual’s ability to be self-
aware, regulate their behavior, stay motivated, and be empathetic. 

In the classroom example with Shabbar, consider what would happen 
if Susan were to exhibit outward signs of discomfort or tension while the 
class is in session. If Shabbar were to respond in an empathetic and caring 
way—for example, if he were to stop the instruction as long as it takes to 
make her feel comfortable and get everything back on track—the class 
would witnesses his ability to be effective at relationship management. 
However, if he were to respond with an annoyed glance and an insensitive 
tone, he would fail the social skills test. 
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Team members in the workplace recognize strong social skills in 
individuals who work well with people from other departments, or up 
and down the hierarchy. These people are equally comfortable with the 
most senior leadership, the most junior interns, and across generations. 
They are excellent communicators, whether in person, through email, or 
in print. They have a strong rapport and recognized character, and are 
well liked. 

IQ, EQ, My Q, Your Q
Now that we’ve covered the dimensions of emotional intelligence, we 
should touch on its counterpart, the intelligence quotient (IQ). So, which is 
better? Your emotional intelligence, measured as your EQ, or your IQ? To 
make a direct comparison between these two constructs, it is probably best 
to make sure we understand exactly what an intelligence quotient truly is.

Many of us have taken an IQ test. You might’ve taken one when you 
were busy searching the internet for a great salsa recipe and stumbled upon 
an offer to get your IQ in five minutes with a quick online test. Answer 
a few logical-reasoning questions, maybe uncover a missing number in a 
sequence, and do a little algebra, and you can find out where you fall on 
the intellectual spectrum.

The earliest attempts to measure intelligence were completed by Paul 
Broca (1824–1880) and Sir Francis Galton (1822–1911), who argued they 
could measure intellect by measuring the size of the human skull. (Hmm, 
I think we’ll pass on that one.) Later attempts to assess intellect included 
the Simon-Binet IQ test in 1904; designed for children, it formed the 
basis for the more modern approaches. Since then, IQ testing has been 
conducted in various forms for everything from school admissions to job 
screening to sociocultural research—even, sometimes, for nefarious pur-
poses. And despite the fact that scientists still debate the use of IQ tests, 
we find ourselves attracted to them, just like salsa.

To distinguish between IQ and EQ, we can return to the teachings of 
our friend Dan Goleman. He describes IQ as the intellectual capability 
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necessary to master the threshold competencies of a given field of exper-
tise. Think of it as cognitive capacity. And of all the cognitive abilities 
out there, only one, pattern recognition, was associated with outstanding 
leaders. Between 90 and 95 percent of the difference between an aver-
age leader and an outstanding leader was due primarily to the level of 
their emotional intelligence (Goleman, Boyatzis, and McKee 2013). And 
Alfred Binet, of the Simon-Binet test, eventually viewed IQ tests as a 
faulty way to measure intellect because they were missing ways to mea-
sure emotional intelligence. 

From a management and leadership 
perspective, the answer to the question, 
“Which one is better, IQ or EQ?” is not that 
difficult. Although IQ may offer clues as to 
our ability to master a body of knowledge, 
it does little for our ability to lead and work 
with others. EQ, conversely, is about our 
ability to connect with and inspire others. 
It’s just that simple. 

Wrap-Up
Sounds pretty good, doesn’t it? In truth, the concepts of emotional intelli-
gence are not terribly complicated. That is one of the beauties of our explo-
ration. It actually makes a lot of sense when you think about it. If you want 
to connect with others, build relationships, and be sensitive to yourself and 
what you bring to the table, emotional intelligence is crucial. But there are 
a whole host of other reasons you should jump on the emotional intelli-
gence train. Read on! 

 Consider This
• Have you ever leaned on 

your expertise instead of 
your interpersonal skills?

• Did it make you more 
comfortable?

• How do you feel about 
feelings?
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