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The Case for Emotional Intelligence – A Pinnacle Management 
Group, Inc. Whitepaper 
 

Introduction 

Many executives today are seeking ways to boost their competitive edge in an increasingly hostile 

environment. With the uncertainty of the economic climate coupled with increased global competition, 

businesses need manageable solutions that will positively impact the bottom line.  

One solution that has been proven to pay substantial dividends, but which has traditionally been 

overlooked in many organizations, is the development of the emotional intelligence of its workforce. 

Decades of research has now provided clear evidence that strengthening emotional intelligence leads to 

financial gain for the company and increased satisfaction for the individual. This whitepaper will examine 

various aspects of emotional intelligence and the role it plays in organizational success. 

1. Purpose 

 

Did you know that workers with higher levels of Emotional Intelligence have shown to be better workers 

than workers that have higher IQ’s but  with lower levels of emotional intelligence? 

The purpose of this Pinnacle Management Group (PMG) Whitepaper is to outline the importance of the 

organization’s focus on the emotional intelligence aspects of their employees, throughout their 

organization.  

This white paper will  

• Define Emotional Intelligence and a differentiation between Emotional Intelligence and Cognitive 

Intelligence. 

• State the importance of Emotional Intelligence in the workplace. 

•  Depict documented results of research that has been conducted in the past 10+ years that 

clearly demonstrate the importance of the components of Emotional Intelligence throughout the 

organization. 

• Discuss the approach to building/improving the Emotional Intelligence in organizations. 
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• Clearly show that understanding, building and improving the Emotional Intelligence of everyone in 

your organization will not only provide a working climate that will attract and retain the best 

people, but will deliver hard, bottom line improvements to your business. 

 

2. Two Types of Intelligence 
 

For decades researchers have held that there are two types of intelligence – intellectual and emotional. 

Most common is intellectual – academic intelligence, the cognitive capacities as measured by IQ.  

Emotional Intelligence refers to the capacity to recognize our feelings and those of others.  “We need this 

in order to motivate and manage emotions in ourselves and our relationships with others” (Goleman: 

Working with Emotional Intelligence, 1998). 

There are several detailed definitions of Emotional Intelligence but most focus on the following basic 

components (Mayer and Solvey, 1997): 

• The ability to perceive emotions in oneself and others entails identifying internal cues of 

emotional experience and emotional information in facial expressions, voice, music, designs, and 

other stimuli.  

• The ability to use emotions to facilitate thinking entails integrating emotional information with 

‘cold’ cognitive processes.  

• The ability to understand emotions entails appreciating emotional dynamics and blends of 

emotions and how these influence thinking and behavior.  

• The ability to manage emotions entails regulating emotional experience in oneself and in 

interpersonal situations to attain personal goals and adaptive outcomes 

Scientific studies have shown that Cognitive Intelligence and Emotional Intelligence use two different 

parts of the brain. Cognitive intelligence uses the more recently evolved layers at the top of the brain. 

Emotional intelligence uses the lower part of the brain. Not surprisingly, people will have varying degrees 

of cognitive and emotional intelligence. 

Why is Emotional Intelligence important? Findings from studies over the past few decades suggest that 

emotionally intelligent persons are better performers than their counterparts!  
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3. Importance of Emotional Intelligence in the Workplace 
 

Academic or Cognitive Intelligence is extremely important, particularly for scientific, technical, 

professional types of work – it would be foolish to think otherwise!  A person must have a relatively high 

level of such cognitive ability just to get into a good science program at a university. However, once a 

student is admitted, how he/she performs against his/her peers has less to do with IQ differences than 

social and emotional factors. To put it another way, if you are a scientist, you probably needed an IQ of 

120 or so simply to get a doctorate and a job. But then it is more important to be able to persist in the 

face of difficulty and to get along well with colleagues and subordinates than it is to have an extra 10 or 

15 points of IQ. The same is true in many other occupations (Cherniss, Emotional Intelligence: What It Is 

And Why it Matters, 2000).  

In the new workplace, the rules have been changing over the last several decades. The new work rules 

have less to do with what we were told is important in school – academic abilities. The new measures 

take for granted that there is a base set of intellectual abilities and technical know-how to do our jobs. 

The more important capacities – those that allow some people to outperform others - are those that allow 

us to show initiative, adaptability, empathy and persuasiveness. 

Many business people are traditionally skeptical of these types of ‘soft skills’ and their value to a 

business. Typical misconceptions people have had about Emotional Intelligence include: 

• Emotional Intelligence means being ‘soft/nice’ – not true. At the right time, it means the ability to 

confront someone with something that is uncomfortable, but doing it in a way that is productive – 

building trust, showing empathy and identifying the root causes. 

• Emotional Intelligence means giving free rein to feelings and letting feelings dictate business 

actions – not true. Emotional Intelligence is about making sure feelings, thoughts and attitudes 

are expressed appropriately so that people are able to work together effectively in achieving 

common goals. It’s about behaviors that deliver needed results and creating an environment that 

gets the best out of each person. 

A focus on Emotional Intelligence isn’t a passing fad or the management approach of the moment. The 

data for taking this seriously is grounded in dozens of studies conducted over the last several decades – 

studies of tens of thousands of workers, in countries across the globe, in jobs of all kinds. The research 

breaks define with great precision the qualities that mark a ‘star’ performer in the workplace – at different 

levels of job complexity, and different levels of an organization – most especially for leadership. 

General findings from studies include: 
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• In jobs of medium complexity (sales clerks, mechanics), a top performer is 12 times more 

productive than those at the bottom and 85 percent more productive than an average performer. 

In the most complex jobs (insurance salespeople, account managers), a top performer is 127 

percent more productive than an average performer (Hunter, Schmidt, & Judiesch, 1990). 

Competency research in over 200 companies and organizations worldwide suggests that 

about one-third of this difference is due to technical skill and cognitive ability while two-

thirds is due to emotional competence (Goleman, 1998). (In top leadership positions, over 

four-fifths of the difference is due to emotional competence.) 

• A wide range of Emotional Intelligence competencies (and a narrow range of cognitive ones) 

distinguish top performers from average ones (McClelland 1998).  

o Those competencies that distinguished most powerfully were Achievement Drive, 

Developing Others, Adaptability, Influence, Self-Confidence, and Leadership.  

o The one cognitive competence that distinguished as strongly was Analytic Thinking  

• In an analysis of 181 competence models, 67 percent (2 out of 3) of the abilities thought to 

distinguish the best performers were emotional competencies. Compared to IQ and 

expertise, emotional competencies mattered twice as much. This held true across all categories 

of jobs, and in all kinds of organizations in what sets stars apart from the average worker 

(Goleman: Working With Emotional Intelligence, 1998). 

• An analysis of more than 300 top-level executives from fifteen global companies showed that six 

emotional competencies distinguished stars from the average: Influence, Team 

Leadership, Organizational Awareness, Self-confidence, Achievement Drive, and 

Leadership (Spencer, L. M., Jr., 1997). 

• Evidence suggests that an emotionally intelligent leader is key to creating a working climate that 

nurtures employees and encourages them to give their best. That enthusiasm, in turn, pays off in 

improved business performance. This trickle-down effect emerged in a study of CEOs in U.S. 

insurance companies. Given comparable size, companies in which CEOs exhibited more 

Emotional Intelligence competencies showed better financial results as measured by both 

profit and growth (Williams, 1994). 

• Research by the Center for Creative Leadership has found that the primary causes of 

derailment in executives involve deficits in emotional competence. The three primary 

competencies that were lacking are difficulty in handling change, not being able to work well as 

part of a team, and poor interpersonal relations. 
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• Eighty PhD candidates in various science disciplines participated in a study where they 

underwent a battery of personality tests, IQ tests, and interviews in the 1950s when they were 

graduate students at Berkeley. Forty years later, when they were in their early seventies, they 

were tracked down and estimates were made of their success based on resumes, evaluations by 

experts in their own fields, and sources like American Men and Women of Science. It turned out 

that social and emotional abilities were four times more important than IQ in determining 

professional success and prestige (Feist & Barron, 1996). 

• Analyses done by dozens of different experts in nearly five hundred corporations, government 

agencies, and nonprofit organizations worldwide have independently arrived at remarkably similar 

conclusions, and their findings are particularly compelling because they avoid the biases or limits 

inherent in the work of a single individual or group. Their  conclusions all point to the 

paramount place of emotional intelligence in excellence on the job – in virtually any job 

(Goleman: Working With Emotional Intelligence, 1998) 

• A study of 130 executives found that how well people handled their own emotions determined 

how much people around them preferred to deal with them (Walter V. Clarke Associates, 1997). 

• The ability to manage feelings and handle stress is another aspect of emotional intelligence that 

has been found to be important for success. A study of store managers in a retail chain found that 

the ability to handle stress predicted net profits, sales per square foot, sales per employee, and 

per dollar of inventory investment (Lusch & Serpkenci, 1990). 

While general findings are good, skeptics want hard, measurable data. Over the last decade or so, 

studies conducted independently and conducted by companies themselves have come up with ‘hard’ 

measurements of the value/impact of emotional intelligence on companies throughout the world. These 

findings include: 

• For every 1 percent improvement in the service climate of an organization, there is a 2 

percent increase in revenue (Spencer, 2001). 

• Experienced partners in a multinational consulting firm were assessed on EMOTIONAL 

INTELLIGENCE competencies. Partners who scored above the median on 9 or more of the 20 

EMOTIONAL INTELLIGENCE  competencies measured delivered $1.2 million more profit 

from their accounts than did other partners – a 139 percent incremental gain (Boyatzis, 

1999). 

• In a national insurance company, insurance sales agents who were weak in emotional 

competencies such as self-confidence, initiative, and empathy sold policies with an average 

premium of $54,000. Those who were very strong in at least 5 of 8 key emotional 
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competencies sold policies worth $114,000 – more than double (Hay/McBer Research and 

Innovation Group, 1997). 

• In a large beverage firm, using standard methods to hire division presidents, 50 percent left within 

two years, mostly because of poor performance. When the firm started selecting based on 

emotional competencies such as initiative, self-confidence, and leadership, only 6 percent left in 

two years. Furthermore, the executives selected based on emotional competence were far 

more likely to perform in the top third based on salary bonuses for performance of the 

divisions they led. In fact, 87 percent were in the top third. In addition, division leaders 

with these competencies outperformed their targets by 15 – 20 percent. Those who lacked 

them under-performed by almost 20 percent (McClelland, 1999). 

• After supervisors in a manufacturing plant received training in emotional competencies such as 

how to listen better and help employees resolve problems on their own, lost-time accidents 

were reduced by 50 percent, formal grievances were reduced from an average of 15 per 

year to 3 per year, and the plant exceeded productivity goals by $250,000 (Pesuric & 

Byham, 1996). In another manufacturing plant where supervisors received similar training, 

production increased 17 percent. There was no such increase in production for a group of 

matched supervisors who were not trained (Porras & Anderson, 1981). 

• For 515 senior executives analyzed by the search firm Egon Zehnder International, those who 

were primarily strong in emotional intelligence were more likely to succeed than those who were 

strongest in either relevant previous experience or IQ. In other words, emotional intelligence was 

a better predictor of success than either relevant previous experience or high IQ. More 

specifically, the executives were high in emotional intelligence in 74 percent of the 

successes and only in 24 percent of the failures. The study included executives in Latin 

America, Germany, and Japan, and the results were almost identical in all three cultures. 

To be sure, the points from these studies are not new to the workplace - how people manage themselves 

and relate to those around them is central to classic management theory. What is new is the data. We 

now have twenty-five years’ worth of empirical studies that tell us with a previously unknown 

precision just how much emotional intelligence matters. 

If Emotional Intelligence is so important to superior performance in the workplace, is EMOTIONAL 

INTELLIGENCE something that people just naturally have or can competencies be learned/improved? 
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4. Building/Improving Emotional Intelligence 
 

Our level of emotional intelligence is not fixed genetically, nor does it develop only in early 

childhood. Unlike IQ, which changes little after our teen years, emotional intelligence seems to be 

largely learned, and it continues to develop as we go through life and learn from our experiences – our 

emotional intelligence competence can keep growing (Goleman, 1998). 

While research has shown that it is possible to improve the emotional competencies of adult workers, the 

typical approach used in corporate training programs usually is flawed. As a result, many of today’s 

programs designed to build emotional intelligence miss the mark because they fail to recognize the 

difference between the two types of learning. The Center for Research on Emotional Intelligence in 

Organizations has estimated that US businesses suffer annual losses of between $5.6 and $16.8 billion 

by not recognizing the differences in learning needs. To better understand why this occurs, let’s examine 

the differences: 

Cognitive learning involves fitting new data and insights into existing frameworks of association and 

understanding, extending and enriching the corresponding circuitry in the brain. But emotional learning 

involves that and more - it requires that we also engage the brain’s circuitry where our social and 

emotional habit repertoire is stored. 

Emotional intelligence shortcomings often result from habits learned early in life. These automatic habits 

are set in place as a normal part of living, as experience shapes the brain. As people acquire their 

habitual repertoire of thought, feeling, and action, the mental connections that support these are 

strengthened, becoming dominant pathways for nerve impulses in the brain. Connections that are 

unused become weakened, while those that people use over and over grow stronger. When these habits 

have been deeply ingrained, the underlying circuitry becomes the brain’s default option at any moment - 

what a person does automatically and spontaneously, often with little awareness of choosing to do so. 

Thus, for the shy engineer, quietness is a habit that must be overcome and replaced with a new habit - 

self-confidence. Simply put, changing habits such as learning to approach people positively instead of 

avoiding them, to listen better, or to give feedback skillfully, is a more challenging task than simply 

adding new information to old (Bringing Emotional Intelligence To The Workplace: Cherniss, Goleman, 

Emmerling, Cowan, Adler, 1998). 

Additionally, studies have shown that motivational factors also make emotional learning more difficult and 

complex than cognitive learning. Emotional learning often involves ways of thinking and acting that are at 

the core of a person’s identity where the cognitive learning is not. For example, an individual who is 

advised that he should learn a new word processing program will typically become less upset and 

defensive than if it is suggested that he should learn how to be a better listener. The prospect of needing 
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to develop greater emotional competence is a bitter pill for many of us to swallow. Thus, is much more 

likely to generate resistance to change (Bringing Emotional Intelligence To The Workplace: Cherniss, 

Goleman, Emmerling, Cowan, Adler, 1998). 

Because we are dealing with changing habits as opposed to fitting new data into existing frameworks, 

emotional learning involves the unlearning of old habits and the development of new ones. This means 

that the process is longer and involves a great deal of practice. This is a chief reason why 

traditional training approaches – good for cognitive learning – miss the mark in development of 

emotional competencies. Emotional learning is a process not a single event – the failure to 

recognize this greatly lessens the chance that the time, money and efforts put into building 

emotional competencies will be successful.  

Research that has examined emotional change processes from many different fields, including sports 

psychology, psychotherapy and behavior change, and personal development have commonly 

recommended a set of guidelines for the design of effective emotional learning which is more process-

oriented (Bringing Emotional Intelligence To The Workplace: Cherniss, Goleman, Emmerling, Cowan, 

Adler, 1998). 

 

The guidelines for developing/enhancing emotional competencies generally include four (4) major tasks, 

as shown in the diagram, and described, below: 

 

 

 

 

 

Preparation for Change – before any actual training is conducted, preparation is needed at both the 

organizational level as well as the individual level to ensure the training will be well received. This 

includes activities such as: 

• Demonstrating that the organization’s top leadership have embraced the process and are 

committed to making the changes in themselves that they are asking other to make. Without this 

initial step, the success of the process will not reach full potential. 

 

Prepare for 

Change 

 

Training 

 

 

Transfer and 

Maintenance 

 

Evaluation 
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• Demonstrating the link between EMOTIONAL INTELLIGENCE  and the bottom line and personal 

success to get both the organization and individuals aware of benefits that increasing 

EMOTIONAL INTELLIGENCE  will deliver 

• Assessing the organization’s needs and the specific competencies that are needed for success 

• Assessing personal needs of the learners (strengths, weaknesses, limits) – 360 Degree 

Feedback 

• Providing feedback on assessment results both organization-wide, as well as to individuals 

• Linking learning goals to personal values 

Training – Training addresses the competencies and the process for the learner to enhance their 

“emotional quotient” or EQ. The approach to training and the style used are very important for the 

training to be successful. Components of good emotional training include: 

• Fostering a positive relationship between the Trainer and the Learner  

• Adapting the training to the personal needs, goals and learning styles of the Learners 

• Helping Learners set clear, challenging goals 

• Breaking goals into manageable steps – Since emotional learning is a process, short steps build 

confidence 

• Providing maximum opportunity for practice during the formal training and after 

• Having focused and sustained feedback during the training as Learners practice new behaviors 

• Using experiential methods in the training – Role play, group discussions, simulations as opposed 

to a lot of lecturing 

• Using models in the training – Seeing the desired behaviors modeled is valuable in emotional 

learning 

• Building support for the Learners – Having a mechanism for on-going support after the formal 

training 

• Dealing with possible relapses – Prepare Learners to mentally deal with slips, relapses 
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Transfer and Maintenance – since we are talking about habits, once training is completed, the learning 

process is not complete. Old habits die hard! Ongoing support is required to cement learning and deal 

with issues, setbacks, etc. so that performance is improved and benefits are realized. Transfer and 

maintenance includes: 

• Providing reinforcement capabilities particularly supervisors encouraging Learners to apply the 

knowledge they have acquired. 

• Having access to coaching – Since emotional learning is a process, access to coaching on a 

routine periodic basis to assist with issues and to reinforce learning is important. 

• Having an organizational culture that supports learning – The climate of the work environment is 

important for the transfer of emotional learning on the job. 

 

Evaluation – Evaluation and feedback are also vital to cementing learning. Components of evaluation 

include: 

• Ongoing feedback/evaluation mechanisms  with a focus on continuous improvement, not pass/fail 

• The ability to adjust action plans of the individual Learner as needed based on evaluations and 

feedback 

• The ability to adjust the training program for the organization as needed based on evaluations 

and feedback 

 

5. Conclusion 
 

While the points from the studies on emotional intelligence mentioned in this whitepaper on are not new 

to the workplace - the data to back these points and theories are new! 

With twenty-five years’ worth of empirical studies telling us (with a previously unknown precision) just 

how much emotional intelligence matters, organizations are beginning to turn their attention to growing 

the emotional competencies of their individual employees, and of their organization as a whole.  
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What organizations that have ‘seen the light’ need to understand is that emotional learning is not 

cognitive learning – it is changing habits, not fitting new data into existing frameworks. As such 

emotional learning is a process, not an event.  

Organizations need to partner with a provider that specializes in emotional learning and incorporates the 

needed differences into the ways in which they provide their services. 

Emotional Learning takes longer than cognitive learning, but if planned for, executed and supported – 

emotional learning can produce solid, tangible results for the individual and for the organization. It is now 

a proven recipe to success. 

 

6. Next Steps 

 

To discover how to increase your bottom line and improve employee job satisfaction by enhancing the EI 

competencies within your organization, please contact PMG. We will send you a link to a diagnostic 

designed to provide insights into the level of EI within your company and what that means to you. 

Additionally, please let us know if you would like to learn how to implement an effective process to build 

EI competencies within your organization. We will happy to provide you with a telephone or SKYPE 

consultation along with the EI diagnostic at no cost as a professional courtesy. For additional information, 

please contact us at lal@pmginternational.net 

Also, please visit our website at www.pmginternational.net to learn about our assessments, training, and 

services. If you have any questions, please contact us at 573-747-1951. 

 


