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Underpin Our EI
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Why EI now?

The ever-increasing pace of change

We live in a world where change has to be taken for granted, and where the
rate of change appears to be increasing steadily (though probably the rate
at which it is increasing is itself increasing). This is due to the effects of a
combination of factors:

e advances in technology, particularly information and communication
technology;

e globalisation;

e the Internet;

e breakdown of cultural and, since the end of the cold war, political barri-
ers, leading to more rapid exchange of ideas;

e the spread of literacy and higher education;

e greater openness to the contribution of different cultures;

e the decline of conservative institutions, such as the extended family, and
authoritarian regimes.

Learning to live with change, to embrace it and not to be frightened by
it is a task for us all, and involves not so much cognitive abilities as appro-
priate feelings and attitudes.

Leadership, too, requires a new approach. As business strategists such as
Dr Lynda Gratton of the London Business School and Professor Richard
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Scase of the University of Kent are predicting, tomorrow’s leaders will need
to cope with more demanding customers and a more discerning employee
base. The leaders of the future will need to be facilitators — leaders who
enable others to develop their own leadership and potential. They will also
be collaborative leaders, highly skilled in developing and sustaining mutu-
ally beneficial partnerships and able to influence and lead non-employees
and stakeholders. These both require a new set of skills and attitudes for

leadership — emotionally intelligent skills and attitudes.

A crisis of meaning

For most of the history of mankind people have been overwhelmingly pre-
occupied with what Maslow would call safety and survival needs: warding
off physical threats, getting enough to eat and drink and bringing up the
next generation. With the coming of the Industrial Revolution, people went
to work to get money to house and feed themselves. It is just over 100 years
since Thorstein Veblen published his book on The Theory of the Leisure Class,
and in developed countries the majority of the population is now relatively
leisured — or could be if they chose to be. Many people are no longer pre-
pared to exchange hours of boring drudgery and partial loss of liberty for
cash.

For many years this exchange has been fostered by the triumph of Western
materialism: people wanted more and more, often for purposes of conspicu-
ous consumption, and for that they needed more and more money. Increas-
ing material wealth has not brought in its train increasing happiness: having
too little money may make you anxious and unhappy, but above a basic
minimum having more will not make you happier. The triumph of materi-
alism in the West to date has, therefore, been an empty triumph, and, coin-
ciding as it has with a decline in adherence to revealed religion, has led to
a psychological revolution: the evolution of humanism.

Humanism posits the human being, with his/her needs and aspirations,
as the central value of our society and as the solution to the crisis of meaning
which has assailed Western culture ever since the abandonment of the
selfish materialism of the “me” generation at the end of the twentieth
century. Nowadays, many people seek to spend their lives not just earning
money for themselves at whatever personal cost, but working in accordance
with their values, which include the promotion of a society in which human
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rights are completely realized: the right to health, education, freedom, spir-
ituality, search for the meaning of life and an existence with dignity. As well
as seeking work which accords with their values, educated employees in par-
ticular — those belonging to what economists and sociologists would tradi-
tionally have called the white-collar and managerial class — seek work that
fosters their self development, that allows them to grow towards what they
could possibly be. In Maslow’s terms, they seek opportunities for self actual-
isation at work. We take a look in Chapter 5 at how we can create more

meaning in our working lives through developing our emotional intelligence.

The arrival of EI

The history of emotional intelligence is most easily set out in tabular form:

Table 1.1 The history of Emotional Intelligence.

1920 ~ Edward Thorndike first talked of a “Social intelligence”

1940 ~ David Wechsler, the father of IQ, discussed the “Non intellective aspects”

1966 ~ Leunen published a paper on emotional intelligence and emancipation

1974 ~ Claude Steiner published his first article on Emotional Literacy

1983 ~ Howard Gardner’s first work on Multiple Intelligences was published

1986 ~ Wayne Payne used the phrase “emotional intelligence” in an unpublished thesis

1990 ~ Peter Salovey & Jack Mayer announced their emotional Intelligence theory

1995 ~ Daniel Goleman published the first of his emotional intelligence books

And here we are, some ten years on from Daniel Goleman’s acclaimed
book, and emotional intelligence hasn’t gone away. In fact there are more
and more books, articles and references being made about EI now than there
ever have been — this book included!

So why has it stood the test of time? Briefly because of the connection
between levels of emotional intelligence and levels of performance, partic-
ularly in senior jobs: anyone interested in performance improvement (and
who isn’t?) needs to be interested in emotional intelligence. (We address
the connection between EI and performance more specifically on page
22.)

Furthermore, EI hasn’t just passively “stood the test of time” in the sense
of proving not to be a short-lived flash in the pan; as the years pass it is

coming to be seen as more and more important.
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This is, in summary, because the changes in society and work organisa-
tion which have taken place over recent years, and which are continuing,
mean that there are new requirements of today’s and tomorrow’s organisa-
tion leaders and members, and they all demand emotional intelligence.

Figure 1.1 sets out the societal changes and the new organisational
requirements to which they are giving rise.

( Globalisation + Competition Need for Higher productivity \
(from fewer staff working better together)

Competition + Rate of change Need for Creativity and flexibility
Teamworking Need for Relationship management
Collaborative working Need for Relationship management
Movement from things to people Need to Move from management to leadership
Labour mobility + People as assets Need to Motivate
People as assets Need to Develop
Specialisation (e.g. customer service) Need to Engage whole of fully rounded person
Delayering + Stress Need for Self-management
\ Removal of bureaucracy and hierarchy Need for Self and relationship management J

Figure 1.1 Societal changes and the associated new organisational requirements.

None of these new or enhanced requirements is technical; they all

involve aspects of emotional intelligence.

Why is EI the answer?

Our answers to this question lie in this book, but here is an overview.

Traditionally, people were employed largely for their muscle power — to
do physical things. Increasingly during the second half of the last century
they were employed for their brain power — to do mental things. But the
new requirements of organisations and their leaders listed above, which
translate into new requirements of their employees by the leaders of organ-
isations in the 21st Century, require that people bring their whole selves to
work rather than just their muscles and/or their brains. Similarly, employ-
ees want the fulfilment of involving and developing their whole selves,
rather than just their muscles and/or their brains, at work.

Our sense of ourselves is largely tied up with our feelings, and this devel-
opment entails the recognition of organisation members as being feeling
beings as well as thinking beings. Similarly, our values are related to our feel-
ings and attitudes, not just our thoughts and ideas. Again, employees who
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are value-driven need to be recognised as being feeling beings as well as
thinking beings. Since emotional intelligence is about integrating feeling
and thinking, it is clear that developing EI in organisations, in teams, in
managers and in employees is the appropriate response to these
developments.

From management’s point of view, the above changes have led to a sig-
nificantly increased need in themselves and their employees for effective self
management and relationship management, which, as we shall see later, are
two key EI processes; for creativity and flexibility, both aspects of EI, and
consequently to the need to consider staff as fully rounded human beings,
to develop them, to motivate them and to lead them rather than just manage
them, all part of the emotionally intelligent approach to organisation man-
agement.

To boil it all down to one statement: emotional intelligence is highly cor-
related with performance, and since we are all in the business of perform-

ance improvement, we all need to focus on emotional intelligence.
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