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         The New Yardstick 

        
         The rules for work are changing. We're being judged by a new yardstick: not just by how smart we are, or by our training and
            expertise, but also by how well we handle ourselves and each other. This yardstick is increasingly applied in choosing who
            will be hired and who will not, who will be let go and who retained, who passed over and who promoted.

         
         
         
         
         The new rules predict who is most likely to become a star performer and who is most prone to derailing. And, no matter what
            field we work in currently, they measure the traits that are crucial to our marketability for future jobs.

         
         
         
         
         These rules have little to do with what we were told was important in school; academic abilities are largely irrelevant to
            this standard. The new measure takes for granted having enough intellectual ability and technical know-how to do our jobs;
            it focuses instead on personal qualities, such as initiative and empathy, adaptability and persuasiveness.

         
         
         
         
         This is no passing fad, nor just the management nostrum of the moment. The data that argue for taking it seriously are based
            on studies of tens of thousands of working people, in callings of every kind. The research distills with unprecedented precision
            which qualities mark a star performer. And it demonstrates which human abilities make up the greater part of the ingredients
            for excellence at work—most especially for leadership.

         
         
         
         
         If you work in a large organization, even now you are probably being  evaluated in terms of these capabilities, though you
            may not know it. If you are applying for a job, you are likely to be scrutinized through this lens, though, again, no one
            will tell you so explicitly. Whatever your job, understanding how to cultivate these capabilities can be essential for success
            in your career.

         
         
         
         
         If you are part of a management team, you need to consider whether your organization fosters these competencies or discourages
            them. To the degree your organizational climate nourishes these competencies, your organization will be more effective and
            productive. You will maximize your group's intelligence, the synergistic interaction of every person's best talents.

         
         
         
         
         If you work for a small organization or for yourself, your ability to perform at peak depends to a very great extent on your
            having these abilities— though almost certainly you were never taught them in school. Even so, your career will depend, to
            a greater or lesser extent, on how well you have mastered these capacities.

         
         
         
         
         In a time with no guarantees of job security, when the very concept of a "job" is rapidly being replaced by "portable skills,"
            these are prime qualities that make and keep us employable. Talked about loosely for decades under a variety of names, from
            "character" and "personality" to "soft skills" and "competence," there is at last a more precise understanding of these human
            talents, and a new name for them: emotional intelligence.

         
         
         
         
         A Different Way of Being Smart 

         
         
         
         
         I had the lowest cumulative grade point average ever in my engineering -; school," the codirector of a consulting firm tells
            me. "But when I joined the army and went to officer candidate school, I was number one in my class—it was all about how you
            handle yourself, get along with people, work in teams, leadership. And that's what I find to be true in the world of work."

         
         
         
         
         In other words, what matters is a different way of being smart. In my book Emotional Intelligence, my focus was primarily on education, though a short chapter dealt with implications for work and organizational life.1

         
         
         
         
         What caught me by utter surprise—and delighted me—was the flood of interest from the business community. Responding to a tidal
            wave of letters and faxes, e-mails and phone calls, requests to speak and consult, I found myself on a global odyssey, talking
            to thousands of people, from  CEOs to secretaries, about what it means to bring emotional intelligence to work.

         
         
         
         
         Over and over I heard what became a familiar litany. People like the high-performing business consultant with the low GPA
            told me they found emotional intelligence, not technical expertise or book learning, to be what mattered most for excellence.
            My book, they said, made it safe to speak up about the business costs of emotional ineptitude, and to question a narrow, expertise-is-all
            view of capabilities. They felt they now had a new way to think about what they wished for in their own workplaces.

         
         
         
         
         People spoke with extraordinary candor about matters far beyond the reach of corporate PR radar. Many detailed what is not working (such tales of emotional ineptitude are retold here without revealing the person's or organization's identity). But
            many others told success stories, confirming the practical value of working with emotional intelligence.

         
         
         
         
         And so began the two-year inquiry that has culminated in this book. The effort has woven together several professional strands
            from my own life. From the outset, I've relied on the methods of journalism to delve into the facts and to narrate my conclusions.
            I've also gone back to my professional roots as an academic psychologist, conducting an exhaustive review of the research
            that illuminates the place of emotional intelligence in high performance for individuals, teams, and organizations. And I've
            performed or commissioned several new scientific analyses of data from hundreds of companies to establish a precise metric
            for quantifying the value of emotional intelligence.

         
         
         
         
         This search has taken me back to research I participated in while a graduate student, and then faculty member, at Harvard
            University. That research was part of an early challenge to the IQ mystique—the false but widely embraced notion that what
            matters for success is intellect alone. This work helped spawn what has now become a mini-industry that analyzes the actual
            competencies that make people successful in jobs and organizations of every kind, and the findings are astonishing: IQ takes
            second position to emotional intelligence in determining outstanding job performance.

         
         
         
         
         Analyses done by dozens of different experts in close to five hundred corporations, government agencies, and nonprofit organizations
            worldwide have arrived independently 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.

         
         
         
         
         To be sure, these ideas are not new to the workplace; how people man-age themselves and relate to those around them is central
            to much classic management theory. What's 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 for success.

         
         
         
         
         Another strand: In the decades since my own research in psychobiology, I have been tracking cutting-edge findings in neuroscience.
            This has allowed me to propose a foundation in brain science for the emotional intelligence model. Many businesspeople are
            traditionally skeptical of "soft" psychology and wary of the pop theories that come and go, but neuroscience makes crystal
            clear why emotional intelligence matters so much.

         
         
         
         
         The ancient brain centers for emotion also harbor the skills needed for managing ourselves effectively and for social adeptness.
            Thus these skills are grounded in our evolutionary heritage for survival and adaptation.

         
         
         
         
         This emotional part of the brain, neuroscience tells us, learns differently from the thinking brain. That insight has been
            pivotal in my development of this book—and leads me to challenge much conventional wisdom in corporate training and development.

         
         
         
         
         I'm not alone in this challenge. For the last two years I have been working as cochair of the Consortium for Research on Emotional
            Intelligence in Organizations—a group of researchers from business schools, the federal government, and industry. Our research
            reveals deplorable weaknesses in how businesses train people in skills from listening and leadership to team building and
            handling change.

         
         
         
         
         Most training programs have embraced an academic model—but this has been a drastic mistake, wasting millions of hours and
            billions of dollars. What's needed is an entirely new way of thinking about what it takes to help people boost their emotional
            intelligence.

         
         
         
         
         Some Misconceptions 

         
         
         
         
         As I've toured the world talking and consulting with people in business, ;  I've encountered certain widespread misunderstandings
            about emotional intelligence. Let me clear up some of the most common at the outset. First, emotional intelligence does not
            mean merely "being nice." At strategic moments it may demand not "being nice," but rather, for example, bluntly confronting
            someone with an uncomfortable but consequential truth they've been avoiding.

         
         
         
         
         Second, emotional intelligence does not mean giving free rein to feelings—"letting it all hang out." Rather, it means managing
            feelings so that they are expressed appropriately and effectively, enabling people to work together smoothly toward their
            common goals.

         
         
         
         
         Also, women are not "smarter" than men when it comes to emotional intelligence, nor are men superior to women. Each of us
            has a personal profile of strengths and weaknesses in these capacities. Some of us may be highly empathic but lack some abilities
            to handle our own distress; others may be quite aware of the subtlest shift in our own moods, yet be inept socially.

         
         
         
         
         It is true that men and women as groups tend to have a shared, gender-specific profile of strong and weak points. An analysis
            of emotional intelligence in thousands of men and women found that women, on average, are more aware of their emotions, show
            more empathy, and are more adept interpersonally.2 Men, on the other hand, are more self-confident and optimistic, adapt more easily, and handle stress better.

         
         
         
         
         In general, however, there are far more similarities than differences. Some men are as empathic as the most interpersonally
            sensitive women, while some women are every bit as able to withstand stress as the most emotionally resilient men. Indeed,
            on average, looking at the overall ratings for men and women, the strengths and weaknesses average out, so that in terms of
            total emotional intelligence, there are no sex differences.3

         
         
         
         
         Finally, 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 competence in it can keep growing. In fact, studies that have tracked
            people's level of emotional intelligence through the years show that people get better and better in these capabilities as
            they grow more adept at handling their own emotions and impulses, at motivating themselves, and at honing their empathy and
            social adroitness. There is an old-fashioned word for this growth in emotional intelligence: maturity.

         
         
         
         
         Emotional Intelligence: The Missing Priority 

         
         
         
         
         More and more companies are seeing that encouraging emotional intelligence skills is a vital component of any organization's
            management philosophy. "You don't compete with products alone anymore, but how well you use your people," a manager at Telia,
            the Swedish telecommunications  company, put it to me. And Linda Keegan, vice president for executive development at Citibank,
            told me, "Emotional intelligence is the underlying premise for all management training."

         
         
         
         
         It's a refrain I hear time and again:



         
         
         
         
         [image: 13807] The president of a hundred-person job shop in the aerospace industry tells me that one of the main companies he supplies,
            Allied-Signal, required that he and all his employees be trained in the ubiquitous "quality circle" approach. "They wanted
            us to work better as a team, which was great," he says. "But we've found it hard—how can you be a team if you're not a group
            first? And to bond as a group we needed to boost our emotional intelligence."

         
         
         
         [image: 13807] "We've been very effective at increasing profitability through methods like reengineering and speeding up the turnaround
            cycle for new products. But even with some big successes, our curve of improvement is flattening," a manager at Siemens AG,
            the German conglomerate, tells me. "We see the need to use our people better— maximize our human assets—to make the curve
            rise again. So we're trying to make the company more emotionally intelligent."

         
         
         
         [image: 13807]  A former project manager at Ford Motor Company recounts how he used the "learning organization" methods developed at MIT's
            Sloan School of Management in redesigning the Lincoln Continental. He says that learning about emotional intelligence was
            a kind of epiphany for him: "Those are exactly the abilities we had to build up to make us an effective learning organization."
         



         
         
         
         
         A 1997 survey of benchmark practices among major corporations, done by the American Society for Training and Development,
            found that four out of five companies are trying to promote emotional intelligence in their employees through training and
            development, when evaluating performance, and in hiring.4

         
         
         
         
         If so, why write this book? Because many or most organizations' efforts to encourage emotional intelligence have been poor,
            wasting vast amounts of time, energy, and money. For instance, the most systematic study ever done of the return on investment
            in leadership training (as we will see in Part 4) found that one well-respected week-long seminar for top-level executives
            actually had a slight negative effect on their job performance.

         
         
         
         
         Businesses are waking up to the fact that even the most expensive training can go awry, and often does. And this ineptness
            comes at a time when emotional intelligence in individuals and organizations is emerging as a missing ingredient in the recipe
            for competitiveness.

         
         
         
         
         Why This Matters Now 

         
         
         
         
         At a California biotech start-up, the CEO proudly enumerated the features that made his organization state-of-the-art: No
            one, including him, had a fixed office; instead, everyone carried a small laptop—their mobile office— and was wired to everyone
            else. Job titles were irrelevant; employees worked in cross-functional teams and the place bubbled with creative energy. People
            routinely put in seventy- and eighty-hour work weeks.

         
         
         
         
         "So what's the downside?" I asked him.

         
         
         
         
         "There is no downside," he assured me.

         
         
         
         
         And that was the fallacy. Once I was free to talk with staff members, I heard the truth: The hectic pace had people feeling
            burned out and robbed of their private lives. And though everyone could talk via computer to everyone else, people felt that
            no one was truly listening to them.

         
         
         
         
         People desperately felt the need for connection, for empathy, for open communication.

         
         
         
         
         In the new, stripped-down, every-job-counts business climate, these human realities will matter more than ever. Massive change
            is a constant; technical innovations, global competition, and the pressures of institutional investors are ever-escalating
            forces for flux.

         
         
         
         
         Another reality makes emotional intelligence ever more crucial: As organizations shrink through waves of downsizing, those
            people who remain are more accountable—and more visible. Where earlier a midlevel employee might easily hide a hot temper
            or shyness, now competencies such as managing one's emotions, handling encounters well, teamwork, and leadership, show—and
            count—more than ever.

         
         
         
         
         The globalization of the workforce puts a particular premium on emotional intelligence in wealthier countries. Higher wages
            in these countries, if they are to be maintained, will depend on a new kind of productivity. And structural fixes or technological
            advances alone are not enough: As at the California biotech firm, streamlining or other innovations often create new problems
            that cry out for even greater emotional intelligence.

         
         
         
         
         As business changes, so do the traits needed to excel. Data tracking the talents of star performers over several decades reveal
            that two abilities that  mattered relatively little for success in the 1970s have become crucially important in the 1990s:
            team building and adapting to change. And entirely new capabilities have begun to appear as traits of star performers, notably
            change catalyst and leveraging diversity. New challenges demand new talents.

         
         
         
         
         Churning and the New Dread 

         
         
         
         
         A friend at a Fortune 500 company, one that had just downsized, letting thousands of employees go, told me: "It was terrible—so
            many people I've known for years were booted out, demoted, or transferred. It was hard for everybody. I still have my job,
            but I'll never feel the same about this place.

         
         
         
         
         "I've been here thirty years, and over that time we were given the sense that as long as we put in a decent work day, the
            company would stand by us. Then, out of the blue, we were told, 'No one is guaranteed a job here anymore.' "

         
         
         
         
         It seems no one is guaranteed a job anywhere anymore. These are troubled times for workers. The creeping sense that no one's job is safe, even as the companies they work
            for are thriving, means the spread of fear, apprehension, and confusion.

         
         
         
         
         One sign of this growing unease: An American headhunting firm reported that more than half of callers making inquiries about
            jobs were still employed—but were so fearful of losing those jobs that they had already started to look for another.5 The day that AT&T began notifying the first of forty thousand workers to be laid off—in a year when its profits were a record
            $4.7 billion—a poll reported that a third of Americans feared that someone in their household would soon lose a job.

         
         
         
         
         Such fears persist at a time when the American economy is creating more jobs than it is losing. The churning of jobs—what
            economists euphemistically call "labor market flexibility"—is now a troubling fact of work life. And it is part of a global
            tidal wave sweeping through all the leading economies of the developed world, whether in Europe, Asia, or the Americas. Prosperity
            is no guarantee of jobs; layoffs continue even amidst a booming economy. This paradox, as Paul Krugman, an MIT economist,
            puts it, is "the unfortunate price we have to pay for having as dynamic an economy as we do."6

         
         
         
         
         There is now a palpable bleakness about the new landscape of work. "We work in what amounts to a quiet war zone" is the way
            one midlevel executive at a multinational firm put it to me. "There's no way to give your loyalty to a company and expect
            it to be returned anymore. So each person is becoming their own little shop within the company—you have to be able to be part
            of a team, but also ready to move on and be self-sufficient."

         
         
         
         
         For many older workers—children of the meritocracy, who were taught that education and technical skills were a permanent ticket
            to success—this new way of thinking may come as a shock. People are beginning to realize that success takes more than intellectual
            excellence or technical prowess, and that we need another sort of skill just to survive—and certainly to thrive—in the increasingly
            turbulent job market of the future. Internal qualities such as resilience, initiative, optimism, and adaptability are taking
            on a new valuation.

         
         
         
         
         A Coming Crisis: Rising IQ, Dropping EQ 

         
         
         
         
         Since 1918, when World War I brought the first mass use of IQ tests on American army recruits, the average IQ score in the
            United States has risen 24 points, and there has been a similar rise in developed countries around the world.7 The reasons include better nutrition, more children completing more schooling, computer games and puzzles that help children
            master spatial skills, and smaller family size (which generally correlates with higher IQ scores in children).

         
         
         
         
         There is a dangerous paradox at work, however: As children grow ever smarter in IQ, their emotional intelligence is on the
            decline. Perhaps the most disturbing single piece of data comes from a massive survey of parents and teachers that shows the
            present generation of children to be more emotionally troubled than the last. On average, children are growing more lonely
            and depressed, more angry and unruly, more nervous and prone to worry, more impulsive and aggressive.

         
         
         
         
         Two random samples of American children, age seven to sixteen, were evaluated by their parents and teachers—adults who knew
            them well. The first group was assessed in the mid-1970s, and a comparable group was surveyed in the late 1980s.8 Over that decade and a half there was a steady worsening of children's emotional intelligence. Although poorer children started
            out at a lower level on average, the rate of decline was the same across all economic groups—as steep in the wealthiest suburbs
            as in the poorest inner-city slum.

         
         
         
         
         Dr. Thomas Achenbach, the University of Vermont psychologist who did these studies—and who has collaborated with colleagues
            on similar assessments in other nations—tells me that the decline in children's basic emotional competencies seems to be worldwide.
            The most telling signs of this are seen in rising rates among young people of problems such as despair, alienation, drug abuse,
            crime and violence, depression or eating disorders, unwanted pregnancies, bullying, and dropping out of school.

         
         
         
         
         What this portends for the workplace is quite troubling: growing deficiencies among workers in emotional intelligence, particularly
            among those newest to the job. Most of the children that Achenbach studied in the late 1980s will be in their twenties by
            the year 2000. The generation that is falling behind in emotional intelligence is entering the workforce today.

         
         
         
         
         What Employers Want 

         
         
         
         
         A survey of American employers reveals that more than half the people who work for them lack the motivation to keep learning
            and improving in their job. Four in ten are not able to work cooperatively with fellow employees, and just 19 percent of those
            applying for entry-level jobs have enough self-discipline in their work habits.9

         
         
         
         
         More and more employers are complaining about the lack of social skills in new hires. In the words of an executive at a large
            restaurant chain: "Too many young people can't take criticism—they get defensive or hostile when people give them feedback
            on how they're doing. They react to performance feedback as though it were a personal attack."

         
         
         
         
         The problem is not just in new workers—it's true for some seasoned executives as well. In the world of the 1960s and 1970s,
            people got ahead by going to the right schools and doing well there. But the world is full of well-trained, once-promising
            men and women who have plateaued in their careers—or worse, derailed—because of crucial gaps in emotional intelligence.

         
         
         
         
         In a national survey of what employers are looking for in entry-level workers, specific technical skills are now less important
            than the underlying ability to learn on the job. After that, employers listed:
         



         
         
         
         
         
         [image: 14363] Listening and oral communication

         
         
         [image: 14363] Adaptability and creative responses to setbacks and obstacles 

         
         
         [image: 14363] Personal management, confidence, motivation to work toward goals, a sense of wanting to develop one's career and take pride
            in accomplishments

         
         
         [image: 14363] Group and interpersonal effectiveness, cooperativeness and teamwork, skills at negotiating disagreements

         
         
         [image: 14363] Effectiveness in the organization, wanting to make a contribution, leadership potential10



         
         
         
         
         Of seven desired traits, just one was academic: competence in reading, writing, and math.

         
         
         
         
         A study of what corporations are seeking in the MBAs they hire yields a similar list.11 The three most desired capabilities are communication skills, interpersonal skills, and initiative. As Jill Fadule, managing
            director of admissions and financial aid at the Harvard Business School, told me, "empathy, perspective taking, rapport, and
            cooperation" are among the competencies the school is looking for in those who apply.

         
         
         
         
         Our Journey 

         
         
         
         
         My mission in writing this book is to act as a guide to the scientific case for working with emotional intelligence—as individuals,
            in groups, as organizations. At every step I have sought to validate the science with the testimony of people in jobs and
            organizations of all kinds, and their voices will be heard all along the way.

         
         
         
         
         In Part 1 I make the case that emotional intelligence counts more than IQ or expertise for determining who excels at a job—any job—and that for outstanding leadership it counts for almost everything. The business case is compelling: Companies that leverage
            this advantage add measurably to their bottom line.

         
         
         
         
         Part 2 details twelve specific job capabilities, all based on self-mastery— initiative, trustworthiness, self-confidence,
            and achievement drive among them—and describes the unique contribution each makes to star performance.

         
         
         
         
         In Part 3 I turn to thirteen key relationship skills—such as empathy and political awareness, leveraging diversity, team capabilities,
            and leadership. These are the skills that let us, for instance, navigate the currents of an organization effortlessly while
            others founder.

         
         
         
         
         Throughout, readers can get a rough sense of where they stand when it comes to working with emotional intelligence. As I will
            show in Chapter 3, star performance does not require us to excel in all these competencies, but rather that we be strong in
            enough of them to reach the critical mass for success.

         
         
         
         
         Part 4 heralds the good news: Whatever competencies we may be weak in, we can always learn to be better. To help readers who
            want to improve their own emotional intelligence capabilities—and to avoid wasting time and money—I offer practical, scientifically
            grounded guidelines for the best ways of doing so.

         
         
         
         
         Finally, Part 5 considers what it means for an organization to be emotionally intelligent. I describe one such company and
            show why such practices can help not just with business performance but also in making organizations satisfying and desirable
            to work for. I also show how companies that ignore the emotional realities of their employees do so at their own risk, while
            those organizations with emotional intelligence are best equipped to survive—and to do well—in the ever more turbulent years
            ahead.

         
         
         
         
         Though my aim is to be helpful, this is not a self-help book. There are perhaps too many how-to books promising far too much
            about improving emotional intelligence. Though these books are no doubt well intended, they typically perpetuate misconceptions
            about what upgrading these most essential capacities truly demands. Instead of quick fixes, you will find here sound guidelines
            for the real work of becoming more emotionally competent. These guidelines represent a level-headed survey of new thinking,
            research findings, and model practices from organizations around the world.

         
         
         
         
         We live in a time when our prospects for the future increasingly depend on managing ourselves and handling our relationships
            more artfully. My hope is to offer some practical guidance for the crucial personal and business challenges we all face in
            the coming century.

         
         
         
      

   
      
         
         
         2 
.....................................

       
         Competencies of the Stars 

        
         It was the dawn of the 1970s, at the height of worldwide student protests against the Vietnam War, and a librarian stationed
            at a US. Information Agency post abroad had received bad news: A student group was threatening to burn down her library. But
            the librarian had friends among the group of student activists who made the threat. Her response on first glance might seem
            either naive or foolhardy—or both: She invited the group to use the library facilities for some of their meetings.

         
         
         
         
         But she also brought Americans living in the country there to listen to them—and so engineered a dialogue instead of a confrontation.

         
         
         
         
         In doing so, she was capitalizing on her personal relationship with the handful of student leaders she knew well enough to
            trust—and for them to trust her. The tactic opened new channels of mutual understanding, and it strengthened her friendship
            with the student leaders. The library was never touched.

         
         
         
         
         The librarian exhibited the skills of a superb negotiator or peacemaker, able to read the currents of a tense, swiftly moving
            situation and manage a response that brings people together instead of setting them against each other. Her facility escaped
            the damage wreaked on other American outposts manned by those less adept at these human skills.

         
         
         
         
         The librarian was among a group of young diplomats the State Department identified as "superstars," who were intensively interviewed
            by a team led by Professor David McClelland of Harvard.1

         
         
         
         
         At the time, McClelland was my main advisor for my doctoral work, and he drew me into his research program. The results of
            his studies led McClelland to publish a paper that sparked a revolution in thinking about the roots of excellence.

         
         
         
         
         In exploring the ingredients of superb job performance, McClelland was joining an enterprise that got its first scientific
            footing at the beginning of the twentieth century with the work of Frederick Taylor. Taylorist efficiency experts swept the
            world of work, analyzing the most mechanically efficient moves a worker's body could make. The measure of human work was the
            machine.

         
         
         
         
         On the heels of Taylorism came another standard of evaluation: the IQ test. The correct measure of excellence, proponents
            argued, was the capacities of the human mind.

         
         
         
         
         Then, with the rise of Freudian thinking, another wave of experts argued that in addition to IQ, personality was an ingredient
            in excellence. By the 1960s, personality tests and typologies—whether, for example, a person was outgoing or introverted,
            a "feeling" or "thinking" type—were part of the standard measures of work potential.

         
         
         
         
         But there was a problem. Many of the personality tests had been designed for completely different reasons, such as diagnosing
            psychological disorders, and so were poor predictors of how well people actually performed on the job. IQ tests, too, were
            not infallible; people of high IQ often performed poorly at work, while those of moderate IQ did extremely well.

         
         
         
         
         McClelland's 1973 paper "Testing for Competence Rather than Intelligence" shifted the terms of the debate. He argued that
            traditional academic aptitude, school grades, and advanced credentials simply did not predict how well people would perform
            on the job or whether they would succeed in life.2 Instead, he proposed that a set of specific competencies including empathy, self-discipline, and initiative distinguished
            the most successful from those who were merely good enough to keep their jobs. To find the competencies that make for star
            performance at a given job, McClelland suggested, first look at the stars and determine what competencies they display.

         
         
         
         
         His paper launched an entirely new approach to the measure of excellence, one that assesses people's competencies in terms
            of the specific job they are doing. A "competence," in this tradition, is a personal trait or set of habits that leads to
            more effective or superior job performance—in other words, an ability that adds clear economic value to the efforts of a person
            on the job.

         
         
         
         
         That insight has, over the last quarter century, triggered research on hundreds of thousands of workers, from clerks to top
            executives, in organizations as vast as the U.S. government and AT&T, and as tiny as one-person enterprises. In all the findings,
            a common core of personal and social abilities has proven to be the key ingredient in people's success: emotional intelligence.

         
         
         
         
         The Tuned-Out Programmer 

         
         
         
         
         Two computer programmers are explaining how they go about doing their job, designing programs to fill the pressing business
            needs of their clients. Recounts one: "I heard him say he needed all the data in a simple format that could fit on one page."
            So the programmer followed through to deliver just that.

         
         
         
         
         The second, however, seems to have trouble getting to the point. Unlike the first programmer, he doesn't mention the needs
            of his clients. Instead he launches into a litany of technical talk: "The HP3000/30's BASIC compiler was too slow, so I went
            directly to a machine-language routine." In other words, he focuses on machines, not people.

         
         
         
         
         The first programmer was identified as outstanding at his work, able to design programs that are user-friendly; the second
            is at best mediocre at this task—he has essentially tuned out his customers. The first computer programmer displays emotional
            intelligence; the other exemplifies its absence. Both were interviewed using a method developed by McClelland to detect the
            competencies that distinguish star performers in jobs of every kind.3

         
         
         
         
         McClelland's original insight was rooted in work he had done for corporations and in organizations such as the U.S. State
            Department, where he had been asked to assess the capabilities of outstanding foreign-service officers, the young diplomats
            who represent America in other countries. Like sales staff or account managers in a large corporation, the real job of these
            officers is to "sell" America, to get people abroad to feel positively about the United States.

         
         
         
         
         Selection for these diplomatic posts was a formidable hurdle, one only those with the best education could jump. The selection
            test gauged abilities higher officials in the State Department thought a diplomat needed—mainly a sound grounding in academic
            disciplines like American history and culture, language fluency, and specialized expertise in a field such as economics. The
            problem was that the exam reflected only how well candidates had done in their studies.

         
         
         
         
         Their scores were a poor indicator of how adept these new diplomats were on their feet in Frankfurt, Buenos Aires, or Singapore.4 In fact, their on-the-job performance ratings actually correlated negatively with how well they did on the very test used to select them; sheer mastery of academic topics was irrelevant (or worse, detrimental)
            to the competencies that count in that form of sales known as diplomacy.

         
         
         
         
         What mattered, McClelland found, was another kind of competence altogether. When he interviewed the superstars—those the State
            Department had identified as their most brilliant and effective young diplomats—and compared them to peers who were mediocre,
            the most telling differences emerged in a set of basic human abilities that academic or IQ tests simply did not measure.

         
         
         
         
         Among the radically different tests McClelland turned to was a clever assessment of the ability to read emotions, newly developed
            by a Harvard colleague. In this test people watch snatches of videotapes of people talking about emotional situations like
            going through a divorce or having an argument at work.5 An electronic filter alters the sound, so what comes through is not the words themselves, but rather the tones and nuances
            that reveal what the person is feeling.

         
         
         
         
         McClelland found that the stars scored much higher than the mediocre diplomats at accurately discerning the speakers' emotions.
            This translated into an ability to read emotional messages in people with backgrounds vastly different from their own, even
            when they couldn't understand the language being spoken—a competence crucial not only for diplomats but throughout today's
            work world for capitalizing on diversity.

         
         
         
         
         Time after time in describing critical moments on the job, the foreign-service officers told tales of touchy situations similar
            to those of the peacemaking librarian. But for the less socially astute diplomats the stories more often ended with events
            blowing up in their faces because of their inability to read or handle the people they dealt with.

         
         
         
         
         Domains of Excellence: The Limits of IQ 

         
         
         
         
         Two of the smartest people I ever knew (at least in the academic sense) followed strikingly different career paths. One was
            a friend during my freshman year in college who had perfect scores on his college admissions tests—a pair of 800s on the verbal
            and math sections of the SAT, and a 5 on each of three advanced placement tests. But he was unmotivated in school,  often
            skipped class, and got papers in late. He dropped out for a while, finally graduating after ten years. Today he reports he
            is satisfied working as a one-man computer consulting business.

         
         
         
         
         The other was a math prodigy who entered my high school at ten, graduated at twelve, and got his doctorate in theoretical
            mathematics from Oxford at eighteen. In high school he was a bit short for his age, which, because he was so young, made him
            about a foot shorter than most of us. He was also about twice as bright as everyone else—and many students resented him for
            it. He was often taunted and bullied. But despite his diminutive stature, he didn't back down. Like a little bantam rooster,
            he stood his ground against the biggest hulks in school. He had assertiveness to match his intellect— which may explain why,
            last I heard, he's now the head of one of the most prestigious mathematics departments in the world.

         
         
         
         
         Given how much emphasis schools and admissions tests put on it, IQ alone explains surprisingly little of achievement at work
            or in life. When IQ test scores are correlated with how well people perform in their careers, the highest estimate of how
            much difference IQ accounts for is about 25 percent.6 A careful analysis, though, suggests a more accurate figure may be no higher than 10 percent, and perhaps as low as 4 percent.7

         
         
         
         
         This means that IQ alone at best leaves 75 percent of job success unexplained, and at worst 96 percent—in other words, it
            does not determine who succeeds and who fails. For example, a study of Harvard graduates in the fields of law, medicine, teaching,
            and business found that scores on entrance exams—a surrogate for IQ—had zero or negative correlation with their eventual career
            success.8

         
         
         
         
         Paradoxically, IQ has the least power in predicting success among that pool of people smart enough to handle the most cognitively
            demanding fields, and the value of emotional intelligence for success grows more powerful the higher the intelligence barriers
            for entry into a field. In MBA programs or in careers like engineering, law, or medicine, where professional selection focuses
            almost exclusively on intellectual abilities, emotional intelligence carries much more weight than IQ in determining who emerges
            as a leader.

         
         
         
         
         "What you learned in school distinguishes superior performers in only a handful of the five or six hundred jobs for which
            we've done competence studies," says Lyle Spencer Jr., director of research and technology worldwide and cofounder of what
            is now Hay/McBer, the consulting firm McClelland started.9"It's just a threshold competence; you need it to get in the field, but it does not make you a star. It's the emotional intelligence
            abilities that matter more for superior performance."

         
         
         
         
         This paradoxical importance of emotional intelligence in cognitively demanding disciplines is a consequence of the difficulty
            of entering them in the first place. In professional and technical fields the threshold for entry is typically an IQ of 110
            to 120.10 The result of having to jump such a high initial entry barrier is that since everyone is in the top 10 percent or so of intelligence,
            IQ itself offers relatively little competitive advantage.

         
         
         
         
         We do not compete in our careers with people who lack the requisite intelligence to enter and stay in our field—but rather
            against the much smaller group of those who have managed to jump the hurdles of schooling, entry exams, and other cognitive
            challenges to get into the field in the first place.

         
         
         
         
         Since emotional intelligence is not nearly as great a factor as IQ in selection for entering such fields, there is more variation
            in this "soft" domain than there is in IQ among these professionals. The difference between those at the high and low ends
            of the emotional intelligence scale is very large, and being at the top confers a major competitive advantage. Thus "soft"
            skills matter even more for success in "hard" fields.

         
         
         
         
         The Second Domain: Expertise 

         
         
         
         
         Here's the dilemma: You're a cultural affairs officer at a U.S. embassy in North Africa, and you get a wire from Washington
            telling you to show a film featuring an American politician greatly reviled in that country.

         
         
         
         
         If you show it, the locals will find it offensive. If you don't, headquarters back home will be upset.

         
         
         
         
         What do you do?

         
         
         
         
         This is not a hypothetical situation; it was the predicament faced by one of the foreign-service officers McClelland studied.
            The officer recalled, "I knew that if I showed the film, this place would be burned down the next day by about five hundred
            angry students. Yet Washington felt the film was great. What I had to do was figure out how to show the film so the embassy
            could tell Washington we had done as they wished, and yet not offend people in the country."

         
         
         
         
         His solution? He screened the movie on a holy day, when he knew no one could come.

         
         
         
         
         That brilliant bit of common sense exemplifies practical intelligence, a combination of technical expertise and experience.11 Apart from IQ, our practical skills, along with the technical abilities we master, determine how well we perform on an everyday
            basis. Whatever our intellectual potential,  it is expertise—our total body of specialized information and practical skills—that
            makes us good enough to do a particular job.

         
         
         
         
         The most competent doctors, for example, are those who keep expanding their knowledge base by keeping up with current findings
            and who have a vast reservoir of hands-on experience, and can draw on all this in making diagnoses and treating their patients.
            This continued drive to keep up-to-date matters far more in how well they can help their patients than their scores on the
            entrance exam for medical school.

         
         
         
         
         In large part, expertise is a combination of common sense plus the specialized knowledge and skill we pick up in the course
            of doing any job. Expertise comes from in-the-trenches learning. It shows up as an insider's sense of the tricks of a trade—the
            real knowledge of how to do a job that only experience brings.

         
         
         
         
         Such down-to-earth abilities have been extensively studied by Yale psychologist Robert Sternberg, an authority on intelligence
            and success.12 In tests with managers at Fortune 500 companies, Sternberg discovered that practical intelligence seems to account for at
            least as much on-the-job success as does IQ.13

         
         
         
         
         On the other hand, practical intelligence is rarely the main factor in a star's outstanding job performance. "In the hundreds
            of rigorous studies we've done comparing star performers with merely average ones in companies around the world, expertise
            just never made the difference," says Ruth Jacobs, a senior consultant at Hay/McBer in Boston.

         
         
         
         
         "Expertise is a baseline competence. You need it to get the job and get it done, but how you do the job—the other competencies
            you bring to your expertise—determines performance," Jacobs adds. "Are you able to translate your expertise into something
            that's marketable, that stands out? If not, it makes little difference."

         
         
         
         
         Supervisors of technical and professional workers, for example, need to have some degree of expertise in their area; it would
            be nearly impossible to manage such work without a reasonable understanding of what people are doing. But that expertise is
            a threshold requirement; the abilities that distinguish the outstanding supervisors in technical fields are not technical, but rather
            relate to handling people.14

         
         
         
         
         So to a degree, experience and expertise, like IQ, matter—but there is much more to the story when it comes to excellence.

         
         
         
         
         The Third Domain: Emotional Intelligence 

         
         
         
         
         Sternberg tells a cautionary tale about two students, Penn and Matt. Penn was a brilliant and creative student, an exemplar
            of the best Yale had to offer.15 The trouble with Penn was that he knew he was exceptional—and so was, as one professor put it, "unbelievably arrogant." Penn,
            despite his abilities, put people off, especially those who had to work with him.

         
         
         
         
         Even so, he looked spectacular on paper. When he graduated, Penn was highly sought after: All the top organizations in his
            field offered him interviews for jobs, and he was a universal first pick—at least on the basis of his resume. But Penn's arrogance
            came across all too clearly; he ended up with only one job offer, from a second-tier outfit.

         
         
         
         
         Matt, another Yale student in Penn's field, wasn't as academically brilliant. But he was adept interpersonally; everyone who
            worked with him liked him. Matt ended up with seven job offers out of eight interviews and went on to success in his field,
            while Penn was let go after two years at his first job.

         
         
         
         
         Penn lacked—and Matt had—emotional intelligence.

         
         
         
         
         Emotional intelligence skills are synergistic with cognitive ones; top performers have both. The more complex the job, the
            more emotional intelligence matters—if only because a deficiency in these abilities can hinder the use of whatever technical
            expertise or intellect a person may have. Take, for example, an executive who had just been brought in to run a $65 million,
            family-owned business, the first president from outside the family.16

         
         
         
         
         A researcher, using an interview method to assess the executive's ability to handle cognitive complexity, determined his capacity
            was the very highest— a "level six," someone smart enough, theoretically, to be CEO of a global firm or head of a country.17 But during that interview the conversation turned to why he had to leave his previous job: He had been fired because he had
            failed to confront subordinates and hold them responsible for their poor performance.

         
         
         
         
         "It was still an emotional trigger for him," the researcher told me. "His face got red and flushed, he started waving his
            hands—he was clearly agitated. It turned out that his new boss—the owner of the company—had criticized him that very morning
            for the same thing, and he went on and on about how hard it was for him to confront low-performing employees, especially when
            they had been with the company for a long time." And, the researcher noted, "While he was so upset his ability to handle cognitive
            complexity—to reason—plummeted."

         
         
         
         
         In short, out-of-control emotions can make smart people stupid. As  Doug Lennick, an executive vice president at American
            Express Financial Advisors, put it to me, "The aptitudes you need to succeed start with intellectual horsepower—but people
            need emotional competence, too, to get the full potential of their talents. The reason we don't get people's full potential
            is emotional incompetence."

         
         
         
         
         The Great Divide 

         
         
         
         
         It was Super Bowl Sunday, that sacrosanct day when most American men are to be found in front of their televisions. A departing
            flight from New York to Detroit was delayed two hours, and the tension among the passengers— almost entirely businessmen—was
            palpable. When they finally arrived in Detroit, a mysterious glitch with the boarding ramp made the plane stop about a hundred
            feet from the gate. Frantic about being late, passengers leaped to their feet anyway.

         
         
         
         
         One of the flight attendants went to the intercom. How could she most effectively get everyone to sit down so that the plane
            could finish taxiing to the gate?

         
         
         
         
         She did not announce, in a stern voice, "Federal regulations require that you be seated before we can move to the gate."

         
         
         
         
         Instead, she warbled in a singsong tone, suggestive of a playful warning to an adorable small child who has done something
            naughty but forgivable, "You're staaan-ding!"

         
         
         
         
         At that everyone laughed and sat back down until the plane had finished taxiing to the gate. And, given the circumstances,
            they got off the plane in a surprisingly good mood.

         
         
         
         
         The great divide in competencies lies between the mind and heart, or, more technically, between cognition and emotion. Some
            competencies are purely cognitive, such as analytic reasoning or technical expertise. Others combine thought and feeling;
            these I call "emotional competencies."18

         
         
         
         
         All emotional competencies involve some degree of skill in the realm of feeling, along with whatever cognitive elements are
            at play. This stands in sharp contrast to purely cognitive competencies, which a computer can be programmed to execute about
            as well as a person. A digitized voice could have announced: "Federal regulations require all passengers be seated before
            we proceed to the gate."

         
         
         
         
         But the stilted tones of a computerized voice would never have had the artful effect of that flight attendant's wit. People
            might grudgingly comply  with a robotlike directive, but they would undergo nothing like the mood shift the attendant accomplished.
            She was able to hit exactly the right emotional note—something human cognition alone (or for that matter, computers) cannot
            do (at least not yet).19

         
         
         
         
         Take competence in communication. As I type this, for example, I can ask my software program to check what I'm writing for
            grammatical accuracy. But I cannot ask it to check what I'm writing for its emotional power, its passion, or its ability to
            engage and influence readers. These other, crucial elements of effective communication depend on emotional capacities: being
            able to gauge an audience's reactions, to fine-tune a presentation to have meaningful emotional impact.

         
         
         
         
         The most convincing, powerful arguments speak to the heart as well as the head. This tight orchestration of thought and feeling
            is made possible by what amounts to a superhighway in the brain, a bundle of neurons connecting the prefrontal lobes, behind
            the forehead—the brain's executive decision-making center—with an area deep in the brain that harbors our emotions.20

         
         
         
         
         Damage to this crucial connection leaves people emotionally incompetent, even though their purely intellectual abilities are
            untouched. In other words, such people would still score well on IQ tests and other measures of cognitive ability. But on
            the job—and in life generally—they would fail at the emotional arts that make people like the flight attendant so effective.

         
         
         
         
         Thus the divide between those competencies that are purely cognitive, and those that depend on emotional intelligence as well,
            reflects a parallel division in the human brain.

         
         
         
         
         Emotional Competence 

         
         
         
         
         An emotional competence is a learned capability based on emotional intelligence that results in outstanding performance at work.21 Take the finesse shown by the flight attendant. She was superb at influence, an important emotional competence: getting others
            to respond in a desired way. 

         
         At the heart of this competence are two abilities: empathy, which involves reading the feelings of others, and social skills,
            which allow handling those feelings artfully.

         
         
         
         
         Our emotional intelligence determines our potential for learning the practical skills that are based on its five elements: self-awareness, motivation,
            self-regulation, empathy, and adeptness in relationships. Our emotional  competence shows how much of that potential we have translated into on the-job capabilities. For instance, being good at serving customers
            is an emotional competence based on empathy. Likewise, trustworthiness is a competence based on self-regulation, or handling
            impulses and emotions well. Both customer service and trustworthiness are competencies that can make people outstanding in
            their work.

         
         
         
         
         Simply being high in emotional intelligence does not guarantee a person will have learned the emotional competencies that
            matter for work; it means only that they have excellent potential to learn them. A person might be highly empathic, for example,
            and yet not have learned the skills based on empathy that translate into superior customer service, top-flight coaching or
            mentoring, or the ability to bring together a diverse work team. The parallel in music would be someone with perfect pitch,
            say, who also had lessons in singing, and so became a superb operatic tenor. Without the lessons, there would be no opera
            career, despite the potential—a Pavarotti who never had the chance to blossom.

         
         
         
         
         Emotional competencies cluster into groups, each based on a common underlying emotional intelligence capacity. The underlying
            emotional intelligence capacities are vital if people are to successfully learn the competencies necessary to succeed in the
            workplace. If they are deficient in social skills, for instance, they will be inept at persuading or inspiring others, at
            leading teams or catalyzing change. If they have little self-awareness, they will be oblivious to their own weaknesses and
            lack the self-confidence that comes from certainty about their strengths.

         
         
         
         
         Table 1 shows the relationship between the five dimensions of emotional intelligence and the twenty-five emotional competencies.22 None of us is perfect on this scale; we inevitably have a profile of strengths and limits. But, as we shall see, the ingredients
            for outstanding performance require only that we have strengths in a given number of these competencies, typically, at least
            six or so, and that the strengths be spread across all five areas of emotional intelligence. In other words, there are many
            paths to excellence.

         
         
         
         
         These emotional intelligence capacities are:



         
         
         
         
         
         [image: 14626] Independent: Each makes a unique contribution to job performance.

         
         
         
         
         [image: 14626] Interdependent: Each draws to some extent on certain others, with many strong interactions.

         
         
         
         
         [image: 14626] Hierarchical: The emotional intelligence capacities build upon one another. For example, self-awareness is crucial for self-regulation and
            empathy; self-regulation and self-awareness contribute to motivation; all the first four are at work in social skills.

         
         
         [image: 14626] Necessary, but not sufficient: Having an underlying emotional intelligence ability does not guarantee people will develop or display the associated competencies,
            such as collaboration or leadership. Factors such as the climate of an organization or a person's interest in his or her job
            will also determine whether the competence manifests itself.

         
         
         [image: 14626] Generic: The general list is to some extent applicable to all jobs. However, different jobs make differing competence demands.
         



         
         
         
         
         
         TABLE 1 

         
         
         
         
         
         The Emotional Competence Framework 
...........................

         
         
         
         
         Personal Competence 

         
         
         
         
         These competencies determine how we manage ourselves.



         
         
         
         
         Self-Awareness 

         
         
         
         
         Knowing one s internal states, preferences, resources, and intuitions (see Chapter 4) 



         
         
         
         
         [image: 14626] Emotional awareness: Recognizing one's emotions and their effects

         
         
         
         
         [image: 14626] Accurate self-assessment: Knowing one's strengths and limits

         
         
         
         
         [image: 14626] Self-confidence: A strong sense of one's self-worth and capabilities
         



         
         
         
         
         Self-Regulation 

         
         
         
         
         Managing one s internal states, impulses, and resources (see Chapter 5) 



         
         
         
         
         [image: 14626] Self-Control: Keeping disruptive emotions and impulses in check

         
         
         
         
         [image: 14626] Trustworthiness: Maintaining standards of honesty and integrity

         
         
         
         
         [image: 14626] Conscientiousness: Taking responsibility for personal performance

         
         
         
         
         [image: 14626] Adaptability: Flexibility in handling change

         
         
         
         
         [image: 14626] Innovation: Being comfortable with novel ideas, approaches, and
         new information



         
         
         
         
         Motivation 

         
         
         
         
         Emotional tendencies that guide or facilitate reaching goals (see Chapter 6) 



         
         
         
         
         [image: 14626] Achievement drive: Striving to improve or meet a standard of excellence

         
         
         
         
         [image: 14626] Commitment: Aligning with the goals of the group or organization

         
         
         
         
         [image: 14626] Initiative: Readiness to act on opportunities

         
         
         
         
         [image: 14626] Optimism: Persistence in pursuing goals despite obstacles and
         setbacks

         
         
         
         
         Social Competence 

         
         
         
         
         These competencies determine how we handle relationships.



         
         
         
         
         Empathy 

         
         
         
         
         Awareness of others 'feelings, needs, and concerns (see Chapter 7) 



         
         
         
         
         [image: 14626] Understanding others: Sensing others' feelings and perspectives, and taking an active interest in their concerns

         
         
         
         
         [image: 14626] Developing others: Sensing others' development needs and bolstering their abilities

         
         
         
         
         [image: 14626] Service orientation: Anticipating, recognizing, and meeting customers' needs

         
         
         
         
         [image: 14626] Leveraging diversity: Cultivating opportunities through different kinds of people

         
         
         
         
         [image: 14626] Political awareness: Reading a group's emotional currents and power relationships
         



         
         
         
         
         Social Skills 

         
         
         
         
         Adeptness at inducing desirable responses in others (see Chapters 8 and 9) 



         
         
         
         
         
         [image: 14626] Influence: Wielding effective tactics for persuasion

         
         
         
         
         [image: 14626] Communication: Listening openly and sending convincing  messages

         
         
         
         
         [image: 14626] Conflict management: Negotiating and resolving disagreements

         
         
         
         
         [image: 14626] Leadership: Inspiring and guiding individuals and groups

         
         
         
         
         [image: 14626] Change catalyst: Initiating or managing change

         
         
         
         
         [image: 14626] Building bonds: Nurturing instrumental relationships

         
         
         
         
         [image: 14626] Collaboration and cooperation: Working with others toward shared goals

         
         
         
         
         [image: 14626] Team capabilities: Creating group synergy in pursuing collective goals
         



         
         
         
         
         The list offers a way to inventory our strengths and to pinpoint competencies we may want to bolster. Parts 2 and 3 of the
            book give more detail and insight into each of the competencies, showing how they look when displayed in full power—or when they are lacking. Readers may want to turn
            directly to the competencies most relevant to their interests; the chapters describing them do build on one another to an
            extent (as do the competencies they describe), but they need not be read in a fixed order.

         
         
         
         
         The Best: What It Takes 

         
         
         
         
         The same competencies can make people excel in different jobs. For in stance, at a Blue Cross health insurance division, successful customer service representatives exhibit high self-control,
            conscientiousness, and empathy. For successful retail store managers, the key competencies include the same triumvirate—self-control,
            conscientiousness, and empathy—plus a fourth competence, service orientation.23

         
         
         
         
         The competencies one needs for success may change as one rises through the ranks; in most large organizations, senior executives
            need a greater degree of political awareness than middle managers.24 And certain positions require specific competencies.25 For the best nurses, it's a sense of humor; for bankers, respecting customers' confidentiality; for outstanding school principals,
            seeking out ways to get feedback from teachers and parents. At the Internal Revenue Service, the best tax collectors are strong
            not just in accounting, but also in social skills. Among law enforcement officers,  using the least amount of force necessary
            is, understandably, a valued ability.

         
         
         
         
         Furthermore, key competencies match a given organization's reality. Each company and each industry has its own emotional ecology,
            and the most adaptive traits for workers will differ accordingly.

         
         
         
         
         Such specifics aside, close to three hundred different company-sponsored studies show that across a wide array of jobs the
            recipe for excellence gives far more weight to emotional competencies than to cognitive abilities.26 That the most important competencies among stars stem from emotional intelligence is no surprise for, say, salespeople. But
            even among scientists and those in technical professions analytic thinking ranks third, after the ability to influence and
            the drive to achieve. Brilliance alone will not propel a scientist to the top unless she also has the ability to influence
            and persuade others, and the inner discipline to strive for challenging goals. A lazy or reticent genius may have all the
            answers in his head, but they amount to little if no one knows or cares!

         
         
         
         
         Take the "teenies of the teenies," whose usual title is "corporate consulting engineer." These brilliant troubleshooters are
            kept on hand by high-tech firms to rescue projects in danger of going off the track; they are so highly valued that annual
            reports list them along with corporate officers. What makes the best technology gurus so special? "What made the difference
            was not their brain power—most everyone at these companies is just as smart—but their emotional competence," Susan Ennis,
            of Bank Boston and formerly of DEC, says. "It's their abilities to listen, to influence, to collaborate, and to get people
            motivated and working together well."

         
         
         
         
         To be sure, many people have gotten to the top despite flaws in emotional intelligence; that's long been a reality of organizational
            life. But as work becomes more complex and collaborative, companies where people work together best have a competitive edge.

         
         
         
         
         In the new workplace, with its emphasis on flexibility, teams, and a strong customer orientation, this crucial set of emotional
            competencies is becoming increasingly essential for excellence in every job and in every part of the world.27 
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         The Hard Case for Soft Skills 

        
         
         [image: 14937] At Lucent Technologies, the teams that stock raw material for manufacturing need more than technical know-how—they need skills
            in listening and understanding, flexibility, and teamwork. They also need the ability to energize others, commitment, and
            confidence in those they work with.

         
         
         [image: 14937] At the University of Nebraska Medical Center, technical expertise and analytical skills are invaluable, but so are emotional
            competencies like interpersonal skills, innovation, effective leadership, building partnerships, and networking.

         
         
         [image: 14937] At Amoco, the giant petrochemical firm, for superior performance in engineering or managing information technology, expertise
            and analytic thinking are, again, on the list. But so are self-confidence, flexibility, an achievement drive, service orientation,
            teamwork and cooperation, wielding influence, and developing others.1



         
         
         
         
         These portraits of competence, drawn from hundreds of hours of on-the-job interviews and assessments, summarize the nitty-gritty
            reality of thousands of people at work. Poring over hundreds of such summaries, it struck me to ask a question that no one
            had thought to ask before: Exactly how important  for excellence is emotional competence compared to technical skills and
            intellect?

         
         
         
         
         The Ratio of Excellence 

         
         
         
         
         I was lucky enough to have access to competence models for 181 different & positions drawn from 121 companies and organizations
            worldwide, with their combined workforce numbering in the millions. The models showed what management in each organization
            agreed captured the particular profile of excellence for a given job.2

         
         
         
         
         My analysis was straightforward: I compared which competencies listed as essential for a given job, role, or field could be
            classed as purely cognitive or technical skills, and which were emotional competencies. For instance, fifteen key competencies
            were listed for information technology project managers at Amoco. Of these, four were purely cognitive or technical, while
            the rest fell in the emotional competence category. Simple math yields the finding: 73 percent of the abilities identified
            by Amoco as key to superior performance in this job were emotional competencies.

         
         
         
         
         When I applied this method to all 181 competence models I had studied, I found that 67 percent—two out of three—of the abilities deemed essential for effective performance were emotional competencies. Compared to IQ
            and expertise, emotional competence mattered twice as much. This held true across all categories of jobs, and in all kinds of organizations.

         
         
         
         
         To make sure my findings weren't a fluke, I turned to Hay/McBer and commissioned them to do an independent study. (See Appendix
            2 for more details of this and other corroborating research.) They reanalyzed raw data from forty different corporations to
            determine how much more of a given competence star performers demonstrated compared to average—a slightly different way to
            answer my question.

         
         
         
         
         The Hay/McBer analysis was based on some of the very best data available anywhere, the results of in-depth interviews and
            extensive testing and evaluation of hundreds of workers. Again, emotional competencies were found to be twice as important in contributing to excellence as pure intellect and expertise.

         
         
         
         
         The Leadership Edge 

         
         
         
         
         Emotional competence is particularly central to leadership, a role whose essence is getting others to do their jobs more effectively.
            Interpersonal ineptitude in leaders lowers everyone's performance: It wastes time, creates acrimony, corrodes motivation and
            commitment, builds hostility and apathy. A leader's strengths or weaknesses in emotional competence can be measured in the
            gain or loss to the organization of the fullest talents of those they manage.

         
         
         
         
         A manager for business research at a global technology company is in charge of two hundred researchers worldwide. Among their
            critical tasks: to meet with technical experts who have developed new product ideas and decide if the concept should be brought
            to market; to prod managers of products whose market share is dropping; to guide researchers who are floundering and need
            direction.

         
         
         
         
         "Feelings run high in these meetings," the manager tells me. "You've got to be reasonable, quell any tense situation, keep
            your cool. People can be highly excitable when they want to bring a product they've been developing to market, or when they're
            having problems. But you've got to keep your perspective and present yourself in such a way that you will be trusted and respected.

         
         
         
         
         "Most of our people are MBAs; they've learned the analytic tools," he observes. "But when people come at them with all their
            fears and problems, they have to be able to take it in stride and take a global perspective. They have the technical tools,
            but they have to be able to seize the creative idea or offer an actionable, practical path that will turn an idea into a useful
            product."

         
         
         
         
         Handling an emotional situation demands troubleshooting skills: being able to establish trust and rapport quickly, to listen
            well, and to persuade and sell a recommendation. As he puts it, "You need capacities like self-awareness, perspective taking,
            a sense of presence, so you're the person at the table everyone is going to rely on."

         
         
         
         
         Robert Worden, director of business research at Eastman Kodak, agrees: "It's not enough to be able to do a conjoint analysis
            or sit at your computer excited about a fantastic regression analysis if you're squeamish about presenting those results to
            an executive group. The ability to relate, to speak up and be heard, to be comfortable with yourself—these are the kinds of
            abilities that make the crucial difference."

         
         
         
         
         Other ingredients for excellence at Kodak are, in Worden's words: "How well can you present your case? Drive—are you just
            there eight A.M. to five P.M. and need prodding, or do you have high energy and are willing to make some personal sacrifices?
            Are you difficult to work with, or are you seen as  a natural leader? Then there's diplomacy—do you sense personal and organizational
            sensitivities? Are you able to take creative risks and adapt? Are you combative, undermining other people's self-confidence,
            or do you inspire and guide other people? And finally, there's proactivity: Are you action-oriented, following up to impact
            the business?"

         
         
         
         
         Many top managers at Kodak have come up via market research, including the president, who spent seven years there. But the
            feel for the market that research gives people is just a start. "Half the skills you need are technical," says Worden. "But
            the other half are in that softer domain, emotional intelligence. And it's amazing how it's the latter that distinguishes
            the top performers."

         
         
         
         
         The Rule of Thumb 

         
         
         
         
         Worden's observation is borne out by data. In studying hundreds of companies, it became clear to me that the importance of
            emotional intelligence increases, the higher you go in the organization.

         
         
         
         
         My hunch was borne out in a systematic study of one very large organization— the U.S. government, with more than two million
            employees. It's one of the few organizations anywhere to have a detailed assessment of the competencies necessary for effective
            performance in virtually every job.3 Working with Robert Buchele, a labor economist at Smith College, we found that, indeed, the higher the level of the job,
            the less important technical skills and cognitive abilities were, and the more important competence in emotional intelligence
            became.

         
         
         
         
         But government might be a special case. So I again commissioned Hay/McBer to reanalyze their database, this time to assess
            the importance of emotional competence for executive and leadership positions in business. Based on their research with hundreds
            of top executives at fifteen global companies—including IBM, PepsiCo, and Volvo—the results were stunning.

         
         
         
         
         Just one cognitive ability distinguished star performers from average: pattern recognition, the "big-picture" thinking that
            allows leaders to pick out the meaningful trends from the welter of information around them and to think strategically far
            into the future.4 But with this one exception, intellectual or technical superiority played no role in leadership success. At the top executive
            levels, everyone needs cognitive skills, to a certain extent, but being better at them does not make a star leader.

         
         
         
         
         Rather, emotional competence made the crucial difference between  mediocre leaders and the best. The stars showed significantly
            greater strengths in a range of emotional competencies, among them influence, team leadership, political awareness, self-confidence,
            and achievement drive. On average, close to 90 percent of their success in leadership was attributable to emotional intelligence.

         
         
         
         
         To sum up: For star performance in all jobs, in every field, emotional competence is twice as important as purely cognitive
            abilities.

         
         
         
         
         For success at the highest levels, in leadership positions, emotional competence accounts for virtually the entire advantage.

         
         
         
         
         The Value of Magic 

         
         
         
         
         Patrick McCarthy is working his retail magic again, this time with Donald Peterson, the retired chairman of Ford Motor Company.
            Peterson is looking for a certain kind of sport coat in size 43 long, which is difficult to get. He calls McCarthy, a salesman
            in men's clothing at Nordstrom's flagship store in Seattle, who searches their stock but can't find the jacket. So Peterson
            keeps asking around at other men's clothing stores, only to find that no one has the jacket.

         
         
         
         
         But a few days later McCarthy calls Peterson: He was able to make a special appeal to his supplier, and so the jacket in the
            right size is on its way to him.

         
         
         
         
         At a chain famous for customer service, McCarthy is a legend who reigned as the number one sales associate for over fifteen
            years.5 McCarthy nurtures his personal customer base of about six thousand shoppers by going beyond merely giving helpful service
            when they are in the store: He routinely takes it upon himself to call specific customers when merchandise comes in that he
            thinks they will like. He even phones the family of customers with gift suggestions when the customer has an upcoming birthday
            or anniversary.

         
         
         
         
         Given that emotional competencies make up two thirds or more of the ingredients of such a standout performance, the data suggests
            that finding people who have these abilities, or nurturing them in existing employees, adds tremendous value to an organization's
            bottom line. How much? McCarthy's annual sales of over $1 million compare with an industry average of around $80,000.

         
         
         
         
         The best estimate of the economic value added by such standouts comes from a landmark analysis of thousands of people in jobs
            ranging from postal  clerks to partners in corporate law firms.6 The study, by the experts in this area, John Hunter (at Michigan State University), Frank Schmidt, and Michael Judiesch (both
            at the University of Iowa), compared the economic value of top performers like Patrick McCarthy—those in the highest 1 percent—
            with that of average or poor performers.

         
         
         
         
         That value, they found, increases with the complexity of the job:



         
         
         
         
         [image: 12494] For simpler jobs, like machine operators or clerks, those in the top 1 percent produced three times more output than those
            in the bottom 1 percent—that is, they were worth three times more.

         
         
         [image: 12494] For jobs of medium complexity, like sales clerks or mechanics, a top performer was twelve times more productive than those
            at the bottom. That is, a single person in the top 1 percent was worth twelve people in the bottom 1 percent.

         
         
         [image: 12494] A different comparison was made for the most complex jobs, like insurance salespeople, account managers, lawyers, and physicians.
            Those at the top were measured against average performers, rather than against those at the bottom. Even in this case, the
            added value of a performer in the top 1 percent was 127 percent more.7

         
         
         
         
         Competence Pays Most at the Top 

         
         
         
         
         A CEO at a subsidiary of a South American conglomerate was promoted to another position, leaving six top managers vying to
            succeed him. The six fell into a competition that undermined their unity as a management team. The conglomerate called in
            a consultant to sort out the strengths and weaknesses of the six and thus help them come to a decision.

         
         
         
         
         Manager #1 had the most experience and was the smartest of the bunch; he probably would have been the choice by traditional
            standards. But Manager #1 had a drawback: He was widely known to lack the personal and social qualities of emotional intelligence.

         
         
         
         
         Manager #2 looked like a strong candidate, too—fairly high in experience, and in emotional intelligence, and very bright.
            And Manager #3 was a contender, too—highest in emotional intelligence, slightly behind the other two leading candidates in
            IQ and experience.

         
         
         
         
         The choice?

         
         
         
         
         Manager #3. A key reason was that one chief task of the new CEO was to head the management team and make it work again, a
            job that demanded a high degree of interpersonal effectiveness. Says the consultant, "The new CEO's very strong emotional
            intelligence made it easier for the other five managers, who had all been competing for the CEO position, to accept his promotion."
            Under the new CEO's direction, he adds, the company "has become the most profitable in the country in its sector, and has
            achieved its highest profitability ever."

         
         
         
         
         To the degree emotional competence spurs such outstanding accomplishment, it understandably pays off most at the top. Because
            of their financial leverage, executives' performance has a much greater dollar consequence than does that of the clerks who
            work for them. At the extreme, a brilliant CEO can multiply the earnings of a large company by millions, while a blundering
            one can sink a company.

         
         
         
         
         In the lower reaches of job complexity there is a more or less direct ratio between a person's cognitive ability and performance,
            in that a smarter clerk or machine operator will do better than one who is not so bright. But at the higher levels of job
            complexity—in executive or managerial ranks, or among engineers and scientists, for example—IQ and expertise, as we saw in
            Chapter 2, do not predict who will be the standout performers; rather, they are largely entry-level barriers.

         
         
         
         
         The immense difference in economic value between top and bottom performers in high-complexity jobs, the Hunter analysis suggests,
            makes emotional intelligence not simply additive with cognitive ability, but multiplicative: arguably, the hidden ingredient
            in star performance.

         
         
         
         
         What Exactly Is a Star Worth?

         
         
         
         
         A small group of account managers at RCA were able to increase the size of their accounts each year for tens of millions of
            dollars more in sales. A How? It wasn't because they had more technical expertise than other account managers—it was because they had better people
            skills.

         
         
         
         
         This case is one of thousands collected by a McClelland protege, Lyle Spencer Jr., director of research and technology worldwide
            at Hay/McBer in Boston.8 The reason for the astounding success of the account managers?

         
         
         
         
         "Just-average account managers were content to spend a minimal amount of time with their clients, just enough to make sure
            the customers  were satisfied," Spencer told me. "But these stars spent lots of time with them, wooing them, going out drinking,
            telling them about new technologies and product possibilities that would improve their clients' products—so they didn't just
            keep the account steady, but made more sales. What mattered was relationship building, sensing the client's hot buttons and
            enthusiasms and knowing how to play to them, and making the match between the client's needs and desires and their product."

         
         
         
         
         One of the more surprising job arenas where emotional intelligence makes a competitive difference is computer programming,
            where the rate at which the top 10 percent exceed average performers in producing effective programs is 320 percent. And those
            rare superstars, in the top 1 percent of programmers, produce a boggling 1,272 percent more than the average.9

         
         
         
         
         "It's not just computing skills that set apart the stars, but teamwork," says Spencer. "The very best are willing to stay
            late to help their colleagues finish a project, or to share shortcuts they discover rather than keep them to themselves. They
            don't compete—they collaborate."

         
         
         
         
         The payoff from top levels of competence can be spectacular. In a study of salespeople in forty-four Fortune 500 firms, including
            AT&T, IBM, and PepsiCo, Spencer asked sales heads how much better than average their very best salespeople performed. He found
            that the top 10 percent of the sales force toted up $6.7 million in sales per person, compared to the norm of $3 million—more
            than twice the average. Given that the typical salary of the sales force at the time was around $42,000, that meant the top
            performers' value added of $3.7 million was about eighty-eight times their salary!10

         
         
         
         
         The Tipping Point 

         
         
         
         
         Competencies come in clusters. For top performance a person must master a mix of competencies, not just one or two. David
            McClelland found that stars are not just talented in, say, initiative or influence—they have strengths across the board, including
            competencies from each of the five emotional intelligence areas: self-awareness, self-regulation, motivation, empathy, and
            social skills.

         
         
         
         
         Only when they reach a critical mass from the full spectrum do they emerge as outstanding—something akin to a chemical reaction
            achieving the moment of catalysis. McClelland calls this critical mass the "tipping point."

         
         
         
         
         "Once you reach the tipping point, the probability of your performance  being outstanding shoots up," Mary Fontaine of Hay/McBer
            explained to me about studies with executives at IBM and PepsiCo. "The critical point may be due to how frequently you show
            the key competencies, or your level of sophistication in them, or how well you can manifest them."

         
         
         
         
         At PepsiCo, those executives who had reached the tipping point—possessing strengths in at least six competencies from across
            the entire spectrum— were far more likely to perform in the top third as reflected in salary bonuses for performance of the
            divisions they led. Of those leaders who were strong in six or seven competencies, 87 percent were in the top third.11

         
         
         
         
         The competencies predicted success not just at the company's branches in the United States, but around the world; those who
            reached the tipping point were in the top third 82 percent of the time in Europe and 86 percent of the time in Asia.

         
         
         
         
         Weaknesses in these competencies were often fatal flaws. In Europe, for example, those who lacked strengths in the key competencies
            had outstanding performance only 13 percent of the time, in Asia just 11 percent, and in America 20 percent.

         
         
         
         
         The emotional competencies that most often led to this level of success were:



         
         
         
         
         [image: 12619] Initiative, achievement drive, and adaptability.

         
         
         
         
         [image: 12619] Influence, team leadership, and political awareness.

         
         
         
         
         [image: 12619] Empathy, self-confidence, and developing others.
         



         
         
         
         
         Division leaders with these strengths outperformed their targets by 15 to 20 percent; those who lacked them underperformed by almost 20 percent.

         
         
         
         
         The tipping point is important not just for executives; it operates at every level in an organization. One of the more dramatic
            demonstrations was found at a national insurance company. Those insurance sales agents who were very weak in specific emotional
            competencies such as self-confidence, initiative, and empathy sold policies with an average premium of $54,000. But those
            who were very strong in at least five of eight key competencies had remarkable success by comparison, with the average size
            of policies they sold $114,000.

         
         
         
         
         When Turnover Bleeds the Bottom Line 

         
         
         
         
         Just as there is clear value added from emotional competence, a deficit in these competencies also carries a high price—in
            turnover. Lyle Spencer estimates that the real cost to a company from the turnover of an employee is the equivalent of one
            full year of pay. These hidden costs come not just from finding and training replacements, but in customer satisfaction and
            retention, and in lowered efficiency for everyone who works with the new hire.

         
         
         
         
         When organizations lose many employees, even at low salary levels, the real costs can be substantial. Turnover rates in retail
            and insurance sales, for example, are estimated to exceed 50 percent per year, mostly among new hires.12 When the employee who leaves is a highly placed executive, that expense can be enormous. The cost for a company to replace
            a derailed executive with someone from outside can run into the hundreds of thousands, even millions, of dollars.

         
         
         
         
         At a global consumer beverage firm, when standard methods—which ignored emotional competence—were used to hire division presidents,
            50 percent left within two years (most because they were performing poorly) at a total search cost of close to $4 million.
            But when the firm started to evaluate for competencies such as initiative, self-confidence, leadership, and the like, the
            retention rate was much greater, with only 6 percent of new division presidents leaving within two years.13

         
         
         
         
         Consider three cases, all salespeople in very different kinds of industries.14 At L'Oreal, the cosmetics giant, sales agents who were selected for their strengths in emotional competence had 63 percent
            less turnover during their first year than did those whose selection disregarded their competence profile. Among newly hired
            sales reps at a start-up computer company, those hired for emotional competence were 90 percent more likely to finish their
            training than those hired on other criteria. And at a national furniture retailer, salespeople hired because of strengths
            in key emotional competencies had half the dropout rate of those hired on the basis of other standards during their first
            year on the job.

         
         
         
         
         The Case of the Derailed COO 

         
         
         
         
         After hearing me give a talk on emotional intelligence, the CEO of a company—one of the ten largest in its market—told me
            in confidence about why, instead of grooming his chief operating officer of many years to  take his place as CEO, he fired
            him: "He was extraordinarily talented, brilliant conceptually, a very powerful mind. He was great on the computer, knew the
            numbers up, down, and backward. That's how he got to be chief operating officer.

         
         
         
         
         "But he was not a brilliant leader, not even particularly likable. He was often brutally acerbic. In groups he was socially
            awkward; he had no social graces, or even a social life. At forty-five, he had nobody he was close to, no friends. He worked
            all the time. He was one-dimensional; that's why I finally let him go.

         
         
         
         
         "But," the CEO added, "if he could have done just five percent of what you're talking about, he'd still be here."

         
         
         
         
         This example fits well with the conclusions of a landmark study of top executives who derailed.15 The two most common traits of those who failed:
         



         
         
         
         
         [image: 12652] Rigidity: They were unable to adapt their style to changes in the organizational culture, or they were unable to take in or respond
            to feedback about traits they needed to change or improve. They couldn't listen or learn.

         
         
         [image: 12652] Poor relationships: The single most frequently mentioned factor: being too harshly critical, insensitive, or demanding, so that they alienated
            those they worked with.
         



         
         
         
         
         These traits proved fatal handicaps even to brilliant executives with strong technical expertise. One executive described
            a derailed colleague this way: "He's a great strategic thinker and he has high ethical standards, but he lashes out at people.
            He's very smart, but he achieves superiority through demeaning others. Many people have tried to help him work on this flaw,
            but it seems hopeless."16

         
         
         
         
         The opposite of rigidity is adaptability. "Leadership agility, the ability to work with different styles and with people at
            all levels of the organization, from the sales rep on the street to top management, demands empathy and emotional self-management.
            You need agility in leadership and in learning," Patrick O'Brien, formerly vice president for North American sales at JohnsonWax,
            tells me. "We find an absence of this kind of agility is a top derailerfor people we seek to develop."

         
         
         
         
         Sharp differences emerged between the successful managers and those who derailed on most major dimensions of emotional competence.17



         
         
         
         
         [image: 12652] Self-control: Those who derailed handled pressure poorly and were prone to moodiness and angry outbursts. The successful  stayed composed
            under stress, remaining calm and confident— and dependable—in the heat of crises. [image: 12652] Conscientiousness: The derailed group reacted to failure and criticism defensively—denying, covering up, or passing on the blame. The successful
            took responsibility by admitting their mistakes and failures, taking action to fix the problems, and moving on without ruminating
            about their lapse.

         
         
         [image: 12652] Trustworthiness: The failures typically were overly ambitious, too ready to get ahead at the expense of other people. The successes had high
            integrity, with a strong concern for the needs of their subordinates and colleagues, and for the demands of the task at hand,
            giving these higher priority than impressing their own boss at any cost.

         
         
         [image: 12652] Social skills: The failures lacked empathy and sensitivity, and so were often abrasive, arrogant, or given to intimidation of subordinates.
            While some were charming on occasion, even seeming concerned about others, the charm was purely manipulative. The successes
            were empathic and sensitive, showing tact and consideration in their dealings with everyone, superiors and subordinates alike.

         
         
         [image: 12652] Building bonds and leveraging diversity: The insensitivity and manipulative manner of the failed group meant that they failed to build a strong network of cooperative,
            mutually beneficial relationships. The successes were more appreciative of diversity, able to get along with people of all
            kinds.

         
         
         
         
         Talents for These Times: The Global View 

         
         
         
         
         Claudio Fernandez-Araoz, in charge of executive searches throughout Latin America from Egon Zehnder International's Buenos
            Aires office, compared 227 highly successful executives with 23 who failed in their jobs.18 He found that the managers who failed were almost always high in expertise and IQ. In every case their fatal weakness was
            in emotional intelligence— arrogance, overreliance on brainpower, inability to adapt to the occasionally disorienting economic
            shifts in that region, and disdain for collaboration or teamwork.

         
         
         
         
         Parallel analyses of successful and failed managers in Germany and Japan revealed the same pattern: Those who failed had their
            largest deficit in the emotional intelligence competencies, and their failure came despite strengths in expertise and cognitive
            abilities. In Germany, three quarters of failed managers showed a major deficit in emotional intelligence; in Japan a little
            more than half did so.19

         
         
         
         
         In Latin America a deficit in emotional intelligence seems to imply almost certain failure. That is not so strongly the case
            in Germany or Japan— yet. As Fernandez-Araoz told me, "Latin America has seen a huge rate of change in recent years—hyperinflation,
            political turmoil, shifts from controlled to open economies. Things change radically, sometimes almost every day. Your experience
            is not as crucial as your adaptability. You need close contact with everybody you work with, your customers, your suppliers—
            everyone—just to keep track of what's going on. There are new forms of organization, new mergers and coalitions, new technologies,
            new rules. We've found that a lack of emotional intelligence in such an unstable environment means certain failure. And that's
            everyone's future."

         
         
         
         
         Or, as summed up by Kevin Murray, director of communications at British Airways: "Organizations going through the greatest
            change are those who need emotional intelligence the most."

         
         
         
         
         The Peter Principle:
Too Much College, Too Little Kindergarten 

         
         
         
         
         A young engineer who had earned straight A's in school came to work at an environmental engineering company but was fired
            within a relatively short period of time. The reason? "He was brilliant at his work," his manager told me, "but he couldn't
            take direction. His supervisor would tell him how to do a design, and he'd do it his own way. When his supervisor would point
            out how the design didn't conform to the specifications, he'd get defensive. He couldn't take feedback—he acted as though
            it were a personal criticism.

         
         
         
         
         "When other engineers would ask him to help, he'd turn them down, saying he was too busy with his own part of the project.
            He created so much animosity that when he needed some help, no one wanted to give it to him."

         
         
         
         
         High IQ and technical expertise can have a paradoxical effect among seemingly promising people who fail. In a study of once-successful
            managers who failed, most were technically brilliant.20 And their technical skills were often the very reason they were promoted into management in the first place.

         
         
         
         
         But once they reached higher positions, their technical strength became a liability: Arrogance led some to offend their peers
            by acting superior, others to micromanage subordinates—even those with better technical expertise.

         
         
         
         
         This is the Peter Principle at work: People are promoted to their level of incompetence. A person who is promoted because
            of expertise ("He's great with the numbers") finds himself at a new level, where many or most duties revolve around managing
            people—not technical skill. This means the working world is peppered with bad bosses.

         
         
         
         
         The Peter Principle does much to explain why so many people who are abrasive, thoughtless, and otherwise interpersonally inept
            are in so many positions of power in organizations everywhere. The classic mistake is assuming that if someone has a special
            expertise, it necessarily means they also have the ability to lead. "I call it the Michael Jordan effect," Paul Robinson,
            director of Sandia National Laboratories, tells me. "I see it all the time in science labs: A top executive leaves and you
            immediately turn to the best scientist as the replacement.

         
         
         
         
         "But it's as if the Chicago Bulls lost a coach and appointed Michael Jordon to replace him. He's a brilliant basketball player,
            of course, but the game comes so naturally to him that he may not be very good at coaching other players—he probably never
            even thinks about how he does what he does. So how well are the Bulls going to do as a team when Michael Jordan is on the
            bench, not on the court? It's the same with us—we need those outstanding scientists in the lab, not in the office."

         
         
         
         
         To avoid the problem, "We set up two tracks, recognizing that some people are excellent technical professionals and like their
            work, but terrible managers and dislike management as a career," Ira Stepanian, retired CEO of BankBoston, told me. "Without
            the people skills they would never succeed at the top levels of management. We tried to spare them the failure of the Peter
            Principle by keeping them in a professional track."

         
         
         
         
         Again, the principle applies to jobs of every sort. Take, for example, Patrick McCarthy, the star sales associate at Nordstrom.
            Early in his career McCarthy was promoted to department manager—a post he left after a year and a half to return to sales.21 As he put it: "Sales was what I was good at and felt comfortable with."

         
         
         
         
         The Computer Nerd: Trained Incapacity 

         
         
         
         
         People in information technology are notorious for having high levels of technical skills, but not getting along with people
            so well," an executive at Hitachi Data Systems told me. "They tend to lack certain skills, like empathy and social abilities.
            Folks in information tech divisions are famous in our industry for not getting along with people in other parts of their companies."

         
         
         
         
         I used to think that such pronouncements reflected a cultural misperception, a negative stereotype of the "computer nerd."
            Underlying my assumption was my belief that emotional intelligence and IQ were essentially independent.

         
         
         
         
         But a friend on the faculty at MIT argues that at the extreme high end of the IQ scale, there is often a lack of social skills.
            "Trained incapacity" is the term used by Stephen Rosen, himself a theoretical physicist, and now head of a project to study
            why some scientists' careers founder.22"The smarter they are, very often the less competent they are emotionally and in handling people. It's as though the IQ muscle
            strengthened itself at the expense of muscles for personal and social competence."

         
         
         
         
         Mastery of these technical pursuits demands long hours spent working alone, often beginning in childhood or the early teen
            years—a period of life when, ordinarily, people learn vital social skills from interacting with friends. Self-selection plays
            a role, too. People who are attracted to fields typified by very high levels of cognitive effort, like computer science or
            engineering, are sometimes drawn "in part because you don't have to deal with your emotions," points out Robert E. Kelley,
            a psychologist at Carnegie-Mellon University. "This is why nerds are drawn to fields like engineering— you can be reclusive,
            get by with few social graces, as long as you do well on the cognitive side."

         
         
         
         
         This does not mean, of course, that all high-IQ scientists are socially incompetent. But it does mean that emotional intelligence
            abilities will pay off with special strength in such careers, where the pool of potential standout managers—people with both
            high science skills and high social skills—may be relatively small.

         
         
         
         
         In an unusual study begun at the University of California at Berkeley in the 1950s, eighty Ph.D. students in science went
            through an intensive battery of IQ and personality tests, as well as extensive interviews with psychologists who evaluated
            them on such qualities as emotional balance and maturity, integrity, and interpersonal effectiveness.23

         
         
         
         
         Forty years later, when the former students were in their early seventies,  researchers tracked them down again. In the 1994
            follow-up, estimates were made of each person's career success on the basis of resumes, evaluations by experts in their own
            field, and sources like American Men and Women of Science. The result: Emotional intelligence abilities were about four times more important than IQ in determining professional success and prestige— even for these scientists.

         
         
         
         
         As an engineer who formerly worked at Exxon told me, "What made the difference there wasn't your grade point average—everyone
            there had done well in school. The difference was in personal qualities like perseverance, finding a mentor, being willing
            to put in more hours and try harder." Or, as Ernest O. Lawrence, the Nobel laureate who founded the labs at Berkeley that
            bear his name, put it, "In scientific work, excellence is not about technical competence, but character."24

         
         
         
         
         Help Wanted: Techies with Passion and Intuition 

         
         
         
         
         Such realizations have spurred a growing movement among graduate schools to ensure that budding engineers and scientists come
            into the working world with stronger emotional intelligence skills. Phil Weilerstein, director of the National Collegiate
            Inventors and Innovators Alliance, told me, "The skills engineers will need in the future are different from what they have
            been trained for: to sit in a cubicle at General Dynamics and design propeller blades. They need to be nimble enough to change
            jobs every three, four, five years. They need to know how to develop and execute ideas as a part of a team, how to sell an
            idea, take criticism and feedback, adapt. Engineering education has ignored this range of skills in the past. It can't afford
            to in the future."

         
         
         
         
         As John Seely Brown, director of Xerox Corporation's Silicon Valley R&D facility, said to me, "I raise eyebrows when I tell
            people that we don't go out of our way to hire the brightest people—in all the years here, I've never looked at anyone's university
            transcript. The two competencies we look for the most are grounded intuitions and a passion for making an impact. We want
            people who are bold but grounded."

         
         
         
         
         But what does it mean to be intuitive, passionate, bold but grounded— to display emotional intelligence? What are the human capabilities that matter most for on-the-job effectiveness?

         
         
         
         
         Answering these questions in precise detail will be the next stop in our exploration of what it means to work with emotional
            intelligence.
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