

Critically discuss the extent to which psychological characteristics predict successful leadership in the workplace

	According to Di Fabio and Saklofske (2019) developing relationships with others is a fundamental aspect to improving a person’s wellbeing, which can also impact wellbeing within the workplace. Hogan, Curphy and Hogan (1994) explain that psychologists are aware that an individual’s cognitive ability and personality can predict successful leadership in the workplace. However, individuals are generally selected based on their skill set rather than their ability to lead. Rosete and Ciarrochi (2005) believe that questions still arise as to why experienced and intelligent individuals are not always successful leaders given the demands of the environment they are in, they suggest that leaders may require characteristics of emotional intelligence. Therefore, this essay will discuss whether the psychological characteristics of emotional intelligence can really predict successful leadership within the workplace.
Emotional intelligence (EI) is described as the ability to perceive and understand emotions and generate feelings which guide the cognitive abilities of problem solving. This term of emotional intelligence has suggested the existence of additional ways of intelligence which could ultimately provide success in all types of relationships such as family, romantic and work related. (Lopez & Snyder, 2011). Generally used by business personnel, EI focuses on an individual’s pre-existing psychological attributes of emotions and intelligence in the workplace (Maul, 2012). Riggio and Reichard (2008) express the importance of emotional intelligence, specifically when regarding leadership or managerial situations as it can be positively linked with a leader’s charisma and overall effectiveness, this is essential in being able to convey emotional messages. Mintzberg (cited in Riggio et al., 2008) explains how critical it is for a person to acquire interpersonal skills for managerial effectiveness, such as empathy and emotional competence when predicting potential leadership effectiveness as well as many more. Deficits found in these social skills can lead to lower levels of emotional competence which inevitably can result in the breakdown of relationships both personal and work related (Riggio et al., 2008). Theories focusing on the impact of personality traits believe that certain traits differentiate leaders from followers. The perspective is not that certain traits can ensure effective leadership success, but some traits are preferred in operational behaviours (Eeden, Cilliers & Deventer, 2008).
Higgs and Aitken (2003) believe that over the years, organisations have been interested in researching which traits, if any could associate with the ability to become an effective leader. According to Gardner and Stough (2002) leaders who are considered emotionally intelligent are perceived as happier, show more commitment to their work, strive for success, and display better performance in their workplace. This is important in a working environment as research by Barsade (cited in Riggio et al., 2008) indicates a positive effect within a working group of individuals which ensures highly motivated team members and better performances. Riggio et al., (2008) propose that leaders expressing emotions sensitively and displaying the emotional intelligence to express them accurately is crucial to maintaining the relationship with their followers. Emotional intelligence explained by George (2000) does not just involve the awareness of oneself and others’ emotions, but it benefits more functional ways being able to direct attention to focus on several concerns. The ability to manage one’s own mood as well as manage the feelings of others within the workplace is necessary for a leadership role, because George also believes that emotional intelligence can enhance a manager’s ability to deal with issues and address any problems that could arise within an organisation (Gardner & Stough, 2008). 
Transformational leadership contains the following factors of idealized influence, the ability to inspire and motivate and to intellectually stimulate (Barling, Slater & Kelloway, 2000). Emotional intelligence is believed to be another factor that may influence transformational leadership, Goleman also strongly argues that emotional intelligence is essential for being a successful leader.  This is because emotionally intelligent individuals have more success in communicating their goals and interests making others feel that they are the best candidate for the position of leader (Ziedner, Matthews and Roberts, 2004). Barling’s research suggests that leaders could possibly endure appropriate training for transformational leadership if there is a positive interaction with emotional intelligence. Barling et al., (2000) conducted a study to explore the relationship between transformational leadership and emotional intelligence, their findings suggested that emotional intelligence is strongly related to three aspects: idealized influences, the ability to inspire and motivate, and consideration. Those who displayed these behaviours were expected to be more effective within their leadership in the workplace (Rosete et al., 2005).
There are several different studies used to examine the relationship between emotional intelligence and leadership effectiveness, the first originated by Salovey and Mayer and revised by Salovey, Mayer and Caruso (2002) named the Mayer-Salovey-Caruso Emotional Intelligence Test (MSCEIT; 2004). This four-branch model of emotional intelligence consists of perceiving emotions, facilitating thoughts, understanding emotions and managing those emotions (Brackett & Salovey, 2006). The theory of emotional intelligence was later elaborated by Goleman. Previous studies suggest that the MSCEIT used within organisations can positively contribute many of the job’s aspects; but not all. A study conducted by Janovics and Christiansen on 176 employed undergraduates used the MSCEIT, as well as the completion of a survey by their employers regarding their performance on the job indicated that the MSCEIT scores were significantly related to predicting supervisor potential (Brackett et al., 2006). The relationship between emotional intelligence and leadership has also been explored by Higgs and Rowland (Higgs et al, 2003) where they too suggest that there is evidence of emotional intelligence being a predictor of leadership. However, it did contain several limitations regarding the sample size and the type of organizational setting. Higgs explains the need for caution when interpreting those findings as there is potential for generalising those findings depending on the type of organisation and sample size.
Another method used to explore the relationship between emotional intelligence and positive relational management potential was conducted by Di Fabio et al., (2019) whilst controlling additional personality traits that are already known to be predictors of leadership. Participants were provided with the Big Five Questionnaire (BFQ), the Trait Emotional Intelligence Questionnaire Short Form (TEIQue-SF) and finally the Positive Relational Management Scale (PRMS). The findings suggest that due to emotional intelligence including identification, understanding and managing emotions it was found that those who scored higher levels of emotional intelligence were more likely to have a greater level of PRM skills or leadership. More significant factors for this study displayed well-being and sociability were two of the most highly associated personality traits due to the importance of being able to form relationships with others. A limitation to this study however is that this sample was just made up of Italian workers, so future research should broaden their sample from additional organizations and countries (Di Fabio et al., 2019).
Mandell and Pherwani (2003) predicted the relationship between emotional intelligence and leadership, but also looked at the gender comparison within the workplace. The study involved the completion of the Multi-factor Leadership Questionnaire (MLQ) to determine the individual’s leadership style, and the Bar-On Emotional Quotient Inventory (EQ-I) to determine the level of emotional intelligence. The results showed that there was a difference in gender regarding EI and leadership. The sample included a varied range of individuals scoring a mean age of 39 years but leadership experience ranging from 1-40 years. A significant relationship was displayed by the results of the relationship between EI and leadership style, gender was later added as a predictor, however; this was not found to have a significant relationship between EI and leadership, despite there being a relationship between differences of emotional intelligence within men and women.
Rosete et al., (2005) also conducted a study to explore the relationship between emotional intelligence and leadership effectiveness, but also looked at the participants cognitive ability. This study also used the MSCEIT as well as the WASI to determine the participants cognitive ability, then the leadership effectiveness was rated on a five-point scale. The findings suggested that individuals that demonstrated higher scores of emotional intelligences were more likely to succeed in leadership effectiveness. Also, when using a regression analysis, it was found that when emotional intelligence was associated with emotions in the workplace, it was able to predict effective leadership. Rosete et al., (2005) explained that due to this study, EI is a credible tool to use when identifying what people are the best effective leaders. Although, Rosete did not mention what the limitations faced throughout this study were despite mentioning their existence; which would be mentioned amongst future studies. A suggestion from Rosete et al was the hypothesis that higher levels of emotional intelligence is what ensures effective leadership, however; they wonder whether it is in fact positive performance that provides leaders with higher levels of emotional intelligence. Therefore, to examine this, Rosete believes that future studies should look at newly hired individuals that begin working for that organisation as well as their time within that organisation.
Despite the studies previously mentioned all claiming the relationship and predictability of emotional intelligence in effective leadership as valid, Cherniss, Extein, Goleman and Weissberg (2006) wonder what the research really indicates. Several studies have been conducted regarding emotional intelligence and its effectiveness not just in the workplace but rather in military environments as well as educational settings. Cherniss et al., (2006) explains that most of the studies that used MSCEIT did find a positive relationship between emotional intelligence and success in the workplace. However, Lopes (cited in Cherniss et al, 2006) believes that most of these studies had included the controlled variables of additional personality characteristics as well as cognitive ability which could have influenced the results. Cherniss et al mentions that critics have complained about the amount of studies supporting the association between emotional intelligence and performance in the workplace or other areas are not peer reviewed; as well as not being analysed properly but rather interpreted to the researcher’s opinion on the data. Another critique of emotional intelligence is Goleman’s view of the importance of EI to succeed and endure happiness throughout life regarding his previous opinion, that emotional intelligence accounts for 80% of success in life and how It is more efficient in predicting academic achievements than IQ tests. Goleman’s opinion explains that this is due to EI is better at discriminating who will or will not be the most appropriate for the leadership role (Cherniss et al., 2006). 
Lastly, a critical review of emotional intelligence in the workplace by Zeidner et al., (2004) explains how there are several studies that use mixed models when exploring emotional intelligence and the relationship with leadership, it is believed that the methods of self-report questionnaires for example have very low reliability and validity as they are easier adjusted to appear more desirable. Zeidner et al., (2004) also explains that within an organisation, the success overall cannot only be accounted for by the levels of IQ, therefore there must be additional characteristics required to succeed. In Zeidner’s review, it is agreed that there was a moderate correlation between emotional intelligence and job performance in Janovics and Christiansen’s study, as it is also explained that although EI may not be as important as researchers believe, the amount of empirical evidence suggests it does offer some additional measures. Overall, Zeidner mentions how the predictive validity of the self-report questionnaires used to explore EI may have a strong relationship with other personality factors which could overlap; therefore, evidence is potentially contradictory. The importance of understanding emotional intelligence requires the identifications of the purposes of why EI is necessary for that occupation. An example would be that police officers may require more job orientated testing of emotional intelligence to enable appropriate dealings with minorities groups; whereas nurses who interact with patients on a day-to-day basis experience more emotional challenges on the job therefore require different testing. To examine EI measurement validity, empirical evidence must predict success in the organisation. The basics requirements involve displaying a high reliability within all successful and not so successful groups and their criteria and amongst large groups (Zeidner et al., 2004). Zeidner also emphasises that what EI offers that is more beneficial to IQ screening is still unknown, however should the job require a skillset such as empathy, EI should then become useful in the assessment. Finally, Zeidner et al concludes by explaining that research studies that have been validated will provide more information on when and how EI has been found to provide more effective evidence when used in an occupational environment.
To conclude, after evaluating all the previous research presented, it seems evident that emotional intelligence may in fact be able to predict effective leadership within the workplace. To summarise this research, emotional intelligence has been shown to affect some types of relationships whether that be in business or pleasure (Lopez et al., 2011). As forming and maintaining relationships are important in all aspects of life, it is undeniable that emotional intelligence must play some part in the effectiveness of these relationships to have a happy working environment; and how lower levels of emotional intelligence could result in breakdowns of these relationships thus causing a negative working environment (Riggio et al., 2008). There is no definitive research to say that personality traits can or cannot ensure successful leadership however certain organisations are meticulous in their preferred characteristics (Eeden et al., 2008) because should the job require emotional communicative skills, the emotional intelligence tests are worth using. As George (2000) explains, emotional intelligence is not just useful for communication skills and maintaining relationships but those who display higher levels of emotional intelligence show their ability to focus their attention on tasks within their organisations and not allow emotional disruptions or influences. Based on the studies using MSCEIT it seems that they all agree with the effectiveness and predictability as they all found a positive association between emotional intelligence and potential leadership effectiveness (Cherniss et al., 2006). Both Higgs and Rosete’s studies believed the evidence suggests the practicality examining emotional intelligence in the workplace, as Rosete explained that emotional intelligence is better at discriminating against who will or will not be the best leaders. As like MSCEIT, the study using the MLQ and EI-Q also found significant relations between emotional intelligence and leadership potential as well as the TEIQue-SF, BFQ and PRMS. The only limitations amongst any of these studies were the shortage in sample size and the type of organisation. Amongst all these findings, the only negatives that could cause confusion on the emotional intelligences’ ability to predict successful leaderships are due to the mixed methods questionnaires as the additional personality factors could overlap the EI and cause the questionnaires to appear unreliable (Zeidner et al., 2004). To finalise, given the research provided above, emotional intelligence appears to be more useful in predicting leadership success than it is ineffective however, more research must be conducted amongst larger samples across multiple organisations to truly recognise its importance.
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