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Emotional Intelligence and Cultural Intelligence in 

Effective Leadership

• Global organisations operate within culturally diverse and collaborative 

environments (Bratton, 2023).

• Traditional hierarchical leadership is shifting towards participative and 

empathetic approaches.

• Edith Heard emphasises listening, empathy and horizontal leadership 

relationships (Cookson, 2022).

• Modern leadership success depends on interpersonal and cross-cultural 

competence.

Aim: To examine the importance of emotional intelligence and cultural 

intelligence in effective leadership, and to evaluate how both are essential 

for leadership effectiveness in modern organisations.
Figure 1: Comrie (2022)



Why EI and CQ matter for Effective Leadership

Leadership challenges in modern diverse organisations

•Managing emotions and maintaining trust

•Addressing cultural misunderstandings

•Resolving conflict and unequal power dynamics

•Enabling collaboration across diverse teams

•Applying inclusive leadership effectively

Leadership application

•EI supports emotional regulation, empathy, and relationship 

management

•CQ supports culturally appropriate understanding and responses

References: (Sternberg et al., 2022; Miao, Humphrey, and Qian, 2020)

Figure 2: da Cunha (2024)



Emotional Intelligence (EI) and Leadership Effectiveness

EI is the ability to recognise and manage emotions effectively 
(Barnes, 2016)

Helps leaders build trust, communicate well, and manage 
conflict

Supports motivation, teamwork, and positive organisational 
climate

Improves leaders’ ability to respond to employee needs

Critical point: EI is sometimes criticised for overlapping 

with personality and being measured inconsistently 

(Bulkan and Higgs, 2025)

Figure 3: Jodie W (2026)



Goleman’s Emotional Intelligence Model: Leadership 

Value and Limitations

Goleman’s EI Dimensions 
(Mendenhall et al., 2025)

• Self-awareness - improves 

judgement under pressure.

• Self-regulation - support 

calm conflict management

• Motivation - drives 

persistence and leadership 

focus

• Empathy – strengthens trust, 

inclusion, and understanding

• Social skills – improve 
collaboration and influence

Critical Evaluation

• Practical and leadership-

focused

• Easy to apply in teams

• Hard to measure objectively

• May overlap with personality

(Miao, Humphrey, and Qian, 

2020; Walter, Humphrey, and 

Cole, 2012)

Figure 4: PMC Training, (n.d.)



EI in Leadership Practice: Nadella and Pichai

Microsoft – Satya Nadella

• Used empathy and listening to reshape Microsoft’s culture

• Encouraged collaboration, learning, and openness across teams

• Shows how EI can support trust and organisational culture 
change (Bulkan and Higgs, 2025)

Google – Sundar Pichai

• Promoted calm, inclusive leadership in a global organisation

• Supported psychological safety and teamwork in knowledge-
based teams

• Shows how EI can improve communication, inclusion, and 
collaboration (Walter, Humphrey, and Cole, 2012)

Insight

• These examples suggest EI strengthens trust, engagement, and 
team performance

• However, EI alone does not guarantee success, as outcomes also 
depend on strategy, structure, and market conditions

Figure 5: Darley (2025)



Cultural Intelligence (CQ) and Leadership Effectiveness

Cultural Intelligence is the capability to function 
effectively across cultures (Richter et al., 2021)

Supports leadership in globalised organisations

Reduces misunderstandings linked to norms and 
communication styles (Sternberg et al., 2022)

Enhances communication, inclusion, and collaboration 
across cultures

Critical point: A leader may have EI, but without CQ 
may still misread cultural expectations

Figure 6: Jennings (2022)



Four-Factor Model of Cultural Intelligence in Leadership

Four CQ Dimensions (Northouse, 2021)

• Metacognitive CQ – questioning assumptions in cross-cultural 
situations

• Cognitive CQ – understanding cultural norms and systems

• Motivational CQ – willingness to engage across differences

• Behavioural CQ – adapting communication and actions 
appropriately

Critical Evaluation

• Enables adaptive leadership in multicultural organisations

• Improves cross-cultural communication and decision-making

• Treats CQ as a developable leadership capability

• However, culture is dynamic and cannot be fully predicted by one 
model

• Requires continuous learning and organisational support (Walter, 
Humphrey, and Cole, 2012)

Figure 7: Pogosyan (2022)



CQ in Leadership Practice: Paul Polman and Howard Schultz

Unilever - Paul Polman

• Adaptive leadership across global markets (Richter et al., 2021)

• Supported inclusive workforce management

• Illustrates CQ in global strategy and stakeholder leadership

Starbucks - Howard Schultz

• Adapted products and customer experience across cultures (Miao, 
Humphrey, and Qian, 2020)

• Balanced local responsiveness with global brand consistency

• Illustrates CQ in international expansion and decision-making

Insight

• CQ supports collaboration, inclusion, and market responsiveness

• But success also depends on strategy, structure, and local 
conditions.

Figure 8: Codsi (2022). Figure 9: O’Leary (n.d.) 



Integration of EI and CQ in Leadership

CQ EI

Figure 10: Jamie (2012)

Emotional Intelligence manages emotions, relationships, 

and trust (Barnes, 2016)

Cultural Intelligence supports interpretation and adaptation 

across cultures (Sternberg et al., 2022)

Together they:

• Improve communication and inclusion

• Strengthen trust and conflict management

• Support cooperation and innovation

• Enable effective multicultural teamwork

Critical insight:

EI and CQ are complementary, but leadership also depends 

on ethics, judgement, strategy, and context



Leading Multicultural and Collaborative Teams

Leadership challenges in multicultural teams

Different communication styles and expectations

Varied approaches to conflict and decision-making

Trust building across diverse or remote teams

Collaboration across cultural boundaries

How EI and CQ help

EI supports trust, engagement, and conflict management

CQ supports culturally appropriate communication and 
adaptation (Miao, Humphrey, and Qian, 2020)

Together, they strengthen inclusion, cooperation, and team 
effectiveness

Figure 11: Kuttihassan (2025)



My Leadership Development Reflection

Improve self-awareness and emotional regulation 
(Northouse, 2021)

Strengthen active listening and empathy

Build cultural curiosity and adaptability

Use reflection and feedback for improvement

Adapt communication across different team settings

Develop leadership through diverse teamwork 
experiences

Figure 12: EMISA (n.d.)



Conclusion

• EI and CQ are essential for leadership effectiveness in 

modern organisations

• EI strengthens trust, empathy, and relationship management

• CQ strengthens cultural understanding and adaptive 

communication

• Theories and business examples show their practical 

leadership value

• However, leadership also depends on ethics, judgement, 

strategy, and context

• Effective leaders apply EI and CQ critically in complex 

organisational environments

Figure 13: Strategic Consultancy Group (n.d.)
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