
Self Awareness
Recognizing one’s own emotional states

Social Awareness
Recognizing others’ emotional states 

(i.e., empathy)

Self Management
Ability to regulate one’s own emotional

states

Relationship Management
Ethically and effectively influencing others’

emotional states

EMOTIONALLY INTELLIGENT
LEADERSHIP

JANUARY 2024LUNCH AND LEARN HANDOUT

The concept of emotional intelligence (EI) was popularized by Daniel Goleman in the 1990s, though the idea has roots in
earlier psychological research. Goleman highlighted the importance of EI in leadership, focusing on qualities like self-
awareness, self-regulation, motivation, empathy, and social skills. His work suggested that these non-cognitive skills can be
as important as traditional measures of intelligence in a leader's success.

To learn more about EI Leadership or want help integrating it into your organization email rachel@breakthenormleadership.com

Emotional intelligence can be summarized in 4 components: (1) self-awareness, (2) self-regulations, (3) social awareness,
and (4) relationship management

SUMMARY OF STRATEGIES TO INCREASE EMOTIONALLY
INTELLIGENT LEADERSHIP PROFICIENCY AND

CONSISTENCY

At Break the Norm Leadership, we believe leadership is not just about making
decisions and directing teams; it's about doing so in an emotionally intelligent
way. This means being aware of your emotional state, managing your emotions
effectively, understanding and empathizing with the emotions of others, and
fostering positive relationships within your team. The goal is not just to be a
leader but to be a leader who is attuned to the emotional dynamics of their
team and organization. This approach fosters a more positive and productive
work environment and drives better results and higher satisfaction among team
members.

Below are strategies (i.e., general approaches and mindsets) and tactics (i.e.,
observable behaviors) aligned with the four emotional intelligence quadrants.
Select a quadrant on which you want to focus, and within that quadrant select a
strategy to pursue and perhaps 2-3 tactics associated with that strategy.
Commit to spending the next 90 days turning that approach and those
behaviors into habits within the context of your work, home, and personal lives.
For extra credit, regularly share your progress with an accountability partner.

We’d love to hear from you about your successes and challenges!

1/5



Self Awareness Strategies
Cultivate Mindful Reflection1.
Enhance Emotional Literacy2.
Practice Real-Time Monitoring3.

Social Awareness Strategies 
Gather and Interpret Social Information
Effectively

1.

Enhance Empathy and Understanding2.
Stay Informed and Culturally Aware3.

Self Management Strategies
 Develop your emotional regulation skills1.
Set personal goals for improvement2.

Relationship Awareness Strategies
Foster Effective Communication1.
Build and Maintain Trusting Relationship2.

 STRATEGIES TO INCREASE EQ LEADERSHIP
PROFICIENCY AND CONSISTENCIES

EQ LEADERSHIP STRATEGIES AND TACTICS
SELF-AWARENESS STRATEGIES & TACTICS

Cultivate Mindful Reflection1.
Journaling: Regularly write about your feelings and reactions to
understand your emotional patterns better.

a.

Feedback Solicitation: Actively seek feedback from others about
your emotional responses and their impacts.

b.

End-of-Day Review: Reflect on your day, focusing on how
different events affected your emotions.

c.

Mindfulness Practice: Engage in mindfulness exercises to
enhance present-moment awareness of your emotional state.

d.

Enhance Emotional Literacy2.
Emotion Vocabulary Expansion: Learn new words to describe your
emotions for more precise emotional communication.

a.

Empathy Exercises: Practice understanding emotions from others'
perspectives to enhance your empathy.

b.

Cultural Learning: Educate yourself about emotional expressions
in different cultures to broaden your emotional understanding.

c.

Art and Literature Engagement: Use diverse art forms to explore
and relate to a wide range of emotions.

d.

Practice Real-Time Monitoring3.
Regular Review of Bio Indicators on Smartwatch: Use technology
to track physiological indicators of emotions like stress or
excitement.

a.

End-of-Workday Bio Marker Review: Correlate biofeedback data
with daily events to identify emotional triggers.

b.

Alerts for Biofeedback Changes: Set up alerts for changes in
biofeedback data to prompt immediate awareness and
management of emotional responses.

c.

Integration with Mindful Reflection: Combine biofeedback insights
with mindful reflection to develop strategies for managing
emotions in similar future situations.

d.

SELF MANAGEMENT STRATEGIES AND TACTICS
Develop Emotional Regulation Skills1.

Breathing Techniques: Implement deep breathing exercises to manage stress and emotional spikes.a.
Pause Before Reacting: Cultivate a habit of taking a momentary pause before responding to emotional
triggers.

b.

Positive Reappraisal: Practice reinterpreting stressful situations to find positive aspects or learning
opportunities.

c.

Physical Activity: Incorporate regular physical exercise to reduce stress and improve mood.d.
Professional Support: Seek therapy or counseling for persistent emotional challenges.e.

Set Personal Goals for Improvement2.
SMART Goal Setting: Set Specific, Measurable, Achievable, Relevant, and Time-bound goals for
emotional development.

a.

Action Planning: Create a detailed plan for achieving these goals, including resources needed and
potential obstacles.

b.

Progress Monitoring: Regularly review and adjust goals based on progress and feedback.c.
Accountability Partner: Partner with a colleague or mentor to help maintain focus and accountability.d.
Celebrating Milestones: Acknowledge and celebrate progress toward your emotional development
goals.

e.
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SOCIAL AWARENESS STRATEGIES & TACTICS
Gather and Interpret Social Information Effectively1.

Active Listening Sessions: Schedule regular one-on-one
meetings focused on listening to and understanding team
members' perspectives.

a.

Structured Feedback Systems: Implement feedback tools that
encourage honest and constructive communication.

b.

Develop Observational Skills: Enhance your ability to notice non-
verbal cues and emotional signals, especially in virtual
interactions.

c.

Social Perception Training: Participate in workshops to improve
your skills in interpreting social and emotional information.

d.

Open Forum Creation: Establish open forums where team
members can freely share their thoughts and feelings.

e.

Enhance Empathy and Understanding2.
Active Listening: Practice full attention and responsiveness to
others' emotions during conversations.

a.

Perspective Taking: Regularly try to see situations from the
viewpoints of others, particularly in conflicts.

b.

Diversity Training: Engage in training sessions that focus on
understanding and valuing diverse perspectives.

c.

Feedback Seeking: Actively ask for feedback to understand the
impact of your actions on others.

d.

Community Engagement: Get involved in community activities to
broaden your understanding of various social dynamics.

e.

 Stay Informed and Culturally Aware3.
Continuous Learning: Keep educating yourself about different
cultures, social norms, and global issues.

a.

Network Diversification: Make efforts to connect with a
professionally and culturally diverse network.

b.

Cultural Events Participation: Attend events and workshops that
celebrate and educate about different cultures.

c.

Language Learning: Learn new languages to enhance your
cultural understanding and communication skills.

d.

Travel and Exposure: Explore different cultures through travel or
virtual cultural exchanges to gain direct experience.

e.

RELATIONSHIP MANAGEMENT STRATEGIES & TACTICS
Foster Effective Communication1.

Clear Messaging: Practice clarity and conciseness in verbal and
written communication.

a.

Non-Verbal Cues Awareness: Be mindful of and responsive to
non-verbal signals in interactions.

b.

Conflict Resolution Training: Participate in workshops or training
focused on resolving workplace conflicts.

c.

Regular Team Meetings: Hold regular meetings to ensure open
communication channels within the team.

d.

Feedback Culture: Encourage a culture of constructive
feedback within the team.

e.

Build and Maintain Trusting Relationships2.
Consistency in Actions: Ensure your actions consistently align
with your words.

a.

Empathy in Interactions: Show genuine concern and
understanding for team members' situations and perspectives.

b.

Recognition and Appreciation: Regularly acknowledge and
appreciate the contributions of team members.

c.

Mentoring and Support: Provide mentoring and support to team
members for their professional development.

d.

Team Building Activities: Organize team-building activities that
promote mutual understanding and trust.

e.

IMPLEMENTING AND MEASURING EMOTIONALLY INTELLIGENT LEADERSHIP PROGRESS
Like implementing any change initiative, launching an emotionally intelligent leadership initiative with your team or
organization requires planning and effort. Along the way, you are likely to experience challenges, but anticipating
those challenges and having contingency plans can make experiencing them manageable. Further, quickly and
effectively addressing challenges can increase stakeholder confidence in emotional intelligence overall. Below
is a table of common emotional intelligence implementation challenges, how each might be addressed, and
resources for further learning.
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Challenges Recommend Actions Sources and Further Learning

Resistance to
Change

Communicate benefits
clearly
Involve team in the
change process
Provide training and
support

Harvard Business Review: Articles on change
management
Kotter, J.P. (1996). Leading Change. Boston:
Harvard Business School Press

Lack of Awareness
about EI

Conduct EI workshops
Use EI assessment tools
Regular feedback
sessions

Goleman, D. (1995). Emotional Intelligence. New
York: Bantam Books
The Emotionally Intelligent Manager by David R.
Caruso and Peter Salovey

Skepticism About
EI's Effectiveness

Present case studies
showing EI impact
Share research findings
on EI benefits

Harvard Business Review: Case studies on EI
Bradberry, T., & Greaves, J. (2009). Emotional
Intelligence 2.0. San Diego: TalentSmart

Integrating EI into
Existing Culture

Align EI initiatives with
organizational values
Lead by example to
demonstrate EI behaviors
Regularly celebrate EI
successes

MindTools: Resources on organizational culture
and EI
The Center for Creative Leadership: Workshops
and articles on leadership and EI

Measuring Progress
in EI
LeadershipMeasuri
ng Progress in EI
Leadership

Use validated EI
assessment tools for
periodic evaluation
Establish clear KPIs
related to team dynamics
and performance
Conduct regular team
feedback surveys

Goleman, D., Boyatzis, R., & McKee, A. (2002).
Primal Leadership: Learning to Lead with
Emotional Intelligence. Boston: Harvard Business
School Press
The Consortium for Research on Emotional
Intelligence in Organizations: Tools and
measures

EQ LEADERSHIP CHALLENGES & RECOMMENDED
ACTIONS

SCRIPT FOR PROPOSING EMOTIONALLY
INTELLIGENT LEADERSHIP INITIATIVE 

WITHIN YOUR TEAM OR ORGANIZATION
Implementing an emotionally intelligent leadership initiative within your team or organization will likely require
support from stakeholders or leadership. Below is a script for a 20-minute conversation where you make the
case to your supervisor about the importance of emotionally intelligent leadership.

Introduction1.
Purpose: "I'd like to discuss how we can enhance our team's effectiveness and workplace environment
through emotionally intelligent leadership."
Personal Connection: "I've noticed that [insert specific and problematic team or workplace observation]
and believe focusing on emotional intelligence can make a significant difference."

Defining Emotional Intelligence2.
Explanation: "Emotional intelligence involves understanding and managing our own emotions and those of
others. It's about empathy, effective communication, self-awareness, and managing relationships. It’s not
about feelings."
Relevance: "In our context, this could mean [insert specific examples relevant to your organization]."
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3. Benefits of Emotionally Intelligent Leadership
Productivity and Performance: "Research shows that teams with
emotionally intelligent leaders have higher productivity and better
performance. For instance, in a financial setting, it can lead to better client
relationships and risk management."
Employee Engagement: "It also positively impacts employee engagement
and satisfaction, which is crucial for our team's [insert specific team goal or
project]."
Conflict Resolution: "EI leaders excel in resolving conflicts, leading to a
more harmonious workplace."

4. Case Studies and Evidence
Industry Example: "An example of emotionally intelligent leadership in
action is [choose an industry relevant to your organization]. It showed that
implementing EI practices resulted in [insert specific outcome from the
case study that are aligned with your supervisor’s or organization’s
priorities]."
Data Insertion: "In our team, we've seen [insert data or observations about
problematic team dynamics or challenges that could be addressed by
emotionally intelligent leadership]."

5. Proposing a Pilot Program
Suggestion: "I propose we start a pilot program focusing on EI
development. This could include leadership training, team workshops, and
regular feedback sessions."
Personalization: "Based on our team's needs, such as [insert specific team
challenges or goals], we can tailor this program to address those areas."

6. Measuring Success and Outcomes
Metrics: "We can measure the success of this initiative by looking at [insert
specific measurable outcomes, like employee satisfaction scores, team
productivity metrics, or conflict resolution instances]."
Feedback: "Regular feedback from the team will also be crucial in
assessing the program's impact."

7. Closing Remarks
Summary: "Incorporating emotionally intelligent leadership can significantly
benefit our team and organization. It aligns with our goals of [insert specific
organizational goals] and can foster a more productive and positive work
environment."
Call to Action: "I believe this is an investment worth making for our team's
future, and I'd be happy to lead or assist in this initiative."

ADDRESSING POTENTIAL SUPERVISOR QUESTIONS
Question: "What resources will this require?"1.

Response: "The initial phase would mainly require time for training and
workshops. We can utilize existing resources like [mention any relevant
internal training programs or budget allocations]."

a.

Question: "How will this align with our current leadership style or culture?"2.
Response: "Emotionally intelligent leadership complements various
styles. It's about enhancing our existing strengths by adding a layer of
emotional awareness and empathy."

a.

Question: "Isn't this just a soft skill that's hard to measure?"3.
Response: "While EI is often seen as a soft skill, its impact is
measurable. We can track improvements in team satisfaction, conflict
resolution, and even in our project outcomes."

a.

Question: "How will this affect our current workflow?"4.
Response: "Implementing EI practices can be integrated into our
existing workflow without causing disruptions. We can start with small
steps, like workshops or training sessions, and gradually incorporate EI
practices into our daily routines."

a.
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NEXT STEPS:
If you or your organization would like help introducing or expanding emotionally intelligent

leadership, then Break the Norm Leadership is here to help. We can provide workshops (in-
person, virtual, hybrid) and coaching (group, 1-on-1) to support you. Contact

rachel@breakthenormleadership to discuss options.


