
What Is Emotional Intelligence?
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5 COMPONENTS OF EMOTIONAL INTELLIGENCE

In 1998, in what has become one of HBR’s most endur-

ing articles, “What Makes a Leader?” Daniel Goleman 

introduced a framework of fi ve components of emo-

tional intelligence that allow individuals to recognize, 

connect with, and learn from their own and other peo-

ple’s mental states, as well as their hallmarks. While 

there are many frameworks off ering varying sets of 

EI competencies (and other models that conceive of 

emotional intelligence not as a set of competencies 

but rather as the ability to abstract and problem solve 

in the emotional domain), Goleman’s approach, out-

lined in exhibit 1, can be a helpful way to start building 

an understanding of emotional intelligence:
EXHIBIT 1

EI 
Component Defi nition Hallmarks Example

Self- 
awareness

 Knowing 
one’s 
emotions, 
strengths, 
weaknesses, 
drives, 
values, and 
goals—and 
their impacts 
on others

• Self- confi dence

• Realistic self-
assessment

• Self- 
deprecating 
sense of 
humor

• Thirst for
constructive 
criticism

A manager knows 
tight deadlines bring 
out the worst in him. 
So he plans his time 
to get work done well 
in advance.

Self- 
regulation

Controlling 
or redirecting 
disruptive 
emotions and 
impulses

• Trustworthi-
ness

• Integrity

• Comfort with
ambiguity and 
change

When a team botches 
a presentation, its 
leader resists the urge 
to scream. Instead, 
she considers pos-
sible reasons for the 
failure, explains the 
consequences to her 
team, and explores 
solutions with them.
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Leading by Feel

EI 
Component Defi nition Hallmarks Example

Motivation Being driven 
to achieve for 
the sake of 
achievement

• A passion for 
the work itself 
and for new 
challenges

• Unfl agging 
energy to 
improve

• Optimism in 
the face of 
failure

A portfolio manager 
at an investment 
company sees his 
fund tumble for three 
consecutive quarters. 
Major clients defect. 
Instead of blaming ex-
ternal circumstances, 
she decides to learn 
from the experi-
ence—and engineers 
a turnaround.

Empathy Consider-
ing others’ 
feelings, 
especially 
when making 
decisions

• Expertise in 
attracting 
and retaining 
talent

• Ability to de-
velop others

• Sensitivity to 
cross-cultural 
diff erences

An American consul-
tant and her team 
pitch a project to a 
potential client in 
Japan. Her team 
interprets the client’s 
silence as disapproval 
and prepares to leave. 
The consultant reads 
the client’s body lan-
guage and senses in-
terest. She continues 
the meeting, and her 
team gets the job.

Social skill Managing 
relationships 
to move 
in desired 
directions

• Eff ectiveness 
in leading 
change

• Persuasiveness

• Extensive 
networking

• Expertise in 
building and 
leading teams

A manager wants his 
company to adopt 
a better internet 
strategy. He fi nds 
kindred spirits and 
assembles a de facto 
team to create a 
prototype website. 
He persuades allies 
in other divisions to 
fund the company’s 
participation in a 
 relevant convention. 
His company forms 
an internet division —
and puts him in 
charge of it.

 Adapted from “What Makes a Leader” by Daniel Goleman, originally 
published in Harvard Business Review, June 2006.



ALWAYS
MOST OF
THE TIME FREQUENTLY SOMETIMES RARELY NEVER

1          I can describe my emotions in the moment I experience them.
2          I can describe my feelings in detail, beyond just “happy,” “sad,” “angry,” and so on.
3 I understand the reasons for my feelings.
4 I understand how stress affects my mood and behavior.
5 I understand my leadership strengths and weaknesses.

Total per column 
Points per answer x 5 x 4 x 3 x 2 x 1 x 0
Multiply the two rows above

TOTAL SELF-AWARENESS SCORE (sum of the row above)

EMOTIONAL SELF-AWARENESS

POSITIVE OUTLOOK
6 I’m optimistic in the face of challenging circumstances.
7 I focus on opportunities rather than obstacles.
8 I see people as good and well-intentioned.
9 I look forward to the future.
10 I feel hopeful.

Total per column
Points per answer x 5 x 4 x 3 x 2 x 1 x 0
Multiply the two rows above

TOTAL POSITIVE OUTLOOK SCORE (sum of the row above)

HOW WOULD YOU DESCRIBE YOURSELF?



11 I manage stress well.
12 I’m calm in the face of pressure or emotional turmoil. 
13 I control my impulses.
14 I use strong emotions, such as anger, fear, and joy, appropriately and for the good of others.
15 I’m patient.

Total per column
Points per answer x 5 x 4 x 3 x 2 x 1 x 0
Multiply the two rows above

TOTAL EMOTIONAL SELF-CONTROL SCORE (sum of the row above)

EMOTIONAL SELF-CONTROL 
ALWAYS

MOST OF
THE TIME FREQUENTLY SOMETIMES RARELY NEVER

HOW WOULD YOU DESCRIBE YOURSELF?

16        I’m flexible when situations change unexpectedly.
17        I’m adept at managing multiple, conflicting demands.
18 I can easily adjust goals when circumstances change.
19 I can shift my priorities quickly.
20 I adapt easily when a situation is uncertain or ever-changing.

Total per column 
Points per answer x 5 x 4 x 3 x 2 x 1 x 0
Multiply the two rows above

TOTAL ADAPTABILITY SCORE  (sum of the row above)

ADAPTABILITY



21        
22       

I strive to understand people’s underlying feelings.
My curiosity about others drives me to listen attentively to them.

23 I try to understand why people behave the way they do.
24 I readily understand others’ viewpoints even when they are different from my own.
25 I understand how other people’s experiences affect their feelings, thoughts, and behavior.

Total per column 
Points per answer x 5 x 4 x 3 x 2 x 1 x 0
Multiply the two rows above

TOTAL EMPATHY SCORE   (sum of the row above)

EMPATHY



Self-Awareness
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Exhibit 2 shows a vocabulary list of emotion terms; 

you can fi nd much more by searching Google for any one 

of these.

It’s equally important to do this with “positive” emo-

tions as well as “negative” ones. Being able to say that 

you are excited about a new job (not just “I’m nervous”) 

or trusting of a colleague (not just “He’s nice”), for exam-

ple, will help you set your intentions for the role or the 

relationship in a way that is more likely to lead to success 

down the road.

Consider the Intensity 
of the Emotion
We’re apt to leap to basic descriptors like “angry” or 

“stressed” even when our feelings are far less extreme. 

I had a client, Ed (not his real name), who was strug-

gling in his marriage; he frequently described his wife 

as “angry” and often got angry in return. But as the 

 vocabulary chart suggests, every emotion comes in a va-

EXHIBIT 2

List of emotion terms

Angry Sad Anxious Hurt Embarrassed Happy
Grumpy Disappointed Afraid Jealous Isolated Thankful
Frustrated Mournful Stressed Betrayed Self- conscious Trusting
Annoyed Regretful Vulnerable Isolated Lonely Comfortable
Defensive Depressed Confused Shocked Inferior Content
Spiteful Paralyzed Bewildered Deprived Guilty Excited
Impatient Pessimistic Skeptical Victimized Ashamed Relaxed
Disgusted Tearful Worried Aggrieved Repugnant Relieved
Off ended Dismayed Cautious Tormented Pathetic Elated
Irritated Disillusioned Nervous Abandoned Confused Confi dent



Defuse a Challenging Interaction
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EXHIBIT 3

Tackling unproductive behaviors

If the other person . . . Try to . . . 

Is aggressive and 
disrespectful

• Command respect by remaining calm.

• Interrupt verbal attacks by repeating the 
person’s name.

• Communicate your bottom line: “When 
you’re ready to speak to me with respect, 
I will take all the time you want to discuss 
this.”

Doesn’t listen to your side • Go into the conversation prepared to sup-
port your own perceptions and ideas.

• Redirect the person to your idea or infor-
mation with phrases such as “I was just 
wondering . . . ” “Bear with me a minute,” 
or “What do you suppose . . . ?”

• Acknowledge that the person possesses 
valuable knowledge, too.

Has an explosive outburst • Take a break and then continue the 
conversation.

• Get the person’s attention by waving your 
arms and calling their name loudly enough 
to be heard.

• Express genuine concern for the person: 
“Joe, nobody should have to feel this way! 
I want to help.”

Is uncommunicative • Schedule plenty of time for the person to 
respond to your ideas and questions.

• Ask open-ended questions: “What are you 
thinking?” “How do you want to proceed?” 
“Where should we go from here?”

• Gaze expectantly at the person for a longer-
than-usual period of time after making a 
comment or asking a question.

 Assumes that the situation 
can’t get better

• Give the person time to consider your plan 
and get back to you.

• Bring up and address the negative aspects 
of an idea before the other person does.



An Emotional Strategy for Negotiations

PREPARING YOUR EMOTIONAL STRATEGY

Preparation is key to success in negotiations. It’s vital to 

give advance thought to the objective factors involved 

(Who are the parties? What are the issues? What is my 

best outside option if we don’t reach a deal?), but it 

is perhaps even more important to prepare your emo-

tional strategy. Use the following questions and tips to 

plan ahead for each stage of the negotiation.

 Ask yourself: Remember: 

The 
buildup

• How do I feel?

• Should I express my 
emotions?

• How might the people 
across the table feel?

• Are they likely to hide or 
express their emotions?

• Should I recruit a third 
party to negotiate on my 
behalf?

• It’s normal to feel anxious and 
excited.

• Try to avoid expressing anxiety.

• Expressing forward-looking 
excitement may help build 
rapport.

• In emotionally charged 
situations (such as a divorce), 
consider having a third party 
(such as a lawyer) negotiate on 
your behalf.

The 
main 
event

• What things could hap-
pen that would make 
me feel angry?

• What things might I do 
that would trigger my 
counterparts to feel 
angry?

• What might they do or 
ask that would make me 
feel anxious?

• Be careful about expressing 
anger; it may extract conces-
sions but harm the long-term 
relationship.

• Avoid angering your counter-
parts; they are likely to walk 
away.

• Preparing answers to tough 
questions is critical for staying 
calm in the moment.

The 
fi nale

• What are the possible 
outcomes of the nego-
tiation? What do I hope 
to achieve? What do I 
expect to achieve?

• How would those out-
comes make me feel?

• Should I express those 
feelings? To whom?

• How are my counter-
parts likely to feel about 
the possible outcomes?

• To reduce disappointment, 
outline clear aspirations and 
expectations and adjust them 
throughout the negotiation.

• When you feel pleased about 
an outcome, it may be wise to 
keep it to yourself.

• The best negotiators create 
value for everyone, claiming the 
lion’s share for themselves but 
making their counterparts feel 
that they, too, won.
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