
Academic Physician and Scientist
is sent to all faculty, residents,
and medical students in US
medical schools. These are,
arguably, among the most intel-
ligent people in our society. The
vast majority of them will per-
form well as individual practitioners and
independent investigators. A small percent-
age of them will go on to positions as leaders
of clinical and basic science programs and
departments, deans of medical schools, and
CEOs of hospitals and health systems. Most
of this group will perform well in their lead-
ership roles—but some will struggle and oth-
ers will fail. It appears that cognitive intelli-
gence is not a particularly good predictor of
leadership success. A more relevant predictor
of success is emotional intelligence. What is
emotional intelligence and how does it affect
leadership success?

IQ and EQ
Cognitive intelligence (represented as a nor-
mative score usually referred to as “IQ,” or
intelligence quotient) is, in all probability,
“hard-wired” at birth. Knowledge is gained
through study and experience throughout
life. Both IQ (inherent intelligence) and
acquired knowledge are essential for entry
into the field of medicine, and promotion
and success in the academic ranks of the
health and biomedical sciences. However,
high intelligence alone does not correlate to
success as a leader among the faculty and
staff of academic medical centers and health
care institutions. Certainly a minimum IQ
and a vast array of acquired intelligence in
specific areas are necessary, but it appears
that these alone are not sufficient to assure
leadership success.

Emotional intelligence is a term coined
to describe an array of noncognitive capa-
bilities, competencies, and skills that influ-
ence one’s ability to succeed in coping with

environmental demands and pressures. As
such, it is an important factor in determin-
ing one’s ability to succeed in life. Emotion-
al intelligence is presented as a composite
score (quotient) or index (EQi) derived
from five component scores, which are in
turn assembled from 15 subscale scores.
The model is multifactorial and relates to
the potential for performance. Factorial
components resemble personality factors,
but, unlike IQ, one’s EQi can change and
can be altered through conscious and con-
certed effort.

The Binet-Simon test was developed in
1905 as the first standardized measure of
IQ. It was eventually renamed the Stanford-
Binet test because
of the contributions
of Stanford profes-
sor Lewis Terman
to the format of the
test. It was revised
in 1916 and again
several times since,
most recently in
1972. Separate tests
were developed for all ages in many areas
including vocabulary, definitions of abstract
words and spatial problems. 

The more contemporary IQ measure-
ment instrument is the Weschler Intelli-
gence Test. There are different Weschler
tests for different age groups. The Weschler
reports three scores: a verbal score, a per-
formance score, and a combined score
which is generally referred to as a measure
of a person’s IQ. A score of 100 is consid-
ered the normative score based on a large

sample of respondents in a
given age category. One stan-
dard deviation is 15 points, so
96% of all respondents will
have scores that fall between
85 and 115 (one standard
deviation above and below the

norm). While the author does not have spe-
cific data to support this, it is believed that
most applicants accepted to US medical

schools have IQs that fall one or
more standard deviations above

the norm and thus are in the top 2% of the
IQ test-taking population with respect to
cognitive intelligence.

Based on 19 years of research by Reuven
Bar-On, PhD, and tested on more than
85,000 individuals worldwide, the BarOn
EQ-i® is the premier scientific measure of
emotional intelligence. The BarOn EQ-i
measures one’s ability to deal with daily
environmental demands and pressures, and
helps predict one’s potential for success in
both professional and personal pursuits. It
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“The well-functioning,
successful, and emotionally

healthy individual is one who
possesses a sufficient degree
of emotional intelligence and

an average or above 
average EQ score.”
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is process-oriented, rather than outcome-
oriented in nature. Like the Weschler test of
intelligence, the BarOn EQ-i uses a norma-
tive score of 100 and a standard deviation of
15. The BarOn EQ-i® includes four validi-
ty indices and a sophisticated correction fac-
tor rendering scores for the following five
components and 15 subscales (see box). 

What Makes Measures of 
EQ so Useful?

Skills associated with emotional intelli-
gence are acquired and can be improved
through training, making the BarOn EQ-i a
valuable instrument for identifying poten-
tial areas for improvement and for measur-
ing the effectiveness of personal develop-

ment programs. The instrument is adminis-
tered and interpreted by an individual
trained in and certified to do so by the pro-
prietor (Multi-Health Systems, Inc. of
Toronto, Canada). Individuals who are
interested in continuous improvement in
their leadership performance can use the
BarOn EQ-i instrument to establish a base-
line measure and embark on a program,
alone or with a leadership coach, to address
areas that are below desired levels. Retest-
ing after six or more months can be used to
measure progress based on this self-assess-
ment. When used in conjunction with feed-
back from others, such as that provided by
the Lockwood Leadership Assessment, a
360-degree multi-rater feedback instru-

ment, an individual can track changes in
both personal perception of effectiveness as
well as the judgment of others with whom
they regularly interact. Feedback instru-
ments such as these help to highlight not
only strengths and weaknesses, and effec-
tive or ineffective styles, but also “blind
spots.” Behavioral and style blind spots rep-
resent “you as you are, and as you are seen
by others, but not as you see yourself.” As
such, just as blind spots in your car, the fail-
ure to be aware of them can get you into
trouble. This is clearly addressed by Joseph
Luft and Harry Ingham in their model of
the “Johari Window,” a communication and
feedback model that depicts how we give
and receive information about ourselves
and others.1

EQ is but a single factor in determining
one’s ability to succeed in their role as a
physician/scientific leader. Unlike IQ, EQ is
made up of factors that can be learned,
developed, and improved on. Enhanced
EQ is helpful in improving performance
and effectiveness. Here is what others have
written about the benefits of enhanced EQ.

Goleman on EQ
Daniel Goleman has popularized the con-
cept of emotional intelligence, publishing
widely on the subject. His books, Emotional
Intelligence and Working With Emotional
Intelligence, are in-depth explorations of the
subject. His work is summarized in two arti-
cles that appeared in Harvard Business
Review (“What Makes A Leader?” and “Lead-
ership that Gets Results”). In his first article,
Goleman observes, “It is not that IQ and
technical skills are irrelevant…they do mat-
ter as ‘threshold capabilities’…but emotional
intelligence is the sine qua non of leader-
ship…without it, a person can have the best
training in the world, an incisive, analytical
mind, and an endless supply of smart ideas,
but he still won’t make a great leader.” 

Goleman’s second HBR article highlights
similar EQ factors as Bar-On but places
them into four categories: Self-Awareness,
Self-Management, Social Awareness, and
Social Skill. He beautifully describes six
leadership styles (Coercive, Authoritative,
Affiliative, Democratic, Pacesetting, and
Coaching) and the styles/behaviors that
characterize each, noting that while one
appears to have a dominant style, the most
successful leaders develop a facility with

What does EQ measure?
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each and know how and when to apply
which style to a given situation. 

The effective leader does not apply a
“one size fits all” approach to either the sit-
uation or to all members of the leadership
team. The coercive and pacesetting styles
rarely are viewed as positive and thus are
infrequently used by the effective leader. A
good leader understands what each mem-
ber needs in order to be most effective and
adapts his or her style accordingly, offering
guidance and support in the right tenor and
tempo to effect the optimal performance
from those they lead.

Does a High EQ Distinguish
‘Good’ from ‘Great’?

Jim Collins has earned near-star status as a
well-recognized writer in the world of busi-
ness leadership over the past five years with
his two books, Built to Last (written with
Jerry Porras) and Good to Great.  In his
books and in articles that appeared in For-
tune, Fast Company, and Harvard Business
Review, Collins talks about the factors that
distinguish good leaders from great leaders.
In one discussion concerning what he has
coined as “Level 5 Leaders,” Collins
explores many of the same characteristics
identified above as components of emo-
tional intelligence.2 He notes that Level 5
Leaders are “a study in duality: modest and
willful, shy and fearless.” These are people
who are very in touch with themselves
(self-regard and emotional self-awareness);
focused, determined, and motivated
(assertiveness and independence); and
clear about who they are and where they
are going (self-actualization). They are,
however, focused on the accomplishments
of others and in touch with those around
them (empathy and interpersonal relation-
ships), flexible and in touch with reality,
and have an ability and a discipline to com-
mit their energies and lead those around
them to focus on the salient issues that are
critical to the effective pursuit of the mis-
sion and realization of the vision of their
organization. Further, they perform well
under stress, are seemingly always in con-
trol of their emotions and maintain a posi-
tive attitude, even in the face of adversity.
Finally, they truly enjoy what they are doing
and see their challenges as more play (fun)
than work. 

Level 5 Leaders have a strong sense of

humility—what Collins calls “compelling
modesty,” which is exemplified by their
persistent willingness to recognize the work
of others when things go well, and an
equally fervent intent to accept personal
responsibility and blame when they don’t.
Collins refers to this as the “window and
mirror” factor.

Most important, Level 5 Leaders focus
on people—recruiting the right people into
their organizations and purging their orga-
nization of those who do not share the
characteristics ascribed to a strong EQ, as
well as the necessary knowledge and skill
sets to be successful. Collins’ mantra is,
“People first…structure and process to fol-
low.” There is nothing more important,
Collins believes, than having “the right peo-
ple on the bus, the wrong people off the
bus, and the right people in the right seats.”

One question that Collins is still uncer-
tain of is whether these exceptional leaders
are “born or bred.” He believes that the
seed for exceptional performance must be
present but that it often lies underdevel-
oped. Consistent with the principles of
EQ, Collins believes that these characteris-
tics will emerge if properly cultivated and
refined with conscious and continuous
effort.

Drucker on ‘Knowing Thyself ’
Peter Drucker, the 93-year-old icon of busi-
ness management, shares his observations of
many of these same factors in his 1999 HBR
article on “Managing Oneself” wherein he
speaks to the importance of, “better under-
standing yourself…not only your strengths
and weaknesses but also your operating
style, values and talents.”3 Individuals who
take the time to explore those factors that
make up their EQ, to measure where they
stand on the EQ scale, and to address those
areas that need improvement,are is likely to
be far more successful as leaders of people
and organizations.

Summary
General intelligence is composed of cogni-
tive intelligence or intellect, as measured by
IQ, and emotional intelligence, which is
measured by EQ. The well-functioning, suc-
cessful, and emotionally healthy individual
is one who possesses a sufficient degree of
emotional intelligence and an average or
above average EQ score. The higher the EQ

score, the more positive the prediction for
general success in coping with environmen-
tal demands and pressures. In contrast, the
lack of success and the existence of emo-
tional problems are a function of the extent
and degree of deficiency evident in these
factors over time. EQ scores, when consid-
ered with IQ scores, will give a better indi-
cation of one’s general intelligence and thus
offer a better indication of one’s potential to
succeed.4 ✥
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