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Current Malaysian education has evolved due to 
globalization challenges, policies in meritocracy 

and teaching and learning Mathematics and Science 
in English, resulting in need for paradigm shift to a 
new mind set. Due to the complex organizational 
characteristics of schools today, however, principals 
are burdened with various work loads such as 
entertaining visitors and reading and answering 
letters. However, it is, evidently, not how well the 
principals technically adapt but  actually how well 
they handle  themselves and influence employees 
(teachers)  using emotions as basis. These 
emotional, value-based aspects of leadership are 
believed to influence the achievements of groups 
and organizations. As Goleman (1999) argues, it is 
emotional intelligence (EI) rather than intelligence 
quotient (IQ) that predicts the likely of future 
personal achievements.

Emotional Intelligence (EI) has been identified 
as the critical element needed for effective 
leadership. Goleman (1998: 94) has said that the 
most effective leaders are alike in one crucial way; 
they all have a high degree of what has come to 
be known as emotional intelligence”. Others have 
said, “by now, most executives have accepted 

that emotional intelligence is as critical as IQ to 
individual’s effectiveness” (Druskat & Wolff, 2001: 
81). Thus, organizations have incorporated many of 
these emotional intelligence beliefs into their work 
systems and performance expectations through 
training as well as  recruitment (Hamlin, 2003).  

With the integration of principal’s EI and 
effective leadership practices, it is hoped that 
effective schools will be realized. Unfortunately, 
the lack of research in EI in Malaysian schools 
context creates a gap between the understanding 
of EI, its effectiveness and school culture. The 
present study is an attempt to bridge this gap and 
aims at enhancing the leadership skills of school 
principals to face the ever-changing educational 
environment. 

In 1990, Salovey and Mayer proposed the 
first framework of emotional intelligence. Emotional 
intelligence as conceptualized by these authors, 
include the verbal and  non verbal appraisal and 
expression of emotion, the regulation of emotion in 
the self and others, and the utilization of emotional 
content in problem solving. In short, Emotional 
intelligence is described as involving abilities that 
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may be categorized into five domains: (a) self-
awareness, (b) managing emotions, (c)motivating 
oneself, (d) empathy, and (e) handling relationships 
(Salovey & Mayer, 1990).

The concepts of emotion and its management 
have recently been brought to the forefront of   Human 
Resource Development (HRD) scholars through 
interests in emotion management and organizational 
functions (Fabian, 1999). In addition to evaluating 
emotional intelligence and its relationships to 
personality, several researchers were interested in 
the impact of emotional intelligence on leadership 
skills, management skills and development. Huy 
(1999) presented a multilevel theory of emotion 
and change, which focused on the attributes of 
emotional intelligence at the individual level. He 
stated that emotional intelligence facilitates ones 
ability for adaptation and change, which is helpful 
through the effort of organizational change. Another 
figure in the area of emotional intelligence and 
management is Langley (2000), who explored the 
idea that emotional intelligence is a useful concept 
in determining a manager’s promotional readiness 
in global organizations. It was argued that a better 
understanding and assessment of these emotional 
intelligence attributes and abilities would provide 
the foundation for their further development and 
an opportunity to enhance their potential (Langley, 
2000). 

Leadership experiences and how they are 
related to social and emotional intelligence has also 
been explored (Kobe, Reiter-Palmon, & Rickers, 
2001). Through these analyses, both social and 
emotional intelligence accounted for the variance in 
leadership experiences, but emotional intelligence 
did not add unique variance beyond that of social 
intelligence. In fact there was significant overlap 
between these two constructs. It was concluded 
that social intelligence appears to play a primary 
role in leadership (Kobe, Reiter-Palmon, & Rickers, 
2001). This study found that both emotional and 
social intelligence were components of leadership 
experiences and supported the assertion of 
Salovey and Mayer (1993) that social intelligence 
is a broader construct that subsumes emotional 
intelligence. But, since 1993, Salovey and Mayer 
have refined their original trait pertaining to 
conceptualization of emotional intelligence. The 
broadening of this concept of emotional intelligence, 
to be more trait focused and to include many 
personality characteristics, that has not been put 
within a social intelligence umbrella (Kobe, Reiter-

Palmon, & Rickers, 2001), but has generated the 
following comment:

Virtually any link between personality and good 
school outcomes could be attributed to this 
broad conception of emotional intelligence….
the collection of character attributes now 
labeled as emotional intelligence was no 
longer one definable entity… (Mayer & Cobb, 
2000: 170).  

Leadership is a process of influencing others to 
understand and agree about what needs to be done 
and how it  can be done effectively and the process 
of facilitating individual and collective efforts to 
accomplish shared objectives (Yukl, 2002). A wide 
diversity of approaches to leadership has been 
proposed, from analyzing what leaders are like, 
what they do, how they motivate their followers, 
how their styles interact with situational conditions 
and how they can make major changes in their 
organizations, are only a few examples (Yukl, 2002; 
Yukl & Van Fleet, 1992). A great deal of research has 
been conducted surrounding these many theories 
and has led to a better understanding of leadership. 
But understanding how and why leaders have (or 
fail to have) positive influences on their followers is 
still a compelling question for researchers (George, 
2000). Feelings and moods have been shown to 
influence the judgments people make, attributions 
for success and failure and inductive or deductive 
reasoning. It is likely, that feelings play an important 
role in leadership. These emotion/mood capabilities 
have been addressed by emotional intelligence. 
Emotional intelligence describes that ability to join 
emotions and reasoning, using emotions to facilitate 
reasoning and reasoning intelligently about them 
(Mayer & Salovey, 1997). Several researchers 
have begun to evaluate this role of emotional 
intelligence and leadership. From subordinate 
ratings, a relationship between ability based 
emotional intelligence and leadership success was 
found. This ability based emotional intelligence 
appears to influence prediction of success through 
the perceptions of others. The relationships among 
emotional intelligence, personality, leadership and 
managerial effectiveness have been another area of 
study (Buford, 2001). A trait focused on perspective 
of emotional intelligence was used to assess the 
validity of emotional intelligence in predicting 
management performance and transformational 
leadership. Significant relationships and 
overlaps between emotional intelligence, all 
Big Five personality variables and self-reported 
transformational leadership and leadership 
effectiveness were found (Buford, 2001). Sosik 
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and Megerian (1999) also looked at trait based 
emotional intelligence of leaders and leaders’ 
performance. They examined if the self-awareness 
of managers would moderate the relationship 
between emotional intelligence, transformational 
leadership behavior and managerial performance. 
Their results suggested that managers, who 
maintain self-awareness, possess more aspects 
of emotional intelligence and are rated as more 
effective by both superiors and subordinates than 
those who do not (Sosik & Megerian, 1999). These 
studies suggest that there is an interest in evaluating 
the role of emotional intelligence and leadership. 
Specifically, an area that has not been evaluated is 
the role of ability-based emotional intelligence and 
transformational leadership.

Method
There are three hypotheses formulated to explore 
and establish the relationships between EI and 
leadership. 
•	 Ha 1: Emotional Intelligence correlates 

positively with leadership effectiveness

Ha 1a: Emotional Intelligence correlates 
positively with teachers’ satisfaction and 
commitment
Ha 1b: Emotional Intelligence correlates 
positively with departmental performance

•	 Ha 2: Emotional Intelligence correlates 
positively with effective leadership practices

•	 Ha 3: Leadership practices correlate positively 
with leadership effectiveness.

Ha 3a: Leadership practices correlate 
positively with teachers’ satisfaction and 
commitment
Ha 3b: Leadership practices correlate 
positively with school  performance

This study was conducted using a correlational 
research design to explore the relationship between 
EI and leadership effectiveness through testing. In 
order to test hypotheses, a questionnaire was used 
in the process of collecting data from respondent. 
About 1510 teachers and 151 principals of secondary 
school across the states of Northern Peninsula 
Malaysia (Penang, Kedah, Perlis and Northern 
Perak) participated in this study. In other word, a 
total of 10 teachers from eah school participated in 

evaluating their principals’ leadership effectiveness 
and practices.  The pre-requisite for respondents 
(teachers) in this study was, that the respondents 
must have at least one year of  working relationship 
with the current principal. 

The unit analysis in this study is the institutional 
level (school level), which is defined as aggregate 
mean representing each school. There are three 
sets of questionnaires used in this study.  The 360-
degree version of Workplace Swinburne University 
Emotional Intelligence Test (SUEIT) was used to 
measure workplace EI (Palmer & Stough, 2001). 
SUIET, which consists of 65 items measured on 
five-point Likert-type scale was answered by school 
principals. The SUIET provides a total EI scores 
as well as five dimensions; emotional recognition 
and expression; emotional direct cognition; 
understanding of emotions external; emotional 
management; and  emotional control. While the 360-
degree version of Leadership Practices Inventory 
(LPI) of Kouzes and Posner (1990) was used to 
measure the principals’ transformational leadership 
practices. The LPI consists of 30 items measured 
through the use of a five-point Likert-type scale. 
The third section of the questionnaire measures 
the leadership effectiveness in terms of school 
outcomes and teachers’ developmental results, 
which was constructed by Yukl (2002). Leadership 
effectiveness is also measured using a five Likert-
type scale. Both Leadership effectiveness and LPI 
were answered by teachers.

Test for Hypothesis 1a
Hierarchical multiple regressions were used 

to test the hypothesis where school grade, school 
location and principals’ gender were entered as 
control variabels in block 1. While in block 2 all 
five factors of EI (ERE, UEE, RDC, and EC) were 
entered  to check the predicting power in leadership 
effectiveness factors (teachers’ satisfaction and 
commitment). The results of this analysis is shown 
in Table 1.

Table 1 shows that only UEE and EC were found 
to be significantly predicting teachers’ satisfaction 
and commitment, with R2 value of 39 %. This results 
also means about 39 %  the variance in teachers’ 
satisfaction and commitment. Unfortunately, there 
is no relationship found between ERE, EDC, 
and EM pertinent with teachers’ satisfaction and 
commitment 
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Test for Hypothesis 1b
Table 2 presents the results of hierarchical 

multiple regressions  between EI and school 
performance where school grade, school location 
and principals’ gender were entered as control 
variabels in block 1. While in block 2 all five factors 
of EI (ERE, UEE, RDC, and EC) were entered  to 
check the predicting power in school performance. 

The result shows that only UEE was found 
to be significantly and positively related to school 
performance, with R2  value of 37 % which means 
37% of the variance in school performance. The R2  
in this model is 2 % lower than the R2 in value in 
H1a. This implies that departmental performance 
is a weaker indicator of leadership effectiveness 

than teachers’ satisfaction and commitment. But 
no relationship was found between ERE, EDC, EM 
and school performance.

Test for Hypothesis 2
Table 3 presents the results of hierarchical 

multiple regressions  between EI dimensions 
and  LP where school grade, school location and 
principals’ gender were entered as control variabels 
in block 1. While in block 2 all five factors of EI 
(ERE, UEE, RDC, and EC) were entered  to check 
the predicting power in LP.

The result shows that UEE and EC were found 
to be significantly and positively predicting effective 

Table 1: Hierarchical Multiple regression Analysis: Test for Hypothesis 1a

Table 2: Hierarchical Multiple regression Analysis: Test for Hypothesis 1b
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leadership practices. The results indicate that the 
combination of EI dimensions explains 35 % of the 
variance of leadership practices.

Test for Hypothesis 3a
Hierarchical multiple regressions were 

conducted  between leadership practices and  
teachers’ satisfaction and commitmet. Table 4 
below shows the results.  

The result shows that LP significantly and 
positively predicts teachers’ satisfaction and 
commitment with beta value of .70 and a total 
variance of 47% of teachers’ satisfaction and 
commitment can be explained by LP in this model.

Test for Hypothesis 3b
Table 5 shows the results of hierarchical 

multiple regressions  between leadership practices 
and  departmental performance.   

A significant relationship was found between 
leadership practice and departmental performance. 
A slightly lower of 3%  R2 was obtained for 
departmental as compared to teachers‘ satisfaction 
and commitment. In this case the model form Table 
5 explains 44% of the variance in departmental 
performance. 

Results
Results from this research reveal that understanding 
and controlling external emotions correlate positively 
with teachers’ satisfaction and commitment and 
effective leadership practices. In other words, if a 
school principal has the ability to identify emotions in 
others, to understand the causes and consequences 
of different emotions and at the same time is able 
to control his or her strong emotions, the teachers’ 
will feel more satisfied and committed. Besides that 
the results also have demonstrated that effective 

Table 3: Hierarchical Multiple regression Analysis: Test for Hypothesis 2

Table 4: Hierarchical Multiple regression Analysis: Test for Hypothesis 3a
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leadership practices have predictive power over 
leadership effectiveness. These confirm the causal 
chain of effects as proposed by Yukl (2002) where 
managers with high EI competency possess 
effective leadership practices would eventually 
increase employees’ satisfaction and commitment. 

Research results also demonstrate that 
understanding external emotion correlates 
positively with departmental performance. This 
outcome shows that if a school principal has the 
ability to identify emotions in others, to understand 
the causes and consequences of different emotions 
at work, and express through a number of different 
channels of the body such as body movements, 
vocal tones, facial expressions or combinations 
of them, their departmental performance would 
improve (Elfenbein & Ambady, 2002). The emotional 
intelligent skills of controlling one’s own emotions 
and perceiving others are required for today’s 
employees to work more effectively in group or 
team. The skills of persuasion, listening, patience, 
restraint, and offering sympathy are essential to 
work in harmony with others and navigating one’s 
career. Building on Goleman’s (1995; 1998) work 
and referring to him as the guru of emotional 
intelligence, the need for high emotional intelligence 
of salespeople is applied (Sexton, 2001)

The findings also confirm that effective 
leadership practices could explain a very significant 
variance in teachers’ satisfaction and commitment 
as well as departmental performance. It should 
be noted that leadership practices could explain 
a higher percentage of variance in teachers’ 
satisfaction and commitment as compared to 
departmental performance as proposed by 
Kouzes and Posner (1990). Though this study’s 
results cannot be broadly generalized, they are 
still important to consider for today’s practitioners. 

It appears that many of the benefits espoused 
regarding emotional intelligence to an individual’s 
leadership success and effectiveness need to be 
noted as Goleman (1995; 2000) has claimed that 
the key to leaders’ effectiveness and success in an 
organization is their emotional intelligence.

How leaders can be more effective is a core 
issue to the field of HRD. This study is intended 
to address the gap in providing more informed link 
between the theory and practice of the relationship 
between leadership effectiveness and emotional 
intelligence existing and enhancing leadership skills  
of school principals in Malaysia. The results of this 
study indicate that emotional intelligence has been 
an aide to leadership development, and leadership 
effectiveness. In addition, EI is a learnable behavior 
(Goleman, 1999). Human Resource Managers 
should try to include it in their training programs 
for the new as well as established principals and 
employees.

Due to the incorporation of emotional 
intelligence concepts into practice, and as yet, 
limited amount of empirical research in the area of 
emotional intelligence such as to develop a more 
closely aligned definition of emotional intelligence, 
the construct of emotional intelligence is a unique 
measure. Another recommendation for future 
research is to explore the concept of emotional 
intelligence from a qualitative perspective. It may 
be that emotional intelligence is difficult to measure 
in the quantitative perspective and a better 
understanding may be gained through looking at 
this differently. The nuances around individuals’ 
behavior and approach to others could be explored 
through a qualitative lens and would contribute 
additional knowledge in this body of emotional 
intelligence work.

Table 5: Hierarchical Multiple regression Analysis: Test for Hypothesis 3b
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The topic of emotional intelligence has 
generated a great deal of interest in the community 
of practitioners and a divergence of perspectives in 
the research community. A better understanding of 
this construct from a multitude of perspectives, along 
with tools to effectively measure it, will contribute 
significantly to this phenomenon of emotional 
intelligence and further clarify whether or not it 
provides a unique contribution to our understanding 
of individuals and to the field of HRD.

Conclusion
This study provides considerable insight into using 
EI as a predictor of effective leadership. It is hoped 
that the knowledge gained may assist educational 
management and Human Resource Practitioners 
in recruitment and training programs, especially the 
school principal leadership training at the Institute 
of Aminuddin Baki, Malaysia.

REFERENCES

Alimuddin, H. 2006. Kepimpinan instruksional 
peranan pengetua dan guru besar dalam 
meningkatkan kualiti pengajaran dan 
pembelajaran di bilik darjah jemaah nazir 
sekolah kementerian pelajaran Malaysia.

Balasandran, A.R. 2006. Headmasters 
reinforcement behavior and teachers 
performance. Unpublished PhDs’ Thesis. 
UM.

Buford, B.A. 2001. Management effectiveness, 
personality, leadership, and emotional 
intelligence: A study of the validity evidence 
of the emotional quotient inventory (EQ-i). 
[Diss], Iowa City, IA: The University of Iowa. 
UMI: 303482.

Druskat, V.U. & Wolff, S.B. 2001. “Building the 
emotional intelligence of groups.” In Harvard 
Business Review, 79(3), 80-90.

Elfenbein, H.A. & Ambady, N. 2002. ”Predicting 
workplace outcomes from the ability to 
eavesdrop on feelings.” In Journal of Applied 
Psychology, 87(5), 963-971.

Fabian, J. 1999. Emotion work as instrumental 
action: The pursuit of goals in an organizational 
context. Unpublished doctoral dissertation, 
Washington, D.C: George Washington 
University, 

George, J.M. 2000. “Emotions and Leadership: 
The role of emotional intelligence.” In Human 
Relations, 53(8), 1027- 1054.

Goleman, D. 1996. Emotional intelligence: Why it 
can matter more than IQ. New York: Bantam 
Books.

Goleman, D. 1998. What makes a leader? Harvard 
Business Review. 

Goleman, D. 1999. Working science for results: 
With emotional intelligence. New York: Bantam 
Books.

Hamlin, R.G. 2003. “Towards a generic theory of 
managerial and leadership effectiveness: A 
meta-level analysis from organisations within 
the U.K. Public sector.” In Lynham, S. & Egan, 
T., ed. Proceedings of the Academy of Human 
Resource Development (pp. 944-951). 
Academy of Human Resource Development. 
Minneapolis, MN: Academy of Human 
Resource Development.

Hatfield, E., Cacioppo, J.T., & Rapson, R.L. 1994. 
Emotional contagion. Paris: Cambridge 
University Press.

Huy, Q.N. 1999. “Emotional capability, emotional 
intelligence, and radical change.” In The 
Academy of Management Review, 24(2), 325-
345.

Kouzes, J.M. & Posner, B.Z. 1990. Leadership 
practices inventory – Individual contributor: 
Trainer’s manual. California: University 
Associates, Inc.

Kobe, L.M., Reiter-Palmon, R., & Rickers, J.D. 
2001. “Self-Reported leadership experiences 
in relation to inventoried social and emotional 
intelligence.” In Current Psychology: 
Developmental, Learning, Personality, Social, 
20(2), 154-163.

Langley, A. 2000. “Emotional intelligence – a new 
evaluation for management development?” In 
Career Development International, 5(3), 177-
183.

Leithwood. 1994. [cited in Quinn, 2002], “Leadership 
for school restructuring.” In Educational 
Administration Quarterly, Vol 30, pp. 3 – 18.

Mayer, J.D. & Cobb, C.D. 2000. “Educational Policy 
on Emotional Intelligence: Does it Make 
Sense?” In Educational Psychology Review, 
12(2), 163-183.

Palmer, B. & Stough, C. 2001. “Workplace Swinburne 
University emotional intelligence test, 
interim technical manual.” In Organizational 
Psychology Research Unit.

Salovey, P. & Mayer, J.D. 1990. “Emotional 
intelligence.” In Imagination, Cognition and  
Personality, 9, 185-211.

Sexton, M. 2001. “Get Smart: How to create a 
sales edge by using the six competencies of 
emotional intelligence.” In Selling Power, pp. 
147-151.

Short, D.C. & Yorks, L. 2002. “Analyzing training from 
an emotions perspective.” In Callahan, J., ed. 
Perspectives of emotion and organizational 
change (pp. 80–96). Advances in Developing 
Human Resources: Sage

Yukl, G. 2002. Leadership in organizations, 5th ed. 
New York: Prentice-Hall.

Yukl, G. & VanFleet, D.D. 1992. “Theory and 
research on leadership in organizations.” In 
M.D. Dunnette & I.M. Hough, eds. Handbook 
of industrial and organizational psychology, 
2nd ed., Vol 3, pp. 14-197. Palo Alto, CA: 
Consulting Psychologists.


