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Hiring with Emotional Intelligence 

Emotional Intelligence (EI) has been shown to be an inspirational leader development 

model.  In addition to developing leaders, there is data to suggest that emotional intelligence is 

also a useful tool for candidate identification and selection. Current research suggests that 

between 15% and 45% of work success can be attributed to emotional intelligence. If such a 

large proportion of how a person is going to perform in a role is dependent upon their emotional 

intelligence traits, it is prudent for interviewers to have a working knowledge of these attributes.  

Trait emotional intelligence is a framework that goes beyond affective emotions, such as 

if the person is angry, sad, or disgusted. While affective emotion can give us an idea of the 

person’s overall demeanor in the moment, they are not as useful in predicting future 

performance. Emotional intelligence based upon a traits framework will give the hiring manager 

keen insight into items that are critical to future job performance.  

In a study of 4,888 people in various occupations researchers were able to identify key 

trait emotional intelligence attributes for various job functions such as general sales, marketing, 

senior managers, and human resource personnel. These key traits come together like the 

ingredients in a recipe to give the interviewer a better idea of how a candidate might perform in 

the future. 

While no interviewing process or technique is perfect, focusing on the role that trait 

emotions play during the interviewing process can help you make a more informed decision on 

how an individual may fit into a role.  Whether you are interviewing to fill a single role or hiring 

an entire team, paying attention to emotional intelligence attributes can give you a glimpse into 

the ingredients that are important for the role you are filling and how the individual fits into that 

role.  

Important Decision 

While there are many definitions for emotional intelligence, there are two that I think 

really frame the science. Steve Stein and Howard Book define it this way: “Emotional 

intelligence is a set of emotional and social skills that influence the way we perceive and express 

ourselves, develop and maintain relationships, cope with challenges, and use emotional 

information in a meaningful way.” While this is a very instructive academic definition, when I 

did my research for the book 7 Secrets of an Emotionally Intelligent Coach, I found that leaders 

wanted a more practical definition that described what they did on a daily basis.  Here is 

definition I use in training programs: “Emotional intelligence is the capacity to manage one’s 

emotions and the emotions of others to enhance judgment and decision making.”  Using 

emotional intelligence can improve outcomes in both your professional and personal life. 
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The instructive part of the above definition for you as a hiring manager is the impact that trait 

emotional intelligence has on the judgments you will make. The question I would ask you to 

consider as you go to fill your next job opening is: 

Will I make a more important decision this year than who I decide to put in the role I 

have open? 

I have asked the above question of hundreds of managers since I started working in the 

field of emotional intelligence 15 years ago, and the answer from almost every person without 

hesitation is “NO…the single most important decision I make is the person I hire.” There are lots 

of reasons for the answer: 

• How fast of a start will the person get off to? 

• How well will they interact with others (peers, customers, vendors, ME)? 

• How will they handle the stress that the job naturally brings? 

• How will they contribute to the results of the team? 

One manager I talked to recently about this topic said, “In my organization a bad hire is not 

only a bad decision in that year, it is a bad decision for the next year and maybe two! Once we 

hire someone in our organization we feel like we are investing in their success. So, even if it is 

clear they are not going to work out, even if it is clear I made a bad decision when I hired them, I 

will still have them on my team for a year or more.” He went on to say, “It is the single most 

important decision I make for the team. I have to get it right.”  

Trait Emotional Intelligence and Role 

Each role you hire within in your organization is different. Each will bring different 

skills, attributes, talents, and levels of experience needed to perform well. The research on 

emotional intelligence has shown this to be the case for this discipline as well. 

I have worked with too many leaders over the past 15 years or so who, when faced with a 

hiring decision, “go to the grocery store hungry.” This is a recipe for making a bad decision. 

Hiring decisions must be made with much consideration and reflection, not just because you 

have a visceral need that needs to be satiated. Using good emotional intelligence skills can help 

you get a clearer picture of the role you are filling so that you have a crystal clear picture of what 

you are looking for. 

When hiring a general sales professional, you may want to focus on a particular set of 

emotional intelligence related attributes. As you consider the role you need to fill, taking into  

account the context of culture the person will be entering, managing your expectations, and 
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understanding the metrics you will use to measure success are each key factors that ensure a firm 

understanding of your decision.  

Emotional Intelligence Model 

Below is a description of the model I use in our Interviewing With Emotional 

Intelligence workshops. The model is based upon the research of Revue Bar-On and is published 

by Multi-Health Systems.   

There are five different competencies that make up the model for Emotional Intelligence 

that we will use in this course:  Self-Perception (how I see me), Self-Expression (how I come 

across), Interpersonal (how emotion impacts my interaction with others), Decision Making (how 

emotions impact decisions), and Stress Management (how I manage stress).   

Self-Perception 

The self-perception category is made up of three distinct capacities: emotional self-

awareness, self-regard, and self-actualization.  Self-Perception is the realm of the “inner self.” It 

determines how you feel about yourself and how aware you are of your feelings.  

Emotional self-awareness is the ability to recognize your feelings, differentiate between 

them, and know why you are feeling them, recognizing the impact your feelings have on others 

around you.  

Self-regard is seen as the ability to respect and accept yourself. Essentially, liking the 

way you are, appreciating your perceived positive qualities, accepting your limitations, and still 

feeling good about yourself. Knowing your strengths and weaknesses and liking yourself, “warts 

and all.” 

To self-actualize is to meet your full capacity. Are you involving yourself in activities in 

your personal life that give you meaning, richness, and joy? To do so is to create a pattern of 

lifelong effort and enthusiastic commitment that is necessary for self-actualization.  

Self-Expression 

The second competency is the self-expression realm. Mahatma Gandhi is famous for 

saying, “I want freedom for the full expression of my personality.”  This competency is 

concerned with how your emotions get released. Self-expression is often the first piece of our 

emotional intelligence that is readily observable by others. 

The first capacity under the self-expression competency is emotional expression.  The 

capacity of emotional expression deals with an open expression of one’s feelings both verbally 

and non-verbally. People who are competent in this area can express themselves using words and 

gestures in a meaningful way that is respectful of others.  
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The next capacity under the self-expression competency is independence, which is 

described as the ability to be self-directed and self-controlled in your thinking and actions and to 

be free of emotional dependency. They are self-reliant in planning and making important 

decisions. They will often seek outside counsel and advice before making and owning a decision. 

They avoid clinging to others to satisfy emotional needs. The capacity to be independent lies in a 

leader's level of self-assurance.   

The final capacity in the self-expression competency is assertiveness. Assertiveness is the 

ability to express feelings, beliefs, and thoughts openly. Being able to voice opinions, disagree 

and take a definite stand, even when it is emotionally difficult or if you have something to lose 

by doing so. Standing up for personal rights without being aggressive or abusive. Assertiveness 

is often thought of in three dimensions:   

1) The articulation of thoughts and values. 

2) The articulation of feelings.  

3) The ability to stand up for one’s liberty.  

Interpersonal 

The third competency is the interpersonal realm, which is comprised of empathy, social 

responsibility, and interpersonal relationship capacities.   

Empathy is one capacity that is frequently misunderstood, especially in professional 

situations.  It is often seen as weak or soft. However, research shows that empathetic leaders are 

more in tune to their teams. As a result, they can foster higher performance. Empathy is defined 

as being sensitive to all aspects of another person’s perspective, including what, how, and why 

people feel and think the way they do, even when we do not agree with them or their position. 

Empathetic people shift adversarial relationships into collaborations. Empathy is not about being 

nice or soft, it is a skill that allows you to see the world from another person’s perspective. 

Social responsibility is another capacity that supports the interpersonal category. It is 

inclusive of being a contributing and responsible member of society.  A society can be as large as 

a citizen of a country, or as small as a work team.  Socially aware people do things for others, 

even if they aren’t personally gaining anything from the situation.  

The last interpersonal capacity is interpersonal relationships, which is the capacity to 

establish and maintain mutually satisfying relationships that are both characterized by “give” and 

“take,” where trust and compassion are openly expressed in word or behavior. A desire to 

cultivate friendly relations and feel at ease possessing positive expectations concerning social 

interactions. 
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Decision Making 

 Decision Making is comprised of the capacities of reality testing, problem solving, and 

impulse control.  Reality testing is a critical competency that manifests as an ability to 

distinguish between what is experienced and what objectively exists. “Tuning in” to the 

immediate situation. To see things objectively, the way they are, rather than the way we wish or 

fear them to be. It is an ability to focus and concentrate when trying to assess and cope with 

situations that arise.  

Problem solving concerns identifying the problem and creating several options so that an 

effective solution can be reached. It is described as an ability to find solutions when emotions are 

involved and to understand how emotions impact decision-making. Skills include conscientious, 

disciplined, methodical, and systematic in persevering and approaching problems. The central 

idea is to do one’s best, to confront rather than avoid problems. 

Impulse control displays as an ability to resist or delay an impulse, drive, or temptation to 

act. Avoiding rash behaviors and decision-making, being composed, and an ability to put the 

brakes on angry, aggressive, hostile, and irresponsible behavior. Alaric Hutchinson says it well, 

“Mastery of impulse is all about self-discipline and choice.” 

Stress Management 

The stress management competency encompasses the capacity of stress tolerance, 

flexibility, and optimism. People that have good stress tolerance show an ability to withstand 

adverse events and stressful situations without developing physical or emotional symptoms by 

actively and positively coping with stress.  

Effective stress management ensures an optimistic disposition toward new experiences 

and change in general, and an overall feeling of control or influence in stressful circumstances by 

staying calm and remaining in control. Flexibility is key to being able to adjust emotions, 

thoughts, and behaviors to changing situations and conditions. Those who manage stress well 

can react to change without rigidity and are generally open and tolerant of different ideas, 

orientations, ways, and practices.  

Optimism is emotional hope for the future. This competency is also known as resiliency, 

which manifests in how the person responds to setbacks. Generally, it is an ability to look on the 

brighter side of things and maintain a positive attitude even in the face of adversity. How the 

sales professional responds to setbacks in life is a key to success. Sales professionals are faced 

with rejection on a daily basis, and keeping an optimistic explanatory style is a key attribute for 

sales success. 

 Emotional Intelligence is quickly becoming accepted as one of the key components in 

developing successful professionals. The competencies discussed are integral to increasing one’s 
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emotional intelligence. Fostering your understanding of each of these competencies and their 

capacities will cultivate your relationships, improve hiring and coaching skills, and can also 

improve decision-making skills.  

We look forward to exploring this model for emotional intelligence in more depth with 

you at the training. We encourage you to come to the session with an open mind, ready to learn 

how you can improve your personal effectiveness using this exciting leadership model. 

Best Hopes, 

Dr. Scott Livingston 
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