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TOWARD A PRACTICAL LEADERSHIP MODEL AND BETTER LEADERS FOR THE 
CANADIAN FORCES: RECOGNISING, FOSTERING AND DEVELOPING 

EMOTIONAL INTELLIGENCE 
 
 

By Lieutenant Colonel G.D. Loos 
 
 
 
 
 
 
 

Most of the leadership definitions . . . seem to emphasise rational, cognitive processes.  
For many years it was common to view leadership as a process wherein leaders influence 
followers to believe it is in their best interest to co-operate in achieving a shared task ob-
jective.  Until the 1980s, few conceptions of leadership recognised the importance of 
emotions as a basis for influence.  In contrast, many recent conceptions of leadership em-
phasise the emotional aspects of influence much more than reason.  According to this 
view, only the emotional, value-based aspects of leadership influence can account for the 
exceptional achievements of groups and organisations.  Leaders inspire followers to will-
ingly sacrifice their selfish interests for a higher cause.  For example, soldiers risk their 
lives to carry out an important mission or to protect their comrades.1   
                                                                                                                        

—  Gary Yukl 
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INTRODUCTION  

The environment in which military 
officers must lead continues to rapidly 
change.   There are shifts from traditional 
warfighting to low intensity conflict and 
operations other than war (OOTW), and 
from state versus state actions to more or-
ganisationally and politically complex coali-
tion operations.  Added to these geopoli-
tical shifts are rapid technology insertion 
and revolutionary developments in the bat-
tlespace.  The “human in command” is 
therefore more important than ever in this 
changing environment, having to face a 
resulting increase in the challenge of effec-
tively leading military forces and organisa-
tions. 

In this context, it is surprising to find 
that the Canadian Forces (CF) does not have 
a current overarching leadership model to 
help address these challenges, even in the 
face of growing attention to its leadership 
failures in the 1990s and the subsequent and 
ongoing efforts to improve the state of its 
leadership.  Such a model would provide the 
theoretical and practical backbone for a 
number of important processes related to 
leadership screening, training, development, 
assessment and selection.  

Since 1995 there has been growing 
attention to the concepts of emotional intel-
ligence (EI) and a related emotional quotient 
(EQ) which address in broad terms many 
areas of interpersonal and emotional compe-
tency.  Drawing from two of the pioneer 
researchers in the field who first coined the 
term, Mayer and Salovey, the working defi-
nition of EI to be used in this essay is as 
follows:  

Emotional intelligence involves the 
ability to perceive accurately, ap-
praise, and express emotion; the abil-
ity to access and/or generate feelings 

when they facilitate thought; the 
ability to understand emotion and 
emotional knowledge; and the ability 
to regulate emotions to promote 
emotional and intellectual growth.2 
 
Consistent with its early stages of re-

search and development, EI currently has 
many conceptions that vary to certain de-
grees in the extent and detail of their tax-
onomies, with some debate as to the 
intellectual rigor of these theories.  Notwith-
standing their evolving nature, they have 
nonetheless been embraced as a useful and 
coherent prescription of very important 
skills by various fields of endeavour includ-
ing education and business.  A growing 
body of research suggests that EQ will pro-
vide a superior measure of “success” in life 
than the more traditional measures of cogni-
tive intelligence (such as intelligence quo-
tient or IQ), and EI supporters make a strong 
case that unlike IQ, an individual’s EQ can 
be improved via a number of methods.  The 
transformational model of leadership, also 
relatively new in the field of leadership 
studies, is a promising model for military 
leaders, and an emerging research correla-
tion between EI and this model serve to 
further underscore the importance of consid-
ering EI in the context of addressing CF 
leadership doctrine. 

Practical application of EI concepts 
in day-to-day CF human resources (HR) 
functions might include many aspects of a 
military officer’s career, from “cradle-to-
grave”, such as recruiting, education and 
training, leadership development, perform-
ance assessment, and selection processes for 
promotion and key leadership positions.  
Ultimately, if the CF is to meaningfully 
address past deficiencies and future chal-
lenges in leadership, a rigorous model of 
competencies is required to enable a coher-
ent approach to leadership development and 
related HR activities, and this model must in 
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some way incorporate the important skills 
and abilities practically described as emo-
tional intelligence.  

CHANGING ENVIRONMENT FOR 
MILITARY ENDEAVOUR  
 

I believe that, if anything, the future 
will present even greater challenges 
at a faster rate of change.  Now is the 
time to apply the lessons learned to 
better prepare new generations of of-
ficers for the future demands.  This 
means thinking creatively, avoiding 
complacency, inspiring dedication to 
the profession of arms and emphasis-
ing intellectual development through 
life-long learning.  We need caring, 
inspirational leadership.3   

— General J.M.G. Baril 
 

To make the case for an improved 
leadership model for the CF, one must ex-
amine the context or environment in which 
military officers will be expected to carry 
out their functions as leaders.  Much has 
been written in an attempt to forecast this 
environment, and an exhaustive review of 
all trends is beyond the scope of this discus-
sion.  It will suffice to consider the nature of 
a few of the more telling areas of global, 
technological, and societal change; with a 
view to drawing out those aspects that reaf-
firm the importance of the “human in com-
mand” and might therefore have possible 
connections to emotional competencies in 
those human commanders.  

With the end of the Cold War, the 
likelihood of large-scale, inter-state warfare 
has receded, replaced by isolated pockets or 
regions of international political instability.  
This has direct ramifications for the CF, 
implying higher activity in OOTW, low-
intensity conflict, and world-wide deploy-
ments to participate in joint and/or coalition 

operations.  Canadian army doctrine points 
to the requirements for more flexibility in 
doctrine, training and leadership, stating in 
part that “in addition to traditional methods 
of using lethal force, soldiers must be capa-
ble of applying non-lethal responses, includ-
ing information, and interpersonal skills 
such as negotiation to achieve success on 
operations.”4

Interest in coalition warfare is on the 
rise, where coalitions are defined as military 
forces that are “ad hoc, short term, and es-
tablished for a specific purpose.”5  One of 
the most sensitive and contentious issues for 
coalition operations is command and con-
trol, more specifically who will command a 
given nation’s forces and with what author-
ity.  General Eisenhower, a supreme allied 
commander in World War II, provided in-
structive comments on the concept of allied 
command and the requisite characteristics of 
the commander: 

The written basis for allied unity of 
command is found in directives is-
sued by the Combined Chiefs of 
Staff.  The true basis lies in the ear-
nest co-operation of the senior offi-
cers assigned to an allied theatre.  
Since co-operation, in turn, implies 
such things as selflessness, devotion 
to a common cause, generosity in at-
titude, and mutual confidence, it is 
easy to see that actual unity in an al-
lied command depends directly upon 
the individuals in the field.  This is 
true if for no other reason than no 
commander of an allied force can be 
given complete administrative and 
disciplinary powers over the whole 
command.  It will therefore never be 
possible to say the problem of estab-
lishing unity in any allied command 
is ever completely solved.  This 
problem involves the human equa-
tion and must be met day by day.  
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Patience, tolerance, frankness, abso-
lute honesty in all dealings, particu-
larly with all persons of the opposite 
nationality, and firmness, are abso-
lutely essential.6
 

          Some of the CF’s lessons in Somalia 
serve to highlight current and future needs 
arising out of global employment on 
OOTW, especially some of the complex 
psychosocial forces and responses that 
might be encountered.7  In an insightful 
article on the apparent lack of response on 
the part of many service personnel who 
either overheard or directly observed fellow 
members of the CF abusing Shidane Arone, 
ultimately leading to his death, Lieutenant-
Colonel Shorey discusses this theme.  He 
says in part:  

 
Considering the often dangerous and 
morally taxing context of contempo-
rary peace support operations, the 
matter of self and unit monitoring is, 
to say the least, a demanding per-
sonal and professional challenge.  
The stressors associated with peace 
support missions can generate a 
simmering undercurrent of emotions, 
from frustration and anger, to de-
spondency, guilt and revenge.  Under 
such conditions, maintenance of a 
disciplined, professional self and unit 
perspective may prove one of the 
core challenges for deployed military 
personnel in the 21st century.8
 
The CF believes that if it prepares 

and trains for war, then the command skills 
necessary for OOTW will also be satisfied.9  
However, with more frequent military de-
ployments of this nature, it might be argued 
that the “degree of tact, patience, and nego-
tiation skills commanders will require to 
deal with OOTW may not be commensurate 

with the type and level of training they cur-
rently receive.”10

 
In the context of OOTW in a multi-

national environment, Major-General Clive 
Milner provided some insight into the selec-
tion of United Nations (UN) force com-
manders, and the qualities that such a 
commander ought to have, along with some 
of the challenges that individual might 
face.11  Apart from the list of traditional 
qualities for a commander, he goes on to add 
optimism, boundless energy and enthusiasm 
as key qualities.  Given the various contrib-
uting contingents, the commander will then 
have to bring together different nationalities, 
languages, religions, races, cultures and 
levels of experience and forge them into a 
team.  In sum, Milner states “The primary – 
indeed the most important factor – in all of 
this teamwork, though is the commander.  
So much depends on the individual, his 
personality, if the thing is going to work.”12  
Certainly command and control in this con-
text is one of the most challenging that the 
military officer will have to face now and 
likely well into the future.  The commander 
must have skills and abilities beyond those 
traditionally outlined for military leaders in 
combat; he or she must have competencies 
not currently addressed in CF training, de-
velopment or doctrine. 

Arising from the instability of the 
shifting geopolitical situation, consider as 
well the pace and tempo of CF operations 
and the related leadership challenges, mainly 
in the area of combat or operational stress.  
In a 1995 report drawn from questionnaires 
of army personnel deployed on UN peace-
keeping missions, the CF Personnel Applied 
Research Unit (CFPARU) revealed the 
prevalence and nature of the stressors ex-
perienced. 13  Top reported stressors were: 
double standards among the ranks when it 
comes to applying the rules, superiors over-
reacting to situations, feelings that unit 
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members were treated like children, the 
feeling that the UN was powerless to affect 
the situation.  Several items in the leadership 
and management category of stressors re-
flected soldiers’ dissatisfaction with these 
critical dimensions, in addition citing “a lack 
of support from superiors” and “a lack of 
trust in superiors” as causes for stress.14  
While clearer mission statements and better 
pre-deployment training were identified as 
measures to help with this challenge, ulti-
mately it was leadership and confidence in a 
commander that would make a bigger dif-
ference.  That confidence has been seen to 
depend on “a leader’s proficiency, credibil-
ity as a source of information and the 
amount of care and attention paid to the 
soldier.”15  

Technological change is another area 
of importance in the characterisation of the 
future military environment.  Its effect on 
leadership and command will be most pro-
found in the areas of control systems and 
information warfare.  Even now, large and 
complex headquarters have come to the fore 
in modern military forces, form



                           — Earl of Wessex, 
at Worchester, 24 September 164218

There are no easy answers to the 
above-mentioned questions, but surely the 
answers begin with the study and develop-
ment of a fundamental leadership model for 
the CF.  There is currently no core body of 
knowledge and coherent and well-defined 
CF doctrine that forms the foundation of the 
profession of arms in Canada, nor the role of 
leadership in that profession.  The only ex-
isting reference, Leadership Volume 2: The 
Professional Officer,19 dates from 1973, and 
has not benefited from the intervening 30 
years of development and findings of appli-
cable research in behavioural sciences, lead-
ership, and, for the purposes of this 
discussion, EI.  In general, the CF’s dated 
doctrine on leadership is in need of devel-
opment, revision and expansion. 

In a strategic document, Canadian 
Officership in the 21st Century (Officership 
2020),20 the CF has taken a first step toward 
redressing the leadership shortfalls that 
became apparent in the past decade.  The 
scope of Officership 2020 is to realign the 
attitudes and philosophies underlying CF 
officership; to identify the core attributes, 
education, training and self-development 
required by CF officers in the future; and to 
implement a strategy for developing the 
officer corps over the long term.21  This 
initiative recognises more broadly the 
changing future environment discussed 
briefly above, identifies officership capabil-
ity gaps, and lays out key initiatives and 
strategic objectives as part of its implemen-
tation strategy.   

Some of the identified officership capability 
gaps which are particularly pertinent are:22 
 

x� a shortfall in ability to operate intra- 
and inter-governmentally at the stra-
tegic level, and a lack of the specific 

skill sets required to function at the 
strategic and operational levels of 
conflict which are not fully defined 
or developed;  

x� a lack of trust in superiors, and lack 
of support (loyalty) generally; 
 

x� the need for a change in emphasis on 
leadership theory and models to 
place great emphasis on develop-
ment/mentoring and adaptability to 
change; 
 

x� an inability of superiors at higher 
headquarters to engage with and to 
earn the trust of members in subordi-
nate formations; 

x� a lack of effective communications 
training for leaders;  
 

x� officers being perceived as not being 
held accountable for their decisions 
and actions; 

x� a lack of the core competencies to 
lead effectively in a modern high 
tempo environment; and 

x� truth and candour not always being 
positively reinforced. 
 
Within its outlined Strategic Objec-

tives, however, there is an emphasis on the 
“Application of Sound Leadership”23 and 
developing an “Officer Who Thinks Criti-
cally,”24 where in both cases intellectual 
development and competencies are particu-
larly highlighted.  It is therefore possible 
that the “estimate” of what skills and abili-
ties any future revised CF model of military 
leadership might incorporate has already 
been “situated”.   

Surely the veritable explosion of re-
search in human sciences should be re-
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viewed and leveraged to invest in the devel-
opment of our leadership model and pro-
gram.  In addition to useful and relevant 
leadership and organisational dynamics 
research from the civilian world, the interna-
tional defence research community is spe-
cifically addressing command issues such as 
“individual and team decision-making, 
stress, continuous operations, leadership 
style, etc.”25  If the CF’s leadership theory 
and model were to embrace a new and per-
haps more holistic approach, that is, one 
which incorporated emotional competencies, 
would this have any impact on Officership 
2020’s implementation strategy or its under-
lying assumptions, implications and objec-
tives? 

OVERVIEW OF EMOTIONAL 
INTELLIGENCE CONCEPTS  
 

To arrive at a plausible answer to the 
preceding question, one needs to know more 
about EI before determining if it is both 
important and appropriate in the military 
context.  As stated previously, there is no 
consensus about the exact nature of EI, as a 
number of authors have put forward concep-
tual frameworks that include different fac-
tors.  Initially appearing in academic articles 
in the early 1990s, studies of EI and interest 
in the concept in general have grown con-
siderably over the past decade.  The early 
work of Mayer, Salovey, et al contributed 
much of the initial theoretical development 
and have carried on with what appears to be 
the most rigorous scientific investigation.26  
In 1995, Daniel Goleman started most of the 
popular interest in EI and its potential for 
predicting success with his popular book 
Emotional Intelligence.  It combined much 
of the scientific literature on EI, and addi-
tional research on connections between 
emotions and brain functioning and social 
behaviour respectively, as well as school-
based programs to aid children develop 
emotional and social skills.27  Since then the 

general notion has appeared in more popular 
books, and in newspaper and magazine 
articles.  Over the past several years “EQ” 
has become the widely accepted shorthand 
as an expression for the EI equivalent of IQ, 
even though no standardised test has been 
broadly accepted by all in the field. 

Expanding on Mayer and Salovey’s 
definition given earlier, their revised model 
or taxonomy of EI’s constituent skills is 
detailed at Annex A.  This chart lays out EI 
abilities in four branches from basic to 
higher psychological processes going from 
left to right across the chart.  The four repre-
sentative abilities in each branch are shown 
in normal order of emergence from top to 
bottom, and people high in EI are expected 
to progress more quickly through these abili-
ties and master more of them.28  Many other 
references provide greater detail on these 
concepts and trace their development 
through empirical and theoretical study.29  

Reuven Bar-On has provided another 
popular model of EI.  He defines EI as “an 
array of noncognitive capabilities, compe-
tencies, and skills that influence one’s abil-
ity to succeed in coping with environmental 
demands and pressures.”30  His model is 
directly related to his Emotional Quotient 
Inventory (BarOn EQ-I), a self-report meas-
ure of noncognitive (emotional, personal and 
social) intelligence that was empirically 
developed over several years.  The EQ 
Edge: Emotional Intelligence and Your 
Success, authored by Steven Stein and How-
ard Book, elaborates on this particular for-
mulation with many relevant examples and 
advice for practical application and self-
improvement. 31  The Bar-On model’s major 
areas of skills and specific abilities are 
summarised in the table at Annex B. 

Goleman defines EI as the abilities 
which “include self-control, zeal and persis-
tence, and the ability to motivate oneself.”32  
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His model’s organisation of emotional com-
petencies is provided at Annex C. 

DISCUSSION OF EI MODELS  
 

         The models described above represent 
examples of mental ability models as well as 
mixed models.  Although Mayer and Sa-
lovey’s initial work included discussion of 
personality characteristics as part of their EI 
model, they have since restricted their theo-
retical work to a mental ability conception 
only, where the focus is on emotions them-
selves and their interactions with thought.33  
These researchers contend that it is impor-
tant to distinguish between mental ability 
models like their own and the commercially 
popular variants that are comprised of mixed 
models. 34  The latter models, like those of 
Goleman and Bar-On, include mental abili-
ties as well as a mix of other characteristics 
such as motivation, states of consciousness, 
and social activity as a single entity.35   

 
            One of the more appealing aspects of 
all of these models is that they are subject to 
measurement.  Mental ability models may 
be assessed by direct measurement through 
emotional ability tests as well as through 
self-reported ability questionnaires.  The 
Multifactor Emotional Intelligence Scale 
(MEIS) is one example of a full-fledged test 
of EI as a set of mental abilities that has 
proven a reliable measurement tool.  For 
mixed-models there are several self-report 
measures such as Bar-On’s EQ-i.  Although 
these self-report methods may be subject to 
filtering through an individual’s (perhaps-
inaccurate) self-concept or a desire to im-
press, their proponents assert that their tools 
are “capable of providing a reliable and 
valid measure of noncognitive intelli-
gence.”36  Overall, much remains to be done 
in the validation of EI measurement tools, as 
professional sentiment towards them varies.  
The HR community is found to be generally 
supportive, the training community some-

what more sceptical, and the field of person-
nel psychology in a state of mild curiosity.37

Of course there is dissent to the theo-
retical and empirical validity of EI research.  
As an example, from their investigation of 
measures of EI, traditional human cognitive 
abilities, and personality; the conclusions of 
Davies et al were not supportive in gen-
eral.38  They assessed that the relative low 
reliability of self-report measures, and the 
loading on some of the personality factors in 
mixed models limited the EI construct.   

Notwithstanding the dissent, what is 
perhaps most interesting and exciting is that 
all of the researchers claim that EI measures 
have been able to predict success, or signifi-
cant potential for success, in various fields 
from education to business to leadership in 
general.  Psychologists recognise that gen-
eral intelligence predicts some aspects of 
success, where it may account for 10 to 
20%, leaving much room for EI to predict a 
portion.  Much of the growing body of re-
search has shown a higher correlation be-
tween EI and (broadly defined) success than 
IQ. 39  EI identifies a previously overlooked 
area of ability critical to certain human func-
tioning.  What is important in the context of 
this paper is the vital link between EI and 
success in the human function known as 
leadership.  

EI AND MILITARY LEADERSHIP  
 

Therefore conflict remains ultimately 
an activity of human creativity and 
intuition powered by the strength of 
human will.  It requires intuition to 
grasp the essence of unique situa-
tions, creativity to devise innovative 
solutions and the strength of purpose 
to act.  Conflict is above all a moral 
undertaking.  As a result, moral 
forces exert a more significant influ-
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ence on the nature and outcome of 
conflict than do physical.  
 
— B-GL-300-001/FP-000,  Conduct 
of Land Operations — Operational- 
Level Doctrine for the Canadian 
Army40

The human heart is the starting point in all 
matters pertaining to war.  
                                                                                      
—Maurice de Saxe: Reveries, 173241 
 
            How then, to more directly relate the 
concepts of EI to military leadership?  The 
scope here will allow a brief consideration 
of EI in relation to the CF’s model of the 
past, and to potential models for the future.  
Although not a treatise on the shortfalls of 
Leadership Volume 2: The Professional 
Officer, some discussion will be useful to 
give an indication of potential future appli-
cation of EI to CF leadership doctrine.  The 
Professional Officer’s overall theoretical 
explication of officer leadership combines a 
“trait” and “situational” approach.  The trait 
approach was one of the earliest to be used 
for studying leadership, emphasising the 
personal attributes of leaders; however mas-
sive research in this area failed to identify 
traits that would guarantee leadership suc-
cess.42  The situational approach considers 
more the contextual factors such as the char-
acteristics of the followers, the nature of the 
work performed by the group to be led, and 
the external environment.43  The Profes-
sional Officer’s discussion of leadership 
might loosely be described as “transac-
tional” in nature, although no specific 
model, ideal or otherwise, is enunciated or 
prescribed for the military leader in this 
reference.44

This dated CF reference could read-
ily be made more lucid, robust and intellec-
tually sound with the application of the 
tenets of EI to the elaboration of its points.  

Intuitive links to EI’s “abilities” can be 
easily drawn to many aspects of The Profes-
sional Officer, from its outlined “qualities” 
and “skills” to its discussion of leadership 
approaches. 45  With a more radical approach 
to its rewrite, starting from first principles 
which include EI at its core, the result could 
be something much more coherent, intui-
tively logical, and ultimately more useful. 

As an example, this volume dis-
cusses leadership approaches, defining them 
by the level of interaction between leader 
and follower, and the fact that they may be 
applied in different situations.  The ap-
proaches cited are “authoritative”, “partici-
patory” and “free rein”.  Annex D replicates 
the table that discusses the potential results 
when an inappropriate approach is used in a 
situation calling for another.  What is com-
mon to all the poorly matched “leader ap-
proaches” to “situational requirements” is 
that the results described might also be 
called symptoms that must be recognised by 
the astute leader, to allow him of her to 
properly adjust the approach.  The majority 
of these symptoms as outlined are actually 
emotional responses such as aggression, 
apathy, loss of morale, follower resistance, 
indecision, irritated followers, distraction, 
confusion, and no sense of satisfaction.  This 
suggests some kind of EI would be neces-
sary to be able to become aware of, and 
properly interpret, those emotions.   

With respect to decision making, the 
current leadership guide is somewhat naïve 
and misleading, portraying it as a rational, 
logical process when it is in fact fraught 
with emotion in a wide range of circum-
stances, especially on the battlefield.  It 
warns a leader of the limitation of “emo-
tional involvement” vis-à-vis problem solv-
ing and decision making.46  More informed 
leadership doctrine would underscore the 
likely presence of emotional factors, both 
within oneself and externally among superi-

9/22 



ors, peers, subordinates or adversaries; 
would encourage heightened awareness of 
these factors; and then perhaps suggest 
means or strategies to put these emotions to 
use as an aid.  Leadership theorist and re-
searcher, Gary Yukl, supports this point by 
painting a more accurate picture of decision 
making: 

“Leaders are seldom observed to 
make major decisions at a single 
point in time, and they are unable to 
recall when a decision was finally 
reached.  Some major decisions are 
the result of many small actions or 
incremental choices taken without 
regard to larger strategic issues.  De-
cision processes are likely to be 
characterised more by confusion, 
disorder, and emotionality than by 
rationality.”47 
 
Rather than simply revise this older 

transactional model of leader, the CF may 
choose to adopt transformational leadership 
in future military doctrine as some other 
Western militaries are doing.48  In the field 
of leadership studies, transformational lead-
ership is the current theory attracting the 
most research and support, largely due to its 
documented positive effects such as enhanc-
ing subordinates’ satisfaction and trust in 
leadership, as well as employees’ emotional 
commitment and improved organisational 
performance.49  Transformational leadership 
has been defined as superior leadership 
performance that occurs when leaders 
“broaden and elevate the interests of their 
employees, when they generate awareness 
and acceptance of the purposes and mission 
of the group, and when they stir their em-
ployees to look beyond their own self-
interest for the good of the group.”50  

Recent research has begun to inves-
tigate how transformational leadership de-
velops, and one factor receiving a great deal 

of attention is its relationship to EI and EQ.  
Many prominent EI theorists have proposed 
that for effective leadership, handling emo-
tions effectively will likely contribute to 
how one deals with the needs of individuals, 
motivates subordinates and creates a posi-
tive “feeling” at work.51  Empirical research 
is now bearing out these propositions,52 with 
exploratory field studies showing strong 
correlation between EI and transformational 
leadership’s key attributes of idealised influ-
ence53, inspirational motivation54, and indi-
vidualised consideration.55  Other research 
argues that the EI ability of self-awareness 
in particular is critical to transformational 
leadership effectiveness.56  Although more 
empirical research must be done for valida-
tion, the implications of these findings are 
that EI is fundamentally linked to transfor-
mational leadership, and therefore any adop-
tion of this leadership theory would benefit 
from a similar incorporation of the tenets of 
EI theory.   

Closely related to leadership theory 
and doctrine, one should also consider ongo-
ing theoretical developments in the area of 
C2 being worked on by McCann and Pigeau.  
Although C2 is not synonymous with leader-
ship, they are closely linked, and the relation 
of EI to their work is of interest to this dis-
cussion.  These researchers have proposed a 
new human-centred definition of C2 as: “the 
establishment of common intent and the 
subsequent transformation of intent into co-
ordinated action.”57  They argue that com-
mon intent is made up of explicit intent 
(public) and implicit intent (intent not 
overtly stated), and that the “principle role 
of command is to develop shared implicit 
intent so that common intent for a mission 
can be effectively and quickly estab-
lished.”58  This shared implicit intent is a 
preparatory activity achieved by establishing 
a command climate where “trust, confi-
dence, leadership, motivation, creativity, 
initiative, pride and esprit de corps can be 
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developed.”59  Further, they address the 
subject of leadership as it relates to C2, pos-
iting that leadership establishes the motiva-
tion for sharing intent and provides the 
means by which it is facilitated.  Leadership 
in C2 is defined as “the act of resolving 
intra- and inter-personal conflicts for the 
purpose of achieving common intent.60   

They further define command as “the 
creative expression of human will necessary 
to accomplish a mission.”61 As command is 
a human endeavour, closely related to lead-
ership, they propose four necessary personal 
areas of competency: physical, intellectual, 
emotional, and interpersonal.  The field of 
EI has the potential to contribute to this C2 
development by addressing two of these 
areas, the emotional and interpersonal com-
petencies.  Their proposed “emotional com-
petency” is related to emotional “toughness” 
or resilience, hardiness and the ability to 
cope under stress.62  For “interpersonal 
competency,” or dealing with people, they 
identify social skills as its basis and it is 
related to being able to develop trust, re-
spect, and empathy to get effective team-
work.63  One can see many parallels here 
between the proposed competencies and the 
abilities comprising the various EI models, 
especially some of the mixed models.  The 
emotional and interpersonal competencies 
for command pointed to by McCann and 
Pigeau are underpinned by EI and are indeed 
important underlying factors for fleshing out 
this new schema of C2 and leadership. 

Concluding this on emerging EI the-
ory and its relevance to current and future 
CF leadership doctrine, it is apparent that 
with only this cursory analysis that there is 
great potential benefit for incorporating EI 
in this context.  If one now agrees with the 
premise that EI competencies are important 
for military leadership, it follows that EI 
should from part of its future leadership 
model.  Further, it should then be practically 

implemented by establishing desired levels 
of individual EQ achievement, and standards 
for EI competencies to be used throughout 
various HR processes.  Beyond the potential 
for developing better leaders, these practical 
applications to be discussed next will pro-
vide value to the CF in many direct and 
meaningful ways. 

POTENTIAL PRACTICAL UTILITY 
OF EI  
 

There is a burgeoning EI consultant 
industry as many in business and educa-
tional fields have moved quickly to gain 
benefit from “the beginning stages of what 
many authorities believe will be the next 
revolution in business.”64  Businesses and 
health care institutions are hiring EQ con-
sultants to conduct audits, provide work-
shops, and administer off-site reading and 
writing assignments tailored to group and 
individual EQ profiles.65  As Goleman as-
serts, there can be costs to a business’ “bot-
tom line” due to low levels of EI, including 
decreased productivity, an increase in 
missed deadlines, more mistakes, and an 
exodus of employees to more congenial 
settings.66   

Accepting the premise that EI is im-
portant to the success of organisations, the 
next step would be practical implementation.  
The additional premises that EI is measur-
able and teachable are the keys to many of 
the possible benefits of embracing EI.  As 
the evidence gathers to buttress these latter 
two claims, the potential for many important 
HR functions is obvious.  Recruiting, leader-
ship training and development, performance 
evaluation, and selection for promotion and 
key appointments would all potentially 
benefit from the use of EI assessments 
and/or instruction. 

Recruiting.  Recruiting might benefit 
in a number of ways including selection of 
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recruiters themselves, better screening of 
potential recruits, and ultimately improved 
intake results for CF recruiting efforts.  One 
of the largest and most often quoted EI stud-
ies involved US Air Force efforts to improve 
recruiting using EI.  To counter a problem 
with high turnover of their recruiters, they 
combined individual self-report Bar-On EQ-
i results with assessments of assigned quota 
performance to find a 45% correlation with 
the 15 components of EI in the Bar-On 
model.67  This was a much higher correla-
tion than what could be predicted by cogni-
tive intelligence alone, and the information 
was used to reorganise recruiter training on 
the five aspects that were assessed as criti-
cal: assertiveness, empathy, happiness, self-
awareness and problem-solving.  A custom-
ised computer “model” version of the EQ-i 
that correlated with recruiting success was 
created to use as part of the selection process 
for picking new recruiters.  As a result of 
these efforts, retention for recruiters went 
from 50% to 92%, and these air force re-
cruiters outperformed those of other services 
by twice as much.   

Given the emerging link between EI 
and the desired aspects of transformational 
leadership, EI testing could also provide an 
initial, early indication of leadership poten-
tial, and would provide the military a means 
of selecting leaders from potential recruits.68  
Thus, benefits might be found on both sides 
of the recruiting equation. 

Officer leadership training and de-
velopment.  The leadership requirements of 
the new military environment are in turn 
placing high demands on our leadership-
training program to inculcate the necessary 
skills in leaders throughout their military 
career.  Ultimately these demands will not 
be met if the CF fails to properly identify the 
fundamental models and principles to be 
taught. 

As Goleman says of EI:  
 
“It is fortunate, then, that emotional 
intelligence can be learned.  The 
process is not easy.  It takes time 
and, most of all, commitment.  But 
the benefits that come from having a 
well-developed emotional intelli-
gence, both for the individual and the 
organisation, make it worth the ef-
fort.”69 
 

If EI can be developed through training, as 
suggested by Goleman and others, then 
individuals and the military as a whole could 
gain significant benefit by providing this 
training and adding EI development objec-
tives to the officer leadership development 
program.70  Since EI addresses leadership at 
a fundamental level, the growing pool of 
tools, products and courses developed for 
the same leadership purposes in other fields 
such as business and education would likely 
require little modification for use by the 
military.  The financial benefits of providing 
some of any future military EI training re-
quirements through the latter Commercial-
Off-The-Shelf (COTS) approach are obvi-
ous.   

Many leading educational institu-
tions such as the University of Michigan, 
University of Pennsylvania, and Harvard are 
addressing EQ in their MBA and MHA 
programs.71  The Weatherhead School of 
Management at Case Western Reserve Uni-
versity developed an innovative course 
called Managerial Assessment and Devel-
opment that follows the  “guidelines for best 
EI practices” outlined by Goleman’s Con-
sortium for Research on Emotional Intelli-
gence in Organisations.72  Many of 
Weatherhead’s MBA students have thus 
profited by choosing a specific set of com-
petencies to strengthen, and then pursuing a 
highly individualised learning plan based on 
these desired target areas.  EQ measure-
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ments of these students, taken before and 
after, showed marked improvement in the 
target areas, improvements that were as-
sessed to have stuck with them for up to 
three years in follow up testing. 

Thus the CF would have recourse to 
a number of avenues in training and devel-
opment, from COTS products to be used in a 
decentralised or self-study fashion, to ac-
credited short courses or workshops loaded 
and administered centrally through the Inte-
grated Training Management Information 
system (ITMIS).  Individuals would make 
use of self-assessment tests to identify their 
own EI weaknesses and thus tailor their own 
development path by seeking those work-
shops or short courses that addressed their 
needs.  Military post-graduate students 
might opt for studies at leadership and man-
agement schools that offered the desired EI 
programs and courses.  As well, CF institu-
tions such as the Royal Military College or 
Canadian Forces College would draw from 
the revised leadership model and the wealth 
of other related research material to add EI 
to leadership modules in their respective 
curricula.  Finally, those officers assessed 
with higher EQs might be so earmarked as 
part of some future formalised approach to a 
mentoring program.  The research shows 
that they would be better mentors in general, 
and would specifically be able to pass on 
key EI skills and abilities to those mentored. 

Performance assessment and promo-
tion selection.  Also relying on valid meas-
urement tools geared to desired military EQ 
profiles, performance assessment could 
receive a large boost from EI.  By introduc-
ing EI formally as part of a revision to the 
CF Performance Assessment System 
(CFPAS), and to the Personnel Evaluation 
Report (PER) itself, it may be possible to 
put the assessment process into a more co-
herent and logical framework that is easier 
to understand and teach to supervisors.  By 

adding assessment factors related to EI 
competencies that have proven to be meas-
urable contributors to transformational lead-
ership, and adding an intuitive explanation 
of how those factors combine to create bet-
ter leadership, performance assessment 
would improve.  Ultimately, PERs are used 
for promotion selection.  If officers are pro-
moted based on technical proficiency but 
they do not possess the EI for success at the 
higher ranks where they will ultimately be 
responsible for the (emotional) well being of 
greater numbers of people, then the system 
is deficient as promotion selection process. 

The latest update to the CFPAS had 
as one of its objectives a desire to improve 
the feedback aspect of the supervisor-
subordinate relationship.  With this in mind, 
a further step might add a self-report such as 
the EQ-i to the supervisor’s assessment to 
provide more meaningful feedback, identify 
potential areas for improvement, and aug-
ment the counselling aspect of the process. 73  
This test of self-awareness, by comparing 
self-report to external feedback, has been 
shown by research to be very important.  In 
other words, good self-other agreement 
points to good self-awareness, which in turn 
highlights a higher EI and a better transfor-
mational leader.74  If the comparison shows 
poor self-other agreement, simply carrying 
out the comparison would help to ameliorate 
that weakness, and an individual would also 
have a well-defined set of performance areas 
or competencies as a starting point for per-
sonal development. 

Selection for key appoint-
ments/assignments.  Closely related to per-
formance evaluation and promotion 
selection is the selection process for key 
appointments and positions such as com-
mand of formed or ad hoc units for opera-
tional deployment, or important senior staff 
positions in UN or other coalition missions.  
There is potential to add some rigour, based 
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on EI principles among others, to the present 
ad hoc selection process for these key ap-
pointments as an effort to ensure that the as 
yet unheralded EI criteria for leader success 
are properly considered.  Once the short list 
for potential appointees has been assembled, 
self-report or other objective EQ tests could 
be administered to candidates to assist in 
discrimination and final selection.  At the 
very least, selection board members would 
have additional, meaningful, measurable 
data to aid in their decision-making.  Ideally, 
the “right” leader would be chosen more 
often, making for greater success on these 
missions, less operational stress on those 
being led, and fewer debacles resulting from 
failed leadership. 

CONCLUSION  

If IQ rules, it is only because we let 
it.  And when we let it rule, we 
choose a bad master.   
                                                                                    
— Robert Sternberg

                           Emerging concepts in the field of EI 
indicate that it would be prudent to review 
them specifically in this context.  As a new 
area of investigation, more research will be 
necessary to quell controversy and achieve 
consensus on EI definitions and more widely 
accepted measures for EQ.  This paper’s 
review has shown that EI principles can be 
easily linked to CF leadership doctrine of 
the past, but more importantly, it appears 
that EI theory may also assist in developing 
new approaches to C

75

The only thing harder than getting a 
new idea into the military mind is to 
get an old one out.   
                                                                        
— B.H. Liddel Hart, Thoughts on 
War, 194476

The demanding military environment 
of the 21st Century will require the very best 
in leadership if the CF is to succeed in as-
signed missions, roles and tasks.  Techno-
logical advances, a continued focus on 
OOTW, a reliance on coalition action and 
societal pressures will all combine to require 
individuals who possess competencies above 
and beyond those traditionally delineated for 
the military leader.  This requirement for 
new competencies related to some of the 
“soft skills” of interpersonal interaction, 
negotiation, empathy, patience and emo-

tional control will challenge the traditional 
notions of the “ideal” military leader. 

Assessing this environment and re-
acting to some cases of leadership failure, 
the CF is rightly addressing leadership de-
velopment as a strategic issue for the organi-
sation, and these initiatives will hopefully 
see the introduction of a new leadership 
model as a core vision to which other devel-
opmental activities may be anchored.  The 
time is therefore ripe for a broad considera-
tion of the wealth of research into social 
psychology, leadership and group dynamics 
that has been conducted since the last time 
CF leadership doctrine was published almost 
three decades ago.  A new model and vision 
thus developed on valid and insightful new 
leadership research would provide a sounder 
footing on which to construct the officer 
leadership development program outlined in 
Officership 2020. 

2 and in making the 
transition from a transactional to a transfor-
mational leadership model. 

With its connections to transforma-
tional leadership and its successes in busi-
ness and education fields already well 
documented, EI seems poised to be a defin-
ing theory for organisational success well 
into the future.  The CF need not wait for a 
new leadership model to be complete, as 
benefits to various HR functions could be 
realised today using the off-the-shelf EI 
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products currently available.  Recruiters 
could come closer to recruiting quotas, and 
more easily pick out leadership potential 
among new recruits.  Leadership training 
might receive an immediate boost if the CF 
was to support attendance at various external 
EI short courses or workshops, with the 
additional aim of assessing these training 
means for relevancy to military officer re-
quirements.  EQ self-reporting and other 
currently available testing could similarly be 
implemented on a trial basis as adjuncts to 
the CFPAS superior-subordinate feedback 
process, and as an additional tool for use on 
command selection boards.  In the longer 
term, with customisation of EI tools based 
on a completed leadership model and unique 
military environment requirements, the 
improvements in these HR functions would 
be further increased.   

Emotional Intelligence 

Reflective Regula-
tion of Emotions to 

Promote Emo-
tional and Intellec-

tual Growth 

Understanding and 
Analysing 
 Emotions;  
Employing 
Emotional 
Knowledge 

Ability to stay open 
to feelings, both 
those that are 
pleasant and those 
that are unpleasant. 
 
Ability to reflec-
tively engage or 
detach from an 
emotion depending 
on its judged infor-
mativeness or 
utility. 
 
Ability to reflec-
tively monitor 
emotions in relation 
to oneself and 
others, such as 
recognising how 
clear, typical, 
influential, or 
reasonable they are.
 
Ability to manage 
emotion in oneself 
and others by 
moderating negative 
emotions and 
enhancing pleasant 
ones, without 
repressing or exag-
gerating information 
they may convey. 

Ability to label 
emotions and 
recognise relations 
among the words 
and the emotions 
themselves, such as 
the relation between 
liking and loving. 
 
Ability to interpret 
the meanings that 
emotions convey 
regarding relation-
ships, such as that 
sadness often 
accompanies a loss.
 
Ability to under-
stand complex 
feelings: simultane-
ous feelings of love 
and hate, or blends 
such as awe as a 
combination of fear 
and surprise. 
 
Ability to recognise 
likely transitions 
from anger to 
satisfaction, or from 
anger to shame. 
 
 

Emotional intelligence thus provides 
exciting new concepts that will greatly assist 
the CF in its quest to redefine, develop and 
implement a new strategy for leadership.  In 
the end, success for the CF in this effort will 
be contingent on properly shaping its leader-
ship vision and key HR functions in terms of 
important emotional competencies. 
  
Annex A: Mayer and Salovey’s Model of 
Emotional Intelligence77 
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Ability to identify 
emotion in one’s 
physical states, feel-
ings, and thoughts. 
 
Ability to identify 
emotions in other 
people, designs, 
artwork, etc., 
through language, 
sound, appearance, 
and behaviour. 
 
Ability to express 
emotions accurately, 
and to express needs 
related to those feel-
ings. 
 
Ability to discrimi-
nate between accu-
rate and inaccurate, 
or honest versus 
dishonest ex-
pressions of feeling.

Emotional Intelligence  
 
 

Emotional Facilita-
tion of Thinking 

Perception, 
Appraisal, and 
Expression of 

Emotion 

 
 
 
 
 
 
 
 

 
Annex B:  Conceptual Components of 
Bar-On’s Model of Emotional and  
 Social Intelligence78

 
Intrapersonal Components 
Emotional Self-Awareness The ability to be 

aware of, and under-
stand, one’s feelings. 

Assertiveness The ability to express 
feelings, beliefs, and 
thoughts and defend 
one’s rights in a 
nondestructive 
manner. 

Self-Regard The ability to be 
aware of, understand, 
accept, and respect 
oneself. 

Self-Actualization The ability to realize 
one’s potential 
capacities and to do 
what one can do, 
wants to do, and 
enjoys doing. 

Independence The ability to be self-
directed and self-
controlled in one’s 
thinking and actions 
and to free of emo-
tional dependency. 

Emotions prioritize 
thinking by direct-
ing attention to 
important informa-
tion. 
 
Emotions are suffi-
ciently vivid and 
available that they 
can be generated as 
aids to judgement 
and memory con-
cerning feelings. 
 
Emotional mood 
swings change the 
individual’s per-
spective from 
optimistic to pessi-
mistic, encouraging 
consideration of 
multiple points of 
view. 
 
Emotional states 
differentially en-
courage specific 
problem approaches 
such as when 
happiness facilitates 
inductive reasoning 
and creativity. 

 
Interpersonal Components 
Empathy The ability to be 

aware of, to under-
stand, and to 
appreciate the 
feelings of others. 

Social Responsibility The ability to dem-
onstrate oneself as a 
cooperative, contrib-
uting, and construc-
tive member of one’s 
group. 

Interpersonal Relation-
ship 

The ability to estab-
lish and maintain 
mutually satisfying 
relationships that are 
characterized by 
emotional closeness, 
intimacy, and by 
giving and receiving 
affection. 

 
Adaptability Components 
Reality Testing The ability to assess 

the correspondence 
between what is 
emotionally experi-
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enced and what 
objectively exists. 

  
Flexibility The ability to adjust 

one’s emotions, 
thoughts, and behav-
iour to changing 
situations and condi-
tions. 

Problem Solving The ability to iden-
tify and define 
problems as well as 
to generate and 
implement poten-
tially effective 
solutions 

 
Stress Management Components 
Stress Tolerance The ability to with-

stand adverse events, 
stressful situations, 
and strong emotions 
without “falling 
apart” by actively 
and positively coping 
with stress. 

Impulse Control The ability to resist 
or delay an impulse, 
drive, or temptation 
to act, and to control 
one’s emotions. 

 
General Mood Compo-
nents 

 

Optimism The ability to look at 
the brighter side of 
life and to maintain a 
positive attitude, even 
in the face of adver-
sity and negative 
feelings. 

Happiness The ability to feel 
satisfied with one’s 
life, to enjoy oneself 
and others, and to 
have fun and express 
positive feelings. 

 
Annex C: Goleman’s Model of Emo-
tional Intelligence79 
 

Major Area of Skills Specific Examples 

Knowing One’s Emotions x� Recognising a 
feeling as it 
happens. 

 
 
 

 
 
 

x� Monitoring 
feelings from 
moment to 
moment. 

  

Management of Emotions x� Handling 
feelings so 
they are ap-
propriate. 

 x� Ability to 
soothe oneself. 

 x� Ability to 
shake off ram-
pant anxiety, 
gloom, or irri-
tability. 

  

Motivating Oneself x� Marshaling 
emotions in 
the service of a 
goal. 

 x� Delaying 
gratification 
and stifling 
impulsiveness. 

 x� Being able to 
get into the 
“flow” state. 

  

Recognising Emotions in 
Others 

x� Empathic 
awareness. 

 x� Attunement to 
what others 
need or want. 

  

Handling Relationships x� Skill in man-
aging emotions 
in others. 

 x� Interacting 
smoothly with 
others. 

 
Annex D:  Typical Results Comparing 
Approach Required to Approach                                        
                   Adopted  
           (from A-PD-131-002/PT-001 
Leadership Vol 2 The Professional Offi-
cer)80
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  Authoritative Ap-
proach Adopted 

Authoritative Ap-
proach Required 

Satisfactory Results 

Participative Approach 
Required  

- Performance goals 
achieved 

- Recreational goals 
not achieved 

- Work drops off 
when leader absent 

- Both aggression and 
apathy in followers 

- Loss of morale and 
group solidarity 

Free-rein approach 
Required 

- Follower resistance 
and sabotage 

- Information kept 
from leader 

- Followers withdraw 
from situation 

Participative Ap-
proach Adopted 

Free-rein Approach 
Adopted 

- Indecision and 
loss of time 

- Failure to meet 
deadlines 

- Failure to select 
and maintain the 
aim 

- Loss of control 

- Confusion 

- Failure to accom-
plish mission 

- Emergence of leader 
to take the place of 
the formal leader 

- Satisfactory 
Results 

- Work goals not 
achieved 

- Recreational goals 
achieved 

- Work irregular and 
disorganized 

- No sense of 
satisfaction by 
followers 

- Much activity to no 
purpose 

- Followers irri-
tated by leader’s 
interference 

- Loss of working 
time 

- Distraction from 
objectives 

- Satisfactory Results 
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