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H ow does IDEO, the celebrated industrial-
design firm, ensure that its teams consistently
produce the most innovative products under
intense deadline and budget pressures? By
focusing on its teams’ emotional intelligence—
that powerful combination of self-management
skills and ability to relate to others.

Many executives realize that EQ (emotional
quotient) is as critical as IQ to an individual’s
effectiveness. But groups’ emotional intelligence
may be even more important, since most work

THE IDEA IN BRIEF
gets done in teams.
THE IDEA AT WORK

To build a foundation for emotional intelli-
gence, a group must be aware of and construc-
tively regulate the emotions of:

* individual team members
* the whole group
* other key groups with whom it interacts.

Building the Emotional Intelligence of Groups

A group’s El isn’t simply the sum of its mem-
bers’. Instead, it comes from norms that sup-
port awareness and regulation of emotions
within and outside the team. These norms build
trust, group identity, and a sense of group effi-
cacy. Members feel that they work better
together than individually.

Group EI norms build the foundation for true
collaboration and cooperation—helping other-
wise skilled teams fulfill their highest potential.

How? By establishing EI norms—rules for
behavior that are introduced by group leaders,
training, or the larger organizational culture.
Here are some examples of norms—and what
they look like in action—from IDEO:

Emotions of... To Hone Awareness...

To Regulate...

IDEO Examples

Handle confrontation con-
structively. If team members
fall short, call them on it by
letting them know the group
needs them.

Treat each other in a caring
way—acknowledge when
someone is upset; show
appreciation and respect.

Awareness: A project leader
notices a designer’s frustration
over a marketing decision and
initiates negotiations to resolve
the issue.

Regulation: During brainstorm-
ing sessions, participants pelt
colleagues with soft toys if they
prematurely judge ideas.

(reate structures that let the
group express its emotions.

Cultivate an affirmative envi-
ronment.

« Encourage proactive problem-

solving.

Awareness: Teams work closely
with customers to determine
what needs improvement.

Regulation:“Finger-blaster”
toys scattered around the
office let people have fun
and vent stress.

Individual « Understand the sources of
Team individuals' behavior and take
Members steps to address problematic
behavior.

« Encourage all group members
to share their perspectives
before making key decisions.

The o Regularly assess the group’s
Whole strengths, weaknesses, and
Group modes of interaction.
« Invite reality checks from cus-
tomers, colleagues, suppliers.
Other « Designate team members
Key as liaisons to key outside
Groups constituencies.

« Identify and support other
groups’ expectations and needs.

Develop cross-boundary
relationships to gain outsiders
confidence.

’

Know the broader social and
political context in which your
group must succeed.

Show your appreciation of
other groups.
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Regulation: IDEQ built such a
good relationship with an out-
side fabricator that it was able
to call on it for help during a
crisis—on the weekend.
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By now, most executives have accepted that emotional
intelligence is as critical as IQ to an individual’s effectiveness.
But much of the important work in organizations is done in
teams. New research uncovers what emotional intelligence
at the group level looks like —and how to achieve it.

Building ’Ehe
Emotional

Intelligence

of Groups

by Vanessa Urch Druskat
and Steven B. Wolff

MARCH 2001

WHEN MANAGERS FIRST STARTED HEARING ABOUT

the concept of emotional intelligence in the 1990s,
scales fell from their eyes. The basic message, that effec-
tiveness in organizations is at least as much about EQ as
1Q, resonated deeply; it was something that people knew
in their guts but that had never before been so well artic-
ulated. Most important, the idea held the potential for
positive change. Instead of being stuck with the hand
they’d been dealt, people could take steps to enhance
their emotional intelligence and make themselves more
effective in their work and personal lives.

Indeed, the concept of emotional intelligence had real
impact. The only problem is that so far emotional intelli-
gence has been viewed only as an individual competency,
when the reality is that most work in organizations is
done by teams. And if managers have one pressing need
today, it’s to find ways to make teams work better.
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Building the Emotional Intelligence of Groups

It is with real excitement, therefore, that we share these
findings from our research: individual emotional intelli-
gence has a group analog, and it is just as critical to
groups’ effectiveness. Teams can develop greater emo-
tional intelligence and, in so doing, boost their overall
performance.

Why Should Teams Build
Their Emotional Intelligence?

No one would dispute the importance of making teams
work more effectively. But most research about how to
do so has focused on identifying the task processes that
distinguish the most successful teams—that is, specifying
the need for cooperation, participation, commitment to
goals, and so forth. The assumption seems to be that, once
identified, these processes can simply be imitated by other
teams, with similar effect. It’s not true. By analogy, think
of it this way: a piano student can be taught to play Min-
uet in G, but he won’t become a modern-day Bach without
knowing music theory and being able to play with heart.
Similarly, the real source of a great team’s success lies in
the fundamental conditions that allow effective task pro-
cesses to emerge —and that cause members to engage in
them wholeheartedly.

Our research tells us that three conditions are essential
to a group’s effectiveness: trust among members, a sense
of group identity, and a sense of group efficacy. When
these conditions are absent, going through the motions of
cooperating and participating is still possible. But the
team will not be as effective as it could be, because mem-
bers will choose to hold back rather than fully engage. To
be most effective, the team needs to create emotionally
intelligent norms —the attitudes and behaviors that even-
tually become habits—that support behaviors for building
trust, group identity, and group efficacy. The outcome is
complete engagement in tasks. (For more on how emo-
tional intelligence influences these conditions, see the
sidebar “A Model of Team Effectiveness.”)

Three Levels of Emotional
Interaction

Make no mistake: a team with emotionally intelligent
members does not necessarily make for an emotionally
intelligent group. A team, like any social group, takes
on its own character. So creating an upward, self-rein-
forcing spiral of trust, group identity, and group efficacy
requires more than a few members who exhibit emotion-
ally intelligent behavior. It requires a team atmosphere in
which the norms build emotional capacity (the ability to
respond constructively in emotionally uncomfortable sit-
uations) and influence emotions in constructive ways.
Team emotional intelligence is more complicated than
individual emotional intelligence because teams interact
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at more levels. To understand the differences, let’s first
look at the concept of individual emotional intelligence
as defined by Daniel Goleman. In his definitive book Emo-
tional Intelligence, Goleman explains the chief character-
istics of someone with high EI; he or she is aware of emo-
tions and able to regulate them —and this awareness and
regulation are directed both inward, to one’s self, and out-
ward, to others. “Personal competence,” in Goleman’s
words, comes from being aware of and regulating one’s
own emotions. “Social competence” is awareness and reg-
ulation of others’ emotions.

A group, however, must attend to yet another level of
awareness and regulation. It must be mindful of the emo-
tions of its members, its own group emotions or moods,
and the emotions of other groups and individuals outside
its boundaries.

In this article, we’ll explore how emotional incompe-
tence at any of these levels can cause dysfunction. We’ll
also show how establishing specific group norms that cre-
ate awareness and regulation of emotion at these three
levels can lead to better outcomes. First, we’ll focus on the
individual level -how emotionally intelligent groups
work with their individual members’ emotions. Next,
we’ll focus on the group level. And finally, we’ll look at the
cross-boundary level.

Working with Individuals’ Emotions

Jill Kasper, head of her company’s customer service depart-
ment, is naturally tapped to join a new crossfunctional team
focused on enhancing the customer experience: she has ex-
tensive experience in and a real passion for customer service.
But her teammates find she brings little more than a bad at-
titude to the table. At an early brainstorming session, Jill sits
silent, arms crossed, rolling her eyes. Whenever the team
starts to get energized about an idea, she launches into a de-
tailed account of how a similar idea went nowhere in the
past. The group is confused: this is the customer service star
they’ve been hearing about? Little do they realize she feels in-
sulted by the very formation of the team. To her, it implies she
hasn’t done her job well enough.

When a member is not on the same emotional wave-
length as the rest, a team needs to be emotionally intelli-
gent vis-a-vis that individual. In part, that simply means
being aware of the problem. Having a norm that encour-
ages interpersonal understanding might facilitate an
awareness that Jill is acting out of defensiveness. And
picking up on this defensiveness is necessary if the team

Vanessa Urch Druskat is an assistant professor of organi-
zational behavior at the Weatherhead School of Manage-
ment at Case Western Reserve University in Cleveland.
Steven B. Wolff is an assistant professor of management
at the School of Management at Marist College in Pough-
keepsie, New York.
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Building the Emotional Intelligence of Groups

A Model of Team Effectiveness

better decisions,
more creative solutions,
higher productivity

Study after study has shown that teams are more creative and productive
when they can achieve high levels of participation, cooperation, and collabo-
ration among members. But interactive behaviors like these aren’t easy to
legislate. Our work shows that three basic conditions need to be present

f before such behaviors can occur: mutual trust among members, a sense of

participation, cooperation,
collaboration

group identity (a feeling among members that they belong to a unique and
worthwhile group), and a sense of group efficacy (the belief that the team
can perform well and that group members are more effective working to-
gether than apart).

f At the heart of these three conditions are emotions. Trust, a sense of iden-

trust, identity, efficacy

tity, and a feeling of efficacy arise in environments where emotion is well

handled, so groups stand to benefit by building their emotional intelligence.
Group emotional intelligence isn’t a question of dealing with a necessary

evil-catching emotions as they bubble up and promptly suppressing them.

f Far from it. It's about bringing emotions deliberately to the surface and

group emotional intelligence

understanding how they affect the team’s work. It’s also about behaving

in ways that build relationships both inside and outside the team and that
strengthen the team’s ability to face challenges. Emotional intelligence
means exploring, embracing, and ultimately relying on emotion in work
that is, at the end of the day, deeply human.

wants to make her understand its desire to amplify her
good work, not negate it.

Some teams seem to be able to do this naturally. At
Hewlett-Packard, for instance, we learned of a team that
was attempting to cross-train its members. The idea was
that if each member could pinch-hit on everyone else’s
job, the team could deploy efforts to whatever task re-
quired the most attention. But one member seemed very
uncomfortable with learning new skills and tasks; accus-
tomed to being a top producer in his own job, he hated
not knowing how to do a job perfectly. Luckily, his team-
mates recognized his discomfort, and rather than being an-
noyed, they redoubled their efforts to support him. This
team benefited from a group norm it had established over
time emphasizing interpersonal understanding. The norm
had grown out of the group’s realization that working to
accurately hear and understand one another’s feelings
and concerns improved member morale and a willing-
ness to cooperate.

Many teams build high emotional intelligence by tak-
ing pains to consider matters from an individual mem-
ber’s perspective. Think of a situation where a team of
four must reach a decision; three favor one direction and
the fourth favors another. In the interest of expedience,
many teams in this situation would move directly to a ma-
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jority vote. But a more emotionally intelligent group
would pause first to hear out the objection. It would also
ask if everyone were completely behind the decision, even
if there appeared to be consensus. Such groups would ask,
“Are there any perspectives we haven’t heard yet or
thought through completely?”

Perspective taking is a team behavior that teamwork
experts discuss often—-but not in terms of its emotional
consequence. Many teams are trained to use perspective-
taking techniques to make decisions or solve problems (a
common tool is affinity diagramming). But these tech-
niques may or may not improve a group’s emotional in-
telligence. The problem is that many of these techniques
consciously attempt to remove emotion from the process
by collecting and combining perspectives in a mechanical
way. A more effective approach to perspective taking is to
ensure that team members see one another making the
effort to grapple with perspectives; that way, the team has
a better chance of creating the kind of trust that leads to
greater participation among members.

An executive team at the Hay Group, a consulting firm,
engages in the kind of deep perspective taking we’re de-
scribing. The team has done role-playing exercises in
which members adopt others’ opinions and styles of inter-
action. It has also used a “storyboarding” technique, in
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Building the Emotional Intelligence of Groups

that great design is best accomplished through the cre-
ative friction of diverse teams and not the solitary pursuit
of brilliant individuals, so it’s imperative that the teams at
IDEO click. In our study of those teams, we found group
norms supporting emotional intelligence at all three lev-
els of our model.

First, the teams at IDEO are very aware of individual
team members’ emotions, and
they are adept at regulating
them. For example, an IDEO de-
signer became very frustrated
because someone from market-
ing was insisting a logo be ap-
plied to the designer’s product,
which he felt would ruin it visu-
ally. At ameeting about the prod-
uct, the team’s project leader
picked up on the fact that some-
thing was wrong. The designer
was sitting off by himself, and
things “didn’t look right” The project leader looked into
the situation and then initiated a negotiation that led
to a mutual solution.

IDEO team members also confront one another when
they break norms. This is common during brainstorming
sessions, where the rule is that people must defer judg-
ment and avoid shooting down ideas. If someone breaks
that norm, the team comes down on him in a playful yet
forceful way (imagine being pelted by foam toys). Or if
someone is out of line, the norm is to stand up and call her
on it immediately. If a client is in the room, the con-
frontation is subtler —perhaps a kick under the chair.

Teams at IDEO also demonstrate strengths in group-
focused emotional intelligence. To ensure they have a
high level of self-awareness, teams constantly seek feed-
back from both inside and outside the organization. Most
important, they work very closely with customers. If a de-
sign is not meeting customer expectations, the team finds
out quickly and takes steps to modify it.

Regulating group emotion at IDEO often means pro-
viding outlets for stress. This is a company that believes
in playing and having fun. Several hundred finger blasters
(a toy that shoots soft projectiles) have been placed
around the building for employees to pick up and start
shooting when they’re frustrated. Indeed, the design
firm’s culture welcomes the expression of emotions, so it’s
not uncommon for someone —whether happy or angry -
to stand up and yell. IDEO has even created fun office
projects that people can work on if they need a break. For
example, they might have a project to design the com-
pany holiday card or to design the “tourist stop” displays
seen by visitors.

Finally, IDEO teams also have norms to ensure they are
aware of the needs and concerns of people outside their
boundaries and that they use that awareness to develop
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A team can have everything
going for it—the brightest and
most qualified people, access to
resources, a clear mission —but
still fail because it lacks group

emotional intelligence.

relationships with those individuals and groups. On dis-
play at IDEO is a curious model: a toy truck with plastic
pieces on springs that pop out of the bed of the truck
when a button is pressed. It turns out the model com-
memorates an incident that taught a variety of lessons.
The story centers on a design team that had been work-
ing for three weeks on a very complex plastic enclosure
for a product. Unfortunately, on
the Thursday before a Monday
client deadline, when an engi-
neer was taking it to be painted,
it slipped from his pickup bed
and exploded on the road at
70 mph. The team was willing
to work through the weekend to
rebuild the part but couldn’t fin-
ish it without the help of the
outside fabricator it had used
on the original. Because they
had taken the time to build a
good relationship with the fabricator, its people were will-
ing to go above and beyond the call of duty. The light-
hearted display was a way for teammates to show the en-
gineer that all was forgiven—and a reminder to the rest
of the organization of how a team in crisis can get by with
a little help from its friends.

Where Do Norms Come From?

Not every company is as dependent on teams and their
emotional intelligence as IDEO. But now more than ever,
we see companies depending on teams for decisions and
tasks that, in another time, would have been the work of
individuals. And unfortunately, we also see them discov-
ering that a team can have everything going for it—the
brightest and most qualified people, access to resources,
a clear mission —but still fail because it lacks group emo-
tional intelligence.

Norms that build trust, group identity, and group effi-
cacy are the key to making teams click. They allow an oth-
erwise highly skilled and resourced team to fulfill its po-
tential, and they can help a team faced with substantial
challenges achieve surprising victories. So how do norms
as powerful as the ones we’ve described in this article
come about? In our research, we saw them being intro-
duced from any of five basic directions: by formal team
leaders, by informal team leaders, by courageous follow-
ers, through training, or from the larger organizational
culture. (For more on how to establish the norms de-
scribed in this article, see the sidebar “Building Norms for
Three Levels of Group Emotional Intelligence.”)

At the Hay Group, for example, it was the deliberate ac-
tion of a team leader that helped one group see the im-
portance of emotions to the group’s overall effectiveness.
Because this particular group was composed of managers
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