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Leadership Incompetence

f*...65%-75% of the employees In any
given organization report that the  worst
aspect of their job Is their immediate

DOSS.

f Estimates of the base rate for managerial
Incompetence In corporate life range from
30% to 75%”

Hogan, R. & Kaiser, R. (2005). What we know about leadership. Review of
General Psychology. 9 (2), 169-180.




Competent Jerks & Lovable Fools
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Casciaro & Lobo (2005). Competent Jerks, Lovable Fools and the Formation of Social Networks.
Harvard Business Review, 82, 92-100.
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Leadership Matters

f Results of two company-wide employee
engagement surveys were analyzed for 2002

and 2004

f Employees rated leadership and management
practices using a benchmarked 8-item
Leadership Effectiveness Index (alpha .91)

f Employees were asked additional questions
about retention (intention to leave in 12
months), job satisfaction and perceptions of

stress

Nowack, K. (2006). Emotional Intelligence: Leadership Makes a Difference. HR
Trends. 17, 40-42.
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Envisia Leadership Study (p's < .01)
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The Neurobiology of Bullying Behavior

f Inarecent study, brain scans of young,
aggressive bullies suggest they actually
enjoy seeing others in pain

f The researchers used functional Magnetic
Resonance Imaging (fMRI) scans of eight
16 to 18 year-old boys with conduct
disorder and compared them to eight
matched adolescents without this clinical
disorder

f Scans showed decreased activation of
areas associated with empathy and
increased activity in an area of the brain
associated with rewards when the
aggressive boys watched a video of
someone inflicting pain on another
person

Decety, J., Michalska, K.J., Akitsuki, Y., & Lahey, B.B. (2008). Atypical empathic responses in adolescents with
aggressive conduct disorder: a functional MRI investigation. Biological Psychology



Leadership Practices and Health

f A prospective study of 506 males and
3,570 females measured “perceived
justice” (supervisory practices)
absenteeism due to illness, self-
reported health and psychiatric
disorders

f The rates of absence due to sickness
among those perceiving low justice
were 1.2 to 1.9 times higher than
among those perceiving high justice

f These associations remained
significant after adjustment for
behavioral risks, workload, job control,
and social support

Elovainio, M. et al., 2002. Organizational Justice: Evidence
of a New Psychosocial Predictor of Health American Journal
of Public Health, 92, 105-108



Leadership Practices and Health

f This field study of female healthcare
assistants explored blood pressure
as it related to perceptions of
supervisor interaction style

f Ambulatory blood pressure was
measured every 30 minutes over a
12-hour period for three days

f Statistically significant elevated SBP
differences were observed for those
working for supervisors perceived to
be less favorable

Wagner, N., Feldman, G. & Hussy, T. (2003). The
effect of ambulatory blood pressure of working under
favourably and unfavourably perceived supervisors.
Occupational Environmental Medicine, 60, 468-474



Leadership Practices and Health

f A prospective study of 6,442 male British
civil servants measured “perceived
justice” (supervisory practices) and
tracked heart disease

f Employees who perceived their
supervisors treated them fairly had 30%
lower CHD incidents after adjustment for
other risk factors

Kivimaki, M. et al., 2005. Justice at Work and Reduced Risk
of Coronary Heart Disease Among Employees: The Whitehall
Study. Archives of Internal Medicine, 165, 2245-2251.

f A 3-year prospective study on 3,122
Swedish workers showed that
transformational managerial behaviors
was significantly associated with lower
cardiac risk

Nyberg. et al., 2008. Managerial leadership and ischaemic
heart disease among employees: The Swedish WOLF study.
Occupational and Environmental Medicine, 66, 51-55.
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Social Rejection and Physical Pain

f Social pain lights up two brain
regions key in the response to
physical pain and correlated with
self-reported distress

Eisenberger, N., Lieberman, M. and Williams, K. (2003). Does
rejection hurt? An fMRI study of social exclusion. Science, 302,
290-292.

f Four studies showed that recall of
past socially painful situations elicits
greater pain than reliving a past
physically painful event and has
greater negative impact on
cognitively demanding tasks

Chen, Z., Williams, K., Fitness, J. & Newton, N. (2008). When
hurt will not heal. Psychological Science, 19, 789-795.




Social Relationships and Health

f Interpersonal stress (e.g., being judged or
compared to others) has an effect on cortisol
three times greater than when the stress is
Impersonal

f For impersonal stress, cortisol returns to normal
iIn about 40 minutes but If interpersonal cortisol
remains high 50 percent longer taking an hour
more to reach baseline

Dickerson, S. & Kemeny. M. (2004). Acute stressors and cortisol responses: A
theoretical integration and synthesis of laboratory research. Psychological Bulletin,

130, 355-391.



Social Relationships and Health

f Volunteers quarantined for 5 days and exposed to
rhinovirus who had ongoing interpersonal conflicts
were 2.5 times more likely as those with strong
relationships to experience a cold. Compared to those
with strong support networks, those with the fewest
close relationships were 4.2 times more susceptible

Cohen, S. (2003). Sociability and susceptibility to the common cold. Psychological Science,
14, 3890395

f Among men getting angiography for CHD, those whose
loved ones were less supportive had 40% more
blockage than those with warm connections

Seeman, T. & Syme, S. (1987). Social networks and coronary heart disease: A comparative
analysis of network structural and support characteristics. Psychosomatic Medicine, 49, 341-
354



Social Relationships and Health

f A study of 110 subjects were pretested and retested 3
months after participating in an 11-day intensive health
promotion program for the elderly at a large health
resort in Arizona. Subjects who reported an increase in
perceived social support over time showed significant
INncreases in immune responsiveness

Schwartz, G.E., Schwartz, J.I., Nowack, K.M., & Eichling, P.S. (1992). Changes in
perceived stress and social support over time are related to changes in immune
function. University of Arizona and Canyon Ranch. Unpublished manuscript

f Epidemiological studies suggest that toxic relationships
are as major a risk factor as blood pressure,
cholesterol, inactivity or smoking

Kiecolt-Glaser, J. (1999). Matrital stress: Immunologic, neuroendocrine and
automnomic correlates. Annals of the New York Academy of Sciences, 840, 656-

663.



Social Relationships at Work

f Close relationships at work boost
employee satisfaction by 50 percent

f When employees have close
friendships with their bosses, they
are more than twice as likely to be
satisfied with their jobs

f People who have a best friend at
work are seven times more likely to
be engaged Iin their work (as well as
less accidents, more engaged
customers and more creative)

Rath, T. (2006). The Gallup Organization
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Gender Differences in Leadership

fIn general, research supports that
women lead differently than men

f Three reasons for gender differences in
leadership that are often cited:

. Brain differences
. Socialization
. Hormones

envisla
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Where Female Executives Do Better:
A Scorecard

Competency Men Women
Motivating Others XXXXXX
Communication XXXXX
Planning XX XXX
Listening XXXXXX
Problem Solving XX XXX

Interpretation: Each “X” denotes which group scored significantly higher on the
respective studies

Data: Envisia Learning, Consulting Tools/Advanced Teamware, Inc., Hagberg
Consulting Group, Management Research Group, Lawrence Pfaff, Personnel
Decisions International



Gender Differences in Leadership

f A meta-analysis of 160 studies found women use
more participative and transformational
management styles compared to men

Eagly & Johnson (1990). Gender and leadership style: A meta-analysis. Psychological Bulletin, 108,
233-256

Eagly & Johannesen-Schmidt, & van Engen (2003). Transformational, transactional and laissez fair
leadership styles: A meta-analysis comparing men and women. Psychological Bulletin, 129, 569-591

f Women are more aware of their emotions and are
more empathetic compared to men who are higher
In self-confidence, adaptability and optimism

Goleman,D. (1988). Working with Emotional Intelligence. New York: Bantam




Gender Differences in Leadership

fA meta-analysis of 80 studies found that
men and women do not differ in
effectiveness

fComparisons of leadership effectiveness
favor women when the setting is female-
dominated and the role requires high
cooperation

Eagly, Karu & Makhijani (1995). Gender and the effectiveness of leaders: A
meta-analysis. Psychological Bulletin, 108, 233-256
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Gender and Leadership In the US

f 37% of highly qualified women voluntarily leave
work at some point in their careers compared to
24% of men

f Only 6% of women stopped working because the
work was too demanding

f Only 74% of “off-ramped” women who want to
rejoin the ranks of employed are able to do so

Hewlett, S. & Luce, C. (2005). Off-ramps and On-ramps. Harvard Business
Review, March, 2005




Why Women Leave Organizations in the US

Top Five Reasons Men Leave
. Change Careers (29%)
. Earn degree (25%)
. Work not satisfying (24%)
. Not interested in field (18%)
. Family time (12%)

Top Five Reasons Women Leave
. Family Time (44%)
. Earn degree (23%)
. Work not satisfying (17%)
. Moved away (17%)
. Change careers (16%)

Hewlett, S. & Luce. C (2005). Off-ramps and On-ramps.
Harvard Business Review, March, 2005
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Gender Differences In
Leadership Practices

Emotional Intelligence
Management Practices
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Gender Differences in Management Practices
Manager View 360

Communications

Active Listening

Written
Communications

Oral o
Communications

Oral _
Presentation

Vision/Goal
Setting

eadership

Planning/
Organizing

Administrative
Control/Follow-Up

Delegation

Performance
Management

Performance
Appraisal

Recognizing
Others

Interpersonal

Sensitivity

Coaching/
Development

Conflict
Management

Team Building

Employee
Development

Leadership

Problem Solving

Strategic Problem
Analysis

Decisiveness/
Judgment

Note: Self-Ratings of
men (N=801) are
significantly higher
than women on the 7
bolded competencies
(N=417),all p’'s < .01



Gender Differences iIn Management Practices

LEADERSHIP

COMPETENCY Self/Other Ratings
Significant interaction Leadership Factor
effect is found between 32.5
rater X gender ,

/T~
Women (N=417) are rated @ o / TNl
significantly higher than é /
men (N=801) by all rating = 3154 /
groups S J/
g /

There are no significant % 31'0;//5\/
differences in self-ratings =
between men and women ii 305] - —
on Overa” ratings Of the Self Subordinate Supervisor
leadership skill RATER

competency



Emotional Intelligence View 360

17 EI Competencies/ 74 Behaviors

Self
Management

 Self-Development

» Adaptability/Stress
Tolerance

 Self-Control

 Trustworthiness

» Strategic Problem
Solving

» Achievement
Orientation/Drive for
Results

Relationship
Management

* Building Strategic
Relationships

» Conflict
Management

 Leadership/Influence
* Interpersonal
Sensitivity/Empathy
» Team/Interpersonal
Support
 Collaboration

Communication

e Listening

» Oral Communication

» Two-Way Feedback

 Oral Presentation

» Written
Communication

Enlighten.
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Envisia Learning
El Differences in Spain and US

f The emotional intelligence of 740 leaders in Spain
were compared to 1,271 in the US using our EIV360

f Leaders in Spain were rated significantly higher by all
raters but not in the US

f Managers in Spain were the most critical rater group

Rater Group Spain USA
Self 17.14 15.69
Manager 15.38 15.70
Direct Report 16.58 15.98
"p<.01



Gender Differences in Emotional Intelligence

f In recent studies, the EIV360 has shown
significant correlations with:
. Job performance
. Retention
. Academic performance

f The EIV360 has also shown significant
correlations with measures of transformational
leadership (MLQ-36) In three studies (average
's =.551t0.71)

f We compared 671 men and 674 women from
diverse industries on our Emotional
Intelligence View 360 (EIV360) which is based
on Dan Goleman’s EIl construct
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Gender Differences in Emotional Intelligence

Self-Ratings Other Ratings
f Women rated f Women were rated
themselves significantly higher

significantly higher
(p< .01) than men

(p< .01) than men
by other raters

on: |

. Overall El (managers, direct

. Relationship reports and team
Management members) on:

. Communications . Overall El

. Communications

envisia =
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Envisia Learning
Gender Differences Research Summary

fWomen in our two studies were rated
significantly higher then men by
managers, direct reports and peers

f Our measure of emotional intelligence
may overlap greatly with transformational
leadership

f These findings are consistent with earlier
research showing women use a more
Involvement oriented leadership style
compared to men
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Stress Response
“Tend -and-Befriend” Model

Female approach to coping

f Respond to stressful situations by protectin
themselves and their young through
nurturing behaviors-"tend"

f Forming alliances with a larger social grou
particularly among women-"befriend"

f The “tend and befriend” response appears
be largely associated with the female
hormone oxytocin (OT)

Taylor, Shelley (2002). The Tending Instinct: Women, Men and the
Biology of Nurturing. New York: Times Books




The Prosocial Peptide Behind the
“Tend -and-Befriend” Effect

f Several recent published studies have
explored the biological basis of
empathy and trust among humans

f Results suggest that change in
oxytocin was significantly associated
with increased collaboration, trust,
empathy and prosocial behavior

Zak, P. (2005). Oxytocin is associated with human
trustworthiness. Hormones and Behavior, 48, 522-527.

Zak P, Stanton A, Ahmadi S. (2007). Oxytocin Increases
Generosity in Humans. PLoS ONE 2(11): e1128.
doi:10.1371/journal.pone.0001128



The Neurobiology of Trust



The Neurobiology of Trust

Research using the Trust Game shows that an oxytocin
rise boosts trust and trustworthiness:

. After inhaling an oxytocin nasal spray, Subject 1's
offered 80% more money than control subjects who
took a placebo (Trust)

. Twice as many Subject 1's who received oxytocin
gave all their cash to their partners (Trust)

. Subject 2 showing the highest increase in oxytocin
blood levels returned the most money to their partners
(Trustworthiness)




The Neurobiology of Trust

Flaws in the brain’s ability to respond to oxytocin might contribute to
social disorders:

About 2% of all subjects were particularly untrustworthy despite

elevated basal levels of oxytocin suggesting receptors in the wrong
brain areas

Untrustworthy individuals have personality traits similar to
sociopaths (indifferent to or non-reactive to other’s suffering)

Zak, P. & Fakhar, A. (2006). Neuroactive Hormones and Interpersonal Trust: International Evidence
Economics & Human Biology, 4:412-429.

Zak P, Stanton A, Ahmadi S. (2007). Oxytocin Increases Generosity in Humans. PLoS ONE 2(11):
€1128. doi:10.1371/journal.pone.0001128

Morhenn, V., Park, |., Piper, E. & Zak, P. (2008). Monetary sacrifice among strangers is mediated by
endogenous oxytocin release after physical contact. Evilolution and Human Behavior



Empathy, Oxytocin and Pro -Social Behavior

Viewing an emotional video raised perceived empathy towards others
with in increase in oxytocin (OT) 47% relative to non-emotional videos
resulting in greater generosity in the trust game

The empathy-oxytocin response was stronger in women than in men

The findings provide the first evidence that oxytocin is a physiologic
signature for empathy, and that empathy mediates generosity

Cognitive Hardiness (resilience) was not significantly correlated with OT

Barraza, J. & Zak, P. (2009). Empathy towards strangers triggers oxytocin release and subsequent generosity. Annals of
the New York Academy of Sciences

Enlighten
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Oxytocin: The “Cuddle” Hormone

f In 2006 Dr. Eric Hollander (Mount Sinai School of
Medicine, New York) administered oxytocin and a
placebo intravenously to 15 autistic adult patients
with the oxytocin group better able to decipher
emotions in tone of voice and improvements in
social awareness lasted for nearly two weeks

f Misfirings in the amygdala and low oxytocin may
help explain why people with autism have trouble
distinguishing between happy expressions and
angry ones

f Natural ways to boost the oxytocin:
Massage
Petting a dog
Eating food with a friend
Breathing exercises
Yoga
Watching an emotional movie
Sex

Zak, P. (2008). The Neurobiology of Trust. Scientific American, 88-95



The Neurobiology of Leadership In Women

. Oxytocin appears to be a key neurological contributor to
empathy, trust and collaboration

. Women leaders have been shown to use more
transformational and participative leadership styles

relative to men and this may have a biological basis to it
mediated by oxytocin

Zak, P. & Fakhar, A. (2006). Neuroactive Hormones and Interpersonal Trust: International Evidence
Economics & Human Biology, 4:412-429.

Morhenn, V., Park, j., Piper, E. & Zak, P. (2008). Monetary sacrifice among strangers is mediated by
endogenous oxytocin release after physical contact. Evolution and Human Behavior
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