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L eadership, like beauty, is one of those concepts that we use 

freely everyday, and yet cannot agree its meaning. There 

are numerous leadership models; for example, Arthur G 

Jago (Vroom and Jago, 1988) classifies leadership theories according 

to whether they focus on traits or behaviours, and whether they are 

universal (“one best way”) or situational in approach.

In this article, we explore one of the most well-known models: 

Burns’s transactional/transformational leadership model, and relate 

it to Reuven Bar-On’s research into emotional intelligence (EI). In 

particular, we use his Bar-On Emotional Quotient Inventory (EQ-i) 

– an internationally validated method of assessing individuals’ 

levels of EI – to create an emotional map of these two types of 

leadership. 

In a later section, we will review a number of leadership studies on 

EI and comment on what they say about leadership styles in a variety 

of settings.

Transactional versus transformational leadership

James McGregor Burns (1978) developed the transactional/

transformational model of leadership when he sought to define the 

In this article, Geetu Bharwaney and Catharine Paddock provide a route map for leaders wishing to be 

both transactional and transformational. They argue that both styles have a place among today’s 

effective leadership roles.

Emotional maps of effective
(and ineffective) leaders
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“superstar” CEO criteria were generated and discriminant analysis 

was conducted. Each CEO was asked to rank a set of nine business 

challenges. Correlations were computed to identify the links 

between EQ-i scores and reported business challenges.

The group was found to have generally high independence, assert-

iveness, optimism, self-actualization and self-regard – a profile that 

one would probably equate to a transactional leader – together 

with low interpersonal relationship and low impulse control. 

These findings were similar to those in a 1999 study of the 

Young Presidents’ Organization (Book and Stein, 2002). When 

CEOs were analysed according to financial criteria, the EQ-i 

components of empathy, self-regard and assertiveness were found 

to be important.

CONCLUSION
The Management Standards Centre is in the throes of developing 

world-class national occupational standards for management 

and leadership as a result of a government-sponsored project in 

the UK to look into the various models and approaches, and 

update the earlier Management Charter Initiative competencies. 

The centre has recently concluded a second consultation exercise 

on its draft standards. One of the areas that is being suggested 

involves a set of personal and technical competencies concerned 

with “managing self and personal skills” (downloadable from 

www.managers.org.uk).

There is arguably a need to develop tools that help leaders and their 

organisation develop the personal qualities of leaders.

Perhaps what differentiates great leaders from others is the EQ-i 

component of social responsibility. It might be the essential factor in 

differentiating dictators from leaders and in differentiating leaders 

who create followership from leaders who follow.
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