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Abstract

The purpose of this paper is to examine the interrelated influences of managers’ emotional intelligence, leadership
styles and team outcomes of: team performance, team communication, team cohesion and conflict management. In
particular, this study explored the potential mediating effects of managers’ transformational leadership style on the
relationships between managers’ emotional intelligence and those team outcomes. The results showed that managers’
transformational leadership style fully mediates the relationship between managers’ emotional intelligence and team
performance, team communication and conflict management. However, no mediating effect of managers’
transformational leadership style is found on the relationship between managers’ emotional intelligence and team
cohesion.
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Emotional intelligence (EI), a powerful competence, is associated with leadership (Wong, 2002) and particularly
with transformational leadership style (Barling, Slater, & Kelloway, 2000; Clarke, 2010; Lindebaum & Cartwright,
2010; Palmer, Walls, Burgess, & Stough, 2001). Transformational leaders transform the needs, values, preferences
and aspirations of followers from self-interests to collective interests, so followers become highly committed to the
leader’s mission (Shamir, House, & Arthur, 1993). Transformational leadership style comprises four dimensions:

idealized influence (charisma), inspirational motivation, individual consideration and intellectual stimulation (Bass,
1997).

1. Purpose of Study and Significance

Research has been carried out on EI, transformational leadership style and effects on team outcomes. However,
limited research has linked all these three concepts together. Both managers’ EI (George, 1995; Goleman, 1996;
Langhorn, 2004; Prati, Douglas, Ferris, Ammeter, & Buckley, 2003; Wong & Law, 2002) and transformational
leadership (Bass, 1995; Ozaralli, 2003; Yammarino & Bass, 1990) are associated with similar positive effects on
team outcomes. Therefore, a major objective of our study is to explore the dynamic interplay among the three
concepts of El, transformational leadership and team performance, in particular, the potential mediating role of
transformational leadership style on the relationship between managers’ EI and team outcomes. Thus, our
perspective differs from that of previous studies that focus only on the direct relationship between the causal
influences of managers’ EI on subordinates’ team outcomes.

Most of the EI measures developed in Western countries are elusive because those scales load heavily on the
Big-Five personality dimensions (Davies, Stankov, & Roberts, 1998). The original proponents of EI (Mayer, Salovey,
& Caruso, 2000) argued that EI should be defined as a set of abilities related to emotions. In support of EI as a set of
mental abilities, Wong and Law (2002) developed a self-report EI measure (WEIS) which distinguishes the EI
construct from Big-Five personality (Law, Wong, & Song, 2004) by demonstrating EI has predictive power. An
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objective of this study is to add to what is known about the Chinese work context with respect to EI by utilizing a
measure of EI that better captures the dynamics of the EI concept within the field of study.

Practically, this study offers directions for management within the burgeoning Chinese economy. China is the largest
Foreign Direct Investment (FDI) recipient in the world with foreign enterprises actively pursuing business there.
Thus, the results of this study provide valuable information for foreign investors to better deal with Chinese
corporations and to function more efficiently in this attractive market on a practical level.

2. Theoretical Framework and Hypotheses
2.1 Literature Review
2.1.1 Emotional Intelligence

Goleman (1998a, p. 317) defined EI as “the capacity for recognizing our own feelings and those of others, for
motivating ourselves and for managing emotions well in ourselves and in our relationships”. His EI model comprises
four dimensions: self-awareness, self-management, social awareness and relationship management. Among the four
EI dimensions, Goleman (1996) and Bar-On (1997) identified self-awareness as the most important dimension of EI.
Self-awareness is knowing one’s emotions, recognizing a feeling as it happens which is the keystone of EI. If
someone knows their internal states of emotion, it allows self-control and leads to empathy in others, keeping the
individual away from anger, anxiety and gloom and, allow the person to become active in work and life (Goleman,
1996).

Social awareness is recognizing emotions in others. Empathy, another ability that builds on emotional self-awareness,
is a fundamental people skill. Empathy is the important component in relationship management, the skill of
managing emotions in others (Goleman, 1996).

IQ and technical skills do matter, but mainly as threshold capabilities ... recent research clearly showed that EI is the
sine qua non of leadership. Without it, a person can have the best training in the world, an incisive, analytical mind,
and an endless supply of smart ideas, but still will not make a good leader (Goleman, 1998a, p. 92).

Indeed, studies have shown that EI exerts a positive influence on employees’ work attitudes, behaviors and
performance and relates to various job-related outcomes, including job performance (Bachman, Stein, Campbell, &
Sitarenios, 2000; Goleman, 1996; Tischler, Biberman, & Mckeage, 2002), leadership success (Cooper & Sawalf,
1997; Higgs, 2003; Sivanathan & Fekken, 2002), citizenship behaviors (Day & Carroll, 2004), quality problem
solving (Rahim & Minors, 2003) and conflict management (Rahim et al., 2003).

Rosete and Ciarroch (2005) investigated why intelligent and experienced leaders are not always successful in dealing
with environmental demands and life in general by examining the relationship between EI, personality, cognitive
intelligence and leadership. Their results revealed that higher EI was associated with leadership effectiveness, and
that EI explained the variance not explained by either personality or 1Q.

2.1.2 Leadership Style

Burns (1978) asserted that a transforming leader “looks for potential motives in followers, seeks to satisfy higher
needs, and engages the full person of the follower ... a relationship of mutual stimulation and elevation that converts
followers into leaders” (Burns, 1978, p. 4). Bass (1997) established four components of transformational leadership:

1. Idealized influence (charisma) — Leaders are admired as role models generating pride, value, loyalty and
confidence. Leaders emphasize trust on difficult issues and the ethical consequences of decisions. 2. Inspirational
motivation — Leaders articulate an appealing vision of the future and challenge followers with high standards,
providing meaning for what needs to be done. 3. Intellectual stimulation — Leaders question old assumptions and
beliefs. Leaders stimulate new perspectives and ways of doing things and encourage the expression of ideas in others.
4. Individualized consideration — Leaders deal with others as individuals, consider subordinates’ individual needs
and abilities. Leaders also listen attentively and encourage subordinates’ development.

Transformational leadership style has been shown to be positively associated with organizational success (Eisenbach,
Watson, & Pillai, 1999), consolidated-business-unit performance (Geyer & Steyrer, 1998; Howell & Avolio, 1993),
team performance (Bass, 1990), trust in the leader (Podsakoff, Mackenzie, Moorman, & Fetter, 1990), subordinates’
extra effort and satisfaction (Seltzer & Bass, 1990; Yammarino & Bass, 1990), and special attention to the needs of
subordinates (Barling et al., 2000). Thus, transformational leadership style is considered an important influence on an
organization’s leaders and subordinates alike, producing a variety of positive outcomes in organizational settings.
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2.1.3 Team Outcomes/Performance

Work teams are the focus of this study. Cohen and Bailey (1997) defined work teams as continuing work units
responsible for producing goods or services with typically stable, usually full-time, and well-defined membership.

It is a complex task to measure team performance in organizations, since only a few of the group tasks lend
themselves to quantifiable measurement (Hackman, 1987). Resources inputs and specific performance indicators
might vary from team to team (Dionne, Yammarino, Atwater, & Spangler, 2004). However, Guzzo and Shea’s (1992)
and Hackman’s (1992) studies indicated that team processes do lend themselves to comparisons across teams. A
Dionne et al. (2004) study used only process performance measures to represent team performance, selecting three
well-developed, empirically justified teamwork processes, based on previous literature - team cohesion, team
communication and conflict management. Thus, in this study, team outcomes, including process-based metrics (team
communication, team cohesion and conflict management) and team performance, were used as indicators to measure
whether teams can achieve their objectives.

2.2 Theoretical Framework
2.2.1 Managers’ Emotional Intelligence and Transformational Leadership

Studies have found a positive relationship between EI and transformational leadership style (Barbuto & Burbach,
2006; Barling et al., 2000; Clarke, 2010; Duckett & Macfarlane, 2003; Harms & Credé; 2010; Leban & Zulauf, 2004;
Lindebaum & Cartwright, 2010; Palmer, et al., 2001). The literature has suggested that leaders’ ability to understand
and manage their own emotions, as well as those of their followers contributes to effective leadership in a variety of
positive organizations outcomes (Gardner & Stough, 2002; George, 2000; Kerr, Garvin, Heaton, & Boyle, 2006;
Rosete & Ciarrochi, 2005).

Supervisors’ emotional intelligence is positively associated with transformational leadership, increasing team
effectiveness in subordinates (Polychroniou, 2009). The inspirational motivation and individualized consideration
components of transformational leadership are significantly correlated with both the ability of emotional monitoring
and management in oneself and others (Palmer et al., 2001). It implies that leaders who motivate and inspire
subordinates to work toward common goals (inspirational motivation), and pay special attention to the achievement
and developmental needs of subordinates (individualized consideration), monitor and manage emotions both within
themselves and others. In a study of 49 managers and 187 subordinates, EI was associated with three aspects of
transformational leadership — idealized influence, inspirational motivation, and individual consideration, as
emotionally intelligent leaders were inclined to use a transformational style (Barling et al., 2000). Overall EI was
correlated with the transformational leader behavior component of inspirational motivation; the individualized
consideration components of transformational leadership were significantly correlated with both strategic EI and
understanding emotions. Specifically, research shows that emotional intelligence contributes to transformational
leadership and subsequent actual project performance (Leban & Zulauf, 2004).

In investigating whether EI predicted transformational, transactional and /aissez-faire leadership styles. Gardner and
Stough (2002) showed that EI correlated highly with all dimensions of transformational leadership, and that the
components of understanding of emotions and emotional management were the best predictors of transformational
leadership style.

2.2.2 Managers’ Emotional Intelligence and Team Outcomes

Wong and Law (2002) showed that the EI of leaders and followers affects job performance and attitude. An
extensive range of studies shows that managers’ EI positively accounts for differences in team outcomes (Gardner &
Stough, 2002; George, 2000; Jordan & Lawrence, 2009; Kerr et al., 2006; Prati, et al, 2003) and team attitudes
(group satisfaction, cohesiveness and effectiveness) (Offermann, Bailey, Vasilopoulos, Seal, & Sass, 2004).
Managerial EI is positively related to employee profit performance (Langhorn, 2004), and leader’s positive mood
was associated with team performance in a service setting (George, 1995). Leaders in positive affective states may
energize the people they manage, causing them to approach tasks actively and enthusiastically, as they have high
levels of confidence in their ability to succeed. “Recognizing and expressing feelings enables leaders to take
advantage of and use their positive emotions and emotional information to facilitate organization performance,
including prioritizing demands and solving problems” (Gardner & Stough, 2002, p. 77). Leaders motivate team
members to work together toward team goals, challenging team members to work toward increasing team
effectiveness and performance. To benefit the team, leaders must be able to establish strong emotional relationships
with team members, based on their EI.

Managers with high EI are able to handle the negative feelings of subordinates. This helps to eliminate
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disagreements and conflict through excellent communication to achieve the highest synergy within a team,
enhancing its internal harmony and goal achievement (Goleman, 1996, 1998a). This working environment leads to
enhanced team communication, cohesion and conflict management.

2.2.3 Managers’ Transformational Leadership and Team Outcomes

Assertions have been made regarding the beneficial effect of transformational leadership on subordinates. Studies
have found that employees are willing to exert more effort and to increase standards for transformational leaders
(Seltzer & Bass, 1990; Yammarino & Bass, 1990), and to have higher performing work groups and receive higher
ratings of effectiveness and performance (Bass, 1995; Bryman, 1992; Duckett & Macfarlane, 2003). Bass (1995)
claimed that transformational leaders have higher performing work groups because high level transformational
leaders can move followers to exceed expectations and to generate extra effort, creativity, and productivity.

Transformational leadership is positively correlated with team performance by arousing affiliation motives among
followers, creating cohesion (Keller, 2006; Yammarino & Bass, 1990). Transformational leaders influence team
environment when they change the attitudes of their followers in collective goals and even convince them to attain
higher ones. (Bass, Avolio, Jung, & Berson, 2003; Koene, Vogelaar, & Soeters, 2002; Rowold & Heinitz, 2007). In
addition, transformational leaders provide alternative solutions to problems, so are able to convert follower negative
feelings of frustration to constructive ones, which leads to heightened followers' performance (McColl-Kennedy &
Anderson, 2002). Ozaralli (2003) found that transformational leadership contributed to the prediction of team
effectiveness with respect to team innovation, communication and performance. Others also confirmed that
transformational leadership is associated with a higher level of team cohesiveness, in contrast to transactional
leadership (Stashevsky & Koslowsky, 2006).

2.2.4 The Proposed Mediating Role of Managers’ Transformational Leadership

Thus far we have reviewed research on the links between: managers’ EI and transformational leadership; managers’
EI and team outcomes; as well as managers’ transformational leadership style and team outcomes: team performance,
team communication, team cohesion and conflict management. The main proposal in this study is that
transformational leadership mediates the relationship between emotional intelligence and team outcomes.

In a South Korean public-sector organization analysed at the group level, Hur, Van den and Wilderom (2011)
showed that transformational leadership mediates the relationships between emotional intelligence and leader
effectiveness, as well as service climate. In a study of 51 department managers and 252 employees in Taiwan, Wang,
Huang and Tung-Chun (2009) found that both emotional intelligence and group cohesiveness are positively
associated with transformational leadership. In addition, transformational leadership mediates the relationship
between leaders’ emotional intelligence and group cohesiveness.

A number of authors have theorized that EI is antecedent to transformational leadership (Barling et al., 2000; Brown
& Moshavi, 2005; Cooper & Sawaf, 1997; Goleman, 1998b). There are three reasons why individuals high in EI
would be more likely to use transformational behaviours (Barling et al., 2000). Firstly, they link self-awareness and
self-management to idealized influence as “leaders who know and can manage their own emotions, and who display
self-control and delay of gratification, could serve as role model for their followers, thereby enhancing followers’
trust in and respect for their leaders.” (Barling et al., 2000, p. 157). Secondly, they link social awareness to
inspirational motivation. Thirdly, they link relationship management to individualized consideration as the ability to
understand followers’ needs and interact empathetically, thereby managing relationships positively. In reviewing the
findings of previous authors, it was seen that EI serves as a building block for emotional competence, which
combines or interacts with other factors leading to performance (Brown, Bryant, & Reilly, 2006). Thus, it can be
assumed that EI should occur before transformational leadership.

We propose that the power of managers’ EI on those outcomes must go through a third variable — transformational
leadership. Managers’ EI would therefore have no direct relationship with those outcome variables, and any
relationship between the two could only be because of the mediating effect of transformational leadership. Managers’
EI on its own will not lead to those outcomes. According to Baron and Kenny (1986), the first condition of a
mediator is that variations in levels of the independent variable significantly account for variations in the presumed
mediator (i.e., managers’ EI can predict transformational leadership style), as the mediator accounts for the
dependent variable (team outcomes). This is how a manager’s transformational leadership may play a mediator role
in the relationship between that manager’s EI and team outcomes.

Therefore, we hypothesize:

Hypothesis 1 Managers’ transformational leadership style mediates the positive relationship between managers’ EI
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and team performance.
We also predict that leadership mediates the relationship between EI and separate team processes:

Hypothesis 2 Managers’ transformational leadership style mediates the positive relationship between managers’ EI
and team communication.

Hypothesis 3 Managers’ transformational leadership style mediates the positive relationship between managers’ EI
and team cohesion.

Hypothesis 4 Managers’ transformational leadership style mediates the positive relationship between managers’ EI
and conflict management.

Figure 1 describes a model encompassing proposed relationships among EI, leadership style, and effects on team
various team outcomes. The rationale behind this model follows.

Mediator

B

Managers’
Transformational
Leadership
Idealized influence
Inspirational motivation
Individual consideration
Intellectual stimulation

D.V.

Managers’ Emotional Team Outcomes
Intelligence
Self-awareness
Self-management
Social awareness

Relationship management

v

Team performance
Team communication
Team cohesion

Conflict management

Figure 1. Conceptual Framework

3. Methods
3.1 Sample and Procedure

The data for this study were obtained from two Chinese privately owned enterprises in Shanghai in the construction
industry. Shanghai is in the vanguard of modern Chinese business_since the Chinese government has turned the city
into a major international financial centre. Thus, the construction industry is one of the fastest growing business
sectors, driven by a soaring real estate market. Companies that supply building materials are also growing
synchronously.

The questionnaires were distributed by one of the authors who gave guarantees that all the information provided by
respondents would be kept strictly anonymous and confidential.

The sample for this study included all the managerial and non-managerial employees in the two companies. A total
of 709 questionnaires were distributed to 94 team managers and 615 subordinates. We received 347 responses,
yielding a 48.94 percent response rate. Twenty-four of the returned questionnaires were excluded from the analysis
because of missing pages. This left a valid sample of 323. A total of 50 teams were involved in the study. Table 1
describes characteristics of the sample.
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Table 1. Samples, Means and Standard Deviations of Main Variables

N Mean SD
Managers’ EI 50 24.28 5.33
Transformational leadership 323 2.40 0.63
Subordinates’ Gender 273 1.27 45
Subordinates’ Age 273 36.16 9.10
Subordinates’ Education Level 273 2.57 .69
Subordinates” Work Experience 273 3.01 1.76
Managers’ Gender 50 1.3 46
Managers’ Age 50 44.12 10.14
Managers’ Education Level 50 2.77 .69
Managers’ Work Experience 50 4.38 1.90

Gender 0=Female, 1=Male

Education Level 1=Primary, 2=Secondary, 3=Diploma, 4=Bachelor, 5=Master or above
Work Experience 1=1-5 years, 2=6-10 years, 3=11-15 years, 4=16-20 years, 5= 21-25 years,
6=26-30 years, 7= 3 lyears or above

Of the sample, 72.4 percent were male. Within the non-manager group, the age of respondents ranged from 19 to 65
and the mean was 36.16 years, with 22.9 percent in the 28- to 32-year-old age group. Within the manager sample, the
age of respondents ranged from 23 to 67 and the mean was 44.12 years old with 19.5 percent in the 33- to
37-year-old age group. Of the non-managers, 47.1 percent had a secondary education. Of the managers, most
participants had completed a diploma (54.2 percent). Of the non-managers, the highest percentage of work
experience is within the range 6 to 10 years (26.4 percent). Within the managerial group, the highest percentage of
work experience is within the range of 31 years or above (20.8 percent).

The survey instruments were administered in the target companies during work hours. The data were collected
through hard copy questionnaires. Based on the information provided by the top management of the companies, a
coding system on the surveys was used to associate employees with their direct manager in pairs. Thus, one manager
was identified in each team with their employees. Although the team leaders may have a different position title, such
as team coordinator, manager, supervisor or executive, they are all classified as “Manager”. The survey instruments
were administered in Chinese. The scoring of the questions was completed following the method provided by the
initial authors.

3.2 Measures

Wong Emotional Intelligence EI Scale (WEIS). The Wong, Law, and Wong (2004) 40-item forced choice EI
measure for Chinese respondents was used to assess the level of EI in managers as it was suitable for the Chinese
participants. The WEIS comprises forced choice items that avoid the problem of social desirability (WEIS) for Asian,
especially for Chinese people (Law et al., 2004). Managers completed this self-report EI measure scale. An example
WEIS items is: “When you are very down, you will: A. Try to do something to make yourself feel better. B. Just
ignore it because you know your emotion will be back to normal naturally”. The Cronbach's C¥ for this scale in this
study was 0.66.

Transformational leadership style. To measure transformational leadership, we adopted 20 items from the
Multifactor Leadership Questionnaire (MLQ-5x Short; Bass & Avolio, 1997), a widely accepted assessment
instrument of transformational, transactional and /aissez-faire leadership styles. It is a 5-point Likert-type frequency
measure that asks the respondents to state the frequency with which a number of statements apply to them, from 0 =
not at all to 4 = frequently, if not always. This part of the questionnaire included both self and other rater versions.
Part A assesses leadership style as measured by managers themselves. Part B assesses the leadership style of
managers as judged by immediate subordinates. An example of these items for the self-rated version for managers is:
“I consider an individual as having different needs, abilities, and aspirations from others”. An example of these items
for subordinates rating their immediate managers is: “My immediate supervisor considers me as having different
needs, abilities, and aspirations from others”. The Cronbach's (¥ for the transformational leadership styles scale was
0.90. Rating managers’ leadership through assessments by both the managers views of themselves and their direct
subordinates’ view of them was consistent with previous studies (Barling, Weber, & Kelloway, 1996; Brown et al.,
2006; Ozaralli, 2003; Rosete & Ciarroch, 2005).

Team outcomes measures. The employees judged four team outcomes: team performance, team communication,
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team cohesion and conflict management.

Team performance — A 5-item scale by Williams (1988) was used to measure overall team performance. This scale
has been used in China (Hui, Law, & Chen, 1999; Wong & Law, 2002). Respondents described their agreement with
each of five statements concerning their feelings about overall team performance on a 7-point Likert-scale ranging
from 1 = strongly disagree to 7 = strongly agree. An example of these items is: “Our team always completes the
duties specified in our job description”. The Cronbach's C¥ for this scale in this study was 0.88.

Team communication — A 3-item questionnaire by Campion, Medsker, and Higgs (1993) was used to measure team
communication. This measure has been used in a Chinese sample by Scott, Bishop, and Chen (2003). It is a 7-point
Likert-scale ranging from 1 = strongly disagree to 7 = strongly agree. An example of these items is: “Members of
my team are very willing to share information with other team members about our work”. The Cronbach's (¥ for this
scale in this study was 0.86.

Team cohesion — We adopted a 3-item questionnaire by Jehn and Mannix (2001) with a Likert-type 7-point scale
ranging from 1 = not at all to 7 = a lot. An example of these items is: “How much do you feel like your team has
group spirit?” The Cronbach's C¥ for this scale in this study was 0.83.

Conflict management — Conflict management was assessed by a 3-item questionnaire by Green and Taber (1980)
with a Likert-type 7-point scale ranging from 1 = strongly disagree to 7 = strongly agree. An example of these items
is: “This team resolves the differences that exist among team members in a timely fashion”. The Cronbach's C¥ for
this scale in this study was 0.84.

Control variables. Past studies showed that demographic variables such as gender, age, education level and work
experience may be correlated to EI and transformational leadership style as well as team outcomes. Thus, these
variables were employed as control variables.

The Chinese version of the scale of WEIS, Multifactor Leadership Questionnaire was applied. Since there were no
available Chinese versions of the scales for team performance, team communication, team cohesion and conflict
management, the English versions of these scales were translated into Chinese and then back-translated to ensure the
respondents would be clear about the questions, and to ensure equivalency of meaning (Brislin, 1980).

4. Results
4.1 Verification Analysis

Table 2 presents the correlation between variables in the study. Managers’ EI was positively correlated to
transformational style (r = .23, p <.01). In addition, managers’ EI is positively correlated to all of the team
outcomes — team performance (r = .18, p <. 01), team communication (r = .23, p <.01), conflict management (r = .17,
p <.01) and team cohesion (r=.11, p <.05).

Table 2. Inter-Correlations of Main Variables

Variables 1 2 3 4 5 6 7 8 9 10
1. Managers’ EI (0.66)

2. Transformational Leadership  .23**  (.90)

3. Team Performance A8¥*  38*%*  (.88)

4. Team Communication 23%k 0 35%k 0 T4%%  ((86)

5. Team Cohesion A1* 37¥%65%F  54%*%  (.83)

6. Conflict Management A7¥E 0 33Fx 0 3%k 0**  53%%  (.84)

7. Gender -.07 .07 .05 -.04 0 -03  (N/A)

8. Age 25%% 04 22%% 0 21*%* 10 A2 .05 (N/A)

9. Education Level .06 0 20%*%  13%* Jde**  14%  19%* - 01 (N/A)

10. Work Experience 16%* .04 20%F 0 21%F 10 .06 .07 B5%F 06 (N/A)

Cronbach’s alpha values are provided along the diagonal in parentheses; N/A not applicable.
**correlation is significant at 0.01 level (2-tailed)
*correlation is significant at 0.05 level (2-tailed)

Managers’ transformational leadership is positively correlated to all of the team outcomes: team performance (r = .38,
p <.01), team communication (r = .35, p <.01), team cohesion (r = .37, p <.01) and conflict management (r = .33, p
<.01).
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As shows in Table 2, the correlation between all the independent variables (managers’ EI, transformational
leadership and four demographic factors) are less than 0.6. Thus, no multicollinearity occurred.

4.2 Hypothesis Testing

Mediated regression analysis. Table 3 presents the results of the Mediated Regression Analysis. Following the
three-step process described by Baron and Kenny (1986), Model 1 regressed the mediator (managers’
transformational leadership style) on the independent variable (managers’ EI) and the control variables (gender, age,
education level and work experience). In Model 2, the outcomes (team performance, team communication, team
cohesion and conflict management) were separately regressed on managers’ EI and the control variables. Lastly, in

Model 3, the outcomes were separately regressed on managers’ EI and transformational leadership style and on the
control variables.

Table 3. Mediating Regression Analysis of Transformational Leadership on Team Outcomes

Variables

Model 1 Model 2 Model 3
Transformational Team Team Team Conflict Team Team Team Conflict
leadership performance ~ communication cohesion management  performance  communication cohesion management
B B p B p B B p B

Controls:

Gender 15 .19 .01 .04 -.01 11 -.08 -.09 -.09
Age -.01 .04%* .03 .03 L05%* .04%* .04* .03 L05%*
Education level  -.01 27* 17 35% .29 28%* 18 36%* .30

Work experience ~ -.01 -.12 -.08 -.11 - 24%* -.11 -.07 -.10 -23%*

Main effect:

Managers’ EI 05%* L05%** 07** .04 L05%* .02 .04 -.01 .03

Mediating

effect:

Transformational S56%* .64%* B8** S5%*

leadership

Overall R? 14 .16 .14 .07 11 26 23 24 18

g;/erall Adjusted 1 14 1 .05 .09 24 .20 21 .16

AR? 10 .09 17 07

F 6.66** 7.97** 6.77** 3.13* 5.51%* 12.59** 10.37** 10.96** 7.95%*

df 214 214 214 214 214 213 213 213 213

**correlation is significant at 0.01 level (2-tailed)

*correlation is significant at 0.05 level (2-tailed)

Model 1 showed that managers’ EI is significantly related to managers’ transformational leadership style (§ = .05, p
< .01) in a positive way. Model 2 showed that managers’ EI is significantly and positively related to team
performance ( = .05, p < .01), team communication (f = .07, p < .01) and conflict management (§ = .05, p < .01).
However, managers’ EI is not significantly related to team cohesion. Lastly, Model 3 showed that the relationship
between managers’ EI and team performance, team communication and conflict management become
non-significant when the managers’ transformational leadership style (the mediator) is presented. All of the F values
for the above models are significant at the 0.01 level. This suggests that managers’ transformational leadership style
fully mediates the relationship between managers’ EI and team performance, team communication and conflict
management, and the AR*= .10, .09, .07 respectively. However, no mediating effect of managers’ transformational
leadership style is found on the relationship between managers’ EI and team cohesion since it does not meet the
condition that managers’ EI should be significantly related to team cohesion at model 2. Thus, hypothesis 1, 2, 4 are
confirmed and hypothesis 3 cannot be supported.

We further analyzed team cohesion on a multiple regression independently without combining the managers’ EI in
Table 3 in model 3. The results (Table 4) show that managers’ transformational leadership is directly related to team
cohesion. Thus, it can be concluded that team cohesion is caused by managers’ transformational leadership.
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Table 4. Result of Multiple Regression Analysis: Managers’ Transformational Leadership and Team Cohesion

Team cohesion

Variables B
Controls:

Gender -.08
Age .03
Education level 36%*
Work experience -.10
Transformational leadership BT7**
Overall R? 24
Overall Adjusted R? 22

F 13.18%**

**correlation is significant at 0.01 level (2-tailed)

*correlation is significant at 0.05 level (2-tailed)

5. Discussion
5.1 Conceptual Implications

Previous research focused primarily on how emotional intelligence and transformational leadership achieved higher
levels of individual performance (Avolio & Yammarino, 2002; Bass 1985, 1990). However, there is not much
significant literature on achieving higher levels of team performance in relation to EI and leadership styles. Keller
(2006, p. 202), calling for more team based studies, observed that “transformational leadership literature has focused
too narrowly on dyadic process”. Our study focusing on the team level, fills an important gap in the literature.
Moreover, our results indicate findings of significance in understanding the dynamic relationships among EI and
team outcomes, in particular the mediating role of transformational leadership. Specifically, we explored the
dynamic interplay among the concepts studied by evaluating the mediating role of transformational leadership style
on the relationship between managers’ EI and four important team outcomes (team performance, team
communication, team cohesion and conflict management).

The use of the forced choice WEIS in this study is an appropriate instrument to study the phenomenon of EI in a
Chinese population. With a valid EI measure, our study was able to ascertain to what extent the relationships found
among EI, leadership style and team outcomes in Western contexts, could be understood in the same way in the
Chinese context.

By discovering how transformational leadership plays a mediating role between managers’ EI and team outcomes,
our model is different from previous studies that focus only on the direct relationship between the causal influences
of managers’ EI on subordinate team outcomes. It provides an in-depth understanding in explaining how the
interrelated influences of managers’ EI and leadership style enhance team outcomes, which would supplement and
emphasize current perspectives, and show that the power of managers’ EI on those outcomes must go through a third
variable — transformational leadership.

The results show that transformational leadership can explain the dynamics by which managers’ EI accounts for
team performance, team communication and conflict management. Therefore, managers’ EI on its own will not lead
to team performance, team communication and conflict management unless it is expressed through transformational
leadership.

The changing and complex nature of the Chinese cultural background must be considered in light of the study
findings. Tsui, Wang, Xin, Zhang and Fu (2004) claimed that managerial behavior in contemporary China is shaped
by multiple influences. The most relevant are: traditional (Confucian) values, Communist ideologies, economic
reform, and infiltration of foreign, especially Western, management philosophies and practices.

The role of emotions in Chinese culture is found to be quite different from the one in the US and other Western
countries, whereby experienced emotion is irrelevant either to the creation or the perpetuation of social institutions of
any kind (Potter, 1988). Asians, especially Chinese, are deemed to accept greater power differences between superior
and subordinate roles than their Western counterparts. Also, Asians, are trained to suppress and regulate their
emotions, while Westerners are trained to express them. Thus, in Asia, a non-reactive quiet response to a challenging
situation may be regarded as a highly emotionally intelligent in Chinese culture. (Wong et al., 2004, p. 538).
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However, since China adopted economic reform and the policy of opening to the outside world in 1978, traditional
cultural characteristics have been influenced by Western culture and this has had a significant impact on the
leadership style that the Chinese have adopted. The Chinese culture is widely believed to be changing away from
typically paternalistic and autocratic structures in both highly bureaucratic state-owned enterprises and private sector
enterprises alike. This is particularly so in rapidly growing industries, open to trade with foreign countries. Younger
ones who have grown up since China have introduced market reforms in the late 1970s, are more individualistic and
less respectful to those in positions of authority (Walumbwa, Lawler, Avolio, Wang, & Shi, 2005).

At the same time, Chen, Beck and Amos (2005) proposed that “collectivist cultures in Chinese society provide
leaders with ready-made opportunities to become transformational leaders”. This is based on young, modern
managerial cohorts, unaffected by the Cultural Revolution, having received a ‘normal’ education, and the chance to
study abroad. Thus, consistent with the literature, our study finds evidence that Chinese management is more
dependent on transformational leadership which emphasizes direct interpersonal relationships. This is one of the
reasons that EI needs to be expressed through transformational leadership to produce team performance, team
communication and conflict management.

Managers with high EI easily understand and manage the emotions of themselves and others. This competence
pushes managers to employ a transformational leadership style that ultimately enhances team outcomes. Although
managers with high EI are more sensitive to their own and other’s emotions, unless this sensitivity has transferred to
some kind of leadership behavior through which employees can feel the manager’s concern for them, this positive
outcome may not occur.

Although these findings are based on samples drawn from China, certain generalizations appear warranted.
Transformational leadership is general, and

The paradigm is sufficiently broad to provide a basis for measurement and understanding that is as
universal as the concept of leadership itself. Here, universal does not imply constancy of means,
variances, and correlations across all situations, but rather explanatory constructs good for all
situations (Bass 1997, p. 130).

Support for the universality of the transformational leadership model comes from Kirkman, Chen, Farh, Chen and
Lowe (2009) who conducted cross-cultural research on relationships involving transformational leadership, power
distance orientation, procedural justice and organizational citizenship behavior in the US and China. Their study
demonstrated that the cross-level impact of transformational leadership on procedural justice and organizational
citizenship behavior is similar in both the US and China, as they did not detect country-level differences in
transformational leadership effects.

5.2 Implications for Research

The study findings point to some future research directions. The Chinese case, with its traditional values and
dynamic flux from international influences is particularly revealing about the relationship between environmental
effects and personal characteristics, such as emotional intelligence and behavior, such as types of leadership.
Moreover, Chinese companies and leaders are changing as fast as the economy is growing China (Tsui et al., 2004).
Thus, longitudinal studies on emotional intelligence and leadership style to monitor these changes would be very
enlightening.

This study has provided some solid evidence, but studies invoking more variables could be conducted. Types of task
such as front line versus back office might have a moderating effect, as employees may require high emotional labor
to perform certain front line tasks (Wong & Law, 2002). Therefore, it is suggested that a model for combining
moderation and mediation should be tested. Also, a follow-up to this study could take a finer-grained approach to
examine how the individual components of EI (self-awareness, self-management, social awareness and relationship
management) and of transformational leadership ( idealized influence, inspirational motivation, intellectual
stimulation, individualized consideration) interact to produce employee groups’ positive outcomes effects.

There are other factors that may influence relationships among EI, leadership style and team outcomes that can be
studied in further research. These include job nature, workloads, working environment, personal high levels of EI or
a combination of their managers’ EI and their own, instead of being influenced only by their managers’ EI. Further
studies should explore EI and transformational leadership alongside these and other contextual factors. Thus, the
addition of other contextual and personal variables may provide a fuller model of the relationships between EI,
transformational leadership and employee outcomes.

The findings are based on samples drawn from one city in mainland China. Future research could replicate the
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current study in different samples and different industries, as well as other national cultures. Further study along the
same lines is warranted to fill the gap in this area by using more cross-cultural samples to examine the interrelated
effects of emotional intelligence and leadership style.

5.3 Implications for Practice

With respect to contributions to management practice, the findings suggest that both EI and transformational leader
style enhance organizational welfare. Both these qualities should be considered in management recruitment. Both
attributes can also be developed through training. Further, the study suggests that training in EI alone is insufficient
to create subordinate team effectiveness if its effects are mediated by transformational leadership. It also suggests
that selection for training in transformational leadership should concentrate on individuals with relatively higher EI
to be more successful in leading teams.

5.4 Limitations

This study had several limitations. The construct and measures of EI have been the subject of some debate.
Self-report measures of EI and team outcomes were used to assess a person’s self-perception of those variables rather
than the actual variables themselves. In some circumstances, such as labor intensive situations, performance-based
measures have limitations and self-report is a better way of capturing employees’ own sense of team outcomes
(Paulhus & Vazire, 2007; Robins, Norem, & Cheek, 1999). However, future efforts should be directed in finding
ways of assessing performance more objectively instead of self-reporting.

Desirability and common method biases are often a problem in interpreting results in self-report type assessment
instruments. In our study these were somewhat mitigated. We reduced social desirability bias by employing a forced
choice EI measure geared to Chinese respondents (Wong et al., 2004). In order to eliminate common method bias,
for the questionnaire design, some reversed questions were set. In addition, measures of the variables were obtained
from different sources, which means that not all the variables used only self-report measures. For instance, managers’
leadership style measure was tested using a both self and rater-evaluation method, i.e., leadership style as measure by
managers themselves and by subordinates’ perception of their immediate managers, that of their subordinates to
provide objectivity.

Additionally, a careful choice of assessment instrument and the clarity of items, i.e., the elimination of item
ambiguity can help to control common method bias (Podsakoff, Mackenzie, Lee, & Podsakoff, 2003; Van de Vijver,
& Tanzer, 2004). Thus, applicable and valid instruments with discrete and clear items were chosen carefully in this
study. The Cronbach's C¥ (alpha) for the Wong EI scale (WEIS) in this study is 0.66. DeVellis (1991) suggested that
Alpha coefficient between 0.65 and 0.70 implies an acceptable reliability level. This acceptability is upgraded in the
framework of the forced choice questions with only two possible reactions, either A or B on the WEIS.

6. Conclusion

Notwithstanding these limitations, the main conclusions regarding the mediating role of managers’ transformational
leadership on the positive relationship between EI and desirable team outcomes can be accepted. These conclusions
offer both conceptual and practical implications that are tenable in both Chinese and Western contexts.
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