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EMOTIONAL INTELLIGENCE

Lessons learned from implementing
EI programmes — the cutting edge of
emotional intelligence interventions

In this article, Geetu Orme and Steve Langhorn draw on their own diverse, but complementary, experiences
to highlight the four key features of implementing successful emotional intelligence programmes.

here is a growing awareness that emotional intelligence (EI)
provides explanations about the factors that contribute to
business success. Yet, while there is considerable evidence to
help our understanding of the skills involved, the methods of develop-

ing individuals’ EI competencies are much less widely known.

Our aim in this article is to build on the knowledge of designing and
delivering effective EI interventions to highlight four key features:
winning the support of strong internal advocates; identifying a strong
business case for the programme; building the internal capacity for
delivering the intervention; and creating a strong link, through
research, between the outcomes of the programme and business

improvement.

In particular, the authors draw on the experience of Whitbread’s Pub
Restaurant Division, where the authors collaborated for more than a
year on an El intervention. First, though, we begin by setting the con-
text for this article, and then describe briefly the background to the
Whitbread project. In a third section, we highlight the main steps

involved in planning and implementing a specific EI intervention.

At each step, we comment on what the experience was like for us, and
what seemed to make a difference. This perspective is from the com-
missioning senior manager (in this case Steve Langhorn of
Whitbread) who is acting as a spokesperson for the 15 people in his
company who have been the main implementers of this work. His

commentary is supported by an external provider (Geetu Orme of Ei

(UK) Limited) who was involved in discussions, and the design and
implementation of programmes. Additionally, key managers involved
in the implementation of the programme have contributed their per-

spectives (see the acknowledgements for details of those involved).

CONTEXT

There have been 12 issues of this journal published since its name
changed from Competency to Competency & Emotional Intelligence, and
at least two articles on EI have appeared in each of them. Some articles
have focused on specific applications of EI (such as recruitment or lead-
ership), while others have focused on underlying aspects of defining EI

and articulating what it means for human resources practitioners.

This article is designed to build on the four-part series written by
Geetu Orme and Kate Cannon called “Everything you wanted to
know about implementing an EQ programme” (published in this
journal over four consecutive issues from Autumn 2000 to Summer
2001 inclusive; the key points arising from the seres are summarised
in box 1). That series was, in turn, a development and extension of
guidelines published by the EI Consortium, which in 1999 laid out
for the first time some important steps in building an intervention
focused on EI (these guidelines can be found on the website

www.eiconsortium.org).

The authors have agreed to combine and share perspectives in order
that others may shorten the learning curve when embarking on a

new intervention.
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BACKGROUND TO THE WHITBREAD PROJECT

In the previous issue of this journal (vol. 10 no.1, Autumn 2002,
pp-17-19), John Weston reported on the Emotional Intelligence
Conference that took place on 11 July 2002. Steve Langhorn pre-
sented the background to his Whitbread project at that event.
Whitbread is an organisation in transition. Its chair, Sir John
Banham, describes its recent history as “a transformation of
Whitbread”. This has seen the sale of slow-growth businesses to
concentrate on more dynamic markets. Whitbread operates in
three of the fastest-growing sectors of the £172 billion UK leisure
industry — hotels, eating out and fitness. An example of this growth
can be seen from the eating-out sector. The total sector is expected
to grow from its current level of £25 billion to more than £31 bil-
lion by 2005. Within that, Whitbread’s 1,300-plus restaurants cut-

rently serve approximately 1.5 million meals each week.

The EI intervention was partly a response to a problem that many
businesses face in the leisure market — the need to develop the
highest standards of leadership skills, the challenges of high team
turnover, the demands of customers for the highest levels of service,
rapid change and economic demands. What the company needed
among those leading its businesses were people who not only had
the highest commercial skills, but also people who were both ori-
ented to and believe in people and teams, and able to champion
the service that is given to every guest. It was felt that EI could con-
tribute to developing those skills and abilities that linked with this

aspiration.

THE El PROGRAMME: STEPS IN MAKING IT
HAPPEN

The programme to develop leaders through their EI competencies
can be broken down into a number of distinct steps that describe
what exactly happened and when. There were four main phases of
work. Each phase is described below, together with the authors’
comments and a set of general learning points for those involved in

other El interventions.

Prior to December 2001

Phase 1: Early research phase

Main activities:

1. Steve Langhorn researched the topic of “emotional intelligence”
through the internet, conferences and books, leading to him mak-

ing contact with a number of providers in the field.

2. Early meetings with a number of providers to explore the possi-

bilities.

3. The outcome of these meetings was an action plan written in
December 2001, relating to an early phase to get senior manage-

ment buy-in to the work that was planned.

Commentary:

(Steve): This early research phase is an important part of an EI
intervention. Unless you know the basics and have formed your
own view about the topic, it is hard to engage in a productive dis-
cussion about the possibilities in a business. Although my initial
interest in this field was spurred by my need to do research for my
DBA dissertation, I found myself seeing more and more business

benefits from bringing this thinking into our business.

There are many definitions of EI — there are different measures, dif-
ferent providers, and different aspects of expertise involved in lead-
ing an initiative. Having some knowledge beforehand meant that I
was able to be discerning and “sort the wood from the trees”. I was
also aware of some of the pitfalls and the gaps in existing business-
case examples. I attended a conference and managed to go to four
concurrent sessions during each hour of the conference — this gave
me a broad overview of who was doing what. This helped me to
identify whom to initiate dialogue with about our company’s pro-

grammes.

(Geetu): It was clear to me early on in discussions with Steve that
the nature of Whitbread and its successes with its leadership pro-
grammes were steering things towards an EI programme that would
be largely internally championed and led. This meant that any sub-
sequent design needed to reflect the good work that had been
achieved on other programmes within the company. It is important
with EI interventions that they build on what an organisation has

already achieved.

My key advice to any practitioners out there is to listen to how senior
managers talk about their programmes. In this instance, I was struck
by the number of times that Steve used the word “we” rather than
“they” and the number of instances where he was able to give his
own examples for the topics we were talking about. He also spoke
with an absolute conviction that I knew would be a major force in

ensuring this work was successful.
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Questions to ask yourself before embarking on an El
intervention
1. What do you already know about EI?

2. What are the gaps in your knowledge and how do you plan to fill

them?

3. What exists already within your organisation that you can build on

when leading an initiative focused on EI?
4. Who is best placed to lead the implementation?
5. What external expertise or resources do you need?

January-February 2002

Phase 2: Getting senior management buy-in

Main activities:

1. A detailed project plan was scoped out involving a senior man-

agement team workshop.

2. Training five managers within the company to be qualified to mea-

sure someone’s Emotional Quotient (or EQ)!.

3. Undertaking an assessment of the EQ! of 24 senior managers,

importantly, this would include the executive team.
4. Running a one-day workshop for the senior management team.

5. Managing the details for setting up in-house scoring of the EQ

assessments.

Commentary:

(Steve): We decided to make preparations for the rollout of the EI
intervention for a group of 250 general managers even before we
were sure it was going ahead. There were practical reasons for this —
it was important to get the senior guys on board before going full

steam ahead, but both needed to be happening at the same time.

The concept of EI was always going to look very new and potentially
unusual as an approach to our leadership development. I thought it
was important to completely empower our senior team in deciding
whether they fully supported the approach, but, more importantly,
that they would go out into the field with a high level of ownership.

It was important to have debate openly, so that all views could be
voiced and a “go-live” decision made by the managers themselves.
But this could only happen through involving our senior managers

in a workshop.

We were keen to get their support both for the budget for the
rollout and for the implementation plan, which would involve
them committing both their time and the time of their general
managers. [t was important that there was a choice offered and that
members of the senior team were able to either endorse the work
that we were planning to do or throw it out completely. This was a
tense moment for us (the implementing team) at the end of this

workshop.

These quotes from other managers in the business show how they

articulated the business case for themselves:

Mike Glover, Retail Sales Manager:

“Employees and the organisation both benefit. Employees can use emo-
tional intelligence to develop themselves. The company can use it to
enhance performance through recruitment and development. It is linked to
Beefeater’s Enabling Leadership programme by providing individuals with
the ability to make decisions for themselves rather than having them
imposed as seen in the 1970s and 1980s. There needs to be a training pro-
gramme up front to stimulate genuine interest. It is essential to get execu-
tive and senior management buy-in. Understand the benefits for your
employees and your business and sell them. It might not be easy to gener-
ate but these benefits have to be tangible. Do not impose emotional intelli-

gence, it needs to be cascaded.”

Raymond Holloway, Learning and Development Manager:
“Emotional intelligence is important because it allows us to assess the

potential of our staff and develop and utilise their inherent strengths.”

Andrew Gammage, Service Quality and Process Manager:

“Within the service industry, 60% to 80% of interaction with guests is
often based on emotion. Emotional intelligence drives behaviour so we
need to recruit good attitude and then train technical ability. Emotional

y »

intelligence provides the tool to recruit ‘good attitude’.

(Geetu): It was clear to me from the early phases of this work
that this was a very fast-paced business. One where the implementa-

tion plans would need to match the operating norms of the company.
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2. BAR-ON EQ-i

These short-form descriptions of the Bar-On EQ-i were used in the Whitbread
project.

Intrapersonal
SR Self-Regard: To accurately perceive, understand and accept oneself.

ES Emotional Self-Awareness: To be aware of and understand one’s emotions.

AS Assertiveness: To effectively and constructively express one’s emotions and
oneself.

IN Independence: To be self-reliant and free of emotional dependency on others.

SA Self-Actualization: To strive to achieve personal goals and realise one’s
potential.

Interpersonal
EM Empathy: To be aware of and understand how others feel.

RE Social Responsibility: To identify with and be a responsible and cooperative
member of one’s social group.

IR Interpersonal Relationship: To establish meaningful and close relationships.

This fast pace both helped to create a momentum but also was a lit-
tle nerve-wracking on occasions — I was very conscious that this was
a one-time-only chance. I was also mindful that the nature of EI is
not a “rah-rah” type programme. It starts with deep reflection on
your own level of EI, and this is the experience that we wanted to
provide for the managers of Whitbread. It was a different emphasis to
what I understand had happened on previous leadership develop-

ment programmes.

Questions to ask yourself during the early phases of your
El intervention
1. Who is best placed to undertake the assessment of EI within your

organisation?

2. What is the pace of implementation that matches the preference

of the group you wish to involve?

3. Who needs to endorse the programme and what is the best way of

achieving this?

4. What are the supporting resources that you will need to have in

place, such as those required to score EI assessments?

DESCRIPTIONS

Adaptability
RT Reality Testing: To objectively test one’s feelings and thinking against
external reality.

FL Flexibility: To adapt and adjust one’s feelings and thinking to new situations.

PS Problem-Solving: To effectively solve problems of a personal and
interpersonal nature.

Stress management
ST Stress Tolerance: To effectively and constructively manage stress and strong
emotions.

IC Impulse Control: To effectively and constructively control impulses and
strong emotions.

General mood
OP Optimism: To be positive and to look at the brighter side of life.

HA Happiness: To feel content with oneself, others and life in general.

The Bar-On EQ-i is a trademark of Multi-Health Systems, Toronto, Canada.

5. Have you thought through the style of your programme and how
you plan to engage the hearts and minds of the groups with which

you are working?

March-June 2002

Phase 3: Implementation of GM workshops

Main activities:

1. Scoring of 250 EQ questionnaires for the general manager popula-

tion.

2. Implementation of one-day workshops in 15 locations around the
UK by five Whitbread EI coaches.

3. Research of the star-performer profile for GMs linking EI and

existing company metrics.

Commentary:

(Steve): Having the workshop delivered by five EI coaches was
important for a number of reasons. We were able to integrate the lan-
guage of El into our business more easily by involving people who
have lived and breathed the restaurant business. They were able to

make the learning immediately relevant to our general manager pop-
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ulation. The investment in these managers was also of real benefit to
them as individuals in developing their own skill base — it is exciting

to be part of work that is groundbreaking in the business context.

Additionally, it was important that the implementation was carefully
orchestrated and sensitively implemented. I want to highlight both
of these points. The careful orchestration involved the development
of robust workshop design, the development of high-quality support-
ing materials and careful training of the five EI Coaches involved in
the implementation. The sensitive implementation involved ensuring
that all EQ assessments were confidential and were kept separate
from personnel/HR records, and that we could seek external advice

about any particularly low EQ scores that emerged.

EQ assessments provide a very “deep” level of self-awareness, so it

was important that this was handled carefully.

During the implementation, it was clear that managers bought the
concept of emotions. They recognised themselves in their EQ results,
and we were surprised at the high level of openness among our gen-
eral managers. It was important to keep the learning rooted in the

real world.

Mike Glover, Retail Sales Manager:

“EQ is an accurate way of summarising emotional intelligence. No one
challenged its authenticity, unlike some other measures. The workshop
provided an opportunity to use emotional intelligence both individually
and for improving business performance. I have used emotional intelli-
gence myself and seen my business performance improve. EQ compo-
nents are linked and they can be used to identify the necessary actions for
an individual’'s development plan. EQ results are accurate and well
received. People have been wery positive towards it and have created
development plans. It links well to a change programme in that it provides
an open and honest review of an individual’s performance. A staged roll-
out worked well — it was layered to different departments and different

operations teams.”

Raymond Holloway, Learning and Development Manager:

“The experience was very positive. All delegates were on board even when
their EQ results were different from expectations. It was important to tell
people that this is a powerful piece of information — it isn’t set in stone and

it can be developed. People are more open than you think.”

Will Vernon, Operational Change Manager:

“Workshops were generally well received. People were able to see them-
selves in their EQ results and use it to develop, unlike some other mea-
sures. It has the credibility that comes from underpinning research and
data, and is easy to understand. It has total confidentiality. This being
stated up-front encouraged people to be honest. It has not been used as a

means to exit people from the organisation.”

(Geetu): During this phase, my colleagues and I were supporting the
workshops very much in the background. It was clear to us that the
high levels of motivation of the five EI coaches made a significant

impact in the Beefeater business.

Steve and [ started to explore the potential for taking the consoli-
dated data from the general manager profiles and conducting analy-
sis on the EQ data to see whether a correlation existed between those
EQ profiles and business performance. With the help of Dr Reuven
BarOn, the star profile of a highly effective general manager was

developed.

Research summary

161 UK Beefeater general managers

109 males; 52 Females

Age range 25 to 54; average age: 37.9

Service: minimum 11 months; average: 4.7 years

Instrument used: the Bar-On Emotional Quotient Inventory (EQ-i)

Four different performance measures were used:
B team turnover;

M team satisfaction;

M guest satisfaction; and

M profit growth.

The initial report has demonstrated high levels of correlation in
these results, and the Beefeater human resources team is working
with Steve to understand how these findings can be integrated into
future initiatives and programmes to drive the optimum return on

this valuable set of findings.
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Questions to ask yourself during the implementation
phase of your El intervention
1. What support does the rollout team need to ensure successful

intervention?

2. How do you collect and share information during the interven-

tion?

3. What existing performance measures in your organisation can you
use to demonstrate that improvements in EI are associated with busi-

ness improvements’

August-October 2002
Phase 4: Planning and implementation of DGM workshops
Main activities:

1. Reviewing key learnings from phase 3.
2. Adapting the one-day workshop for 250 deputy general managers.
3. Equipping 10 more managers with the ability to assess EQ.

4. Implementation of one-day workshops in 15 locations by 10
Whitbread EI coaches.

Commentary:

(Steve): Following the completion of the first round of workshops
with our general managers, it was very rewarding to gain positive
feedback from our senior managers that the workshops had been
very well received — so well received, in fact, that they wished us
to extend the programme to the next level of management in the
field. This was a group of around 250 deputy general managers.
Again, we combined the one-day EIl programme with another set of
leadership activities on the second day to create a substantial lead-

ership intervention.

The implementation of the second round of workshops was notice-
ably easier. This was partly due to the increased skills of our in-house
coaches, but also there were more people equipped to deliver work-
shops. The importance of sustaining momentum for the programme
is what is key to me now. There has also been a high level of interest
from other teams within the group. This has helped to reinforce our
confidence that this is important for our business. The impact of us

being able to deliver these workshops is also key.

(Geetu): One year on, it is clear that Whitbread has taken bold steps
to bring this thinking into its business. Taking EI to more than 500
employees has been a huge task that has been completed with real
pace, quality and a high level of internal ownership. The business is
taking time out to evaluate the work done to date and think through
the follow-up activity for the future. There are many exciting oppor-

tunities open to the organisation.

There is a clearly articulated business case for what specifically makes
a difference. The task now is to use this powerfully within recruit-
ment, development and succession planning. This will require a con-

certed effort from both the operation and human resources functions.

Further questions to ask yourself during the
implementation phase of your El intervention

1. Who is best placed to implement an EI programme?

2. What are the respective roles of your human resources and opera-
tional functions in issues that affect the implementation of EI pro-

grammes’

3. Who are the people with most influence in your organisation,

both on formal and informal levels?

4. Who needs to be on board so that your implementation is smooth?

5. What is the best mechanism for feeding back your research results

within the business?

6. What are the ongoing development needs of your in-house

coaches?

7. How can you ensure that the life of a new initiative is sustained

beyond the early novelty factor?

CONCLUSION

We hope that this article will provide greater confidence to readers
who wish to embark on their own EI programme. The exact nature
of such a programme will depend on what specifically you are trying

to achieve and who is involved.

In summary, we believe that the following four aspects have helped

to create a successful intervention within Whitbread. We strongly

o



Compl0/2pp32-39hd

19/12/02 4:50 PM Page 39

o

Implementing EI programmes

believe that these may be differentiators between mediocre and

highly successful programmes:

1. Strong internal advocates: Having advocates in the business who

are both well thought of and competent.

2. Business case: Making a business case for EI that is relevant to your

context and your challenges.

3. Ownership: Having strong internal ownership and, where possible,

equipping managers to deliver this work themselves.

4. Research: Having a research string to the intervention so that the

links between EI and performance can be articulated.

In the words of Julian Woodall, Head of Learning and Development

for Beefeater:

“The pressure of business means that the critical difference in success is
how people are led. Emotional intelligence is critical in the way Beefeater
aspires to lead. The rigour and thoroughness of this work are impressive.
We now need to capitalise on this work by turning it into a pragmatic pro-

gramme that drives the business forward at the front line.”
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Note

1. The measure of emotional intelligence referred to in this article is the Bar-On EQ-i
(Emotional Quotient Inventory); the short-form descriptions of the Bar-On EQ-i used
in the Whitbread project are shown in box 2. The EQ-i is one of the most valid and reli-
able tests of EI; its author is Dr Reuven Bar-On. The Bar-On EQ-i is a trademark of
Multi-Health Systems, Toronto (www.mhs.com). In the UK, accreditation is provided
by Ei (UK) (www.eiuk.com).

©

3

¢ ¥3GNNN o 0L FINNTOA e €00Z » IDNIDITTILNI TYNOILOWT '8 ADNILIJINOD



