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Abstract

This interpretive inquiry investigated, using a edxmethod approach, organizational
stress levels in military units and outcomes asgediwith heightening leaders’
emotional intelligence social awareness in a pasitadership framework. The
researcher designed an understandable, easilyrmepled leadership tool to guide skill
building with actions a leader should take to innpdat positive leadership principles and
display high emotional intelligence skills. Tha®ot can be used for self-development,
hiring for leadership positions, leaders’ performaevaluations, and leadership
development training.

A Military Organizational Stress Reduction Pilobferct involving five military
police units from around the U.S. served as théysbasis. The researcher used
Professional DynaMetrics Programs, Inc., ProScan®ey/s to gather information on
individuals’ stress and satisfaction levels, arat&bnically aggregated data into an
organizational level report. Administrators uskeid,talong with individuals’ self-
reported stressors and items influencing satisfadavels to give organizational leaders
increased awareness into their organization.

The researcher analyzed the pre and post datadasimteam separately and the
guantitative results proved to be consistent acatidsre teams. For example, the PDP
ProScan® survey was determined to be reliable ahd for a specialized high stress
military community. The researcher determined #ath organization in the study
offered a strong and vibrant workplace, howevestdtwere consistent patterns
indicating recognition concerns. This study regoméd that what is really important to

people is regular interaction, appreciation, amdgaition. This does not require much



time, effort, or money but pays big dividends wheslationships, stress/energy drain,
and satisfaction are concerned.

Statistically there was no difference in the orgational stress/energy drain or
satisfaction levels after heightening the orgatorat leader’'s emotional intelligence
social awareness, however, qualitative analysigigeo additional valuable insight. The
gualitative analysis, including evaluations, fogusup, and leadership interviews
provided great insight into the value of heightgnanleader’s emotional intelligence
social awareness and showed observable decreastesss/ienergy drain and increases in
satisfaction levels. The quantitative and qualieaanalysis combined to give the

researcher a comprehensive view and overall perspaf the lived experience.
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Chapter One: Introduction to the Study

Background

The U.S. Military has been involved in combat ofierss since the terrorist attack
on September 11, 2001 (Insights from early RANRaesh on deployment effects on
U.S. service members and their families, 2011)ae‘@duration and frequency of
deployments are unprecedented since the estabidloh&merica’s all-volunteer force
in 1973; and, more than two million service memiyerge deployed to Iraq or
Afghanistan” (U.S Presidential Report, 2011, p. This deployment level, heavy
operations tempo, and significant workload put gomamount of stress on U.S. military
personnel. The Department of Defense found irr thewvey of health-related behaviors
among active duty military personnel that “the keyrces of stress for active duty
military personnel were 1) being away from fam®a$o); 2) deployment (16%); and 3)
increases in work load (15%)” (Military Health Sgnst, 2009, p. 4).

To ease this stress and address the multiple deeloig and heavy operations tempo
issues, the Air Force initiated the initiativedd| Expeditionary Aerospace Foroe
2000, and later revised it and converted it to y&lAir and Space Expeditionary Force
(AEF) (USAF Almanac, 2011). Deployment lengthsdngvadually increased since 2001
when they were 90 days; in 2004 the Air Force aelbpt 120-day deployment (USAF
Almanac, 2011). The Air Force transitioned to TenBands (A through E) in 2008 with
differing (most time home [A] to least time homg)[Beploy-to-dwell ratios, where
“deploy” is time spent away from the home statiod dwell is time spent at home

station; and then quickly moved to a standard 1&@deploymenf{USAF Almanac,
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2011). The AEF Tempo Band construct, also know@labal AEF, was “designed to
accommodate high operations tempo and enduringabpes, while continuing to

provide Air Force personnel a high level of depl@ympredictability and force stability”
(AF Instruction 41-106, 2011, p. 7). Under thisistuct, planners assign forces to one
of the available categories, labeled bands A thndagaccording to the number of
military personnel available with specific skillsdhassociated combat requirements.
When requirements change, forces move into a diftdsand by increasing or decreasing
their time at home between deployments (AF Instoucd1-106, 2011). In 2008, the Air
Force adjusted the bands to meet ever-increasquireznents by moving each band’s
forces into the next band level (e.g., band A fenec®ve into band B, band B forces
move into band C, etc.) (USAF Almanac, 2011). TerBand B now serves as the Air
Force baseline for active duty military forces, @efhcorresponds to a 1:4 deploy-to-dwell
ratio (deploy for six months and dwell for 24 ma)thAF Instruction 41-106, 2011).

“As requirements increase, active duty forces ambved to Tempo Band C (1:3),
Tempo Band D (1:2), or Tempo Band E (1:1) and gairements drop, the goal is to
return back to a higher band (i.e., band B) as ssgpossible” (AF Instruction 41-106,
2011, p. 8).

The wartime operations tempo drives the deployweibratio and places additional
stress on the members and their families. Mulii@ployments and associated stressors
significantly affect not only the military membdayt also the spouse and children (U.S.
Presidential Report, 2011; Insights from early RAMSearch on deployment effects on
U.S. service members and their families, 2011)argxes of stressors could include

balancing military and home responsibilities, sapian from family, separation from
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friends, and challenges in managing two househwittsthe associated financial
pressures (Borrelli, Nelson, Babeu, & Bellis, 201®ith these significant deployment
rates and the high operations tempo, stress irmighfve increased, including
probability of divorce and children’s emotional anehavior difficulties (Insights from
early RAND research on deployment effects on UeBrzise members and their families,
2011); and suicide (Anestis, Bryan, Cornette, &@oi2009). The military continues to
look for ways to address these issues.
Purpose of Study

The purpose of this study is twofold. The firstpase of this study is to investigate
the organizational stress levels in military u@itgl determine the benefits associated
with providing leaders with emotional intelligensecial awareness. The second purpose
is to design a resource to assist leaders in incating positive leadership principles and
emotional intelligence skills into four areas—sadfivelopment, hiring for leadership
positions, leaders’ performance evaluations, aaddeship development training. The
researcher used positive leadership as a framef@otkis study because leadership
provides the foundation for a leader’s ability &t gesults within an organization.
“Positive leadership means promoting outcomes ssdhriving at work, interpersonal
flourishing, virtuous behaviors, positive emotioasd energizing networks” (Cameron,
2008, p. 4). Positive leadership links closelyhwetmotional intelligence, specifically
social awareness, as it focuses on how the leaeingoact an organization—positively
or negatively, depending on their skills.

Goleman (1995) is the leading contributor to thetomal intelligence field (Stys &

Brown, 2004), and his best-selling publicationted same title popularized the field of
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emotional intelligence (Bar-On, 2006; Bar-On, 20G0@ayson, nd.; Stys & Brown,

2004). Goleman (2001a) described “emotional iiggetice, at the most general level, as
the abilities to recognize and regulate emotionsurselves and others” (p. 14). The four
domains of emotional intelligence, according to€bohn’s (2001b) most current model,
are self-awareness, self-management, social anszemed relationship management.
Goleman (2001b) identified competencies for eactheffour domains.

The competencies for Goleman’s (2001b) social ames® domain include:
empathy, organizational awareness, and serviceexample, high empathy skills allow
a leader to feel the emotions in a group and utalelsanother person’s viewpoint
(Goleman, Boyatzis, & McKee, 2002b). Organizatiea@areness is a leader’s ability to
be politically perceptive and understand the unspatommunications and primary
power connections (Goleman et al., 2002b). Fin&tlgders high in theervice
competency create a positive climate and are appaide and available to their people
when needed (Goleman et al., 2002b). Positiveelship combined with this emotional
intelligence model, with an emphasis on the saiareness domain, seemed to be the
best fit to use as a framework for this study.

Statement of the Problem

Organizational stress is a constant companion $o kilitary organizations as
leaders continue to manage high operations temgmogment rates, and increased
workload resulting from supporting a nation at earmore than a decade. To date, the
focus of stress management interventions has beerdividuals, not units. Thus,

shifting from a need to develop military counselargare for one military person at a
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time to a need to develop military leaders who asdsliorganizational stress to care for a
whole unit all at the same time is a significanttsh philosophy.

Integrating positive leadership principles and eora@l intelligence skills into an
understandable and easily implemented leadersblgtald facilitate this shift in
philosophy. For the most part, leaders do not khow to manage organizational stress.
There is no manual or book, so this approach repakential to assist leaders in their
own professional development as well as influehe# &bility to address organizational
stress to care for their entire unit. There i #fe potential to multiply these benefits by
incorporating positive leadership principles and&anal intelligence skills into the
areas of hiring for leadership positions, leadpesformance evaluations, and leadership
development training. Organizational stress igaifsicant problem that needs additional
emphasis from all levels of leadership.

Research Questions

1. Can emotional intelligence social awarenessaveldped among leaders of
military security personnel who suffer from highcapational stress?

2. What are the results of heightening emotion@lligence social awareness among
leaders of military security personnel who suffent high occupational stress?

3. Can emotional intelligence social awareness gneaders of military security
personnel who suffer from high occupational stiessleveloped in isolation without
triggering the development of the three other doa Goleman’s 2001b emotional
intelligence model—self-awareness, self-managenagt relationship management?
Hypotheses

Null hypothesis #1. There will be no difference in proportion of thaseagreement
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and those in disagreement with statements conagthereliability and validity of the
PDP ProScan® Survey, as measured by Likert-scapmnse to statements contained in
the MOSRPP Group Training Session Evaluation.

Null hypothesis # 2. There will be no difference in proportion of tleas agreement
and those in disagreement with statements congeengtrong and vibrant workplace, as
measured by Likert-scale response to statementained in the Military Organizational
Stress Reduction Pilot Project (MOSRPP) Group Tingisession Evaluation.

Null hypothesis # 3. There will be no decline in the organizationatyy drain after
the organizational leader’s emotional intelligesoeial awareness is heightened, as
measured by the comparison of the proportion camizational energy drain indicated on
the Phase Il PDP TeamScan® report to the propoadfi@nganizational energy drain
indicated on the aggregate data baseline in thedPHADP TeamScan® report.

Null hypothesis # 4. There will be no increase in the organizatiomdaisgaction level
after the organizational leader’s emotional ingghce social awareness is heightened, as
measured by comparison of the proportion of orgdional satisfaction indicated on the
Phase Il PDP TeamScan® report to the proportiargdnizational satisfaction indicated
on the aggregate data baseline in the Phase | RBRScan® report.

Alternate hypothesis #1. There will be a difference in proportion of thase
agreement and those in disagreement with stateroenterning the reliability and
validity of the PDP ProScan® Survey, as measureldhsrt-scale response to
statements contained in the MOSRPP Group Train@ssiSn Evaluation.

Alternate hypothesis # 2. There will be a difference in proportion of those

agreement and those in disagreement with stateroent&rning a strong and vibrant
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workplace, as measured by Likert-scale responstatements contained in the MOSRPP
Group Training Session Evaluation.

Alternative hypothesis # 3. There will be a decline in the organizationalrgye
drain after the organizational leader’s emotion&lliigence social awareness is
heightened, as measured by the comparison of tpopron of organizational energy
drain indicated on the Phase Il PDP TeamScan® répdine proportion of
organizational energy drain indicated on the agapeedata baseline in the Phase | PDP
TeamScan® report.

Alternative hypothesis # 4. There will be an increase in the organizational
satisfaction level after the organizational leasl@motional intelligence social awareness
is heightened, as measured, by comparison of thgopwon of organizational
satisfaction indicated on the Phase Il PDP Team8caport to the proportion of
organizational satisfaction indicated on the aggteglata baseline in the
Phase | PDP TeamScan® report.

Significance of the Problem

Although the U.S. has well-trained military persehwho are ready for any
requirement, continuing pressure demands the fperébrmance over long periods of
time in challenging, chaotic, and sometimes haasdituations (Bray, Spira, Olmsted,
& Hout, 2010). This stress is not limited to Airmet overflows to military families as
well. Stressors in current military life and asated requirements include time in
combat and repetitive wartime deployments (Bow&102. While deployed, the
researcher observed that such environments couldnyestressful due to danger close at

hand, family separation, and long work hours. ddion, reductions in military
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personnel strength cause each remaining persaavtrhore responsibilities, making
high levels of stress all-encompassing, rather timaited to only people who are
deployed or are in combat (Hourani, Williams, & K$¢2006). For example, Airmen
who remain in garrison (another name for homeatatinay be further stressed by
increased workload resulting from a reduction & tlumber of people available to
support the same, or increased, requirements frarime demands (Kavanagh, 2005).
As a military organizational leader, the researdieserved that supporting friends and
co-workers deployed in harm’s way and assisting faenilies adds more requirements
to an already very high operations tempo. Basetth®@mesearcher’s experience, these
challenges all combine to drive higher organizalmtress levels.
Overview of Methodology

A military pilot program designed to reduce orgati@nal stress levels served as the
research focus. While facilitating the MOSRPP,rbsearcher investigated
organizational stress levels in military units a@nhe outcomes associated with
heightening leaders’ emotional intelligence soaiabreness. The researcher developed
the two-phase project to give organizational leadesight into personnel stressors and
satisfaction levels so leaders could address Iatthatre within their control.
Theoretically, by reducing individual stressorshiitthe leaders’ control (such as lack of
recognition), personnel would have additional c#gdo deal with stressors not within
the leaders’ control (such as deployments).

The study used a tool called Professional DynaMé&trograms, Inc. (PDP)
ProScan® in a new way. The ProScan® is normakygus measure the dynamics of an

individual’s reaction to the environment (stresstgyy drain), strengths, and satisfaction
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levels. ProScan® was previously used with Micrgdadhiversity of Montana, Accent
Photo, U.S. Army, and other companies in this widgwever, in the MOSRPP, the
ProScan® was used not only to measure the indiVgdstiess/energy drain and
satisfaction levels, but the data was also aggeegat measure an organization’s
stress/energy drain and satisfaction level. Intanidto giving each individual personal
insight, the researcher chose to use PDP’s grqugrtreg module, known as
TeamScan®, to heighten the organizational commanderareness of what was
happening with his/her people regarding stressggnamain, stressors, and satisfaction
level from an organizational perspective. Thisksahe first research conducted using
the PDP ProScan® tool combined with the TeamScalaility in this way—to
evaluate organizational stress/energy drain ansfaetion levels (Hubby & Kelly,
2012).

The MOSRPP administrators, government employeesettdy PDP, also asked
individuals via the MOSRPP group training sessigalgation form (Appendix A) for
specific stressors and items within the organiraitmpacting their satisfaction level. In
order to provide a comprehensive view of the orgaton’s stress/energy drain and
satisfaction levels to the leader, MOSRPP admatists consolidated the individual
inputs and combined them with the TeamScan® resiiltey also provided the leaders
with a comprehensive view of their organizations)uding individual stress/energy
drain and satisfaction levels and organizationaisstenergy drain and satisfaction levels.
Leaders could use this awareness and additionghin® address stress triggers and

impacts on satisfaction level within their orgarniaas.
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The MOSRPP was divided into two phases. Phasénch&led administering the
ProScan® to all available personnel in each orgdima, conducting group training
sessions with the individuals in the organizatemg collecting their individual inputs on
stressors and items impacting their satisfactigalleAfter the group sessions, the results
of the ProScan® were aggregated via TeamScan@ndiadual inputs consolidated,
and both were provided to the organizational leaddrase two was a repeat of phase
one, four to six months later.

The researcher analyzed this lived experience gir@auqualitative research method
called interpretive inquiry since “the inherent a@srio make something clear that was
previously unclear and to make sense out of evgrgdaon” (Hultgren, 1989, p. 58).
Surveys, interviews, ProScan® survey results, aggeel TeamScan® results, and
accompanying data analysis capabilities were usedderstand and create new insights
into the revealed lessons and their meaning.

Emotional Intelligence

Although Mayer and Salovey (1990) created the temmgtional intelligence, the
emotional intelligence concept was founded on yefarssearch and theory in
organizational, industrial, and social psycholoBartOn, 2006; Cherniss, 2000). For
example, in 1920, “Thorndike was one of the ficsidentify the aspect of emotional
intelligence he called social intelligence” (Golama001a, p. 16). He specifically
separated social intelligence from other typesitdliigence and “defined social
intelligence as the ability to perceive one’s owna athers’ internal states, motives, and
behaviors, and to act toward them optimally onldasis of that information” (Mayer &

Salovey, 1990, p. 187). Gardner (1983) popularthecconcept of humans having
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multiple intelligences rather than only one. Hairdled, “that all human beings possess
not just a single intelligence. Rather, as a g ave human beings are better described
as having a set of relatively autonomous intell@ggesi (Gardner, 2011, p. xii). More
recent researchers and psychologists based thetraal intelligence definitions and
models on the work of these pioneers (Stys & Bra2@@4).

Mayer and Salovey (1990) initially defined it abBétsubset of social intelligence
that involves the ability to monitor one’s own asttiers’ feelings and emotions, to
discriminate among them and to use this informatitoguide one’s thinking and actions”
(p. 189). Once Goleman’s (1995) book was publisketbtional intelligence became
one of the popular leadership/business topics @ersed by thélarvard Business
Reviewprinting of an emotional intelligence article tlingtd more readers than any of
their other articles in 40 years (Cherniss, 2000)is level of response seemed to
demonstrate a hunger in the leadership world fertinotional intelligence concept.

Initially Goleman (1995) used Mayer and Salove\efirtion (1990) and Salovey’s
emotional intelligence model, noting, “Salovey suhges Gardner’s personal
intelligences in his basic definition of emotiomatelligence, expanding these abilities
into five domains: knowing one’s emotions, manggémotions, motivating oneself,
recognizing emotions in others, and handling retethips” (p. 43). Goleman (1998a)
continued to refine his emotional intelligence maatel published an adaptation
including: self-awareness, self-regulation, motimatempathy, and social skills. He
later refined his emotional intelligence model iftdar clusters: self-awareness, self-

management, social awareness, and relationshipgearent (Goleman, 2001b). This
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refinement focused on emotional intelligence aseaty of performance and underlying
research associated with work performance (Gole2@®ib).

Goleman’s research on the importance of a leagenstional intelligence skills,
specifically in the work place (1998a) and workfpenance (2001b) made his model a
good fit for this research. Originally, Golema®98a) incorporated Gardner (1983) and
Mayer and Salovey’s (1990) definitions and resgltimodel (1990), but then he adapted
it emphasizing it as a usable leadership and wadgtool. It made sense to use
Goleman’s (2001b) four-domain model, since he oatjy incorporated work from both
Gardner (1983) and Mayer and Salovey (1990) amtlided his most up-to-date work.
Although all four domains are addressed in thiggtthe researcher chose to focus on
social awareness because this area specificalhfigigs the leader’s ability to have
organizational impact.

Military Leadership

Military culture places a great deal of emphasisapmotch leadership and
outstanding performance. Citizens voluntarily jthie United States Armed Forces
knowing that their sacrifices could ultimately inde their lives to defend America’s
freedom (AF Pamphlet 36-2241, 2011). General émgh, former United States Air
Force Chief of Staff, explained this importance:

Airmen are part of a unique profession that is ftiethon the premise of service

before self. We are not engaged in just anothenj@ are practitioners of the

profession of arms. We are entrusted with therggaaf our nation, the protection
of our citizens, and the preservation of its wajifef In this capacity, we serve as

guardians of America’s future. By its very natutas responsibility requires us to
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place the needs of our service and our countryrbegfersonal concerns . . . No

profession demands more of its members than tHegsion of arms. (AF Pamphlet

36-2241, 2011, p. 206)

These circumstances are unique to the militargrasnany of the associated
leadership responsibilities. For example, unit s@nders are not only expected to
successfully accomplish the mission, but they e expected to take care of their
Airmen and the Airmen’s families (Bowen, 1998). igadds more responsibility to a
military leader’s scope than normally found in tmalian sector (Bowen, Mancini,
Martin, Ware, & Nelson, 2003). Moreover, unit coammders readily acknowledge the
expectation that they establish the proper clinratbe unit (Bowen, Orthner, Martin, &
Mancini, 2001). This responsibility and the wag teader’s support is implemented can
have a preventive effect on job stress and heel#étted issues (Bowen, 1998). As a
result, it could be the case that reducing orgaiozal stress levels provides another way
for the leader to influence the climate.

Definition of Terms

Airman — “Any US Air Force member (officer or enbsl, active, Reserve, or guard,
along with Department of the Air Force civilianshevsupports and defends the US
Constitution and serves our country” (Air Force §3lary, 2007, p. 42).

Deployment — “The relocation of forces and mateeadesired operational areas.
Deployment encompasses all activities from origih@ame station through
destination, specifically including intra-continehUnited States, intertheater, and
intratheater movement legs, staging, and holdiegsir(Department of Defense

Dictionary of Military and Associated Terms, 20p197).
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Deployment rate — Frequency of deployments.

Emotional Intelligence — “A type of social intelégce that involves the ability to monitor
one’s own and others’ emotions, to discriminate agnihem, and to use the
information to guide one’s thinking and actions’gkr & Salovey, 1990, p. 189).

Expertise — “Expert opinion or commentary” (Merridfebster, 1990, p. 437).

Garrison — “A permanent Air Force base where Airragacute and support air and space
operations. Also referred to as home station (ARDD” (Air Force Glossary,
2007, p. 53).

Operations tempo — “Daily workload, training loatd deployment load” (Castro &
Adler, 2000, p. 2).

Organizational Satisfaction — The extent to whinthividual's goals and aspirations are
being achieved and aggregated to the organizatievell.

Organizational Stress — For the purposes of thidystpersonal stress, organizational
stress, job stress, occupational stress, and vik@mgsswill all be considered
interchangeable.

Professional DynaMetrics Programs (PDP) ProScan®eyu- “A DynaMetric system
which provides a concise, direct procedure for meag the major aspects of self-
perception. It reveals the individual’'s basic babg reaction to the environment,
and predictable behavioral patterns” (PDP, 2003, 1.

Relationship Management — “handling other peopewtions” (Goleman, Boyatzis, &
McKee, 2002a, p. 51).

Social Awareness — “Being attuned to how otherB {&poleman et al., 2002a, p. 49).
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Stress — “The harmful physical and emotional respserthat occur when the requirements
of the job do not match the capabilities, resoyroeseeds of the worker” (U.S.
Department of Health and Human Services, 1999).p. 6
Stressor — “Pressures that produce stress” (Cattwv& Cooper, 2011).
War — “Open and often prolonged conflict betweetioms (or organized groups within
nations) to achieve national objectives (AFDD Wir(Force Glossary, 2007).
Limitations

The military police organizations were selectegadicipate in the MOSRPP due to
their career fields’ high deployment rates and highk designation (Vice Chief of Staff
of the Air Force Memo, November 2010), but thisosddecame a limitation to the study.

Although this provided a very good sample for stnessluction opportunities, it also

meant the organizational leaders were deployinteapiten, dealing with high operations
tempo issues such as juggling their team’s deploynasks with home station tasks,
shift schedules to support a 24-hour/365 day ojeraand personnel issues. For
example, an organizational leader managing peajpasting a high operations tempo
while at the same time considered high-risk mayhaete been able to be as engaged as
another, who does not have to deal with as higbpamations tempo or high-risk
organization. Where another leader may have imatelgi created and implemented
organization-specific action items to address $isees identified by his/her personnel as
causing stress/energy drain and satisfaction eihdelrs who participated in this study
may have allowed time to lapse before creatingnpiémenting them or not created or

implemented them at all.
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This limitation was also apparent at the individieakel. These organizations were
on a very structured12-hour shift schedule in otdexover all the mission requirements
both at home and deployed locations. Where othezet fields may spend some time at
a desk or have access to a computer, military @oécely do. They are usually
patrolling or guarding a base, personnel or weaystem. This combined with the high
operations tempo resulted in a decision by songelsao have their personnel use their
day off to participate in the group training seasimd complete the surveys. Needless to
say, this may have impacted their attitude or peatpe and therefore could have
influenced the study results.

This study limits its scope to all U.S. Air Forcditary police organizations. The
results of this study are limited to being generadito the U.S. military police population
and even within this defined population, it is midgtly, there will be U.S. military
police units for whom the generalization does radtrue (Gall, Gall, & Borg, 2003).
Assumptions

The word “stress” is widely used, often in a variet ways with many different
definitions. “Nelson and Quick (1994) for examplesit that stress is one of the most
creatively ambiguous words, with as many intergiets as there are people who use the
word, as even the experts do not agree on itsitefin (as cited in Ongori & Angolla,
2008, p. 124). Personal stress can be causegénsan’s job, which is often referred to
as occupational stress. “One-fourth of employees their jobs as the number one
stressor in their lives” (U.S. Department of Heatid Human Services, 1999, p. 5). In
addition to affecting the individual, personal sgealso affects the organization as noted

in the U.S. Department of Health and Human Servidasional Institute for
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Occupational Safety and HealBtress . . . at worgamphlet (1999): “Occupational
stress impacts employees’ health and in turn, tharozations’ health” (p. 1). Perhaps,
this is why many times personal stress, occupdt&tinass, and organizational stress are
used interchangeably. For the purposes of thdyspersonal stress, occupational stress,
and organizational stress will be used interchablgea

The PDP ProScan® Survey and TeamScan® productsliesnergy drain using
the following terms: minimum, average, significaguite significant, very significant,
extremely significant, and critically significankn order to reduce terminology confusion
from a statistical perspective, the term significail be replaced with notable for the
purpose of this paper only. As a result, the foitgy terms will be used to describe
energy drain for this paper: minimum, averageablat, quite notable, very notable,

extremely notable, and critically notable.
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Chapter Two: Review of Literature
Overview

This chapter reviews the literature applicabledsitive leadership and influencing
stress in military units by heightening a leaderisotional intelligence. This study fills a
gap in current research on whether an emotionatglligent leader in a military setting
can positively influence the organizational strlesgl. Positive leadership was used as
the overarching framework for this study.

Positive leadership as a concept was introduce@@8 (Cameron, 2008) and
“although positive leadership methodologies haweobee fairly commonplace in the
business arena, they are only recently takingwatbiin the military” (Michel &

Neuman, 2010, p. 2). Research on emotional ig&ilte, organizational stress, stress in
a military environment, and military leadershigagly extensive, but the empirical
research on emotional intelligence and leadershipare limited (Gardner & Stough,
2001). Research encompassing all applicable argbis study with a similar objective,
to the best of the researcher’s knowledge doesgxist.

Positive leadership provides a framework for thiglg so the literature review
begins with the great scope of influence leadensheare on the people in their
organizations. Emotional intelligence skills cavé a significant impact on a leader’s
approach and type of influence they have on thgjammzation, so an explanation of
emotional intelligence, its history, and the thnegor models follows. This is followed
by a review of research on organizational strédthough stress can be induced by both

positive and negative experiences (Deutschend@@9}x, this interpretive inquiry focuses
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on organizational stress and as a result, the wegadpects of stress are addressed here.
Finally, research in the literature that appliesttess present in military environments
and military leadership responsibilities is expthre

Positive Leadership

There are many different definitions of leadersbig, they all can be reduced to the
basic premise that “leadership is influence” (Makw2011, p. 2). Through that
influence, a leader establishes the climate inrgarazation, either positive or negative.
The leader’'s mood and emotions are contagious dhdpread quickly throughout the
entire organization (Goleman, Boyatzis, & McKeeQ20Goleman et al., 2002b).
Therefore, it is important that a leader keepssitpve outlook to inspire feelings of
security, trust, and satisfaction in the organ@atind sustain an effective team (Gardner
& Stough, 2001).

A positive outlook can become a habit, but so caegative one. A person’s
behavior becomes ingrained in his/her brain cirgugo the more he/she acts in a
positive or negative way, the more it becomes iingch (Goleman et al., 2001). For
example, “positive leaders focus on organizatidioalrishing, enabling the best of the
human condition, and creating exceptionally positimtcomes, not merely on resolving
problems, overcoming obstacles, increasing conipatiéss, or even attaining
profitability” (Cameron, 2008, p. 13). It is worthe leader’s effort to establish that habit
of positive leadership.

Positive leadership contains four principles: fastg positive climate, positive
relationships, positive communication, and positieaning (Cameron, 2008). A

positive approach to leadership has far-reachimgioations on the people in the
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organization, their stress level, and their perfamge. “Leadership might moderate
stressor-strain relationships” (Kelloway, Sivanathérancis, & Barling, 2005, p. 91).
Taking it one step further, “positive leader belasi(support, empowerment, and
consideration) have been associated with a lowetegh employee stress” (Skakon,
Nielson, Borg, & Guzman, 2010, p. 131). Peoplpoes to a positive work climate.
Positive emotions make a happy atmosphere and @é#uaple; they tend to be more
optimistic, more helpful, more creative, and moreductive (Gilbert, 2012; Goleman et
al., 2002b). “Applying the principles of positil@adership leads to extraordinary
performance” (Cameron, 2008, p. 1).

Whereas positive leadership can have positive &sffat the organization, the
assumption may be that the absence of positiveugra, however, in reality the result
may actually be negative (Kelloway et al., 200bgadership is a sequence of
interactions where the leader can influence theleyep’s emotions positively, as noted
previously, or negatively where an employee fesdtaited and threatened (Goleman,
2011b). Unfortunately people “recall negative rattions with a boss with more
intensity, in more detail, and more often than tteypositive ones” (Goleman, 2011b, p.
92).

Leadership can be one of the ever-present potesttedsors in an organization
(Kelloway et al., 2005). This ever-presence, gasated with poor leadership “may
serve to isolate individuals and deny access tmksgpport and thereby exacerbate the
negative effects of workplace stressors” (Kelloweawl., 2005). This exacerbation could
lead to workplace violence and “workplace violepcevention starts at the top, taking a

people-first approach to leadership” (Whitmore, 204. 3). Positive leadership and a
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leader’s emotional intelligence skills are clos@tked as a people first approach to

leadership.

Emotional Intelligence

Although the term emotional intelligence only reitgbecame popular in today’s
terminology, the concept is not new. It goes abéak as Plato and his belief that
emotion was the basis for human behavior, “Humdraber flows from three main
sources: desire, emotion, and knowledge” (as ait&&hanwal & Kaur, 2008, p. 153).
The ideas behind emotional intelligence are thrédldeugh history, first as ideas of
famous Greek Philosophers, like Plato, and thestdéite when he said, “Anyone can get
angry. . . ; but to do this to the right personth® right extent, at the right time, with the
right motive, and in the right way, that is not &weryone, nor is it easy” (Aristotle,
1941, p. 963). The concept of being aware of aadaging ones’ emotions continued to
be explored and refined for many years.

In the early 20th century, emotional intelligenseaaconcept continued to develop
with Thorndike’s (1920, as cited in Goleman, 199%¢ of the term social intelligence.
He concluded, “social intelligence is both distifroim academic abilities and a key part
of what makes people do well in the practicalibésfe” (as cited in Goleman, 1995, p.
42). Gardner (1983) popularized the concept oftipielintelligences and his
intelligences included “spatial bodily-kinesthetieusical, interpersonal, and
intrapersonal intelligences” (Gardner, 2011, p). xteardner’s (1983) multiple
intelligences theory and specifically, intraperdaral interpersonal intelligence
introduced part of what is known today as self-amass and social awareness. “The

intrapersonal intelligence involved chiefly in ardividual's examination and knowledge
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of his own feelings while the interpersonal intg#ince looks outward, toward the
behavior, feelings, and motivations of others" (@r, 2011, p. 254). In many ways
these pioneers paved the way for what was yetrteda the later part of the 20th
century.

However, it was not until 1990 that the term, “eronél intelligence” was finally
introduced. Mayer and Salovey (199@scribed emotional intelligence as “a subset of
social intelligence that involves the ability to nitor one’s own and others’ emotions, to
discriminate among them, and to use the informataguide one’s thinking and actions”
(p- 189). It was not until 1995 when Goleman’s ba@s published that one document
summarized the efforts of all who were previouslyalved in developing this concept
(Deutschendorf, 2009). Goleman’s (1995) book ajaded the business world where
emotional intelligence quickly became the newesgtutar topic (Cherniss, 2000). This
increase in interest expanded well beyond the legsiworld.

This focus in the scientific, psychology, and bessworld attracted a large amount
of media attention, which came to a head in 1998nwiWhat's your EQ?” appeared on
the cover of Time Magazine. It stated, “It's noy IQ. It's not even a number. But
emotional intelligence may be the best predictasuaitess in life, redefining what it
means to be smart” (Time, 1995). One importanebeaf emotional intelligence
popularity was the significant increase in reseantlthe topic (Mayer & Caruso, 2002).
Gradually studies on emotional intelligence sprieanh solely academic psychology to
education, psychiatric, and human resources, aratiregs (Goleman, 2001a); Momeni,
2009). Several emotional intelligence models, pidéuses, and associated research

emerged within the next few years.
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Since Mayer and Salovey (1990) created the termGoidman (1995) published his
book, three major emotional intelligence modelsehemerged: Mayer and Salovey’s
1997 model, Bar-On’s 1997 model, and Goleman’s BO@ddel (Spielberger, 2004;
Webb, 2009). The three major models each havH#eaeht way of viewing emotional
intelligence: (a) Mayer and Salovey’s 1997 modelkes on “the complex, potentially
intelligent tapestry of emotional reasoning in gday life” (p. 9); (b) Bar-On’s 1997
model “describes a cross-section of interrelatedtemal and social competencies, skills
and facilitators that impact intelligent behaviorgasured by self-report” (Bar-On, 2006,
p. 2); and (c) Goleman’s 2001a model “is competdyased, comprising discrete set of
abilities that integrataffective and cognitive skills but are distinctrfr@bilities
measured by traditional IQ tests” (p. 20). Theas heen significant progress in
developing the emotional intelligence theory arskbesch to support it.

Research has proven that there are similaritieg@atonships among the three
emotional intelligence models (Stys & Brown, 2003)t their approaches are different
(Goleman, 2003; Mayer & Salovey, 1997). All thesaotional intelligence models are
based on the same broad foundation—awareness dioamand management of
emotions (Cherniss, Extein, Goleman, & Weissbe®d§62 Goleman, 2001a; Stys &
Brown, 2004). However, there is some disagreeraerang the emotional intelligence
model designers as to how the models should bsifiéas—either as a pure intelligence
model based on abilities or a mixed model contgitioth cognitive and personality
facets. All the designers agree that Mayer andv@gls 1997 model is a pure ability-
based intelligence model and Bar-On’s 1883del is a mixed model (Goleman, 2001a;

Mayer, Salovey, & Caruso, 2000; Bar-On, 2010). doeevr, there is some disagreement
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on whether Goleman’s model is a mixed model (M&yel., 2000) or a pure model that
meets Mayer et al.’s criteria (Goleman, 2001a).

The fact that there are a variety of emotionallligience models at this stage of the
field’s development is a positive sign (Chernisalet2006). To expect one emotional
intelligence theory at this stage of developmeniniealistic. For example, after nearly a
century of research, there still is more than ety on IQ and how to measure it
(Cherniss et al., 2006). The newness of the @eld varying approaches not only results
in some disagreements, but also drives adjustnmethe emotional intelligence
definitions and applications of the three models.

According to Mayer and Salovey, their 1997 modehesonly ability-based model
and they consider emotional intelligence a typmehtal ability and thus a type of
intelligence (Stys & Brown, 2004). Although Mayserd Salovey created the original
term and associated emotional intelligence deéinitn 1990, they revised their
definition in 1997 because they believed theiriearersion was too vague and did not
include the act of thinking about feelings (MayefS&lovey, 1997). Their updated
definition follows:

Emotional intelligence involves the ability to penee accurately, appraise, and

express emotion; the ability to assess and/or genézelings when they facilitate

thought; the ability to understand emotion and éomall knowledge; and the ability
to regulate emotions to promote emotional andled&lal growth. (Mayer &

Salovey, 1997, p. 10)

Their four branch ability-based model is a graddateproach where a person starts

with the very simple psychological skills of “pept®mn, appraisal, and expression of
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emotion” (Mayer & Salovey, 1997, p. 11). The satbrnanch is “emotional facilitation
of thinking”, followed by “understanding and analyg emotions; employing emotional
knowledge”, and finally the third and highest levegflective regulation of emotions to
promote emotional and intellectual growth” (MayeiS&alovey, 1997, p. 11).

Mayer and Salovey’s (1997) theory is quite sciemtahd they believe that emotional
intelligence is a form of intelligence. As a rdastheir model aligns with three criteria:
“mental problems have right or wrong answers, tleasared skills correlate with other
measures of mental ability, and the absolute gbéitel rises with age” (Mayer et al.,
2000, p. 400). They continue to separate theirahadhich focuses on mental abilities,
from mixed models, which include mental abilitieglgersonality traits (Mayer et al.,
2000; Stys & Brown, 2004). This makes this modeidifferent from the other two
major emotional intelligence models.

For example, Bar-On’s 1997 model is one of the neottat refers to emotional
intelligence as a mixed model, including not onbgitive ability, but also personality
aspects (Stys & Brown, 2004). His model is basethe emotional intelligence
definition, “to be emotionally and socially intgjént is to effectively understand and
express oneself, to understand and relate well etithrs, and to successfully cope with
daily demands, challenges and pressures” (Bar-@v6,2. 3). This model includes five
major skill areas: intrapersonal, interpersonagsst management, adaptability, and
general moo@Bar-On, 2006; Stys & Brown, 2004; Mayer et al.0@p) Each major skill
area includes specific skills: intrapersonal—emuicself-awareness, assertiveness, self-
regard, self-actualization, and independence;petsonal—interpersonal relationships,

social responsibility, and empathy; stress managéemstress tolerance and impulse
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control; adaptability—problem solving, reality tesf, and flexibility; and general
mood—happiness and optimism (Bar-On, 2006; StyséB; 2004, Mayer et al.,
2000).

Unlike Mayer and Salovey’s 1997 model, Bar-On’s 1@%del measures the
potential for performance and success rather thaadtual performance or success
(Mayer et al., 2000). As mentioned previouslyréhis agreement on classification of
both Mayer and Salovey’s 1997 model and Bar-On%71fodel. However, that is not
the case with Goleman’s 2001b emotional intelligemodel.

Goleman (2001a) believed his emotional intelligemmelel is a pure model because
it is competency based, consisting of abilitieshe®ds label it a mixed model, in that it
focuses on cognitive ability, but it also incorpesapersonality and the influence on all
aspects of life (Mayer et al., 2000; Stys & Bro&004). Like Mayer and Salovey,
Goleman’s emotional intelligence definition and rabchanged over time. Goleman
(1995) initially referenced Mayer and Salovey'sg@9emotional intelligence definition.
He also used their model containing five areaswkng one’s emotions, managing
emotions, motivating oneself, recognizing emotionsthers, and handling relationships
(1995). Then in 1998, Goleman adapted Saloveysnger's 1997 model into five
emotional and social competencies according to these capabilities pertain to
someone’s professional life: 1) self-awarenesse#fjregulation, 3) motivation, 4)
empathy, and 5) social skills. He continued tineehis emotional intelligence model
based on research findings and collaboration wath@f his partners, Boyatzis

(Goleman, 2001b).
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Finally in 2001, Goleman streamlined his emotiantdlligence definition by
compacting it into four clusters: self-awarenessja awareness, self-management, and
relationship management. Each cluster is brokendampetencies, originally 25 and
then further consolidated into 18, thereby resgltm“an emotional intelligence model
that more clearly links specific clusters of congpeties to the underlying brain dynamics
that drive them” (Goleman et al., 2002a, p. 38)e T8 specific competencies will also
be explored in the model’s clusters.

Goleman’s research on emotional intelligence isegextensive, especially in
leadership and the workplace; Bennis (2001) sumingal nicely:

Emotional intelligence (EIl), more than any othesedsmore than 1Q or technical

expertise, is the most important overall succestofan careers. And the higher

one’s position in an organization, the more impart is; El accounts for 85 to 90

percent of the success of organizational leadgrsxv)

Since Goleman’s 2001b emotional intelligence maglspecifically associated with
successful leadership performance and workplackcagipn (Bar-On, 2010), and he is
the leading contributor to the emotional intelligerfield (Stys & Brown, 2004), the
researcher selected Goleman’s 2001b model fosthdy. Each of Goleman’s 2001b
emotional intelligence model’s four clusters isiesved.

Emotional intelligence self-awarenessUnderstanding one’s own emotions,
personal strengths and improvement areas, andddivwalues are all part of strong
self-awareness skills (Goleman et al., 2002a)f-&eareness is the first of four clusters
Goleman used in his 2001b emotional intelligencel@hand includes three leadership

competencies:
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Emotional self-awareness: reading one’s own emstand recognizing their
impact; using “gut sense” to guide decisions; eonally self-aware leaders can
be candid and authentic, able to speak openly aheirtemotions or with
conviction about their guiding vision.

Accurate self-assessment: knowing one’s strergytddimits; leaders high in self-
awareness exhibit a gracefulness in learning wtheng need to improve, and
welcome constructive criticism and feedback.

Self-confidence: a sound sense of one’s self-wanmth capabilities; self-confident
leaders can welcome a difficult assignment anenoffiave a sense of presence,
a self-assurance that lets them stand out in@pgro
(Goleman et al., 2002a, pp. 39 & 254-255)

Although all areas of emotional intelligence argartant, self-awareness provides
the foundation (McShane & Von Glinow, 2007) andfien thought to be the most
important for leaders (Book, 2004; Goleman et20Q1; Jung, 2004). “Before you can
lead others, before you can help others, you hadestover yourself” (Jaworski, 1996,
as cited in Goleman, 1998a, p. 63). Self-awareisesdtical to genuine leadership and
development as a leader (Center for Creative Leager2003; George, 2004). Without
it, leaders do not know where they need to impmvine influence they are having on
people (Book, 2004; Goldberg, 2004). Emotionsttedl brain when something feels
right or wrong (Greenockle, 2010). Self-awarenssde an internal measure, telling the
self if actions or behavior are advisable (Goleni&98a).

Self-awareness is also a critical capability indieng stress — without it, people

often are out of touch with the stress levels tegounter every day in the work



APPLYING POSITIVE LEADERSHIP PRINCIPLES 29

environment (Center for Creative Leadership, 2@3gman, 1998a). Although self-
awareness is only one of the four clusters in Gal@m2001b emotional intelligence
model, this is where leaders should start whenawipg their emotional intelligence
skills. The second cluster, self-management, bwlithe self-awareness cluster.

Emotional intelligence self-management.Strong self-awareness skills provide the

foundation for effective self-management and tlaeléz’s ability to successfully attain
goals (Goleman, Boyatzis, & McKee, 2002a).

According to Goleman’s emotional intelligence modelf-management has six
leadership competencies:

Self-control: keeping disruptive emotions and itlsps under control; a hallmark of
self-control is the leader who stays calm andrdiemded under high stress.

Transparency: displaying honesty and integritystivorthiness; such leaders
openly admit mistakes or faults, and confront ureldlbehavior in others rather
than turn a blind eye.

Adaptability: flexibility in adapting to changingtuations or overcoming obstacles;
leaders who are adaptable can juggle multiple delsyavithout losing their
focus or energy.

Achievement: the drive to improve performance tetinner standards of
excellence; leaders with strength in achievemengthle to calculate risk so
that their goals are worthy but attainable.

Initiative: readiness to act and seize opportasjtieaders who have a sense of
efficacy—that they have what it takes to conthait own destiny—excel in

initiative.
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Optimism: seeing the upside of events; a leader iwloptimistic can roll with the
punches, seeing opportunity rather than a threatsetback.
(Goleman et al., 2002a, pp. 39 & 254-255)

This skill enables leaders to use their self-awaserio positively influence their
behavior and remain adaptable (Bradberry & Grea2@39). “By staying in control of
their feelings and impulses, they craft an envirentrof trust, comfort, and fairness; and
that self-management has a trickle-down effect ftbenleader” (Goleman et al., 2002a,
p. 47). Leaders who are able to put the orgamzatineeds ahead of their own and
manage their personal inclinations tend to be mooeessful (Bradberry & Greaves,
2009). Self-management is of the utmost importdoemause if a leader is lacking in this
area, his/her influence often is more negative thasitive (Bennis, 1984).

Emotional intelligence social awarenessPeople high in social awareness skills are
able to accurately read other people’s emotionscantprehend their situation and how
they feel (Bradberry & Greaves, 2009). Researctiicoed that “for star performance in
all jobs, in every field, emotional competencewse as important as purely cognitive
abilities” (Goleman, 1998a, p. 34). For examplelggan (2006) found “much evidence
testifies that people who are emotionally adept—Whaw and manage their own
feelings well, and who read and deal effectivelthvather people's feelings--are at an
advantage in any domain of life” (p. 36).

Goleman’s emotional intelligence modedscial awareness cluster has three

leadership competencies:

Empathy: Sensing others’ emotions, understandien perspective, and taking

active interest in their concerns; leaders witlpathy are able to attune to a
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wide range of emotional signals letting them sehsdelt, but unspoken
emotions in a person or group.

Organizational awareness: reading the currentssida networks, and politics at
the organizational level; a leader with a keena@wareness can understand
the guiding values and unspoken rules that oparateng people there.

Service: recognizing and meeting follower, cliemtcustomer needs; leaders high
in the service competence foster an emotionalatkrso that people directly in
touch with the customer will keep the relationsbipthe right track.

(Goleman et al., 2002a, pp. 39 & 254-255)

A leader’s actions not only affect them persondllyt also potentially influence the
organizational climate (Goleman et al., 2002a)t @wall the emotional intelligence
capabilities, self and social awareness have thst mpact on an organization’s climate
(Momeni, 2009). Successful executives who are mgtocial awareness are not only
aware of people’s emotions, but they go one stepduand show that they really care
(Goleman, Boyatzis, & McKee, 2001). In additioepple with higher emotional
intelligence skills are more aware of when otherschhelp and are more compassionate
when responding to their co-workers in both perkand work-related instances
(Carmeli & Josman, 2006). Emotional intelligen&#éls and specifically social
awareness are important in influencing other peoplecurately identifying feelings and
associated behavior in those around the leadeingaact a person’s responses and
whether he/she handles any circumstance succgs&ukenockle, 2010). Where self-
awareness and self-management make up a personpétance, social awareness and

relationship management are part of the social eemeze and combine to establish how
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people handle relationships (Goleman et al., 2002a)

Emotional intelligence relationship management.Self-awareness, self-

management, and social awareness are the foundatibow people manage their

relationships (Bradberry & Greaves, 2009; McSharéat Glinow, 2007).

According to Goleman’s emotional intelligence modelationship
management is made up of six competencies:

Inspirational leadership: guiding and motivatinghwa compelling vision; leaders
who inspire both create resonance and move peaftiea shared mission.
Influence: wielding a range of tactics for persaoasleaders adept in influence are

persuasive and engaging when they address a group.

Developing others: bolstering others’ abilitiesotiigh feedback and guidance;
leaders who are adept at cultivating people’staslare natural mentors or
coaches.

Change catalyst: initiating, managing, and leadmng new direction; leaders who
can catalyze change find practical ways to overcbarriers to change.

Conflict management: resolving disagreements;desadtho manage conflicts best
surface the conflict, acknowledge the feelings aerds of all sides, and then
redirect the energy toward a shared ideal.

Teamwork and collaboration: cooperation and teaitdling; leaders who are able
team players draw others into active enthusiastomitment to the collective
effort, and build spirit and identity.

(Goleman et al., 2002a, pp. 39 & 254-255)

Many feel, and research has validated, that a persapability to understand and
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relate to others is as important as knowledge apdreence (Greenockle, 2010;
Goleman, 1998b). As a matter of fact, getting glath and working effectively with
other people is one of the most valued capabiliigbe workplacéDeutschendorf,

2009). Relationship management applies to empkogad leaders alike.

Emotional Intelligence and Leadership

Everyone could benefit from improving their emoabmtelligence skills, however,
researchers have found the more responsibilityieadership requirements associated
with a position, the more important high emotiomalligence skills become (Goleman
1998b; Greenockle, 2010Emotional intelligence skills are a natural gift Bmme
people but if that is not the case, emotional ligehce skills can be learned (Book,
2004; Chopra & Kanji, 2010; George, 2004; Golen2@)4; Goldberg, 2004; McShane
& Von Glinow, 2007; Yu-Chi, 2011)Whereas IQ is established by about the age of 10,
emotional intelligence skills can increase as a@erages (Bar-On, 2002; Book, 2004;
Goleman, 2004). If leaders are interested andngiio work at increasing their
emotional intelligence skills, they can succeethédy are provided the correct
information, guidelines, and assistance (Golem@f4® As the research pool expands,
the uses and importance of emotional intelligenikeinerease, especially in the
organizational setting.

Great leadership is tied to people and their emest{@Goleman, 2001b) and leaders
set the standards for emotionally acceptable behawthin their organization (Goleman
et al., 2002b). Emotionally intelligent peopledapecifically those high in self-
management, may have the foundation to charisniigtivativate and intellectually

stimulate their people (Gardner & Stough, 2001; &a§ Salovey, 1990). For example,
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a 1998 experiment by Sigdal Barsade at Yale Unityedemonstrated one person can
sway a whole team’s emotions, and specificallyjtp@sfeelings such as cooperation,
fairness, and overall group performance increa€éeifiss, 2000). Researchers found
similar results in military studies. “Bachman (898tudied United States Navy leaders
and discovered the most effective leaders were @@mmore outgoing, emotionally
expressive, dramatic, and sociable” (Cherniss, 2000).

A leader’s attitude and emotional behavior haveoali effects on the organizational
climate. “Great leaders are emotionally intelligé¢ace sacrifice, challenges, as well as
opportunities with empathy and compassion for thepte they lead and those they
serve” (Boyatzis, & McKee, 2005, p. 3). Researah shown that a majority of how
personnel perceive the organizational climate codirestly from the leader’s actions
and leadership style (Goleman et al., 2002b; Mon609). Momeni’'s (2009) research
results also validate that the better a leaderstiemal intelligence skills, the better the
leader’s organizational climate. The organizatiamhanate then impacts people on an
individual level. For example, when a leader bsiddgreat organizational climate,
productivity and retention increase and persorsglas decrease (Goleman et al., 2002b;
Momeni, 2009; Walumbwa, Peterson, Avolio, & Hartn2010). People want to be in a
positive environment and they respond with incrdggeductivity and by being more
committed to the organization.

Leaders with high emotional intelligence skills wbuery well be more likely to
hunger for success, be better team builders, ansbgjsfaction from working with
people (Gardner & Stough, 2001). When leadersnaitee midst of making challenging

decisions, emotional intelligence is especially t@poth their success and their



APPLYING POSITIVE LEADERSHIP PRINCIPLES 35

organization’s success (Jung, 2004). Emotionaligiligent leaders develop a strong
support system within the organization and amoeg fhersonnel, where someone with
low emotional intelligent skills may have a negataffect on the organization (Mayer &
Caruso, 2002; Stys & Brown, 2004). This awaremegsportant for individuals and
leaders alike, and it would be beneficial for ongations to recruit personnel with high
emotional intelligence skills as they may have sigpge impact on organizational success
(Yu-Chi, 2011). Emotional intelligence skills inéince all areas of life, but high
emotional intelligence skills are especially impamoittfor leaders.

For success in senior leadership positions, tharatdge is derived almost
exclusively from emotional competenggoleman, 1998a). “It is all about people and
the war for talented leaders with high 1Q and eomal intelligence—the war will be
won or lost by leaders who are able to controlssti the leader, team, and
organizational levels” (Thompson, 2009, p. 112)h&W comparing people with high
versus low emotional intelligence skills, the indwals with low emotional intelligence
skills are less able to successfully handle stuéssfues related to their job (Yu-Chi,
2011). Controlling stress is one of a leader’'gbgj challenges.

Organizational Stress

Stress is present in all aspects of life and regtdim the demands of our
environment (Deutschendorf, 2009). The Nationstitute for Occupational Safety and
Health defines job stress as “the harmful physacal emotional responses that occur
when the requirements of the job do not match #pabilities, resources, or needs of the
worker” (U.S. Department of Health and Human Saawjd 999, p. 6). There are many

different stressors including shortage of resoyraesk hours and organizational climate
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(U.S. Department of Health and Human Services, 199@ori & Angolla, 2008). Stress
affects people in various ways, but ultimately, &mhwve feel our understanding, control,
or impact on events slipping away, we slide intest response” (Boyatzis & McKee,
2005, p. 43).

The stress response varies from person to persbthéresearch on occupational
stress is fairly consistent. Early warning sighpb stress include headaches, difficulty
sleeping, lack of concentration, upset stomackk, ¢digob satisfaction, short temper, and
low morale (U.S. Department of Health and Humarviges, 1999). The research also
suggests that long periods of stress may contrifout@ronic diseases (U.S. Department
of Health and Human Services, 1999). “Personnt tigh levels of stress have
significantly higher rates of mental health probéeamd productivity loss than those with
less stress” (Hourani, Williams, & Kress, 2006849). Not only is a person’s health
affected, but also “according to the research waremdividual is under stress, individual
decision-making processes, perception, cognitiod,jadgment are all affected”
(Kavanagh, 2005, p. 26). This is not limited torsHierm effects; significant stress can
make a person lose mental capability for a monimritlong-term stress can negatively
impact a person’s intellectual capability in ailagtway (Goleman, 1998a).

There are many contributors to employees’ stresgek, but the bottom line is
when there are stressed employees, both the indivathd the organization are impacted.
Occupational stress impacts employees’ health mmarn, the organizations’ health
(U.S. Department of Health and Human Services, 199%ccording to an article in
Psychology Todayp to 40 percent of employee turnover is reléestress and up to a

million workers per day are off due to problemst tten be linked to stress”
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(Deutschendorf, 2009, pp. 14-15). Organizationsedd on the intellectual and creative
capabilities their employees provide. When untiess the human body responds in
physical, intellectual, and emotional ways thatseaarganizational impacts such as a loss
of resilience, lower performance, less job sattsfa¢ and an increase in tendency to
leave their job (Anton, 2009; Boyatzis & McKee, 30@ngori & Agolla, 2008). These
losses can seriously impact an organization’s exanbealth and research concluded,
“good economic health of an organization dependthercontrol and prevention of role
stress at work” (Anton, 2009, p. 193).

Leaders play a major role in organizational sttegsls and unfortunately, many are
unaware of their influence. They can be a str@sgurce for social support and that
support has proven to be a buffer for occupatistraks (Kelloway et al., 2005). “A
leader’s failure to adequately manage stress cam $&vere negative consequences on
the leader, the organization, and its members” (dpsnn, 2009, p. 125). The manager’s
leadership style and the employee’s occupationasstievel are two items that can
influence the quality of a person’s relationshiphatheir supervisor and their decision to
stay with the organization (Dale & Fox, 2008). féfere, it could be beneficial to the
organization for leaders to know the impact theindvior may have on an employee’s
organizational commitment (Dale & Fox, 2008). “Thale School of Management
found 24% of the working population reported thesrevchronically angry at work.

With these kind of realities, it is little wonddrat companies are desperately looking for
ways to create better work environments” (Deutsdbéin 2009, p. 15).
Part of establishing a positive climate is makiege feel appreciated. According

to the United States Department of Labor, the nurohe reason people quit their jobs is
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because they do not feel appreciated (Pritche@®®@R0Rath and Harter (2010) found that
people respond to recognition and attention andhwthey receive it, it increases the
percentage of people who will be actively engagedlask. For instance, employees who
are ignored have a 40% chance of disengaging & eanpared to 22% if they receive
any attention whatsoever, even negative attenfidre key though, is if a leader focuses
on a person’s strengths, the chance that theydg#ingage at work goes down to a mere
1% (Rath & Harter, 2010). The critical piece feadlers is that “engaged employees are
more productive, give better attention to customansl are more loyal to the
organization” (Goleman, 2011b, p. 46). The oppoisitalso true, “disengaged workers
experienced dramatic drops in happiness and interas well as major increases in
stress — during work days” (Rath & Harter, 2012 D).

This adds to the concept that a positive cultureicgrove more than just people’s
motivation or engagement levels at work. “Peopl® wdteive regular recognition and
praise also become more productive. Positive tealso enhances their engagement
with colleagues and reduces accidents on the.jolpositive attention builds job
commitment and reduces costly turnover” (PritcH2208,p. 99). “An engaged
workforce has trust and openness, builds effectiationships inside and outside the
organization, which ultimately makes a differencéhe bottom line—these are all
elements of the organization’s emotional intelliggh(Neale, Spencer-Arnell, & Wilson,
20009, p. 80).

It is in the organization’s best interest to redaoganizational stress levels and
provide a positive atmosphere for their employe@se of the first steps to reducing

organizational stress levels is to identify thegoole causes for the stress sign and then
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develop proposed solutions for each sign (Ongaokingjolla, 2008). Leaders can go a
long way in improving their organizational climdig identifying the causes of
occupational stress within their organization aadafoping and implementing potential
solutions.

Stress in military environments. The military environment offers increased
opportunities for high stress situations compacea tivilian environment, including, but
not limited to, deployments, separation from famégd 365 days a year/24 hours a day
work availability. For example, although there substantial overlaps when comparing
stressors in the civilian and military environmeit®re also are major stressors that exist
in a military situation, that do not appear inal@n setting (Campbell & Nobel, 2009).
Deployments are a major cause of stress amongmiliersonnel (Martin,
Ghahramanlou-Holloway, Lou, & Tucciarone, 2009; @&l & Nobel, 2009) where
their lives may be in danger or they are respoadinl their colleagues in dangerous
situations and ensuring successful mission accemplent (Campbell & Nobel, 2009;
Kavanagh, 2005). Military personnel who remaimgamrison also experience significant
stress caused by high operations tempo or longshi@avanagh, 2005).

In addition, today’s military operations are expiagdand changing compared to the
traditional military mission to which personnel wexccustomed. For example,
additional missions and expertise requirements agdiumanitarian relief,
peacekeeping, etc. have been added and these shamgission expectations increase
the occupational stress level for our military fEsgCampbell & Nobel, 2009; Delahaij,
Gaillard, & Soeters 2006). These demands and aobhsile changes add additional

stress.
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High levels of stress cause an increase in bera\aod occupational problems that
take a toll on military readiness; one of DeparttradrDefense’s primary concerns in
today’s atmosphere of high operations tempo argl&et deployments (Bray, Spira,
Olmsted, & Hout, 2010). For example, Pflanz ande@g2006) research with military
personnel showed that “nearly two-thirds reportedknstress was adversely affecting
their physical health and almost one-quarter &ddtgtress was severely impacting their
health” (p. 864). Although these high stress Iswelpact both the military organization
and the military families, military members oftesef more stress associated with work
than with family issues (Hourani et al., 2006). nylaf these issues are unique to the
military environment.

Military Leadership

Just as there are differences in some of the stiefsat exist in a military
environment compared to the civilian sector, trese are major differences in military
leadership expectations. Senior military leadegalarly reinforce the philosophy that
the United States Military is a profession of armnsl leadership is the foundation of that
profession (Dempsey, n.d.). Leadership skills gltgsment, and organizational climate
are especially important in the military (AF Pangit86-2241, 2011). For example, the
military leader has a significant amount of inflaerover the lives of personnel in the
organization, both personal and professional (CathgbNobel, 2009). As a result,
military leaders know how important strong unit @lerand camaraderie are to
successful mission accomplishment (Bowen, Martitéji&cini, 1999). This morale is
directly tied to the leader and the organization.

“The military unit represents the primary organgieature of our armed forces”



APPLYING POSITIVE LEADERSHIP PRINCIPLES 41

(Bowen et al., 2003, p. 34). “The unit is the pamnbasis for one’s sense of community
in the AF—a conduit by which members and familis&blish connections with one
another and gain access to agency-based servidgg@grams” (Bowen et al., 1999, p.
23). The military is a family and the leader’spessibility is all encompassing, from
occupation to recreation, from training to heall avellness, from work to family. No
other profession demands this kind of compreherdsgkcation from it leaders as
described in the Air Force’s Manual for U.S. AirrEe Family Support Centers:
Military unit leaders have a fundamental respotisyfior building and
maintaining healthy informal relationships among namembers and their
families. These informal relationships represeptimary ingredient for creating
and sustaining military unit cohesion. From thenmeat a military member joins
his or her unit, this “extended family” provide$asis for their military identity
and forms the core social fabric supporting theiygerformance and important
aspects of their personal life. Leaders have trelmes control and influence
over numerous aspects of a unit member’s (and fdu@ily members’) life. They
also assume, by virtue of their command authoaityinherently unparalleled
responsibility for the well being of unit membersdaheir families. (Bowen et al.,
2001, p. 43)
This responsibility is “a responsibility that griyagxceeds the responsibilities of most
civilian employers and supervisors in work orgah@ss” (Bowen et al., 2003, p. 34).
This leadership culture and sense of family areatestrated throughout the force
with its genesis coming straight from the top.

In Global Engagement: A Vision for the’2Tentury Air Forcethe Air Force
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Chief of Staff and Secretary of the Air Force safehe Air Force believes that

one of its most important attributes is a senseaimunity among its members

and their families. Far more than a simple ‘piidéhe team’ this factor builds

the motivational identity and commitment that utiéeour core values, career

decisions, and combat capability. (Bowen et &991 p. 5)
With this extensive responsibility ingrained in naity culture, it is easy to understand
why Airmen and their spouses often highlight thegigary leaders as an important
source of support (Bowen, 1998, p. 29). “Posisupport by senior leaders in the
organization and supervisors in the work unit hlaeen associated with reduced levels of
occupational stress and beneficial health outcdoresmployees” (Billings & Moos,
1982; Geller & Hobfoll, 1994; Kobasa & Puccetti 889 LaRocco, House & French,
1980; Repetti, 1987; Warrren & Johnson, 1995, &sleh Bowen, 1998, p. 29). Though
the expectations of a military leader are grea,dhiture encourages a positive climate.
Morale and the way people view their situationfieio dependent on the climate the
leader creates and the trust integrated throudhsliter organization (Bray et al., 2010)
Positive leadership, emotional intelligence, orgamational stress, and the military:
Pulling it all together

Review of literature yielded valuable material expig the benefits of positive
leadership and the importance of high emotiona&lligence skills, especially as one
progresses up the promotion sequence into leagepsisitions. Critical relationships
between a leader’s influence on the organizatiolvalate, first in the civilian
environment, and then specific to a military enmireent also quickly emerged. Finally,

specific to the military environment, the reviewdicated the critical role a leader plays
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and the influence he/she has on the military umit eople in the organization as well as
the families. Information to provide a direct libktween a leader’s emotional
intelligence skills and their ability to reduce angzational stress in a military setting was
not found. However, the review does indicate ttganizational stress level in a military
unit may be higher than in a civilian setting, ader has great impact, either positive or
negative, on the organization they lead, that impeay be tied to their emotional
intelligence skills, and their impact is magnifietien operating in a military
environment. As a result, this review leads trse=aecher to believe that there could be a
link between a leader’s emotional intelligencelskaind their ability to reduce
organizational stress in a military setting.
Summary

This review of literature created an understandihtipe importance of reducing
organizational stress and the valuable role ematimtelligence could have in reducing
that stress in the military. Several topics weneestigated in the research that seemed to
connect the examination of heightening a leademst®mnal intelligence social
awareness in a military setting and reducing ogional stress. The areas reviewed
were: (@) positive leadership; (b) emotional iligehce; (c) emotional intelligence self-
awareness; (d) emotional intelligence self-managenie) emotional intelligence social
awareness; (f) emotional intelligence relationshgnagement; (g) emotional intelligence
and leadership; (h) organizational stress; (i)sstia military environments; (j) military
leadership; and (k) positive leadership, emotiom&lligence, organizational stress, and
the military: pulling it all together. The studyethodology is outlined in the following

chapter.
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Chapter Three: Methodology
Overview

This study investigated the organizational stregslb in military units and sought to
determine if there is any benefit associated withviging leaders with emotional
intelligence social awareness. A pilot project liempented to reduce organizational
stress levels in military units within the U.S.\g&d as the basis for this research. The
researcher used the PDP ProScan® Survey in a ngw-n@mally it is used to measure
the individual’s strengths, the dynamics of anwmulial’s reaction to the environment
(stress/energy drain), and the individual’s satisfe levels.

As project manager, the researcher managed theggand facilitated on-site
administrator training, data collection and comjpiia, and the administrators’
interaction with organizational leaders. Using$&ran® data and a group training
session evaluation form to gather individual inpanisstress triggers and impacts on their
satisfaction level, administrators provided theamigational leaders with both individual
and organizational feedback. This feedback gagdethders a view of their organization
-- specifically items individuals felt were incr@ag their stress and lowering their
satisfaction levels. Leaders had the opportunityse this feedback to create programs
to address stressors and impacts on the satisfdetrel within their organizations.
Through interpretive inquiry, the researcher anadithis lived experience to understand

and create new insight into the revealed lessodgtaeirr meaning.
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Research Setting

The U.S. military has been involved in continuoambat operations since just after
the terrorist attack on September 11, 2001. “Owtivat time, many U.S. military
members have deployed multiple times and suchladpgrations tempo over such a
long period is unprecedented for the U.S. militgAfmed Forces Health Surveillance
Center, 2011 p. 2). High deployment rates to sttgpm wars take military members
away from their organizations and families for exted periods of time, placing
increased stress on both organizations and fanfli€s. Presidential Report, 2011;
Insights from early RAND research on deploymen¢@ on U.S. service members and
their families, 2011).

The U.S. military used the PDP ProScan® in the wébtgreat success to address
personal stress levels; but addressing organizdtgiress levels with large groups
represented an experimental use of this tool. rékearcher used PDP’s database
capability which aggregated data gathered fronPileScan® into a group report called
TeamScan®. This report provides an overall view gfoups’ stress/energy drain and
satisfaction level; however, it normally servegiee an overall view of a team and has
not been used to target organizational stressdenghe past (Hubby & Kelly, 2012).
The researcher developed the MOSRPP to capitalizeese potential capabilities,
providing organizational leaders with insight imalividual and team stressors and
satisfaction issues. Thus, leaders could addresssiwithin their control such as lack of
recognition with an eye toward reducing organizsicstress levels. By reducing
organizational stress levels, personnel may gaiiitiadal capacity to deal with stressors

not within the leader’s control (such as deployragnt
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Research Questions

1. Can emotional intelligence social awarenessaveldped among leaders of
military security personnel who suffer from highcapational stress?

2. What are the results of heightening emotion@lligence social awareness among
leaders of military security personnel who suffent high occupational stress?

3. Can emotional intelligence social awareness gneaders of military security
personnel who suffer from high occupational stiessleveloped in isolation without
triggering the development of the three other doa Goleman’s 2001b emotional
intelligence model—self-awareness, self-managenagt relationship management?
Hypotheses

Null hypothesis #1. There will be no difference in proportion of teas agreement
and those in disagreement with statements conagthereliability and validity of the
PDP ProScan® Survey, as measured by Likert-scapmnse to statements contained in
the MOSRPP Group Training Session Evaluation.

Null hypothesis # 2. There will be no difference in proportion of tleas agreement
and those in disagreement with statements congeengtrong and vibrant workplace, as
measured by Likert-scale response to statementained in the MOSRPP Group
Training Session Evaluation.

Null hypothesis # 3. There will be no decline in the organizationatigyy drain
after the organizational leader’s emotional ingghce social awareness is heightened, as
measured by the comparison of the proportion cawizational energy drain indicated on
the Phase Il PDP TeamScan® report to the propoadfi@nganizational energy drain

indicated on the aggregate data baseline in thedPHADP TeamScan® report.
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Null hypothesis # 4. There will be no increase in the organizatiomdisgaction
level after the organizational leader’s emotion&tiligence social awareness is
heightened, as measured by comparison of the gropaf organizational satisfaction
indicated on the Phase Il PDP TeamScan® repohet@toportion of organizational
satisfaction indicated on the aggregate data meselithe Phase | PDP TeamScan®
report.

Alternate hypothesis #1. There will be a difference in proportion of thase
agreement and those in disagreement with stateroentgrning the reliability and
validity of the PDP ProScan® Survey, as measureldhsrt-scale response to
statements contained in the MOSRPP Group TraingssiSn Evaluation.

Alternate hypothesis # 2. There will be a difference in proportion of those
agreement and those in disagreement with stateroent&rning a strong and vibrant
workplace, as measured by Likert-scale responstatements contained in the MOSRPP
Group Training Session Evaluation.

Alternative hypothesis # 3. There will be a decline in the organizationalrgye
drain after the organizational leader’s emotion&lligence social awareness is
heightened, as measured by the comparison of tpopron of organizational energy
drain indicated on the Phase Il PDP TeamScan® répdine proportion of
organizational energy drain indicated on the agapedata baseline in the Phase | PDP
TeamScan® report.

Alternative hypothesis # 4. There will be an increase in the organizational
satisfaction level after the organizational leasl@motional intelligence social awareness

is heightened, as measured by comparison of thgogion of organizational satisfaction
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indicated on the Phase Il PDP TeamScan® repohet@toportion of organizational
satisfaction indicated on the aggregate data bmeselithe Phase | PDP TeamScan®

report.

Research Design

A mixed-method research design was selected ferstiidy but the primary
methodology was qualitative. According to Maxw@005), qualitative studies are
especially effective for “understanding the meaniog participants in the study, of the
events, situations, experiences, and actions tteeyaolved with” (p. 22). Interpretive
inquiry offered the opportunity for the researcteeglean meaning from a lived
experience beyond the story, as she knew it. preéive inquiry offered a strong
gualitative framework for the research where “tbgearcher interprets what they see,
hear, and understand” (Creswell, 2007, p. 39)erpretive inquiry was a good fit
because according to Hultgren (1989):

The investigator’s task is to go to the heart oatvtalls us, by looking for themes

that lie concealed in unexamined events of ever{ifiay There is no claim for

developing certainty or completeness as human stat&ting of human experience

is always in process. (p. 59)
Since the organizational stress and satisfactiogidealso provided key insight for the
researcher, this data was analyzed quantitativedyirrcorporated into the final analysis.
Subjects

The stakeholders involved in this study includesl dhganizational leaders, the
MOSRPP administrators, and the organizational pexslo Each had a story to tell and

influenced the study based on their backgroundcaedmstances. In order to
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understand the lived experience there must be pedemderstanding of each of the
stakeholders. Insight into their background amdurnstances follows.

Organizational leaders. An individual selected to be an organizationatier in the
military is usually dedicated to serving somethimgger than themselves. In this case
they have dedicated themselves to the serviceeaf¢buntry. The squadron is the
foundational organization within the Air Force. Air Force squadron commander
would normally have at least 11 years of servicéhemilitary and be at least 33 years
old. They have at least a bachelor’s degree frdouayear college or university and
most likely a master’s degree as well. They haenlselected for and attended each
level of the Air Force’s officer leadership traigimcluding Squadron Officers’ School
and Intermediate Developmental Education. Beigcsed for unit command is a great
honor and these individuals are carefully screemetirecommended for command by a
command selection board that carefully reviewsrtéeiire military record and
recommends only the best to be unit commandersommander is on an upward track
to additional responsibility and success in a enilitcareer. These are career officers
who are considered the best of the best.

As the best of the best, they are expected tothegidunit to successful mission
accomplishment and at the same time are given @mplthority and responsibility for
their people’s lives and careers. They are expdctde leaders, managers, conflict
managers, disciplinarians, and counselors whilgighog everything an Airman and
their family needs from mission skills trainingrteentoring to life skills guidance. As a
leader of an organization with life or death redatesponsibilities, the mission

requirements tend to heavy and unceasing. Witha@hormous responsibility comes a
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great amount of personal responsibility, stresd,raed for prioritization, because none
of them can do all that is asked of them. Theld@gomes a need for great leadership
ability with a keen ability to prioritize requiremies.

MOSRPP administrators/focus group participants. The administrators were
selected based on the Airman and Family Readineste€Cdirectors’ recommendations
with preference going to the family life speciaisind spouse employment specialists.
All the administrators held at least a bacheloggrée in a social science field. Each one
was hand selected based on their passion to pagitifluence the military
organizations they served.

They participated in this study as an additiondy din order to have an impact on
the organizational stress prevalent in militaryagrigations today. It required increased
workload, extra training, travel, and additionaur®both at home and at work, but they
all did it without complaint and with a zeal foraetlence. Meanwhile they performed
their day to day jobs and provided outstandingydaulpport to other organizations on the
base in the forms of classes orienting Airmen titany culture, relationship classes,
productivity classes, employment services, familgmort programs, and life skills
training. Through this experience they forged mgaund in the area of organizational
stress reduction and customized support to theamyjlleaders they support.

Organizational personnel who patrticipated in MOSRPP Even though the
organizations involved in this study ranged fronl 24 425 people, each only had three
officers — the leader, plus two junior officersigaged. The majority of the unit and
therefore the participants were enlisted persomitbl 44% across the Air Force being

under 26 years old and 18.9% women (Air Force PersicCenter, 2012). The Air Force
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enlisted corps is well educated with 67.7% havioime college, 20.9% with associate’s
degrees, and 6.5% with bachelor’s degrees (Aird-Brersonnel Center, 2012). So
across the Air Force, the enlisted corps is faidyng and yet fairly well educated.

Although fairly young, the individuals in these amgzations are in a high stress
career field with a high operations tempo. Thatary police career field provides
security and protection for people, equipment, laaskes. Most are on a 12-hour a day
schedule with minimal days off each week — usualg. The high operations tempo is
driven by extensive deployments with a 1:1 deptogwell ratio and high home station
requirements. The same amount of high home statiquirements are accomplished by
fewer individuals due to the number of people wiedeployed at any one time. When
deployed, they are exposed to daily life and dsdtlations, so often times the home
station requirements of standing guard, patrolargyiet military base in the United
States, or taking a survey seem unimportant.

To add to this environment, unfortunately somehefindividuals were brought in
on their day off to accomplish the PDP ProScan®eysince their normal duties are not
accomplished in front of a computer or at a deBke feeling among the participants
seemed to be, one more requirement to add to meacl long list. Whereas some
individuals were able to look past this during thmrticipation, it influenced some
people’s perspectives in a negative way.

Methods and Instruments

Instruments. The researcher used three instruments in this sturcky

professionally developed survey and two instrumedetgeloped for the MOSRPP. The

first instrument was the PDP ProScan® survey whiahk professionally developed and
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tested for reliability and validity (Appendix B)lhe two instruments developed for the
MOSRPP were the MOSRPP group training session atratuform and the MOSRPP
administrator evaluation form (Appendix C).

PDP ProScan® survey.The PDP ProScan® survey served as the primary
measurement tool. According to the PDP TechnigdlResearch Reference Guide
(2003), “PDP is a DynaMetric system that provide®@acise, direct procedure for
measuring the major aspects of self-perceptionevitals the individual's basic behavior,
reaction to the environment, and predictable bedral/patterns” (p. 1.1). Houston,
Solomon, and Hubby designed the original PDP sy$RD#, 2003). “The survey
contains 60 adjectives; surveyors ask respondemtsatt to each adjective on a 5-point
Likert scale under two separate views: Basic &edf Priority environment” (PDP, 2003,
p. 1.1). The basic/natural self-corresponds to hgyerson operates when he/she is free
to respond naturally and the priority environmemtresponds to the environments that
are significant to the person with responses toviddals within those environments
(PDP, 2003). “Validity of the instrument has beesearched using four well-known
approaches: construct, concurrent, predictive,camtient validity; split-half reliability of
all adjectives exceeded .86” (PDP, 2003, p. 1The fact that this tool is reliable and
valid is critical; moreover, it takes only threefiee minutes to complete for ease of
administration.

Group training session evaluation form. The Certified PDP Trainer and
researcher collaborated on adapting PDP’s evalu&tion for use with the MOSRPP.
Members of the targeted organizations completesktiegaluation forms during two-hour

group training sessions; this resulted in detaiephonses on specific stressors, items
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impacting their satisfaction level, and potent@lsions provided by individuals in the
organization. The evaluation form also asked redpots to answer six questions based
on a Gallup study (Buckingham & Coffman, 1999).cBagham and Coffman identified
twelve questions, “that are the simplest and mostir@te way to measure the strength of
a workplace” (Buckingham & Coffman, 1999, p. 29hey also determined that “The
core of a strong and vibrant workplace can be faartte first six questions”
(Buckingham & Coffman, 1999, p. 48). These sixsjioms are used by PDP when they
request an individual's evaluation of their expece with the PDP ProScan® and were
included in the MOSRPP group training session atala form by the Certified PDP
Trainer.

The MOSRPP administrator aggregated the results fn@ MOSRPP group training
session evaluation forms to provide organizatideediers with an overall unit
perspective. This perspective included stres#erss impacting the satisfaction level,
and potential solutions provided by individualghe organization. The administrator
also provided the numeric results from the six tjaes based on the Gallup study
referenced above. Together these items gave ¢famiaational leader a unique view of
their organization.

MOSRPP administrator evaluation. The researcher and Certified PDP Trainer
collaborated on developing the MOSRPP administratatuation form. The MOSRPP
administrators provided feedback on their expeeenith each organization, with the
goal of improving the project. The administrateakeiation form asked participants what
worked well and what would improve their experiengethese areas: initial consultation

with the organizational leader, group training &8ss and exit consultation with the
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leader. Administrators also identified strengthd auggested improvements from an
overall project perspective.

Methods. The methods used included surveys (noted abavfexus group, and
interviews.

Focus group. The project manager conducted a focus group thigte MOSRPP
administrators via teleconference. The two MOSR&MRinistrators who were not
available to participate in the focus group prodideitten responses. The
teleconference was audio recorded and participasgnded to the questions in
Appendix D.

Leadership interviews. The researcher added organizational leader ietg@sv
(Appendix E) that were specific to this study. Séenterviews added the emotional
intelligence social awareness perspective to tidystInterviews with participating
organizational leaders resulted in their perspeston emotional intelligence, the
importance of emotional intelligence social awassnas a part of their leadership style,
whether they thought the MOSRPP provided them witheased emotional intelligence
social awareness, what actions they implementduakin organization as a result of the
MOSRPP experience, and any recommendations onlmrbject could be more
valuable to them as organizational leaddise researcher limited respondent selection
to those who participated in the MOSRPP.

The results of the surveys, focus group, and leaderviews combined to present
an overall picture of organizational stress antsfadtion levels and the leaders perceived

emotional intelligence social awareness.
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Sample Selection

The researcher knew none of the MOSRPP patrticipalis study employed
purposive sampling for the MOSRPP since high-lewditary decision makers identified
police as the highest-risk career field (Vice ClukStaff of the Air Force Memo,
November 2010). Headquarters military police etgpand human resources experts
selected five military police units to participatethe project.

These five locations offered a good cross-sectfadifferent types of military bases
and security requirements, which in part drive taily police organizational mission
requirements. Selected locations also offeredri@tyeof situations. A description of
each base follows: (a) Total Force (i.e. activeydAir National Guard / Reserve)
operational (i.e. war-fighting) military base win extensive flying mission, (b)
headquarters base with large security requirentkrgdo 27 general officers assigned,
(c) joint base (i.e. more than one military branepresented) where assigned services
(Air Force, Army and Navy) recently consolidateg®aupport functions, (d) medium-
size military base with an operational and academssion, and (e) medium-size
military base with an operational flying missioRour locations already possessed
trained MOSRPP administrators assigned to AirmahFamily Readiness Centers. The
MOSRPP administrators traveled to the fifth baseateduct both phases of the
MOSRPP. Administrators ensured all levels of lesli@ at these locations participated
in pilot project approval, planning, and applicatio
Procedures

The researcher used secondary data with permigsppendix H), which was

originally collected during the MOSRPP, conductaduhry 2011- December 2011. The
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secondary data was (a) PDP ProScan® survey re€)itslOSRPP group training
session evaluation form results, (c) MOSRPP admnaits evaluation results, and (d)
focus group participant responses. Primary data interviews with organizational
leaders was added to the MOSRPP secondary datéicgilscfor this study.

After headquarters-level military police expertested the five participating
organizations, the researcher contacted the orgammal leaders and outlined the pilot
project procedures via a teleconference. Aftemtiganizational leaders received a
project review and agreed to participate, eachdeaent correspondence to every
member of their organization, introducing themhe project and the potential
opportunity.

MOSRPP Phase |

PDP ProScan® Survey PDP ProScan® Survey measured squadron members’
reactions to their environment and their satistactevels. During Phase | of the
MOSRPP, the ProScan® survey was administered tvailable members in the five
designated organizations between January 1, 20d Eeloruary 25, 2011. More than
400 people took the survey. Personnel on vacatlar,on temporary duty away from
their home station did not take the survey. Indlinals had at least one week to complete
the survey, which allowed for potential shift wotkne off, and temporary duty at other
locations. All study participants completed tHeéioScan® survey electronically via the
PDPworks website. Individuals received an autora#lyi generated report, which was
also stored in the PDPworks database.

Initial consultation with organizational leader. As soon as the individual

ProScan® surveys were completed, the MOSRPP admaitmisscheduled an initial
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consultation with the organizational leader. Dgrihis session, the administrator
explained the sequence of events—initial consoltatith the organizational leader,
two-hour group training sessions with all availabtganization personnel, and exit
consultation with the organizational leader. Tésearcher attended and participated in
the initial consultation with the organizationahdeer at one of the locations to confirm
the process was conducted according to trainingedjuies and established procedures.
This initial consultation provided the organiza@bleader with an overview of the
MOSRPP phases.

MOSRPP group training session.After the individual surveys were completed,
MOSRPP administrators also coordinated with thewiational leader and scheduled
several two-hour group training sessions for orzgtion personnel, ensuring convenient
times so all respondents could participate. Smigary police organizations are
manned 24 hours a day, 365 days a year, schedegsibss coincided with various work
shifts—day, swing, or midnight.

Once the initial consultation was complete, MOSRHERInistrators held the two-
hour group training sessions on-site, within thgaoization, to make it as easy as
possible for organization personnel to attend. fBsearcher attended and participated in
the two-hour group training sessions at one otdhations to confirm the process was
conducted according to training guidelines anddistaed procedures. During the group
training sessions, organization personnel receveogies of their individual PDP
ProScan® reports and MOSRPP administrators exmldheereport results. During the
two-hour session, administrators asked organizggéaonnel to fill out the MOSRPP

group training evaluation form, providing details individual stressors and items
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driving their satisfaction level, whether these evpresent in the unit, and potential
solutions. Administrators collected more than g@ividual MOSRPP group training
session evaluation forms from the five differenitsinvhere individuals provided
statements on stressors and impacts on theiraati levels.

TeamScan® report. Once the group training sessions were comple@SRIPP
administrators produced an organizational staiseport called TeamScan® using PDP
works, the PDP website/data base. TeamScan® aggreodividual ProScan® survey
results and established an organizational stremgfgmrain and satisfaction baseline.
The TeamScan® report showed stress/energy draisaisaction levels from an
organizational perspective.

Exit consultation with organizational leader. Leaders received the TeamScan®
Report for their organization during the exit cdtestion to provide organizational level
awareness and perspective. Using TeamScan®, asolmtated data from the
MOSRPP group training session evaluation forms, R®B administrators provided
leaders with organizational stress/energy drainagenizational satisfaction levels,
stress triggers, and impacts on satisfaction leveley specifically provided leaders
with items that their people reported were caudivegn stress and, when applicable,
low/medium satisfaction levels. The MOSRPP adnriaisrs asked leaders to use these
insights to develop methods addressing specifiasatieeir people identified as causing
stress or impacting satisfaction levels. Thiséedthe leaders to develop methods to
reduce stress/energy drain and increase satigfdetiels, if they so choose. The
researcher attended and participated in the ergudtation with the organizational leader

at one of the locations to confirm the process emamlucted according to training
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guidelines and established procedures. Approximatee month after the exit
consultation, the MOSRPP administrator followednth the organizational leader to
offer assistance, if needed, and inquired as td Wiaay methods the leader
implemented.
MOSRPP Phase II

Phase Il was a repeat of the Phase | processtd@ix months later.
Data Analysis

The researcher conducted MOSRPP in two phasesePRIvacluded establishing the
organizational stress level baseline by aggregahiad’roScan® Survey results into the
TeamScan® report to identify organizational stierssfgy drain and satisfaction levels.
In addition, the researcher consolidated indiviqagistressors, and (b) items impacting
satisfaction levels self-reported via the MOSRP#ugrtraining session evaluation form.
Leaders received this information during Phaseihtoease their awareness of issues
affecting their people. Additionally, MOSRPP admirators asked leaders to use it to
develop plans addressing specific areas ident#sedausing stress or impacting
satisfaction. Phase Il involved repeating the FD&Scan® survey after four to six
months—a time during which organizational leadexd tine opportunity to implement
actions they thought relevant to reducing stresisiereasing satisfaction within their
organization based on the feedback they received the MOSRPP administrators.
This interpretive inquiry involved reviewing orgaational leaders’ action items they
chose to implement, quantitative, and qualitativalgsis.

The researcher used quantitative analysis to deteriiithe PDP ProScan® survey

was reliable and valid, whether each organizatitered a strong and vibrant workplace,
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and to compare the Phase |l organizational stresigg drain and satisfaction levels to
the Phase | baseline. Phase | group trainingaessialuation forms provided the data
on reliability and validity via questions 1-3 anti@ther an organization offered a strong
and vibrant workplace via questions 4a-9b, usihgart scale of one through five. To
add credibility and to be able to generalize tiseiits, the researcher randomly selected
30 participants from each of the five teams usiegraputer algorithm within a random
number generator. This data was statisticallyyereal using a-test: comparison of
proportions with the percentage of 1s and 2s coetptr the percentage of 4s and 5s.
All scores of 3 were considered neutral and nadriporated into the analysis.

The quantitative analysis of the stress/energyndeaaluation included a pre and
post look, so the data was scrubbed until onlyigpeints who participated in both Phase
| and Phase Il remained. Once again, in ordeetalide to generalize the results more
effectively, the researcher randomly selected 3fgpaants from each of the five teams
as noted previously. The Phase | and Phase litsesu stress/energy drain and
satisfaction for the 30 randomly selected participdor each team were compared and
statistically analyzed usingzatest: comparison of proportions. The stress/gndrgin
evaluation categories of minimum, average and m@tabre combined since none of
these offered a cause for concern on the stresk I&he combination of these three
categories was compared to the combined stresgiedsin evaluation categories of
guite notable, very notable, extremely notable, enitctally notable. The satisfaction
levels of average and high were combined and cosdparthe low satisfaction level

category.
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The qualitative analysis included identificationstfessors and items impacting the
satisfaction level from the group training evaloatforms, MOSRPP administrators’
evaluations, leadership interviews, and a focusigrdescriptive statistics was used to
analyze the stressors and items impacting theaetisn levels. MOSRPP
administrators’ responses were summarized and ewdlwith insights from the focus
group. The leadership interviews were used to ldpvease studies and incorporated into
the researcher’s findings of the lived experience.

Descriptive Summaries

The following tables describe the five teams fréova MOSRPP study. Descriptive
data on each team provides the self-reported stieand items influencing individual
satisfaction levels and the organizational data us@nalyzing the stress/energy drain
and satisfaction levels used in the statisticalysmafor supporting or rejecting the null
hypotheses.

MOSRPP Team 1.

Group training session evaluation formThe group training session evaluation
form provided self-reported stressors (Table 1)igamds influencing the individual’'s
satisfaction level (Table 2).

Table 1. Team 1 Descriptive Statistics Self-Reported Stressors

Stressor Origin % of reported stressors
Work generated 57%
Home generated 20%
Self-generated 30%

Note. n=30. Individuals may have reported more than one stressor or none.
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Table 2. Team 1 Descriptive Statistics Satisfaction Level

% of Items Impacting Satisfaction Level
Area Impacting

Satisfaction Level High Average Low
Work 7% 7% 40%
Home 13% 7% 7%
Overall 3% 7% 0

Note. n=30. Individuals may have reported more than one stressor or none.

TeamScan® report data on energy draiff.he researcher used quantitative data on
Stress/Energy Drain from Team 1's Phase | and PlhdgamScan Reports to answer
Hypothesis #3 using atest comparison of proportions. Combined peraprgaf
minimum, average, and notable stress/energy drare sompared to the combined
percentages of quite notable, very notable, exthenuwable, and critically notable.
Figures 1 and 2 show Team 1's Phase | and Phasgallresults for each stress/energy

drain category.
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Minimal

Average

Notable

Quite Notable
Very Notable
Extremely Notable

Critially Notable

Energy Drain Descriptions:

36.7%

43.3%

10%

6.7%

3.3%

0%

0%

Minimal: Energy drain is almost nonexistent.

Average: Typical drain for functioning in daily activity
requirements, drain is not significant to worry about.

Notable: Energy drain is somewhat significant, but not enough to
cause great concern.

Quite Notable: Energy drain is reaching a level of significance
that may raise a question of concern, examine causes.

Very Notable: Effectiveness may be diminished; as a result of
stress or efforts to adjust to unnatural roles, energy drain is
significant.

Extremely Notable: Evaluate how long activities can continue that
drain energy; there is marginal energy to spare as a result of
energy loss.

Critically Notable: It is critical to isolate the activities of greatest
importance and focus efforts directly toward them; any margin of
extra energy seems nonexistent.

Figure 1. Team 1 Phase | energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.



APPLYING POSITIVE LEADERSHIP PRINCIPLES 64

Minimal

Average

Notable

Quite Notable
Very Notable
Extremely Notable

Critially Notable

0 10 20 30 40 50 60

Figure 2. Team 1 Phase Il energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.

TeamScan® report data on satisfactioQuantitative data on satisfaction from
Team 1's Phase | and Phase Il TeamScan® Reporésused to answer Hypothesis #4
using az-test comparison of proportions. Combined pergggaf high and average
satisfaction were compared to the percentage ofhtigfaction. Figures 3 and 4 show

Phase | and Phase Il data results for each sdisfazategory.
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Satisfaction Level Descriptions
63.3%  High: Feeling of high morale; getting many rewards, feeling fulfilled.
10% Average: Getting enough rewards, seeing light at the end of the tunnel.

26.7%  Low: Not getting rewards for effort being put forth, may feel discouraged,
misused or not being used to fullest potential.

Figure 3. Team 1 Phase | satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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Figure 4. Team 1 Phase Il satisfaction. Achieving personal goals and aspirations.
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.

MOSRPP Team 2.

Group training session evaluation formThe group training session evaluation
form provided self-reported stressors (Table 3) iggrds influencing the individual's
satisfaction level (Table 4).

Table 3. Team 2 Descriptive Statistics Self-Reported Stressors

Stressor Origin % of Reported Stressors
Work generated 163%
Home generated 37%
Self-generated 33%

Note. n = 30. Individuals may have reported more than one stressor or none.
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Table 4. Team 2 Descriptive Statistics Satisfaction Level

% of Iltems Impacting Satisfaction Level

Area Impacting

Satisfaction Level High Average Low
Work 20% 23% 53%
Home 3% 3% 0%
Overall 0% 10% 3%

Note. n =30. Individuals may have reported more than one stressor or none.

TeamScan® report data on energy draifrigures 5 and 6 show Team 2’s Phase |

and Phase Il data results for each stress/eneagy chitegory.
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Figure 5. Team 2 Phase | energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.
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Figure 6. Team 2 Phase Il energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.

TeamScan® report data on satisfactioffrigures 7 and 8 show Team 2’s Phase |

and Phase Il data results for each satisfacticegoay.
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Figure 7. Team 2 Phase | satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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Figure 8. Team 2 Phase Il satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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MOSRPP Team 3.

Group training session evaluation formThe group training session evaluation
form provided self-reported stressors (Table 5) igamds influencing the individual’'s
satisfaction level (Table 6).

Table 5. Team 3 Descriptive Statistics Self-Reported Stressors

Stressor Origin % of Reported Stressors
Work generated 80%
Home generated 53%
Self-generated 27%

Note. n =30. Individuals may have reported more than one stressor or none.

Table 6. Team 3 Descriptive Statistics Satisfaction Level

% of Iltems Impacting Satisfaction Level

Area Impacting

Satisfaction Level High Average Low
Work 33% 10% 23%
Home 3% 7% 3%
Overall 10% 20% 7%

Note. n = 30. Individuals may have reported more than one stressor or none.

TeamScan® report data on energy draiftigures 9 and 10 show Team 3’'s Phase |

and Phase |l data results for each stress/eneagy caitegory.
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Figure 9. Team 3 Phase | energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.
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Figure 10. Team 3 Phase Il energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.

TeamScan® report data on satisfactiofigures 11 and 12 show Team 3’s Phase |

and Phase Il data results for each satisfactieygoay.
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Figure 11. Team 3 Phase | satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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Figure 12. Team 3 Phase Il satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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MOSRPP Team 4.

Group training session evaluation formThe group training session evaluation
form provided self-reported stressors (Table 7)igamds influencing the individual’'s
satisfaction level (Table 8).

Table 7. Team 4 Descriptive Statistics Self-Reported Stressors

Stressor Origin % of Reported Stressors
Work generated 150%
Home generated 30%
Self-generated 7%

Note. n =30. Individuals may have reported more than one stressor or none.

Table 8. Team 4 Descriptive Statistics Satisfaction Level

% of Items Impacting Satisfaction Level

Area Impacting

Satisfaction Level High Average Low
Work 3% 3% 50%
Home 17% 3% 3%
Overall 7% 3% 3%

Note. n = 30. Individuals may have reported more than one stressor or none
TeamScan® report data on energy draifrigures 13 and 14 show Team 4’s Phase

| and Phase Il data results for each stress/ertgegy category.
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Figure 13. Team 4 Phase | energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.
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Figure 14. Team 4 Phase Il energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.

TeamScan® report data on satisfactiofigures 15 and 16 show Team 4’s Phase |

and Phase |l data results for each satisfactieygoay.
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Figure 15. Team 4 Phase | satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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Figure 16. Team 4 Phase Il satisfaction. Achieving personal goals and aspirations.
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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MOSRPP Team 5.

Group training session evaluation formThe group training session evaluation
form provided self-reported stressors (Table 9)igamds influencing the individual’'s
satisfaction level (Table 10).

Table 9. Team 5 Descriptive Statistics Self-Reported Stressors

Stressor Origin % of Reported Stressors
Work generated 137%
Home generated 13%
Self-generated 7%

Note. n = 30. Individuals may have reported more than one stressor or none.

Table 10. Team 5 Descriptive Statistics Satisfaction Level

% of Items Impacting Satisfaction Level

Area Impacting

Satisfaction Level High Average Low
Work 27% 13% 30%
Home 3% 0% 0%
Overall 7% 0% 0%

Note. n =30. Individuals may have reported more than one stressor or none.

TeamScan® report data on energy draifrigures 17 and 18 show Team 5’s Phase

| and Phase Il data results for each stress/ertegy category.
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Figure 17. Team 5 Phase | energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.

Minimal

Average

Notable

Quite Notable
Very Notable
Extremely Notable

Critially Notable

0 5 10 15 20 25 30 35 40 45

Figure 18. Team 5 Phase Il energy drain. Effect of satisfaction and task adjustments on
energy level. The above is a slightly modified version of original copyrighted 1984, Rev.
2012 by Professional DynaMetric Programs, Inc.

TeamScan® report data on satisfactiofrigures 19 and 20 show Team 5’s Phase |

and Phase Il data results for each satisfacticeyoay.



APPLYING POSITIVE LEADERSHIP PRINCIPLES 78

J

High

Average

1

Low

o
(%2}

10 15 20 25 30 35 40 45 50

Figure 19. Team 5 Phase | satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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Figure 20. Team 5 Phase Il satisfaction. Achieving personal goals and aspirations
Indications of level of morale and feeling rewarded for efforts in life, both work and
personal. Copyright 1984, Rev. 2012 by Professional DynaMetric Programs, Inc.
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Summary

This interpretive inquiry research study investaghthe relationship between
organizational stress levels in military units deaderships’ emotional intelligence social
awareness. A MOSRPP involving five different naifif police units from around the
U.S. served as the study’s basis. The researcleerroScan® Surveys to gather
information on individuals’ stress level/energyidrand satisfaction level, and
electronically aggregated data into an organizatitavel report called TeamScan®.
This, along with aggregated data containing indigid’ self-reported stressors and items
impacting their satisfaction levels was used tegvganizational leaders increased
awareness and perspective into their organizafidrese leaders received organization-
specific information, enabling them to create anglement strategies to address stress
and satisfaction levels as they chose. After giarganizational leaders time to carry
out their action plans (approximately four to sigmths), MOSRPP representatives
implemented Phase Il—administered ProScan® Sunetfee same organizations, using
the same process. Pre- and post- survey compsyigaaership case studies, and
guantitative analysis of the organizational stessygy drain and satisfaction levels
yielded an instructive view of positive leaderspimciples, a leader’s emotional
intelligence (particularly social awareness, butlmoited to this one aspect of the four
domains of Goleman’s 2001b emotional intelligenaeet), and a military unit's

organizational stress/energy drain and satisfadtioels.



Chapter Four: Presentation of Data

This study investigated the organizational stragsilitary units and the benefits
associated with providing leaders with emotion&tlilgence social awareness in a
positive leadership framework. Positive leadgrstas used as a framework for this
study because leadership provides the foundatioa feader’s ability to get results
within an organization. The quantitative and gia#ilve results combined provided very
valuable insight. The specific data results of gtudy follow.

Data Demographics

The military police career field was selected fuststudy based on its designation
as the highest-risk career field by military senéaders (Vice Chief of Staff of the Air
Force Memo, November 2010). This study used puwvpaampling for the MOSRPP.
Headquarters military police experts and humanwess experts selected the five
military police organizations that participatedie project.

The five organizations provided a variety of miljt@rganizational structure and
military police requirements. Team 1 came fromedmam-size military base with an
operational and academic mission, Team 2 came &ramedium-size military base with
an operational flying mission, and Team 3 came fi@tal Force (i.e. active duty, Air
National Guard / Reserve) operational (i.e. wahifirgg) military base with an extensive
flying mission. Team 4 came from a joint base (nere than one military branch
represented) where assigned services (Air ForaayAand Navy) recently consolidated
base support functions and Team 5 came from agoesiers base with large security
requirements due to 27 general officers assigfidxkse five organizations offered a

variety of challenges, military police requiremerasd leadership opportunities.
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Data Collection Methods

The researcher used three data collection methodls~eyss, a focus group, and
interviews. The three surveys included the prodesdly developed PDP ProScan®
survey, the MOSRPP group training session evalndtion and the MOSRPP
administrator evaluation form. Other data werdeotdéd via a focus group with
MOSRPP administrators and organizational leadervrgws consisting of questions that
were specifically developed for this study. Thseutes of this data collection combined to
present an overall picture of reliability and vélda strong and vibrant work place,
organizational stress/energy drain, and satisfadtieels, as well as the leaders’
perceived emotional intelligence social awareness.
Data Analysis

The researcher used quantitative and qualitatiaéysis to analyze the MOSRPP
data and address the following hypotheses andrasgaestions. The researcher used
guantitative analysis to determine if the PDP Pao&csurvey was reliable and valid,
whether or not each organization offered a strorjwébrant workplace, and to compare
the Phase Il organizational stress/energy drairsatidfaction levels to the Phase |
baseline. Descriptive statistics was also useth&dyze the stressors and items
influencing the satisfaction levels. Qualitativealysis was used to interpret MOSRPP
administrators’ experiences and develop leadersisp studies.

Null hypothesis #1. There will be no difference in the proportiontiebse in
agreement and those in disagreement with stateroentgrning the reliability and
validity of the PDP ProScan® Survey, as measureldhsrt-scale response to

statements contained in the MOSRPP Group Train@ssiSn Evaluation.
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Null hypothesis # 2. There will be no difference in proportion of tleas agreement
and those in disagreement with statements congeengtrong and vibrant workplace, as
measured by Likert-scale response to statementained in the MOSRPP Group
Training Session Evaluation.

Null hypothesis # 3. There will be no decline in the organizational gyedrain
after the organizational leader’s emotional ingghce social awareness is heightened, as
measured by the comparison of the proportion céwizational energy drain indicated on
the Phase Il PDP TeamScan® report to the propodi@nganizational energy drain
indicated on the aggregate data baseline in thedPHADP TeamScan® report.

Null hypothesis # 4 There will be no increase in the organizatiomdisgaction
level after the organizational leader’s emotion&tiligence social awareness is
heightened, as measured by comparison of the gropaf organizational satisfaction
indicated on the Phase Il PDP TeamScan® repohet@toportion of organizational
satisfaction indicated on the aggregate data bmeselithe Phase | PDP TeamScan®
report.

Research Questions

1. Can emotional intelligence social awarenessaveldped among leaders of

military security personnel who suffer from higtcapational stress?

2. What are the results of heightening emotion@lligence social awareness among

leaders of military security personnel who suffem high occupational stress?

3. Can emotional intelligence social awareness gneaders of military security

personnel who suffer from high occupational stiessleveloped in isolation

without triggering the development of the threleeotdomains in Goleman’s



APPLYING POSITIVE LEADERSHIP PRINCIPLES 83

2001b emotional intelligence model—self-awarenss;management, and
relationship management?
Results

Quantitative analysis For the quantitative analysis, Phase | groupitrg session
evaluation form questions 1-3 provided the dataetiability and validity, and questions
4a-9b provided data on whether or not an orgamnaiffered a strong and vibrant
workplace. A Likert scale of 1-5 was used for masges to all questions 1-9b. The
researcher randomly selected 30 patrticipants frach ef the five teams to add
credibility and be able to generalize the resulikis data was statistically analyzed using
az-test: comparison of proportions with the perceatafyls and 2s compared to the
percentage of 4s and 5s. All scores of 3 wereidered neutral and therefore not
included in the analysis.

The quantitative analysis of the stress/energyndaad satisfaction levels included a
pre (Phase I) and post (Phase Il) review, so theewdas scrubbed until only participants
who participated in both Phase | and Phase |l neathi Phase | established the
organizational stress/energy drain and satisfa¢tioel baseline by aggregating the
ProScan® Survey results into the TeamScan® repadentify organizational
stress/energy drain and satisfaction levels foh éeam. Once again, to generalize the
results more effectively, the researcher randomlgcted 30 participants from each of
the five teams. The researcher compared PhaskRlaase Il results for stress/energy
drain and satisfaction levels for the 30 randonelgsted participants for each team and

statistically analyzed them using-#est: comparison of proportions.
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For the stress/energy drain analysis, the categjofieninimum, average, and notable
were combined, since according to PDP these caésgaid not identify a stress level
that raises concern. The combination of theseetbategories was compared to the
combined stress/energy drain categories of quitebte, very notable, extremely notable,
and critically notable. The satisfaction level lggs consisted of combining the
satisfaction levels of average and high and compgahem to the low satisfaction level
category.

Reliability and validity. The reliability and validity of the ProScan® Seywvere
evaluated against null hypothesis #1—There wilhbelifference in proportion of those
in agreement and those in disagreement with stattsneencerning the reliability and
validity of the PDP ProScan® Survey, as measureldhsrt-scale response to
statements contained in the MOSRPP Group Train@ssiSn Evaluation.

The z-test for comparison of proportions (see Tableshibwed a statistically
significant difference in the percentage of induaés who responded with 1s and 2s
compared to the percentage that responded withdiS& The score value for each
team fell within the critical region (Table 11) aasl a result, the null hypothesis was
rejected for each. Therefore, there was evidemse@pport alternate hypothesis #1,
There will be a difference in proportion of thoseaigreement and those in disagreement
with statements concerning the reliability and dityi of the PDP ProScan® Survey, as
measured by Likert-scale response to statementained in the MOSRPP Group

Training Session Evaluation.
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Table 11. PDP ProScan Reliability and Validity z Test for Difference in Proportions
Group Training Session Evaluation Questions 1 - 3

% of Responses % of Responses
of 1s & 2s of 4s & 5s
n=30 n=30 Zz-Score
Team 1 0.10 0.78 5.31
Team 2 0.10 0.76 5.13
Team 3 0.09 0.74 5.15
Team 4 0.07 0.78 5.57
Team 5 0.11 0.79 5.28

Note. Likert Scale 1-5; alpha = .05, Confidence Level = 95%, Critical Value = +/-1.96

Strong and vibrant work place. The strong and vibrant work place evaluation was
conducted using null hypothesis #2—There will baliference in proportion of those in
agreement and those in disagreement with stateroentgrning a strong and vibrant
workplace, as measured by Likert-scale responstatements contained in the MOSRPP
Group Training Session Evaluation.

The z-test for comparison of proportions (see Tablest®wed a statistically
significant difference in the percentage of induaés who responded with 1s and 2s
compared to the percentage that responded withdiS& The score value for each
team fell within the critical region (Table 12) aasl a result, the null hypothesis was
rejected for each. Therefore, there was evidemsapport alternate hypothesis #2,
There will be a difference in proportion of thoseaigreement and those in disagreement
with statements concerning a strong and vibrankplace, as measured by Likert-scale

response to statements contained in the MOSRPPR@n@ining Session Evaluation.



APPLYING POSITIVE LEADERSHIP PRINCIPLES 86

Table 12. Strong and Vibrant Work Place z Test for Difference in Proportions
Comparing Training Session Evaluation Questions 4a — 9b

% of Responses % of Responses
of 1s & 2s of 4s & 5s
n=30 n=30 z-Stat
Team 1 0.13 0.72 4.61
Team 2 0.18 0.68 3.89
Team 3 0.19 0.72 4.12
Team 4 0.16 0.66 3.96
Team 5 0.24 0.64 3.07

Note. Likert Scale 1-5; alpha = .05, Confidence Level = 95%, Critical Value = +/-1.96

As the analysis progressed, it became apparenthitig was one question on the
group training session evaluation where the regggn®&re not consistent with the others.
The overall analysis showed every organizatioménstudy offered a strong and vibrant
workplace, however, the researcher believed itimp®rtant to expand the analysis to
explore the observable difference in question i the last seven days I've received
recognition or praise”. Note the large percentaigeeople on each team who responded
to this question with a one or two (Table 13) coregao the overall responses of one or
two in Table 12. Even though only Team 5 showsthastically significant difference
between the proportion of people responding to timed with a one or two compared to
the proportion of people responding with a 4 ath&ye is an important message here.
Many people in each organization do not feel theyraceiving regular recognition or
praise. This became a major point of feedbaclkeémh of the organizational leaders
because it was identified in both the quantitatimalysis of the group training session
evaluation and the descriptive statistics idemifystressors and items influencing

satisfaction levels described in Chapter 3 Deseegbummaries by team.



APPLYING POSITIVE LEADERSHIP PRINCIPLES 87

Table 13. Strong and Vibrant Work Place - Personnel Recognition z Test for Difference
in Proportions
Comparing Group Training Session Evaluation Question 7 Responses

% of Responses % of Responses
of 1s & 2s of 4s & 5s
n=30 n=30 z-Stat
Team 1 27 A7 1.60
Team 2 5 4 -0.78
Team 3 4 37 -0.24
Team 4 A7 .33 -1.11
Team 5 .63 .23 -3.13

Note. Likert Scale 1-5; alpha = .05, Confidence Level = 95%, Critical Value = +/-1.96

Team stress/energy drain levelsThe team’s stress/energy drain levels were
evaluated using null hypothesis #3—There will bedraoline in the organizational energy
drain after the organizational leader’s emotion&lligence social awareness is
heightened, as measured by the comparison of tpeogion of organizational energy
drain indicated on the Phase Il PDP TeamScan® répdine proportion of
organizational energy drain indicated on the agapedata baseline in the Phase | PDP
TeamScan® report.

The z-test for comparison of proportions (see Tabledid)not show a statistically
significant difference in the proportion of orgaatibnal energy drain indicated on the
Phase Il PDP TeamScan® report compared to the grop@f organizational energy
drain indicated on the aggregate data baselingeifPhase | PDP TeamScan® report.
Thez score value for each team did not fall within ¢hiécal region (Table 14) and as a
result, the null hypothesis was not rejected. &foge, alternate hypothesis #3, There
will be a decline in the organizational energy draiter the organizational leader’s

emotional intelligence social awareness is heigideas measured by the comparison of
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the proportion of organizational energy drain iraded on the Phase 1| PDP TeamScan®
report to the proportion of organizational energginlindicated on the aggregate data
baseline in the Phase | PDP TeamScan® report, catlde supported. Statistically the
examination did not identify any difference betwélea two phases.

Although from a statistical perspective the exartiamadid not identify any
difference in the teams’ stress/energy drain lelbetsveen Phase | and Phase I, there
was an observable difference. All teams had aprobble increase in the minimum,
average, and notable stress/energy drain categdtizase Il compared to Phase | data
except for Team 2, which showed a slight decredseexpected, the corresponding
guite notable and above category comparison oféPhaisd Phase Il data showed a slight
decline in all teams except Team 2, which showslibat increase. It should also be
noted that the minimum, average, and notable sénesigyy drain category not only
increased for Team 3 and Team 5, but also result&@0% of both teams moving into

this category and zero showing quite notable orvalstress/energy drain.



APPLYING POSITIVE LEADERSHIP PRINCIPLES 89

Table 14. Team Stress/Energy Drain Levels z Test for Difference in Proportions
Comparing Phase | and Phase Il Team Stress/Energy Drain Levels

Phase | Phase | Phase I
Percent Phase Il Percent Percent z-Stat
Min, Avg Percent Quite Quite for Quite
& Min, Avg &  z-Stat for Notable Notable Notable
Notable Notable Min, Avg & and above and above and
n=230 n =230 Notable n=230 n=230 above
Team 1 0.90 0.93 0.46 0.1 0.07 -0.47
Team 2 0.90 0.87 -0.39 0.10 0.13 0.41
Team 3 0.93 1.00 1.44 0.07 0.00 -1.44
Team 4 0.91 0.93 0.46 0.10 0.07 -0.46
Team 5 0.93 1.00 1.44 0.07 0 -1.43

Note. alpha = .05, Confidence Level = 95%, Critical Value = +/-1.96

Team satisfaction levels.The team’s satisfaction levels were evaluatedgusull
hypothesis #4—There will be no increase in the oigdional satisfaction level after the
organizational leader’'s emotional intelligence abawareness is heightened, as
measured by comparison of the proportion of orgaiunal satisfaction indicated on the
Phase Il PDP TeamScan® report to the proportiargdnizational satisfaction indicated
on the aggregate data baseline in the Phase | RBRScan® report.

Thez-test for comparison of proportions (Table 15)dbifive teams did not show a
statistically significant difference in the progort of organizational satisfaction levels
indicated on the Phase Il PDP TeamScan® report acgddo the proportion of
organizational satisfaction levels indicated ondggregate data baseline in the Phase |
PDP TeamScan® report. Thacore value for each team did not fall within ¢thical
region (Table 15). As a result, the null hypoteesgas not rejected and alternate
hypothesis #4, There will be an increase in theawimational satisfaction level after the

organizational leader’s emotional intelligence abaiwareness is heightened, as
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measured by comparison of the proportion of orgdional satisfaction indicated on the
Phase Il PDP TeamScan® report to the proportiargdnizational satisfaction indicated
on the aggregate data baseline in the Phase | RBRScan® report, cannot be
supported. Statistically the examination idendifreo difference between the two phases
for all teams.

Although from a statistical perspective the exartiamadid not identify any
difference in the teams’ satisfaction levels betwBlase | and Phase I, there was an
observable difference. All teams’ high and aversaesfaction levels either stayed the
same or increased in Phase Il compared to Phasa kacept for Team 1, which showed
a slight decrease. As expected, the correspornoimgatisfaction category comparison
of Phase | and Phase Il data either stayed the sasf®wed a slight decline in all teams
except Team 1, which showed a slight increasehodiigh there is not any way to know
for certain, it should be noted that Team 1’s lmsaexperienced a major natural disaster
between phase | and phase I, followed one day lgt@ major deployment and this

could have influenced satisfaction levels.
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Table 15. Team Satisfaction Levels z Test for Differences in Proportions
Comparing Phase | and Phase |l Team Satisfaction Levels

Phase 1%  Phase Il
High & % High &  z-Stat for Phase |

Average Average High & % Low  Phasell % z-Stat for
Satis- Satis- Average Satis- Low Satis- Low
faction faction Satis- faction faction Satis-
Level Level faction Level Level faction
n=30 n=30 Level n=30 n=30 Level
Team 1 0.73 0.56 -1.43 0.27 0.42 1.27
Team 2 0.60 0.60 0.00 0.40 0.40 0.00
Team 3 0.67 0.83 1.48 0.33 0.17 -1.48
Team 4 0.67 0.67 0.00 0.33 0.33 0.00
Team 5 0.53 0.67 1.05 0.47 0.33 -1.06

Note. alpha = .05, Confidence Level = 95%, Critical Value = +/-1.96

Qualitative Analysis

MOSRPP administrator evaluations. Overall, the administrators believed the
PDP ProScan® to be an excellent tool for orgaronatileaders and stressed the
importance of training the right people as MOSRBRuiaistrators. The primary
suggestion for improvement was to reduce the numbattendees for each group
training session. Due to the high operations tethpdIOSRPP administrators also
tended to have difficulty scheduling the grouprinag sessions. The organizational
leaders were supportive for the most part and dna@rastrator described one of the
leaders as “excellent, cooperative, and insightfidéveral of the leaders were familiar
with the PDP ProScan® from participating in prewdraining provided prior to taking
this leadership position. The administrators &$omost of the leaders were open to
helping alleviate stressors in the organizatioheylalso thought it was beneficial for the

organization to have two or three MOSRPP admirnmstsg(depending on the size of the
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organization) participate in each organization’aleation to support each other and the
leader throughout the process.

Focus group. Three MOSRPP administrators participated in tdoei$ group via
teleconference. The other two administrators glediwritten responses and those were
incorporated into what follows. The focus groufecdd insights that may not have been
retrieved during a one-on-one interview. For exi@ywhen one administrator offered a
perspective, very often another one joined in afqmheded the idea. This added to the
value of the lived experience.

Focus group question #1. What did you think of ttMOSRPP? The
administrators all felt it was a very good prograithey believed it was an important
program because the goal was for commanders toehbeder awareness of the stressors
affecting their people. All the administrators edthat communication with the
organizational leader was critical to success. &@iministrator thought that the leaders
he worked with had not bought into the programhay heeded to in order to gain
substantial benefits for the people in the orgdampa Although they thought very highly
of the program, overall they felt that the procglssuld be streamlined to reduce
administrator time requirements. The consensuadl the administrators was that by
streamlining the process and allowing each admaitstto devote more time to each
leader, the program could be even more valualtleetdeader and the personnel within
the organization.

Focus group question #2: How could the program ibgproved? One of the
administrator’s frustrations with the program steadnfrom a difficulty with the PDP

database. When personnel took the survey electibnisometimes their report would
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be cataloged into a higher level of the databaseeairievable. When the administrators
printed out reports in preparation for the growgining sessions they often were missing
a large number of personal reports. If one ofpibeple attended a group training session
and a report was not printed and waiting for themitk up, the administrators had them
take the survey again. People had to leave tisosedind a computer and print out their
report. It disrupted the session as they camensmd and individuals missed material
covered in the group training session while theyanownloading and printing their
report. Some reports were never found and thesgl@enissed all the content; this
wasted their time and the administrators’ time thBtie missing reports and irretrievable
reports caused embarrassment and credibility issiles administrators felt that these
issues made it look as if they did not know theb.

Another area that the administrators felt reflegiedrly on them and wasted both
their and the participants’ time was the limitedoamt and poor quality of printers.
There were a limited number of color printers afalé in the military police
organizations because the participants’ primamdgfgrmed their duties in a mobile
manner—on patrol or providing security. They dal have the type of job where they
sat at a desk or used a computer. Therefore, wesenot a need for a large number of
printers in the organization. In addition to aited number of available color printers,
the printers that were available tended to be poatity color printers or black and white
printers. The poor quality printers took a longeito print the 26-page report and with a
group of 20 to 25 people whom needed reports ctiikd quickly have turned into a
critical item. Since the report was designed ® asors to help portray the message,

printing reports in black and white made them harckad and difficult to understand.
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Normally this would not be an issue since the adstrators printed all reports prior to
going to the organization to give the presentatimwever, combined with the database
issue noted above, the limited amount and poortguainters quickly became an issue.
Although the administrators developed a printirgnphnd estimated the resources
required for the MOSRPP prior to beginning the @ctgjresources became a challenge.
The cost of printing all the individual reports (B&ges each) in color used a significant
amount of color toner cartridges—the amount depemaethe type of printer. The
administrators spent more time on Phase | of tbgeprr than originally anticipated
including their training, educating the leaderssvaering questions throughout the
process, preparing for the group training sessiamalyzing the data, preparing the data
results for the leader, and then repeating thegaotor Phase Il. They were concerned
about the impact on their co-workers and othermmgdions that they supported on the
base. The MOSRPP took the administrators away &trar tasks and co-workers often
had to pick up the slack or the administrators twokk home at night. The
administrators believed that additional labor sidaé added in order to keep the quality
of their work high, both on regular day-to-day t&skd a project like the MOSRPP.
Focus group question #3. What did you think abaine administrator selection
and training? The administrators all felt this was a great exgreze; one that they
supported wholeheartedly and demonstrated thesigra$or throughout the process.
They believed in it. One administrator was esgicienored when she was selected
believed the training helped her to improve herlipuidpeaking skills, “now | can talk
more comfortably in front of people. It's easiechuse I'm giving a gift; it's not about

me.” They believed that the formal training wasywell done and valuable to the
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project’s success. The experience was very viudedim a personal and professional
growth perspective and allowed them to give to kthe

Focus group question #4. What did you think abaiie group training sessions?
The administrators evidenced a strong belief thatet should always be at least two
administrators for each organization, sometimesetlilepending on the size. The
administrators supported and helped each otheey $hared ideas and learned from
each other. Just as importantly, when one admagstwas presenting during the group
training sessions, the other ones were helpingyiddals who had questions on their
report along the way. This kept everyone movinmgugh the material at the same pace
and facilitated quality learning. Having multigdeministrators was beneficial to
everyone involved in the project, the leader, tthmiaistrators, and the personnel in the
organization.

Focus group question #5: How did your interactiomth the units go?
Communication with the organizational leaders wayvmportant. The administrators
emphasized the benefit of accommodating the org#aoizs schedule as they scheduled
the group training sessions and direct communioatiivh the leader throughout the
process. The administrators scheduled group-trgisessions any day of the week and
any time of the day or night to accommodate théa@4rs a day, 7 day a week mission
requirements of the military police. This made phecess easy for the leader and the
organization and worked very well. The administratalso believed it was critical that
the administrators kept in direct communicationhwvtite leader throughout the process.
Continuous follow-up by the administrators was eggly important and the

administrators who were able to dedicate more torfellow-up phone calls, e-mails,
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and visits felt it was well worth their time. Thdministrators saw great value in being
flexible and accommodating the organization’s sciteeds well as keeping the
communication lines open between them and the agéonal leader.

Leadership case studiesThe following four case studies use pseudonyms to
maintain the leaders’ confidentiality.

Mike. Mike received command training and had approxinget8l months of
experience leading a high operations tempo orgaaizaf 217 people when the
MOSRPP began in January 2011. He demonstrated/dasic knowledge level of
emotional intelligence and explained it as, “Theywanterpret that [emotional
intelligence] is a well-rounded airman; someoneauiieg on their emotions and how
people respond to them.” Mike went on to say thasked to explain social awareness
(one area of emaotional intelligence) to someone ishew to emotional intelligence he
would say that is, “one’s ability to interact wibthers and respond to others”. Although
his knowledge of emotional intelligence was vemyited, he believed it was a “very
important” part of his leadership style.

Mike believed participating in the MOSRPP “brouginthe forefront people’s
interaction and the effect on each other we wewnigaand that it provided him with
increased social awareness. He used this opptyrtorinake some changes in his
organization including increasing the amount ofsibalay to day recognition that says
thanks for doing a good job” and changing work sicies. They had people who had
been on midnight shift for years and were not ggtthuch interaction with the middle
management. Therefore, Mike changed the work sgbe@nd encouraged daily

interaction and recognition by his middle managempensonnel.
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This experience seemed to highlight the importariakelegation and the impact his
middle management can have in the relationshiglimglarea. He emphasized the
importance of educating the leader on the procedsapectations prior to beginning this
type of experience. Mike specifically pointed doiv beneficial an opportunity like this
is to both the leader and the organization. Assalt, he would “like to see this
incorporated across the military” because “all orgational leaders could benefit from
this” opportunity.

Hank. Hank received command training and had approxinaix months of
experience leading a high operations tempo orgaaizaf 211 people when the
MOSRPP began in January 2011. He received emobiieliigence and positive
leadership training and demonstrated a working kedge of emotional intelligence. He
explained emotional intelligence as knowing “howd&al with your own emotions and
knowing what can set you off, what makes you feelasn ways, and how to deal with
those [triggers] and look for the same attributesthers”. Hank believed that emotional
intelligence social awareness is a “very importgoaft of his leadership style. Even
though he thought it was an important part of éedership style, he believed some
additional training on reading people and theinpblashguage would be beneficial. He
believed this experience provided him with increbsecial awareness by helping him
understand situations that made him uncomfortalblalso identified the expectation that
as a leader of an organization he should be mdgomg by going out into the
organization and talking with people. This expgatacame from the personnel in his

organization and their desire for additional fagdece interaction and recognition.
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Hank responded to this feedback and changed qtete ghings in his organization
because of this experience. For example, sincevetione is going to win an award or
get a special coin, he started a recognition neacalled Defender Bucks. Hank and his
senior enlisted leader spent more time interactiitly people in the organization and
being more outgoing. They took note of small tkipgople in the organization did well
to let them know that they appreciated their extglivork and gave them a slip of paper
that looked like a dollar. When an individual eadriive Defender Bucks, they could
turn them in for a day off. Another change Hanldmbecause of the experience was the
“Defender of the Month” where the people in theagmgation voted on who deserved
recognition as the organization’s outstanding pengy for that month. The Defender of
the Month received a T-shirt and their name engtarea plaque displayed in a
prominent place in the organization. He also begaosther initiative where a middle
manager walked around the organization and talkddpeople about how the leadership
could make their jobs easier, increase their privdty and improve working conditions.
However, Hank admitted that this was something #teuld have been doing already.
Hank made a special effort to get supervisors bther offices, to talk with people, get
them more involved in the organization, and encgeiraentoring of the younger, less
senior personnel. He also “re-energized the orgdioin’s spouse group, got social
media up and running.” Hank thought that he aisddadership received some good
feedback from these initiatives and improved th@m@mnication in the organization.

Hank was not in favor of the MOSRPP at first beeatifooked like just another
survey or unit climate assessment. He felt iféeeived more training up front on the

benefits and examples on how to best use the ioom provided; it would have



APPLYING POSITIVE LEADERSHIP PRINCIPLES 99

improved the experience. Although at first he mod see the benefit, once the
administrator explained the analysis, Hank realtzed he could use it to positively
influence his organization. “l wasn’t a fan asfirbut then | got it!”

Vince. Vince received command training and had approtetyaix months of
experience leading a high operations tempo orgaaizaf 281 people when the
MOSRPP began in January 2011. He received emoiiediigence and positive
leadership training and demonstrated a working kedge of emotional intelligence.
Vince explained emotional intelligence as “the iépknd the maturity to make sound
decisions and react appropriately to all the defferstressors, stimuli, and data we
encounter on a day to day basis”. He explainethsawareness as, “how you interact
with your peers, subordinates, and superiors; howrgact and respond when they bring
their day-to-day stressors and data to you whilérgadealing with your day to day
stressors”. Vince’s responses indicated that hedey strongly about the importance of
emotional intelligence and specifically, social a@reess as part of his leadership style
when he said, “I think it's very important; it's erof my front runners”.

He also thought MOSRPP provided him with increasmaal awareness concerning
his organization. The feedback he received froedMIOSRPP administrator highlighted
areas where he could positively influence his oizgtion. As a result of the MOSRPP
results, Vince and his leadership team focused mogersonal interaction and
encouraged people to use their computers lessa#indith people more. Starting at the
top, he “kicked off a whole series of training mbufor senior staff, then the middle
management staff.” This effort was “kind of timensuming, but as a group | made them

go through the Four Lenses Program and Seven Halditghly Effective People
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Program and using those and PDP information wéestadaking some boundaries down
and setting some ground rules for interaction agtthlior, which actually | thought
worked out very, very well for us.”

Although Vince found the data from the MOSRPP uesgful, he felt he really had
to “mine for it”. He is passionate about greateahip. Therefore, he took a lot of time
and effort targeting improvement efforts. “The gass was great, the focus groups were
great, and | think each person that took the surgally received something out of it, and
it helped me focus how | was going to act and wheds going to do within the unit”.
Most portions of the experience were very posith@yever, the fact remained that he
had to spend a lot of time and effort thinking abwbat he was given and figured out
how best to use that information to customize inapments for his organization. Vince
felt “the end result was great” and there was beopfand down the organization, for the
leader and all the individuals in the organizati@werall, the experience was very
positive and valuable. Nevertheless, in the dmelnumber of requirements takes a real
toll on people and although this experience watequseful, it seems to Vince that every
time they turn around he and his leadership teara haw, additional requirements
levied on them and the organization.

Nick. Nick received command training and began leaduegorganization between
Phase | and Phase Il of the MOSRPP. He led adpghations tempo organization of
425 people from two different military servicese keceived emotional intelligence and
positive leadership training and demonstrated &iwgrknowledge of emotional
intelligence. He explained emotional intelligemse"it's knowledge of yourself and the

way you react to different outside stimuli . . ddyy knowing your response you can
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adjust”. Nick also had a good working knowledgeacial awareness and how as a
leader it is important to “know what upsets theradple] or makes them feel better and
you can adjust your behavior and get a more pesiggult”. This knowledge is valuable
for a leader of such a large organization.

Nick did point out that it is easier to apply enooidl intelligence skills and
specifically social awareness in small groups a@-on-one. He found it more difficult to
apply emotional intelligence to 400 people. Heféiel that this experience provided him
with increased social awareness, specifically, ‘Wieople respond to better”. In
addition, Nick was encouraged when the MOSRPP lagid tinit climate assessment
provided similar results. To him, this validatbeé tresults as accurate and acted upon
them.

This experience highlighted two main areas thatledettention, recognition and
requirements. Recognition is an area that Nickdelild influence and therefore increase
the emphasis on recognizing people within his adegdion. However, requirements are
an area where the local leader does not have mardhot He expressed concern with
his lack of influence in this area and explaingbdefe’s not much | can do about the 12-
hour shifts . . . while we still deploy and maimtaiur fithess, and do all these computer
based training . . . all these things are streSsdtick felt he could only make people
aware of the situation, both his leadership andg#rsonnel in the organization, when he
has to bring his people in on their one day oft theek to support a community event or
other requirement.

Nick felt it would be beneficial to share informati on organizations in the same

career field or mission. It would allow a leadeicompare stress and satisfaction levels
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as well as stressors with other units to deternfitieey are consistent across the career
field or specific to a unit. If they are specif@ca unit, that may give a leader insight as to
the value of local customization of organizatioclagdnges.

Leadership case studies summar@verall, the leaders found participating in the
MOSRPP to be a positive experience. They feleightened their emotional intelligence
social awareness by offering them insight as tsstyrs within their organization and
items influencing their people’s satisfaction levalll the participating leaders took
advantage of the opportunity to use their heighdesoeial awareness to customize their
organizational changes to address those stressoiigems influencing satisfaction
levels. Although they all felt there was bendifparticipating in the project, there was a
sense of frustration because they could not addnes®al issue of the amount of
requirements being levied on their organizations.

Summary

The quantitative analysis was conducted usiagest comparison of proportions
using a 95% confidence level. The researcher aedlthe data from each team
separately and the quantitative results provectodmsistent across all five teams. Null
hypotheses #1 and #2 were rejected and therefonealternate hypotheses #1 and #2
were supported. Conversely, null hypotheses #3#dnalere not rejected and as a result,
the two corresponding alternate hypotheses coultdensupported. The researcher also
consolidated individual (a) stressors, and (b) gemfluencing satisfaction levels self-
reported via the MOSRPP group training sessionuati@in form and used descriptive

statistics to analyze the stressors and itemsanfling the satisfaction levels.
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The qualitative analysis, including MOSRPP admiraistrs’ evaluations, the focus
group, and leadership interviews provided greaghtanto the value of heightening a
leader’s emotional intelligence social awarenesssgnal communication between the
leader and his people within the organization, thiedstress caused by the current
requirements being levied on military organizatioi®ie MOSRPP administrators’
evaluations and focus group responses highligimedéed for organizational leader buy-
in and involvement throughout the process andrttgortance of having more than one
administrator to support each organization in otdanaximize the benefits of
heightening a leader’s emotional intelligence. Taglers’ interviews substantiated the
need for additional administrator support, the gadtithe feedback received concerning
personnel needs within the organization, and tistifation felt throughout the leadership
teams with the amount of requirements placed oh esganization. The quantitative
and qualitative analysis combined to give the nesea a comprehensive view and

overall perspective of the lived experience.
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Chapter Five: Conclusions and Recommendations
Introduction

The purpose of this study was to investigate thaiomship between organizational
stress levels in military units and leaders’ emmdidntelligence social awareness using
positive leadership principles as a framework. @igational stress is a constant
companion to U.S. military organizations while leeximanage high operations tempo,
deployment rates, and increased workload resuitorg supporting a nation at war since
2001. To date, the military’s focus of stress ng@maent interventions has been at the
individual level rather than the organizationaldevChanging the military culture from
developing counselors who care for one persortiateto developing military leaders
who address a whole organizational unit’s stresstame is a significant shift in
philosophy.

To address this problem, this study yielded argrated protocol to support the use
of positive leadership principles combined with ¢imaal intelligence leadership
competencies through quantitative and qualitatnadyasis of the lived experience. The
following discussion reviews the resulting integaprotocol, answers the research
guestions, analyzes the hypotheses, and providemraendations for future studies.
Protocol

The result of this study is an integrated how-tt@col to guide skill building in
positive leadership and high emotional intelligeskis strategies by merging strategies
based on a literature review (Appendix G) withtstgées based on the lived experience

(Appendix H). The lessons gleaned from the ltteeaand the lived experiences were
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aligned with Cameron’s (2008) Positive Leadershipd®ples and Goleman’s (2001b)
Emotional Intelligence Leadership Competencies @ 4&B) to create an organizing
structure for ease of use and understandabilityis ihtegrated protocol provides the user
with a dramatic visualization of how closely thés® concepts are linked and specific
actions a leader should take to implement posl&adership principles and display high

emotional intelligence skills



Table 16. Combining of the Protocols and Cameron's (2008) Positive Leadership Principles and Goleman's (2001b) Emotional
Intelligence Leadership Competencies to Create the Integrated Protocol

Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp- 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
1. Foster a positive
work climate
la. Encourage El Social Lower employee stress by displaying positive leader behaviors: 34
compassion Awareness: support, empowerment, and consideration (pp. 19 & 26).
Empathy
Take an active interest in other people's concerns (p. 36). 38
Be aware of when people need help and be compassionate when 43

responding to both personal and work-related instances (p. 37).

Communicate clearly and confirm what you said is what people 16
received.
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Table 16. (continued)
Cameron's (2008) Goleman's (2001 b) Integrated Protocol Literature Lived
Positive Leadership Emotional Protocol  Experience
Principles Intelligence (1-58) Protocol
Leadership (pp- 11-  (1-25)
Competencies 44)
Encourage virtuous behaviors (p. 10). 23
Use self-awareness as an internal measure -- emotions tell the 4
brain when something feels right or wrong; self-awareness will
tell if the action or behavior are advisable or not (p. 34).
1b. Encourage El Social Understand that self-awareness is critical to one's development 3
forgiveness Awareness: as a leader - Without it, leaders do not know where they need to
Empathy improve, or the influence they are having on people (p. 34).
Set the example with a high standard for emotionally acceptable 51
behavior within the organization (p. 39).
Care enough to take action. 15
Stay connected with the people in one's organization and take 39
the time to be aware of the unspoken emotions coming from a
person or the group (p. 36).
Be open to new ideas. 25
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Table 16. (continued)

Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
Identify possible causes for stress and develop solutions. (p. 44). 58
1lc. Encourage El Social Develop a strong support system within the organization and 52
gratitude Awareness: among personnel in order to have a strong effect on the
Service organization (p. 40).
Promote positive emotions (p. 10). 24
Be approachable (p. 11). 28
Acknowledge and meet team members’, customers’, and 41

supervisors’ needs (p. 37).

Be available (p. 11). 29
Be a servant leader. 22
Think about one's actions and how they will influence the 42

organizational climate rather than just how they will affect the
leader personally (pp. 37 & 40).

Provide decision makers with actionable data. 5
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Table 16. (continued)

Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
Welcome feedback and gracefully accept suggested 9

2. Foster positive
relationships

2a. Foster positive EI Relationship
energy Management:
Inspiration

improvements. (p. 34).

Streamline the process. 11
Guide and motivate people with a compelling vision (p. 38). 44

Promote energizing networks (p. 10). 25

Make positive thinking a habit to make the organization flourish 32

(p. 25).

Take the time to increase emotional intelligence skills—they can 2

be learned (p. 39).

Be enthusiastic. 17
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Table 16. (continued)

Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)

Have a firm grasp of one’s abilities and self-worth (p. 34). 10

Know one's strengths and limits (p. 34). 8

Provide top-cover; if it is great, the team did it, if it's not, take 18

responsibility for it.

Develop a presence that allows one to display a humble, yet 12
charismatic self-confidence (p. 34).

El Relatio nship Ensure one's leadership style reduces stress rather than being a 35
Management: constant stressor in the organization (p. 26).
Conflict
Management
Resolve disagreements rather than ignoring them (p. 38). 48
When resolving a disagreement, raise the issue, recognize 49

others’ feelings and perspectives, and then focus on a win for all
involved (p. 38).
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Table 16. (continued)
Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
A common challenge can be used to pull a team together--use it 19
to one’s advantage.
Be inclusive and encourage access to social support rather than 36
isolating individuals and exaggerating the negative effects of
workplace stressors (p. 26).
Make the tough decisions. 20
Take a people-first approach to leadership to prevent workplace 37
violence (p. 26).
2b. Capitalize on El Relationship Encourage collaboration, cooperation, and team building (p. 38). 50
others' strengths Management:

Teamwork and

Collaboration
Focus on enabling and bringing out the best in each person in 33

the organization (p. 25).

Relationships are important—take time to connect with people.



APPLYING POSITIVE LEADERSHIP PRINCIPLES 112

Table 16. (continued)

Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
Be a team player. 24
Be ready to act and seize opportunities (p. 35). 18
Recruit personnel with high emotional intelligence skills, as they 53

tend to have a positive impact on organizational success (p. 40).

Smart hiring is critical—select people based on attitude, 10
creativity, self-motivation & persistence.

Openly admit one's mistakes or faults (p. 35). 14

Calculate risk - establish worthy, but attainable goals (p. 35). 17
3. Foster positive
communications

3a. Provide best - El Relationship Cultivate people's abilities by being a caring coach (p. 38). 46
self feedback Management:
Developing Others
Recognize people in the organization for the small day-to-day 56

accomplishments (pp. 43/44).
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Table 16. (continued)

Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
Set the example—integrity first. 23
Focus on people's strengths so they will be more likely to stay 57

highly engaged at work (p. 43).

Invest in quality training. 12
Learn to understand other people's viewpoints (pp. 11 & 36). 26
3b. Use supportive EI Relationship Understand that self-awareness and social awareness have the 1
communication Management: most impact on the organization's climate (p. 37).
Influence
Be persuasive and engaging when addressing a group (p. 38). 45
Learn to be in touch with one's own emotions and acknowledge 5

their impact on the organization (p. 33).
Learn to share one’s emotions to give people insight (p. 34). 7
Be open and sincere (p. 33). 6

Be consistent and reliable. 3
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Table 16. (continued)
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Cameron's (2008)
Positive Leadership

Goleman's (2001b)
Emotional
Intelligence
Leadership

Literature
Protocol Lived
(1-58) Experience
(pp. 11-  Protocol

Principles Competencies Integrated Protocol 44) (1-25)

Put the organization's needs ahead of one's own (p. 36). 20
Follow-through. 8
Learn self control otherwise one's influence is often more 21
negative than positive (p. 36).

4. Associate the work

being done with

positive meaning

4a. Enhance the El Social Maintain a positive outlook to inspire feelings of security, trust, 31
meaningfulness of Awareness: and satisfaction in the organization and sustain an effective team
the work Organizational (p. 25).
Awareness

Welcome difficult assignments (p. 34). 11
Set one’s people and organization up for success -- resource 7

projects properly to get maximum benefit.

Take one’s responsibility of successful mission accomplishment
and taking care of one' people and their families seriously (p. 19).
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Table 16. (continued)
Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)

Deliver results. 1
Set high standards and clear expectations. 4
Understand the beliefs, values, and underlying rules in the unit 40
(p. 36).

El Relationship Be ready to initiate, manage, and lead in a new direction when 47

Management: needed (p. 38).

Change Catalyst
Be flexible and focused in adapting to changing situations. 16
(p. 35).
Get stakeholder buy-in. 9
Be aware the leader’s mood and emotions are contagious and 30
will spread quickly throughout the entire organization (p. 25).
Give continuous feedback and positively reinforce desirable 14
behaviors.
Control stress at one's personal, team, and organizational level 54

(p. 41).
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Table 16. (continued)
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Goleman's (2001b) Literature
Emotional Protocol Lived
Cameron's (2008) Intelligence (1-58) Experience
Positive Leadership Leadership (pp. 11-  Protocol
Principles Competencies Integrated Protocol 44) (1-25)
4b. Implement El Relationship Create an environment where people can thrive (p. 10). 22
personal Management:
management Developing Others
interviews with your
direct reports
Be trustworthy (p. 35). 13
Trust one’s team. 21
Confront unethical behavior in others; lack of action is condoning 15
it (p. 35).
Be a strong resource for social support in order to be a buffer for 55
occupational stress (p. 43).
Encourage people—not a dream stealer. 6
Learn to understand the unspoken communications and primary 27
power connections (p. 11).
Set stretch goals to develop one’s people. 13
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Answering the Research Questions

Can emotional intelligence social awareness be démged among leaders of
military security personnel who suffer from high ocupational stress?Yes, the
leaders believed this experience improved theirtemal intelligence social awareness.
Understanding their people’s perspectives andripoitance of making themselves
more available and approachable went a long waymmoving the leaders’ social
awareness. They also agreed this experience brthughmportance of interacting with
their people and the effect they were having o edleer to the forefront. One leader
specifically commented on how important it was ¢oable to relate to and understand the
people in his organization. The leaders highlightes fact that if they can also get their
middle managers “participating and interacting’hwite people more, that also has real
impact. There were “people in the organization whd been on midnight shift for years
and weren’t getting much interaction” with seniodaniddle leadership. They believed
this was a great experience and very beneficil@éarganization as a whole.

However, not only did the leaders benefit, but gaetson who took the survey
gained a great understanding of themselves anddbavorkers, as well as had the
opportunity to provide direct feedback to theiramgational leader. The leaders found
ways to get even more feedback from their peoplauthh increased interaction and one
leader had his leadership team take advantagdnef gtoup training opportunities to
increase their social awareness. Overall, theclsagppreciated the insight this

experience offered and used it to improve theianizations.
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What are the results of heightening emotional intélgence social awareness
among leaders of military security personnel who dter from high occupational
stress? As a result of participating in the MOSRPP, thalkra increased personal
interaction and recognition in the organizatiorheTeaders gained an appreciation for
the need for more personal interaction and recmgnitot only from them at the most
senior level leader, but also from first-line sypgors and middle managers. In one
organization, the organizational leader and theiaditnator worked together to schedule
training modules addressing areas of concern aifid &khelp the leadership teams at
each level. One of the leaders summed it up ni€@ke started doing stuff that you're
supposed to do”.

The leaders emphasized the importance of walkiograt the organization and
talking to the people and put programs in placeatwe out time to make sure that
happened. Ground rules for interaction and bemaveve set. In one organization,
middle managers were assigned for a month at atbrge out and listen to the people
and give them the opportunity to discuss their sd@ad concerns. The middle managers
asked people, what would make their job bettetheég have what they need to do their
job, and do they have the opportunity to do thestlevery day. The leaders noted that
getting out from behind their desk and interactinth their people and encouraging their
middle managers to do the same was definitely gmamement. For example, the
increased interaction between the people in tharozgtion and the middle managers
resulted in “good feedback on some issues that meseonstrued” in the organization
and “cleared up some communication gaps” from #mecs leadership down into the

organization. It provided “benefit up and down geeet” and “the end result was great”.
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This type of feedback helped the leaders to folkbes energy where it would really make
a difference in the organization.

Another area where they were able to make a difterevas recognition. Efforts to
reward the little things and let people know tlnet keadership appreciated what they
were doing were put in place, especially at thediignanager level. The leader also
added peer recognition in one of the organizatiortsey realized that people were not
looking for awards or trophies, just a positive coemt that said, | know you are working
hard and doing a good job and | appreciate it. s€heitiatives were all implemented as a
result of heightening the leaders’ emotional imgelhce social awareness.

Can emotional intelligence social awareness amongglders of military security
personnel who suffer from high occupational stresbe developed in isolation
without triggering the development of the three otler domains in Goleman’s 2001b
emotional intelligence model—self-awareness, selfamagement, and relationship
management?No, although this study focused on heighteningehaeers’ emotional
intelligence social awareness, it was evidentdieatloping social awareness in
isolation, without the development of the otheethdomains in Goleman’s 2001b
emotional intelligence model, was not possiblee $triessors people identified as present
in the organization sometimes were connected @raa under the leader’s control. The
same was true with items identified as influendimgr satisfaction level. The four
domains of emotional intelligence are so closelynaxted and dependent on each other
that it became apparent that the leaders’ self-eness, self-management, and

relationship management skills were also develajugohg this experience.
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The insight offered by their individual PDP ProS®ameports provided the leaders
with heightened self-awareness and ways to imptio®ie self-management skills. From
a self-awareness perspective, a couple of the igdele it helped them understand
situations where they tended to be uncomfortabfearstress, and one specifically felt
there was an expectation that he should be naturadre outgoing. From a self-
management perspective, they received specifidbBesdon their stress and satisfaction
levels as well as how to avoid losing their pateeaad displaying negative behaviors like
lashing out verbally or humiliating people whendaed or under stress. Whereas the
areas of self-awareness and self-management foousn individual, this experience
also provided feedback in the relationship manageimea.

The feedback the leaders received and the resuttanght also linked closely to
their relationship management skills. For examphe of the issues identified was a lack
of recognition. The scores were lower on the grivaming evaluation form for the
guestion, “I feel like I'm being recognized for tfgd I'm doing” than for any other
guestion. In addition, the people in every orgatan that participated in the MOSRPP
identified a lack of recognition as a concern. sTéxperience reinforced the fact that
leaders have to be innovative in the ways that teeggnize their people because they
are “definitely doing good work”, but not everyoc&n get a quarterly award or a coin.
So although the focus of this study was emotiom&lligence social awareness, the
benefits crossed over all four domains in Golem&2081b emotional intelligence model
and the leaders were convinced that their efforeddress stress and satisfaction worked
out “very, very well”. They were pleased with ttesults and thought it was a very

“‘neat” program.
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Hypotheses

Using quantitative analysis and analyzing each te@parately, the researcher
determined that the quantitative results proveoketaonsistent across all five teams.

Reliability and Validity. The PDP ProScan® survey was determined to kabteli
and valid. Based on statistical evidence and amalglternate hypothesis #1, There will
be a difference in proportion of those in agreenagat those in disagreement with
statements concerning the reliability and valigitghe PDP ProScan® Survey, as
measured by Likert-scale response to statementained in the MOSRPP Group
Training Session Evaluation, was supported. Rebeznducted previously found the
PDP ProScan® to be valid and reliable (PDP, 2008)s study went one-step further
and confirmed that it is valid and reliable forpesialized high stress military
community.

Strong and vibrant work place. The researcher determined that each organization
studied offered a strong and vibrant workplacesdsieon statistical evidence and
analysis, alternate hypothesis #2, There will biEfarence in proportion of those in
agreement and those in disagreement with stateroentgrning a strong and vibrant
workplace, as measured by Likert-scale responstatements contained in the MOSRPP
Group Training Session Evaluation, was supporteds important to note however, that
although each organization overall offered a stramd) vibrant workplace, there was a
consistent pattern in the responses to questi@n#@cognition. The average proportion
of people on the teams who responded with a omwawas all under 20% except one at
24%. However, the proportion of people on the ®arho responded with a one or two

to the recognition question ranged from 27% to 63%e researcher believes that many
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leaders and supervisors relate to recognitionsagraficant event or award. However,
this study reconfirmed for the researcher that videdally important to people is regular
interaction, appreciation, and recognition thaytaee working hard and their
contributions are important. This acknowledgend®ad@s not require much time, effort,

or money but pays big dividends where relationshspgss/energy drain, and satisfaction
are concerned. This is where the leaders focuseth wf their attention when
implementing organizational improvements.

Team stress/energy drain levelsStatistically there was no difference in the
organizational stress/energy drain Phase | andeRhdata after the organizational
leader’s emotional intelligence social awareness eaghtened. Based on statistical
evidence and analysis, null hypothesis #3, Thelldo&ino decline in the organizational
energy drain after the organizational leader’s éwnal intelligence social awareness is
heightened, as measured by the comparison of dpogion of organizational energy
drain indicated on the Phase Il PDP TeamScan® réptine proportion of
organizational energy drain indicated on the agapeedata baseline in the Phase | PDP
TeamScan® report, was supported. The researchevdxtit was important to look
deeper into the team stress/energy drain results.

Although statistically the examination did not itignany difference between the
two phases, there was an observable increase mitheal, average, and notable
stress/energy drain category in Phase Il compar&thase | data except for Team 2,
which showed a slight decrease. This was a pessign. As would be expected, the
corresponding quite notable and above category agsgn of Phase | and Phase Il data

showed a slight decline in all teams except Teamhi;h showed a slight increase. It



APPLYING POSITIVE LEADERSHIP PRINCIPLES 123

was also worth pointing out that the minimum, agerand notable stress/energy drain
category not only increased for Team 3 and Teabubalso resulted in 100% of all
personnel from both teams moving into this categony zero showing quite notable or
above stress/energy drain. Considering the higissenvironment, this was a
worthwhile leadership accomplishment for both tdeaders. It appears that the leaders
internalized the emotional intelligence social aavesss offered by the MOSRPP
administrators and accurately targeted their lichiesources to address stressors raised
by people in their organizations.

Team satisfaction levels.Statistically there was no difference in the migational
satisfaction level Phase | and Phase Il data #feeorganizational leader’s emotional
intelligence social awareness was heightened. Basatatistical evidence and analysis,
null hypothesis #4, There will be no increase mdnganizational satisfaction level after
the organizational leader’s emotional intelligesoeial awareness is heightened, as
measured by comparison of the proportion of orgdional satisfaction indicated on the
Phase Il PDP TeamScan® report to the proportiargdnizational satisfaction indicated
on the aggregate data baseline in the Phase | RBRScan® report, was supported.
The satisfaction levels also provided additionalght when the researcher continued to
mine the data.

Although statistically the examination identified difference between the two
phases for all teams, there was an observableelife. All teams’ high and average
satisfaction levels either stayed the same (twm$@ar increased (two teams) in Phase Il
compared to Phase | data except for Team 1, wiiotved a slight decrease. The

corresponding low satisfaction category comparisiohase | and Phase Il data either
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stayed the same or showed a slight decline ireaihts except Team 1, which showed a
slight increase. There is not any way to knowckentain based on the available data,
however, the researcher believed the natural @istsdt hit Team 1's location between
Phase | and Phase Il and a major deployment on&atiycould have impacted that
teams’ satisfaction levels. As was true with stkesergy drain levels, Team 3 and Team
5'’s satisfaction levels were the ones that showedbservable increase in the high and
average satisfaction levels. The researcher leglivis resulted from the leaders’
influence in the organization and their willingnéssespond to the feedback provided
from their people.

Recommendations for Future Research

This study targeted stress and satisfaction lemelse military police career field, a
high-stress, high-risk profession. The resulthlgipted several areas where further
research would be beneficial including followingtapensure the results of this study are
long term, expanding the types of career fieldsu$mng on the level of individual
commitment, and exploring types of recognition.cliEaffers a different aspect of
improving leadership capabilities and focus.

High-stress, high-risk organizations present maagérship challenges. Thus,
branching out three ways in this area with addéloesearch would be beneficial; first
by redoing this study again to verify that the fesswere institutionalized and long
lasting, second, by studying similar organizatiand career fields and third, by studying
those organizations with a bit less high-paced ap®rs tempo. It might be worthwhile
to redo this research in another year to ensurbehefits are still present and passed on

from one leader to another. This type of reseaothd also be expanded to include
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similar high-stress career fields such as fire @wltce, emergency medical, explosive
ordnance disposal, and intelligence-oriented omgdinns. One of the limitations noted
in this study was the difficulty in implementingwéeadership techniques in a fast-
paced, high-operations tempo environment. Studgrggnizations with a slower
operations tempo would eliminate this limitatiordarould increase the leadership
benefits gained.

Another area that could increase such benefitsavbelto study people’s level of
commitment to the organization and the effect & ba their stress tolerance and
satisfaction level. For example, would those wlewerncommitted to their career field
and organization be more tolerant of stress ané hagher satisfaction levels than others
just in it for the money? This research could Hefzlers understand more about what
influences their people’s stress tolerance andfsation level.

Finally, this study consistently highlighted recdagm and personal interaction; it
would be advantageous to understand more abouhwypes of recognition and
interaction most effectively influence people’sss and satisfaction levels. Targeting
this area could benefit people in the organizatibe,organization itself, and people in
leadership positions. Effective leadership carl $pe difference between success and
failure in any organization. In the case of a taily unit, it can mean the difference
between life and death, victory and defeat.

Summary

This study highlighted a problem often encountenearganizations of all kinds,

including, but not limited to government agencmsporations, and healthcare

organizations. In their haste to get an answenynoaganizations depend solely on
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guantitative data to address questions or concbati,internally and externally. In this
instance, and it very possibly could be the caseany other studies, the quantitative
data showed no statistical difference or benditierefore, deeper investigation using
gualitative analysis proved critical.

The qualitative analysis, including MOSRPP admiraistr’s evaluations, the focus
group, and leadership interviews provided greagiisnto the value of heightening a
leader’s emotional intelligence social awarenesssgnal communication between the
leader and his people within the organization, thiedstress caused by the current
requirements being levied on military organizatioit®ie MOSRPP administrators’
evaluations and focus group highlighted the needtitkeholder buy-in and involvement
throughout the process and the importance of hawvioige than one administrator to
support each organization in order to maximizebieefits of heightening a leader’s
emotional intelligence. The leaders’ interviewbstantiated the need for additional
administrator support, the value of the feedbackik@d concerning personnel needs
within the organization, and the frustration féltdughout the leadership teams with the
amount of requirements placed on each organizatt@m.example, every leader
discussed the need for additional emphasis on peesoecognition. The leaders
responded and the results showed through in thereddsle differences in stress/energy
drain and satisfaction levels. The researchemrpuarated this comprehensive view and
overall perspective of the lived experience inte ithtegrated protocol providing rich
results and a usable leadership resource.

The researcher was only able to glean this valuablght and these worthwhile

results by using a mixed method approach. As dealdgers and researchers alike should
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take great care in not relying solely on numbetbhg@d from surveys. Itis critical to
take the extra time and effort to obtain worthwhaetionable results by using both
guantitative and qualitative data rather than wgspirecious resources on an inadequate

review of an organizational issue or environment.
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Appendix A
Military Organizational Stress Reduction Pilot ;)

Group Training Session Evaluation

Name (optional): Unit Date:

Please answer all questions below and turn in lgering the room

Stress Analysis — ONLY look at your 2 longest arsow

Circle the direction of | What is causing these Solutions to reduce pressures
your arrows pressures

Dominance: ¢ ¥
Extroversion: ¢+ ¥
Patience: ¢+ ¥

Conformity: 4+ ¥

Logic: + +
Circle your level of Causes of satisfaction leveSolutions to increase
satisfaction: satisfaction

Low Average High
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PDP® ProScan & Gallup Poll Assessment

Please score the following questions now and retugour mentor

Use a 1lto 5 scale

1= strongly disagree to 5 = strongly agree

1. My PDP ProScan® Survey was accurate.

2. My PDP ProScan® Survey stress identifi#ese accurate.

3. My PDP ProScan® Survey report provided me watluable personal insight

4. “I know what is expected of na work” (Buckingham & Coffman, 1999, p. 48).

: at home

5. “I have the supplies and equipment | neeedo my work right” (Buckingham &

Coffman, 1999, p. 48).

6. “l have the opportunity to do what | do besery day” (Buckingham & Coffman,

1999, p. 48).

7. “In the last seven days, | have received reitmgnor praise” (Buckingham &
Coffman, 1999, p. 48).

8. “My supervisor or someone cares about me assop” (Buckingham & Coffman,
1999, p. 48). At work At home

9. “There is someone who encourages my develogrimtkingham & Coffman,
1999, p. 48). At work At home

10. Was this experience worthwhile for you? Whyay not?
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PROFESSIONAL DYNAMETRIC PROGRAMS @

SUMMARY OF RESEARCH

The PDP Survey: Development and Standardization — 1977-1978

Research was designed to provide a statistically validated, quantitative,
instrument.

Original pool of 185 adjectives was drawn from works of Thurstone, Cattell,
Guilford, Fiske, Daniels, Horst, and the designers of PDP, Hubby, Houston and Solomon.
An experimental survey was administered with the responses to the self-descriptive
adjectives {positive stimuli) made on a 5-point Likert scale.

Factor analysis reduced the final list to 60 self-descriptive adjectives and clearly
identified four primary behavioral traits and one secondary trait.

Standardization procedures provided separate norms for each trait within each of
three perspectives: (1) Basic/Natural Self, (2) Priority Environment(s), and (3)
Predictor/Outward Self. The four primary factors of behavior produce a “variable norm™
that permits measurement of the relative intensity of each separate trait in every
individual profile. Thus, the distance of each trait from the individual's own “central
tendency norm"” provided a measurement of the intensity of that trait. This unique
concept and statistical procedure made it possible to measure the strength of individual
behavioral traits, not only with reference to other traits of each individual, but also with
reference to the population norms.

The Survey was standardized for the purpose of describing normal behaviors.
The major step was the administration of the final list of adjectives to a normative
sample. That sample consisted of 1,024 persons who were carefully selected to represent

a cross section of adults.

Normative data were prepared independently and confirmed by feedback from a
large number of case studies.

Intrinsic Validity:

The instruments of the PDP system were highly replicable with Coefficients of
Reliability above .94 for all factors.

£ 2000 Professicnal DynaMetric Programs, inc. {POF) Page 1
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Each of the factors was highly invariant across race, sex and occupation with
coefficients above .B7 in all cases.

Extrinsic Validity:

CoefTicients of concurrent validity range from .39 to .87 on selected factor scores
of similar instruments.

Additional Research of the PDP Survey:

This study gave an independent, empirically-based, evaluation of the validity of
the PDP ProScang and PDP JobScang. This analysis provided support for the use of the
PDP ProScang and PDP JobScans as predictors of job success.

Disparate Impact Study — 1994

The study sample allowed analyses of several protected groups (females and non-
white minorities) as defined by current statutory law. The results indicated that the
members of either protected group did not score significantly lower on the ProScang
instrument than other individuals. Based on the available evidence, the PDP ProScansg
appears to be a fair (non-biased) personnel selection instrument.

“In my opinion, PDP has taken appropriate steps to ascertain the validity of their
tests. They have consistently used sound experimental procedures to make these
determinations and are continuing these activities on an ongoing basis.”

Excerpt from letter written by Rick M. Gardner, Ph.D., Professor and Chair,
Deparmment of Psychology, University of Colorado at Denver.

Monograph No. 9, Validation Study, Disparate Impact Study, and the Technical and
Research Reference Guide are furnished to each trained PDP Client organization.

To access this document, go 10! www.pdpnel. com/representitive extranet/researchisummary of research

£ 2000 Prolessional DynaMetric Pragrams, nc. (PO Page 2



Appendix C
Military Organizational Stress Reduction Pilot Raj(MOSRPP)

Administrator’'s Evaluation

. What worked well during the following:

a. In brief with organizational leader —

b. MOSRPP Group Training Session —

c. Out brief with Commander —

. What would improve your experience with the follagisessions?
a. In brief with Commander —

b. MOSRPP Group Training Session —

c. Out brief with Commander —

. From an overall project perspective, please prostdengths and suggestions for
improvement.
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Military Organizational Stress Reduction Pilot Raij(MOSRPP)

Focus Group Questions

. What did you think of the MOSRPP?

. How could the program be improved?

. What did you think of the MOSRPP Administrasetection and formal training?

. What did you think about the MOSRPP group trajrsessions?

. How did your interaction with the organizatiaye?
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Appendix E
Interview Questions for Leaders Who Participatetha

Military Organizational Stress Reduction Pilot Raij(MOSRPP)

[ —

. When did you assume the leadership positioydar organization?

N

. Did you attend the Squadron Commanders’ Coutse8, when?

3. Did you attend the classes on Emotional Irgefice and Positive Leadership?

4. Did you read the book Emotional Intelligence that was provided as part of the
Squadron Commanders’ Course?

5. Did you take the emotional intelligence skiist provided on the associated website?
6. If yes, would you be willing to provide me yagores? If no, would you be willing
to take it now?

7. Could you please describe Emotional Intelligeemmcyour own words?

8. As you know, social awareness is one of the fomponents of EI. How would you
explain social awareness to someone who is nev?o E

9. How important do you believe El, and specificabcial awareness, is as a part of
your leadership style?

10. Did the MOSRPP provide you with increasedaamivareness?

11. Do you have any recommendations on how thegroould be more valuable to

you as a leader?



APPLYING POSITIVE LEADERSHIP PRINCIPLES 147

Appendix F

Approval Documents

LINDENWOOD UNIVERSITY

INSTITUTIONAL REVIEW BOARD DISPOSITION REPORT

To: Darcy Lilley

CC: Dr. Susan Isenberg

IRB Project Number 12-44

Title: Investigating the organizational stress levels in military units and the benefits

associated with providing leaders with emotional intelligence social awareness.
The IRB has reviewed your application for research, and it has been approved.
Please remember to file a report upon completiopoofr research.

Thank you.

Dana Klar 12/20/11

Institutional Review Board Chair Date
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DEFARTMENT OF THE AlK FORCE
HEADQUARTERS AR MOBILITY COMMAND (AMC)

Chetober 31, 2011

MEMOBRANDUM FOR Lindenwaod University Institutional Review Board

FROM: HO AMCOCK
402 Seotr D,
Scolt AFR, IT, 62223

SUBIECT: Access to Research Data

Permission to use Air Mobility Cormmand data is granted to Davey L. Lilley .o conjunction with
her research on Emotional Intelligznee and crpanizatioeal stress reduetion. 1is undersiood that
this data will he incorporated into her dissertalion as pa-tal LIGTment of Lidenwood

University™s Doctorate in Instructivnal Leadership requraments, Individual’s names will not e

included in the document.
M’i‘ﬂk 1:)

LAURA L. LENDERMAMN, Colonel, USAF
Chiel, Commander's Action Group



Appendix G

Literature Protocol

# of

Protoco

Element Protocol Entry

1. Understand that self-awareness and social aessdrave the most
impact on the organization's climate.

2. Take the time to increase emotional intelligeskiéls -- they can be
learned.

3. Understand that self-awareness is critical ®development as a
leader - Without it, leaders do not know where thegd to improve or
the influence they are having on people.

4. Use self-awareness as an internal measure t#i@maaell the brain
when something feels right or wrong; self awarenéBgell if the
action or behavior are advisable or not

5. Learn to be in touch with one's own emotions acichowledge their
impact on the organization.

6. Be open and sincere.

7. Learn to share one’s emotions to give peoplglms

8. Know one's strengths and limits.

9. Welcome feedback and gracefully accept suggestecbvements.

10. Have a firm grasp of one’s abilities and setiv.

11. Welcome difficult assignments.

12. Develop a presence that allows one to displaynable, yet charismatic
self-confidence.

13. Be trustworthy.

14. Openly admit one's mistakes or faults.

Page #

37

39

34

34

33

33

34

34

34

34

34

35

35



15.

16.

17.

18.

19.

20.

21.

22.

23.

24,

25.

26.

27.

28.

29.

30.

31.

32.

33.

34.
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Confront unethical behavior in others; laclaofion is condoning it.
Be flexible and focused in adapting to changitggtions.
Calculate risk - establish worthy, but attaleajoals.

Be ready to act and seize opportunities.

Be optimistic and look for opportunity rathkam a threat in a setback.

Put the organization's needs ahead of one's own

150

35

35

35

35

35

36

Learn self control otherwise one's influencefisn more negative than 36

positive.

Create an environment where people can thrive.
Encourage virtuous behaviors.

Promote positive emotions.

Promote energizing networks.

Learn to understand other people's viewpoints.

Learn to understand the unspoken communicatindgrimary power
connections.

Be approachable.
Be available.

Be aware the leader's mood and emotions aragious and will
spread quickly throughout the entire organization.

Maintain a positive outlook to inspire feelingfssecurity, trust, and
satisfaction in the organization

Make positive thinking a habit to make the oigation flourish.

Focus on enabling and bringing out the besaith person in the
organization.

Lower employee stress by displaying positiaelér behaviors:
support, empowerment, and consideration.

10

10

10

10

11 & 36

11

11

11

25

25

25

25

19 & 26



35.

36.

37.

38.

39.

40.

41.

42.

43.

44,

45,

46.

47.

48.

49.

50.

51.

52.
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Ensure one's leadership style reduces strés than being a constant 26
stressor in the organization.

Beinclusive and encourage access to social suppodrrthan isolatink 26
individuals and exaggerating the negative effettsarkplace stressors

Take a people-first approach to leadershipdéognt workplace 26
violence.
Take an active interest in other people's amisce 36

Stay connected with the people in one's orgdiniz and take the time 36
to be aware of the unspoken emotions coming frqgraraon or the

group.
Understand the beliefs, values, andunderlyitggsrin the unit. 36

Acknowledge and meet team members’, customeand’ supervisors’ 37
needs.

Think about one's actions and how they wiluahce theorganizatione 37 & 40
climate rather than just how they will effect tleadler personally.

Be aware of when people need help and be capase when 37
responding to both personal and work-related irt&gn

Guide and motivate people with a compellingovis 38
Be persuasive and engaging when addressingua.gr 38
Cultivate people's abilities by being a cagogch. 38
Be ready to initiate, manage, and lead in a diegction when needed. 38
Resolve disagreements rather than ignoring.them 38
When resolving a disagreement, raise the iseaegnize others’ 38

feelings and perspectives, and then focus on dawiall involved.
Encourage collaboration, cooperation, and teaiding. 38

Set the example with a high standard for ematlg acceptable 39
behavior within the organization

Develop a strong support system within the miggdgion and among 40



53.

54,

55.

56.

57.

58.
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personnel in order to have a strong effect on tiyarazation.

Recruit personnel with high emotional intelhge skills as they tend to 40
have a positive impact on organizational success

Control stress at one's personal, team, arahzagtional level. 41

Be a strong resource for social support iriotd be a buffer for 43
occupational stress.

Recognize people in the organization for thalbday-to-day 43 & 44
accomplishments.

Focus on people's strengths so they will beerhkely to stay highly 43
engaged at work.

Identify possible causes for stress and devadydions. 44
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Lived Experience Protocol

# of

Protocol

Element Protocol Entry

1. Deliver results

2. Relationships are important--take time to cohmeth people

3. Be consistent and reliable

4, Set high standards and clear expectations

5. Provide decision makers with actionable data

6. Encourage people -- don't be a dream stealer

7. Set one's people and organization up for suceessource projects properly
to get maximum benefit

8. Follow-through

9. Get stakeholder buy-in

10. Smatrt hiring is critical--select people basedtiitude, creativity, self-
motivation & persistence

11. Streamline the process

12. Invest in quality training

13. Set stretch goals to develop one's people

14. Give continuous feedback and positively reicdéatiesirable behaviors

15. Care enough to take action

16. Communicate clearly and confirm what you said/hat people received

17. Be enthusiastic

18. Provide top-cover; if it's great, the teamidid it's not, take responsibility

for it



19.

20.
21.
22.
23.
24,

25.
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A common challenge can be used to pull a tegether--use it to one's
advantage
Make the tough decisions
Trust one's team
Be a servant leader
Set the example--integrity first
Be a team player

Be open to new ideas

154
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