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A N  I N T E G R A T I V E  R E V I E W  O F 

T H E  L I T E R A T U R E  

    MARDELL     MAXWELL      

 This article explores the use of emotional intelligence ( EQ ) as a leadership characteristic to drive 

enrollment performance at colleges and universities in the United States. The next decade of higher 

education will present continuous, dramatic, and transformational change in higher education. 

New paradigms and educational delivery systems will become commonplace. Federal legislation 

may strongly infl uence admission practices, tuition increases, and mandates for standard retention 

and graduation rates. Changing demographics and an uncertain international climate will alter the 

population of future university classes. Resources that assist college students in paying for their edu-

cation will likely decrease. Technology will continue to make higher education available to students 

of all ages and at all times of the day and night. In short, change will be constant, and effective 

leadership among educational administrators, such as enrollment managers, will be imperative. 

The relationship between  EQ , leadership effectiveness, and enrollment performance are examined. 

The article concludes with a review of emotional intelligence research in higher education and a 

discussion of the implication of enrollment performance for  EQ  research and practice.   

   Higher education has experienced a lot of change 
over the past 20 years. There has been an increase 
in managerial control (managerialism); an increase 
in competition (marketization); increased scrutiny 
alongside greater developed responsibility (audit); and 

a remodeling of structures and operations of corpo-
rate organizations (corporatization) (Szekeres, 2006). 
Con sequently, new approaches to leadership in higher 
education are being explored as universities face the 
dual challenges of competing in globally competitive 
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work and designing opportunities to build and develop 
sustainable leadership. Similar challenges are experi-
enced across many industries. However, higher edu-
cation occupies a unique position given its role in the 
development of new knowledge and dissemination of 
existing knowledge.  

  Problem Statement 
 Th ere are approximately 4,700 degree-granting col-
leges and universities in the United States, and each 
is living through a revolu tion (National Center for 
Education Statistics, 2016). Th e contemporary era of 
higher education, marked by privatization, corporati-
zation, and accountability, brings more complexity to 
higher education. By 2020, there will be several U.S. 
states experiencing moderate to signifi cant decreases 
in high school graduates, which means greater compe-
tition for a diminishing number of college candidates 
(Kiley, 2013). Hig her education costs will likely con-
tinue to climb, to further a trend of infl ation that has 
risen faster than the consumer price index. It is likely 
the federal government will continue to reduce federal 
aid for college students. Institutions that involve faculty 
members in the enrollment process may have diffi-
culty attracting the most academically talented students 
because of the decrease in faculty openings. 

 Th us, we face a new paradigm in higher education 
and strategic enrollment management (SEM) organi-
zations. It presents some compelling threats and some 
fresh opportunities. Colleges and universities rely on 
enrollment as an important source of revenue. Th ere-
fore, enrollment managers cannot allow their institu-
tions to drift from their enrollment goals. Implications 
could include cutting programs, services, faculty mem-
bers, and staff. In such a challenging environment, 
organizational leadership becomes critically important. 

 Knight and Trowler (  2000  ) state that eff ective leadership 
can cultivate a culture that supports learning and teaching. 
Boyce, Zaccaro, and Wisecarver (2004) sug gest that lead-
ership traits contribute signifi cantly to leadership eff ec-
tiveness, leadership development, and career progre ssion. 
Goleman (1995) advocates a signifi cant characteristic of 
eff ective leadership is emotional intelligence, “to monitor 
and regulate feelings to guide thought and action through 
fi ve basic competencies: self-awareness, self-regulation, 

motivation, empathy, and social skills.” Th us, we fi nd a 
signifi cant relationship between emotional intelligence, 
organizational leadership, and strategic enrollment 
management—each dependent on the other to achieve 
institutional goals. 

  THE GAP IN LITERATURE 

 The primary issue is the fact that there are limited 
studies regarding emotional intelligence in higher edu-
cation, most focusing on the emotional intelligence 
traits of high-performing students, faculty members, 
and academic administrators. Also, the vast majority of 
the studies are quantitative in nature, aiming to iden-
tify specifi c characteristics or traits or those with high 
scores on emotional intelligence tests. Vandervoort 
(2006) stat es that components of emotional intel-
ligence include awareness of feelings, psychological 
insight, the ability to manage emotions, and behavior 
that meets one ’ s needs and goals. It is not understood 
how emotional intelligence is perceived to contribute 
to the performance of SEM organizations. 

 An integrative review of the literature highlights that 
there is little known about the capabilities and prac-
tices associated with emotional intelligence in SEM 
organizations. Empirical evidence is emerging for emo-
tional intelligence in areas of student performance and 
academic departments. Ho wever, Bryman (2004) argues 
that emotional intelligence cannot be broadly applied; 
rather, its paradigms may be used diff erently based on 
diff erent characteristics, cultures, and situations. 

 A qualitative study will contribute to the knowledge 
about organizational leadership, emotional intelligence, 
and educational studies. A quantitative study would 
not provide as deep an understanding around the 
issues that SEM organizations face. Furthermore, this 
specifi c study aims to bridge the gap between organiza-
tional leadership, emotional intelligence as a leadership 
characteristic, and the perceptions of how emotional 
intelligence influences the leadership of enrollment 
managers. 

 Th e research questions addressed by this article are:

1.   How do enrollment managers perceive their ability 
to understand personal moods and emotions as 
contributing to his or her ability to eff ective lead 
SEM organizations? 
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2.  How do enrollment managers perceive their ability 
to control or redirect disruptive impulses as con-
tributing to their ability to effective lead SEM 
organizations? 

3.  How do enrollment managers perceive their ability 
to understand the emotions of others as contributing 
to their ability to eff ective lead SEM organizations? 

4.  How do enrollment managers perceive profi ciency 
in cultivating and nurturing relations as contrib-
uting to their ability to eff ective lead SEM orga-
nizations?     

  Method 
 Emotional intelligence, as a leadership characteristic, 
is addressed through an integrative review of existing 
literature. An integrative literature review illustrates 
new knowledge and refl ects a perspective about the 
topic reviewed (Torraco,   2005  ). New perspectives are 
formed by developing a unique framework of looking 
at an issue or topic (Webster & Watson,   2002  ). Th is 
methodology works well when existing research covers 
a multitude of areas, thus requiring an integrated way 
of reviewing, critiquing, and synthesizing the literature. 
Th is article will integrate literature from educational 
studies, organizational leadership, strategic enrollment 
management, and emotional intelligence to discuss 
emotional intelligence, as a leadership characteristic, 
among enrollment managers. 

 The unique nature of colleges and universities is 
examined. Its unique position is defined by its role 
to develop new knowledge and disseminate existing 
knowledge, rather than create profi t. Its structure is a 
complex relationship between academia and student 
life, brick-and-mortar and digital modality, and private 
and public well-being. 

 Also, how the structure and culture of high education 
intersect with organizational leadership is examined. 
Increasingly, there is evidence that illustrates emotional 
intelligence is connected to eff ective leadership prac-
tices in the university environment (Bryman, 20 07; 
Coates & Anderson,   2007  ; Dulewicz & Higgs, 2003; 
Geo rge, 2000; Herbst, 20 07; Rantz, 20 02; Rowley & 
Sherman,   2003  ; Scott, Coates, & Anderson,   2008  ). 
Th ere are critics who point to an apparent lack of emo-
tional intelligence among higher education leaders 

(Anderson & Coates, 20 09; Dulewicz & Higgs, 20 03; 
Herbst, 200 7). Goleman (19 95) states that a signifi cant 
characteristic of eff ective leadership is emotional intelli-
gence, which is the ability to acknowledge and regulate 
emotions to guide action using fi ve core competencies: 
self-awareness, self-regulation, motivation, empathy, 
and social skills. Th us, there is an important paradigm 
for strategic enrollment management (a function of 
higher education), organizational leadership, and emo-
tional intelligence—each dependent upon the other to 
achieve institutional goals. 

 Th ree databases—Academic Search Premier, Clas-
sic Catalog, and Google Scholar—were searched to 
identify literature on SEM, organizational leadership 
in higher education, and emotional intelligence as a 
leadership characteristic. Key subject terms were used 
as descriptors to identify the most appropriate and rel-
evant literature. 

 Finding the most appropriate literature was completed 
by using the three databases mentioned above. Articles 
were also identifi ed by using references from relevant 
journals, such as the Journal of College Admissions 
(Rapelye, 1990), Leadership Quarterly (MacKenzie, 
Moorman, & Moorman, 1990; Hollander, 1992; Pesco-
solido, 2002; Zaccaro & Wisecarver, 2010), and Journal 
of Personality Assessment (DiPaolo & Salovey, 1990). 

 Each article found was analyzed based on the criteria 
presented here. First, articles were examined for com-
patibility with the topics of SEM, organizational lead-
ership in higher education, or emotional intelligence as 
a leadership characteristic. Th en, articles were retained 
or eliminated based on their strengths and weaknesses. 

 Second, the articles retained were organized into 
themes, allowing them to illustrate the role of emo-
tional intelligence among strategic enrollment man-
agers and the need for additional research to best 
understand its infl uence on eff ective leadership prac-
tices in higher education. Th e integrated analysis of 
each article, as illustrated in Figure   1  , shows the rela-
tionship between SEM, organizational leadership in 
higher education, and emotional intelligence as a lead-
ership characteristic. 

      In summary, three bodies of literature provide the 
basis for the paper—literature on SEM organizations, 
organizational leadership in higher education, and 
emotional intelligence as a leadership characteristic.  
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  Strategic Enrollment Management 
in Higher Education 
 Th e literature on SEM in higher education addresses 
the importance enrollment performance has on the 
culture, resources, and perception of colleges and uni-
versities (Hoover,   2014  ; Quirk,   2005  ). Literature for 
this category was selected for review only if it met all of 
the following criteria:

•    Location of enrollment performance.  Literature 
selected on SEM in higher education was limited 
to literature addressing enrollment performance in 
the United States. 

•   Type of enrollment division.  Literature selected on 
SEM in higher education was limited to depart-
ments or divisions that encompass admissions, 
fi nancial aid, retention, and marketing.   

 Baker (  2012  ) defi nes enrollment management as 
the functions and systems that optimize quantity, 
quality, and compositions of the study body while 
generating net tuition revenue required to run a 
fi nancially sustainable school. It is how the institu-
tion approaches challenges and opportunities relating 
to its fi nancial health, perception, economic impact, 
and social environment. It is a process integrated 
by recruitment, cost, fi nancial aid, student life, and 
academic aff airs. 

 Whether public or private, two-year, four-year, or 
graduate, traditional or online, dep ends on recruiting 

and enrolling new students to complete educational 
programs. From the vantage point of sustaining an 
institution, SEM addresses the size of the student 
population to stay within the desired range—prevent-
ing being taxed beyond capacity and being able to 
deliver quality instruction. Th ere are revenue impli-
cations that will depend on the type of institution 
and its priorities. Th ese priorities will determine the 
desired head count and the marginal cost associated 
with providing instruction and services (Bontrager, 
  2004  ). 

 Th e historical roots of SEM date back to Harvard 
College in 1646. The first law of Harvard College 
introduced the fi rst admissions practice:

  When any Scholar is able to Read Tully or such like 

classical Latin Author  ex tempore,  and make and speak 

true Latin in verse and prose  suo (ut aiunt) Marte,  and 

decline perfectly the paradigms of Nouns and vers in 

the Greek tongue, then may he be admitted to the 

College, nor shall any claim admission be fore such 

qualifi cations. (American Institute of Instruction, 1868)  

Financial aid was introduced by Lady Ann Rad-
cliff Mowlson, who provided a scholarship to Har-
vard College for the “yearly maintenance of some poor 
scholar” (Godzicki,   1975  , p. 15). 

 Coomes (  1994  ) states that early American college 
enrollment levels were driven by institutional expan-
sion. Before the Revolutionary War, higher educa-
tion consisted of 12 small provincial colleges. As the 
nation expanded westward, colleges would follow. 
This expansion of higher education required the 
development of new administrative functions. Hossler 
(1986) fou nd that in many early American colleges 
the president and members of the faculty assumed the 
recruiting function. Rudolph (  1990  , p. 126) adds, 
“Th e president was just as likely to spend time beating 
the bushes for new students as he was teaching the 
capstone moral philosophy course, or administering 
the college.” 

 Scannell (  2013  ) found the most common reporting 
line would be to the chief academic or chief finan-
cial officer. Other institutions structure enrollment 
responsibilities under the vice president for university 
relations. Another model places enrollment responsi-
bilities such as marketing and communications, alumni 

Strategic

Enrollment

Management

Organizational

Leadership

Emotional

Intelligence

 Figure 1           .  A Model That Illustrates the Relationship 

Between Strategic Enrollment Management in Higher 

Education, Organizational Leadership in Higher Educa-

tion, and Emotional Intelligence 
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relations, publications, and development under Institu-
tional Advancement. Th is model can be very eff ective 
when there is a concerted eff ort by enrollment man-
agers to cultivate a strong partnership with academic 
aff airs (Scannell,   2013  ). 

 Baker (2011) off ers four components to SEM:
1.    Admission,  a subset of SEM, is the coordinated 

effort that advances and tracks students from 
prospects to enrolled students and beyond. Th e 
admissions function interacts strategically with 
the functions involved in managing registration, 
orientation, curriculum, and student life. Today, 
the admissions office is responsible for several 
functions, much of which exists in an environ-
ment where tuition costs are increasing, and the 
marketplace for enrolling students is more com-
petitive. Th e admissions offi  ce is expected to meet 
revenue goals based on student head count and 
maintain the desired profi le or characteristics of 
incoming classes. Rapelye (  1999  ) refl ects on the 
role of Admissions by saying:

  As admission professionals, we are simultaneously 

educators and business managers, bringing in 

millions of dollars of revenue to our institutions and 

(hopefully) spending smaller amounts in fi nancial aid. 

We serve as advisors to our presidents, spokespeople 

to our alumni/ae and the outside world including 

the media, leaders to our staffs, and, if we are fortu-

nate, counselors to our college students. We deliver 

the class to the faculty, calculate the statistics for our 

trustees, fi ll out questionnaire after questionnaire for 

guidebooks and survey groups, and work with par-

ents, guidance counselors and students. (p .23)  

2.    Retention  focuses on the school ’ s ability to keep 
and reenroll students from one year to the next. A 
combination of programs and community mem-
bers assist in helping admitted students persist to 
degree completion. Huddleston (  2000  ) highlights 
that student retention is a widespread concern 
among colleges and universities. At least 40% of 
all entering students will earn their baccalaureate 
degree from an institution that diff er from the one 
they initially enrolled (National Center for Educa-
tion Statistics, 1996). Educ ational and vocational 
advising is vital to student persistence in college 

(Huddleston,   2000  ). Eff ective academic and career 
advisement programs are vital in retaining students 
at all levels within an education setting. 

3.   Marketing  is the process that matches a product or 
service to the needs, interests, and abilities of pro-
spective purchasers. Regarding higher education, 
the purchasers are prospective students. Marketing 
clarifies the institution ’ s image, establishing 
enrollment targets to meet school composite goals. 
Krachenberg (  1972  ) refl ects on the comprehensive 
value of marketing by saying, “Marketing deals 
with the concept of uncovering specifi c needs, sat-
isfying these needs by the development of appro-
priate goods and services, letting people know 
of their availability, and off ering them at appro-
priate prices, at the right time and place” (p. 380). 
Employing marketing concepts, educational insti-
tutions have formulated plans that create institu-
tional awareness, identify student demographics, 
forecast student demand, and develop strategic 
plans for enrollment and retention.   

 Duniway (  2012  ) off ers fi nancial aid as an additional 
component to the SEM model. He says, “Financial 
aid plays an increasingly critical role in attracting new 
students and ensuring that students can continue to 
degree completion. Financial aid can also signifi cantly 
impact the net fi nancial resources per student available 
to fund instruction and other services” (p. 31). Students’ 
decision to attend a particular college or university is 
influenced by educational values, family lifestyle, or 
socioeconomic status. Institutions can aff ect the decision 
process through tuition pricing and sophisticated fi nan-
cial aid strategies. Financial aid administrators are cru-
cial to enrollment planning both for the support of new 
student enrollments and for student retention. Most 
institutions off er a fi nancial aid offi  ce, which responds 
to student and family questions or concerns regarding 
scholarships and fi nancial aid. Much like the admissions 
offi  ce, the fi nancial aid offi  ce is also responsible for the 
needs of the institution, particularly those related to rev-
enues and enrollments (Huddleston,   2000  ). 

 Scannell (  2013  ) argues that SEM is a process where 
diff erent functions work together for recruiting, fund-
ing, retaining, tracking, and employing students. Duni-
way (  2012  ) asserts that SEM is a complex activity. 
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Th ere is no other department or division within higher 
education that functions so comprehensively.  

  Organizational Leadership 
 Th e literature on organizational leadership in higher 
education addresses the role of leadership in higher 
education (Knight & Trowler,   2000  ; Middlehurst, 
Goreham, & Woodfi eld,   2009  ; Scott et al.,   2008  ). We 
will discuss how the literature of this topic has evolved 
and issues that exist between research and practice. 
Literature for this section was based on the following 
criteria:

•    Type of industry.  Literature selected on organiza-
tional leadership in higher education was limited 
to literature addressing leadership in the higher 
education industry. 

•   Type of institution.  Literature selected on organiza-
tion leadership in higher education was limited to 
literature addressing public universities. 

•   Location of institution.  Literature selected on orga-
nization leadership in higher education was limited 
to literature addressing institutions in the United 
States.   

 To best understand emotional intelligence as a 
leadership character, it is imperative to discuss lead-
ership and leaders. The discipline of leadership has 
been studied for more than 100 years. Greek philoso-
phers such as Plato and Socrates, along with numerous 
authors, have analyzed leadership and the infl uence of 
leaders. Th ere are currently more than 200 leadership 
defi nitions, yet there remains a certain mystery as to 
what leadership is and how it works. Stogdill (  1974  ) 
concluded that there are almost as many defi nitions of 
leadership as there are persons who have attempted to 
defi ne the concept. 

 Researchers have developed theories based on a vast 
array of research fi ndings. First, researchers believed 
that leaders possessed certain traits that enabled them to 
eff ectively lead others. Notable leaders such as Martin 
Luther, George Washington, and Napoleon Bonaparte 
were considered to be great men that were endowed 
differently than others. Focusing on traits revealed 
common characteristics shared among leaders like 
responsibility, participation, and status (Stogdill,   1948  ). 

An example of a notable trait theory is the charismatic 
leadership theory, proposed by House (  1977  ), which 
focuses on a leader ’ s ability to leverage a strong desire 
for confidence, conviction, and power to influence 
others. 

 Scholars quickly realized that searching for a single 
or set of traits that could reliably predict leadership was 
to a degree inaccurate and unproductive. Researchers 
su ch as Bass (1990), Stogdill (  1948  ), and House (  1977  ) 
found that leaders are no diff erent than other people. 
So their focus shifted to describing the actions and 
behaviors that seemed essential to leadership. For 
example, scholars at the University of Iowa identifi ed 
three styles of leadership behavior that lie on a con-
tinuum: (a) autocratic style, (b) democratic style, and 
(c) laissez-faire style (Lewin & Lippitt,   1938  ). Th ese 
styles have been incorporated into the development of 
managers and identifying eff ective leadership behav-
iors. Despite new developments in leadership theory, 
the results of trait and behavior approaches to leader-
ship were mixed and inconclusive. 

 Contemporary research has evolved to focusing on 
the relationships between leaders and followers. Th e-
ories such as the transformational leadership theory  1   
and leader–member exchange theory  2   place value in 
how groups of people with common goals work collab-
oratively to infl uence change. Drucker (  2007  ) identi-
fi ed four components that are central to the leadership 
phenomenon:

1.   Leadership is a process. 
2.  Leadership involves infl uence. 
3.  Leadership occurs in groups. 
4.  Leadership involves common goals.   

 Northouse (  2010  ) further defi nes leadership as a pro-
cess whereby an individual infl uences a group of indi-
viduals to achieve a common goal. Hollander (1978) 
beli eves leadership is a process of infl uence between 
a leader and those who are followers. Fiedler (  1967  ) 
defi nes a leader as the person in a group who directs 
and coordinates task-oriented group activities. Each 
of these defi nitions, among many others illustrated by 
authors and researchers throughout history, has cen-
tered their defi nitions and theories of leadership on the 
infl uence phenomenon. 
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 For this study, we will define leadership as an 
infl uence relationship between leaders and followers, 
who have a shared goal and work collaboratively to 
create positive change. Th is defi nition is used as the 
framework for describing leadership and role of emo-
tional intelligence as a characteristic. 

  LEADERSHIP VERSUS MANAGEMENT 

 Th e university setting has two diff erent types of cul-
tures; the management culture and the academic 
cul ture (Kuiper, 2005). Within each culture exists 
opposing motivations, obligations, and goals (Par-
rish,   2011  ). Institutions that have not adopted a co-
curricular learning model have an academic culture 
that is focused on research, teaching, and learning. Th e 
management culture is focused on positioning the uni-
versity to be a profi table business. Th e notion of two 
cultures existing within the university environment is 
refl ective of the two opposing paradigms—leadership 
and management—both having an infl uence on the 
success of the university. 

 A large body of scholarly work in recent years 
has argued persuasively, if not conclusively, that 
management is qualitatively diff erent from leadership. 
Many writers are convinced that leading others involves 
at minimum sharing power, focusing on a particular 
vision, and empowering others to achieve great things. 
For managers, performance-based outcomes are the 
focus of the daily operation. 

 Ramsden (  1998  , p. 3) describes management in 
higher education as being perceived as “intrusive, 
restrictive and grounded in unnecessary administrative 
tasks that are concerned with functional eff ectiveness 
and effi  ci ency.” In contrast, leadership is seen as a col-
laborative process, focused on influencing or moti-
vating others in a new direction aligned with shared 
goals (Knight & Trowler,   2000  ). 

 Scott et al. (  2008  ) conducted a study of the capa-
bilities of eff ective leaders at Australian institutions. 
Th e study contains of a sample of 500 leaders, across a 
range of roles, from colleges and universities. Findings 
assert the perceptions of management are more opera-
tionally focused on day-to-day matters. Managers had 
a formal position and were predominantly concerned 
with ensuring the effi  ciency and eff ectiveness of the 
organization. In contrast, findings illustrated the 

perceptions of leadership diff ered from management. 
Leaders were perceived to be more strategically focused 
on the future of the organizations, using a set vision for 
collective advancement. Leadership is perceived to be 
a mix of formal and informal positions. Leaders were 
seen to “do the right thing” (Scott et al.,   2008  , p. 2) 
and possess a high level of strategic capability. 

 Middlehurst et al. (  2009  ) further describe the dif-
fering perceptions of leadership and management in 
higher education. Leadership is perceived to be the 
antithesis of authoritative power. Leaders in higher 
education are driven to use diff erent sources of power, 
such as credibility and expert knowledge, to infl uence 
the action and attitudes of others. Management is per-
ceived to come from an authoritative energy. Managers 
don ’ t motivate or enthuse; rather, they command and 
dictate because they have the power to do so. 

 Gardner (  1983  ) captured the importance of 
thinking about concepts and definitions when he 
asserted that “the fi rst step is not action; the fi rst step 
is understanding” (p. xiv). Leadership is a complex 
phenomenon that is easily (and commonly) misunder-
stood. It does not necessarily relate to formal positions, 
it does not involve wielding power, it is not defi ned by 
the achievement of specifi ed goals, and it seems to have 
very little in common with management. Th is research 
investigation is primarily concerned with enrollment 
managers’ perceptions, processes, and practices of emo-
tional intelligence to bring about eff ective leadership.  

  LEADERSHIP ST YLES 

 Th e study on transformational leadership has evolved 
in the past decade and a half. Leadership is interrelated 
with transformation: the transforming of people, orga-
nizations, and society through an infl uence relationship 
between leaders and followers. Our knowledge about 
leadership characteristics and style has been enhanced, 
which has led to several theories being established as 
dominant paradigms in the leadership fi eld. Despite 
the development, there are several facets of diff erent 
forms of leadership that we do not know much about. 
Th erefore, it is most appropriate that we examine where 
leadership studies should go in the future. Leaders 
have an important role in cultivating and sustaining 
employees’ performance. Th ere is limited research that 
addresses how transformational leadership produces 
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a high-performing workforce that exceeds goals and 
expectations. 

 Organizations with a strong climate cultivate rela-
tionships of trust between employers and employees. 
Employers trust that their employees will work to 
their full potential. Employees trust that their work 
will be adequately rewarded. Th e relationship between 
leaders and employees is also built on trust. Leaders 
trust that followers will join the coalition with convic-
tion. Followers trust that leaders will guide them with 
confi dence and a clear vision. 

 Trust is defi ned as a psychological expectation that 
another party will perform particular actions that are 
important to oneself (Akker, Heres, Lasthuizen, & 
Six,   2009  ). Th e trust employees have for their leader 
is strongly dependent on their integrity. Integrity is 
the devotion to a set of values, norms, and principles 
(Akker, Heres, Lasthuizen, & Six,   2009  ). Trust can 
be viewed from two lenses: conditional and uncon-
ditional. Conditional trust is where both parties are 
willing to work together, as long as each behaves com-
passionately and ethically. Unconditional trust is based 
on the shared values between individuals. Th ese shared 
values become what structures the relationship and 
drives the experience (G. R. Jones & George,   1998  ). 
Th e core aspects of trust, as it relates to emotional intel-
ligence, focus on a leader ’ s behavioral consistency with 
words and benevolence toward others (Butler,   1991  ). A 
leader ’ s words must be consistent with future actions to 
develop or maintain trust with direct reports. 

 Also, scholars have defi ned trust on the notion that 
direct reports believe their leaders behave in a way that 
is positive and is helpful to them (i.e., benevolence). 
Hosmer (  1995  , p. 393) proposed, “trust is the reli-
ance … and on a voluntarily accepted duty on the 
part of another … to recognize and protect the rights 
and interests of all others engaged in a joint endeavor 
or economic exchange.” Eff ective leaders do not seek 
to fulfill self-interest at the expense of others. At a 
minimum, leaders strive to satisfy the group ’ s interest 
(utilitarianism). 

 Podsakoff , MacKenzie, Moorman, and Fetter (  1990  ) 
found that transformational leadership might be the 
best theory that links followers’ trust in their leaders. 
Transformational leadership is a process where leaders 
motivate followers to greater levels of morality and 

collective purpose. Transformational leadership moves 
individuals beyond a perspective that is focused on 
self-interest. Th erefore, members of an organization 
take part in collaboration and develop cohesion. Fur-
thermore, transformational leaders act consistently 
with their moral principles (integrity), care for others, 
consider the consequences, and act as role models. 
Employees develop trust in their employers when they 
see the benevolence of their leaders. 

 Th e social learning theory suggests that people learn 
within a social context. Th e theory bridges behavior 
and cognitive theories because it incorporates attention, 
memory, and motivation. Bandura and Walters (  1963  ) 
claims behavior is learned by observing others and 
using those observations to develop new new behav-
iors. Bandura proposes that observational learning can 
take place in three ways.

1.    Live model.  People learn by observing the actual 
behavior that is being displayed by the leader. 

2.   Verbal instruction.  People learn by the verbal 
descriptions of how the leader wants followers to 
participate and engage in behavior. 

3.   Symbolic.  People learn by the behavior that is dis-
played through media, including movies, televi-
sion, Internet, literature, and radio.   

 Kark and Shamir (  2002  ) illustrate the relationship 
between transformational and transactional leader-
ship and role modeling. Transformational leaders tend 
to articulate what followers and the organization can 
develop and gain. Transactional leaders are more prac-
tical and less idealistic. Th eir work is focused on the 
implementation of change rather than the formula-
tion of change. Applying the social learning theory, if 
transformational behaviors mirror the promotion focus 
that is characterized by the leader, the followers will 
likely inherit that behavior. 

 We should also consider the role of virtuous leaders 
and how a character can positively infl uence organiza-
tional behavior. Aristotle argues that moral virtues are the 
state between extremes of excess and defi ciency. He says, 
“Courage is the mean between cowardice and foolhar-
diness. Generosity is the mean between miserliness and 
extravagance” (McKeon,   1941  , p. 39). Additional exam-
ples of virtuous qualities include ambition, kindness, 
patience, perseverance, respect, sportsmanship, and truth-
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fulness. Each of these virtues drives intrinsic values and 
benevolence. Leaders that serve as role models provide 
an example of desired behaviors within the organization. 
Leaders illustrate through their behavior that generosity is 
most desirable compared to miserliness and extravagance. 
Aristotle ’ s virtue theory gives leaders balance, which ulti-
mately gives the organization balance. Eff ective leaders 
are virtuous and desire to infl uence others through value-
based principles. Th ese principles are innately learned and 
adopted by others in the organizations. 

 Motivation has been thoroughly studied by psy-
chologists, behavior specialist, business leaders, and 
leadership scholars. What motivates workers in the 
workplace and how does leadership impact motivation 
factors? Pink ’ s (  2009  ) theory on motivation is backed 
by four decades of research on human motivation in 
our personal lives, school, and work. His theory is 
an assumption that the driving force behind human 
behavior is rewards and punishments in an environ-
ment. Managers must reward desired behaviors and 
punish behaviors that are discouraged. The author 
argues that human beings are not much diff erent from 
horses— humans can be moved in the right direction 
by dangling a crunchier carrot or wielding a sharper 
stick. Wilson, Barrett, and Gray (  1989  ) argue there 
are two driving forces of human behavior: the reward–
punishment drive and the biological drive (e.g., hunger 
and thirst). Researchers were led to a third drive after 
encountering situations where biological and reward–
punishment were not producing the expected results. 

 Harlow and Moss (  1947  ) found that intrinsic value 
is a drive that motivates people to action. Harlow tested 
monkeys by giving them several puzzles to fi gure out. 
He discovered that when presented with a puzzle, the 
monkeys seem to enjoy the challenge without the 
presence or expectations of a reward. Conrath and Deci 
(  1969  ) replicated Harlow ’ s study on humans and found 
that humans too have the tendency to fi nd satisfaction 
in challenges without the expectation of rewards. 

 Moral managers understand that part of developing 
an ethical climate means aligning the skills of direct 
reports with roles and tasks that provide challenges and 
off er to mean. Former CEO of Southwest Airlines Herb 
Kelleher was asked which stakeholder is more impor-
tant, the shareholders, customers, or employees. Kelle-
her (as cited in Hyken, 2014) sa id, “Th e employees 

come first, and if employees are treated right, they 
treat the outside world right; the outside world uses 
the company ’ s product again, and that makes the share-
holders happy. Th at is the way it works, and it ’ s not a 
conundrum at all.” Because ethical leadership is people 
centered, there is an obligation to provide an organi-
zational structure or team design that gives employees 
intrinsic values. Pink (  2009  , p. 4) proposes that more 
businesses should adopt the self-determination theory, 
which suggests that human beings have an innate drive 
to be more autonomous, self-determined, liberated, 
and connected to others. A few suggestions for man-
agers to enhance motivation for others is to provide:

•    Autonomy.  Provides employees the independence 
to do their work in a way that is most accommo-
dating or fi ts the employees’ skill set. 

•   Mastery.  Allows employees to become better at 
something that matters to them. Many organi-
zations provide training or send employees to 
professional conferences. 

•   Purpose . An investment to fulfi ll employees’ desire 
to be a part of a cause or project that is greater 
than them.   

 Increasing employee satisfaction is a compassionate 
and ethical component for the employer. It is the 
responsibility of managers to develop an organizational 
structure that is in the best interest of internal stake-
holders.   

  Leadership in Strategic Enrollment 
Management 
 The literature on strategic enrollment managers 
addresses the importance of core concepts, best prac-
tices, and the infrastructure of successful SEM organi-
zations (Bontrager,   2004  ). Literature for this section 
was chosen based on the following criteria:

•    Type of publication.  Literature selected on leader-
ship in SEM organizations was limited to publica-
tions with an emphasis on topics specifi c to higher 
education. 

•   Type of enrollment division . Literature selected on 
enrollment management in higher education was 
limited to departments or divisions that encompass 
admissions, fi nancial aid, retention, and marketing.   
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 Studies of leadership in higher education often reveal 
the argument of existing knowledge, especially the 
nature and meaning of leadership across institutional 
and cultural contexts (Kezar, Carducci, & Contreras-
McGavin,   2006  ). Broadly speaking, there are two 
overlapping categories of leaders predominant in the 
scholarly literature. Th e fi rst category is associated with 
institutional and departmental management positions. 
Th ese studies tend to focus on the preferred character-
istics or approaches of institutional and departmental 
managers for responding to institutional changes, 
including management tips and strategies. Th e second 
category, which deals with the more traditional work 
of academics (including teaching and research), is dis-
cussed within the management discourse of eff ective-
ness. In these latter studies, leadership is perceived as 
an instrument to support planning development imple-
mentation and evaluation of academic work to achieve 
excellent performance. Understood in this way, it is the 
role of leaders to lead their academic colleagues to make 
good teaching or productive research, which ultimately 
echoes the focus or purpose of institutional and depart-
mental leadership in the first category. While these 
positional and instrumental orientations to leadership 
may be the prevailing discourses in institutions and 
scholarly literature, this article shows that individual 
academics interpret leadership in many diff erent ways. 

 Much like general defi nitions of leadership, litera-
ture relating to higher education has identifi ed several 
defi nitions of leadership in a higher education context. 
Ramsden (  1998  ) defi nes leadership in higher educa-
tion as “everyday process of supporting, managing, 
developing and inspiring academic colleagues” (p. 4). 
Another well-supported defi nition is concerned with 
managing change on both a personal and institutional 
level (Knight & Trowler,   2000  ). Other perceptions of 
higher education leadership are concerned with how 
people relat ed to each other (Kuiper, 2005). 

 Th ere is a strong belief that higher education lead-
ership needs to be contextually appropriate to the 
characteristics, culture, and situations of the discipline 
(Gibbs, Knapper, & Picinnin, 2008). SEM organiza-
tions depend on characteristics that refl ect a commit-
ment to change and a high level of expertise to lead the 
enrollment eff ort. SEM leaders must have the ability 
to communicate a vision and clarify goals. A particular 

implementation process that involves goals, structures, 
and strategies is deployed to reach desired outcomes. 
Bontrager ’ s argument coincides with several defini-
tions of organizational leadership, where leadership 
is defi ned as a process (Hollander,   1978  ; Northouse, 
  2010  ), involves shared goals (Drucker,   2007  ), and 
directs task-oriented group activities (Fiedler,   1967  ). 

 SEM leaders have an important role of change agent. 
SEM was established in response to a need for insti-
tutional change due to declining enrollment in the 
1960s and 1970s, the need to improve retention, and 
an emphasis on student diversity (P. Jones,   2003  ). SEM 
leaders may utilize strategic planning as a driver for 
change management. Deploying a well-done strategy 
involves a particular vision, articulating the vision 
with a plan, and using motivation tactics to elevate 
employees toward the vision (Ellis,   2010  ). Deter-
mining what changes or advancements are needed is 
the responsibility of SEM leaders, executive leadership, 
and the board of trustees (Hossler & Kalsbeek,   2008  ). 

 Northouse (  2010  ) argues organizational leadership 
must be collaborative. SEM leaders are challenged to 
create an environment where admissions, retention, 
and marketing function cohesively. Huddleston (  2000  , 
p. 66) says, “Integration, communication, and collab-
oration with the academic aff airs area are critical for 
a model ’ s successful operation, long-term vitality and 
acceptance by the campus community.” Ballard and 
Long (  2004  ) argue that faculty members should be 
incorporated in the SEM process. Penn (  1999  ) states 
that enrollment management has no authority in the 
classroom. Therefore, the involvement of faculty is 
critical since faculty members have a major role in the 
retention of students. 

 Another role of SEM leaders is to elevate the 
performance of employees within the organization. 
Leaders should possess the ability to transform atti-
tudes and behaviors that enable employees to accom-
plish more than the standard (Northouse,   2010  ). P. 
Jones (  2003  , p. 42) says, “How a leader communicates 
an attitude and vision will set the pace and tone in the 
workplace, which, in turn, inspires, motivates, and 
obtains signifi cant (often extraordinary) results from 
people and builds powerful, productive teams.” 

 Finally, SEM leaders must be able to implement 
eff ectively leadership characteristics, such as emotional 
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intelligence, that are most appropriate for the situation. 
Situational leadership is a theory that states the leader 
of an organization must adjust style and approach 
and to match the development level of the people the 
leader is trying to influence (Hersey & Blanchard, 
  1977  ). Deploying the most appropriate leadership is 
dependent on the degree of maturity of those being an 
infl uence. For example, employees with a high matu-
rity level benefi t most from relationship behaviors from 
the leader. Relationship behaviors provide listening and 
support through two-way communication. Employees 
with a low maturity level need task behavior from the 
leader. Task actions are the approach of telling peo-
ple what, when, where, and how to perform (Hersey, 
Blanchard, & Natemeyer,   1979  ). 

 Leadership characteristics, such as emotional intelli-
gence, provide the necessary social awareness skills to 
recognize maturity level of others. Th en, leaders can 
use self-management and social skills to understand the 
most appropriate leadership style that best infl uences 
the attitudes and behaviors of employees. Deploying 
emotional intelligence skills, such as empathy, make 
others a matter of importance and value. Rosenberg 
and McCullough (1981, p. 16 5) found that “mat-
tering is a motive: the feeling that others depend on 
us, are interested in us, are concerned with our fate, 
or experience us as an ego-extension exercises a pow-
erful infl uence on our actions.” High-performing SEM 
leaders and organizations do not happen by chance. 
Th ere is a substantial correlation between leadership 
principles and eff ective practices among enrollment 
managers. Th rough leadership, there is a commitment 
to the needs, roles, skills, interests, values, and interac-
tions of people (Black,   1999  ).  

  Emotional Intelligence as a Leadership 
Characteristic 
 The literature on emotional intelligence as a 
characteristic of leadership addresses the role of emo-
tional intelligence as a tool for application of leader-
ship. We explore the importance of using emotional 
intelligence to help enrollment management divisions 
navigate the increased demands on performance. Lit-
erature for this category was selected for review only if 
it met all of the following criteria:

•   Type of study. Literature selected on emotional 
intelligence was limited to literature addressing 
organizational leadership. 

•  Location of institution. Literature selected on emo-
tional intelligence was limited to literature address-
ing organizational leadership in the United States.   

 Experts believe the human brain has two diff erent 
types of intelligence: cognitive and noncognitive—
the right and left hemispheres. Th e fi rst brain, or the 
emotional brain, is located in the right hemisphere. 
Th is side acts initially, after which the second brain, 
which is located in the left hemisphere, is activated. 
Th e second brain is called the logical brain, as it con-
tains information about reasoning, the fundamentals 
of behavior, and cultural rules. Although they are dif-
ferent, these two types of intelligence are constantly 
interacting with each other. Goleman (  1995  ) believes 
that there are two active minds—one that thinks and 
another that feels. The rational mind is the under-
standing of our identity, and the emotional mind is 
the understanding of feeling. In most cases, these two 
minds are extraordinarily harmonious and balanced. 
When emotions start to fl are, this balance is disturbed, 
and the emotional mind dominates the rational mind 
(Sobhaninejad & Yoozbashi,   2008  ). Despite their dif-
ferences on the surface, the defi nitions of emotional 
mind all focus on one thing: awareness of emotions, 
their management, and the establishment of social 
relations. 

 Salovey and Mayer (  1990  ) defi ned emotional intel-
ligence as being able to monitor and regulate feelings 
to guide thought and action using fi ve basic compe-
tencies: self-awareness, self-regulation, motivation, 
empathy, and social skills. Goleman (  1995  ) added to 
this definition by describing emotional intelligence 
as abilities that are distinct and complementary to 
the cognitive abilities measured by the intellectual 
quotient (IQ). Hein (  1996  ) defi ned emotional intel-
ligence as the ability to control emotions and estab-
lish a harmony between feelings and logic so that it 
brings us the utmost prosperity. Bradberry and Greaves 
(2009) defi  ned emotional intelligence as the ability 
to know, understand, and control emotions and to 
use them in life. Goleman (  1995  ) adds that emotional 
intelligence is a kind of social skill and the ability to 
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communicate eff ectively with others, which includes 
sympathizing with them and controlling the emotions 
as well as resolving the confl icts. It has been praised 
as a tool that can assist organizations in identifying 
transformational leaders, reducing turnover, stimu-
lating creativity, improving organizational culture, and 
enhancing employee acceptance of radical cha nge (Car-
son, Carson, & Birkenmeier,   2000  ; Huy, 1999). 

 For this study, we will defi ne emotional intelligence 
as the capacity for recognizing our feelings and those 
of others for the purpose of motivating and managing 
our relationships and ourselves. Th is defi nition is used 
to understand the perceptions and relevance of emo-
tional intelligence, as a leadership characteristic, for 
enrollment managers. 

  RESEARCH HISTORY 

 In its infancy, emotional intelligence was studied 
as a characteristic of personal development and 
management. More specifi cally, emotional intelligence 
researchers focused their attention on children, people 
with disabilities, and people who are highly gifted. 
Researchers were interested in understanding whether 
their unique or underdeveloped cognition aff ected the 
management and use of the emotional brain. 

 Mayer, DiPaolo, and Salovey (  1990  ) conducted a 
study that examined people ’ s abilities to recognize emo-
tional content in faces, colors, and abstract designs. 
Findings were correlated to their abilities to empathize 
with others to learn more about the role of people ’ s 
abilities to identify and communicate about basic 
human emotions. Th e fi ndings suggest the ability to 
extract emotional information from faces, colors, and 
abstract designs were related to empathy. Empathy 
requires the accurate identifi cation of the emotional 
responses of other people. Th e data reported in the 
study contribute to the theories that a person must 
accurately perceive emotions in other before empathy 
can take place. “Individuals who are unable to deduce 
that certain colors or ambiguous designs suggest con-
sensually agreed upon feelings may be unlikely to feel 
empathy in more complex interpersonal situations as 
well” (p. 770). 

 Moore (  2009  ) conducted a study on the relevance of 
emotional intelligence among K–12 school adminis-
trators. Th e author states, “Studying emotional intelli-

gence provides leaders with the awareness necessary to 
meet the needs of staff  that are engaged in developing 
a common vision for their school, maintaining a focus 
on high achievement for all students, and creating 
school cultures of trust and respect (p. 1).” Empirical 
results conclude emotional intelligence and emotional 
intelligence coaching should be strongly encouraged 
for school administrators. School administrators can 
benefi t from learning how to deal with the emotions 
of others as well as their own. Th e author recommends 
that universities, school boards, and state department 
of educations should strongly consider implementing 
emotional intelligence development and coaching pro-
grams for potential and current school administrators. 
School administrators that have high emotional intel-
ligence will not only have stronger relationships with 
their colleagues, teachers, parents, and students but 
may be more eff ective in leading change and initiating 
school reform. 

 Chin, Anantharaman, and Kin (  2015  ) examined the 
relationship between the level of emotional intelligence 
and organizational performance. Th e performance of 
the organization was measured by fi nancial and non-
fi nancial outcomes. Th e Genos Emotional Intelligence 
construct was used to measure the level of emotional 
intelligence. Research fi ndings show that emotional 
intelligence within the organization positively aff ects 
the growth rate, company size, government capital 
expenditures and overall infl uence on the progress and 
performance of an organization. Organizations are 
concerned about their performance, be it fi nancial or 
nonfi nancial. As for the fi nancial aspect, the concern is 
largely for survival purposes. And for an organization to 
survive in a very competitive environment, many jump 
to any model or formula to improve their performance. 
Th e fi ndings of this study argue that emotional intel-
ligence positively influences environmental aspects, 
which will positively aff ect the fi nancial performance 
of the organization. 

 Existing literature shows an overwhelming corre-
lation between emotional intelligence and organi-
zational success. However, the state of emotional 
intelligence, as a leadership characteristic, is found to 
take diff erent forms in diff erent discipline areas and 
organizational cultures (Gibbs et al.,   2008  ). Leader-
ship is not a one-size-fi ts-all approach. Leaders should 
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pay careful attention to the context rather than make 
an assumption about the general applicability of emo-
tional intelligence or any other leadership theory or 
practice. It should not be assumed that literature 
connecting emotional intelligence to performance 
or organizational sustainability will hold the same 
eff ects in areas that have been underresearched, such 
as enrollment management. Th e challenges are dif-
ferent, the culture is diff erent, and the disciplines are 
diff erent. Th e gap in literature provides a rationale 
for studying the perceptions and relevance of emo-
tional intelligence as a characteristic for enrollment 
managers.  

  PARADIGMS 

 From Mayer and Salovey ’ s (1990) or iginal Emotional 
Intelligence Theory, Goleman (  1995  ) presented a 
framework to conceptualize emotional intelligence as 
four elements: self-awareness, self-management, social 
awareness, and social skills. Th e following description 
of these elements, also illustrated in Figure   2  , will serve 
as a framework for this study:

•    Self-awareness.  Th e ability to recognize and under-
stand feelings and intentions, as well as their eff ect 
on others. Principles of self-awareness include 
self-confidence, realistic self-assessment, and a 
self-deprecating sense of humor. Self-awareness 
depends on one ’ s ability to monitor one ’ s emo-
tional state and to correctly identify and name 
one ’ s emotions. 

•   Self-management.  The ability to control and 
redirect negative impulses and feelings, and the 
ability to suspend judgment and to think before 
acting. Principles include trustworthiness and 
integrity, comfort with ambiguity, and openness 
to change. 

•   Social awareness.  The ability to understand the 
emotions of others, to recognize others’ viewpoints, 
expertise in building and retaining talent, valuing 
diversity, and appreciating the organization ’ s goals. 
In essence, this part of emotional intelligence is 
about understanding and being in touch with the 
environment and acting most appropriately to 
those conditions. 

SELF-AWARENESS 

Self-confidence 

Emotional self-awareness 

Accurate self-assessment 

SOCIAL AWARENESS 

Empathy 

Organizational awareness 

Understanding the environment 

SELF-MANAGEMENT 

Self-control 

Trustworthiness 

Conscientiousness 

Adaptability 

Drive and motivation 

Initiative 

SOCIAL SKILLS 

Influence 

Inspirational leadership 

Developing others 

Influence 

Building bonds 

Teamwork and collaboration 

 Figure 2           .  Theoretical Elements of Emotional Intelligence 
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•   Social skills.  Th e ability to eff ectively manage rela-
tionships and build networks, and to fi nd common 
ground and build rapport. Principles of social skills 
include leading change, persuasiveness, and exper-
tise building and leading teams. People who are 
good in this discipline are also good at confl ict res-
olution and communicating the vision to others, 
enlightening them, and creating motivation and 
inspiration throughout the team (Goleman,   1995  , 
pp. 7–11).   

        EMOTIONAL INTELLIGENCE 

AND HIGHER EDUCATION 

 Higher education institutions, like most organizations, 
are dependent on eff ective leadership. It is also recog-
nized that leadership in a higher education context is 
uniquely diff erent from leadership in other settings. 
Eff ective leadership in the higher education context 
is evolving and emergent (Parrish,   2011  ). Goleman 
(  1995  ) studied more than 120 organizations and found 
that emotional competencies were responsible for 67% 
of eff ective leadership performance. Chen, Jacobs, and 
Spencer (  1998  ) discovered that emotional intelligence 
competencies were 53% more frequent in high-per-
forming employees compared to other cognitive com-
petencies. Cavallo and Brienza (2001) stu died more 
than 350 managers and 1,400 employees and found 
that emotional intelligence was a distinguishing factor 
in eff ective leadership. Empirical evidence proves there 
is a relevant connection between emotional intelli-
gence, effective leadership performance, and highly 
productive and successful organizations. 

 Anderson and Coates (2009) cond ucted a research 
study of roles and capabilities of leaders from Australian 
universities. Findings illustrated a dynamic combination 
of emotional intelligence, academic competence, and 
appropriate skills and knowledge. Salovey and Mayer 
(  1990  ) argue that empathy is a central characteristic of 
emotional intelligence. Similarly, empathy has been iden-
tifi ed as an important quality for leadership in higher 
edu cation (Bryman, 2004; George,   2000  ).  

 Pescosolido (  2002  ) found that managing the 
emotional processes of oneself and others has a 
signifi cant and positive impact on the eff ectiveness and 
performance of the team or organization. Rowley and 

Sherman (  2003  ) argue the need for leaders in a higher 
education context to exercise self-control and appro-
priately manage others and intricacies of their interper-
sonal relationships. Bass, Waldman, Avolio, and Bebb 
(  1987  ) attest that emotional intelligence, particularly 
related to using and managing emotions, is important 
for transformational leadership. 

 Th eories supporting the importance of emotional 
intelligence for enrollment managers are the foundation 
for this integrative review of the literature and had a 
signifi cant infl uence on the methodological approach 
that was adopted.   

  Implications for Emotional Intelligence 
as a Leadership Characteristic in Higher 
Education Research and Practice 
 No end is in sight for the transformation of higher 
education in the contemporary era. Change is plenty. 
Challenges are abundant. Th e next 20 years can mimic 
the previous 20 years with increases in managerial con-
trol, increases in competition, and increases in scrutiny 
and accountability (Jones, Lefoe, Harvey, & Ryland, 
2012). Institu tions turn to enrollment management 
to generate revenue and strengthen retention to create 
sustainability and institutional advancement. Conse-
quently, enrollment professionals face pressures to meet 
enrollment demands, diversity quotas, and balancing a 
mix between resident and nonresident students. What 
are the implications for a division, department, or team 
when managerial control, market competition, and 
public accountability increase? 

 The absence of leadership erodes the organiza-
tional environment (Goleman,   1995  ). More research 
is needed to understand the best practices for eff ec-
tive leadership in organizations focused on enrollment 
management in higher education. Emotional intel-
ligence is a tool, among many, that can be used for 
the practice of eff ective leadership. Empirical evidence 
argues that the following emotional intelligence attrib-
utes are important:

•   Self-confi dence 
•  Empathy 
•  Self-control 
•  Infl uence   
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 Goleman (  1995  ) presented a framework to con-
ceptualize emotional intelligence as four elements: 
self-awareness, self-management, social awareness, and 
social skills, as illustrated in Figure   2  . However, critics 
argue higher education leaders (Anderson & Coates, 
20 09; Dulewicz & Higgs, 200 3; Herbst, 20 07) lack 
these emotional intelligence attributes. 

 Boyce, Zaccaro, and Wisecarver (2010) sugg est that 
leadership traits contribute significantly to leader-
ship eff ectiveness, leadership development, and career 
progression. Goleman (  1995  ) states that a signifi cant 
characteristic of eff ective leadership is emotional intelli-
gence, which is the ability to acknowledge and regulate 
emotions to guide action using fi ve core competencies: 
self-awareness, self-regulation, motivation, empathy, 
and social skills. An important paradigm emerges for 
enrollment management (a function of higher educa-
tion), organizational leadership, and emotional intel-
ligence, each dependent upon the other to achieve 
institutional goals. Existing articles focus on the emo-
tional intelligence traits of high-performing students, 
faculty members, and academic administrators. Unfor-
tunately, there are limited studies regarding emotional 
intelligence in enrollment management. Consequently, 
there is a strong need for further study as to percep-
tions and relevance of emotional intelligence among 
enrollment managers. 

 In an environment where enrollment performance 
(the ability to meet enrollment objectives) is increasingly 
important, emotional intelligence research may provide 
a guide to best leadership practices in the fi eld. Leader-
ship is important. How we implement it and infl uence 
the performance of others is challenging and situational 
(Northouse,   2010  ). What works in the private sector 
may not work in higher education. Leadership practices 
that are eff ective in academic departments may not res-
onate in enrollment management divisions. Emotional 
intelligence research has a prominent role in under-
standing (research) and supporting (practice) the orga-
nizational leadership of enrollment managers and the 
performance of enrollment divisions.  

  Notes 

  1 . Transformational leadership: An infl uence process that motivates 
followers to accomplish more than what is usually expected of them 
(Northouse,   2010  ). 

  2 . Leadership–member exchange: Leadership process that makes 
the dyadic relationship between leaders and followers the focal 
point of the leadership process (Northouse,   2010  ).  
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