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There were no patterns that emerged with regard to the people side of the equation, or who the particular 

people were on the team.  What showed up as important was HOW the team worked together.  So the 

researchers took another look at the data and examined it in a different way.  
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Is there a feeling of trust amongst us?  Do I sense that my colleagues genuinely care about me as a person?  Do 

we have a culture where mistakes are framed as opportunities for growth?  Do I truly feel listened to?

The other 4 dynamics of Google’s high-performing teams were:

1. Dependability: Can we count on each other to do high-quality work on time?

2. Structure and Clarity: Are goals, roles, and execution plans on our team clear?

3. Meaning of Work: Are we working on something that is personally important for each of us?

4. Impact of Work: Do we fundamentally believe that the work we’re doing matters?
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Daniel Goleman is a psychologist and author whose book Emotional Intelligence: Why It Can Matter More Than 

IQ brought the concept of EI into public awareness.

1.  Self-Awareness - The ability to recognize and tune into your own emotional state

2.  Self-Regulation - The ability to control and or redirect disruptive impulses and moods

3.  Self-Motivation - A passion to work for reasons that go beyond money; when set backs occur, resist self-

defeating thoughts

4.  Empathy - The ability to understand the emotional make-up of people (including yourself), see the world 

through the eyes of others, and recognize and respond to others’ emotions

5.  Effective Relationships - Proficiency in managing relationships, influencing others, and building consensus 

and support for team goals
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In conducting his analysis on emotional intelligence in the workplace, Goleman looked at the competency 

models for 181 positions from 121 companies.  He found that two-thirds of the abilities essential for 

performance were emotional competencies.  For leadership positions, that number rose to 90%!

Global research shows that people with high emotional intelligence:

• Outperform those with lower EI levels

• Form strong relationships with others and have reliable support networks

• Build real social fabric within an organization, and between an organization and those it serves

• Are surrounded by others who want to help them in times of need

On the other hand, people with low levels of EI tend to create problems for teams and organizations as a result 

of their behavior.
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Emotional incompetence often stems from habits learned very early in life.  As we repeat these habits, the 

underlying neural connections become the brain’s default option – what we do automatically and 

spontaneously, without even thinking about it.  

Our cognitive abilities are based in the neocortex of the brain, which is evolutionarily the most recent part of the 

cerebral cortex.  Cognitive learning (like acquiring a new technical skill) involves fitting new pieces of information 

into existing frameworks of understanding within the neocortex.

Social and emotional competencies are based in the emotional centers of the brain, which are much older in 

evolutionary terms than the neocortex.  Learning in the brain’s emotional centers occurs not through words and 

ideas, but through simple, repeated actions and vivid experiences.  

Emotional and social learning is different than cognitive learning, as it requires actual modification of the 

circuitry in the emotional parts of the brain.  Changing habits is much more challenging than simply adding new 

information to old.
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At the center of our limbic system are the amygdalae.  The size and shape of an almond, these two regions serve 

as the alarm system of the brain, taking control over what we do just as the neocortex is beginning to try and make 

a decision.  

In short, the amygdala captures and drives the rest of the brain – including the rational mind.  It frantically commands 

that we react to the present in ways that were imprinted long ago with thoughts, emotions and reactions.  For the 

time it takes for the emotional circuit to run in our brain, it effectively hijacks our brain, making it temporarily 

impossible to access our higher thinking centers.
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From the moment that a stimulus triggers an emotional circuit within our brain, it takes only 90 seconds for that 

circuit to run its full course.  Think about the implications of that!  If you can stay angry for longer than 90 seconds 

(and who can’t?), you are making a choice – conscious or unconscious – to replay the stimulus and rerun the circuit.

A critical point to keep in mind: we cannot control the emotions that we feel, but we CAN control the length of time 

for which we feel them.
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Developing an internal “pause button” that enables you to stop before taking action is an invaluable skill.  

Cultivating the ability to pause gives you the opportunity to de-escalate (or re-engage) emotionally, reframe the 

situation, and reconnect with your higher thinking centers.  

In this way, you can make an informed decision, rather than acting rashly based on impulse.

Building this skill will not only help you with conflict on projects, it will help you with conflicts across your 

professional and personal life.
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The only person we can ever control is ourselves. We can control how we react to others, but not how they 

behave.  The S.O.S.S. is a good tool for de-escalating emotion in yourself and “buying some time” until you can 

regain access to your brain’s higher thinking centers and make an informed – instead of impulsive – decision.

Practicing mindfulness in the middle of a conflict demands a willingness to stay present, to feel intensely, to 

override our negative thoughts, and to engage our breath to maintain presence with the body. Like any skill, it 

takes practice.
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The Ladder of Inference is a model that describes an individual’s mental process while observing situations, 

drawing conclusions and taking action.  Personality and culture both factor into an individual’s unique Ladder of 

Inference.  

The model:

• Recognizes that when we say “the fact is …”, what we are often saying is “the fact (as I understand it based on 

my data selection process, cultural and personal background, judgments, beliefs, and assumptions) is …”

• Is a powerful tool to introduce at the beginning of a project to help team members collectively examine 

assumptions and beliefs 

• Helps get to shared meaning 

“The Ladder of Inference” is based on material from Overcoming Organizational Defenses by Chris Argyris.

Argyris, Chris. Overcoming Organizational
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Let’s watch this video together about the “Ladder of Inference” and how it affects our communications.

https://www.youtube.com/watch?v=KJLqOclPqis
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Read this article, which explores a common misconception about emotional intelligence.

“What People (Still) Get Wrong About Emotional Intelligence”

https://hbr.org/2020/12/what-people-still-get-wrong-about-emotional-intelligence
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