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Abstract

Emotional intelligence (EI) has been suggested as underpinning a number of behaviours considered important for project manage-
ment however few studies have been conducted to date examining whether training can improve EI. A sample of project managers in
the UK attended one of three 2-day EI training programmes and the effects of the training evaluated to determine its impact on emo-
tional intelligence abilities, empathy, and the project manager competences of teamwork and managing conflict considered to be under-
pinned by EI. Using a pre/post test research design, positive effects were found 6 months later in the emotional ability, understanding
emotions as well as the two project manager competences. Data collected 1 month post training showed no significant changes. The
results suggest that training can have an impact on the emotional intelligence of project managers but that other conditions following

attendance on training may also be necessary.
© 2009 Elsevier Ltd and IPMA. All rights reserved.
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1. Introduction

Over the past two decades the “human side” of project
management has increasingly been identified as a critical
component of the project manager’s role associated with
project management success (Cleland, 1995; Cooke-Davies,
2002; Cowie, 2003; El-Sabaa, 2001). Given that project
management involves attempting to get the best input from
a wide range of technical specialists and experts, many
authors have identified a large part of that role as constitut-
ing leadership and effectively managing relationships
between all the parties involved in a project (Milosevic et
al., 2001; Strohmeier, 1992). Baker etal. (1983) showed that
of the seven factors they identified which together
accounted for 91% of the variance between projects that
succeeded and those that failed, one factor, co-ordination
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and relations accounted on its own for 77% of the variance
perceived in project success. Yet more recently, Rudolph et
al. (2008) also found the behavioural dimension of project
management, which included communication, involve-
ment, motivation and identifying conflicts, played a large
part in contributing to greater project success.

It is against this background that a number of authors
have suggested that the concept of emotional intelligence
(El) may be an important area of individual difference that
may distinguish project managers’ effectiveness in perform-
ing these important “human skills” or behaviours (Druskat
and Druskat, 2006). To date, five studies have appeared in
the literature specifically investigating emotional intelli-
gence in project contexts. These examined relationships
between emotional intelligence and either leadership or
project management competences associated with “human
skills”, and have found some promising positive results
(Butler and Chinowsky, 2006; Leban and Zulauf, 2004;
Mount, 2006; Muller and Turner, 2007; Sunindijo et al.,
2007). With increasing evidence suggesting that emotional
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intelligence is able to predict a wide range of key behav-
iours associated with effectively working in, and managing
projects, the question of whether emotional intelligence can
be developed is becoming of far greater interest to the pro-
ject management community. The expectation being that
by developing the emotional intelligence of those working
in projects, gains should eventually be seen in terms of
improvements in those project management behaviours
deemed important to successful projects (Turner and
Lloyd-Walker, 2008).

This study therefore aims to make a contribution specif-
ically to the project management field by examining the
effects of training on a sample of project managers in the
UK, and identifying whether changes occur in their emo-
tional intelligence and relevant project management compe-
tences. The results show some positive effects for training.
The findings are therefore of particular significance for
those considering how best to design development strategies
to enhance project management performance with emo-
tional intelligence as a key focus.

2. The concept of emotional intelligence and its development

Throughout the 1990s a number of differing conceptual-
izations of emotional intelligence or models have been pro-
posed, igniting considerable debate as to the theoretical
validity of the concept (Conte, 2005; Locke, 2005).
Although there is some degree of overlap between a num-
ber of these models (for example most include an emphasis
on emotional awareness), essentially they differ quite mark-
edly in how they perceive the El construct, how it is mea-
sured and the relationships the construct potentially has
to other relevant aspects of human functioning. Generally
these differing models can be categorized as either ability-
based conceptualizations of El, mixed-model conceptual-
izations and competence-based approaches, although some
models do not always fit neatly into either grouping. The
ability model of emotional intelligence (Salovey and
Mayer, 1990) is widely regarded as the most scientifically
robust model of emotional intelligence in that it meets
the criteria far more closely than others, for what might
be termed an independent intelligence. The four abilities
are cognitive in nature and are argued as developing from
early childhood onwards. These four abilities are arranged
in a hierarchical fashion in the following order: (1) the abil-
ity to perceive emotion; (2) the ability to integrate emotion
to facilitate thought; (3) the ability to understand emotions;
and (4) the ability to manage emotions.

Over the past 15 years there has been considerable work
undertaken in developing an appropriate measure and
establishing its validity with some promising results. For
example, the ability measure of El correlates only modestly
with other forms of cognitive ability (e.g. verbal and per-
ceptual reasoning (Mayer et al., 2008), and aspects of per-
sonality such as openness and agreeableness (Day and
Carroll, 2004; Lopes et al., 2003), thereby offering some
support for the independent nature of the construct. By

contrast both mixed (Bar-On, 1997) and competence
(Goleman, 1995, 1998) models of emotional intelligence
include a range of non-cognitive capabilities or personality
traits as part of their overall conceptualization of the con-
struct. As a result, many of the measures used to assess
emotional intelligence from this perspective have received
some degree of criticism as sharing an extensive degree of
overlap with existing measures of personality such that
the independent and unique nature of the construct is com-
promised (Davies et al., 1998). This is important since it
suggests such measures of El may not be offering anything
new in terms of accounting for differences in individuals’
performance, whereas the ability model may be explaining
something more distinctive.

Seven studies have to date reported evaluations of inter-
ventions designed to develop emotional intelligence. Two
of these studies used competence based measures of emo-
tional intelligence drawn from Goleman’s Emotional Com-
petence Inventory (Sala, 2006; Turner and Lloyd-Walker,
2008). Sala (2006) reported positive effects for training on
8 of the 20 emotional intelligence competence areas he
examined. Turner and Lloyd-Walker (2008) evaluated the
impact of a training programme on 42 project management
employees based in a US defence project. Emotional intel-
ligence was assessed through self and peer ratings again
using Goleman’s (1995, 1998) Emotional Competence
Inventory. Measures of job satisfaction and job perfor-
mance were also collected, with all post course measures
collected 6 months following training. Generally they con-
cluded positive effects for the training intervention in terms
of self-ECI ratings but no effects for peer ratings of ECI
competences. Slaski and Cartwright (2003) evaluated the
impact of five training programmes delivered one day a
week over four weeks, with 12 managers attending each
programme. A pre/post test research design with a compar-
ison group was used where training participants completed
two measures of emotional intelligence, the EQ-i (Bar-On,
1997) and the EIQ (Dulewicz and Higgs, 2003) as well as
three measures of health and well-being, pre-training and
then again 6 months later. A positive impact for the train-
ing was reported with statistically significant improvements
found in the El measures used (the overall EQ-i score and a
number of its subscales, and similarly in the overall EIQ
score and all except two of its subscales).

The remaining four studies all evaluated El development
interventions based upon Mayer and Salovey’s (1997) abil-
ity model of emotional intelligence. Two of these however
used self and peer assessed measures of emotional abilities.
Moriarty and Buckley (2003) reported positive findings for
the impact of the intervention on El. Using a pre/post test
research design and a team based measure of emotional
intelligence, significant positive changes were found in
one of the two self assessed El measures of El abilities
and both peer assessed measures. Similarly, Groves et al.
(2008) again using a self-report measure of El abilities
developed specifically by the authors (the emotional intelli-
gence self description inventory (EISDI), reported statisti-



N. Clarke [ International Journal of Project Management 28 (2010) 461-468 463

cally significant improvements in all four El ability scores
and overall El score as part of a student El development
programme. By contrast, both Mayer et al. (2008) and
Clarke (2007) used an ability performance-based test to
assess emotional intelligence (the Mayer—Salovey—Caruso-
Emotional Intelligence Test (MSCEIT) and reported mixed
results with positive effects found only in a few of the emo-
tional abilities examined.

Based upon the studies above, it would seem that devel-
opmental interventions can have an impact on emotional
intelligence, but that the criterion measure used to assess
emotional intelligence would appear to make a difference.
Far more positive results are found for those studies using
self and peer assessed measures of emotional intelligence
irrespective of the El model used (Groves et al., 2008; Mor-
iarty and Buckley, 2003; Sala, 2006; Slaski and Cartwright,
2003; Turner and Lloyd-Walker, 2008), but these suffer
with validity problems due to the social desirability effects
of self reporting. Despite suggestions in the literature then,
that training may have a positive effect on emotional intel-
ligence (Bagshaw, 2002; Cherniss and Caplan, 2001), there
is in effect a paucity of data available to reach any confi-
dent conclusions.

Given that only two El development studies have to date
appeared in the literature using more objective perfor-
mance-based ability test measures of El, further studies
using this measure are clearly needed. From a project man-
agement perspective, there is also a need for studies that
examine El development interventions and identify whether
these can be tracked to improvements in the attitudes and
behaviours necessary for project management. Despite sig-
nificant interest in the concept of emotional intelligence
within project management (Druskat and Druskat, 2006;
Leban and Zulauf, 2004; Muller and Turner, 2007) this is
still a relatively unexplored concept within the field and
research examining interventions for developing emotional
intelligence in project managers is very much embryonic.

3. Focus of the current study

The focus of the study was to determine whether train-
ing can result in improvements in project managers’ emo-
tional intelligence abilities using a performance-based
measure of EI, and whether relevant project management
competences also improve as a result of training. Three
specific hypotheses tested in the study and their rationale
were as follows: Findings from both quantitative and qual-
itative studies investigating the development of emotional
abilities have suggested that development is more likely
to occur over a relatively longer time period compared to
training effects obtained generally, involving a number of
months or more (Clarke, 2006, 2007; Groves et al., 2008;
Moriarty and Buckley, 2003). Clarke (2007) has previously
suggested that emotional intelligence training may provide
trainees with an initial awareness of their emotional abili-
ties, but that this is only a platform from which further
development may then occur as a result of learning that

then occurs on the job (workplace learning). This gives rise
to the first hypothesis:

Hypothesis 1. Positive changes in the emotional intelligence
abilities : (1) perceiving emotions, (2) using emotions to
facilitate thinking, and (3) understanding emotions will not be
found immediately after participants have attended training
but will be found 6 months later.

Although suggested as laying outside the ability con-
struct of emotional intelligence, the dispositional tendency
of empathy has been proposed as a characteristic of emo-
tionally intelligence behaviour (Salovey and Mayer,
1990). Empathy involves a capacity for recognizing feelings
in others which require a level of emotional awareness. We
should therefore expect to see increases in participant mea-
sures of empathy as a result of increases in their emotional
abilities. This gives rise to the following hypothesis:

Hypothesis 2. Significant increases in participants’ empa-
thetic ability will be found 6 months following participants
attending training but not immediately after training.

A number of authors have suggested that emotional
intelligence may be an important aspect of individual dif-
ference that is associated with the skills and competences
necessary for working in and leading projects (Druskat
and Druskat, 2006; Leban and Zulauf, 2004; Muller and
Turner, 2007). Clarke (in press) previously found emo-
tional intelligence abilities were associated with the project
management competences of teamwork and conflict man-
agement. Significant changes in these two specific project
management competences should therefore be expected as
a result of improvements in participants’ emotional intelli-
gence abilities. This gives rise to the third and final
hypothesis:

Hypothesis 3. Positive improvements in the project manage-
ment behaviours (competences) associated with teamwork and
conflict management will be found 6 months following
training but not immediately after training.

4. The training intervention

This comprised a two-day training programme that was
designed to improve a number of targeted emotional abil-
ities and empathy among the participants specifically
within a project management context. The training pro-
gramme was delivered on three separate occasions to three
groups of project managers. Two groups were drawn from
two organizations that were approached to participate in
the study. The third group comprised participants from
the UK chapter of the Project Management Institute who
responded to an advertisement to take part in the research
project. The total population of trainees combined both
those attending voluntarily and those requested to attend
by their organizations. The design and content of the train-
ing programme was based on a detailed review of the liter-
ature in the area and is reported in Clarke and Howells
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(2009). Key aspects included: (1) a sustained focus on
developing self awareness of emotional intelligence
amongst participants, (2) identifying the significance of
emotional intelligence for understanding behaviour and
interpersonal relationships, (3) participants receiving feed-
back on their own emotional abilities or competences,
and (4) the use of structured exercises involving EI in order
to provide participants with insights into aspects of their
interpersonal behaviour or preferences.

5. The study and methods

The study employed a pre/post test quasi-experimental
design (Campbell and Stanley 1963) with measures of
emotional intelligence collected 1 month prior to partici-
pants attending the 2-day training programme (Time 1),
again 1 month following training (Time 2), and then
again 6 months post training (Time 3). Fifty-seven pro-
ject managers enrolled to take part in the training study.
In addition, 18 project managers volunteered to act as a
comparison group. Major problems with participant
attrition resulted in only 36 complete data sets being
obtained (containing measures from all 3 time points).
A larger number (53) of matched baseline and second
post course (6 months later) were obtained however. In
order to maximise the statistical power of the tests, it
was decided to run two sets of independent tests. The
first set examining differences between all baseline mea-
sures (Time 1) and those obtained 6 months later (Time
3) using the larger data set (V= 53). The second exam-
ining differences between baseline (Time 1) and the first
set of post course measures collected 1 month following
training (Time 2) from the smaller subset (N = 36). The
characteristics of the larger sample of 53 training partic-
ipants were as follows. The majority, 32 of these partic-
ipants were female (60%) and 15 (28%) were certified
project managers. The average age was 39.7 (SD 8.3)
and ages ranged between 23 and 58. These participants
indicated their job roles as follows: General Management
14 (26%), Marketing/Sales 2 (4%), HRM/Training 1
(2%), Finance 2 (4%), R&D 2 (4%), Technical4, (8%)
and Other 28 (52%). Significant attrition was also
encountered with the comparison group with matched
baseline (Time 1) and 6-month post course (Time 3)
measures obtained from only 6 of the 18 project manag-
ers volunteering to take part. As a result, it was decided
to exclude data from the comparison group from subse-
quent analyses.

6. Dependent measures
6.1. Emotional intelligence

The Mayer-Salovey-Caruso-Emotional Intelligence Test
(MSCEIT V2.0) (Mayer et al. 2002) was used to assess the

three emotional intelligence abilities perceiving emotions,
using emotions to facilitate thinking and understanding

emotions. The MSCEIT V2.0 consists of 141items divided
into eight sections, or tasks that correspond with the four
branches or abilities of Mayer and Salovey’s (1997) ability
model of emotional intelligence: (1) perceiving emotions
(B1), (2) using emotions to facilitate thinking (B2), (3)
understanding Emotions (B3), and (4) managing emotions
in oneself and others (B4). Previously reliabilities for each
of the scales have been reported as 0.90, 0.76, and 0.77
(Mayer et al., 2002). Reliabilities obtained for each of the
three branches on the first administration was 0.88, 0.62,
and 0.95, respectively.

6.2. Empathy

Mehrabian and Epstein’s (1972) 33-item of emotional
empathy was used to assess empathetic tendency.
Responses to each item are on a scale ranging from +4
(very strong agreement) to —4 (very strong disagreement).
Scores on 17 items are negatively scored in that the signs of
a participant’s response on negative items are changed. A
total empathy score is then obtained by summing all 33
items. Sample items include (1) (+) It makes me sad to
see a lonely stranger in a group, and (24) (—) I am able
to make decisions without being influenced by people’s
feelings. The scale authors previously reported the
split-half reliability for the measure as 0.84. Here the
Spearman-Brown split-half coefficient was found to be
0.86 suggesting good reliability.

6.3. Project management competences

The Teamwork competence was assessed using a self-
report 7-item scale. Sample items included: (1) Built trust
and confidence with both stakeholders and others involved
on the project? (2) Helped to create an environment of
openness and consideration on the project? The Conflict
Management competence was assessed using a 6-item scale.
Sample items included: (1) Recognized conflict and (2)
Worked effectively with the organisational politics associ-
ated with the project. Development and validation proce-
dures of both scales is reported in Clarke (in press).
Reliabilities coefficients were found to be satisfactory at
0.82, and 0.79 for each of the two scales, respectively.

7. Data analyses

Initial tests began with examining correlations between
all variables measured in the study collected at Time 1
and Time 3 months later. This was followed by undertak-
ing a multivariate analysis of variance using a repeated
measures design (MANOVA). Time was entered as the
within subject factor name with 2 levels (pre and 6-month
post test) alongside the six dependent variables assessed
in the study (3 El abilities, Empathy, and the two project
manager competences). The software programme SPSS
for Windows (Version 15.0; SPSS Chicago, IL, USA) was
used for all statistical analyses.
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8. Results

Means, standard deviations, and correlations between
measures are presented in Tables 1 and 2. The number of
significant correlations between each of the three emotional
abilities perceiving emotions (Bl), using emotions to facili-
tate thinking (B2), and understanding emotions (B3), con-
firm that these abilities are related to one another within an
overall construct, emotional intelligence. Initial MANOVA
tests were performed to identify whether any statistically
significant changes had occurred in measures of the depen-
dent variables between Time 1 and Time 3. Results indi-
cated significant differences had occurred between the two
time points, (F (6,47) =4.45, p <.001). Further follow up
univariate analyses of variance tests were therefore con-
ducted (Table 3). The results for both the emotional abili-
ties, Perceiving Emotions (F (6,47) =.08, p<n.s.) and
Using Emotions to Facilitate Thinking (F (6,47) = .55,
p <n.s) both failed to show any statistically significant
changes. Significant effects were found however in relation
to the emotional ability, Understanding Emotions (F
(6,47) =17.76, p<.01). Follow up t-tests on differences
between Time 1 and Time 2 measures (1 month following
training) showed no statistically significant changes in
any of the three emotional abilities. Perceiving emotions,
t(35)=-0.1, p< ns.; using emotions #35)=.21,
p<ns., and understanding emotions, #35)= —.38,
p <n.s. Hypothesis 1 was therefore partially supported.

Table 1
Means and standard deviations of dependent variables at Time 1, Time 2,
and Time 3.

Variable

Time 3"

94.39 (20.80)
94.54 (15.41)

Time 2"

95.77 (22.05)
97.70 (14.52)

Time 1

93.77 (18.64)
95.78 (14.64)

Perceiving emotions (B 1)
Using emotions (B2)

Table 3
Results of univariate F tests on emotional abilities, empathy, and project
management competences.

Variable Type IIl sum of DF F Sig. Partial H
squares squared
Perceiving 10.41 1 .08 .78  .002
emotions (Bl)
Using emotions 40.68 1 55 46 .01
(B2)
Understand 324.67 1 7.66 .008 1.28
emotions CB3)
Empathy 456.60 1 396 .05 .Q7
Teamwork 813 1 434 .04 .08
Managing conflict  1.98 1 6.27 .01 .11

Significant differences were also found between Time 1
and Time 3 measures of empathy (F (6,45)=3.96,
p <.05). Follow up t-tests on differences between Time 1
and Time 2 measures (1 month following training) showed
no statistically significant changes, empathy #(35) = 1.84,
p <n.s. However an examination of the mean scores
obtained for Time 1 and Time 3 measures (Table 1) shows
that empathy scores actually decreased over this time per-
iod. Hypothesis 2 was therefore not supported. Finally, sig-
nificant positive changes were also found between Time 1
and Time 3 measures in both of the project management
competences of Teamwork (F (6,45) =4.34, p <.05), and
Conflict Management (F (6,45)=6.27, p <.01). Follow
up t-tests on differences between Time 1 and Time 2
(1 month following training) showed no statistically signif-
icant changes in any of these competences, Teamwork
t(35) =1.31, p<n.s.; or managing conflict, #35)=.06,
p <n.s. Hypothesis 3 was therefore supported.

9. Discussion

Understand emotions (B3) 97.85(9.37)  99.24 (9.30) 101.35 (8.5) oo . . .
Empathy 30.16 (22.97) 28.52(21.53) 26.0 (23.33) Findings here suggest that the emotional intelligence
Teamwork 5.63 (.64) 5.64 (.72) 5.81 (.55) ability, understanding emotions can be developed in pro-
Managing conflict 3.53 (:69) 5.43 (43) 3.59 (.70) ject managers as a result of a 2-day training intervention.
:*N = 36. However, the results suggest that this took place during
N=353. the 6 months following attendance on training. Although
Table 2
Correlations between all variables (Time 1 and Time 3).
1 2 3 4 5 6 7 8 9 10 11
1. (B1)Perceive
2. (B2) Use 57
3. (B3) Understand .26 49"
4. Empathy 11 27 27
5. Teamwork 24 46 397 23
6. Conflict management 14 .38 36" .04 76"
7. B1 (3) 68" 63" 43" .06 29" 18
8. B2 (3) 49" 67 42 22 .38 357 39"
9. B3 (3) .02 .20 AT -.05 AT 417 17 15
10. Empathy (3) .06 27" 23 78" 21 .09 .14 27 .06
11. Teamwork (3) 23 36" 297 27 A48 317 22 24 11 22
12. Conflict management (3) .15 22 21 A4 45" .26 .06 23 13 36" .68
* p=.05.

™ p=.0l.
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based on a subset of the total number of training partici-
pants, the data analyses found no statistically significant
changes in this emotional ability 1 month post training.
Changes were however detected 6 months following train-
ing in the larger data set. Although not conclusive, the
results are strongly suggestive that whereas training may
offer a platform to begin developing this specific emotional
ability, additional factors subsequently play a role.

The failure to detect any changes in the two emotional
abilities, perceiving emotions and using emotions to facili-
tate thinking was unexpected and contrary to that hypoth-
esized. One possible explanation for the failure to find any
positive changes in the emotional ability, perceiving emo-
tions here may be that the content of training was not suf-
ficiently matched to the content domain covered in the
emotional intelligence test administered. Alternatively, it
could be that the half day allocated on the training to
develop this emotional ability was insufficient for trainees
to gain increased mastery in this area. In relation to no sta-
tistically significant changes found in the emotional ability
Using emotions to facilitate thinking, a major factor here
could lie with the low reliability found for the measure of
this ability in the study. This was low, with a coefficient
alpha of only 0.62. To date, few studies have used the
MSCEIT in field as opposed to experimental settings. It
is possible then that differing testing conditions may have
influenced the reliability of this scale.

The study also found statistically significant improve-
ments in the self-assessed project management competences
of teamwork and managing conflict. It is tempting to
assume that the increase in the emotional ability, under-
standing emotions may have been associated with all these
improvements. Especially since positive changes were not
detected on month following training. However it may well
be that training resulted in improvements in trainees’ con-
fidence in their competence in these areas which resulted in
higher self ratings 6 months later.

Finally changes in empathy scores between baseline
(Time 1) and 6 months post training (Time 3) were found
to be statistically significant, but had actually decreased
over the 6 month period following training. This was in
the opposite direction to that hypothesized. One explana-
tion might be that decreases in emotional empathy were
linked to the significant improvements found in the abil-
ity, understanding emotions, as a result of the training.
Previously Cliffordson (2002) investigated relationships
between a multidimensional measure of empathy and
social skills. In a study involving 127 applicants for nurs-
ing and social work degree programmes she found that
the personal distress aspect of emotional empathy was
negatively related to the emotional and social control
dimensions found in the social skills measures she used.
The ability, understanding emotions enables individuals
to identify what circumstances cause different emotional
responses and how more simple emotions blend to cause
more complex emotional states. This knowledge is
thought to be important in enabling individuals to under-

stand why they may be experiencing particular feelings
which is pre-requisite for then considering how these feel-
ings be best managed or controlled. It is possible then
that improvements in this ability may have assisted train-
ees to moderate the levels of emotional distress they expe-
rienced in response to those items tapping personal
distress in the affective empathy scale used in the study.
This does offer a plausible explanation for the statistically
significant decrease found in emotional empathy and
offers further support for the training having had some
impact on the development of this specific emotional
intelligence ability.

This particular emotional ability is important since it
relates to an individual’s understanding of how different sit-
uations, behaviours and events can give rise to particular
emotional responses in themselves and in others (Mayer
and Salovey, 1997). It has been suggested as important in
work contexts as emotional knowledge of this kind can
assist individuals to better negotiate social encounters and
to use this knowledge in the pro active building of inter-per-
sonal relationships (Lopes et al., 2003). It has also been sug-
gested as important in leadership contexts for knowing
when and how to use affect in order to stimulate creativity,
optimism and generate excitement among followers in the
pursuit of goals (George, 2000; Prati et al., 2003). Under-
standing how events in projects can trigger specific emo-
tional responses that then impact on performance can
assist project managers in planning, setting and communi-
cating tasks (Jordan et al., 2002). A knowledge of how dif-
ferent emotions are generated and how they can influence
attitudes and behaviours is also likely to offer project man-
agers distinct advantages within contexts where they are
dependent on building commitment and trust rapidly in
order for individuals to work effectively together within pro-
jects (Burgess and Turner, 2000; Hartman, 2000). Elsewhere
it has also been found that positive affect amongst construc-
tion project managers was a key factor associated with their
coping and adjustment to dealing with stress thereby avoid-
ing psychological problems (Haynes and Love, 2004).
Beyond project effectiveness then, it would seem likely that
there may well be other major gains that could be made from
project managers attending training such as this, in terms of
the wider health and well-being of those involved in projects.
Together this suggests a rich vein of further research is
needed to identify the various ways in which emotional intel-
ligence might impact in projects.

The findings from the study suggest that certainly as far
developing the emotional intelligence ability, Understand-
ing Emotions 1is concerned, organizations wishing to
develop project managers’ ability in this area might achieve
similar positive results if they adopt identical strategies to
the design of the training programme to those used here.
These included: (1) opportunities for participating in struc-
tured practice sessions that required participants to con-
sider how emotional abilities may be used in their roles
as project managers, (2) practicing El associated behav-
iours and then receiving feedback, and (3) observing others
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during role plays and simulations. The use of these specific
development strategies have previously been found to pro-
mote learning and strengthen self-efficacy which seems
importance in the development of emotional intelligence
abilities (Cherniss and Caplan, 2001). However the findings
suggest a cautionary note in assuming that any develop-
mental changes in EI are due to the effects of training
alone. Previously Clarke (2006) has suggested that develop-
ing emotional intelligence abilities in unlikely to be
achieved within short periods and findings from the few
empirical studies to date (for a review see Clarke (in press))
point to periods of 2 months or more as being necessary.
The finding that positive change occurred only in one emo-
tional intelligence ability, understanding emotions would
appear to underscore the limitations of the effectiveness
of training alone to achieve this. What seems important
now is to investigate the processes that occur outside the
training environment which seem to have a subsequent
impact on the development of EI.

10. Conclusions

This is the first study to appear in the literature that has
investigated whether participation in a short training pro-
gramme can affect the development of emotional intelli-
gence abilities in project managers. The study found that
participation in a 2-day training programme resulted in sta-
tistically significant improvements in one of the emotional
intelligence abilities tested, the ability to understand emo-
tions. Importantly this positive change was not found
immediately following training (1 month later) but was
found 6 months post training. The results indicate then,
that the impact of training on this ability is unlikely to be
seen immediately, requiring some months before any
improvements can be detected. This would seem to suggest
that although training can provide an initial self-awareness
of the importance of emotions, the actual processes associ-
ated with the development of this emotional intelligence
ability continue taking place after training has taken place,
possibly through on-the-job learning mechanisms. This
would seem to correspond with other studies that have
found developments in ability-derived measures of EI
within team learning contexts (Clarke, 2007; Groves
et al., 2008; Moriarty and Buckley, 2003). However the lim-
itations associated with the research design suggest that
any conclusions should only be treated as tentative at this
stage. The evaluation was based on a study comprising of a
sample of only 53 participants. Although such sample sizes
are commonly found within the training evaluation litera-
ture (Cromwell and Kolb, 2004; Lim and Morris, 2006)
they do nonetheless pose problems with increasing dangers
of type I errors (i.e. finding a positive result when in fact
the reverse is true). The absence of a suitable comparison
group also means that maturational factors cannot be ruled
out as accounting for the positive results found. The use of
self-ratings to assess project management competences is a
further major limitation of the study given that self ratings

are generally far more lenient than those from observers
(Atwater and Yammarino, 1992). A further problem con-
cerned the significant participant attrition that was encoun-
tered particularly at 1 month post training (Time 2). This
resulted in a smaller subset of data available for analyzing
whether there had been in any change in trainees’ emo-
tional intelligence abilities 1 month immediately following
training. It could be that the reduced sample here resulted
in the failure to find any positive effects at this time point.
Future studies should therefore aim to replicate this study
involving larger populations and using more objective mea-
sures of project manager competences. Given criticisms
that much training for project management has tended to
overly focus on the technical and planning aspects of pro-
ject management, potential gains in a wide range of key
project management areas could well be achieved through
the additional programmes described here.
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